
 
 

Centreville Presbyterian Church 
Winter 2020 Town Hall Meetings  

Summary, Questions & Responses 
 

Background 
 
Upon departing the PCUSA, Centreville Presbyterian Church’s leadership recognized a need for us to 
revitalize by becoming more effective in sharing the Gospel of Jesus Christ and reversing a downward 
trajectory in membership and attendance at CPC.  To do this, the Session opted to join ECO’s Church 
Transformation Cohort, which included an assessment and report provided by a consultant.  At a town 
hall meeting in November 2018, the congregation approved the consultant’s report in an advisory vote, 
and Session began enacting many of the consultant’s recommendations.  Two of those 
recommendations involve changes to the structure and functioning of both the Session and the ministry 
of the Deacons.  For those changes to be fully implemented, the congregation would need to approve 
changes to CPC’s bylaws. 
 
Session has decided to delay bringing forward any changes pertaining to Session’s structure and 
functioning until after we have received an opinion from East Central Presbytery (our new ECO 
presbytery).  However, Session has determined to propose bylaw changes pertaining to the Deacons.  To 
provide an explanation of those changes and an opportunity for feedback, two town hall meetings were 
held at CPC on consecutive Sundays, February 23 and March 1, 2020.  
 

Summary of the Meetings 
 
At both town hall meetings, Pastor Rob gave a brief history of what led to the current proposal for 
changes to the bylaws.  A member of Session then provided an overview of how the new model for the 
Deacon Ministry is working and how bylaw changes are necessary to fully implement the model.  The 
case for change was summarized this way:  The new model will free the Deacons from internal 
administrative matters so that they can focus on their essential task of building vibrant relationships 
with their flock members.  Next, current and former deacons familiar with the new model expressed 
their support for it and highlighting the benefits.  The remainder of the hour-long meetings was then 
open for questions from the floor, with members of Session and the Assistant Pastor responding to 
some of the questions. 
 
A few questions were asked about the number of deacons, deacon meetings, and whether meeting 
minutes are necessary.  A specific concern was raised about whether the proposed staff person leading 
the Deacon Ministry should be ordained.  Most of the questions and concerns centered on the 
management of what has been known heretofore as the Deacons Fund (now called the Care Fund).  
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Questions & Answers 
 
Many of the questions below were raised during or after the two town hall meetings; others are 
provided for context.  The answers are responses from Session to provide further clarity and explanation 
about new model and the need for bylaw changes.  The questions are grouped by subject. 
 
Rationale for a New Model 
 
1.  What are the benefits of having a new model for the Deacon Ministry? 

• The benefits of the new model are three-fold:  
  
a) The ministry of a deacon is primarily one of caring and serving.  Over time, the Board of 

Deacons has often been distracted from its main purpose, getting bogged down in 
administrative matters.  The deacons should spend less time deliberating and more time in 
Scripture, prayer, training, and caring for their flocks.   
 

b) The number of deacons prescribed by the CPC bylaws is high (21) and was established when 
membership was near 600.  By contrast, today’s membership is around 400.  We need to be 
able to adjust the number of deacons depending on fluctuations in the number of covenant 
partners/attenders without needing to go repeatedly through the lengthy process of 
amending CPC’s bylaws. 
   

c) God has called and gifted certain persons in our midst to do the essential work of deacons—
they easily reach out to strangers, are good listeners, enjoy showing care through acts of 
kindness, and have the time and energy to build relationships with flock members.  It would 
benefit the congregation if such persons could stay in their roles without term limits. 

 
2. Can we implement the proposed structural and operational changes within the current CPC 

bylaws? 
• No.  The current bylaws are highly prescriptive.  The new model requires more flexibility than 

the current bylaws allow. 

Leadership 
 
1. Under the new model, how will the ministry of the deacons be led? 

• The ECO Church Transformation consultant recommended that deacons shift from being a 
decision-making board into a caring team, led by a staff member assigned by the Pastor.  

 
2.  Since deacons are ordained, shouldn’t they be led by an ordained staff member? 
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• The Session agrees with the premise of the question and has amended the proposed bylaw 
accordingly.  At present and for the foreseeable future, the Pastor has designated the Assistant 
Pastor to lead the Deacon Ministry. 
 

3. Why will the deacons no longer have an executive board and officers? 
• Under the new model, there is no need for officers.  The functions of the moderator and vice-

moderator will be assumed by the Assistant Pastor.  A secretary will no longer be needed as 
minutes from deacons meetings will no longer be necessary.  A treasurer will not be needed as 
the deacons will no longer be managing an independent fund.   
 

4. ECO’s Constitution states that Session shall oversee and direct the ministry of deacons.  How then 
would it be possible to have the Pastor direct the ministry as called for in the proposed changes? 
• The Session agrees with the question’s premise and has amended the proposed bylaw changes 

to show that Session is expressly delegating its immediate oversight and direction of the Deacon 
Ministry to the Pastor or his/her designee. 
 

5. In the old model, how did Session oversee and direct the ministry of deacons? 
• Session’s primary means of oversight for the deacons is through receipt and review of monthly 

minutes of deacons meetings. The Deacon’s executive board made operational decisions, 
usually in consultation with a pastor who served as an ex officio member of the Board.  In years 
when CPC had only one pastor, the Director of Adult Education or Director of Resources served 
as a staff liaison. 

 

Number of Deacons & Terms 
 
1.  What does ECO’s Constitution require about the ministry of deacons? 

• ECO’s Constitution gives congregations a great flexibility regarding the shape of the ministry of 
deacons, stating broadly, “The congregation shall determine the manner in which they are 
selected for service.”  Under ECO polity, a congregation is not even required to have deacons.   

  
2. How will the number of deacons be determined under the new model?  Is there a fixed ratio? 

• Neither the old nor the new model calls for a fixed ratio of deacons to flock units (e.g., families 
or individuals).  The new model allows for the number of deacons to vary at any time.  At 
present, most of the current 16 deacons each have about 14 flock units—a number that seems 
reasonable to meet our goal of building deep and meaningful relationships.  If the approach 
requires tweaking or if church attendance/membership increases sharply, we may want to 
adjust the number upward or downward.  The Assistant Pastor will collaborate closely with the 
deacons and monitor their flock reports to determine the effectiveness of the overall ministry.  
The idea here is to allow for flexibility and innovation in delivering care. 
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Deacon Meetings & Meeting Minutes  
 
1. Should the CPC bylaws specify the frequency of Deacons Ministry meetings? 

• The current CPC bylaws do not specify the frequency of meetings, stating only that the Deacons 
meet “regularly.”  Session does not want to be overly prescriptive in determining the frequency 
of meetings, leaving such matters to the discretion of the pastoral staff and needs of the 
deacons ministry.  
 

2. The new model does away with the need for the deacons to provide meeting minutes to Session.  
Won’t that result in a lack of oversight? 
• In the new model, the Deacon Ministry is not a deliberative board, making policy decisions and 

disbursing funds that require reporting.  Deacon meetings instead will consist of devotions, 
training, and prayer.  The Assistant Pastor will hold the deacons accountable for caring for their 
flocks by monitoring regular flock reports; the Pastor will hold the Assistant Pastor accountable 
for managing the Deacon Ministry; and Session will hold the Pastor accountable for any results 
pertaining to the Deacon Ministry. 

Deacon Bylaws 

1. What will become of the Board of Deacons’ own Bylaws? 
• In the old model, the deacons had their own set of bylaws, which dealt principally with the 

composition of an executive board, subcommittees, and rules about management of the 
Deacons Fund.  The maintenance of bylaws often preoccupied deacons under the old model.  
Under the new model, there is no executive board and the Care Fund is no longer managed by 
the deacons; therefore, bylaws are no longer needed.  The Deacons Ministry will, however, 
continue to have a manual of operations explaining caring procedures.  

The Care Fund (formerly Deacons Fund) 
 
1. How was the Deacons Fund administered under the old model? 

• Rules governing the use and management of the Deacons Fund were set forth in the Board of 
Deacons’ bylaws.  At times, decisions about Fund disbursements were made by the entire 
Board, but in recent years most decisions were made by its four-person executive board.  The 
Treasurer wrote checks and gave an accounting of funds to the full board monthly. 
 

2. What is the current balance of the Fund? 
• The balance is approximately $50,000. 

 
3. How will the Fund be administered in the new model? 

• Renamed “The Care Fund,” it will no longer by administered by the deacons as a body.  
Nevertheless, deacons will play a significant role in identifying persons in need of financial 
support, and one designated deacon will serve on a new Care Fund Team administering the 
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Fund.  Session has approved a policy (which is even more detailed than the rules in the old 
Deacon Bylaws) about how the fund will be managed, and only Session can change the policy.  
The policy is accompanying this set of questions and answers.   
 

4. The new policy provides for a three-person team to administer the Care Fund.  Only one of those 
persons is a deacon.  Shouldn’t the team be larger and include more deacons? 
• Session has decided to keep the team small and nimble, able to reach decisions quickly with the 

included continuity of a staff member (the Director of Resources) and able to disburse funds 
without delay.  The three-person team is similar in size to the four-person executive board that 
made decisions under the old model.  Funds requests require significant research in short 
periods of time to ensure that the need is appropriate for funding. Requiring more deacons to 
serve on the Care Fund Team will likely detract from their time in building relationships with 
their flock members. 
 

5. Could we rename the proposed “Care Fund” as the “Deacon Care Fund”? 
• The name (or existence) of the Deacon Fund is not specified in the current bylaws or in the 

proposed changes. The proposed bylaws follow the same model.  
 

6. Shouldn’t everyone involved in the decision process be an ordained leader (rather than staff) so 
that decisions are more Spirit-directed and to avoid temptations of misuse? 
• The Session does not share the premise of this question.  CPC’s staff has been entrusted with 

and manages the church operating funds which run in the millions of dollars. Safeguards are in 
place to prevent misuse of all church funds.  And, in all matters, church staff are directed and 
held accountable by the Pastor (who is ordained), who is in turn held accountable by the Session 
(whose members are ordained).  Moreover, the Care Fund policy provides additional oversight.  
Under the old model, the deacons made rules and distributed funds. Under the new model, 
Session sets the rules and the Care Fund Team distributes the funds. 

 
7. Should the CPC bylaws specify the funds disbursement decision process?  

• No. Bylaws are essentially “the laws” under which the congregation and its leadership operate.   
Bylaws should not contain detailed policies or procedures.  The current CPC bylaws are silent on 
how the Deacons Fund (or the funds of any other specific ministry) are managed.  A Session-
approved policy is appropriate for setting forth the rules of Care Fund management. 

Funding of Deacon Operations 
 
1. Since the Deacon Ministry will no longer manage a Deacons Fund, how will it provide for its 

operations (e.g., Communion supplies, cards, gift cards, flowers)? 
• For many years, the General Fund has allocated $1,500 annually for deacon operational 

expenses in the same way that it provides line items for other specified ministries at CPC.  Under 
the old model, the Deacon Board rarely tapped the line-item funds and instead relied on the 
Deacons Fund for operational expenses.  This will not happen under the new model.  While the 
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Care Fund could be used to augment deacon operational cost in an emergency, the Care Fund 
Team would have to authorize such funds.   
   

Other Questions/Concerns 
 
1. Why continue to ordain deacons if they are not making spiritual and financial decisions? 

• Under the new model, deacons (as a body) will not be making financial decisions.  However, 
they will continue to rely on the Holy Spirit to make spiritual decisions about how to care for 
their flocks.  We will continue to ordain deacons (1) to recognize God’s calling (through the 
congregation) that they should provide care in the name of Jesus Christ, (2) to lay hands on 
them that they would be filled with the Holy Spirit to minister boldly and confidently in difficult 
situations, (3) to authorize them to offer care on behalf of the entire congregation.   

 
2. The bylaws state that, “The Deacons Ministry shall minister to those in need, to the sick, to the 

friendless, and to any who may be in distress.” Does this wording limit their functions, and should 
it be expanded to include all members? 
• The cited language is currently part of CPC’s bylaws and is not altered as part of the proposed 

revisions.  Session does not see a need to revise this sentence as all of us are “in need”—in need 
of God’s grace and of fellowship with the Body of Christ—both of which the deacons are to 
share. 
  

3. When will final bylaws revisions and policy pertaining to the Care Fund be made available to the 
congregation for evaluation before a vote is held? 
• Session met the week following the second town hall meeting.  It considered input from the 

congregation, reviewed and made some changes to the initially proposed bylaws, ratified 
policies pertaining to the Care Fund, and produced this document.  The Session will provide 
these documents a full week in advance of the Congregational Meeting, set for March 15. 
 
 

 

 

 


