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Landmarks

In chapter 2, we laid out a historical and biblical foundation for multisite as 
an acceptable church model. We also responded to the movement’s primary 
challenge: its alleged lack of biblical and theological support. However, 
we stopped short of addressing any other common concerns because of 
the complexity and diversity among multisite models. Simply put, not all 
multisite churches are the same. This chapter will discuss seven church 
models, five of which form a spectrum of multisite expressions. Within this 
spectrum we locate multichurch. The diversity among multisite models 
reflects the church’s creative impulses to advance the kingdom of God and 
proclaim the gospel. Therefore, before we discuss each model in detail, 
we will begin by exploring the implications of God’s creativity and how 
examining divine creativity might better prepare us to evaluate the models.

The Creative Impulse

God is creative. He is first introduced to us in the Bible as the Creator, 
the maker of all things. What he made exudes creativity in its beauty, 
diversity, splendor, elegance, and fruitfulness. Although we might refer 
to him as Creator in song or prayer, we rarely spend time thinking about 
the significance of his creativity for who we are as the church. We are a 
gathered collection of God’s image- bearers, but at times those God- given 
creative impulses are suppressed within the church. Even when we do 
embrace them, they are almost exclusively reflected in the context of 
visual or performing arts.

9780310530534_MultiChurch_int_SC.indd   45 7/12/17   11:52 AM

48 l SCOUTING

As we evaluated the growth and development of the multisite 
movement, we identified seven models, which are (1) pillar, (2) gallery, 
(3) franchise, (4) federation, (5) cooperative, (6) collective, and (7) network. 
More precisely, the five models in the middle (from gallery to collective) 
represent the various models of multisite. We identified distinctions 
related to the locus of power in each structure.

As we begin looking at the different models, we want to point out that 
there has been some debate over the past several years about how to refer 
to the various sites of a multisite church. Some favor the terms campuses or 
congregations, while others argue that they should be called churches, which 
fuels the debate on what constitutes a church. While a church is character-
ized by many elements (worship, discipleship, mercy, and mission), key for 
our discussion is the fact that a church has a distinct form of government.

Some have taken this to mean that a site without its own pastor(s) is 
a campus while a site with its own pastor(s) can more properly be called 
a church. Although this line of argument has some merit, we believe it 
is insufficient because it does not address the ability of those pastors to 
actually engage in the governance of their church. It is one thing to be 
called a pastor, and it is another thing to be a pastor with the responsibility 
and authority to make decisions affecting the congregants (decisions 
concerning the budget, contextualization of ministries, and more). 

Pillar

One church 
with a single 

service

Federation

One church 
contextualized 

in multiple 
locations

Gallery

One church 
expanded to 

multiple services 
and/or venues

Franchise

One church 
cloned to 

multiple sites

Figure 2.1, part 1
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Without such decision- making authority, a site should not be understood 
as a church— dependent, independent, or otherwise— but as a campus, 
despite the fact that it is in vogue for large franchise models to call their 
sites churches.

Why, then, do some models refer to their sites as churches? Often 
it’s for practical, usually financial, purposes. It is more difficult to raise 
money for a campus than it is for a church. We saw this at Mars Hill 
in Seattle when they changed the nomenclature of their congregations 
from campuses to churches in 2011. The change did not reflect any 
revision in philosophy or practice within the church polity. Despite the 
change implying more autonomy, that was not the case. Arguably, at 
this time in the history of Mars Hill, it was the opposite. This change 
in nomenclature, regardless of motivation, appeared to be pragmatically 
driven. That is not always the case. Regardless of the motive behind the 
naming convention, we are advocating for nomenclature based on actual 
governance within the church.

By distinguishing between models based on the responsibility and author-
ity to make decisions, we can consistently distinguish between the various 
models of multisite without trying to guess at the motivations or reasons 
for the various naming conventions. In addition, this way of organizing the 
models clarifies what we are proposing as a new classification: multichurch.

Cooperative
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up of multiple 
interdepedant 
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Network
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joining together 
for a common 

goal and support

Collective

Collection 
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collaborating as 
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Figure 2.1, part 2
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In the introduction we defined any church that that does not limit its 
gathering to one location and time as a multisite church. Therefore, the 
multisite model consists of one church that expresses itself in multiple 
campuses (multiple services, multiple venues, or multiple locations). We 
are proposing a further distinction from multisite, a natural evolution 
of the multisite model that differs from the earlier multisite models in 
where and how authority and governance are focused. We refer to these 
churches as multichurch. The multichurch model consists of one church 
that expresses itself in multiple churches that have a form of polity that 
provides the responsibility and authority to make decisions about budget, 
contextualization of ministries, and more.

If all of this feels a bit fuzzy and confusing right now, that’s okay. In 
what follows we will explain these models in greater detail and illustrate 
the difference between multisite and multichurch on the spectrum of 
church models. Each model we discuss will be presented according 
to five aspects: description, examples, locus of power, strengths, and 
weaknesses.
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in multiple 
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Figure 2.2, part 1
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The Pillar Church Model

Before we begin looking at the various models of multisite and multi-
church, we need to talk about a familiar model that is neither of those 
two: the pillar model. It is a stand- alone church with a single congregation 
meeting in a single service.

A pillar is a self- standing column, which is why we use the image 
to talk about one church with a single service. Until the explosion of 
megachurches with several services per Sunday, the pillar model was the 
most familiar. Studies demonstrate that just over half of US churches have 
one Sunday morning service.2 Mark Dever’s Capitol Hill Baptist Church 
in Washington, DC, is a good example. While this church does have 
connectivity through the Southern Baptist Convention and 9Marks,3 it is 
driven by the single- gathering philosophy outlined in Dever’s Nine Marks 
of a Healthy Church. Under this model, Capitol Hill has thrived, although 
its growth is limited— a limitation it enthusiastically embraces— by the 
size of the assembly space in which its members can gather.
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purpose— church planting, for example. This is one reason why the 
network model has grown and has proven to be effective in recent years.

Weaknesses of the Network Model

That said, the model also has its weaknesses. If we consider some of 
the recently initiated networks, their staying power is a big concern. How 
will they weather the storms caused by failed church plants, disagreements 
among members, church transitions, or other challenges that accompany 
organizations with diverse leaders? Will they still be around in another 
twenty years? Some traditional denominations are critical of networks 
because they now do some of the things the denominations used to do 
so well. When churches opt out of denominations and join a network or 
when denominational churches dually align with a network, financial 
support for the denomination may suffer.

Conclusion

The spectrum of churches encompasses a wide range of models, from the 
nonmultisite pillar model to the beyond- multichurch network model. In 
between, as the locus of power shifts from centralized authority toward 
local authority, we move from multisite (the gallery, franchise, and feder-
ation models) to multichurch (the cooperative and collective models). For 
each model, we have presented its description, examples, locus of power, 
strengths, and weaknesses.

FederationGallery Franchise Cooperative Collective

Centralized power

Distributed power

Figure 3.1
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MultiOrg

Up to this point, we have talked about the multichurch model in the 
abstract, as an idea based on principles of authority and power. But what 
does it look like in practice? What does it mean to have one church with 
many congregations, or one church made up of multiple churches? Getting 
your head around it can be overwhelming.

This chapter sets forth the process and principles that can help guide 
the transition into multichurch and help you organize the church so that 
it flourishes. As we elaborate upon these organization principles, we 
want to avoid the mistake of separating the organization of the church 
from the biblical and theological convictions we laid out earlier. As we 
recounted earlier, the impetus for our church, Sojourn Community 
Church, to transition to a multichurch model came from experienc-
ing the deficiencies of a federation multisite model without enjoying 
the benefits. This led to a fair amount of frustration and, eventually, a 
complete reevaluation of Sojourn’s organization. In this process we made 
a very important discovery: our experience of the church and its structure 
did not align with our biblical convictions. This disconnect drove us to 
rethink our methodology, and in doing so, we talked to several other 
churches to better understand the different options available within the 
multisite movement.

This book is the fruit of that painful reevaluation process and is 
where we originally developed the taxonomy we created for this book— 
including the distinction between multisite models and multichurch 
models. It also led to a distillation of our convictions regarding these two 
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churches and leaders, theological orthodoxy will be high in conviction 
but low in urgency.

If you want to see how this conviction- urgency chart works in your 
own church, stop and take twenty minutes to list your church’s top twenty 
issues or concerns. For example:

After you have made your list, number it from one to twenty (high 
to low) in two columns reflecting the sense of conviction you have about 
each one and then the level of urgency it has.

Evangelism International Mission Community

Prayer Women’s Ministry Music

Building Addition Diversity Doctrine

Preaching Leadership Development Parking

Prison Ministry Youth Arts

kids’ Programs College Pastoral Care

Singles Mercy

Figure 6.2

III IV

I II
C

o
nvictio
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Urgency
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The enumeration ensures that not every issue can be your top issue. 
Remember the second maxim: everything cannot matter.

Next, place the numbered issues in the quadrants on the chart. 
For conviction, issues one through ten go above the line, while issues 
eleven to twenty go below the line. For urgency, issues from one to 
ten go to the left, while issues from eleven to twenty go to the right. 
Charting out these twenty issues according to conviction and urgency 
will give you a sense for what matters most to your church at this 
moment in time.

The chart has four quadrants, which are now filled with the twenty 
issues that are a concern for your church.

Issue Conviction Urgency

Evangelism 2 5

Prayer 3 1

Building Addition 11 19

Preaching 9 10

Prison Ministry 20 17

kids’ Programs 10 4

Singles 6 18

International Mission 4 16

Women’s Ministry 12 3

Diversity 8 9

Leadership Development 19 7

Youth 13 2

College 14 14

Mercy 5 8

Community 16 15

Music 17 11

Doctrine 1 20

Parking 18 6

Arts 15 13

Pastoral Care 7 12
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Figure 6.3
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that reflects our commitment to our future generations. But we have 
other priorities that compete for a limited pool of resources, making it 
difficult to build such infrastructures right now. These challenges do not 
necessitate that we stop caring about kids and our ministries to them. It 
simply means that we must plan to address these structural needs when 
we have the opportunity to meet them.

The same can be said for the level of preaching, the quality of music, 
the aesthetic of worship space, the hospitality of the connect team, the 
effectiveness of discipleship, and so on. Each issue matters to some degree, 
but they each take time to develop. We had a hard time letting a two- 
year- old Sojourn Church be a two- year- old. We wanted it to have highly 
developed ministries throughout the whole church to match other local 
churches, and the expectations and demands were stifling. This two- year- 
old could not keep up because it was still learning to walk. Remember 
that development is both normal and necessary.

Accordingly, the question of when it matters is a function of how much an 
issue matters and the church’s ability to pull it off. The following conviction- 
ability chart helps determine when it is time for an issue to matter:

Figure 6.5
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MultiPolity

The term “polity” is a fancy word for church government. In other 
words, a church’s polity is the way the church is structured for leadership. 
Historically, there have been three major forms of polity that divide the 
church of Jesus Christ into episcopal, presbyterian, and congregational 
governments. While the question of polity is always a matter for consid-
eration, it has become an increasingly important topic for multisite and 
multichurch models. Why? In recent years there have been some well- 
publicized leadership failures in some of the largest and most well- known 
multisite churches. This rash of high- profile pastors resigning or being 
asked to step down from leadership has raised questions about whether 
the structure of the church government is partly to blame for this mess.

Considering God’s immense love for the church, it may come as a 
surprise to some that Scripture provides few details on how the church 
should be governed. Scripture does, however, tell us a fair amount about 
the character of church leaders. This disparity highlights a key axiom 
for church government: great character overcomes the weakest polity, 
and poor character undermines the strongest polity. In either case the 
character of church leaders trumps the governing structure. Accordingly, 
this chapter begins with a consideration of what we call redemptive polity.

Redemptive Polity

Although establishing leaders of strong character is of the utmost importance, 
prioritizing character does not make polity irrelevant. While a particular 
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Under the headship of Jesus Christ, the leadership council (LC) at 
Sojourn is responsible for the governance of the church. Specifically, it 
delivers vision, procedures, and policies, as well as reviews vision and 
program outcomes. The LC serves the full council of elders (FCE) and 
the church membership by providing representation for decisions that 
determine the direction of the church overall. It serves the executive elders 
(EE) by providing accountability and feedback on vision and the day- to- 
day management of the church. Thus, this polity includes a management 
group (EE) within the governing group (LC). Sojourn made the decision 
not to establish two separate groups (as is often the case in many churches) 
but to put the responsibility for management in governance. We did this 
because it seemed logical for the best strategic minds to be present when we 
discussed future vision and strategy. However, to avoid circular governance 
(as we talked about earlier), the leadership council is designed to ensure 
that the executive elders can never hold a majority. The collaborative 
relationships between the three elder bodies— executive elders, leadership 
council, and full council of elders— can be diagrammed as follows:
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Figure 7.1
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As diagrammed above, these three elder bodies collaborate together. 
But the diagram does not give you a clear picture of what these three 
leadership teams do. And you may be wondering: is there a role for a lead 
pastor, and where does that fit?

Leadership Council (LC)

The leadership council is made up of leaders comprised of the follow-
ing groups: the executive elders, the lead pastors of the four interdependent 
churches, and a minimum of two nonstaff elders elected from the FCE.2

The leadership council provides the highest level of governance for 
the church, and as we mentioned earlier, one requirement for the lead-
ership council is that the executive elder team is in the minority. This 
ensures a balance of power and prevents the executive elder team from 
“outvoting” the other members of the leadership council. Furthermore, 
the composition of this team is designed to provide representation from 
each church for decisions about vision and initiatives that are in the best 
interest of the church as a whole. The nonstaff representatives are elders 
who work outside of the church and are not beholden to it for their live-
lihood. They ensure a measure of impartiality within the governance and 
provide accountability from leaders who do not have a personal interest 
(that would affect their own jobs) in governance decisions. They serve 
a two- year renewable term and are elected by the full council of elders.

The leadership council meets every other month, and more frequently 
in times of need, such as during a capital campaign or budget development. 

Executive Elders Lead Pastors of the 

Four Churches

Non- Staff 
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Preaching and Vision Church A Minimum of Two

Churches and 
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Church B

Operations and 

Finances
Church C

Church D
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MultiMinistry

We have looked at issues of structure and polity, and it is now time 
to focus on the ministries within the multichurch model. Ephesians 
4 details how God gives gifted leaders to prepare the church for the 
works of ministry. But what is ministry? Ministry is simply what the 
church does: worship, discipleship, prayer, mission, care, education, 
mercy, and much more. Multichurches present certain challenges to 
ministry because of the ongoing dynamic between the one church 
and the multiple cooperating or collective churches. This dynamic 
makes building synergy between and within ministries significantly 
more difficult for multichurches than for most pillar or multisite 
churches. For example, in a pillar model church, the vision, strategy, 
and expression of ministry may be determined and executed by one 
person— the pastor— or a small group of people. Multichurch models 
change this completely.

Before we look at ministry in a multichurch model, however, we 
first want to discuss ministry in the different multisite models so we 
can contrast between the two approaches. Then we will explore how 
multichurch models can better face the challenges specific to multisite 
models by developing philosophy spectrums and graduated expectations. 
Next, we will discuss three categories of ministry priorities in multichurch 
models: foundational, core, and particular ministries. Finally, we will 
look at the development of particular ministries by focusing on the issue 
of empowerment and experimentation, and the need to foster a culture 
where failure is normal and encouraged as part of faithful risk.
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therefore, it can lead to a fair amount of divergence from a unified ministry. 
Controlling this diversity is costly and can also be frustrating. Moreover, 
it is unnecessary. In actuality, appropriate diversity in ministry philosophy 
strengthens rather than weakens the church. That said, we understand that 
church splits often begin over issues that start as differences in philosophy. 
Multichurches need to live with this tension, instead of trying to resolve it.1

One tool helping Sojourn to live with this tension is a philosophy spec-
trum. One philosophy spectrum is developed for each ministry. A philosophy 
spectrum identifies the range of comfortable divergence within church 
practice. For each spectrum, there is an inner core, which indicates the 
expressions of ministry upon which the church completely agrees. Around 
that inner core, the church draws outside borders to indicate what kinds of 
ministries are permitted. The core and the borders are determined by the 
overall church’s leadership council, with representatives from each coopera-
tive or collective church. Each local church is free to develop contextualized 
expressions of ministry within the approved philosophy spectrum.

The following is an example of a philosophy spectrum regarding how 
to provide care and counseling in a church:

This philosophy spectrum approximates the range of divergence for engag-
ing in the ministry of care and counseling at Sojourn. On the left side of 
the spectrum is what is commonly called nouthetic counseling, often 
associated with older, more traditional forms of biblical counseling that 
reject anything that is not explicitly taught in Scripture. On the right side 
we find secular psychology, which operates from a nonbiblical foundation. 
Biblical counseling and Christian psychology are two intermediate camps.

A church may embrace a spectrum of these philosophies. In a pillar 

Nouthetic
Biblical  
Counseling

Christian  
Psychology Psychology

Range of philosophical 
conviction

Figure 8.1
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maxim “everything cannot matter” is key. It is wiser to do a few ministries 
well rather than to attempt unsuccessfully to do everything.

Size is a factor because developing a particular ministry requires the 
church to allocate resources to that ministry. These resources include 
finances, prayer, enthusiasm and energy, staff and volunteers, and the like. 
Generally speaking, the larger the size of the church, the more resources 
it has to dedicate to ministry. As a church grows, it can dedicate more 
resources and develop more ministries.

Connecting time and size, the following chart illustrates graduated 
expectations (this chart is representative and not exhaustive):

Years 1–2 3–4 5–6 6+

Attendance 0–100 100–200 200–500 500–1,000+
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MultiMoney

“The church is always talking about money! More money for pastors. 
More money for programs. More money for buildings. It’s always about 
more money!” While this is an overstatement, the criticism is still com-
monplace. Larger churches are always dealing with the perception that 
they spend an inordinate amount of time discussing financial matters and 
appealing for money. If you have been a church leader for any length of 
time, you know this is part and parcel of the ecclesial landscape.

We certainly do not want to feed this financial frenzy, but we need to 
address the reality of money and how finances are handled in multichurch 
models. To begin, we will expose and explode four myths about multisite 
and finances.

1. The myth of efficiency and lowered costs
2. The myth of control and financial savings
3. The myth of arrival
4. The myth of edge growth

After looking at these four myths, we will introduce an important prin-
ciple that drives how money is handled in the multichurch model, and 
look at two aspects of that principle: ownership and moral choices.

The Four Myths of Multisite and Money

“You can become whatever you set your mind on.”
“God helps those who help themselves.”
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and while complexity is a given, control is a variable. The example of 
the printed church bulletin in chapter 5 illustrates this point. While 
the challenge of communications within a multichurch is complex, the 
level of control we exert determines the scope of the cost. If we want to 
control the brand of the church by continuing to create unique bulletins 
each week, we need more communication staff for printing, layout, and 
distribution. If we relinquish control to local staffs, then we can limit the 
cost. This illustrates the effect of control on the cost of complexity: the 
more control there is, the greater the cost of complexity.

As mapped out on our spectrum of multisite and multichurch models, 
a key difference among the five types of churches is the degree of control 
exercised by the central leadership. Moving from left to right on the 
spectrum means empowering more decision making at the level of the 
particular locations/churches. It also means a reduction of central control. 
This transition opens the opportunity for greater contextualization and 
diversity in the particular locations/churches. The lessening of central 
control also reduces the central cost. Indeed, our research reveals a clear 
correlation between a model’s level of central control and the cost to 
support its central staff and functions.

The following diagram portrays the (approximate) percentage of the 
budget of a particular location or particular church that goes to support-
ing the multisite or multichurch central staff and functions.
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Figure 9.1
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