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THE BLACK CHURCH
AT A CROSSROADS

Why Celebration Cannot Replace Reformation

The Black church cannot
celebrate its way out of a
crisis that requires
reformation.

Our foreparents left us
foundations, not museums.

DR. STEPHEN A. ROBINSON
Founder & Principal Consultant
NEXUS Leadership Group
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FROM STEPHEN'S DESK

We Have Learned How to Have Church.
Have We Forgotten How to Build?
I have watched the Black church for decades. I have preached in its pulpits, worked alongside its pastors,

developed its leaders, and witnessed both its extraordinary strengths and its institutional weaknesses. And I

believe we have arrived at a crossroads.

Not because God has abandoned His church. Not because the gospel has lost its power. But because too

many of our institutions have become more proficient at preserving religious activity than producing lasting

transformation.

We know how to have church. We know how to organize anniversaries, celebrate pastoral birthdays, conduct

appreciation services, and honor the men and women who have served faithfully. Honor is biblical. Gratitude

is appropriate. History matters. Yet celebration becomes a problem when it displaces the responsibility to

make disciples, develop leaders, transform lives, and influence communities.

The church was never intended to be merely a place where people gathered. It was
supposed to be a place from which people were equipped and sent.

Our foreparents built churches when they had little money, restricted opportunities, and enormous

opposition. They organized people and resources, established institutions, encouraged education, served

families, and cultivated community leadership. They did more than conduct worship. They built a future.

Today we have technology, access to information, educational opportunities, and organizational tools

previous generations never enjoyed. Yet too many congregations struggle to develop leaders, retain younger

generations, build reliable systems, and demonstrate meaningful influence in the communities around their

buildings.

I am not calling for the abandonment of the Black church. I am calling for its reformation. And reformation

begins with the courage to examine what we have become, what we have neglected, and what we must now

build.

Dr. Stephen A. Robinson

Founder & Principal Consultant

NEXUS Leadership Group

THE LEAD BRIEFING
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The Crisis of Celebration Without
Construction

The Black church has developed a remarkable capacity for celebration. We can organize elaborate

anniversary services, decorate sanctuaries, publish souvenir programs, invite guest preachers, assemble

choirs, and raise offerings for special occasions. But ask those same institutions for a five-year leadership

development plan, and the answer is often far less clear.

Ask for a documented succession strategy. Ask how many emerging leaders are being prepared to lead. Ask

how people move from attendance to discipleship, from discipleship to service, and from service to

responsible leadership. Ask what measurable difference the congregation intends to make in its neighborhood

over the next five years.

These questions are not hostile to the church. They are evidence that we take its mission seriously. The

church cannot afford to confuse an impressive calendar with an effective institution.

The message is sacred. The methodology is not.
In Mark 7:13, Jesus challenged religious leaders whose traditions had made the Word of God ineffective. He

was not condemning every tradition. He was confronting the elevation of inherited practices above the very

purposes those practices were supposed to serve.

Our biblical convictions must not be adjusted simply to follow cultural trends. Our methods, however,

require evaluation. A practice that served a congregation well forty years ago may no longer be the most

effective way to fulfill its mission today. Changing a method is not the same as abandoning the gospel.

Celebration acknowledges what has happened. Construction prepares us for what
must happen next.
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A congregation can honor its history while neglecting the institution it has inherited.

The question is not whether we should celebrate the work of previous generations. We should. The question

is whether our present investment in the future matches our enthusiasm for the past.

THE LEAD BRIEFING | CONTINUED

When Honor Becomes the Center of the
Institution

Pastoral appreciation and birthday celebrations can express genuine gratitude. Pastors who labor faithfully

deserve encouragement, prayer, and appropriate honor. But honoring a leader and building a healthy

institution are different responsibilities.

A celebration becomes revealing when the congregation can mobilize considerable energy and resources for

a single event but cannot identify a comparable commitment to discipleship, leadership development, or

succession. The problem is not the cake, the flowers, or the banquet. The problem is what our priorities

disclose.
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A leader is not the mission
Some churches have allowed the personality of the pastor to become inseparable from the identity of the

institution. Decisions revolve around one person. Important information is held by a few insiders. Initiative is

mistaken for disloyalty. Honest evaluation is treated as an attack. The congregation becomes dependent on

the leader rather than equipped by the leader.

Scripture calls believers to respect spiritual leadership; it does not exempt leaders from integrity,

stewardship, or accountability. The misuse of phrases such as “Touch not mine anointed” to silence

reasonable questions is not a substitute for biblical leadership.

We can celebrate our leaders. But have we prepared the leaders who will follow them?

The prosperity question
We have also seen ministries where material acquisition is presented as the primary evidence of divine favor:

the next car, the next house, the next financial breakthrough. God can provide for His people, but the central

call of Jesus is to repentance, discipleship, reconciliation, and transformed living.

If a congregation becomes more excited about predictions of personal prosperity than about spiritual

maturity, ethical conduct, and service to others, its priorities deserve serious examination.

Claims of anointing are not a substitute for accountability. A title is not proof of
leadership capacity.
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THE REAL DIAGNOSIS

Spiritually Busy. Institutionally Vulnerable.

Declining participation is an important warning sign, but the deeper challenge cannot be reduced to

attendance alone. The condition of an institution is revealed by what it produces, what it can sustain, and

whether its mission can continue across generations.

1. The discipleship deficit
Powerful worship, excellent preaching, gifted musicians, and an active schedule do not automatically

produce mature disciples. A church needs an intentional pathway for biblical understanding, spiritual

disciplines, personal accountability, ministry service, and Christian character. Attendance is not the same as

formation.

2. The leadership deficit
Many congregations possess numerous titles but little documented leadership development. Ministers, elders,

deacons, department heads, and ministry coordinators may be dedicated people; nevertheless, dedication

alone does not provide the training, supervised experience, authority, and feedback required for effective

leadership.

3. The organizational deficit
Decisions remain concentrated in a few people. Financial planning is reactive. Processes exist only in

someone’s memory. Programs continue because they have always existed. When the senior pastor is

unavailable, even routine matters stall. These are not signs of insufficient faith; they are signs of insufficient

institutional preparation.

4. The generational deficit
Younger generations are evaluating whether the church is authentic, accountable, relevant, and worthy of

their investment. They want meaningful responsibility, not token participation. A congregation cannot

assume that the next generation will inherit an institution simply because previous generations cherished it.
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5. The community influence deficit
Historically, Black churches have played consequential roles in education, civic participation, mutual aid,

economic advancement, and community organizing. Yet a congregation may occupy the same neighborhood

for decades while losing relationships with the people living there. Physical presence is not the same as

community influence.

The problem is not that the church has lost its assignment. The problem is that too
many institutions have stopped organizing themselves to fulfill it.

THE NEXUS PERSPECTIVE

Our Foreparents Built. We Celebrate.

There is a profound difference between honoring a legacy and advancing it. Our foreparents pooled

resources, acquired property, educated children, served families, trained leaders, and created institutions able

to survive beyond the personality of one pastor. Their legacy was not only a story to tell; it was a

responsibility to carry forward.

We preserve photographs, founder’s days, church histories, and familiar traditions. These have value. But

they cannot replace the development of leaders, the transfer of institutional knowledge, and the ability to

meet the needs of a changing community.

Monument-centered church Mission-centered church

Celebrates past accomplishments Builds on past accomplishments

Protects inherited practices Evaluates methods against mission

Concentrates authority in personalities Develops responsible leaders

Measures activity and attendance Measures discipleship and impact

Remembers previous generations Equips future generations
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Leadership multiplication is biblical
Moses prepared Joshua. Elijah invested in Elisha. Paul developed Timothy. Jesus equipped disciples who

would continue the work. Ephesians 4:11–12 describes leaders equipping God’s people for works of service.

Leadership is not successful merely because followers admire the leader. It succeeds when people are

equipped to carry the mission.

Every critical ministry function should have a responsible leader, a developing leader, and a clear process for

transferring knowledge and authority. Succession is not merely a document prepared for retirement; it is a

culture of intentional preparation.

A legacy that cannot produce another generation of builders eventually becomes a
monument.

FROM THE FIELD

The Church Is Still There. But Where Is Its
Influence?

Consider an illustrative scenario. A congregation established seventy years ago once served as a

neighborhood anchor. Its founding pastor helped families find work, supported educational opportunities,

and gathered people to address community concerns. The church was known not simply for its Sunday

services but for its practical presence in the lives of local residents.

Over the decades, the neighborhood changed. Younger families arrived. New organizations emerged.

Economic conditions shifted. The congregation continued its weekly worship, maintained its building,

honored former leaders, and celebrated its anniversaries. Yet its relationships with the neighborhood

weakened.

The membership aged. Few young adults received meaningful leadership responsibilities. Programs

primarily served existing members. Leaders could describe the church’s achievements forty years ago but

struggled to articulate its intended contribution over the next five years.
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The church can remain in the neighborhood while becoming disconnected from its life.

The institution survived, but its influence diminished. This does not dishonor the sacrifices of those who built

it. It challenges the generation that inherited it to renew the mission that justified its existence.

This scenario illustrates a recurring organizational pattern; it is not an account of a particular

congregation.

FROM THE FIELD | THE DIAGNOSIS

When Maintenance Replaces Mission

Maintenance is necessary. Buildings need care. Staff and ministries need support. Worship requires

preparation. Yet maintenance becomes a problem when it consumes the institution’s imagination and leaves

little capacity for meaningful outreach, leadership development, or institutional renewal.

Five questions every leadership team must answer

What would our community lose if our church closed tomorrow?
Consider what people beyond the membership would genuinely miss: relationships, services, advocacy,

mentorship, and community partnerships.

Who are we intentionally developing to lead after us?
Identify emerging leaders by name and explain the training, authority, and experience they are receiving.
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Are our resources aligned with our mission?
Examine whether time, talent, facilities, and money are directed toward the outcomes the congregation says

matter.

Which traditions advance the mission, and which preserve familiarity?
Distinguish enduring biblical commitments from inherited operational preferences.

How do we know whether our ministry is effective?
Look beyond event attendance. Assess discipleship progress, leadership readiness, operational reliability, and

community relationships.

Some churches do not lack vision statements; they lack the discipline to translate vision into action. Others

do not lack gifted people; they lack systems for identifying, equipping, empowering, and holding those

people accountable.

A church cannot fulfill tomorrow’s assignment while remaining permanently
organized around yesterday’s conditions.

WHAT I WOULD DO

Five Priorities for Genuine Reformation

If I were advising a congregation confronting these challenges, I would not begin with another conference, a

new slogan, or an expensive program. I would begin with an honest assessment and a disciplined plan.

Priority 1 — Recover the mission
Gather the leadership team. Clarify why the congregation exists, whom it is called to serve, and what

outcomes should demonstrate faithfulness to that assignment. Separate biblical convictions from preferences.

Use the mission to examine every major program and expenditure.

Priority 2 — Rebuild discipleship
Create a clear pathway from first contact to spiritual formation, service, and leadership. Identify who teaches,

who mentors, who follows up, and how growth is assessed. A sermon can inspire discipleship, but a

congregation needs more than Sunday preaching to sustain it.



THE NEXUS LEADERSHIP BRIEFING VOL. 1  |  ISSUE 2  |  OCTOBER 2026

NEXUS LEADERSHIP GROUP  |  NEXUSLEADERSHIP.GROUP 11

Priority 3 — Establish a leadership pipeline
Identify emerging leaders. Define the skills and character required for each role. Give people supervised

assignments, useful feedback, and increasing responsibility. Prepare successors before a transition becomes

an emergency.

Priority 4 — Strengthen institutional capacity
Evaluate financial stewardship, communication, decision-making, documentation, ministry accountability,

and continuity. Reduce avoidable dependence on the senior pastor. Establish processes that capable people

can follow even when the usual leader is absent.

Priority 5 — Reengage the community
Listen before launching programs. Meet with families, school leaders, nonprofit organizations, and other

credible local partners. Identify one or two areas where the congregation can contribute consistently and

measure results over time.

Prayer should accompany the work. It must never become an excuse for avoiding
the work.

THE IMPLEMENTATION BRIEF

The First 90 Days: From Conviction to
Construction

Days 1–30 — Discover and Diagnose
Conduct structured conversations with pastors, ministry leaders, younger members, and community

stakeholders. Review participation trends, leadership responsibilities, discipleship processes, finances, and

organizational continuity. Identify the gap between what the church says it values and what it consistently

does.

Days 31–60 — Strategize and Organize
Select no more than three immediate priorities. For each, assign a responsible leader, a measurable outcome,

and a realistic resource commitment. Clarify what will stop, what will continue, and what must begin.

Communicate the reasons for change without disparaging those who served before.
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Days 61–90 — Implement and Review
Launch limited improvements, establish checkpoints, and review progress with the leadership team. Adjust

ineffective practices. Document lessons. Report back to the congregation with clarity about what has changed

and what remains unfinished.

Timeframe Primary work Evidence of progress

Days 1–30 Assess mission, people, systems, community Written diagnosis and ranked priorities

Days 31–60 Assign leaders and build action plan Owners, outcomes, deadlines, resources

Days 61–90 Implement, review, adjust Documented changes and next
checkpoints

The leadership responsibility agreement
Every priority needs one accountable owner. A committee can support the work, but accountability cannot be

spread so widely that no one is responsible. The owner should know the desired outcome, authority limits,

available resources, reporting cadence, and the next decision point.

Reformation becomes credible when conviction produces disciplined action. Small, documented

improvements are more valuable than another ambitious plan no one is prepared to implement.

THE LEADERSHIP TOOL

The Church Reformation Readiness
Assessment

This brief assessment is a starting point for leadership discussion, not a scientific measurement of spiritual

health. Answer based on current, demonstrated practice—not aspiration. Score each statement: Yes = 2 |

Partly = 1 | No = 0.

Leadership statement Yes Partly No

1. Our church has a clear discipleship pathway beyond Sunday worship. [ ] [ ] [ ]
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Leadership statement Yes Partly No

2. We regularly evaluate evidence of spiritual growth and maturity. [ ] [ ] [ ]

3. We intentionally identify and develop emerging leaders. [ ] [ ] [ ]

4. We have a documented succession and leadership continuity plan. [ ] [ ] [ ]

5. Essential ministry responsibilities and decision processes are clearly defined. [ ] [ ] [ ]

6. We regularly evaluate programs, finances, and ministry effectiveness. [ ] [ ] [ ]

7. Younger generations have meaningful opportunities to participate and lead. [ ] [ ] [ ]

8. We intentionally transfer institutional knowledge to future leaders. [ ] [ ] [ ]

9. We maintain active relationships with organizations and families in our community. [ ] [ ] [ ]

10. We can identify concrete ways our church makes a difference beyond Sunday
worship.

[ ] [ ] [ ]

Interpreting your score
16–20: Established practices. Important foundations appear to be in place. Test their effectiveness and

strengthen weak areas.

10–15: Development required. Some practices exist, but important gaps may threaten sustainability.

0–9: Reformation priorities. Several essential practices may be absent or underdeveloped. Begin a focused

assessment and improvement plan.

These score ranges are practical discussion guides, not validated benchmarks.

Your 30-day assignment
Identify the two lowest-scoring statements. For each, specify the needed change, the accountable leader, one

measurable action, and the date for review. Start building where weakness most threatens the mission.

THE FINAL WORD
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The Time for Reformation Is Now

The Black church cannot celebrate its way out of a crisis that requires reformation.

Another anniversary will not create a leadership pipeline. Another appreciation service will not produce

mature disciples. Another conference will not automatically establish the systems necessary for sustainable

ministry. And another declaration about the future will not substitute for the responsibility of preparing for it.

We must recover the courage to examine ourselves. We must distinguish biblical truth from institutional

tradition. We must develop leaders rather than merely distribute titles. We must build institutions that can

function beyond the personality and presence of a single leader. And we must renew our commitment to the

communities we were called to serve.

Nehemiah did not respond to Jerusalem’s broken walls by organizing a celebration of the city’s former glory.

He prayed. He assessed the damage. He organized the people. He assigned responsibility. And he built.

Our foreparents demonstrated that same determination. They built what they could with what they had. Now

the responsibility belongs to us.

Our foreparents left us foundations, not museums. It is time to become builders
again.

The NEXUS invitation
NEXUS Leadership Group helps pastors and organizational leaders assess leadership capacity, develop

stronger teams, strengthen institutional systems, and translate vision into sustainable execution. If this

briefing raises difficult questions about your church’s future, begin with an honest examination of its current

capacity.

Continue the conversation: nexusleadership.group/contact | 689-200-9619

About this publication
The NEXUS Leadership Briefing is a complimentary monthly publication for pastors, nonprofit executives,

and organizational leaders committed to building healthy people, effective systems, and sustainable impact.

Dr. Stephen A. Robinson | Founder & Principal Consultant | NEXUS Leadership Group



