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Prelude
Before anyone undertakes living a day in ministry, let alone reviewing what they are doing
this prayer should be read, consumed, and heeded. The words are very sobering and encouraging
at the same time. They help one set realistic expectations.
The

Prayer of Oscar Romero?

It helps, now and then, to step back and take a long view.

The kingdom is not only beyond our efforts,
it 1s even beyond our vision.
We accomplish in our lifetime only a tiny fraction
of the magnificent enterprise that is God's work.
Nothing we do is complete, which is a way of saying
that the kingdom always lies beyond us.
No statement says all that could be said.

No prayer fully expresses our faith.
No confession brings perfection.
No pastoral visit brings wholeness.
No program accomplishes the church's mission.
No set of goals and objectives includes everything.
This is what we are about.
We plant the seeds that one day will grow.
We water seeds already planted,
knowing

that they hold future promise.

We lay foundations that will need further development.

We provide yeast that produces far beyond our capabilities.
We cannot do everything, and there is a sense of liberation
in realizing that. This enables us to do something,
and to do it very well. It may be incomplete,
butitisa beginning, a step along the way,
an opportunity for the Lord's grace to enter and do the rest.
We may never see the end results, but that is the difference
between the master builder and the worker.
We are workers, not master builders; ministers, not messiahs.
We are prophets of a future not our own.

! http://bogners.typepad.com/church/2004/03/the_prayer_of o.html, or
http://www.nationalcatholicreporter.org/peace/pfg032804.htm
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Overview
Choosing Paths for the Journey was written to offer the leaders of Christian Communities a

way to include all the members of the community in decision-making.

This process empowers

teams of people, mostly volunteers, to lead ministries by listening to the concerns of the members
as the first step of discerning God’s will for them.

By combining traditional processes that have

been developed in business with theological reflection and prayer, teams are lead to listen to the
people they serve while seeking the guidance of the Spirit to discern the ministry’s structure and
function. Outlined below are the steps that help a group form and journey together. Although
listed in an outline these various functions really form the cycle of life for any effective ministry
team.

Stage 1:

Forming the Team
The life of the leadership team begins here. This part of the process
will take one through assembling the right people, helping them to
become a team, and working together.
Articulating the Mission
What are the expectations for this ministry? Articulate these
expectations into a mission.
Comparing the Mission to the Current State of the Ministry
Missions should help choose the path of the ministry. In this step, one
is called to listen to the people affected by the work of the ministry and
discern the Voice of the Spirit.

Stage 4:

Choosing Goals
It is time to define specifically what the work of this team should be
accomplishing.

Stage S:

Mapping out the Journey
Set a course of action for how the goals will be achieved.

Stage 6:

Traveling on the Journey
This is where the life of the ministry takes place. This is long term, it
means taking the steps that were planned in the strategy.

Back to Step 3

Comparing the Mission to the Current State of the Ministry

Why?
Communication has to be one of the most complex tasks that we attempt to undertake in the
modern world.

Telecommunications and Internet connections have allowed us to be present and

to share information almost instantaneously after events have occurred.

However, with the

increase in the quantity of data exchanged one must wonder what is really being changed by
these interactions.

How often does the exchange promote relationships of understanding and

trust? Has the constant barrage of input almost made one numb to the constant hum of
information?

How can we improve our awareness for each other and truly hear the cry of the

other?
In a smaller scale community the questions are the same, just contained in a less significant
geographic local. The large metropolitan Catholic Church possesses many of the technological
devices that should foster communication among the ministers and parishioners.

They have

telephone systems with answering machines, e-mail connections, web sites, access to cable

television and cell phones.

With all this data coming in, one would think that a person could

really keep a pulse on the things that are happening with the members of the parish and be ready
when there are unmet needs.

Yet sadly, there are people within these communities sitting alone

wishing someone would reach out, as others in the large parish do not even know them by name.
This communication canyon often exists when one is trying to create the programs and
ministry partnerships that are meant to help parishioners on their journey of faith. Most Pastors,
Pastoral Associates, Youth Ministers, Directors of Religious Education and other ministers in the

Catholic Church often find themselves disappointed at the participation in the various series that
they develop for their communities.

These programs are created in response to the requirements

of dioceses that seek to carry out the various initiatives from Rome and Vatican II, yet the person

in the pew seems unmoved.

Church leaders wonder at the enthusiasm and dedication these same

parishioners can have for soccer, football, basketball, kickball, or dance when they cannot find

time in their busy family lives for religious education, a youth ministry gathering or Sunday
worship.

To evaluate the situation surveys are taken!

Lots of surveys!

programs and surveys of the community attitude are executed.

Surveys of specific

Data is compiled, discussed and

changes are made, however often little change in the community spirit results.
I speak from personal experience when I look at this problem for I am the Director of
Religious Education at St. Jude, a large urban parish on the south side of Indianapolis, Indiana.
This parish was founded in 1959 with approximately 300 families. The purpose of its
commissioning was to relieve several area churches that had become too large. Now with over
2100 families, it may be the largest church in the deanery, which includes the Southside of
Indianapolis and the town of Greenwood.

The success of our nationally acclaimed “Blue Ribbon

School” is one of the reasons for the growth in this parish. Ethnically, our population is largely
made up of Caucasians, with less than five percent of our parishioners born outside this country’s
borders.

Most of our diversity comes in the form of financial status. Within our boundaries we

have housing additions where the average home price is $300,000, apartment complexes with
residents that make minimum wage and everything in between.

Our parishioners are executives

of major companies, real estate developers,
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US Census using percentages). We have a smaller than average older adult population and a larger
than average school age population.

The large school age population may be attributed to the

success of the school, which tends to attract people to the parish, even if they do not live in the
boundaries set by our archdiocese.

It should be noted that not all our families send their children

to our school, which creates a need for programs like children’s religious education.
With such a complex structure, how can one monitor the efforts of the ministerial staff to
bring the parish mission to life? St. Jude’s parish mission states, “Called to be the Body of
Christ to the world, the people of St. Jude Parish family strive to live out the moral values and
teachings of the Catholic Church through collaboration with, and guidance from, our appointed
shepherds in the Church.”

In 2003 a survey was taken to try to determine if the parishioners’

needs were being met, but the results have been moderate.

The data collected did not

immediately lead to any specific ideas for fruitful change.

A couple dozen missals were bought

for those who wanted to follow the readings during mass.

Also, the part-time music minister was

challenged to improve the music at liturgy and a second part-time person (as this writing was
underway this person became our fulltime music minister) was added to create a couple of
contemporary music groups.
filled environment.

Yet, there have been no changes that seem to create a more spirit

The same people come to church, volunteer, bring their kids to religious

education, attend bible study, etc.
The Faith Formation Commission (FFC), for which I am responsible, has completed a
complex planning process called “Teamplan.”

The goal of this process, which is supported by

the Archdiocese of Indianapolis, was to create a mission supported by objectives that were driven
by the people of our community.

Of course, to do this we used a couple levels of surveys, one

that went to various ministry and planning groups in our parish, and a second tool that was

distributed to the parish at large. The first questionnaire was completed with direct interaction
from one of the commission members with a representation of the target group.

The second was

distributed through the parish bulletin and carried to various ministry meetings with personal
appeals for participation and distributed in person after the masses.

The number of results of the

second study was miserable with only around fifty surveys being returned.
us?

What does that say to

Even the Parish Council members, the group that founded the Faith Formation Commission,

did not respond well to the second survey.
After the process was completed the team met to reflect on our work.

Although there had

been times in the process that everyone felt confused, uncertain and frustrated we were very
upbeat on our final result. We compared our work to the hymn “City of God.”

The line in the

song that says to “turned the night into day,” seemed key to us in this reflection.” For much of
the process we felt we might have been working in the dark never know what we were suppose to
do next. In the end, we were very proud of the goals we put together and now are really working
to make the changes our plan outlines. As a part of this reflection we brainstormed how to
correct the problems we had so the light would be present throughout the process the next time.
The materials that are provided in Teamplan are structured to fit the world of not-for-profit,
so they talk about clients, constituents, directors and such.

This made it difficult to understand,

which meant the members on my team were not always sure about what we were trying to
accomplish.

Luckily, we hired a Pastoral Associate from a neighboring parish that had facilitated

the process before to lead us. Otherwise, I think we would have never made it through.
I felt we were taking shortcuts to maintain our progress.

In other words, I was not convinced that

> Batastini, Robert J. and Michael A. Cymbala eds. Gather, Chicago: GIA, 1994. hymn #678
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Even so,

we were always looking to what the parish told us and maybe that was due to the newness of the
commission.
Most churches these days seek to serve their communities in ways that go far beyond Sunday
worship services. There are educational needs, social services, counseling, and youth ministry to
name a few program types. The list of potential good works of the church is endless.
to the corporate world, choices have to be made.

So, similar

Questions such as who, what, where, when and

how all have to be answered as new programs are chartered to serve the needs of members.
Programs require resources such as money, people, and buildings, all of which are limited. It is
clear that any organization must prepare carefully to make the best use of its capital.
But how similar is a church’s challenges to that of a competitive corporation?

Can a church

benefit from the strategies and tools that corporations use for planning? As the Director of Faith
Formation for a large church located in a major Midwest city, this is an important question for
me.

Faith Formation is just one of six commissioned ministries in our parish. Each

commissioned ministry oversees many programs that seek to meet some need of our parishioners.
Except for the school, none of these ministries has done much collaborative planning, although
they all have been challenged to take the time to analyze their strengths and weaknesses.
Using a completely corporate structured planning process can be dangerous in ministry.

The

focus seems to be too strongly placed on the church entity, which can diminish the work of the
church to that of a service industry.
with what goal in mind?

What is the role of the minister?

Certainly it is to serve, but

I think church planning is absolutely necessary, but it cannot be done

with the “us and them” mentality that customer-corporation thinking will produce.
the sacrament of Baptism we are ALL called to ministry.

For through

I believe the last line of my parish’s,

St. Jude, mission says it well: “Our total commitment as the Body of Christ, which gathers into

one, enables us to serve the world through our various ministries.” The formal administration of
any church through their paid ministers is commissioned to facilitate the efforts of the parish as a
whole, not a substitute for them.

This is a very tricky stance; since we need to understand what

the people in our parish want, while challenging them to grow in their understanding of their
Baptismal call. Using the creative tools found in many planning books, church leaders must
balance the input they gather from members with the wisdom that God has provided through
Christian traditions, which includes sacred scripture.
voice of the Divine in a real way.

The planning process must include the

The St. Jude planning team did not reflect with a theological

intent until the very end as a review.

That might have been why they did not feel more inspired

by the process earlier on. These are my reasons for seeking to create a planning process that
marries theological reflection with the corporate structure of strategic planning.
This planning process that I propose will take the church leader through an informed
understanding of whom they serve, what those people need to grow in faith, and how this
community is called to live as the Body of Christ. This planning process does not have to
encompass the whole church.

Large parishes will want to look at specific areas of parish life

such as faith formation, spiritual life or social justice activities on an individual basis.
A team of people will be empowered to oversee the planning course as well as the
implementation afterwards.

In many churches, this group may already exist, in others they may

need to be called to serve. This team will first examine the parish population, as it exists today
and then consider any change that may be on the horizon.

By identifying the key parish groups

that have influence or needs from their work, and reflecting on traditions of the church they will
identify what they are called to be or do for the community.
mission statement for the group.

This will lead to the writing of a

After the mission is identified, a more comprehensive data collection effort will take place.
There are several tools or methods described for doing this but the one chosen must insure that
every viewpoint is uncovered and considered.

At this point the group will be asked to spend

some time dwelling on their results once again using theological reflection.

What does God call

us to do and be? From this work, several objectives will be set for implementation over the next
few years. To support these goals, clear and measurable steps will be laid out for achieving them.
The development of the plan is not the end, but the beginning. Now the team will need to
work towards achieving these goals and meeting regularly to insure they are on track or make
adjustments when needed.

Once again theological reflection will be called upon to make sure the

teachings of Christ and the workings of the Spirit are never lost.
This cycle is endless. Just about the time the leadership group feels they have completed
their objectives, it will be time to start anew.

In most cases this will be a three to four year cycle.

Just like our lives in which the journey never ends; we continue to grow and learn. The life of a
parish ministry should continue to blossom forth and be ready to meet the needs of an everchanging world.

Hopefully the methods and reflections set forth in this writing will give parish

commissions and committees the structure to make this happen.
alive in all that they seek to do.

It will help them keep the Spirit

Stage 1: Forming the Team
Forming the team is a frequently overlooked part of the process, but it is an important
element for creating a firm foundation from which to work.

It goes beyond finding people to

serve on the team to helping these people form a valuable working body.

Attention must be paid

to these four areas.
A.

Who will serve? Finding the right mix of people to represent all the
people who the ministry concerns.
. Teambuilding: Bringing people together into a structure that works well
together.

C.

Defining the meeting structure.
. Agreeing on a “Code of Conduct.”

1A: Who Will Serve?
Many churches may already have a governing structure in place that will provide the ready
and waiting team.

For example, the parish where I serve has six commissions that oversee

various aspects of parish life. Each of these commissions is made up of a group of people that
represent the various ministries the official team directs. In the Faith Formation Commission
there are people involved with adult education, others who serve on the Rite of Christian
Initiation team, some who are catechists for the elementary education programs, parents who use
the Sunday preschool program and others involved in sacramental preparation.
this, the planning group must represent all the diverse aspects of the population.

In addition to
If the church’s

congregation is ethnically diverse, that should be represented by the ethnic make up of the board.
People in various life stages and social status should also be included.
few “at large” members be incorporated to get an effective mix.

This may require that a

Making sure that the group

represents the varied make up of the parish will allow the planning team to get a wealth of ideas
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and surfaced issues as it works through and implements the plan.

Success is reaching the people

one serves and helping them grow; to do this one must be aware of their real life concerns.
Below is a summary of the St. Jude Commission structure. This structure represents only the top
layer of structure for this parish. Within each of these commissions exist many ministries that
also have committees and programs reporting to them.

Every church will be different based on

size and need.

Chart 1

St. Jude Parish
Pastor

Parish Pastoral Council
(3 Officers, 6 Commission Representatives, 4 At-Large Members)

Commission
for
School
Ministry

Commission
for
Faith Formation
Ministry

Commission
for
Stewardship
Ministry

Commission
for
Family/Social
Ministry

Commission
for
Spiritual Life

Ministry

Commission
for
Youth
Ministry

Some churches may desire to use a temporary group for the planning and then pass the
strategy off to another group for implementation.

This is a real mistake.

The planning process

should be creating an ownership for the importance of the goals and a desire to see them
achieved.

Bringing in a new group of people for implementation may create a body of

individuals who stray from the original insights and are not as motivated as they would be if this
is their dream.
The other advantage of using a long-term group of people is that well structured boards or
commissions should have efficient bylaws that will be able to sustain the entity of the
commission through the implementation of the goals and strategies. People’s lives alter. They
take on new jobs, have growth in their families, or move.
to serve on a committee for long periods of time.

All these things will affect their ability

Commissions or boards with well-written

bylaws have this sort of member variation built into their structure.

The membership in the Faith

Formation Commission of St. Jude Parish is for three years with the option of continuing for an
additional three years. As a part of this structure, the members are encouraged to choose new
associates through consensus of the current membership, although a voting process is available.
Every year one or two members of the seven to thirteen person commission will rotate off. These
procedures not only insure that we are ready to replace members when necessary, but guarantee
that no one becomes an associate for life.
Another advantage of using an existing group such as the Faith Formation Commission at St.
Jude is that it is usually structured with members that are active in the various ministries the
commission oversees.

Our commission is structured so that the chair from the Adult Formation

Committee and a member from the Rite of Christian Initiation (RCIA) team is always a member.
Also invited to serve is a catechist from our children’s religious education program, as well as a
member or two whose families are served by the various young children’s programs.

These

people create the natural relationships you will need for communicating the work of the various
stages of the planning process.

The final connection is that the Commission Vice-Chair Person

holds a seat on the parish council.

Once again these links will prove to be vital.

When preparing a group for the planning process, consider carefully the role of the facilitator.
Prior to working for the Church, I was an accounting manager for a major corporation.

During

this time in my life, I had received formal training in leading groups through a structured
development procedure.

This experience taught me the advantages of having an outside

facilitator lead the teams through the various planning stages with the group taking control
during implementation and review.

In fact, the company policy was to assign a facilitator who

had nothing to win or lose from the decisions made so they could serve as a good mediator.

Also, if this person is not familiar with specifics of the process, they may ask necessary questions
to insure that all angles are being considered.

As mentioned in the introduction, the Faith

Formation Commission at St. Jude hired a pastoral associate from a neighboring parish to
facilitate our work.

She really kept us on track and could point out root causes for the issues we

were reviewing that eluded us.

1B: Teambuilding
If the team is completely new, it will be beneficial to spend the first meetings with some team
building activities. Any planning process requires time and communication.

Letting the team get

to know each other better will aid in both. Even committees or commissions that have been in
place for long periods of time may benefit from these activities.

The facilitator should choose

one of the light hearted “games” listed below as the first step to getting to know each other or use
something they are familiar with. There are many resources that can be found with suggestions,
such as Marlene Caroselli’s The Big Book of Meeting Games.”
Teambuilding-Icebreakers — Facilitator Instructions
1.

Two Truths and A Lie (See Appendix A)
This can be a great icebreaker for any group.

It can lead to funny references for upcoming

meetings and can teach a group who has been working together for years how well they really
know each other.
The facilitator should instruct the group to think of two things people in this cluster
would not know about them.

It could be something about their childhood, hobbies, family

history or special talent. Then have them make up something that they think they might be
able to convince others that it happened in their life. In other words they should think of a

lie. Give everyone a few moments to think of these things. Then the group should take turns
sharing their three things; usually it is easiest to go around the table. Make sure people do
not all share the “lie” last, because after each person has taken their turn every member will
write down the person’s name with what they think the lie is. After everyone has finished his
or her story, review what people thought each person’s lie was.

One time when I played this

game we were incorrectly convinced that the manager of stores could not play the guitar, but
had served time in the juvenile detention center.

Who Are We? * (See Appendix B)
With all the people we meet these days it is very hard to place a name with a face. This
next icebreaker not only helps everyone get to know a little about each other, but also gives
everyone a context for starting to remember the names.
The facilitator instructs the members to take a moment to think about this. Imagine that
family, job, and money were all taken care of and that nothing holds you back, what is one
thing you dream of doing?

Wait a moment for everyone to think of his or her dream.

each person is ready the group should proceed around the table, sharing our dreams.

When
But to

do this each person will have to repeat the name and dream of everyone who went before him
or her. Ask for a volunteer to take the challenge of going last. If no one volunteers the
facilitator should volunteer.

The person on the left of the person who is going last begins and

the group takes turns moving clock wise around the table or room.
Let’s say that the first person says, hi my name is Jane and I have always wanted to learn
to fly an airplane. The second person might say this is Jane who wants to fly an airplane and

3 Caroselli, Marlene. The Big Book of Meeting Games. Madison: McGraw Hill, 2002.
4 Piro, Carrie, etal. Come As You Are. Marysville: National Alliance of Parishes Restructuring into Communities.
1997: 11
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I am Tom.

I think it would be neat to be a trapeze artist in the circus. Likewise the third

person would say Jane wants to learn to fly a plane, Tom would like to be able to perform on
the trapeze and I have always wanted to go on safari in Africa. My name is Joe.
. Jeopardize Your Identity’ (See Appendix C)
If the group is completely new and relatively unfamiliar with each other this may be the
right opener.

It gives everyone a non-threatening way to share a little something interesting

about him or herself without getting too deep for starters.
This game seeks to create an introduction for each person similar to those used on the
game show Jeopardy.
knows.”
group.

Start by having everyone in the group answer the question; “who

In other words, they should think about how someone would introduce them to a
For example, “this is Jane Smith who knows...”

Each participant completes this

statement by writing down knowledge they possess, skills and abilities. Next have them
think about, “who cares?”

Again, this should work as if someone is introducing them to a

crowd and was going to include in the introduction something they are passionate about.
Now have them share it with one of their neighbors, if there is an odd number in the
group encourage a group of three to form. After a few minutes of sharing time has passed go
around the room having people introduce the person they just shared with. For example,
“This is Joe Jones who once flew to Guatemala to help build a Habitat for Humanity home.”
Or, “This is Billy Smith who recently had his picture taken with Boomer the mascot for the
Indianapolis Pacers.” Make these introductions memorable and people will remember the
constituents of this team based on this event.

Gayle, an older petite woman (maybe 5 feet,

100 Ibs soaking wet) on my Rite of Christian Initiation team, skated in the roller derby in her

3 Caroselli, Marlene. The Big Book of Meeting Games. Madison: McGraw Hill, 2002: 15-18.
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youth.

I am not going to forget this bit a trivia for the rest of my life. Oh, by the way, her

dream was to drive a truck; something else I would not have suspected.

These games may seem trivial, but they can begin to forge friendships and help people
understand each other a little better. In addition to that, they encourage the introverts to step
outside their comfort zone and begin to speak up. This can be vital in creating true collaboration.
You have to make sure everyone is comfortable with contributing his or her ideas. These games
are a safe way to begin to build this comfort level.
The next activity I will suggest for the team goes beyond the simple icebreaker.

It is an

exercise that will help the facilitator or planner achieve greater balance in the work that is at hand
while allowing the members of the group to find their place in the process.

It evaluates the

human side of planning which involves four types of skills. In this activity these skills are
compared to the four directions of the universe or four different animals.

So, before we discuss

how to use this instrument lets build some basic understanding of what the “Fourfold Way,” or
“Medicine Wheel,” is saying.® Appendix D contains an excerpt taken from High Impact Tools
and Activities for Strategic Planning: Creative Techniques for Facilitating Your Organization’s
Planning Process.

It will be used to help each member of the team reflect on his or her

instinctive style of interacting and working in the world.
with reverence and the seriousness it deserves.

This exercise needs to be introduced

The wisdom it holds comes from the ancestors of

the American Plains Indians. It is a reflection that places all animals or all inputs of the world
into a common vision. Going forth, to take a serious look at our call from God and what our
communities need, will require a balance of the skills that all four ways of being provide.

To begin the journey each person should choose which part of the Four Fold Way
predominates in him or her. Keep in mind that everyone has characteristics from all four parts of
the Medicine Wheel (the illustration above), but each of us has one part that is the strongest. It
may be the quadrant you operate most frequently in or feel most effective in the role that uses
these skills, but usually a person is very accurate at identifying his or her area on the wheel.

Take

some time to do this and do not get too hung up on the animals associated with the various
categories.

Some people may not find it flattering to be called a bear or buffalo.

If the group is large, sixteen or more people, once each person has identified the part of the
wheel they relate to, the facilitator should have them get into groups by category. Hopefully each
group will have at least two people, but if this is not the case the group facilitator should join the
lone person to enter into the discussion.

If there are two lone people have them share with each

other. There are three questions you want the groups to discuss.

Give them flipcharts or

notebooks if flipcharts are unavailable to capture their ideas on and tell them to be ready to
present their responses to the group as a whole.
Questions

1.

What are the strengths of this style? What benefits do you gain from this style? Give
specific examples of specific behavior that seems to demonstrate this benefit.
What is it about this style that gets you into trouble? Where does it cause problems and
which behaviors or overuse of behaviors seem particularly problematic?
Which other directions do you find most difficult to work with? Please explain why this
is so and indicate ways you could improve this situation.

Allow 15-30 minutes for the groups to have their discussions, depending on the size of the
gathering.

Watch the group discussions and give them warnings before their time is up or extend

the time if it seems like good discussion is taking place. Then have each group share their

§ Napier, Rod, Clint Sidle, and Patrick Sanaghan. High Impact Tools and Activities for Strategic Planning: Creative
Techniques for Facilitating Your Organization’s Planning Process. New York: McGraw Hill Trade, 1997: 27-47.
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reflections, using the flipcharts or papers they have prepared with the whole team.

At the end of

this time it is important for the facilitator to remind everyone that to have a successful planning
cycle, the skills of all the areas on the wheel are needed.

The American Indian talked of walking

the wheel because there is wisdom to be gained from the visions of each direction.
If the group is smaller, fifteen or less people, allow each person to share which direction on
the wheel they chose and why.

They may want to reflect on the questions above as they reflect

on how their Medicine Wheel style effects the way they live. Often during this time, others who
know them affirm their choice. It can be a powerful and fruitful team building experience.
Again, the facilitator should keep the group positive and focused on the need for each type. As a
facilitator, the more even the group skills are placed the more effective a team they will usually
be.
Now is a good time to select people to fill the various positions that are necessary for
maintaining the team, if these do not already exist. If you are using a committee of people that
are a constituent part of your church structure, this might not be necessary.

Usually in addition to

a facilitator each team needs at least a leader or chairperson and secretary. Larger, more involved
projects may identify other needs such as to have a treasurer, prayer leader or hospitality planner.
Adding more structured positions is up to the team.

Whatever standings are chosen, they should

be defined clearly and documented in your meeting minutes.

Below (also in Appendix E) there

are definitions for the facilitator, chairperson and secretary. Hopefully using these definitions
will give your team a head start to getting this task completed.

The facilitator should review the

tasks with the team and then make any changes that seem appropriate.

One might want to use

Appendix E for this task. It provides extras lines for new positions that might be needed.
Identifying other possible positions could be done with a simple brainstorming activity.

Chairperson: Insures that each meeting is run in a timely and orderly fashion. Between
meetings he or she insures the minutes are distributed within a week and that along with the
facilitator and the secretary an agenda for the upcoming meeting is in the hands of the team
members one week before the meeting. They should also assume responsibility that the
meetings start and end in prayer. This can be done by preparing it themselves, if there is no
prayer leader, or by asking other members to take turns.
Facilitator: The person who commissioned the work of the team should have chosen a
facilitator. This person will lead the specifics of the planning process and should be a nonvoting member of the team. By leading the planning process, this person is responsible for
making sure that the process is completed in a timely fashion and that when necessary
homework is assigned to specific people for completion by the next meeting. Along with
the chairperson this person is responsible for setting the agenda of each meeting.
Secretary: This person must keep accurate notes, which are distributed to all members within in
one week of the meeting attended. The secretary is responsible for keeping a complete set
of all documents created by the team in this process, such as meeting minutes, defined
positions on the team, mission statements, project plans etc.
Along with the chairperson and facilitator, he or she creates the agenda for each
meeting. The secretary will have the responsibility of distributing this agenda to the
members within one week prior to the next meeting.
There are various ways that these positions can be filled. Probably the best way is for the
facilitator to ask for members of the team to nominate fellow team members, allowing for selfnominations if someone feels drawn to a position.

Sometimes these nominations will seem

obvious after the conclusion of the Medicine Wheel reflection. After each recommendation, the

person nominated should have the opportunity to decide whether they accept that nomination or
not.

Once all nominations are in, if necessary, there could be a vote, but make sure it is

confidential.

Often in a small group the voting is not necessary.

If someone is nominated and

they say they are willing to assume the role, everyone else cheers them on. Sometimes co-chairs
might be chosen, if more than one person is interested in a position. If a group is working at a
steady pace, keeping the notes each meeting might be more of a hassle than anyone person is
interested in, but two people might be willing to share.

I recently led a planning group at a neighboring church.

At the completion of the Medicine

Wheel sharing they identified what positions they wanted to establish on the team.

In addition to

chairperson and secretary they established a prayer leader and hospitality coordinator.
of people to fill all the positions went very quickly.
was chosen as chairperson.

Selection

One of the buffaloes, person of the north,

They selected a bear, person of the west, to take notes, an eagle,

person of the east, for prayer leader and a person of the south, a dear, as hospitality coordinator.
This would not be the only way to fill the slots. My own faith formation commission is lead by a
bear, person of the west, and he does an excellent job of keeping us on track using “Roberts
Rules of Order.”

1C: Defining the Meeting Structure
The meeting structure is very important to the life style of the group.

It can be compared to

the workday of any American family. I suggest that the core team, chair, secretary and facilitator,
begin with the items I have listed below.

Copies of this structure can be provided to the team

using Appendix F.
Meeting Structure Outline
=

Opening prayer

=

Processing time: This will be the objective of the meeting based on
the stage of the planning process that the team is involved in. It is the
time to process the well-done homework that was returned. After the
homework is assembled it is time to debate, decide and create what

ever the objective of the homework was. The objective could be the
mission, critical strategic issues, action plans or project review.
Homework assignment: The process again will determine what is to
be done before the group meets. The facilitator should insure that
what needs to happen and who is responsible for accomplishing this
task is clearly defined.

=

Wrap-up: Before a group concludes the facilitator should review
what has been completed at this session and where they are headed. It
is encouraging for people to see clearly what they have accomplished.

After the teams first meeting, the core team (usually the chairperson, facilitator and secretary)
should meet and discuss the meeting structure to see what will work best for your situation.

I

think most groups will find the structured outlined above very efficient for planning purposes, but
there might be other on-going tasks this group has to maintain and build into the structure. By the
second meeting with the structure in place setting, agendas each time will be a breeze.

In fact, the

second meeting agenda should be set at this core team meeting and distributed in a timely manner.

1D: Agreeing on a “Code of Conduct”
A team code of conduct is also helpful and should be brainstormed and agreed upon by all
who are members.
important.

Most adults will readily see the value in these rules, but articulating them is

Listed below are some rules to consider using, but every group has its own needs so

the facilitator should review these with the team to edit and add where necessary.

Appendix G

provides a tool for creating the official Code of Conduct for the members of the team.

Some

facilitators might post these in the room or review them as part of the opener for at least the first
couple of meetings.
Team Member Code of Conduct’

=

J agree to put a priority on attending each session. If I cannot make a
meeting, I will contact the chairperson and get completed assignments
to them before the meeting.
I know meetings will start on time, so I will arrive at least five minutes
early for each session.

” Modified from: Piro, Carrie, etal. Come As You Are. Marysville: National Alliance of Parishes Restructuring into
Communities, 1997: 21
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I am willing to listen for understanding and not necessarily for
agreement.

When I agree with another person’s idea, I will voice that agreement,
so they will know support exists.
I will keep what is said in the group in confidence. Of course the work
of the group such as the mission statement, values and goals are for
sharing. But as with any church project there is bound to be sensitive
information that is shared. Discretion for these items is vital to create
the necessary atmosphere of trust.
I will be myself and say what I really think and feel.
I will respect the opinions and feelings of others in the group.
I will share in the work of the group.
I will complete assignments on time or notify the Chairperson of any
unexpected issues.

“When” and “how” might be the questions going through your mind right now.

When does

the facilitator introduce each of the above activities, and how long does it take? As one reads
through all of this, it might seem like it will take a year just to get started, but that is not the case.
If planned carefully, most groups of eight to thirteen members should be able to complete most
of what has been discussed in this section plus outline the homework needed to begin work on
the mission in one well planned two or two-and-a-half hour session, see Appendix H.

Stage 2: Articulating the Mission
In order to be judged as being effective in life one must know what they are about; what it is
they want to work for. This is the only way one can know if they are on the right path. I say the
path for life is a journey and accomplishments are fleeting; the fulfillment of the Kingdom is not
of this world.

So instead, one must try to follow the word of God in love and hope that we create

kingdom moments.

In Isaiah it says, “While from behind, a voice shall sound in your ears: "This

is the way; walk in it,"” (Isaiah 30:21). A mission statement is the attempt to identify that Voice
in our ears and to put it into a declaration, which then can be shared with others. A good mission
statement will say what the entity, whether it is a person, corporation or other group, is called to
do, what is unique about them in this mission, and whom they serve.

point, and memorable so that it can be repeated in a heartbeat.

It should be brief, to the

If the leaders of your ministry

cannot remember their mission statement, maybe it does not say what they believe they are about.
Here are some examples of mission statements.

Which of these is memorable?

Wendy's: Our guiding mission is to deliver superior quality products and services for our
customers and communities through leadership, innovation and partnerships.
Southwest Airlines: The mission of Southwest Airlines is dedication to the highest quality
of Customer Service delivered with a sense of warmth, friendliness, individual

pride, and Company Spirit.

St. Francis Hospital and Health Care Centers, Indianapolis: To continue Christ's healing
ministry....
St. Francis Hospital and Health Centers, rooted in the tradition of the Catholic Church
and the Sisters of St. Francis of Perpetual Adoration, exists to improve the health of our
community. We provide quality services in a trustworthy, compassionate manner
through a continuum of care with a special concern for the health needs of the poor and
disenfranchised.
Archdiocese of Indianapolis: We, the Church in central and southern Indiana, called to faith and

salvation in Jesus Christ in the Roman Catholic tradition, strive to live the Gospel by:

® http://www.wendys.com/
? http://www .southwest.com/about_swa/mission.html
19 http://www stfrancishospitals.org/DesktopDefault.aspx?tabid=32&tabindex=1
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+ worshiping God in word and sacrament
* learning, teaching, and sharing our faith

« serving human needs."

There are five steps necessary to uncover and articulate a mission:
A.

Understanding the mandates. What are those things that entities in
authority expect the group to do?
. Reviewing current programs. If this ministry is already in operation, what
are the services it already provides? These need to be understood.
. Discernment.
information.

Time for prayerful listening and sorting through the

. Writing the mission.
E.

Sharing this mission with the people who matter.

2A: Understanding Mandates
What your group is called to do may seem obvious or, if things are not on track, may seem like a
mystery.

Either way, do not jump into a mission statement too quickly.

listening to the voice of the people you serve as well as the voice of God.

Make sure you are
First look to the

governing body that empowered the entity you are working with on this planning project. Let’s
go back to the Faith Formation Commission of St. Jude and the structure of this parish, which
was depicted in chart 1. In the structure outlined in this parish, it is clear that this commission
reports to the parish council and the pastor of the parish. It would be appropriate to find out what
mandates these two groups hold for this team.

Mandates are the objectives that they expect this

ministry to achieve and, if applicable, how they are defined to accomplish them.

In other words,

how much freedom or constraints are placed on what your planning group does?

For example,

the Faith Formation Commission of St. Jude is required to provide religious education for the
children of the parish that do not attend a Catholic school.

'! http://www.archindy.org/Welcome.html

They must do this by following the

curriculum guide of the Archdiocese of Indianapolis, using the existing building facilities that the
parish already owns, and staying within the approved annual budget.

On the other hand, the

commission is encouraged by the council to offer some adult faith formation, but it is less
proscribed.

For adult education there are resource constraints involved, but there is more

flexibility on how much of this service is provided.

Hopefully these examples illustrate the goal

of this information seeking activity, which is to identify needs, wants and limits placed on the
work by the groups that govern you.
Some churches will have more than just local administration providing input into what they
can or must do. They may have higher church authoritative bodies that have justified rights to
suggest or dictate what is done.

Since my background is with the Catholic Church I will speak to

this tradition in hopes that you will see correlations in your situation. All Catholic churches or
parishes are part of a group of area churches known as a diocese or archdiocese.

In Indianapolis

this is the Archdiocese of Indianapolis and our governing bishop is currently Rev. Daniel
Buechlein.

This archdiocese has many offices that oversee various aspects of parish life, such as

the Office of Catholic Education, Office of Worship and Stewardship and Development'?.

These

groups have many documents, policies and procedures that the churches have to adhere to.
Furthermore, in the Catholic Church there is the United Sates Catholic Conference of Bishops
and the Universal Catholic Church, which includes our Holy Father, the Pope, and our teaching
office, the Magisterium.
to the project at hand.

Both of these groups issue documents and guidelines that may pertain
So for our assignment of writing a mission statement, it would be

necessary to have an understanding of what these authoritative bodies require.

2 http://www.archindy.org/

There may be

many ways to complete this, but it is probably simplest if one member does the research and
reports back to the team.
The first step in including all the relevant groups and official documents in the creation of
your mission is to identify them.

The facilitator should lead the group in a brainstorming session

to identify both governing bodies and paper documents that need to be researched.

Using a

flipchart, marker board, or something everyone can see, the facilitator should record every idea

the group puts forth. Then the group should review the list discussing timeliness and real life
applicability for their situation. Now refine the list even further to get it down to five or six key
items or less. If the environment is highly regulated it might not be possible, but the larger the
number, the more disheartening it might be to try to incorporate all these items into ones work.
Choose the things that are most directly related to the effort at hand.
on and incorporate some of the other items that had to be left behind.

Often these works are built
For example, if the

planning group is working on Faith Formation for a Catholic church one might think it
appropriate to review the General Directory for Catechesis (GDC), but if the diocese has a welldefined curriculum guide, it is likely that this document is founded on the principals of the GDC.
It is better to use the resources that are most closely aligned to your work.

Recently when leading

a planning group at a Catholic Church, this group identified their parish council, their pastor, the
Archdiocese Curriculum Guide, and the Bishops of the United States’ document “Renewing the
Vision”! as resources they needed to explore and understand to identify mandates.
After the groups or documents for research have been identified, the facilitator needs to be
sure that the research item has been clearly defined and that one of the team members has

13 United State Conference of Catholic Bishops. Renewing the Vision: A Framework for Catholic youth Ministry.
Washington: USCCB.
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assumed responsibility for its completion.
the research being done.

Below are the questions that can be used to structure

The facilitator should lead a group review of these questions to make

sure they are complete and apply to the specific situation. Appendix I provides worksheets
people can use to gather their information and report back to the group.

Remember, the goal is to

create a mission statement that includes three things: what this team is commissioned to do, what
is unique about this task, and who is being served.
Mandate Questions and Example
Mandates are an authoritative command or formal order from a superior official or
body of people. This could come from verbal instruction or official document.
1.

What services or benefits are we obliged to provide?
Are there any specific activities that we are forbidden to undertake?
What limits (i.e. location, resources, content, timeframe etc.) are there on how
we provide this service?
For whom are we chartered to provide this service for? (Be as specific or
broad as necessary with this definition.)
Who is outside (location, age, etc.) our jurisdiction to provide this service for?
Do you believe any changes in the existing activities of this group should be
pursued?

For example, if the planning group is a church sponsored day care, the answers to the
questions based on the requirements of the parish governing board might look like this:

1.

Benefits: To provide daycare for working families of our church from six in the
morning until six at night.
Forbidden activities: (This list could be endless, but lets look at a few things that
might have been proposed.) No evening care is allowed; the Church uses those
rooms for other activities in the evening. No elder care is allowed; it is outside of
the charter.
Limits: Your parish governing board requires that you use the parish rooms
provided. The parish sets budget spending limits, the fee schedule, the number of
30

children who can be cared for, and the operation times of 6am-6pm. This service
must be licensed, which requires that it follow the state government guidelines.
Employees must be paid according to the church pay schedules.
. Who do your serve: Registered member families of our parish with children from
the age of 2 to 12 who need care during the day.
. Who is outside our charter? Families who do not belong to our parish. Also
families looking for care for infants or teenagers.
. Changes: There is a need to extend this service to families with infants so
children of one family can all stay together. We might also be willing to explore
opening the day care up to non-members to make sure classrooms are full and the
ministry is more cost effective, but parish families would get preference.

2B: Reviewing Current Programs
In conjunction with looking at mandates as a means to define the mission, it is necessary to
look at what you are currently doing in your ministry. Unless this is a new organization, there are
probably programs that are already being offered. In creating your mission it is time to review
these programs and determine why they exist. What benefits do these programs possess, and
very specifically who is the recipient of their benefits?
Programs are the specific events or resources that are being provided.

Below is Chart 2,

which completes the structure of St. Jude Parish that was previously provided to use as an
example.

In this structure the groups under the direction of the Faith Formation Commission

would be Elementary Religious Education, Adult Faith Formation Committee, Second Grade
Sacramental Preparation, the Rite of Christian Initiation of Adults/the Rite of Christian Initiation
of Children, Children’s Liturgy of the Word, Vacation Bible School, and Cherub Church.
are the programs or organizations that would need to be evaluated.

These

Some of them may require

further subdivision, so when creating the list make sure to dig deep enough to get to the list of
programs or services.

St. Jude Parish
Pastor

Parish Pastoral Council
(3 Officers, 6 commission Reps, 4 At-Large Members)

Commission
for
School
Ministry

Commission
for
Faith Formation
Ministry

Commission
for
Stewardship
Ministry

Commission
for
Family/Social
Ministry

Commission
for
Spiritual Life
Ministry

St. Jude School

Elementary R. E.
Adult Faith Com

Finance
Committee
Time and Talent
Drive
Communication
Comm.

Men’s Club
Women’s Club
Fifty and Over
Club
St. Vincent de
Paul
Giving Tree
Ministry of
Fellowship &
Hope

Small Church
Comm.
Liturgy Comm.
Women’s Prayer
Group

PTO

2" or Sac Prep
RCIA/RCIC
Children’s Lit of
the Word
Vacation Bible
School
Cherub Church

Commission
for
Youth
Ministry
CYO — sports
High School YM
Junior High YM
Youth Social
Justice Team.

Next, evaluate the programs or services provided to define the benefits they supply and who
receives these benefits.

Benefit can be defined as the payback or assistance that is received.

For

the purpose of this exercise it should be identified from the perspective of the targeted recipient,
not just the church at large. For example, providing a church daycare might provide young
families of our community with a safe Christian environment for their children during the day.
The church in general might feel they benefit because young families may decide to join their
church because of this ministry, but for this exercise we would look at the families. Define
completely who these families are by taking a look at the demographics.
parents, the educational background, or the economic make-up?
defining the benefit and beneficiary.

What are the ages of the

Be relentless with the task of

In a church setting it might be easy to fall into the trap of

paraphrasing things to the larger mission of the Church, but each ministry needs to know what its
specific purpose is.

Notice how integral who receives the benefit from the program was in defining the benefit.
They really go hand in hand, yet it is important to be specific. In the daycare example it was not
all families with young children, but families of the parish that are currently being served. Yet
the definition can be sharpened even further by describing who “young children” are. The write
up of the example stated it was children two years old to twelve years old. The description needs
to be clear and precise.
Usually this task is best completed by having the members of the planning group go back to
the various staff members, committees, or teams that lead the various programs listed, to have
them define benefits and target audience.

Once the mission team decides on their list of

ministries to be reviewed, the facilitator should get volunteers to complete this task. Be sure to
assign specific members of the team to specific groups so the work gets done.
For each program or resource that the ministry provides a review sheet should be completed
and then presented in the next meeting, which is scheduled for creating the mission.

A sample of

what this sheet contains is given below and actual sheets for use are in Appendix J. If time
permits, it is best if the group or person who makes the decisions and works to make the ministry
happen completes these sheets. In many churches this is usually a group of volunteers that serve
the ministry and may be members of a committee.

Continual contact with these people will be

vital going forward, because if your team finds that things need to change, these will be the
people who will need to help you make this happen.

This is called networking.

Ministry Program or Resources Review (Found in Appendix J)
Ministry/resource
Benefits

Who it Serves

Once the research of mandates and existing programs is complete, it is time to “Come to
Insight.” It is time to take a look at what all our busyness is about and try to find where God’s
call lies. It is time to listen and then define what that voice is saying. Remember our quote from
Isaiah;

“While from behind, a voice shall sound in your ears: "This is the way; walk in it,"”

(Isaiah 30:21). A mission statement is the attempt to identify that Voice in our ears and to put it
into a declaration, which then can be shared with others.

2C: Time for Discernment
If you are like most church groups you are now reconvening for the second time and people
have had time to complete their assignments from the first meeting.

Appendix K gives

suggestion of the order that might be followed for this event. Notice the call to prayer to open
and close the meeting is very important to keep us mindful of Who calls us to do this work.
Icebreakers are still helpful in creating a coherent bond in the participants if they are a new
group.

Yet, the goal of this second session is to review what we are doing and what we are called

to do to identify our mission.
First let’s look and listen to what we are currently doing.

The Facilitator should record all the

benefits that the various programs are trying to generate on a flipchart, or some device to make
the work visible to all, so everyone can follow along.

It is not important to list the specific

service or resource, just the benefits. Let each person who had volunteered to prepare one of the
Ministry Programs or Resource Review Sheets, Appendix J, read everything on their list of
benefits. Even if a benefit has already been listed they should read it again and the facilitator
should acknowledge the repetition by placing a check mark after the existing benefit.
Now record in a similar fashion the demographics of the people who benefit from our
ministries. Do not try to interpret any of this data. The goal is to get it recorded in as accurate
fashion as possible.
How do the things we are doing compare to what we are mandated to do or not do? Copies
of the completed mandate question sheets should be provided for each team member.

Let the

person who compiled the sheets describe to the group what they think they learned. After
reviewing these sheets in this format, the group needs to review what has been said to decide if
there are any concerns the group has. Maybe there is something missing from the benefits list. Is
there something or someone we are called to serve that is missing from our lists? Just as
important is the question, “are there things we are doing that do not fit with our mandates?”
Maybe these are beneficial things, but seem to be outside what we are called to do. The
facilitator should be recording all of these revelations on a flipchart, etc. so all can see them and
remember what was said.
It is time to explore all you do or are mandated to do and find another layer. This is your
time to reflect with God.

We have listened to all the other voices. The voices of the people we

serve, voices of those who place requirements on us, but where do we see God working in all of
this? People working in ministry must guard against becoming so busy with the every day that
we loose sight that we are called to do God’s work, not ours. If one lets the Spirit work; that is

successful ministry.

Below are some reflection questions the facilitator should use to try to open

the group up to God’s working.
Using the worksheet in Appendix L, start with a review of what has just been charted out
from the homework and then allow each member some time to answer the questions outlined
below.

The reason for this exercise is to identify the heart of the matter so it can be connected to

aspects of the religious tradition and then used to create deeper insight. Hopefully from here the
mission will be created.

Reflecting with God
Facilitator should define what the group has been doing. Looking over the
material already discovered and charted describe some of the significant
issues that have been identified. Allow others to share their opinions.
Finding another layer to the event:
1.

Where is God present?

What is happening in all the information we have gathered? What stimulates
disturbs or you? What is happening for others? How does this all make you
feel?
What core values emerge as you think about what we have learned? What
values are different from yours or challenge you in some way? What social
issues, power issues, or economic issues are at work?

Does this event remind you of something from your religious tradition?
Something from scripture, history, traditional practices, hymns, etc?

The group, under the direction of the facilitator now explores these questions:
4.

Have the group share and discuss their discoveries from questions 1 and 2
above.
On a flipchart, chalkboard or device that allows all to see, list all the

discoveries of the faith that people connected with the experience. Together
choose one for your group reflection. Which one speaks to them, and why?
Remember, you only need to come to consensus; it might not be everyone’s
favorite. There is no perfect choice; each option will lead to insight.

6.

What does this tradition say to you? How does it contrast, challenge or
compliment what our ministry is about?

. Based on this reflection is there anything to be added to the benefits and/or
about the people we serve? Is there anything this reflection highlighted for
you?

Hopefully an example will show you how this sort of exercise can work for you.

When

working on improving things at St. Jude, the Faith Formation Commission (FFC) was challenged
to look at our communication efforts. During the review of a survey that had been taken of the
parish, it became clear that many people had no idea who the commission was or what many of
the programs that they provide were.

Surveys actually came back saying things like, “I am not

familiar with any of the programs you listed.” “You need to advertise your programs more, I did
not know they existed.” “I suggest you follow your mission and invite.” But, what was even
more telling were the many people who did not fill out an assessment. The lack of response made
the members of the commission wonder if members of the parish did not feel like any of the
Faith Formation programs involved them or it was not worth their time. All this data led to the
goal that communications had to improve through better delivery of the message to really make
each person of that parish feel invited to the events provided by the Faith Formation
Commission.
When the subcommittee met to discuss what could be done to improve the situation, the first
reaction was to defend what was being done.
efforts to communicate with the church.

This group of three was very defensive of their

They were ready to conclude that the problem was not

with them, but the parish at large. Records showed that every program offered had been in the
weekly parish bulletin, which is distributed after all the masses, for at least a month before the
event occurred.

In addition to that, the quarterly parish newsletter, which is mailed to every

registered member’s home, contained articles on what the FFC was doing along with registration
forms.

When fitting, information was also placed in the school and the religious education

newsletters.

Also, mailings to invite people to the Catholic Church or register for Religious

Education had been sent when appropriate.

How could people tell the commission they were not

familiar with the faith formation programs?
Empowered by this diligent track record of placing written articles in various parish
publications, the team members came very close to not pursuing this goal. Patricia O’Connell
Killen and John DeBeer, writers of The Art of Theological Reflection, termed this kind of

evaluation as “reflection from certitude.” What this means is that when one wraps the
theological reflections of their life or work experiences in self-assurance, then they will not
stretch beyond continuing in the same cycle of behavior'*.

Through theological reflection, the

FFC began to imagine what would have happened if the disciples would have stayed in that
upper room after the Spirit descended upon them at Pentecost (Acts 2). Peter could have stayed
upstairs and discussed with those present the impact of what had just happened and hoped that
others would eventually come up the stairs and join them.

It was possible that the people on the

street had heard the great wind and would have made an investigation.
immediately went out into the street and began to preach the good news.

But instead, they
Those who were

present understood them regardless of their native tongue.
This connection to their religious tradition lead them to ask how they needed to go forth and
get the word out about the opportunities they offered the members of their surrounding
community.

It is clear the methods of communication chosen thus far had only reached those

who are already familiar with the commission work, so they knew to watch for information.

The

apostles had the power to break through the language boundaries to deliver their message.

The

commission had to break through the kind of apathy that is reflected in the belief that coming to
church on Sunday is enough to nurture personal faith. The apostles new they had to hit the road
to reach new people and lands to enlighten new disciples for Christ. It was the right answer for
the times. What did the Faith Formation Commission need to do to reach out from their room?
Our world is made up of people who are bombarded with information.
hit them where they live, be easy to come by and disposable.

They need to have it

Today’s world is wired to the

World Wide Web and that is where they decided to go. Through this theological reflection on
the works of the apostles, they were challenged to make their ways of preaching the Good News
meet many people where they live and work.

It may seem like an unlikely correlation, but the

Spirit helped them see that they could not stay the way they were.

This is what has to happen if

the group wants an effective mission or goals.

2D: Writing the Mission
Now it is time to take all the wisdom you have gathered and create your mission statement.
Some books on planning try to define the structure of this statement, but for our purposes let us
look at what it needs to say. This mission statement should be the measure from which all other
decisions are made.

If this ministry group thinks it might be a good idea to paint the church red,

they would refer to their mission statement to see if a red church promotes their reason for being
and if they are the group to make this decision.

If the statement cannot sort these types of

decisions out, then it falls short of what you need.

14 Killen, Patricia O’Connell and John De Beers, The Art of Theological Reflection, New York, New York,
Crossroad Publishing Company, 2002: 4-9
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The mission statement should be timeless. It is not meant to be for the specific moment or
current year, but should point the group forward.

Also, it needs to be memorable.

At a moments

notice any member of the commission should be able to recite the mission.
Now it is time to get writing!

A good mission statement will say what it is the ministry is

called to do, what is unique about them in this mission, and whom they serve. It is probably best
to allow the members of the group to each write a statement.
meeting.

This can be done in the context of a

It should only take about ten minutes for every one to get something down on paper.

Provide several flip charts, etc. in the room and, when each person finishes, have them write their
statement on the charts. When the group is finished, begin to review what each person wrote.
There may be one statement that instantly says what they are looking for, or parts of a few may
be forged to create one. Remember, we want this statement to be lean. It should not get into the
details of how the mission is going to be accomplished; just what the mission is. Examples of
mission statements from other groups were included earlier in this section.
Look at the mission from St. Francis hospital, “...to continue Christ’s healing ministry.”
Wow, that is something that is easily memorable at a drop of a hat. It defines what they are
about: healing.

This mission also defines how they will do it: in a Christ like manner.

a pretty high standard.

This sets

They continue to define what this statement means in the second part. In

this part of the statement they define for whom: “the health of our community ... with a special
concern for the health needs of the poor and disenfranchised.” Anyone who is an informed
Christian knows that it was the poor and disenfranchised that Christ served.
mission reach deep like this mission from St. Francis Hospital.

Try to make the

2E: Getting the Word Out
Once the mission is crafted, it needs to be shared with all church members.

Look back over

the work done when writing the mission and decide whose support will be vital to make it come
to life. Review the church structure and be sure to look at groups the ministry reports to as well
as program committees and boards that make up the ministry.

For example, the Commission for

Spiritual Life of St. Jude Parish (see chart 2) reports to the Parish Council of St. Jude.

So, the

Parish Council would need to support anything the Spiritual Life Commission does in order to
obtain funding, use of facilities and the charter to operate.

That means that the Parish Council

must be on their list of groups to share the mission with. Also, Spiritual Life has several groups
that make up their ministries; Small Church Community Core Team, the Liturgy Planning
Committee and the Women’s Prayer Group.

These groups will also be an important part of

making the mission come to life, so they would need to understand what the mission is all about.
Next, think of lateral groups that would be important.

Lateral groups would be programs that

work along side of the work that the Spiritual Life does, but not under their direct supervision.

In

this case, the Second Grade Sacramental Preparation program, which is a part of the Faith
Formation Commissions work, uses the ministries of the Spiritual Life Commission because they
are very involved with liturgies throughout the year. They are a very important constituent.
The process should be to brainstorm every possible group that may have some connection to
what the ministry is about, but then trim it down.

This list will be used again and again as the

mission is made to come to life, so keep it manageable.

They should really be the groups that

can make or break the success of the planning team, or the groups that will be most impacted by
the changes made in the future. Assign a member of the team to be the liaison to each church
group the team chooses as being vital to the work at hand.
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This is a long-term relationship, for as

this process unfolds, this person will be in contact with them time and time again. Hopefully this
is going to be a natural relationship. It was stated in the section titled The Team that one of the
advantages was that there would be people in this group that already had ties to pivotal sets of
people; use them.
This is the homework for this second meeting: to go forth and share with others in the
community the mission that has been written, explaining how this statement will affect the
decisions made in the future. The mission needs to be shared with the whole community and
directly with parish groups you identified as vital to the plan. Does the church have a bulletin or
newsletter that is open to distribution of all your members?

Put the mission statement in there,

with an explanation that there will be specific goals and strategies to come.
that everyone’s help will be needed to achieve this mission.

Let them know now

Also, a team member needs to meet

with the councils, boards and other groups that connections were established when identifying
mandates to discuss the mission with them and get their specific support and response. At the
third session, members will report any response they get from this sharing.

Stage 3: Comparing the Mission to the Current State of Ministry
When the planning group reconvenes for the third time, it will be ready to review the
responses, if any, that were given to their job of communicating the mission.
may be a need to reword some or the entire mission.

At this time there

Take the time to get it right. This statement

will be with the ministry for a long time; it must communicate effectively what the ministry is
meant to be.
The next logical question is to ask, “How does one go about achieving a mission?”

This

thought alone stops some people from even beginning, but remember this is a continual journey.
There is no one thing that will make a mission come to life or sustain it for all time. It will be
necessary to continually revisit this part of the process and create new strategies to keep the
ministry alive and current. In the prelude of this writing, I suggested we heed the words from the
prayer attributed to Oscar Romero.
“No program accomplishes the Church's mission. No set of goals and
objectives includes everything. This is what we are about. We plant the seeds
that one day will grow. We water seeds already planted, knowing that they hold
future promise. We lay foundations that will need further development. We
provide yeast that produces far beyond our capabilities. We cannot do everything,
and there is a sense of liberation in realizing that. This enables us to do
something, and to do it very well. It may be incomplete, but it is a beginning, a
step along the way, an opportunity for the Lord's grace to enter and do the rest.”
The kingdom is not of this world.
to spread the Good News.
real way.

It will reach its fullness at the end of time, but we are here

The work of ministry should be helping to bring God’s love alive in a

It should be helping people connect faith with everyday life so that they can grow in

their relationship with God and other people.
Even if a ministry group is doing a very good job there are probably things that can be done
better or differently.

Communities, cultures, and people are always changing, which means

ministry methods have to change with them. Not change the Christian message or teaching, but
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maybe the way it is delivered. Are the programs speaking effectively to today’s busy parents?
Are the teens in youth ministry still interested in the same social activities that they used to be?
Who is not coming to religious education programs?
thousands of these questions that could be asked.

Why?

There are tens, hundreds maybe

How does one figure out what exactly is

happening?
It is time to look at what is being done now and see how it is affecting the people the program
seeks to serve. This sort of review needs be done every few years to keep the ministry fresh and
alive. So, mark the pages in this planning guide here, because after a few years, a creative team
will need to return. If one has done a good job at writing the mission, it should prove to be
timeless, unless something drastic has happened, usually from outside. For example, a
neighborhood is transformed by an influx of immigrants.

Maybe social unrest settles into the

area due to urban migration of younger families to the suburbs.

A church now shares

administration with a neighboring church because of hard economic times. All of these things
might mean the mission needs to be revisited. If so, the whole process would need to be
repeated.
In most cases, and most ministries, only the goals need to be reset to reach people in possibly
new situations with the resources available or in a deeper fuller way.

Unlike the mission, the

goals and strategies made to achieve these goals need continual maintenance.

That is why at the

beginning of this writing I advised that this sort of work is done best if done by a permanent body
of people, which allows for rotation of the members that are responsible for it. This allows them
to work to bring the goals to life, measure their results, and begin again with new goals every few
years.

Before going any further let’s define “goal” and “strategy.” Generically speaking, a goal is
the end toward which an effort is directed'’. Using this in ministry asks one to ponder what key

issues have been discovered in the community that need to be addressed, and how will the
ministry look once they have been changed?
framework of the specific ministry’s mission.

Remember all this work must be done within the
Goals need to be specific and measurable so one

can identify whether the actions (which are part of your strategy) taken have achieved the goal
and resulted in the transformation expected.

For example a goal might be set to increase

participation in senior citizen activities. This is a good-hearted objective, but not specific
enough.

A better goal would be to increase participation in the senior citizen monthly luncheon

outings by twenty percent. Now that works!

At the end of all the efforts, statistics can be

reviewed to see whether the transformation took place. This may mean that the fist step is to
start taking a count at these outings, but once the process of measuring is put in place it will
allow a comparison of change to be made.
Strategies are the specific course of actions chosen to achieve a explicit goal. They should be
detailed and be assigned to the person who will insure they take place. In addition to that, they
need to have a timetable attached to them so one knows when to expect that they will be
completed.

Appendix U contains the worksheet for creating a strategy or action plan. The end of

this unit will discuss in more detail how to write one.
How is a goal chosen and used?
A. Listening to what people think by using a tool such as group meetings or

surveys.
. Reviewing the results to identify opportunities or problems.
. Commissioning taskforces to begin the work of achieving goals.
> http://www.webster.com

3A: Listening to What People Think
If the ministry involves more than a few people, getting as many of them involved in the

dialog as possible can be difficult but necessary.

Yes, it is time to dialog, which means an

exchange of ideas and opinions'® needs to take place. For a ministry of a hundred people or less,
it may be possible to gather them for a social and hold brainstorming sessions with moderators
gathering the data. In most modern suburban churches today there are probably many more than
a hundred people who need to be reached, which means some sort of survey device will be
needed.
Surveys are very tricky tools to use. I have participated in more than one survey exercise that
resulted in lots of data that did not clearly point me in any direction. For example, a survey may
ask the people that a ministry serves a series of questions that rate different aspects of the
organization by the influence that activity has on his or her life on a scale of one to five, five
indicating most successful.
need improvement.

These surveys are simple, quantitative, and can point to areas that

However, if one does not know why the rating was given, it can be difficult

to know how to create winning change.
A more open-ended format will allow people to share what is on their mind.

It avoids the

obstacle of inadvertently leading them to a conclusion, which can happen if the survey has more
specific questions.

For example, if the question on the survey were, “would you like our church

to have a separate recreation center for the youth?” A person who never thought this was
necessary might agree, even though they are more worried about the religious education
curriculum for the teens of the parish.

Survey questions must be very carefully written not to

lead, yet to allow people to give enough feedback to make decisions.

Using SWOT is a very simple way to start this open-ended dialog.
Strengths, Weaknesses, Opportunities and Threats.

SWOT stands for

As will be demonstrated below, this form of

survey asks the target audience to consider what is happening both good and bad inside the
ministry and what impact the environment is having on it. The committee who is monitoring the
planning process should define the specific environment that is being referred to. Environment is
the community, city or local area of which the church is a member.

In other words the church’s

existence in this community probably has an impact on the people who live in the area as well as
the changes in the environment probably has an influence on the church.

Let us look at St. Jude

church, my current home parish. Our existence has an impact on the nearby community of the
Southside of Indianapolis, as well as the Archdiocese of Indianapolis.

Although in some

circumstances the circle can be drawn even larger. When the United States began its military
intervention in Iraq, several of our members where called to duty.
the politics of our country and the world.

So, we are also impacted by

It is important that planning efforts look at what is

changing in the environment outside the church walls that might be calling the church and its
ministries to change.
The questions used for this survey should be something like what is shown below, filling in
the ministry name where it says organization.

Try to reword them to be as specific as needed.

What environment is referred to, city, state and country?
situation without leading anyone to specific answers.

In the book High Impact tools and

Activities for Strategic Planning the questions used are:
¢

What are the strengths of the organization?

+

What are the weaknesses of this organization?

'® http://www.webster.com
'” Napier, pp179-180

Help relate these questions to the
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What opportunities exist in the environment outside our ministry community that we

should be taking advantage of?
What threats in the environment outside our ministry community do we need to manage
effectively if we are to thrive in the future?
The next question the planning team needs to consider is what does the target survey group
need to know so they can respond effectively. First, share the mission with the people who are to
fill out the survey so they can focus on what is trying to be achieved.

Do they know what

programs the ministry already offers? Maybe these ministries should be listed on the survey.

At

one parish where this method was used, one of the goals turned out to be a need to better
communicate their programs to the membership, since many people were surprised that so many
activities were going on. In “Appendix N” there is a sample that can be used to create a SWOT
survey.
The next decision to be made is how to give the survey.

Will you pass them out to every

member of the parish, target specific people who are a part of a specific ministry, or something
else? Once again, it is important that how the survey is given does not lead future decisions.

The

team wants to be open to hear how people’s needs are or are not being met. For this reason many
people try to offer their survey to the whole membership.

For this method to be successful it will

be necessary to have the support of influential people in the church community, such as the
pastor. It may only take an appeal from the pulpit to insure that a fair amount of the surveys are
returned.
Other groups have found that they have needed to make one on one contact with people to get
the surveys returned.

Maybe at a church picnic, people can be enticed to participate.

on the phone and take the information that way.
is different.

Call people

Be creative; every community and circumstance

Just be sure everyone has an opportunity to participate. It is important that both

people inside and outside of the specific ministry are able to communicate their perception of
what influence it is having on the parish as a whole.
This exercise going to take time, so give the group a couple of months to get it complete
when setting the next meeting date. There should be enough time to get the final copy of the
survey written, distributed out to the target survey audience in whatever method chosen, and
collected back.

It will also take time to sort through the information and give the results to the

planning team for review.
Preparing the final results of the survey for the planning committee’s use is vital. If possible,
it is helpful to have all the comments listed out under their perspective SWOT question, so that
everyone can view the raw data. In the age of computer technology many people can help with
this task and then have the items reassembled into one document.
distributed to the team before the next meeting.
the team has met all together.

This document should be

By now two to three months have passed since

So, in some way, remind the people on the team what the mission

was that they decided on. This will encourage them to narrow in on the comments that relate to
the mission.

Some teams also find it helpful to have someone try to group the comments

together by like topic. This is alright as long as the planning team gets a look at the raw
comments in the document they receive. Different people may interpret comments differently
and allowing the ideas of the whole team to permeate.

The interpretation may add time to the

process, but yield more accurate results.
Every group that goes through this process receives comments or suggestions that have
nothing to do with the area of church work being reviewed.
off to the group responsible for that ministry.

If they look important, hand them

Recently when I led a group looking at faith

formation programs in the parish, we received comments about the condition of the stained glass

windows in the church, as well as the gambling, which takes place at the parish festival. Just
leave them in the results, but do not worry about them.

3B: Reviewing Survey Results
When the team assembles for the fourth time (Appendix O), the objective is to identify the
two or three critical issues that need to be addressed to energize the ministry’s mission based on
the feedback that was received from the surveys.

Like no other time in this journey, it is time to

ask the Spirit to be with you. Every member of your team probably came into the process with
some idea of what needed to be done. Now it is time to hear God’s voice from the voice of the
people who have tried to relate the role the programs being reviewed has played in their lives.
The results may be good, bad, ugly, or apathetic. It may be hard to hold the burden of these
results in your heart, but do not let them deter the team from moving forward.

It is usually hard

to hear what people think, especially if a great deal of time and effort has been put into the
ministry already, but remember, people tend to be more vocal on things that make them unhappy.
They do not always share the hundred things that brought them joy, so try to keep perspective
when working through the survey results. Take some solace in the fact that everyone faces this
moment.
Prayer is essential at this meeting.
and open them to the work of God.

This prayer needs to call the team to listen to the Spirit

Maybe use a reflection based on Elijah at Mount Horeb

hearing God’s voice in a whisper, for it is time to discern whether God is calling through a
whisper or from hoards of voices.'® (see Appendix P)

'® 1 Kings 19:9a, 11-13, http://www.usccb.org/nab/080705.htm
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During one planning meeting I was involved with, as the team went through all the hundreds
of comments, the group kept coming back to comments that said there was a division in the
parish between the people who sent their children to the parish school and those who used the
township schools.

Children who attend township schools are given the opportunity to meet

weekly for religious education classes that last a little over an hour. Many Catholic parishes
would tell you they have the same problem.

At first this problem did not seem like it was the

responsibility of this Faith Formation Commission, even though it was the children in religious
education classes who were the ones who felt like second-class citizens, and this is a major
program this group is responsible for. The debate looked hopeless.

This issue had come back

very strongly and the group did agree it affected their ability to make their mission come alive in
the parish, but no one was really convinced it could be tackled. Then they heard the whisper of a
child’s voice.

This child’s parent wrote that their youngster was greatly distressed when they

heard another child say during first communion practice, “What are “they” doing here?” That
one voice spoke more powerfully than all the other comments that were received on that topic. It
launched this group into joint School and Faith Formation Commission meetings, Sunday
“children’s” liturgies that encouraged oneness, pen-pal programs, putting pictures of both groups
up in the classrooms, etc. Listen for the voice by asking for the Spirit of God to give the team the
courage to respond.
It is not going to be easy to discern what is needed from all the information that will be
received from the comments on the surveys.

There will be pages and pages of observations, so

take it one step at a time. The facilitator should use a flip chart, etc. to capture the main
repetitive issues the group identifies. Look at each section of the survey (strengths, weaknesses,
opportunities, threats), and try to limit the issues that come from each section to three to five

issues. Sometimes there may only be one issue that comes forward.

Recently, I facilitated a

church group and, when they looked at weaknesses, the overwhelming message was that they
needed to improve communication.

Having only one issue come forward is not a bad thing; it is

a gift. It clearly tells the team what needs to be a concern.
Now narrow it down even further. No group should try to tackle more than two or three
issues. At this point there may be some concerns that everyone in the group can come to
consensus on and they are ready to go. That is great. When I led a planning group at a
neighboring parish, the first problem was easy to identify, it was communication, but the second
issue took much more time to select. Choosing the area of ministry to work on really needs to
come from a consensus, but remember, consensus is not unanimous, and everyone should be

ready to accept that. This is why having an outsider for the facilitator will really pay off. This
person has no allegiances and will not be sitting in worship with all the team tomorrow.

They

need to shoulder the burden now.
If dialog alone cannot get the job done, there are some techniques that can be used to at least
point in some direction.

One that always seems to do the trick is “Las Vegas Voting.”"

Depending on the length of the list to sort and the size of the group, give each member three to
five votes, which they can use any way they want.
twenty ideas, three votes each is usually ample.

For a group of ten or less people and less than

For larger groups and more issues, more votes

should be issued. They can place all their votes on one item if they feel very strongly about it or
place one on three separate items or any other combo as long as they only use the prescribed
number of votes.
ready.

Let them tell the facilitator how they want to place their votes when they are

Simply place the number of check marks beside the items as they call them out. In very

19 Napier, pp398-399

large groups with large number of items, it can save time if each participant is given a sticky dot
for every vote they have been given. Then let them move around the room placing the number of
dots they want next to the ideas they are voting for. Some groups may even want to let people
use secret ballets. If there is a dominant person in the group that might be intimidating some
people from speaking their minds, let people use secret ballots.
Once the voting task is complete, the discernment process does not end. It simply points to
some of the most pronounced choices.

Sometimes upon examination it is clear that some of the

ideas on the flip chart come from the same root cause and can be combined.

A group I was

working with overwhelmingly voted for lack of involvement as the problem with their formation
programs, but as they discussed the issue further, this was identified as the symptom of the
problem, not the problem.

They began to look at all the comments about program content and

then decided to narrow in on their adult education programs.

What I am saying is that Las Vegas

Voting is a tool that might not point to an immediate decision, but lead the group to the right
path.

3C: Commissioning Taskforces
Now that two or three issues have been identified, it is necessary that the team move forward
to the formation of specific goals the team will seek and then the strategies to make them happen.
I think the most efficient way to do this is to divide and concur.

What needs to be done is to

break the total planning group down into small group taskforces that will work on creating a
clearer definition of each goal with the intention of creating specific action plans to make these
happen.

These will be the road maps used for the next three years to make change come about in

the ministry.

Therefore, the next meeting as a big group should be scheduled far enough in the

future that these groups have time to meet to complete their responsibilities, but not so far in the
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future that the process loses in momentum.

Six weeks will usually do it, but every situation is

unique.
Also consider at this time allowing other people to get involved with each taskforce if their
input would be vital for making the best choices and implementing the strategies in the future.
For example, if your group chooses to improve the curriculum of the children’s Sunday
preschool program it might be reasonable to invite the administrator of that program and a
volunteer or two who work in the program to help form the goals and the strategies. Have them
join this taskforce, although they would not need to join the larger planning team.

This action

will prove to be an important strategic move, for the more involved you let people get in the
planning, the more vested they will be in helping the goals be achieved.
While these task force teams get moving, make sure the team also goes back and
communicates how the work is coming to all the necessary boards that they have maintained
contact with as well as the general church membership.

Since an exercise of asking them what

they thought was just completed, they are probably wondering what the findings were. Report
back to them what the team decided to look at closer without leading them to any solutions at this
time.

Stage 4: Choosing Goals
Road map time!

Just like when one plans a vacation or trip it is time to get specific.

Everyone knows the sequence; first a family might decide they want to spend their vacation on
the beach, but that decision does not give one enough information to move forward.
decisions need to be made, like what kind of beach: lakefront, ocean or river?

does one want to be there? What kind of weather?

Further

What activities

How much money and time can be spent on

this trip? Once these questions are decided on others begin to sort themselves out. Like, how
should we get there? If the budget is tight, flying may be out of the question.

If it is very tight,

we know we are pitching tents. See the pattern? Eventually every step, and who will be doing
what is planned out.
The work for creating goals and strategies is now the responsibility of the taskforce groups,
with the supervision of the main planning team. Like planning a vacation, this group will begin
to explore the specifics of what needs to be done and how to accomplish these goals with the
resources available.

These teams should reach out and involve the key people who will be

responsible for implementing the plan if at all possible.
back to primary planning team.

Periodically this team will have to report

The creation of well-formed taskforces will lead the primary

planning group into implementation, so make sure all the necessary people are involved.
will have to own the problem and the process for creating change.

They

Allowing the right people to

get involved creates the ownership that will be necessary to make things happen.

What is being

created are taskforce teams that will have a long-lasting life, and setting up a give and take
relationship between the task force and the central planning team is being established.
Communication is key to moving forward.

The action plan will be the center of this

communication as the plan is brought to life. Pay close attention to it as it is written, but

remember, it is a fluid document.

Every person who has ever traveled knows they may encounter

unexpected road closures, severe weather, or other unforeseen events that require a change of
plans. Through conversations between the taskforce and the central planning team, changes can
be made for these things in order to keep on track to the main goal.
The first order of communication is to give the taskforce groups a clear assignment for their
first one. The issue has been identified for them, but not always clearly stated. At this point that
will be this team’s first task. What they need to do in their first planning session is outlined
below.
A. Write a “problem-statement” which clearly articulates the current situation
and its affect on the ministry.
B. Identify goal(s): A statement, which defines the desired change in the
ministry including clear measurable outcomes).
C. Begin to outline a strategy: An “idea list” for achieving these outcomes.
D. “Estimate” the time, talent and treasure it will take to make the idea list

come to life, along with the recognition of the rewards of doing so.
This is what needs to be brought back to the main planning team for review at their next
meeting.

This review gives the group that commissioned them a chance to make sure that each

taskforce is staying true to solving the problem they were assigned.

“Appendix S” provides a

format that can be used to present the taskforce’s work to the main planning team for review,
once they have completed their review.

After this review with the central planning team takes

place, the same taskforces will break off a second time to create the detailed plan for achieving

the goals and report again.
Once again it is time to call God’s role in this process to mind!

To do this each taskforce

should use the theological reflection method outlined in Appendix L.

4A: The Problem Statement
Using the Reflecting with God resource in Appendix L, review the results from the surveys or
data gathering sessions focusing only on the material that led the central planning team to choose
this issue. Give each member a chance to review all this information on their own and answer
questions one and two on the reflection sheet. What is happening in all the information we have
gathered?

1.

What is happening in all the information we have gathered? What stimulates,
disturbs, or challenges you? What is happening for others? How does this all
make you feel?
What core values emerge as you think about what we have learned? What
values are different from yours or challenge you in some way? What social
issues, power issues, or economic issues are at work?

If new members have joined the taskforce, they may have questions about theological
reflection. Allow those to flow before you begin. The more experienced members should help
them along, because the taskforce may not have a facilitator present at this time. After giving
every member a chance to answer these first two questions, discuss them together.

If it helps,

gather repetitive themes on a flip chart. The objective here is to be able to write a clear
“problem-statement” in one or two sentences.

The first part of the sentence should state what is

happening now, followed by the environment it creates. If the group can clearly see what that
statement is, let them voice it right away.

Continue discussing and molding the statement until

the group reaches a consensus.
Many times a group is at a loss to even begin expressing out loud what the problem statement
should be. It might be helpful to share some examples, which are provided below.
members to spend some quiet time to write their own statement.

Then allow

As they finish their statement,

have them write it on a flip chart or marker board, something everyone can see. Now review all
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the statements together and begin to discuss which ones set in motion what the group is looking
for. Sometimes this will involve merging parts of statements together.

Continue this process

until you have the final statement.
See the examples below.
Problem Statement Examples
Example 1: Currently St. X Parish offers a very limited amount of adult education
that seems to only appeal to an older group of parishioners. Our adult
members, ages twenty to forty-five, seem to have an apathetic attitude
towards their own faith formation.
Example 2: St. M Parish has many young families who are struggling to find
good, safe and healthy daycare for their children, which has lead to
many families of the parish making risky choices for their children so
the parents can work.
St. J Parish has many teens that do not participate in mass or religious
education classes at the parish. The parent’s of the parish fear that
these young adults are drifting away from the Church.
4B: The Goal(s)
The western world is very “goal” oriented these days. Many self-help gurus or business
managers are preaching the effectiveness of setting clearly defined and measurable goals for
creating change.

The question is, “What change does this taskforce want to seek?” Now return

to Reflecting with God, Appendix L, to form an idea of the specific change the people of your
parish led by the Spirit are seeking to create. Question number three challenges you to look
beyond the current information that is presented in the surveys to find a parallel in the great
wealth that is available in your faith tradition. “Does this event remind you of something from
your religious tradition? It could be something from scripture, history, traditional practices,
hymns, etc? It could be a story, image, person, or traditional practice. Why or how do they
connect?”

Let all members of the taskforce have some time to make this reflection.

Some

people may want to wander to a quiet space in the building.

That is ok. Give them a specific

time to reconvene, like 10-15 minutes.

A semi-fictional example of how this might work is illustrated here. My parish of St. Jude
did an extensive parish survey after the completion of the pastor’s first year. He was looking to
see what people thought about his and his staff’s work.
that was pursued was that of liturgical music.

It yielded many comments, but one area

People were very vocal that something needed to

be done to improve the music that was a part of our Sunday liturgies. It took a couple of years to
work through this area, with much frustration on many peoples part. As I reflect back on the
situation I think of the scripture adage, “whoever sows sparingly will also reap sparingly, and
whoever sows bountifully will also reap bountifully.”

(2 Corinthians 9:6) Had they done a

theological reflection to look for new solutions, this might have been their parallel to use.
Our parish celebrates five Sunday liturgies in order to accommodate our large membership
with the seating capacity of the church building. At the time of this survey there was only a parttime music minister who lived some distance away.
limited amount of effort he could give to our liturgies.
not been well prepared.

Since he had another job, there was only a
This meant that many of the liturgies had

He did have choir practice once a week, but there was no formal practice

with many of the cantors, and it showed.
Another problem was that this man’s passion was not liturgy per se, but music.

This was

evidenced by the fact that he played in another band and held a fulltime music teachers position,
in addition to the church ministry.
worn for Sunday morning.

His band often played on weekend evenings leaving him well

Using theological reflection, the group would have realized that we

needed a dedicated music minister with a passion for liturgy. As our reflection would teach us it
takes time to plant a successful harvest.

One must carefully prepare the fields and then plant the
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right seed plentifully.

Once the plants begin to grow and blossom, a good farmer continues to

give the field attention with fertilizer and water. The current music minister was giving our
liturgies very little attention and no water, as per the part-time agreement he had. What was even
worse he was planting bean seed when we wanted corn. His focus was to try to give us some kind
of music for our Sunday services, when we yearned for prayer through song.
No amount of new music books, musicians and singers would fix the problem.

The church

needed to sow more seed: seeds that would yield fruitful liturgy. But this reflection was not done
and all the other things were tried to no avail. Eventually the music minister moved on to another
opportunity and a fulltime minister whose background and passion is liturgy was hired. Maybe
theological reflection would have led the St. Jude Parish Council there first. Was the voice of the
Spirit whispering in the wind, but no one stopped to listen?
The hope is that theological reflection will lead a planning group to consider new ideas or
solutions that did not get considered before. It helps one correlate the lessons of the past to the
situations of the present, and, if done in a prayerful mode, allows the voice of the Spirit to be
heard. Give everyone in the group some time to reflect on this alone.

Then capture everyone’s

ideas on a device that everyone can see, such as a flipchart. Let people explain why they chose
the image, passage, song, story, person or whatever part of tradition they did. It does not have to
be limited to scripture because there is a wealth of wisdom in the rest of the Church’s tradition.
One group that I was working with used theological reflection at the close of a yearlong planning
exercise.

They compared their work to the hymn “City of God.”*®

“Let us build a city of God”

became their rallying cry in the months ahead as they began the hard work of implementing their
plan.

Now share what images or stories from our tradition people were focusing on. It is very likely
some people will not have one to share, so allow the sharing to take place in a random format so
that no one feels self-conscious.

Select one idea for the group to focus on. Encourage lavish

discussion of how this religious tradition speaks to the situation, leading to conversation of how
this opens up new ideas for ministries.
6.

Look back to Appendix L questions 6 and 7.

What does this tradition say to you?
what our ministry is about?

How does it contrast, challenge or compliment

Based on this reflection is there anything this reflection highlighted for you? Maybe
the reflection on the item from tradition calls you to new ideas or sets a course of
action?

From this conversation, begin to capture some thoughts for how the work in the church might
change.

The taskforce should choose one to three goals that will have the most impact to change

the problem or opportunity they have already identified.
Now write out these goals. They have to be specific so that one can measure results.

Some

well-written goals from three very different problems (note: these three examples would not
come from the same project team) would be:
Example 1:

The need to establish a soup kitchen in the inner city that will feed
50 people a day their midday lunch. This kitchen will be established
by August 20XX.

Example 2:

The need to establish a Sunday morning bible school for
preschoolers that will run during our noon service by September
20XX.

Example 3:

Our goal is to update the elementary religious education curriculum
to adhere to the guidelines of the diocese within two years.

It is almost like writing a contract. It is very important to have due dates, and clearly defined
resources.

Like taking a trip, one can only know if you reached the destination if they know what

that destination was at the beginning.

20 Batastini hymn #678

It is much easier to keep people on task when they know

specifically what is trying to be realized.

If people are struggling at this point use the technique

used for writing the problem statement.

Let each person have some time to write their own and

then share them with the group and work from there.

4C: The Idea List
Also, capture the ideas that are being tossed around for accomplishing these goals. At this
point this is just a rough list, not a specific action plan, but there should be great creativity going
on at this, and it should be documented for future use.

For example, if there is talk about the

children’s religious education program, a goal might have been to increase participation to a
certain percent of the children’s population of the church. As conversation about this goal is
underway, people may identify some of the things they see as the problem like a lack of good
curriculum, better training for the catechist, or better communication of the program to families
in the parish.

Capture these items now in a simple list. As time passes, they might be forgotten

if they are not documented now.

This list of ideas will also help the central planning team get a

better idea of what this team is trying to accomplish.

4D: Time, Talents, and Treasure

Most people groan when they arrive at this section, especially the strictly visionary eagles. It
is time for a reality check.

The sky is not the limit. Churches have resource limits and have to

accomplish as much as they can within those limits. Sometimes there are ways to expand those
limits like fundraisers, or volunteer recruitments, but ultimately, there are cost benefits to be

measured.

Recently I was working with a very enthusiastic group of planners from a medium

sized Catholic Parish who were looking to improve their parishioners’ awareness of the religious
education opportunities at their church.

To do this they wanted to create a phone system that

would automatically on a periodic basis call all the parishioners with a recorded message that
would contain some kind of informational enticement to upcoming events. Apparently a
neighboring church had such a system. Not wanting to squelch their enthusiasm, I carefully
inquired about the cost involved in such a system.

They had done no research on the amount of

money it would take to purchase and install such a system.

So, we moved on to talk about other

costs such as manpower; who would be responsible for the upkeep of such a system.

We talked

about the inputting of phone numbers, changing them when necessary and removing those
parishioners number that might not appreciate the system.
be state law.

Another limitation on their idea might

How did this sort of system fit with our states “Do Not Call List” legislation?

Would the system cost them some parishioner’s support?

How would parishioners react to the

calls? Would people appreciate the reminders or begin to feel like their ministry was harassing
them?

Slowly this conversation led them to focus on the other ideas they had on their list for

improving communication.
Notice in this example that cost was not measured in dollars only. There can be time,
building space, public relation implications, manpower etc. All these things need to be captured.
Life is always made up of choices.
be able to start a soup kitchen.

If a group chooses to pursue children’s daycare, they may not

This cost benefit analysis should be leading the taskforce through

these types of conversations, if they exist.
Recently at my parish we needed to reschedule a second grade students’ parent meeting
because of bad weather.

It was time to gather these parents to make sure everyone was ready for

the children’s first reconciliation which was scheduled in about a month.
simple task, yet the larger church and school had to be considered.

This may seem like a

The best time for this meeting

landed on an evening when a meeting was planned for parents of junior high students at the

school.

Some parents might have been involved in both situations and our Youth Minster

postponed her meeting, which was not as time sensitive, to allow the Elementary Religious
Education meeting to take place. When looking at cost and benefit be sensitive to the needs of
all the ministries of the parish.
Capture all the results of this taskforce meeting on the form provided in Appendix S, or in
some similar format. Along with the specific areas already discussed, problem statement, goals,
and cost-benefit analysis, this sheet gives one space to capture some of the initial ideas for
accomplishing the goals. In the next taskforce meeting more detailed action steps will be
decided on that will turn these initial ideas for a solution into an action plan.
Remember at the next planning team meeting each taskforce must present a clear problem
statement, with specific goals for change, some ideas for ways to make that change happen along
with the cost and benefits.

Stage 5: Mapping Out the Journey
Once all the taskforces have met and completed their assignment, it is time to meet as the
central planning team again. The agenda for this meeting is rather simple.

Open with a prayer

that seeks for people to be able to dialog openly and kindly. Then, it is time for each of the small
teams to present their work to the larger committee.

Make sure each group brings enough of

their result sheets (Appendix S) for each member to have a copy.

Usually one person should

present what the team put together, allowing for comments from other members.

If other teams

members are passionate about a particular issue, let them speak up. Allow constructive, effective
comments to flow in a Christian manner.

Almost always, adjustments will need to be made to

these initial plans. Even the members of the taskforce will see things in a new light after the
passage of time. This is good and should be fostered. The planning team is hammering out a
course of action that the team will work on for the next three years. Take the time to make it life
giving. The taskforces should be taking good notes, because, at the close of this meeting, they
will be commissioned to make the suggested changes and to create a detailed three-year plan for
achieving the goals they have identified.

The next complete team meeting should be set for at

least six weeks out, because the taskforce groups will have to meet at least once in-between.
The work of the taskforce is now to incorporate the changes that came from the lead team’s
suggestions, and then to take their plan and detail it out. What are the steps that will have to be
taken to make each goal become a reality?
5A: Choosing a Captain:
on track.

Each plan must have person who insures the work is

5B: Setting the Course: Each goal must have its own itemized plan.
Be as
specific as possible, because, over the next three years, this is the road map
that should be reviewed at least quarterly by the main planning team to
assure each taskforce is on course.

5C: Review Time, Talent and Treasure: The cost-benefit analysis should be
reviewed after the detailed plan is complete.
All of these steps are necessary, even the cost-benefit analysis. For most church ministry
changes in this analysis will be pretty straight forward, yet it is not inconceivable that it might
become complex.

Recently my parish’s youth Ministry Commission undertook the project of

rehabbing an old bus barn to turn it into a youth center. This type of project would need a
detailed cost analysis put together with the aid of our parish facility manager and bookkeeper.

It

is beyond the scope of this writing to look at this type of analysis. If the project becomes this
complex seek out the church manager/bookkeeper and get involved with the highest level of
church decision makers to find out what information they need.

SA: Choosing a Captain
Every journey needs a captain and it is time to assign one to each of the project plans
(remember each goal will need a project plan). As the work of detailing it comes to life, one
person might already be the champion for the project. This person does not do all the work, but
insures the work is getting done.

They will coordinate everyone’s efforts and report the progress

of the team back to the large group.

This step is critical. There is no team, whether it is sports,

debate, or work that tries to progress without a captain. Notice it is best to tie these jobs to a
position on the commission or central planning group.

Make sure this person or position is with

the team for the long haul. In the sample given in Appendix V, the person responsible was the
communication liaison of the Faith Formation Commission.

This was going to be a new position

that this plan was creating to insure that creative efforts were always underway to communicate
the message.

5B: Setting the Course
Maybe the best way to help visualize what is being created is to review a sample of a
completed action plan. Reviewing Appendix V, the action plan from the Faith Formation
Commission of St. Jude, which involves creating identity, can do this. The program title and
goal are from the first taskforce “Goal and Idea Sheet.” The accountable person has already been
discussed at length.

So, it is time to turn to the main task of creating a step-by-step action plan

for the execution of a strategy that will achieve the overall goal. Look back to the ideas from the
“Goal and Idea Sheet” to get the process going.

In this example, the team might have looked at

their idea sheet (Appendix T) and was relieved to see the first item, keeping all the program
information in the bulletin, was a very simple idea to execute, but it still must be listed on the
plan. It became their first step and it was assigned to the Director of Religious Education to
implement.

Next, they had the idea that it would be vital that the mission and goal of the

commission be communicated to the parish at large. Through conversation they decided they
needed to create a volunteer position on the commission to oversee this task. That became step
three through seven on their action plan as they identified how this would happen.

First, the

commission would have to change their bylaws to authorize the position, then at their next
election discern a member into the slot and then this person’s work begins, etc. Hopefully this
illustrates how the process should unfold.

(Capture your results on Appendix U)

5C: Review Time, Talent and Treasure (Cost-Benefit Analysis)
Before the detailed action plan(s) (remember one is needed for each goal) are brought back to
the central team, be sure to revisit the cost benefit analysis. As was previously discussed, in most
ministry groups both cost and benefits will include monetary amounts, time, talents, building

resources and maybe impact on other programs.

The detailed action plan will almost certainly

have expanded or changed this analysis from the first one made with the “Goal and Idea Sheet.”
The return to the central meeting will be very similar to the meeting that was held to review
the initial planning work of the taskforce groups.
and wisdom.
work.

Prayer should ask God for patience, openness

Each taskforce should have copies of their action plans and be ready to explain the

All the action plans should be reviewed in detail, and suggestions should be made for

improvement.

The taskforces will need to meet again to make these revisions and then present

them to the central team.

This cycle should be repeated until consensus is found.

Stage 6: Traveling On the Journey
Breathing life into each plan may seem like the most difficult part of this cycle, but if all the
work up to this point has been done right, it should flow from the steps of the action plan. The
planning team has stayed in touch with the necessary groups and has incorporated them into the
final detailed planning.

So, there should be people who are ready and waiting for what they are

about to do. Like all journeys, start putting one foot in front of the other.

Start the engine of the

vehicle and make the turn onto the first road. Oh sure, there is a little apprehension at this point,
but once things get going, other things will fall into place or point to corrections in the logistics.
The taskforce groups should be the people on the front-line of making the plan take life, some
may have even merged in with other ministries that already exist in the church community.

If

including other ministries in with the taskforce and it did not already happen this should be a part
of the plan.
The central planning team, whether it is a parish council, commission or church, should now
setup regular intervals to meet and review the progress of the work being done.
months these meetings should be more frequent, such as every month.

For the first four

Initially the frequent

contact will insure that the changes are getting off to a good start. The beginnings of most plan
implementations are very busy, but when things settle down, quarterly meetings between the
central planning team and taskforces should be adequate.
Maintain the general structure of the meetings as found in Appendix F. There is homework
to be done before gathering. The group leaders should have expanded their plan sheets so they
become “progress reports” as illustrated in Appendix W.

Include columns for comments on the

progress, the date the action was begun, and the date completed.
to the team and reviewed by all.

These sheets will be presented

Start the meeting with prayer that addresses the needs of the group this day. Do not be
surprised if changes in one of your action plans need to be made, this is normal. No changes
should be made without the approval of the central planning group. After the presentation of the
progress reports remind everyone of the next meeting date. At the next meeting the progress
reports (Appendix W) should be presented again. Handle any other business that needs to be
attended to. In my parish, the Faith Formation Commission always has a report from our
chairperson on what is happening with Parish Council.

From time to time this report requires

action on our part. We also have reports from the various ministries we oversee.
keep everyone aware of what is going on.

These reports

Once all your regular business is done it is time to

close with prayer.
It is easy to see that fruitful planning will add meaning to the committee’s life cycle. It will
take them beyond the routine of reviewing what is happening in the ministries they monitor to
making those ministries happen on a new level. There is a new sense of purpose for existing and
a way of being a purpose driven entity.
In a few years, the planning team or commission will begin again on the planning cycle.
Unless something drastic has changed in the environment, the mission should still be a viable
statement.
the mission.

Do not write this step off too quickly; begin by reviewing the mandates used to create
Do these mandates still exist? Have they changed?

Have new ones been created?

If no changes in environment exist, begin by reviewing how the mission compares with the
current state of the ministry’s work in the parish. The steps are the same and there will still be
members on the team that know how the process goes. As with all things in life this is not the
end, but a new beginning.

Personal Reflection on the Process
When I came to St. Jude as the Director of Religious Education, one of the first tasks I was
assigned to do was to establish the Faith Formation Commission.

Several years earlier, the

parish had reorganized into what the archdiocese calls the commission structure, but several
commissions had not been formally established.

Prior to this time I served in a parish as the

Coordinator of Religious Education and knew we had a commission, which the Director met
with regularly, but I did not really see that they had a function.
things, but gave little direction.

Oh, they met and talked about

So, when the task of creating the commission was assigned to

me, I wondered how to really bring this group to life.
Many Catholics develop Spirit filled lives that are fortified by the cycle of living they engage.
Their weekly lives are supported by attendance at Sunday Mass and they take time yearly to be
renewed in the Spirit by making a retreat. They attend Mass, not to fulfill an obligation, but from
a deep-seated need to come together with the community of believers and be nourished with the
Word of God and the Communion that comes from receiving Eucharist.

Likewise, they find time

spent on a yearly retreat gives them focus on life’s happenings to insure they feel they are
responding to God’s call. Their lives are truly focused on being part of Christ’s Body in the
world and continuing on His ministry.
The life of a ministry leadership group is the same.

There needs to be a time when they

reflect together on what they are doing and a time when they come together for more serious
reflection which requires them to once again listen for God’s voice through the voices of God’s
people.

Like a well-balanced Christian who includes weekly liturgy and yearly retreats in their

lives, the commission I serve with has formed a life cycle.

Our regular meetings are quarterly.

These meetings are a time to reflect on the work being done and compare it to our plan, which

was developed from careful discernment.

Like Sunday worship, these are times focused on

prayer and commitment to strengthening our community with faith formation opportunities that
have already been chosen.

We seek God’s continued support in the work we are doing and make

sure that no program has strayed from its intended mission.
Then, every few years, we plan to take time to listen to God’s voice through the voice of the
people we serve using surveys and reflection. I equate these survey cycles to a person taking
time for a yearly retreat. This is our time to really focus on what we are being called to do and
discover fuller ways to realize that call.
Just like a person who becomes lost in the commotion of life when they do not make time for
Sunday mass or yearly retreats, a planning team can become focused on activities alone. Without
using a structure such as Choosing Paths for the Journey, ministry leadership groups can continue
creating events and programs, but can lose sight of what they are for. They can measure
attendance, look for popularity, but are not doing the work of God.

Finding a way of life is key

to anyone’s spiritual fitness. As I journey with my faith formation commission I find we have
found our way.

Appendices
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Appendix A
Two Truths and a Lie
This can be a great icebreaker for any group.

It can lead to funny references for upcoming

meetings and can teach a group who has been working together for years how well they really
know each other.
The facilitator should instruct the group to think of two things people in this cluster would
not know about them.

It could be something about their childhood, hobbies, family history or

special talent. Then have them make up something that they think they might be able to convince
others that it happened in their life. In other words they should think of a lie. Give everyone a
few moments to think of these things. Then the group should take turns sharing their three
things; usually it is easiest to go around the table. Make sure people do not all share the “lie”
last, because after each person has taken their turn every member will write down the person’s
name with what they think the lie is. After everyone has finished his or her story, review what
people thought each person’s lie was.

One time when I played this game we were incorrectly

convinced that the manager of stores could not play the guitar, but had served time in the juvenile
detention center.

Appendix B
Who Are We?*!
With all the people we meet these days it is very hard to place a name with a face. This next
icebreaker not only helps everyone get to know a little about each other, but also gives everyone
a context for starting to remember the names.
The facilitator instructs the members to take a moment to think about this. Imagine that
family, job, and money were all taken care of and that nothing holds you back, what is one thing
you dream of doing?

Wait a moment for everyone to think of his or her dream.

person is ready the group should proceed around the table, sharing our dreams.

When each
But to do this

each person will have to repeat the name and dream of everyone who went before him or her.
Ask for a volunteer to take the challenge of going last. If no one volunteers the facilitator should
volunteer.

The person on the left of the person who is going last begins and the group takes turns

moving clock wise around the table or room.
Let’s say that the first person says, hi my name is Jane and I have always wanted to learn to
fly an airplane. The second person might say this is Jane who wants to fly an airplane and I am
Tom.

I think it would be neat to be a trapeze artist in the circus. Likewise the third person would

say Jane wants to learn to fly a plane, Tom would like to be able to perform on the trapeze and I
have always wanted to go on safari in Africa. May name is Joe.

21 Caroselli, Marlene. The Big Book of Meeting Games. Madison: McGraw Hill, 2002: 15-18.
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Appendix C

Jeopardize Your Identity”
If the group is completely new and relatively unfamiliar with each other this may be the right
opener. It gives everyone a non-threatening way to share a little something interesting about him
or herself without getting too deep for starters.
This game seeks to create an introduction for each person similar to those used on the game
show Jeopardy.

Start by having everyone in the group answer the question; “who knows.”

other words, they should think about how someone would introduce them to a group.
example, “this is Jane Smith who knows...”

In

For

Each participant completes this statement by

writing down knowledge they possess, skills and abilities. Next have them think about, “who
cares?” Again, this should work as if someone is introducing them to a crowd and was going to
include in the introduction something they are passionate about.
Now have them share it with one of their neighbors, if there is an odd number in the group
encourage a group of three to form. After a few minutes of sharing time has passed go around
the room having people introduce the person they just shared with. For example, “This is Joe
Jones who once flew to Guatemala to help build a Habitat for Humanity home.”

Or, “This is

Billy Smith who recently had his picture taken with Boomer the mascot for the Indianapolis
Pacers.” Make these introductions memorable and people will remember the constituents of this
team based on this event.

Gayle, an older petite woman (maybe 5 feet, 100 lbs soaking wet) on

my Rite of Christian Initiation team, skated in the roller derby in her youth.

I am not going to

forget this bit a trivia for the rest of my life. Oh, by the way, her dream was to drive a truck;
something else I would not have suspected.

22 Caroselli, Marlene. The Big Book of Meeting Games. Madison: McGraw Hill, 2002: 15-18.
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Appendix D:

The Fourfold Way?*
North — The Way of the Warrior ~The Buffalo
The North represents hardship and sacrifice. The long winters demand that individuals be tenacious,
independent thinkers, and self-starters. They are take-charge people who see a problem and go after the
solution. They represent the Warrior to the native peoples, those individuals who live courageous lives
and are willing to take risks by initiating, saying their truths, and taking charge when others would likely
retreat. For these reasons, people with Northern characteristics are often persuasive leaders and
motivators of others. The color of the North is white for the

snow and bitter cold. The animal is the buffalo, known for its
strength, steadfastness, and ability to survive even in the harshest
conditions. To native peoples, the buffalo supplied all the basic
needs of the hunt — shelter, food and clothing.

Four Fold Way
North
Buffalo

East — The Way of the Visionary — Eagle
The East represents the dawn of the new day, spring, rebirth,
and a period of new beginnings. It is a time of optimism and
those representing these strengths inevitably look upon the world
as a place of hope and opportunity. They are creative,
spontaneous, and able to see possibilities when others are stuck

South
Deer (Mouse)

in the status quo. They are visionaries who love to plan and
initiate creative acts. The dawn, the rising sun, and spring all offer inspiration and bring a sense of the
spiritual into the lives of these individuals. They are like the eagle who soars far above the rest and sees
far distances. Eastern people are interested in the new, although less reactive and opportunistic than their
Northern cousins. Often their aim is to benefit others with their creative gifts and good energy.

South — The Way of the Nurturer — Deer (Mouse)
We come to the South, the home of the deer (mouse), the place of summer, warmth, friendship, and
hospitality. These are the nurturers who are concerned with making relationships work. While the North
is yang, the warrior, the South is yin, the person who supports and cares for others and believes that when
individuals feel valued and trusting of each other, they will have more energy for work, be more
motivated, and be willing not only to risk but to make sacrifices for each other. Thus, the South works
through others by making the “process” work. This is in contrast to the North, who is much more of a
doer, motivating through action. Unlike the eagle who sees far distances, the deer (mouse) is
nearsighted, focused on the nest, and busy doing what has to be done to maintain harmony.

West — The Way of the Critical Thinker — Bear
The individual reflecting characteristics of the West has qualities opposite those of the East. Rather
than being spontaneous and creative, the West is conservative, methodical, and interested in facts and
data. They ponder consequences and analyze information while attempting to bring order and
understanding to a rather unpredictable and sometimes chaotic world. They are represented by the bear
and are known by native peoples as those who “look within” and contemplate the deeper meaning of life.
They also represent the setting sun and the fall of the year, a time of wonder, transition, and untimely
death. The tendency is for these people to be more cerebral and less oriented to people than the East or
South. These rational, feet-on-the-ground individuals look for stability rather than change.

2 Napier, Rod, Clint Sidle, and Patrick Sanaghan. High Impact Tools and Activities for Strategic Planning: Creative Techniques
for Facilitating Your Organization’s Planning Process. New York: McGraw Hill Trade, 1997: 27-47.
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Appendix D:

The Fourfold Way**
Questions

1.

What are the strengths of this style? What benefits do you gain from this style? Give
specific examples of specific behavior that seems to demonstrate this benefit.
. What is it about this style that gets you into trouble? Where does it cause problems and
which behaviors or overuse of behaviors seem particularly problematic?

3.

Which other directions do you find most difficult to work with? Please explain why this
is so and indicate ways you could improve this situation.

> Napier pp27-47

Appendix E
Team Positions
Chairperson: Insures that each meeting is run in a timely and orderly fashion. Between
meetings he or she insures the minutes are distributed within a week and that along with the
facilitator and the secretary an agenda for the upcoming meeting is in the hands of the team
members one week before the meeting. They should also assume responsibility that the
meetings start and end in prayer. This can be done by preparing it themselves, if there is no
prayer leader, or by asking other members to take turns.
Facilitator: The person who commissioned the work of the team should have chosen a
facilitator. This person will lead the specifics of the planning process and should be a nonvoting member of the team. By leading the planning process, this person is responsible for
making sure that the process is completed in a timely fashion and that when necessary
homework is assigned to specific people for completion by the next meeting. Along with
the chairperson this person is responsible for setting the agenda of each meeting.
Secretary: This person must keep accurate notes, which are distributed to all members within in
one week of the meeting attended. The secretary is responsible for keeping a complete set
of all documents created by the team in this process, such as meeting minutes, defined
positions on the team, mission statements, project plans etc.
Along with the chairperson and facilitator, he or she creates the agenda for each
meeting. The secretary will have the responsibility of distributing this agenda to the
members within one week prior to the next meeting.

Appendix F
Meeting Structure Outline
Opening prayer
Processing Time: This will be the objective of the meeting based on
the stage of the planning process that the team is involved in. It is the
time to process the well-done homework that was returned. After the
homework is assembled it is time to debate, decide and create what

ever the objective of the homework was. The objective could be the
mission, critical strategic issues, action plans or project review.
Homework assignment: The process again will determine what is to
be done before the group meets. The facilitator should insure that
what needs to happen and who is responsible for accomplishing this
task is clearly defined.
Wrap-up: Before a group concludes the facilitator should review
what has been completed at this session and where they are headed. It
is encouraging for people to see clearly what they have accomplished.
Closing prayer

Appendix G
Team Member

Code of Conduct®

For

I agree to put a priority on attending each session. If I cannot make a meeting, I will contact
the chairperson and get completed assignments to them before the meeting.
I know meetings will start on time, so I will arrive at least five minutes early for each session.
I am willing to listen for understanding and not necessarily for agreement.
When I agree with another person’s idea, I will voice that agreement, so they will know
support exists.
I will keep what is said in the group in confidence. Of course the work of the group such as
the mission statement, values and goals are for sharing. But as with any church project there
is bound to be sensitive information that is shared. Discretion for these items is vital to
create the necessary atmosphere of trust.
I will be myself and say what I really think and feel.
I will respect the opinions and feelings of others in the group.
I will share in the work of the group.
I will complete assignments on time or notify the chairperson of any unexpected issues.

» Modified from Come As You Are, National Alliance of Parishes Restructuring into Communities, Marysville, MI,
1997. 21-22
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Appendix H
Sample First Meeting Outline
(Estimated time: two and half hours.)

Agenda Item
Prayer

Est. Time
for task
10 min

Outline the evening

5

Ice Breaker and the 4-fold way
» Jeopardize Your Identity (see description)
» Four Fold Way for small groups using Appendix D

30

Establish team roles: Appendix E
SHORT BREAK
Review meeting structure: Appendix F
Create a group code of conduct: Appendix G
Introduce the group to an overview of the process
Assign homework to gather information for the mission statement
» Review what a mission statement is.
» Identify where to find your mandates & constraints for your
ministry area, and assign someone to research them for the next
meeting.
» Identify what programs and resources are already in place, and
research their benefits.
Set Next Meeting (date and time)
Prayer
Total Time

150 min

Appendix I
Mandate Questions
What services or benefits are we obliged to provide?

Are there any specific activities that we are forbidden to undertake?

What limits (i.e. location, resources, content, timeframe etc.) are there on how we provide
this service?

For whom are we chartered to provide this service for?

Who is outside (location, age, etc.) our jurisdiction to provide this service for?

. Do you believe any changes in the existing activities of this group should be pursued?

Appendix J
Ministry Program or Resources Review
Ministry/resource
Benefits

Who it Serves

Definitions
Ministry is an event, series of events or thing through which something is accomplished.
It could be regular classes provided, feeding the poor, regular articles in a church
newsletter or a self serve library of books. Try, has hard as possible to list all
services you provide.
Benefits should be something that promotes well-being of the target. Why does this
ministry or service exist? What is it supporting? Examples could range from
physical health, fun, fellowship, to faith development, understanding, love of God
etc.
Who is served: Describe this completely. Who specifically benefits from this ministry or
resource? Include demographics: age, gender, ethnic make-up, economic
situation, education etc.

Appendix K
Sample Second Meeting Outline
(Estimated time: two and half hours.)
Est. Time
for task

Agenda Item
Prayer

5 min

Outline the evening
Ice Breaker “Who Are We” or “Two Truths and a Lie”

5
10

Compilation of the ministry program or resource sheets (Appendix J).

25

»
»

Create master list of all the benefits
Create composite demographic of who is served

Review the mandates
» Pass out copies of the completed mandate results (Appendix I).
» Together as a team review each sheet.
» Is anything from the ministry review out of place?
» Is anything missing?
Break
Crafting the Mission: Theological reflection using Appendix L
»

Make sure it is sharp and to the point.

Homework: Get the word out strategy
»

Identify which groups in your church must support your mission to
make it a success. (Keep this list manageable)

»

Assign members of your team to contact these groups to talk about
your mission statement. As this takes place, gather any concerns
these groups have.

Set when the next meeting is.

5

Prayer

5
Total Time

150 min

Appendix L
Reflecting with God
Facilitator should define what the group has been doing with the work at hand. (This input
could be from the mandates and ministry review, the survey’s or other sources you are
contemplating.) The results of these assignments need to be communicated to the whole group in
the most effective way. Now, it is time to discern what the information is telling you.
After reviewing the homework, allow all members of the group to reflect on the first three
questions. Encourage them to write down their thoughts so they will not lose track of them as
discussion begins.

Finding another layer to the event:

Where is God present?

1.

What is happening in all the information we have gathered? What stimulates, disturbs or challenges
you? What is happening for others? Are the issues at hand stirring any feelings in you? Why?

2.

What core values emerge as you think about what we have learned? What values are
different from yours or challenge you in some way? What social issues, power issues, or
economic issues are at work?

Does this event remind you of something from your religious tradition? It could be something from
scripture, history, traditional practices, hymns, etc? It could be a story, image or person. Why or how
do they connect?

STOP
The group, under the direction of the facilitator now explores the following questions
together.

Appendix L (cont.)
Reflecting with God Part IL.
The facilitator should...

4.

Have the group share and discuss their discoveries from questions 1 and 2.

5. On a flipchart, chalkboard or device that allows all to see, list all the discoveries of the faith
that people connected with the experience. Together choose one for your group reflection.
Which one speaks to them, and why? Remember, you only need to come to consensus; it
might not be everyone’s favorite. There is no perfect choice; each option will lead to
insight.
What does this tradition say to you? How does it contrast, challenge or compliment what the
ministry is about?

7.

Is there anything this reflection highlighted for you? Maybe the reflection on the item from
tradition calls you to new ideas or set a different course of action?

Note: If you are working on your mission statement, now is the time to craft that statement.
goal setting, it is time to choose two or three things the group thinks need to be done.

If you are

Appendix M
Sample Third Meeting Outline
Crafting Goals Using SWOT Survey
(Estimated time: two and half hours)
Est. Time
for task

Agenda Item
Prayer

10 min

Review outline of the evening

5

Share the outcome from the mission statement being presented to your key ministry

10-35

partners.

»

Make sure you mission is exactly the way you want it before you move on.

Start Crafting Goals by Listening to Others
Facilitator should review what a Goal and Strategy are.
» Can be found in the book under “Goals and Strategies.”
Listen to what the your church as a whole thinks of how the programs you offer now
achieve your strategy using a SWOT Survey.
» Revise the SWOT survey in Appendix N
= Get a volunteer to type the document once changes have been identified.
o Insert your mission
o Identify the programs to be listed. If necessary, include a brief description
of what each program offers.
Review and revise the questions if appropriate.
Break

Create a strategy for getting the surveys out.
» How will you get the surveys out and collected back?
= Ideas could include going to various committee meetings & handing them out
in person, phone campaign, donut party or circulate in the church bulletin or
newsletter. Key to success is to get leadership support!!!
= Remember you want to give every one a chance to participate
Set up a system for collection and compilation
»

Goal is to get all the comments typed into one document.
on this. Sort by question.

Identify who will work

»

Try to have them in the hands of your team members one week before they meet so
they can review them.

Set date of next meeting.

S

Prayer

10
Total Time

125-150 min

Appendix N
Sample SWOT Survey
The XYZ Ministry of St. XYZ Church needs your help to set a course to journey towards our mission of
spreading Christ’s love through teaching the principles of the Catholic Church to our parish family.

Specific programs that are now being offered are...
Sunday Morning Elementary Religious Education Classes
Tuesday Evening Bible Study
Saturday Morning Junior High and High School Faith Formation
Vacation Bible School
1.

Two Main Strengths (What do we do well?)
A.
B.

2.

Two Main Weaknesses (What can be done better?)
A.
B.

Two Main Opportunities (What opportunities exist in the environment or our surrounding community that we
should be taking advantage of?)
A.
B.

Two Threats (What threats in the surrounding community do we need to manage effectively if we are to thrive in
the future?)
A.
B.
Based on your answers above, which is the single most important issue that faces the
9

The need to

Name (optional):
(please print)

Appendix O
Sample Forth Meeting Outline
Crafting Goals (cont.)
(Estimated time: two hours)
Agenda Item
Before this meeting, the results of the surveys should have been consolidated into one
document and distributed to the team members. This means that all the comments were
typed up, keeping the comments sorted by SWOT question.
+»

Prayer (Prayer is more essential than ever, so choose it wisely. It is time to ask for
God’s guidance and the wisdom to hear the Spirit’s voice.) Suggestion in Appendix P

Est. Time
for task
5 min

Review outline of the evening
Remind everyone of the mission.
» You should refer back to this when reviewing the results to sort out info. that does
not apply to your group.
Review the survey results
» If the team did not have the results from the surveys, they should be passed out

now.
»
»

Allow time for some general discussion.
Capture a few (try to limit them to five) issues from each of the SWOT categories
on flip charts.

Break

10 min

Focusing
» Again allow some time for discussion. Use Question two from “Reflecting with
God” tool Appendix L. “What core values emerge as you think about what we have
learned? What values are different from yours or challenging you in some way?
social issues, power issues or economic issues are at work?”

After
need
If not
More
Now

30-60min

What

the discussion, see if the group is ready to select two or three key issues that
to be addressed.
use a tool such as Las Vegas Voting to help (Appendix Q).
group discussion may be necessary after the voting.
the group needs to come to consensus on two or three issues to focus on.

Homework assignment: Defining Your Goals.
» Divide the group into sub-teams (taskforce); one for each issue identified.
= By the next meeting each taskforce must study their issue sufficiently to return
to the planning meeting with all the information outlined on Appendix R.
Set date of next meeting.

5

Prayer

5
Total Time

105-135 min

Appendix P
Prayer Reflection: Listening for the Spirit
Leader: Let’s pause a moment to place ourselves in God’s
presence (pause for just a minute or so before you
read the prayer).
God of wisdom
You have been present through all of time
Trying to call all people to Yourself, help us now
As we look to You for guidance.
Reader: This is a reading from the book of Kings.
“At the mountain of God, Horeb,

Elijah came to a cave where he took shelter.
Then the LORD said to him,
“Go outside and stand on the mountain before the LORD;

the LORD will be passing by.”
A strong and heavy wind was rending the mountains
and crushing rocks before the LORD
but the LORD was not in the wind.
After the wind there was an earthquake
but the LORD was not in the earthquake.
After the earthquake there was fire
but the LORD was not in the fire.
After the fire there was a tiny whispering sound.
When he heard this,

Elijah hid his face in his cloak
and went and stood at the entrance of the cave.”
The Word of the Lord.
All: Thanks be to God

Leader:

Dear Lord as we begin to look at what our parish
wants us to know about the small piece of your
kingdom that we work to serve, help us hear the
whisper. Sometimes we let the strong people, those
with articulate speech fill our minds, but we need to
find and hear the voice that fills our heart. Let Your
Spirit be with us as we seek to hear Your Voice.
Grant this through our Lord Jesus Christ, your Son,
who lives and reigns with you and the Holy Spirit, one
God, for ever and ever.

All:

Amen.

Appendix Q
Las Vegas Voting
The goal of this tool is to allow a group of people to sort through a large number of ideas and
begin to narrow down what their focus will be.

It does not lead to the final choice, but will begin

to point to it.
Depending on the length of the list to sort, and the size of the group, Las Vegas voting can
take place in a number of ways.

Usually you can give each member three to five votes, which

they can use any way they want.

For a group of ten or less people and less than twenty ideas

three votes each is usually ample.
issued.

For larger groups and more issues, more votes should be

They can place all their votes on one item if they feel very strongly about it or place one

on three separate items or any other combo as long as they only use the prescribed number of
votes. Let them tell the facilitator how they want to place their votes when they are ready.
Simply place the number of check marks beside the items as they call them out.
In very large groups with large number of items, it can save time if each participant is given a
sticky dot for every vote they have been given. Then let them move around the room placing the
number of dots they want next to the ideas they are voting for. Some groups may even want to
let people use secret ballets.
If there is a situation were someone may hold too much influence over the others (whether
they desire that influence or not) secret ballots might be used. In my parish anytime we are doing
this sort of exercise with Father in the room secret ballots are useful. Although our pastor clearly
wishes to have a more collaborative status with the various groups he serves with, our
parishioners will not always allow this to happen.

Appendix R
Sample First Taskforce Meeting
(Estimated time two hours and ten minutes)

Agenda Item
Prayer

Est. Time

for task
10 min

Review outline of the evening (look over Appendix S which your team is encouraged

5

to use to record your outcomes).

Choose a facilitator and secretary for the meeting (this can change each meeting)

10

Writing the problem statement
Review the results from the surveys or data gathering tool relative to the issue
assigned to your taskforce
Use Appendix L Reflecting With God questions 1 & 2. (New members might need
help getting caught up with this.)
= Allow each member to reflect on this.
= Then discuss as a group
o Work as a team to write the problem statement. (see pg 53)
**
+»

Break
Identifying Goals
Return to Appendix L Reflecting With God question 3.
= Allow everyone time to pick their own traditional reference, although some
may not make a connection and that is all right.
= Share these, and choose one for the group to work through.
= As a group, work through questions 7& 8 on the reflection sheet.
o Now, as a team, write 1to 3 very specific measurable goals. (see pg 54)

o

+»

Capture any ideas for implementing the goals that came out of the discussion above.
o This is not a detailed strategy, just an idea list.

**

Make a rough estimate of the cost and benefits of what you have talked about so far.

“

Review Appendix S and make sure the secretary has all they need to complete this for
the group

¢

Set time of next meeting

5

Prayer

5
Total Time

130min

Appendix S
Taskforce Goal and Idea Sheet
This needs to be presented to the full project team, so it should contain enough detail for them to
visualize your concepts. (See Appendix T for a completed sample)
1.

Problem-Statement: One or two sentences which clearly articulates the current situation and its
affect on the ministry (Examples pg 53).

2.

What did this situation remind you of from your religious tradition? (Sacred Image, Scripture
passage, history, traditional practices, hymns, etc?) How did this affect your goals?

Appendix S
Taskforce Goal and Idea Sheet
1.

Identify 1-3 goal(s): One or two sentences, which define the desired change in the ministry including
clear, measurable outcome(s). They have to be specific so that you can measure your results
(examples pg 56).

2.

Idea list: Begin to outline a strategy, and capture the ideas that are also being tossed around
for accomplishing these goals. At this point this is just a rough list, not a specific action plan,
but you do not want to lose the creativity that has begun to flow.

3.

Cost — Benefit:

“Estimate” the time, talent and treasure it will take to make the idea

list come to life, along with the recognition of the rewards of doing so.

Sample:

Appendix T
Taskforce Goal and Idea Sheet

This needs to be presented to the full project team, so should contain enough detail for them to visualize
your concepts.

Problem-Statement: One or two sentences, which clearly articulate the current situation and its
affect on the ministry (Examples pg 53).
Many people of St. Jude Parish think the Faith Formation Commission is synonymous
with Tuesday Night Children’s Religious Education, which means they think that if their
children are in the school, or they have no children, the commission’s work does not
involve them.
2

Reflecting with God: What did this situation remind you of from your religious tradition?
(Sacred Image, Scripture passage, history, traditional practices, hymns, etc?) How did this
affect your goals?
Pentecost (Acts 2)
Before Jesus ascended into Heaven, he commissioned his followers to continue his work. He
promised he would send them His Spirit. While they were gathered in together for the
Jewish feast of Pentecost, the Spirit entered them. They now began to go out and preach to
the people. Peter went down to the crowd below and all present understood what he was
saying even if it was not in their native tongue. Later Paul went out to all the known lands
personally inviting all people to follow Christ.
The FFC of St. Jude needs to expand the way they are reaching the people of the parish.
They cannot hope people come to them by reading the bulletin or newsletter, but they have to
go to where people are present.
<

Send representatives to other ministries of the parish to invite people to their events.

<>

Be more present on the Internet through email and web site. This is where people
gather today.

Identify 1-3 goal(s): One or two sentences, which define the desired change in the ministry
including clear measurable outcome(s). They have to be specific so that you can measure
your results. (Examples pg 56)
The objective of this program is to increase the recognition, within the parish of the role
of the Faith Formation Commission and the programs it guides. Our success will be
measured by a three-fold increase in the number (at least 150 surveys) of responses to the
next 2007 survey with less than 5 percent of those surveys commenting that they did not
know some program existed.

4.

Idea list: Begin to outline a strategy, capture the ideas that are also being tossed around for
accomplishing these goals. At this point this is just a rough list, not a specific action plan, but you do
not want to lose the creativity that has begun to flow.
=

Keep all the Faith Formation programs together in the weekly parish bulletin and the
quarterly parish newsletter under the heading of faith formation.
Communicate the mission statement of the commission in the parish newsletter at least

once a year.
In each newsletter, communicate the goals of the commission and the activity that is taking
place to achieve these goals.
Change the format of the parish council communication to be more focused on the efforts
being made to achieve this commissions goals and mission.
Open up the use of the parish website for effective communication of the FFC’s program
happenings.
Make use of e-mail to invite adults to the various programs throughout the year that are
being created for them.
5.

Cost — Benefit:

“Estimate” the time, talent and treasure it will take to make the idea list come to life,

along with the recognition of the rewards of doing so.
+s 7

Time will be involved with this project.
Newsletter Articles: The commission will need a volunteer to take on the task of insuring
the articles are submitted to the newsletter.
Bulletin: The Director of Religious Education (DRE) already inputs regular submissions
to the bulletin, but now will ask that they be listed together.
Parish Council Reports:
change.
Web Site:

Already done by the DRE so this only requires a format

The parish has established a technology committee that is looking at updating
the web site and providing the various ministry tools to be updated there. Much
of the information that will be placed on the web is already distributed in hard
copy, so the only additional work will be the upload. The parish has hired a

new administration person to help with this.
This project will take research and time to maintain. A three person subcommittee will be formed and report to the Commission. (Note: The men’s
club already has something in place; we will research utilizing their system)
Conclusion: This project will require a moderate amount of time and talent from
commission members, but much of the work involves things already taking
place, just done in a new way.

Reward
No one left behind. People who are seeking to enhance their relationship with God will be aware of the
opportunities this parish has for them and their family to support them in this effort. This is what our
mission is all about!
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Appendix U
Strategy Worksheet

Captain

Action Step

Final Cost Benefit Analysis:

Person
Date to be
Responsible | Completed by

Appendix V
Sample Action Plan
Action Program and Analysis

Program Title: Building the identity of the Faith Formation Commission of St. Jude
Goal: The objective of this program is to increase the recognition within the parish of the role of
the Faith Formation Commission and the programs it guides. Our success will be measured by a
three-fold increase in the number (at least 150 surveys) of responses to the next 2007 survey with
less than 5 percent of those surveys commenting that they did not know some program existed.
Accountable Person: Communication Liaison & Annette Calloway

Steps in Program

Person
Responsible |

. In all parish publications, bulletin and newsletter,
keep all faith formation news and information in
one space under the heading of Faith Formation.

Annette

. Include occasional education pieces in our bulletin
section to attract people to look at our page.
ci
b
a. Minimum six a year
b.

Aug. 8, 2004

March 2, 2005

Include Family oriented activities

. Revise Bylaws to establish “communication liaison
chairperson”
:
a. Complete at same time we complete reelection of all chairpersons
.

2

iL.

ae

. Establish the position of communication liaison.
.

Step to be
completed by

At next commission election vote in a
Communication Liaison.

FFC Chairman
Bob Ondrusek
FFC Chairman

May 10, 2005

Bob Ondrusek

May 10, 2005

FFC Chairman
Bob Ondrusek

May 27, 2005

Annette &
Comm. Lias.

May 27,2008

. Each Year Announce in the bulletin and parish

press who the members of the FFC are.
a. Identify officers
b.

How long each member has served

. Every Parish Press to include a message from the
Faith Formation Commission.

Communication
Liaison

August 18™ 2005

Note this is just a piece of the plan, your plan should be three years long.

Cost — Benefit:

<

Costs: New time requirements be involved with this project.
Communication Liaison Position: The commission include a new role of the
communication liaison who will insure articles are submitted to the
newsletter that inform the parish of our mission, goals and actions
towards achieving goals.
Web Site: The parish has established a technology committee that is looking at
updating the we-site and providing the various ministry tools to be
updated there. Much of the information that will be placed on the web is
already distributed in hard copy, so the only additional work will be the
upload and the parish has hired a new administration person to help with
this.
This project will take research and time to maintain. A three person
sub-committee will be formed and report to the Commission. (Note: The
men’s club already has something in place we will research utilizing their
system)
Conclusion: This project will require a moderate amount of time and talent from
commission members, but much of the work involves things already
taking place, just done in a new way.

<

Benefits:

No one left behind. People who are seeking to enhance their
relationship with God will be aware of the opportunities this parish
has for them and their family to support them in this effort. This is
what our mission is all about!

Action Step
Person

Date to be
Completed by

Appendix W
Progress Report

Responsible

Date

Started

Comments

Date
Completed
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