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A NOTE OF RECOGNITION 

In their Decree On The Apostolate Of The Laity, the Council 
Fathers of Vatican II stated, "Everyone should painstakingly ready 
himself or herself personally for the apostolate, especially as an 
adult. For the advance of age brings with it better self- 
knowledge, thus enabling each person to evaluate more accurately 
the talents with which God has enriched each soul and to exercise 
more effectively those charismatic gifts which the Holy Spirit has 
bestowed on all for the good of others" (Art. 30). 

Every member of the M.A.P.T. faculty at St. Mary of the Woods 
has done an outstanding job in helping me respond to that 
invitation. It has been a painstaking journey, but also extremely 
enriching. 

Certainly, my studies could never have been completed without 
the loving support and understanding of my wife and family who have 
provided a wonderful "climate" in which to study pastoral theology. 

Finally, I would like to express publicly my love and 
appreciation for Benedictine Father Gerard Ellspermann whose 
presence as a teacher, friend, and spiritual "abba" has been a 
steady source of encouragement. A passage, attributed to St. 
Jerome's friend Rufinus, found in Fr. Gerard's book, Christian 
Writers and Pagan Classics, seems a fitting prologue to this 
project: 

"Though my words may be uncouth and my style 
unadorned...I trust my readers will pardon my lack of 
skill...my wish is that what may shine forth in me may 
net be style, but truth" (p. 165). 

Thomas J. Meier 

March 19, 1993 
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X. 

IDENTIFICATION OF A PASTORAL PROBLEM 

TOO MANY PARISHES, TOO FEW PRIESTS : A PASTORAL CONCERN 

A large number of Catholics in the Archdiocese of Indianapolis 

grew up in a Church that had experienced little change in 

approximately four hundred years. Neither they nor the clergy and 

religious who ministered to them could foresee the shock waves that 

would emanate from the Second Vatican Council convened quite 

unexpectedly in 1962 by the newly elected Pope John XXIII. Prior 

to the Council the Roman Catholic Church was heavy on structure and 

authority. "The image of a pyramid described this Church: the pope 

on the top, with cardinals, bishops, clergy and religious falling 

in below and the laity at the very bottom. When the word church 

was used, it often meant simply the pope and bishops" (Overberg, p. 

110). Suddenly, pastors accustomed to being both spiritual guide 

and business manager of the parish were being asked to relinquish 

a substantial amount of control to parish "councils." Parishioners 

grown comfortable in being able to turn to "Father" for answers to 

moral questions were soon expected to "form a right conscience" 

that they might answer their own questions. Parents, reeling in 

disbelief as their Catholic High School youngsters came home with 

reports that it was no longer a "mortal sin" to miss Mass on 

Sunday, felt confused and fearful. Though unintended, William 

McLoughlin provides a rather apt description of the post-conciliar  



years: 

"The old priests, pastors, and rabbis simply could not 
provide answers to the most pressing problems, let alone 
to national and world problems; the younger priests, 
pastors, and rabbis seemed as rebellious and divided as 
their flocks. Authorities within the church pitted the 
faithful against each other; and, if anyone turned 
outside the church, to the scientists, the answers were 
equally contradictory. Birth control and population 
control constituted only one such unanswerable question. 
Women's liberation and the use of abortion were even more 
controversial. There seemed to be no clear religious or 
scientific guidelines for old or young. The churches did 
not know whether homosexuals (let alone transexuals 
[sic]) could be 'orthodox' or have congregations to meet 
their needs. Neither scientists nor ministers could 
agree on whether a fetus was human (or when it was), 
whether Karen Quinlan was a vegetable, whether euthanasia 
was more merciful than prolonged cancer. Ordinary people 
were left without guidance or consolation on the most 
pressing of all questions - on love, life, and death" (p. 
192). 

In the years following Vatican II it appeared that chaos and 

confusion reigned anew over the waters of creation and against that 

backdrop the institutional church witnessed priests leave the 

presbyterate in unprecedented numbers, ordinations decline, and 

parishes struggle to adjust to fewer Masses and the emergence of 

"lay ministers." Clearly a new way of being Church was at hand 

that would demand changes from all quarters as talk of "priestless 

parishes" grew. 

Priest/sociologist Andrew Greeley has written that, 

"institutional Catholicism in the United States prospered 
as long as it did because it provided self-definition and 
social location for the immigrants, their children, and 
their grandchildren; and it did so precisely through the 
institution of the neighborhood parish" (p. 42). 

The neighborhoods were changing, however, and so were the parishes 

within those neighborhoods. No longer feeling a need for the  



strength and stability an Irish, or German, or Italian parish had 

provided their forebears, the great-grandchildren of Greeley's 

immigrant church were moving to other town and suburbs. That 

migration not only required new churches and new pastors to 

administer them, but left in its wake ageing churches in the care 

of ageing parishioners whose fixed or limited incomes severely 

compromised the maintenance of those venerable old buildings. Not 

to mention the staffing demands being placed upon an already taxed 

clergy supply. 

As early as the mid-1970s Archbishop George Biskup, now 

deceased, could read the "signs of the times" and mounted a 

response to the «crisis already growing in the Indianapolis 

Archdiocese by assigning three priests to the Vocation Office. In 

the late-70s, Sisters of Providence and nuns from the Benedictine 

and Franciscan orders held discussions in the deaneries pertaining 

to the priest shortage and alternate staffing options. By 1987 the 

National Conference of Catholic Bishops expressed their concern for 

the well-being of priestly life and ministry by publishing their 

pastoral, A Shepherd's Care : Reflections On The Changing Role Of 

Pastor which addressed the new and varied demands being made of 

priests in this time of change. A study by Father David Coats and 

another by Father Wilfred Day as late as 1989 revealed that the 

Archdiocese would have only 88-90 priests available for parish 

assignments by the year 2010. 

Though the aforementioned efforts to address staffing problems 

within the Archdiocese provided invaluable information, staffing  



problems continued to grow and the "crisis control" style of 

management routinely used in the past was clearly no longer 

acceptable. In his article titled The Priest Shortage Revisited In 

The Archdiocese Of Indianapolis, Father Jeff Godecker noted that: 

"The Priests Personnel Board, convinced that the risk to the 

strength of the Archdiocese was growing by not having a strategic 

plan for the future, charged another committee to study the 

problems and make recommendations about how to staff parishes with 

fewer priests." That committee was created in June of 1989 under 

the auspices of the Priests' Personnel Board when Archbishop Edward 

T. O'Meara approved establishment of The Future Staffing Committee 

and charged it to "address the issue of future staffing not only in 

terms of the declining number of priests but also in view of the 

great advances being made in lay ministry" ( F.S.C. Report p. 8). 

In the months that followed, deaneries and parishes were consulted 

on more than one occasion for the purpose of providing everyone an 

opportunity to develop a greater appreciation for the issues 

involved, consider possible options, and provide subsequent 

feedback to those recommendations the Committee eventually set 

forth. 

Before considering the findings of the Future Staffing 

Committee's Report, it might be helpful to describe the kinds of 

change the parishes of St. Catherine and St. James were 

experiencing in the decade immediately preceding that report. 

It has been said that "to grow is to change, and to grow old 

is to change often!" Between 1982 and 1992 the parishes had grown  



and "aged" considerably if change is a factor. At the beginning of 

the 1980s, each parish had its own pastor and the religious life of 

most members was not so different from that which they had always 

known. 1982, however, found the parishioners beginning to 

experience the prist shortage on a personal level when one pastor 

was assigned to both parishes. Sharing was a new and difficult 

experience, but hopes were lifted when an associate pastor was 

assigned thus bringing the ratio back to one priest per parish. 

Spirits were dampened again, however, when two more parishes were 

added making two priests responsible for four parishes. Then both 

priests were reassigned and yet another pastor arrived to again 

administer both St. Catherine and St. James. Within two years that 

pastor had moved on and the "ageing" parishioners were informed 

they would be the first two parishes in the Archdiocese to be 

administered by a "Parish Life Coordinator." Though many felt 

they were being treated as step-children or guinea pigs by 

Archdiocesan decision makers, the parishioners worked to adapt to 

this "musical chair" type ministry. Interestingly enough, long 

standing rivalries began to diminish as these mostly pre-Vatican II 

Catholics, disciplined by the vagaries of life, showed an edifying 

depth of strength and character as they struggled to adjust to 

these "new ways." 

Unfortunately, the early months of 1992 saw not only the hopes 

and courage of St. Catherine and St. James parishioners dashed once 

again, but also that of their newly assigned Parish Life 

Coordinator. On February 18, 1992, the Future Staffing Committee  



submitted their report to the Priests' Personnel Board calling for 

the Parish Life Coordinator to be replaced by a priest pastor. On 

March 3, 1992, a revised Report was issued that recommended the 

parishes be changed "from staffing by Parish Life Coordinator to 

Pastor and <cluster/consolidate" (emphasis mine). Further 

complicating the issue was the fact that a news-leak at the 

Archdiocesan level resulted in a premature newspaper article 

stating that either St. Catherine or St. James would be closed! 

The sole purpose of this historical prolegomenon is to provide 

the reader with at least some appreciation for the extent of 

change, confusion, and instability the parishes of St. Catherine 

and St. James endured as they worked to maintain their integrity as 

faith communities buffeted by gale-force winds of change. The 

parishes had now been formally asked to "consolidate" without 

having any idea of what that term meant. 
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PROACTION AS A PARISH RESPONSE 

"Close!" "Cluster!" "Consolidate!". The words spread 

through the parishes like a prairie fire! In what might only be 

described as a sensum fidelium, a "sense of the faithful," it was 

generally perceived or acknowledged that '"consolidation" would be 

the operative term since "clustering" did not seem to apply and the 

Archdiocese had already marked closure as a false report. Without 

doubt it was a dark time recalling Henri Nouwen's words: 

"It is in the midst of this dark world that the Christian 
community is being tested. Can we be light, salt, and 
leaven to our brothers and sisters in the human family? 
Can we offer hope, courage, and confidence, to the people 
of this era? Can we break through the paralyzing fear by 
making those who watch us exclaim, "See how they love 
each other, how they serve their neighbor, and how they 
pray to their Lord"? Or do we have to confess that at 
this juncture of history we just do not have the needed 
strength or the generosity and that our Christian 
communities are little more than sodalities of well- 
intentioned people supporting each other in their 
individual interests?" (p. 8). 

Here we come in contact with a contemporary concept known as 

"proaction" which will benefit from a brief explanation. The 

currently popular practice of thinking "proactively" grew 

tremendously following the introduction of Stephen Covey's 

immensely popular book, The 7 Habits Of Highly Effective People. 

Though written from a psycho/spiritual base, the value of his work 

was immediately recognized by corporate America as a welcome guide 

along the road to success. 

From a theological perspective, Covey draws upon Viktor  



Frankl 's experiences as a holocaust survivor to show how those 

divine attributes which make us uniquely human - self-awareness, 

imagination, and free will - enabled Frankl to recognize within 

himself humanity's greatest power: the freedom to choose how we 

respond to life. Hence, the definition of "proactivity." 

In Covey's words, proactivity is "more than merely taking 

initiative....It means that as human beings, we are responsible for 

our own lives. Our behavior is a function of our decisions, not 

our conditions. We can subordinate feelings to values. We have 

the initiative and the responsibility to make things happen" (pp. 

70-71). 

Proactivity as a contemporary term, then, should lend itself 

well to a similarly contemporary theological term - revisionist 

theology. Just as our age has witnessed a productive exchange 

between the disciplines of theology and the social sciences, so our 

faith life is benefitting from the interplay between the "official" 

church and the church made up of the people in the pews. "There is 

the official church with its tradition and the daily local parish 

church of the street and the neighborhood where life is actually 

lived. It is when these two churches intersect that there is the 

possibility of what David Tracy calls "revisionist theology." 

(Bausch, p. 67). In other words, when the experiences of the work- 

a-day church intersect and encounter the wisdom and tradition of 

the official church, we do not have a reduction of theology to 

experience, but an elevation of experience to that "medium through 

which the sources of theology speak to us" (Tillich, p. 40).  



Within that medium "a fruitful exchange and enrichment can take 

place and a genuine revision emerge" (Bausch, p. 67). 

In response to the Archdiocesan request for consolidation, the 

parishes had a choice. They could dig in and say, ''Make us!" or 

they could be pro-active, claiming ownership of their future by 

exploring a way to honor the Archdiocesan request. Their decision 

was to pursue a course of action that would lead to consolidation. 

As a first step toward self-determination, an informal meeting 

with Archdiocesan representatives was requested by the Parish Life 

Coordinator for the purpose of exploring what was meant by the term 

consolidate, how such a task could be accomplished, and who would 

facilitate the process. That meeting held in March of 1992 

resulted in two preliminary decisions. 

First, in recognition of the fact that two Archdiocesan 

parishes had never before initiated a consolidation process in 

response to an Archdiocesan request, the Archdiocese agreed to show 

support for the parishes pro-action by funding a professional 

consultant to come into the parishes and train a team of 

parishioners to facilitate a consolidation process as a pilot 

project. It was further agreed that an appropriate resource would 

be Inter-Community Consultants, Inc. (I.C.C.), an association of 

women religious skilled in bringing about transformative movement 

within groups and organizations (see Appendix A). The '1.C.0. 

representative would be Sr. Lorraine Walsh, C.S.J. 

Second, a joint, open, and informational meeting would be 

scheduled for members of both parishes and Archdiocesan  



representatives with Sr. Walsh as the moderator. Using the minimal 

and maximal definitions of "cluster/consolidate" found in the 

Archdiocesan list of terms (Appendix A), the parishes would explore 

a process whereby they could decide to what extent a consolidation 

would occur. 

The meeting, held on April 5, 1992, was well attended and 

following presentations by Assistant Chancellor Father Jeff 

Godecker, Director of Lay Ministry, Mary Pat Farnand, and Sr. 

Lorraine Walsh on the need for consolidation and how that process 

might be brought about, a "colorful" method of determining the 

group's decision was employed. Each person was given a set of 

three colored ribbons: green, yellow, and red. When asked if it 

was the group's decision that a process of consolidation be 

actively pursued, those voting "for" would hold up a green ribbon 

(Go!). Similarly, when asked for a show of hand from those who 

were undecided, any so voting would hold up a yellow ribbon 

(Caution!). Finally, parishioners opposed to any further 

discussion of consolidation would so vote by holding up a red 

ribbon (Stop!). Based upon the clear majority of green ribbons it 

was agreed that the parishes of St. Catherine and St. James, with 

the guidance of the Holy Spirit, would begin the process of 

consolidation - to whatever extent that term might be collectively 

agreed upon. As a final task of that April 5th. meeting, 

parishioners were asked to submit, via paper ballot, the names of 

parish members who might be good and willing candidates to serve on 

a Long Range Planning Team (LRPT) that would ultimately bear 

10  



responsibility for facilitating the consolidation process. Such a 

team would bear out St. Paul's call for "a unity in the work of 

service building up the Body of Christ" (Eph 4:12). Rather than 

"outsiders" (read Archdiocesan personnel) dictating the destiny of 

the parishes, parishioners themselves would be trained in the 

intra- and inter-personal skills that would be required of a team 

charged with becoming agents of change. Sr. Lorraine, ‘at 

Archdiocesan expense, would train the Team to facilitate a plan for 

the consolidation of St. Catherine and St. James. 

The pastoral significance of this endeavor lies in the fact 

that though I.C.C., Inc. has collaborated with and trained groups 

and organizations in twelve countries and five continents, this is 

the first time a representative has engaged in training a team for 

the purpose of consolidating two Roman Catholic parishes. It is 

also the first time two parishes have been pro-active regarding 

consolidation, choosing to respond to the Archdiocesan request by 

initiating a response rather than waiting for the Archdiocese to 

dictate the terms of a consolidation. The uniqueness of the 

situation, the body of knowledge to be communicated by Sr. Lorraine 

in the team training process, and those "signs of the times" which 

suggest that other parishes may soon face similar challenges, all 

seem to indicate that significant pastoral value could be gained 

from a reasonably thorough documentation of the team training 

process. It will therefore be the primary focus of this paper to 

offer a representative account of the team training experience 

undergone by the LRPT of St. Catherine and St. James parishes. It 
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will be a '"re-presentation" in the sense that while the basic 

elements of the team training program will be present, they will be 

discussed from the perspective of the author, with special 

attention paid to the interrelatedness of theology and the social 

disciplines of psychology and sociology. 

 



PROJECT TIMETABLE 

PASTORAL PROBLEM IDENTIFIED 

TEAM NOMINATIONS 

TEAM SELECTION 

FIRST TRAINING SESSION 

SECOND TRAINING SESSON 

THIRD TRAINING SESSION 

IMPLEMENTATION : JOINT MEETING 

MARCH -.1992 

APRIL :~.i1982 

MAY. = 19902 

JULY ~ 1992 

AUGUST - 1992 

AUGUST - 1992 

OCTOBER -1992 

 



St. Catherine - St. James 

PARISH PROFILES 

The parishes of St. Catherine and St. James are located on the near 
south side of Indianapolis with their church buildings being 
approximately one mile apart. St. Catherine Church is 83 years 
old, has approximately 350 members, and serves as the site for the 
consolidated parochial grade school, Central Catholic. The parish 
of St. James is 38 years old and has approximately 250 members. 

Staff: Shared pastoral administrator 
Shared secretary 
Shared pastoral associate 

Based On 1989 Parish Profile Submitted To Archdiocese: 
Both have active parish councils 
The Board of Education is shared for Central Catholic 
Separate bookkeepers 
Separate Finance Committees 
Separate Liturgy Committees 
Separate Youth Groups 

Inactive Committees (Both parishes according to Profile): 
Evangelization Family Life 
Ecumenical Social 
Vocation Single 
Social Justice Pro Life 
Communication 

Social Action Services: 
St. Vincent DePaul and Food Pantry 
Visitation of the sick 

Current Masses = Three with one rotating every six months 

Membership St. Catherine St. James 

1970 1,830 1,428 
1979 1,275 630 
1990 690 440 

decline since 1979 45% 35%  
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Xi. 

TRAINING THE TEAM TO BE AGENTS OF CHANGE 

The "Team" Concept 

As the curtain goes up on Jesus' public life, the synoptic 

Gospels present almost identical scenes of Jesus the leader. 

Moving decisively, speaking with an authority more common to Roman 

commanders than carpenter's sons, we see Jesus hand-picking men for 

a vital mission and they are following him immediately! Any astute 

reader of these three accounts should sense the energy and power of 

this man as he moves among the fishermen, assessing their 

strengths, building his team. Jesus was, in contemporary terms, a 

"synergistic" leader. As Robert Duch would say, he knew how to 

"empower others to use their charisms in a team leadership 

approach," (p. 28) and he knew a time was coming when continuance 

of the work he had begun would depend on his team being able to 

work together effectively. 

So, contrary to what some might think, the "team leadership" 

approach is not a modern innovation. Our more analytical age, 

however, has provided some insights into why some teams are more 

effective than others, and one of the most interesting came out of 

World War II. 

During the Second World War a U.S. Army commando team 
compiled a distinctive record. It successfully 
accomplished every mission it was assigned, including 
some extremely high risk behind-the-scenes operations. 
I1t had one of the lowest rates of battle-related deaths 
or injuries of any unit in the U.S. military services. 
A research team was asked to find out what made the unit 
so successful. Were the enlisted men and officers 
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especially talented? Had their training been longer or 
more intensive than normal? Or was the group just lucky? 

The researchers found that the group's success resulted 
from iis ability fo change its structure to fit the 
situation. In planning for ‘missions, the . group 
functioned democratically. Anyone - irrespective of 
specialty or rank - could volunteer ideas and make 
suggestions. Decisions were arrived at by consensus, and 
the features of an engagement were approved by the group 
as a whole. As far as planning went, the structure of 
the unit resembled a research and development team or a 
creative design group. Amorphous roles and a flat 
hierarchy encouraged participation, creativity, and 
productive conflict. Battle plans thus reflected the 
best ideas that the group could produce. 

Executing the plan was another story. When the group 
carried out is mission, the structure changed from a 
loose creative confederation to a well-defined and 
tightly controlled bureaucracy. Each individual had a 
specific task to do. Every task had to be done with 
split-second precision. Operational decisions and 
changes in the plan were solely the responsibility of the 
commanding officer. Everyone else obeyed orders without 
question, although if time permitted, they might offer 
suggestions. In battle, therefore, the group relied 
heavily on the traditional military structure: 
responsibilities were clear-cut, and decisions were made 
at the top and executed by those at the bottom. 

The group's ability to redesign its structure to fit the 
circumstances provided the best of both worlds. 
Participation encouraged creativity and ownership of the 
battle plan. Authority and clarity of roles enabled the 
group to operate with speed and efficiency when executing 
the plan. (Bolman and Deal, pp. 100-101). 

What we see here is an excellent illustration of what the U.S. 

bishops had in mind when, in A Shepherd's Care, they invited 

pastors to be "coordinator(s) of the community's gifts" (p. 32). 

Granted, the image of "orchestra leader" is probably more in 

keeping with pastoral imagery than "combat leader" (though some 

pastors might think it quite apt!), but the principle is the same. 

Combined abilities, based on co-equal status in planning, produces 
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a more efficient and effective organization. 

The decision to select a team for the purpose of facilitating 

the unification process reflects two important shifts in the way 

parishioners have traditionally viewed the concepts of parish and 

presence. 

Many of the parishioners had grown up in a church where parish 

was synonymous with pastor. "In the 1917 Code of Canon Law, parish 

was defined as a benefice or a structure for the support of the 

clergy in order that services could be provided for God's people" 

(Sweetser, p. 10). The parish was established along territorial 

lines and parishioners were expected to live out their sacramental 

lives within those boundaries. Today, the parish is defined as a 

"definite community of the Christian faithful which is established 

on the stable basis within a particular church" (C.L.S.A., p. 195). 

Though membership is still encouraged along territorial lines, it 

is no longer restricted in that regard and personal parishes can be 

created based upon "rite, the language, or even nationality of the 

Christian faithful within some territory, or even upon some other 

determining factor" (C.L.S.A., p. 197). 

Presence is another concept that is changing in the minds of 

the parishioners. The "pray, pay, and obey" mind-set of a former 

time is being replaced by a more mature understanding of the 

responsibilities one bears as a Catholic Christian. '"Parishioners 

are to assume that responsibility by making their views known, by 

sharing in the ministry, and by permeating the temporal order with 

a Christian spirit" (Sweetser, p. 11). The 1983 Code of Canon Law 
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affirms this shift in presence from a people as '"passive 

recipients" of grace bestowed by the church, to a people "actively 

participating” in God's grace as builders of the Kingdom. 

"Ownership" of the parish has shifted from the pastor to the 

people; and that ownership is what was evidenced when the parish 

members voted for a team to facilitate their decision making 

process. 

SELECTING THE TEAM 

The actual selection of the team occurred at a meeting set 

specifically for that purpose. Following the naming of individuals 

considered likely candidates at the first joint meeting, a second 

meeting was arranged where all who had been nominated could accept 

or decline their nomination. A question arose regarding parish 

council members who had been nominated and were willing to serve. 

Could they do both? It was decided that doing both not only would 

be a time commitment beyond the call of duty, but could present a 

conflict of interest at some point. It was therefore decided that 

a council member would need to do one or the other, but not both. 

Each person nominated was asked to share the personal 

strengths he or she could bring to the team and whether or not a 

commitment could be made to the time it would require. Once all 

who were willing to serve had so stated, they were dismissed from 

the meeting. Those remaining then voted by secret ballot for eight 

candidates and the eight selected became the Long Range Planning 

Team. 

In a society where commitment seems to be increasingly 
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difficult, the level of dedication found among the team members was 

edifying. Every session was attended by every team member. M. 

Scott Peck, in The Road Less Traveled, called attention to the fact 

that "Commitment is inherent in any genuinely loving relationship. 

Anyone who is truly concerned for the spiritual growth of another 

knows, consciously or instinctively, that: he or "she can 

significantly foster that growth only through a relationship of 

constancy" (p. 140-141). 

The Long Range Planning Team was genuinely interested in 

learning how to foster the spiritual growth of our parishes, and 

that dedication was obvious in our level of commitment. 
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St. Catherine - St. James 

TEAM LEADERSHIP DEVELOPMENT 

JULY 24-25, 1992 : ST. JOSEPH CONFERENCE CENTER 

PURPOSES 

ch our lives and our relationship with God 
* To become a team 
* To learn System, Climate, and Value Theories as a planning base 

Friday, 6 

Saturday, 

AGENDA 

P.M. Dinner 

Presence/Prayer 

"Overview : Synergism and Team Building" 

"Value Theory" 

Group Exercise 

Social Time 

7 a.m. Breakfast 

Presence/Prayer 

"Systems Theory" 

Group Exercise 

Process Group Exercise 

Lunch 

"Climate" Theory 

Group Exercise 

Process Group Exercise 

Reflection Time 

Evaluation  



LONG RANGE PLANNING TEAM 

TRAINING SESSION NO. 1 

OVERVIEW : SYNERGISM AND TEAM BUILDING 

Between now and tomorrow evening we are going to explore the 

theories of Values, Climate, and Systems as a basis for 

facilitating parish planning. Coexistent to that process, begun as 

individuals, will be the equally important task of learning how to 

combine our individual strengths and weaknesses in such a way that 

the overall learning process will form us into a team striving for 

a common goal. A term currently being used to describe this goal 

is synergy. 

I first encountered the word synergy in pharmacy school where 

it was used to describe the phenomenon which occurs when two drugs 

taken together yield an effect greater than either would produce 

individually. Sort of like 1 + 1 = 3, where the whole is greater 

than the sum of its parts. For our purposes, synergy means working 

together in such a way that we as a team will have greater creative 

power than we could have as a group of individuals. "The essence 

of synergy is to value differences - to respect them, to build on 

strengths, to compensate for weaknesses" (Covey, p. 263). 

It has often been noted that one cannot give away what one 

does not possess. If we are to become agents of change, we must 

have an experiential appreciation for the emotional demands placed 

upon human beings involved in change. I am reminded of Fran 
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Ferder's words in Words Made Flesh, "Many sincere people have 

tried, and are still trying to live in self transcendence without 

ever getting to know the self they are transcending” (p. 91). 

Learning a little about my "self" will enable be to better 

understand your "self" so that we can become an effective team. 

"The person who is truly effective has the humility and reverence 

to recognize his own perceptual limitations and to appreciate the 

rich resources available through interaction with the hearts and 

minds of other human beings. That person values differences 

because those differences add to his knowledge, to his 

understanding of reality. When we're left to our own experiences, 

we constantly suffer from a shortage of data" (Covey, p. 277). 

As we move from being a group of individuals to becoming a 

principle-centered leadership team, we will touch upon a variety of 

subjects ranging from theoretical knowledge to practical 

communication skills. Each of our topics will assist us in some 

way to recognize and honor our differences as well as our 

similarities and help us to see how "synergy is the essence of 

principle-centered leadership" (Covey, p. 262). 

 



VALUE THEORY 

We have already encountered the term value in our discussion 

of synergism and those differences which make us unique. What we 

want to do now is look in greater detail at the concept of "value 

theory." 

One of the more practical definitions of values I have 

encountered comes from James and Evelyn Whitehead who identify a 

value as "a chosen belief that actually influences my behavior" (p. 

137). Though Gregory Baum has argued convincingly that "the hope 

to insert Christian values into society is wholly illusory” (p. 25) 

because of the economic structure, many Christians lament the 

breakdown of values in our society and hold to the belief that it 

is the major cause of all the social evil and sin in the world. 

Whatever the case, it remains that values are tremendously 

powerful driving forces and therefore need to be understood in 

terms of their ability to facilitate change. Since we are 

concerned here with values as they pertain to parish life, it might 

be good to consider what the Whitehead's have to say about the role 

of values in community life. 

"Communities are groups of persons who 
have in common certain values and commitments. 
This sense of shared values contributes to a 
sense of social identity. I gain some sense 
of "who I am" from "what we believe." i 
stand for this because "we" stand for this. I 
belong to this "we": here I am supported and 
challenged to act on these values that we 
proclaim. By providing settings of value 
agreement and support, communities can 
moderate some of the strain that accompanies 
action in the larger social world. Community 
is a place where I feel connected to other 
people. Community can help move me beyond 
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meaninglessness, helping me to realize that 
the values that give meaning to my life 
are not just my private affair. These values 
are held by other people, they make sense to 
others in the public world" ( pp. 74,75). 

In their pastoral on parish life, the National Conference of 

Catholic Bishops pointed out that the parish is "constantly 

attempting to become a community of faith. Its achievement can be 

measured by the specific ways people acknowledge the identity they 

have in common and demonstrate the responsibility they have for one 

another” (n. 19). In other words, the ability to name and claim a 

common set of values is one of the primary ways a parish grows in 

faith. One of the early paragraphs in the Value Theory paper 

provided by Sr. Lorraine Walsh states that, "when a human group is 

in touch with the deeper or broader common meaning of its activity, 

purposes and patterns of interaction among its individual members, 

then the group can begin to accept and constructively utilize the 

differences among its members. Only as a group is able to build 

upon this shared base of common meaning, activity, and purpose can 

its members compete and cooperate in meaningful service to each 

other and their larger purposes." This is simply another way of 

saying that values can provide a media for the synergism which 

occurs when a common purpose is shared. What is this deeper base 

of common purpose? For an answer to this question we will go to 

the Value Theory paper as presented by Sr. Lorraine Walsh of 

.¢.C.), "Inc.  



The VALUE THEORY Paper 

(as presented by Lorraine Walsh, c.s.3j.) 

What is this deeper base of common purpose? Each of us, as we 

grow, develops a sense of what is important to our lives and to our 

survival as well as to the lives and survival of others. Each of 

us begins to assign worth or priorities to particular activities, 

experiences, people, events, or groups. We assign value to them. 

This value may change over time, but as we look back over our 

lives, we tend to see certain enduring values that have given 

direction to our choices, activities, and relationships. Some seem 

to "fit" wus better; some seem to make us feel "more like 

ourselves." Others do not. Some seem more consistent with our 

history and our past experience and leave us feeling a sense of 

integrity. Others tend to be experienced as discontinuous with our 

past, requiring us to be what we are not, or not permitting us to 

find the "old us" in the new activity, direction, or relationships. 

These more enduring values do not change rapidly. They tend to 

display themselves in the history of an individual, the 

interactions of a group of individuals, or in an organization or 

society through the patterns of choices, priorities and activities. 

Each of us in our daily lives is confronted by numerous choice 

points. We question how we will spend our time, with whom we will 

spend our time, what we choose to communicate to others, the stand 

that we wish to take around certain issues, the events that we want 

to declare as important to others, our perceptions of the 

activities and the implications of the activities of ourselves and 
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others - these are all choice points that confront us daily. We 

may choose to ignore the choice points. We may choose to reflect 

upon them and change our activity, our routine or our priorities. 

We may wish that we might do something about them or influence them 

but feel powerless to do so. We may be able to forget them 

completely at the end of the day, or they may bother us and keep us 

awake at night. We may become so habituated to being aware of the 

choice points and so habituated to making a fairly common response 

to them, that we may not even experience ourselves as making 

choices about them. Rather, we may experience it simply as the way 

we are, the things we do, or the thing to do. But as individuals, 

if we look over the choices with which we are confronted throughout 

our day, we begin to see patterns emerge that indicate to us what 

is important for us. It may be that as we look over these 

patterns, they seem to be primarily concerned with avoiding 

unpleasantness, preserving our own security, responding to the 

distress of others, increasing our own learning and experience, 

etc. These patterns, then, are reflections of our own values. 

As such, values go beyond feelings, emotions, habits, or 

biases. They tend to be enduring over time. They color our 

perceptions. They are the filters deep within us through which our 

hopes, fears, aspirations, and frustrations arise. The man who has 

never valued being loved would not hope that another would love him 

nor be frustrated if he did not. The man who did not value 

learning and self-development would not notice, attend to, or feel 

pleased that others in his work situation were committed to and 
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willing to be helpful in his self-development. 

Individuals, interpersonal pairs, small groups, organizational 

systems, communities and nations have values that are manifested in 

their history. They instinctively fall back on these enduring 

values in moments of choice. 

a. An individual when faced with a difficult situation may 

opt to: attack the stress-inducing agent, relieve the 

distress of its members, develop its capability to cope 

with the stressful event, or learn new adaptations that 

would minimize the probability of the reoccurrence of this 

stressful event in the future. 

An organization may value the accomplishment of shared 

organizational objectives, or it may give more value to 

each individual achieving his own autonomous purposes 

within the organization. A nation may have this history 

of resolving differences through due process, or it may 

resolve them by disenfranchising those whose convictions 

lead them to articulate one pole of the difference. 

Bll of these examples, if extended in a persistent pattern, 

reflect values. Every human system when presented with choices and 

multiple options falls back, at least in part, on these values in 

determining that choice. These choices can be made on the basis of 

outcome or cost-benefit analysis of the consequences of one's 

choice. But this very analysis requires first that the value 

priorities and choices have been established. And ultimately these 

values are initially established on the basis of faith and trust, 
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or lack of it, in one's self, one's fellow man, other groups, in 

the system or in the nation, that such a choice will "enhance" 

physical survival, the quality of life, the quality of achievement 

and the meaningfulness of common endeavor. 

Identification Of Values 

For the remainder of this paper, values will be considered to 

be a property of individuals, small groups such as families or work 

groups, and social systems such as religious communities, 

hospitals, corporations, or other similar institutions. Values can 

be identified in three ways that are important for our purposes 

here: values as espoused, as experienced, as operative. 

(N.B. The choice of retaining masculine pronouns was made to avoid 

clumsy sentences.) 

Values As Espoused 

An individual may tell us what is important to him, what he 

will stand up for and what his beliefs and convictions are. A 

small group, such as a family or work group, may tell us what their 

purpose is, what brings meaning to their life, what they will fight 

for, and what they will work hard for. An institution will attempt 

to communicate its philosophy, its ideals and its image to others 

in an effort to impress them with what is important to it as an 

institution. 

However, most of us generally do not feel satisfied or 

adequately convinced simply by this information concerning the 

espoused values of another. If we are to trust these declarations 

of value, then we need additional information. 
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Values As Experienced As Important 

Here we are touching the inner life of the individual or the 

climate of a group or the morale of an organization. What are the 

kinds of events that make these persons or groups happy, 

frustrated, or discouraged? These patterns of affective reaction 

often communicate a great deal to us about what is important to the 

person or group. If we see that each time an individual fails in 

accomplishing one of his tasks on time, that he gets discouraged or 

frustrated, or angered, then we know that he values timeliness and 

past accomplishment a great deal. If the morale of an organization 

improves in the face of a strong challenge to that organization, 

then we may assume that the organization and its members value 

challenge and the cohesion that is required to surmount that 

challenge. But this level of values as experienced internally is 

not enough. 

Values As Operative 

Even though we may know for an individual, a small group or an 

organization, what they espouse to be important, how they 

experience, and how their patterns of experience as events interact 

with their value structure, we want to know more. We are still 

interested in knowing how much effort would be applied in the 

service of those values, how much conflict or pain would be endured 

in attempting to bring those values into reality? How much will be 

given up or sacrificed in order to act upon those values and how 

much risk will be taken in the service of those values? 

For example, all of us are confronted with hard choices each 
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day. We can function in a manner pleasing to someone who can 

advance our own career, or we may choose to do what we consider a 

more effective thing in our whole situation, even though it may not 

please our boss or supervisor and may place our career in jeopardy. 

An educational institution may say that it is concerned with 

the personal development of its faculty and that human resource 

development is a strong value for it. However, if it consistently 

operates on a minimal staff development budget, if it refuses to 

consider restructuring of work in a way that would permit for 

greater growth and learning on the job, and if is reward systems 

consistently do not acknowledge or reward those who have expended 

effort to develop themselves, then one would question the strength, 

the intensity, or the priority of that value for the organization. 

If, then, we are to identify adequately the values of 

ourselves, others, or out work group of our organization, it is 

important that we look at values as they are espoused as they are 

experienced, and as they are operative or behaved upon. It becomes 

important that we look for patterns of consistency on all three 

levels, and among these three levels. Further, it is important 

that we are able to look at the history of an individual, group or 

organization, that we can look at its history over time and begin 

to see patterns of choice under both low risk, high risk or low 

cost and high cost situations. The consistent patterns across time 

then begin to tell us the enduring values that will be acted upon. 

Those values which are simply espoused and/or experienced but which 

tend to be acted upon only under low risk or low cost situations 
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are not central or core values. Such values tend to have lower 

priority than those which emerge and are acted upon under high 

risk or high cost situations. 

Often enough values are operative in our lives long before we 

experience them as values, and still yet before we are able to 

identify what it is we experience and articulate it as an espoused 

value. This movement from operative values to awareness and 

articulation of these values is especially true in the case of a 

small group, institutions, nations or cultural systems. 

Values As Historical Heritages 

Are values learned, are they inborn, do they develop out of 

experience? The premise here is that values are transmitted to us 

through our membership in the group/system. The people with whom 

we interact and who have been important in shaping and influencing 

our lives have all had a value system That system has been 

apparent in their interactions with us. They have encouraged us to 

do some things. They have discouraged us to do others. They have 

disappointed in us when we have failed to do some things. They 

have been encouraged or delighted with us when we have done others. 

They have communicated ideals of human behavior and of human beings 

to us. They have in some way set standards for us and in doing 

this they have communicated to us a set of values which we in one 

way or another have incorporated and made our own to some extent. 

In earlier times, human societies were structured in a slower 

paced or stable manner so that an individual may have been 

influencing and been influenced by a stable culture which 
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transmitted a fairly homogeneous, consistent, stable set of values 

to him. In today's world, with the rapid pace of change, mobility 

and communication, all of us live in multiple communities and are 

subject to an almost bewildering array of value systems. Today, 

one may find a multitude of competing value statements about almost 

every life event, e.g., marriage, family, child-rearing, sexuality, 

acquisition of property, money, scientific and technical progress, 

social and political authority, etc. 

Despite this array, however, society is made up of certain 

relatively enduring social institutions - family, educational 

enterprise, political structures, religion, economic structures, 

national, ethnic or racial groups, socio-economic class, 

generational groups and geographical institutions such as 

neighborhood, town, city, state, etc., and finally occupational 

groupings such as craftsmen, skilled laborers, technicians, 

professionals, etc. Each of these social institutions provides a 

community structure for individuals in which values are experienced 

and transmitted. 

Each of us, as we go through life, becomes part of these 

communities and encounters the value struggle of those communities. 

We may accept and incorporate the values or we may reject or rebel 

against them. We may find the values of one social institution in 

conflict with another, i.e., an individual with strong religious 

values may find them in conflict with the values of the economic 

community of which he is a member. 

It is an assumption of this paper that each individual 
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represents or embodies the communities in which he has lived, and 

his value structure in some way reflects the value structure of 

those communities. Those values have been transmitted over 

generations to individuals through communities as those communities 

espouse, experience and behave upon the values of that particular 

heritage. 

These values, within an individual or group, may often be in 

conflict or difficult to integrate. The child who is reared in a 

relatively conservative, cautious and serious family may be 

extremely uncomfortable when he first enters college, especially if 

the setting tends to be liberal and non-congruent with his 

conservative background. At this point, the individual finds 

himself in a very different community that espouses different 

values. He may attempt to choose between the one or the other. He 

may rebel against the values of his peers and possibly transfer 

schools and drop out of college or isolate himself from his peers 

when he is in college. He may attempt to incorporate a new set of 

values slowly and over time, and test them out against the values 

that he received from his parents. Each of these, however, is 

generally a value tradition that reaches back many generations and, 

especially in terms of political, economic or religious values, may 

reach back over thousands of years. At any given moment in time, 

the individual is that tradition, alive, to the extent that he 

espouses, experiences and acts upon those values. 

In our mobile, fast-paced society, most people, groups and 

institutions experience value confusion. The confusion arises out 
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of a number of sources: 

1. the bewildering array of possible value choices open to them in 

today's world and the amount of value diversity to which they are 

exposed. 

2. highly related to the first is the fact that under these 

conditions, people are often unable to "get in touch with" or "sort 

out" their experience of themselves. They often experience many 

ambivalences and are unable to fully get in touch with their own 

values, especially if these are changing or are in process. In a 

sense, they suffer from emotional, intellectual and informational 

overload. 

3. the individual is unable to determine where the values come 

from. What someone may be experiencing as a professional value may 

be more a reflection of one's religious beliefs than of the 

teachers, supervisors, and the professional community that trained 

and educated the individual. 

However, for individuals, for most small groups and for 

institutions, it becomes extremely important to identify value 

priorities, value conflicts, the sources that have influenced their 

values and the heritages from which their values derive. To the 

degree that this sorting is done, it is possible for individuals, 

groups, institutions and especially persons within groups and 

institutions to clarify, articulate and ground their own value 

structure. And then the way is prepared for free decisions 

consciously based on value. It is the final assumption of this 

paper that free choices consciously based on value are the most 
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direct contribution to integration and choicefulness on the 

personal, group, or system level of human response. 

 



GROUP EXERCISE : VALUE THEORY 

Since this was the first segment of the overall training 

program, just "being together" as a "team" was a high priority. 

While subsequent presentations would be followed by an "exercise" 

in the more traditional sense, this particular one consisted 

primarily in discussing values as experienced and how they have 

influenced our lives. "Attitude," it has been said, "is father to 

the action." One might also say, "Values are father to the 

vision." This first weekend of training would be devoted to 

learning three basic theories with values as the driving force. 

Prior to the next training weekend, we would read the Values Paper 

presented by Sr. Lorraine and then self-administer the Value Theory 

- Test Questions" (Appendidix A). During the second weekend of 

training, we would use our test results as the object of the 

"consensus" exercise. 

 



SYSTEMS THEORY 

Having established the important role that values play in the 

decisions we make throughout life, and realizing that those values 

have been communicated to us through membership in a group/system, 

we should now take a closer look at "systems theory" and its role 

in our becoming agents of change. 

Contrary to some popularly held notions, systems theory is not 

a new concept. Ancient Greek philosophers, notably Aristotle, 

recognized the synergistic effect which occurs when the whole 

equals more than the sum of its parts, and St. Paul taught it to 

the citizens of Corinth when he drew an analogy between the human 

body and the Church as the "Body of Christ" in Scripture (Cor. 

12:12:31); 

Contemporary systems theory was pioneered by Ludwig von 

Bertalanffy, a practicing biologist, in the mid-1920s. The 

classical concept that the whole of an organism could be understood 

by examining each of its parts was, in Bertalanffy's opinion, 

inadequate. "Though Bertalanffy recognized that the problems 

addressed by general systems theory had been noticed and discussed 

for centuries, he was able to articulate systems thinking: neither 

the whole nor the parts can be understood unless the 

interrelationships of the parts are understood” (Stevens, p. 62). 

With the advent of computers in the 1950s, the human mind, 

accustomed to looking at manageable pieces of new information 

arriving on the scene at a modest pace, could no longer keep up 
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with the avalanche of information produced as a result of the 

computer age. Systems thinking began as a response to that 

problem. Focusing less on content, a systems approach was more 

concerned with the process that regulates the data. The 

traditional notion of a "linear" or "domino" effect where A causes 

B, and B causes C, and C caused D, etc., was generally replaced by 

the "systemic" effect where each component functions inter- 

dependently. "It is the structure ABCDE that becomes the unit of 

study. To take one part out of the whole and analyze its "nature" 

will give misleading results, first, because each part will 

function differently outside the system, and second, because even 

its functioning inside the system will be different depending on 

where it is placed in relation to the others. In fact, the very 

notion of "effect" becomes relative. It is simply that part of the 

structure (system) that one had decided to focus upon" (Friedman, 

PD. 15). 

To paraphrase the ancient question, "What does Athens have to 

do with Jerusalem?," we might ask, "What does systems theory have 

to do with parish consolidations?" Two points can provide part of 

the answer. 

First, consolidation involves change which in turn can effect 

people negatively or positively. Four responses that typify a 

negative reaction are: disabling denial, immobilizing fear, 

pathological grieving, and numbing rigidity. Four positive 

responses, on the other hand, would be: understanding the 

situation, maintaining appropriate levels of controlled anxiety, 
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wholesome grieving, and establishing sound ways of monitoring our 

responses to change (Duch, p. 9-10). 

Second, systems thinking can enable us to facilitate healthy 

responses to change by addressing the above issues, and gaining a 

better understanding of such internal components of systems theory 

as: interdependence, boundaries, and subsystems. For a greater 

appreciation of those topics we will turn now to the System Theory 

paper presented by Sr. Lorraine Walsh. 

 



The SYSTEMS THEORY Paper 

(as presented by Lorraine Walsh, c.s.3.) 

Kurt Lewin, a social psychologist, once said, "If you really 

want to understand something, try to change it!" Any attempt to 

change or improve the function and activities of an organization 

requires that we first develop a conceptual model which allows us 

to study and describe the organization. 

The term, organization, implies a collection of parts or 

members that move with a rhythm and pace that is in some way 

orchestrated and regulated. It further implies some degree of 

purposiveness as opposed to simply random activity. Put simply, 

any social organization is made up of a set of relationships in 

which a series of exchanges take place in some more or less 

systematic fashion. The development of systems theory has given us 

a conceptual model with which we study the relationships and 

exchanges that are present in an organization. 

Any organization can be viewed as a system which has been 

created for a specific purpose and which carries out a wide variety 

of functions in order to accomplish that purpose. The whole 

rationale for studying and describing these organizational systems 

is to be better able to help them function more efficiently and 

effectively (i.e., carry out purpose while at the same time 

maximize the human growth and development of the organizational 

members). 

An organizational system may be defined as a group of people 
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who have an inter-dependent relationship with each other, and, as 

a group, have interdependent relationships with other groups or 

systems outside their own. The people in this interdependent 

relationship are together for a common purpose. For example, 

parish council members within a given parish or a pastoral team in 

a health care facility. 

It must be noted at this point that the concept of 

interdependence can be thought of as the degree to which one system 

(person, school board, school district, etc.) is influenced and 

affected by another system (e.g. another person, school board, 

school district, ete.). Notice the operative term is "degree". 

All systems are influenced and affected by other systems to a 

greater or lesser degree. The greater the degree of 

interdependence between and within systems, the greater the mutual 

influence between and within systems. A simple example of the 

principle would be the relationship between the local church and 

the diocese. The local parish depends on the direction offered by 

the diocese and the diocese depends upon the lived experience of 

the members in the local parish to form the direction of the whole 

diocese. 

Interdependence Within Systems 

Having introduced the concepts of systems and interdependence, 

a logical question is "How do we identify a system, i.e., how do we 

know where one system begins and another one ends?" Here we are 

dealing with the boundaries of a system. System boundaries can be 

conceptualized as barriers that exist between a system and its 

41  



environment. To use an example for a biological orientation to 

systems, it can be seen that a person's skin pretty well defines 

where he ( a system) ends and his environment (another system) 

begins. This, of course is a physical boundary and is easily 

identifiable. In social systems, however, systems boundaries are 

often more subtle and yet just as real. These boundaries may be 

thought of as those elements that give the system its identity, 

e.g., certain beliefs, attitudes, values, sets of expected 

behaviors, etc. An example here might be the boundary between a 

faculty and a school board. 

Boundaries are dynamic and have varied permeability. 

Permeability is the receptiveness of the system to its environment. 

For example, the degree to which a parish council interacts with 

the total parish community may be indicative of the degree of 

permeability of the boundary between the parish council and the 

parish. The permeability of a system's boundaries is related to 

the degree of system openness that exists. 

This concept of boundary permeability (degree of openness) is 

very much related to the concept of interdependence introduced 

earlier. In order to maintain a healthy interdependent 

relationship between two (or more) systems, there must be viable 

balance at the system boundaries. By viable balance, we mean that 

the boundaries are substantial enough to allow for system growth 

and development. If the boundaries of a system become too 

permeable, there will be little distinction between the system and 

its environment, and the system loses its integrity. At the same 
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time, if a system's boundaries become so fixed and hardened as to 

prohibit free exchange with its environment, it soon stagnates. 

In any case, in order to develop and maintain healthy 

interdependent relationships, systems must have boundaries which 

allow them their own identity and integrity and yet leave them open 

to mutual influence. 

Having defined an organizational system and some of the 

aspects of the relationship between these systems, let us now focus 

more closely on a system and its makeup. 

Any organizational system can be thought of as having three 

basic processes associated with it: 

l. An input process 

2. A thruput process 

3. An output process 

Put very simple, organizational systems (1) take things in (input); 

(2) do something with them (thruput); and (3) put something out 

(output). 

Input Process 

In a social system like a school, these "things" taken into 

the system are students, new methods, new equipment, money, etc. 

We often think of students as the main "input" into a school, but 

viewing the school as a system forces us to go beyond this to see 

a myriad of resources being brought into the system and subject to 

change. 

The system boundary very much influences the input of a 

system. To exemplify this, think of a very specialized school 
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which takes in only students with certain learning disabilities, 

hires staff who are of a particular background and training, allows 

only services and techniques that agree with one unique ideology, 

and whose source of funding is restricted only to fees and gifts. 

This school systems' input would be quite different from another 

school system with a different set of boundaries. 

Thruput Process 

A systems's thruput process is what the system does to, or how 

it acts upon, the input in order to reorganize it or change it. In 

this thruput process, people are trained, ideas are challenged, new 

information gets generated (which by the way then becomes part of 

the systems's input if it gets used), materials get transformed and 

new "products" are developed. In a school, this thruput process is 

often seen as primarily what the teacher does to the students to 

somehow make them (the students) learn. A broader way of viewing 

this thruput process is to see it as a series of interactions 

between and among the people in a school which in some way leaves 

them all different as a result of having been there. (Here again 

we see the applications of the concept of interdependence between 

elements of a system.) 

Output Process 

A system, having taken in something from the environment 

(input) and having acted on it (thruput) returns a product to the 

environment (output). At this point it can be seen that the term 

"environment" is too broad and it would be more precise to say that 

the product is "outputted" from one system (e.g., an elementary 
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school) and "inputted" into another system (e.g., a secondary 

school). So, in essence, what we are seeing in this cycle is that 

one system's output is another systems's input. The two are very 

much related. 

This pattern of events is one that is cyclical in nature and 

emphasizes the interdependent relationship that a system has with 

its environment. 

There are certain characteristics which are common to all 

social systems: 

1. In order for a system to survive, its outputs or products 

must be useful to other systems, e.g., schools must graduate people 

who are capable of functioning in a more responsible manner. 

2. To further system survival and growth, the structure will 

tend towards acquiring more inputs than is required for its 

outputs. By doing this, a system will improve its survival 

position and acquire a comfortable margin or operation. Thus, a 

school will try to operate with more than a minimum faculty needed 

to get the minimum job done, e.g., remain barely within the 

accreditation standards. In order that this "reserve" be useful to 

a school (more than a hedge against possible future needs and to 

increase the quality of all current resources), the "extra" 

personnel could be involved in a long range planning, innovative 

education, developing school-community programs. In this sense, 

"reserve" and "extra" refer to (in a long-range sense) necessary 

components of a system geared for growth and not only survival. 

3. As systems grow, they become increasingly complex and more 
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specialized. If they become over-specialized, a breakdown in 

interdependence can occur, and the result will be a decrease in 

efficiency. An example of this may be that a student upon entering 

the school is tested by a school psychologist, tutored by a reading 

specialist and counseled by the guidance director. In a system 

that is over-specialized, these three professionals functioning 

independently may be un aware of each other's involvement with the 
  

same student and unnecessary duplication of services may exist. 

4. Not all of a system's outputs are useful in another 

system. Those outputs that are not are called waste and the system 

must give attention to reducing this waste. 

5. Systems are viable only if they are open to feedback from 

the environment and are able to adapt their functioning to 

environmental needs. They must also be selective in their 

reception of inputs. The process of analyzing which feedback is 

accepted, rejected, and translated into workable form is known as 

coding. A school must accept feedback to keep its outputs 

effective; however, it must also have a coding process to sort out 

which feedback is relevant to its functioning. 

6. A system's internal components must function with a high 

degree of interdependence in order for the system to be efficient 

and effective. Aides must collaborate with teachers, specialists, 

the principal and students in order to mutually work toward a 

quality of educational process. 

Up to this point, we have taken a rather global view of social 

systems functioning. We have seen that a system is identifiable by 
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its boundaries and carries on various processes (input, thruput, 

and output) interdependently with other systems to achieve its 

purpose. Let us now take a closer look at the elements of an 

organizational system. 

An organizational system has basically five subsystems 

operating within it. These subsystems are defined and identified 

by events which occur in a system rather than by individual people 

or roles. This should become obvious as we explore the nature of 

each of the five subsystems. 

Authority Subsystem 

The authority subsystem refers to the controlling, 

coordination and direction activities of a system. The authority 

subsystem events establish directionality and set accountability 

for system activities. These authority functions are performed by 

all members in an organizational system, although they are usually 

most focused or visible at the administrative level of an 

organization. In fact, all roles have an authority component, and 

everyone participates in the authority functions. Some of the 

specific functions of this subsystem are: 

l]. System responsibility consistency: To insure that 

responsibilities and the purpose of the system are 

consistent. 

Coordination between responsibilities to insure that the 

responsibilities are defined in such a way that 

functioning is united rather than at cross purposes. 

Communication among subsystems. 
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4. Coordination of subsystems functioning. 

5. Distribution of system resources. 

6. Evaluation of the system's effect and efficiency. 

Maintenance Subsystem 

The maintenance subsystem events deal with maintaining the 

coordination between people and their responsibilities. This is 

often referred to as "person/role fit". In order to gauge the 

degree of fit in a person/role relationship, it is necessary to 

know current requirements of the role responsibilities and the 

current resource level of the person. A wide discrepancy between 

what is required in a role and the ability that a person brings to 

that role makes for a poor "person/role . fit". Maintenance 

subsystem activities help to improve the "person/role fit" by 

providing a variety of activities which increase a person's 

involvement, participation, contribution and commitment to 

role/responsibility required behaviors. In parishes, for example, 

some of the maintenance subsystem activities which improve the 

"person/role fit" include spiritual and apostolic renewal programs 

aimed at nurturing the vitality, motivations an apostolic 

effectiveness of the total parish. The purpose of these activities 

is to help persons reflect on their identity and their 

responsibilities, i.e., to insure "person/role fit". Often, a 

specific person has the responsibility for continuing development 

programs for members. However, everyone participates in the 

maintenance activities, e.g., members' attendance at meetings and 

workshops.  



Boundary Subsystem 

Reference was made earlier to the concept of a system 

boundary. In discussing the boundary of a system, it was pointed 

out that a system boundary has some degree of permeability, i.e., 

is more or less "closes" depending on a multitude of factors. This 

degree of permeability of the system boundaries is critical to an 

organizational system's growth and development inasmuch as systems 

with "closed" boundaries soon lose any sense of integrity or 

lasting identity. 

The radically "open-boundary" systems often are so permeable 

that they attempt to incorporate every new innovation and soon end 

up confused, compromised, and co-opted without ever knowing why. 

So we see that an organizational system needs within it events 

which help to maintain cohesion and integrity (system stability) 

and at the same time, allowing for growth and development (system 

viability). These events identify the boundary system. 

Adaptive Subsystem 

All systems are embedded in a dynamic and shifting 

environment. The events in a system which serve to increase the 

system's ability to adjust and adapt to change comprise the 

Adaptive Subsystem. The adaptive Subsystem is concerned with the 

way the system utilizes inputs in light of "negative feedback" form 

the environment. (Negative feedback is information from the 

environment which indicates the system is "off-course" and needs to 

make certain corrections and adjustments. For example, if a faith- 

life community institutes a followup study of its members which 
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indicates a low rate of successful integration of its faith-life 

with their lived experience, then the community must have a process 

for evaluating its activities and make the appropriate 

adjustments.) The events which are included in gathering relevant 

person-community information, evaluating current activities, and 

initiating change efforts are all Adaptive Subsystem events. 

Productive Subsystem 

Events in a system which are related to the work that gets 

done make up the Productive Subsystem. These events are meant to 

transform the system's input in some fashion so as to make it 

valuable to another system. Most of the productive activities 

within a religious community for example are geared toward 

apostolic effectiveness. The productive activities are monitored 

in a way to insure that a viable ministry is provided. 

These transformation activities vary in their efficiency and 

effectiveness, hence producing a certain amount of waste. All 

Productive Subsystems events produce some waste and attention must 

consistently be given to its reduction. 

These five subsystems: Authority, Maintenance, Boundaries, 

Adaptive and Productive comprise a system. It is important to 

remember that the subsystems are made up of events, not roles or 

persons; and in fact every role has functions that cut across all 

five subsystems. 

A member of an effective parish council shares in decisions 

(authority), engages in development meetings (maintenance), meets 

with others outside the group (boundaries), changes his/her life 
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style to meet the needs of the people being served (adaptive), and 

fulfills his/her ministry (productive). It i= only through the 

working together of all these subsystems and the people within and 

among them, that the common purpose of the parish can be realized. 

 



GROUP EXERCISE : SYSTEMS THEORY 

Recalling that all systems are influenced and affected by 

other systems to a greater or lesser degree depending on their 

level if interdependence, the goal of this exercise was to come to 

an experiential understanding of subsystems. 

Because the exercise required a working knowledge of the 

parishes, the Team was divided into two groups based on parish 

membership. This was probably the only time we divided in this 

way. Using the blank worksheet listing Authority/Management, 

Boundaries, Maintenance, etc. and the brief explanatory notes, 

(Appendix A) each group proceeded to explore those events, groups, 

values, activities, etc., appropriate to the columns. The results 

(Appendix A) were wide ranging and indicated both parishes shared: 

* strong tendency on focusing on people rather than events 

strong tendency to focus on problem solving...versus task at hand 

values bubbling up 

many of the same problems/situations 

regard of facts and story telling 

importance of Liturgy 

common problem of not communicating across the committees 

Of all the exercises, this was probably the most confusing due 

largely to the complexity of systems theory. Nevertheless, 

everyone did come to an understanding of the interrelatedness of 

the five subsystems and the interdependence required for our 

parishes to realize their common goal.  



CLIMATE THEORY 

By way of review, we are discussing three theories that form 

a basis for facilitating parish planning: values theory, systems 

theory, and climate theory. Recognizing core values and the role 

they play in decision making is never done in isolation, but takes 

place within some type of system. In general, our values have been 

transmitted to us through systems such as family, friends, and a 

faith community; and our greatest contribution back to the system 

is an ability to make decisions for the good of the system that are 

free choices consciously based on core values. Understanding our 

third theory, climate, is equally important yet often overlooked. 

Though not intended as such, one of the finest descriptions of 

the interdependence which exists among these three theories comes 

from Fr. Robert Duch: 

"It is our belief that followers are attracted 
spontaneously to any person or institution that espouses 
their preferred values and incorporates them in the life- 
style of the institution. When leaders interiorize and 
actually live out the values they profess, and when they 
provide real opportunities for their followers to do the 
same, an electric climate is created of which people want 
to be a part. An enspiring process has begun: 
individuals begin to acquire a sense of identity, a sense 
of pride, a sense of shared values which bond them 
together, a sense of purpose which gives them hope and 
perseverance, and a sense of vitality which offers 
freshness and continued life" (p. 52). 

Climate, like the air we breath, goes unnoticed until we become 

aware of the role it plays in providing a "sense of vitality which 

offers freshness and continued growth," and then we recognize it 

everywhere.  



When one thinks of climate and growth it is usually in terms 

of that relationship which exists between a prevailing atmosphere 

or environment and food production. But once sensitized to the 

broader meaning of the term, we become aware of physicians, for 

example, who speak of that "climate of hope” which contributes to 

a patient's triumph over cancer; or we sometimes read in modern 

literature of a "climate of faith." Cistercian Father Thomas 

Merton, recognizing the import of our topic, titled one of his 

books The Climate of Monastic Praver. 

An increasing awareness of "climate" enables us to move from 

a 'naive awareness' to a 'critical awareness.' Similar to what 

Paulo Freire calls "conscientization," our initial intellectual 

understanding of climate moves us to incorporate an appreciation 

for its potential energy into our strategic planning 

(Thistlethwaite, p. 36). Fr. Duch, as we saw earlier, described 

the positive value of environment as an "electric climate....of 

which people want to be a part." Edwin Friedman, on the other 

hand, provides a helpful example of how the interaction between 

systems and climate can result in destructive energy when he 

writes: "In meterology it has long been recognized that for a 

tornado to come into existence, the temperature, the barometric 

pressure, and the humidity all must reach certain thresholds in the 

atmosphere at exactly the same time" (p. 15). 

Recognition of the potential for positive or negative energy 

that exists within the climate of a parish and the importance of 

creating an environment conducive to growth was captured quite 
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effectively by Kenneth Van Wyk through a system of extensive 

surveys. Van Wyk writes: 

"Every congregation has an attitudinal climate. This 
'feeling' is a powerful determiner of how adequately the 
ministry of Christ is carried out by lay people. A sense 
of enthusiasm gets people unstuck. A passionate nucleus 
of committed tent-making ministers can energize and 
motivate the whole body. Dullness, on the other hand, 
curtails involvement" (p. 66). 

Presuming that the case has been made for an understanding and 

appreciation of the general role of climate, we will move now to 

more specific points. 

Just as various components, such as temperature, humidity, and 

barometric pressure make up the climate in nature, so components as 

needs, relationships, task activities, and norms interact to create 

an organizational climate. For a close look at these features we 

offer the material presented by Sr. Lorraine Walsh on 

organizational climate. 

 



The ORGANIZATIONAL CLIMATE Paper 

(as presented by Sr. Lorraine Walsh) 

Human groups and organizations are formed and exist to meet 

needs. In this sense, the "success" of any social system can be 

measured in terms of the extent to which this purpose is achieved. 

Large and complex social organizations have at least two easily 

identifiable sets of needs: 

1) Task needs 

2) Person needs 

Task needs are those requirements which are present as a 

function of the work that is to be done by these organizations. A 

hospital, for example, needs to have adequate supplies and 

materials, properly trained personnel, appropriate physical 

facilities, sufficient funds to operate, input from patients and 

physicians, and plans and strategies for implementing health care 

delivery. 

Person needs are those needs which are present within a social 

system simply because human beings are present and active within 

it. Members bring with them needs for belonging, achievement, 

recognition, self-worth, identity and integrity. These person 

needs are of a nature such that they are met (to a greater or 

lesser degree) in the interactions between members with a system. 

Any broad change effort directed toward improving an 

organizations's task must necessarily focus on: 

1. Increasing the efficiency and effectiveness of the 
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organization's task activities (i.e., better meeting 

the task needs). 

Maximizing the possibility for human growth and 

devel opment with the organization (i.e., better 

meeting the person needs). 

In a sense, when speaking of improving the effectiveness of 

one's apostolate, it does not seem to be useful to break these 

concerns into two parts with human growth and development being 

treated as somehow different from the "task" of the apostolate. 

Organizations do have a myriad of "task" activities which are 

necessary in their various apostolates. Some of these task 

activities can be carried out by persons working alone or they may 

be done in collaboration with others. In any case, in any 

organization there exist needs which are met by performing certain 

tasks and needs which are met by developing human relationships. 

In studying any social system there are two primary dimensions 

which are important in determining the success of the organization: 

1. Quality of Relationships 

In a social system such as a Catholic health facility or a 

religious community, a multitude of relationships are established 

and maintained between and among people. The quality of these 

relationships may vary from extremely superficial to very 

meaningful and/or very competitive to very supportive. The quality 

of the relationships established and maintained between and among 

individuals and groups within a social system significantly affects 

the potential for human growth and development within the 

57  



institution and hence is a critical variable in determining the 

effectiveness of the apostolate. 

2. Degree of Directedness of Task Activities 

In a social system there are a myriad of task activities which 

must be planned, implemented and evaluated in order for the system 

to function. The degree of directedness of these task activities 

may vary from aimless and random, for example to being highly goal 

directed and synergistic. The degree to which the task activities 

are directed (i.e., are planned and implemented in light of clear 

organizational goals) significantly affects the efficiency and 

effectiveness of the system. 

To this point, we have indicated that in any organization 

there exist needs which are met by performing certain tasks and 

fostering human relationships. It is important to be aware that a 

wide spectrum of task and person needs may exist within any 

organization even though they may not be recognized as such by the 

organization's structures. The extent to which these task and 

person needs are seen as important depends on a multitude of 

factors which are heavily influenced by the priorities (values) 

inherent in the organization's philosophy and held by the 

organization's members. For example, in an organization whose 

basic philosophy is based strictly on a financial profit 

motivation, the human growth and development of the organization's 

members may be a very low priority and hence person needs will be 

met only to the degree required to keep people producing at a level 
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which insures financial profit for the organization. On the other 

hand, an organization with a different philosophy (set of values) 

may see the development of human potential as its highest priority 

and task needs are irritants and aggravations which must be dealt 

with only to the extent that is required to keep the organization 

at a financial survival level. Of course, an organization and its 

members may espouse values which are consistent with meeting both 

financial profit and human growth needs but, because of 

environmental constraints, ends up over-focusing on one set (task 

or person) over the short run. The point to be made here is that 

environmental constraints notwithstanding, different organizations 

and their members hold different sets of values which very much 

influence the range of task and person needs which get recognized, 

legitimized, and addressed vigorously. 

In viewing any organization in the manner outlined above, it 

iz a difficult task to describe ‘the Ycurrent state" of the 

organization. One way to begin is to try to "take a reading" or do 

a "diagnosis" of the individual and group behavior within the 

organization along the two primary dimensions described above: 

1. Quality of relationships established and maintained in the 

organization, and 

2. Degree of directedness of the task activities carried out 

in the organization. 

In order to describe these two dimensions more fully, we shall 

focus on each one separately in an effort to develop some of the 

characteristics found at each end of the scale. 
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Low Ouality of Relationships (Q of R ~ L) 

The lower end of this scale, Quality of Relationships, 

reflects a condition in which relationships within the organization 

are for the most part impersonal and superficial. Communication 

between people is generally concerned with routine work events and 

is’ neither supportive nor challenging (i.e., confronting). 

Relationships in this condition tend to leave people taking very 

self-protective stances with a low degree of commitment to other 

people. A theme that runs through relationships at this end of the 

continuum is "mind your own business" or "don't get involved." 

Hence, people generally find these relationships to be rather 

meaningless and worthy of little more than cursory maintenance. 

People generally experience these conditions as alienating and 

somewhat dehumanizing in the sense that any worth that they may 

sense themselves having comes solely (if at all) from the work that 

they can do and not from who they may be as persons. Given this, 

it is not uncommon to find relationships marked with secrecy, 

covert competition, and unacknowledged feelings of anger, 

resentment, bitterness, and frustration. Rather than openly 

express these feelings and dissatisfactions, conditions are such 

that people generally become more distant from each other. To do 

otherwise would make them vulnerable to other people and these 

conditions, being vulnerable (open to the influence of others) can 

be a frightening state of affairs. For others, who may not be 
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frightened of being vulnerable, the relationships are such that 

there seems very little reason to bother trying to improve them, 

hence, an attitude of indifference may develop. In any case, the 

quality of relationships described by these conditions are 

impersonal, non-committed, non-supportive, and, in (general, 

indifferent, and can be said to be "low" on our dimension relating 

to relationships within the organization. 

High Quality of Relationships (Q of R - H) 

At the upper end of our scale relating to relationships within 

the organization, we see people who are committed to other's growth 

and development. People are involved with each other. They 

challenge each other; differences in people are valued; there is a 

genuine concern for an individual as an individual person who is 

unique because of his/her differences from other people. These 

differences in style, approach, and even personal values often 

create tension between the people, but rather than try to avoid or 

reduce this tension by simply harmonizing or pretending the 

differences don't exist, the differences are sharpened in a way 

that allows for learning and growth. These conditions allow people 

to gain a greater sense of identity and integrity by being able to 

wrestle through their own differences in values, style, priorities, 

etc. 

This condition in which values get clarified and tested 

requires a high degree of interdependence between people. People 

are open to the influence of others which requires that they make 

themselves vulnerable through the expression of feelings, allow 
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others to scrutinize and give feedback regarding their mistakes, 

mutually clarify what their learning and living needs are, and 

challenge and support each other in an effort to achieve mutual 

goals. At this end of the continuum, the relationships that people 

foster and maintain in the organization are seen by them as having 

critical importance and they invest in each other to sustain and 

further develop the relationships and each other. 

Degree of Directedness of Task Activities 

Organizations exist for a purpose. In any organization a 

central concern is always "how will what we are doing help us 

achieve our purpose (i.e., meet our goals)?" Any organization has 

to plan, implement and evaluate its activities in some more or less 

systematic manner. The degree to which the organization's 

activities are directed, i.e., monitored and controlled, very much 

influences the organization's ability to "succeed." The amount or 

degree of direction varies from organization to organization and 

often differs from time to time within an organization. This scale 

attempts to capture the extent to which direction is present in an 

organization. 

Low Degree of Directedness (D of D - L) 

At the lower end of the scale, task activity tends to be 

random, aimless, disconnected, and disorganized. Quite often, any 

planning that may be done at some location remote from the site of 

implementation and is generally capricious and impulsive. Those 

who are left with implementing a task are seldom aware of how it is 
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in any way connected with other activities around them, hence, the 

work, rather than being goal directed, is simply activity directed, 

., the goal becomes one of the following a procedure or 

performing an activity with very little sense as to what the 

purpose behind the activity is or how it may be evaluated beyond 

simple "was it done?" 

It is not unusual in these conditions to find an inordinate 

amount of duplication of effort that goes unnoticed by those in the 

organization, or to locate sources of totally useless and 

irrelevant activities that were initially ill-planned and never 

evaluated. In addition, there is often an appalling waste of 

resources that is seldom labeled "waste" since no one knows it 

exists to begin with. 

Lines of accountability at this lower end of the continuum 

generally are ill-defined or non-existent with most people or 

departments, etc., pretty much "doing their own thing” with little, 

if any, interdependence or connection between them. Seldom is work 

evaluated in terms of its efficiency or effectiveness inasmuch as 

standards for these are so fuzzy or shifting that adequate 

evaluation is impossible. Generally the approach of any evaluation 

is centered around "Did you perform the activity?" not "Did the 

activity you performed achieve the desired result within the time 

lines?" 

High Degree of Directedness (D of D - H) 

At this end of the scale, the purpose, goals, and activities 

of any task are specified and understood by all participants in the 
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work activities. Planning is given a top priority and it is based 

on an ongoing systematic evaluation that is geared toward providing 

as much information about the results of the task activity as 

possible. Being performance oriented (i.e., goal directed), 

efficiency and effectiveness are of prime concern so that rather 

than focusing on whether or not a task was performed, the question 

becomes one of "Was it doe as well as possible with a minimum 

amount of waste?" 

These conditions generally manifest a high degree of 

accountability and interdependence between elements and people with 

the organization. Duplication of effort is minimized by a strict 

monitoring of activities and an integration of the work flow into 

a synergistic operation. 

Evaluation in these conditions is quite straightforward 

inasmuch as the goals, the roles, the activities required to 

achieve the goals, and the criteria for goal attainment are all 

well defined. In this condition, people are very clear about what 

is to be done, when it is to be done, and why it is being done. 

Having developed a scale for each of these two dimensions with 

each running from "low" to "high" then juxtaposing the dimensions, 

we are left with a matrix (see Fig. 1) from which we can plot the 

intersection of the two scale ratings. 

For example, if we determine that in a particular organization 

there is a high degree of directedness to the task activity 

behavior and that people relate to one another in very superficial 

ways, then we would plot this on our matrix as noted in Figure 1. 
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The coordinates that fall out ‘ofan analysis ‘of ‘an 

organization along these two dimensions are one way to very 

globally describe the organizations's current state, e.g., 

Organization-A may be "H-L," while Organization-B may be "L-H." 

In this case we would know that the Degree of Directedness would be 

very low in B but very high in A and the Quality of Relationships 

would be very high in B and very low in A. An "M-M" plot for 

another Organization-C would indicate a medium level for both 

Relationships and Directedness. 

Having these matrices before us should help us recognize that 

life in these three organizations will be experienced quite 

differently by the members of the particular organization (A, B, or 

C). Organization-A will probably be experienced by most members as 

impersonal with very strict work requirements. An example of this 

might be an automobile assembly line. On the other hand, 

Organization-B will probably be experienced by most members as 

friendly and supportive with rather lax work requirements. An 

example of this might be a church group whose members may run a 

raffle or bingo game now and then for charity but who spend most of 

their time over coffee just enjoying and getting to know one 

another. (How they set up the raffle is mostly irrelevant, just as 

long as people enjoy doing it and can be of help to one another.) 

We see then that each of these two Organizations (A and B) would be 

experienced differently, i.e., would have different "climates." 

The remainder of this paper will be an attempt to further explore 

the concept of organizational climate and the relationship of the 
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two dimensions outlined above (Q of R and Q of D) to the climate 

within an organization. 

Concepts Of Climate 

Just as an individual has moods and feelings, so a group has 

a "climate". The climate of a group can most easily be felt or 

sensed by someone outside of a group. They may experience the 

climate as peaceful, angry, charged, tense, vigorous, fast, etc. 

However, it is difficult for someone immersed in a group to sense 

the group's climate. Rather what he usually tends to sense is his 

emotional reaction to the group climate. If the group climate is 

one of threat and attack, a given individual may sense his reaction 

of fear, or desire to withdraw, of that climate. 

In this sense, then, the group climate is the predominant 

feeling tone of a group (i.e., the quality of our being together) 

and as individuals we sense it through our emotional reaction. In 

order for a group to diagnose or name its own climate, each 

individual has to report and share what his observation of the 

group's behavior has been. If everyone openly and honestly reports 

these observations, then the group can look at the pooled 

observations for patterns of behavior in the group and from this 

composite, make some statement of what the group's climate is. For 

example, in a group of ten people, three people may say they 

observed people arguing; these people may report they observed 

people interrupting each other; four may report that they saw 

people withdraw, i.e., sit back and not participate while others 
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were involved in a tug of war with feelings of resentment, being 

hurt, etc. In looking at this pattern, then, the climate might be 

labeled as one of high threat arising from hurtful or angry 

competition, i.e., the climate is that of "knock-down, drag-out” 

competition. 

Group Aspiration 

At the same time, a group may have or be able to develop 

common aspirations about what it wants its climate to be. Just as 

with individuals, we may have values that provide an ideal for us 

about what we want to be, so too can groups have aspirations (that 

arise out of common, shared values) that create motivation for 

improving their climate. In the example given above, if the 

members of the group are able to share their observations of each 

other's behavior, reflect together and label the group climate, 

they may then find that there is a shared sense of dissatisfaction 

with the climate. Upon reflection, group members may indicate that 

they would like a climate in which each feels safer, more secure, 

and more able to express himself without attacking others or being 

attacked. This group would be said to aspire, at that point, to a 

climate characterized by being supportive of one another. 

Concept of Norms 

In order to change the climate of a group, one must change the 

group norms. Norms are implicit ground rules by which a group 

operates, (i.e., tone it down, excuse it away, show open 

disapproval) or to withdraw from the individual until he has 

"regained control" (i.e., change the subject of discussion, 
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everybody becomes silent, no response is made, group members break 

eye contact with the emotional individual, or people leave the 

room) . 

Norms can rarely be identified directly. Rather they are 

inferred from patterns of behavior among individuals. Jf in a 

group one observed that each time a point of difference or 

disagreement arose between two group members, the remainder of the 

group anxiously rushed in to either change the subject, assure the 

two people that things really meant the same thing, or that the 

difference was only a communication or semantic problem, then one 

would infer from this pattern of behavior that a powerful norm in 

this group was that differences and disagreements should be covered 

up, avoided, or harmonized at all costs. 

In this sense, then, a norm is shared, but unconscious or 

implicit, mutual expectation among the group members about what is 

acceptable behavior in the group. 

Changing Climates by Changing Norms 

We change climates by: 

Identifying the climate 

Developing a common aspiration for a new climate 

Identifying the norms that are operative in the group that are 

generating the less desirable climate. We do this by: 

a) having each individual reporting observed behaviors, 

looking for patterns of behavior 

b) inferring the norm or common expectation that underlies the 
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This makes the norm conscious and as a group we can now reflect 

on it and choose to change it in a chosen direction. In this 

way a group begins to gain control of its climate. 

We must then specify the behaviors that need to be changed in 

order to create new norms or expectations. 

We must then identify the behaviors of each individual in the 

group doing that: 

a. Initiate the norm 

bh. Maintain the norm (i.e., support), e.g., act of omission. 

If someone is being accusatory and judgmental, others are 

silent, then by their silence they support the norm of 

"it's okay to condemn and judge." 

c. Change the norm to something else 

From the analysis in step 6, then, each member knows how he 

needs to behave (do) differently in order to create a new norm 

that will lead to the development of a new climate. 

It is important to realize that climates are not changed simply 

by sharing, developing awareness, and developing common 

aspirations. 

A critical condition for climate change is that each 

individual must change his behavior and the quality of his response 

to other group members and to group events. Unless we change our 

behavior, the group climate cannot improve. 

Types of Climates 

Five types of climates are commonly found within groups. Most 

groups move through these climates at various stages of their 
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development and in response to both internal and external stresses. 

At times, each climate may be experienced in relatively pure form, 

but most often the climate is a mixture of two or more of the five 

types. The effort here will be to identify (1) the five climates, 

(2) the norms that are generally operative in each climate, and (3) 

the patterns of behavior that usually accompany each norm. These 

patterns of behavior will be identified in terms of the five 

subsystems present within a system (c.f., paper on system theory). 

Routine Climate (L-L) 

The "routine" climate (plotted as L-L) is characterized by 

random, aimless, apathetic and impersonal work activities. Peer 

relationships are generally marked by distrust, fear, insecurity, 

competitiveness, hostility and threat. People in authority or 

leadership positions are generally viewed with suspicion, jealousy, 

and fear. The work itself in a routine climate is generally 

approached in a non-committed, apathetic manner and is seen as non- 

challenging, meaningless and worthy of little more than "going 

through the motions." It must be pointed out that not all 

personnel will react to this climate in this manner. For many 

people, this climate will be one that is relatively "safe" and one 

that requires little investment on their part which makes it even 

more appealing to them. Efforts to change this climate will be 

welcomed by many people and yet seen as "rocking the boat" by 

others.  



ROUTINE CLIMATE 

(H) 

  Routine 
  

(M) (H) 

Q of D 

 



MANAGERIAL 

Norms 

Follow 

instructions 
and produce 

KEY NORMS and BEHAVIORS 

ADAPTIVE 

Learning is 
an indivi- 

dual respon- 
sibility 

of 

MAINTENANCE 

Each one can 

take care of 

one's self 

ROUTINE CLIMATE 

BOUNDARY 

We are a 
group be- 
cause we 
have been 
put here 

PRODUCTIVE 

Everyone does 
individually 
assigned 
tasks in the 
specified 
manner 

  

Examples of Behaviors 

Statements 
critical of 
structure 

or demands 
of task 

Little or 
no sharing 
about 
purpose 
of task 

Individual 
learning 
is not 
discussed 

Disagree- 
ments 
settled by 
statistical 
(averaging 
or voting) 
methods 

Statements 
of detach- 
ment or 

boredom 

Use of 
formal 
titles 
(Mr., Mrs., 
Miss, Ms., 
etc.) 

Complaints 
against any 
deviation 
from 
routines 
either in 
task or 
relationship 

Spontaneity 
actively 
discouraged 

Poor perform- 
ance elicits 
criticism 

No sharing of 
group feeling 
about group's 
performance 
on task 

 



Task-Directed Climate (H-L) 

A theme for the Task-Directed climate is often "get the work 

done right the first time." This climate is characterized by 

highly systematic and regulated work activities that are constantly 

evaluated in terms of efficiency and effectiveness. There is 

generally a great deal of control exercised over when and how a 

task is to be accomplished with an emphasis on uniformity and 

consistency. The emphasis in this climate is on acquisition and 

application of highly polished skills required to "reach the goal." 

People in this climate generally feel the job they are doing 

is important and derive most of their satisfaction from doing the 

job well. In this climate, a person's worth is very much related 

to his level of skill and job proficiency, i.e., a person's 

"status" in the organization is very much related to his ability to 

"produce." The emphasis on production in this climate often leads 

to approval and rejection for making mistakes. These feelings 

often lead people to be more secretive and less likely to share 

with one another. 

TASK-DIRECTED CLIMATE 

(H) 

Task-Directed     
L) (M) (H) 

Q of D  



MANAGERIAL 

Norms 

Leadership 
directs the 
effort-- 
others 
follow 

KEY NORMS and BEHAVIORS 

of 

TASK-DIRECTED CLIMATE 

ADAPTIVE 

The important 
thing to learn are relatively 
is how to 
produce a 
better result 

MAINTENANCE 

Relationships 

unimportant-- 
we have a job 
to do 

BOUNDARY 

We are a 
group because 
we have a 
task to 
complete 

PRODUCTIVE 

The most 
important thing 
is to accomplish 
the task 

  

Examples of Behaviors 

One or two 
persons 
provide 
structure for 
organizing 
the task-- 
others 
follow 

Statements 
supporting 
or 
criticizing 
leaders’ 
central role 
as provider 
of direction 

Disagreements 
handled 
through 
arguing 

Statements 
denying 
emotions or 
feelings, 

points of view,(e.g., I'm 
building cases,not angry 
justifying 
(one of us 
must be right, 
and one wrong) 

Statements of 
uncertainty 
or confusion 
were ignored 
or given 
minimal 
attention 

Statements 
about 
inappropri- 
ateness or 
irrelevance 
or express- 
ing emotions 

Statements of 
ideas, opinions 
(not feelings 
or values) 

Interrupting of 
another/each 
other 

One or two 

members do 

most of talking 

Statements 
about 
individual 
group 
member's 
relative 
contributions 
to task 
completion 

Statements 
(humorous or 
serious) 
about 
loyalty to 
group or 
need of it . 

Division of 
labor based 
on task needs 
(what needs 
to be done) 

Statements 
measuring success 
accomplishment by 
the score the 
group achieved 
(final result) 

Statements calling 
attention of 
group to task 
(e.g., remind 
group of time 
lines, off topic, 
etc.  



Supportive Climate (L-H) 

The Supportive climate is one which 1s characterized by 

exchanges of warmth, sympathy, and concern between group members. 

In this climate there is often an overriding concern about "hurting 

a person's feelings" so interpersonal conflict and confrontation 

are usually minimized or avoided in an effort to foster and 

maintain group cohesion. People in this climate generally respond 

to each other as equals with very little formality involved in the 

relationship, 1i.e., differences in skill level, education, 

competencies, etc., are minimized. 

Task requirements and activities are of minimal importance in 

the supportive climate and are often felt as intrusions which 

threaten the group cohesion. The major focus of any evaluational 

activities conducted in this climate is on the satisfaction of the 

members as they perform the tasks. If some dissatisfaction is felt 

on the part of a group member, efforts are generally directed 

toward changing the nature of the task to fit the satisfaction 

needs of the individual rather than focus on what is required by 

the task and placing any demands on the individual to change. 

SUPPORTIVE CLIMATE 

(H) {LH Supportive 

     



MANAGERIAL 

It is 
important 
to stay 
together 

KEY NORMS and BEHAVIORS 

of 

SUPPORTIVE CLIMATE 

ADAPTIVE 

Learning 
should not 
be painful 

MAINTENANCE 

Everybody 
participates 
equally in 
everything 

BOUNDARY 

The most 
important 
thing is to 
like one 
another and 
be friendly 

PRODUCTIVE 

Accomplishing 
the task is mean- 
ingless if mem- 
bers' personal 
needs are not 
satisfied first 

  

Examples of Behaviors 

"We" state- 
ments that go 
unchallenged 
(person 
speaks for 
whole group 
without check- 
ing out agree- 
ment) 

Statements of 
need for or 
presence of 
group 
cohesion/ 
togetherness 

Statements of 
need for or 
presence of 
"liking and 
friendliness" 

Statements 
reflecting 
similarity 
or agreement 
between 
members 

Fewer state- 

ments defining 
differences or 

lack of simil- 

Comments 
about 
individual 
styles, 
learning 
needs, ways 
of doing 
things 

Statements 
about the 
wrongness, 
inappropri- 
ateness or 
challenging 
or making 
demands, 
"hurting" 

Ongoing 
evaluation 
of group 
cohesion or 
togetherness 

Statements 
about in- 
appropriate- 
ness or lack 
of necessity 
to disagree, 
or experience 
conflict 

Statements 
about need 
to enjoy; 
have fun 

Statements 
reflecting 
opposition to 
having to do 
task (humor- 
ous or 
serious) 

Periodic 
polling of 
members’ 
feelings 
about task/ 
organization 
of task 

Chairperson 
initiates, 
directs, keep- 
ing people 
involved in 
finding a 
way to proceed 

Statements of 
a "need" (de- 
sirability) 
that everyone 
like or agree 
with way to 
proceed 

Statements and 
questions to 
each other 

Accomplishment 
measured by 
enjoyment/ 

about emotions,satisfaction/ 
needs 

Inviting to 
share or 
participate 
(talk, take 
part) 

Statements of 
encouragement 
and support 
to each other 

Statements of 
needs to be 
kind 

Statements 
discouraging 
or reflecting 
unimportance 

comfort of 

members 

When group member 
or staff ques- 
tions productivity, 
defensive remarks 
directed at the 
other 

Little or no 
division of 
labor 

Little or no 
discussion of 
the correctness 
or preciseness 
of group result  



Practical Climate (M-M) 

The practical climate is characterized by cooperation and 

sociability, i.e., relationships are maintained at a level which 

allows for people to negotiate with each other, make trade off's 

around who will do what, and, in general, make compromises that 

leave most people feeling fairly good while an adequate job gets 

done. What is important in this climate is to have everyone 

identify what it is that he/she wants to do and then structure the 

work accordingly. This may require that some people may get bent 

a little out of shape (e.g., take on an assignment he/she would 

prefer to do without) but through bargaining and trade off's (e.g., 

being able to devote one-half time to a favorite project even 

though it may not be directly related to the organization's goals) 

an amenable (sic) settlement of some sort is made. In this climate 

conflict "is meen’ as. a “fact ‘of life" that 'is "often the 

responsibility of an individual to resolve unless most of the 

organization members are affected by the conflict. If most people 

are affected by some sort of conflict or stress, then they will 

generally work together to resolve it. If not, then an individual 

(or coalition of individuals) usually must develop some bargain 

that makes a change in others attractive enough for them to change. 

This kind of "federation" often allows for the development of a few 

close relationships among scattered small groups of individuals 

within the organization and people quite often identify much more 

with this® tight peser “group than . they do with the total 

organization. These small pockets of vested interests require that 
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people maintain enough contact with each other to know what each 

other is up to and yet they feel a need to maintain enough distance 

so as to maintain a strong bargaining position whenever and with 

whomever it may be required. Compromise (both Quality of 

Relationships and Task Proficiency) is seen as essential and 

necessary in practical, everyday organization life. While "what" 

we are doing is generally clear, "why" is not and there is little 

expectation that we can be, because the "why" is different for each 

individual and hence remains unshared. 

PRACTICAL CLIMATE 

(H) 

Practical 

M,M 

  
  

 



MANAGERIAL 

Direction 
comes from 
coordinating 
individual 
efforts around 
the task 

KEY NORMS and BEHAVIORS 

of 

PRACTICAL CLIMATE 

ADAPTIVE 

Teach us 

Examples of Behaviors 

Chairperson 
coordinates 
setting of 
direction/ 
task organiza- 
tion democrat- 
ically (e.g., 
votes, 
compromise) 

Chairperson 
asks how 
members want 
to do the 
task 

Questions, 
statements 
about 
chairperson's 
role as a 
role 

Questions, 
statements 
about 
procedures 
rules (how 
proceed) 

Chairperson 
sets out or 
reads purpose 
of task to 
group as a 

Statements of 
concern with 
individual or 
group skill 
development 

Statements of 

unfairness of 
challenging or 
demanding 
(especially 
about values 
and styles) 

Conflict 
defined as 
"personality 
clashes" or 
attributed to 
forces out- 
side of (ex- 
ternal) group 
(e.g., the 
staff, the 
task, etc.) 
Statements 
about use- 

fulness of 

learning 

Advocacy of 
compromise, 
give and take, 
to resolve 
disagreements 

MAINTENANCE BOUNDARY 

Reasonable peo-It is import- 
ple can work 
together 
smoothly 

Statements 

ant to have a 
good image 

Statements of 

(calls) regard-(group 
ing need for 
courtesy, po- 
liteness, 
decency, etc. 

cohesion/ 
togetherness) 
need for 
cooperation 

Statements re- Questions/or 
flecting disa- statements on 
greement pref- credentials, 
aced or followed 
by the speaker's 
statement of 
good intentions 
(e.g., don't be 
hurt, but 
don't want to 
criticize but.. 

Statements 
about fair- 
ness, equit- 
ability 
(need for) 

Use of titles 
(Mrs., Miss, 
Mr.) 

Statements of 
opinions, 
ideas, as 
facts, e.g., 

age of 
group mem- 
bers and/or 

staff 

) 
Questions/ 
statements of 
concern about 
how staff 
and/or others 
perceived the 
group 

Statements/ 
questions 
(humorous or 
serious) 

expertise, 

PRODUCTIVE 

We must balance 
completion of 
task and member 
needs 

Poll group for 
agreement with 
each other 

Statements about 
need to balance 
quality of work 
with demands of 
situation 

Statements 
reflecting 
measuring 
accomplishment 
on basis of 
meeting time 
lines (struc- 
ture demands) 
and member 
comfort 

Statements 
regarding 
"habitual" 
traditional 

about loyalty, ways of doing 
e.g., present- 
ing a common 
front 

research shows... 

things  



Purposive Climate (H-H) 

The purposive climate is characterized by member activity 

which is highly goal directed and open to shared evaluation and 

influence. Organizational members have a strong sense of common 

purpose and have developed and act on a strong commitment to that 

purpose and to each other, i.e., there is a strong commitment to 

integrating the needs of the organization with the needs of the 

organizational members. 

Acting out of this shared sense of purpose, people in this 

climate are able to challenge one another openly, value differences 

among themselves as a strength rather than a threat to cohesion, 

and support and learn from each other without the fear of being 

seen as somehow weak or incompetent. Tension and conflict 

situations are perceived as opportunities to be confronted with 

vigor in order to grow rather than to be avoided. Evaluation of 

both interpersonal and task competence is valued as a way to 

increase the integration of both (in individuals and as an 

organization). 

People generally experience a purposive climate as exciting 

and meaningful, as freeing and yet very demanding. They often 

experience cycles of agreement and disagreement between and among 

organizational members which, rather than being threatening, leave 

people with a sense of potency and respect for themselves and one 

another. 

Not all people will experience a purposive climate as 

exhilarating and growthful. The demands to integrate a focus on 
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task and person needs can be overwhelming to many people 

(especially if they are moving into a purposive climate from a long 

and relatively satisfying experience in either a supportive or 

task-directed climate). The necessity for people to be open about 

their own aspirations relative to the organization's purpose, to be 

open to feedback from others regarding their learning needs, and 

the responsibility which comes with interdependence, is often more 

than some people feel ready or able to do. However, in this 

climate, mutual support of each other and a growing sense of common 

purpose help the personal relationships and task activities to take 

on more meaning and a greater sense of integration. It is in this 

climate that people can begin to take a greater pride in both the 

quality of their relationships with each other and the quality of 

what it is that they produce together. 

PURPOSIVE CLIMATE 

(H) |  Purposive 

  
  

(L) (H)  



KEY NORMS and BEHAVIORS 

of 

PURPOSIVE CLIMATE 

MANAGERIAL ADAPTIVE MAINTENANCE BOUNDARY PRODUCTIVE 

Norms 

Direction flows We have a 
out of our stake in each other to 
shared common 

purpose 

We need each We are a group Task Achievement 
because we are furthers our com- 

other's learn- accomplish our committed to a mon purpose 
ing and growth common task common purpose 

Examples of Behaviors 

1. 

- Statements 

. Polling of 

Asking each 
statements other about 
about pur- their learn- 
pose of task ing and 
by group mutual 
members help assessment 
clarify pur- 

Question/ 

ose 
: Boing of Sharing of 

every mem- what one is 
ber to pro- learning 
pose cor- 
rection 
and organ- 
jzation of 
task 

Clarifying 
regarding (reciprocal 
implications what needs 
and conse- learned) 
quences of 
proposed ways 
of proceeding 
with the task 

Entering into 
behavior con- 

commitment tracts to 
to proposed foster learn- 
way of pro- ing 
ceeding (How 
involved they 
are) feelings 
about 

group for 

- Insistence 

that every- 
one respond 
to being 
asked some- 
thing 

Statements of Questions di- 
support and 
encouragement 

Statements of 
ideas and val- 
ues, emotions 
in the form 
Of "1". e.g., 
I feel, be- 
lieve, etc. 

Building on 
each other's 
ideas/ 
initiatives 

Paraphrasing, 
checking for 
understanding 

Challenging 
to contribute, 
participate, 
e.g., 
insist on 
answers, 
response, 
reporting, 
etc. 

rected to each 

other about 
values, 
beliefs 

Behavior is 
checked for 
fit with 
stated 
intentions 
or values 

Statements 
reflecting 
insistence on 
carrying out 
commitments 

Question 
outsiders in 
terms of com- 
mon purpose, 
values and 
skills 

Sharing and 
probing for 

consequences 
and value 
implications 
of decisions 

Statements of 
implications for 
back home 
significance 

Testing for 
commitment and 
investment in 
outcomes 

(answers) 

Division of 
labor based 
on task require- 
ments and learn- 
ing needs 

Probing for 
differences 
around competen- 
cies and learn- 
ing needs 

Questions/State- 
ments regarding 
group behavior 
and implications 
regarding values  



GROUP EXERCISE : CLIMATE THEORY 

The "climate" of an organization is created through the way we 

respond to: 

1) Person Needs - a sense of belonging, identity, self-worth 

2) Task Needs - what we need to get the job done 

In other words, the group behaviors observed in responding to 

person-task needs create the group's climate. Rather than a single 

experience, our exercise was divided roughly into three parts. 

One part involved the "processing" which took place following 

presentation of the three theories. The "person" needs of some 

indicated feelings of inadequacy regarding their ability to be a 

contributing member of the team. The group's behavior, evidenced 

in comments of support and notations of strengths (or charisms) 

observed in those who felt inadequate, became a living example of 

a "supportive" climate. In discussing the theory, we had created 

the exercise - that of identifying a climate. 

A second part of the exercise involved identifying a "task" 

need that would require our attention as part of meeting "person" 

needs of the parishes. This task need was quickly seen as 

determining how we would communicate our weekend experience in 

response to their legitimate need to know what we had learned and 

how we spent our time. It was during this phase of the exercise 

that we developed the first Long Range Planning Team Newsletter. 

A third part of the exercise came when we imagined the floor 

(cleared of all tables,chairs,etc.) as a giant grid representing 

the Types of Climates and placed ourself in one of the areas: 
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center (practical), or one of the corners - routine, supportive, 

purposive, or task directed. This proved to be a "fun" exercise 

when most congregated in the purposive corner with only a few 

seeing themselves elsewhere. The behavior of the largest group 

then set the "feeling tone" of the situation by insisting that 

those in other "climates" were not seeing themselves as others saw 

them and insisted they join the majority. The resultant effect, 

then, was a purposive climate which recognized degrees of diversity 

but overall unity. It was a good "team building" exercise. 

 



TRAINING SESSION NO. 1 

THEOLOGICAL REFLECTIONS 

Martha Graham, one of the great dancers of all time, was once 

asked what one of her dances meant. Quite properly she replied, 

"Darlings, if I could tell you lI would not have danced it!" 

In some respects, the corporate (or group) theological 

reflection which took place throughout the training was more a 

"dance" than an "activity." Generally it took the form of someone 

asking a question or making a statement that challenged the others 

to consider what was being discussed or decided in light of the 

Gospel or traditional values. I think there might have been some 

value in introducing the team members to a simple method of 

theological reflection such as the Tripolar Model. Though there 

were not that many times when it could have been used formally, its 

value is such that time spent covering it, even at the expense of 

something else, would have been time well spent. It is my belief 

that every Christian would benefit from knowing a simple, 

structured method for reflecting on one's choices in life. For the 

benefit of anyone unfamiliar with the Tripolar Method of 

theological reflection, I will offer a brief introduction. 

Personal Experience 

  Scripture and Tradition Cultural Information  



A pastoral problem requiring some subsequent type of decision 

presents itself. The minister considers the problem from three 

angles: (1) what has been my (or our) personal experience with this 

issue? This is the starting point and demands we acknowledge our 

own beliefs, attitudes, etc. before moving to (2) what do the 

Hebrew and Christian scriptures say about this issue? ... and 

finally, (3) what insight might we gain from cultural sources, 

e.g., philosophy, politics, social sciences, that might assist a 

conclusion. 

By first "listening" to the three poles, then engaging the 

sources for clarification, and finally moving from insight to 

action, the minister can bring forth an informed conclusion or 

decision. In view of this very limited introduction, 1 would 

strongly encourage anyone interested in learning more of this 

method to read Method in Ministry : Theological Reflection and 

Christian Ministry by James and Evelyn Whitehead. There the 

process is completely outlined and presented in very readable 

language. 

In this, and subsequent Theological Reflections, I will simply 

consider the topics at hand in light of the Tripolar Model as a way 

to illuminate and enrich my growth as a pastoral minister (Hug, p. 

83). I will also use this forum to comment on the Presence/Prayer 

section of each session since it easily falls within the scope of 

theological reflection. 

The first training session had barely begun when 1 was 

compelled to reconsider my understanding of prayer. The agenda 
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indicated we would begin with "presence" followed by "prayer." I 

presumed we would read the prayer/poem handout, Seedlife (Appendix 

AY, i 4n" ‘a prayerful way and then :reflects on it as part of 

"presence." Putting presence before prayer was probably just a 

misprint! To my surprise, Sr. Lorraine began by inviting us to get 

in touch with our degree of presence to the time and place. What 

was going on inside of us? How were we "feeling?" Were we tired? 

Curious? Bored? Optimistic? Pessimistic? In response, I thought, 

"I'm curious! Why are we doing this before praying? Shouldn't we 

be praying first and then exploring our feelings? After all, St. 

Benedict said everything should begin with prayer! (R.B., Prol. 4) 

I'm still amazed at my lack of comprehension at the time, and 

how easy it is to fall into a literal interpretation of another's 

writing. Yes, St. Benedict did urge that any good work begin with 

prayer, but not to the exclusion of proper disposition. Though I 

knew the value of silence as a proper introduction to prayer, the 

idea of talking about feelings, attitudes, physical and mental 

state, etc., as a meaningful preparation for prayer had never 

dawned on me! Maybe that is because I'm not in the habit of 

praying with a group in that type of situation, but once the 

importance of being in touch with my 'self' as part of being 

properly disposed to prayer "sank in," it was definitely and "Aha!" 

experience. 

Seedlife was a most appropriate selection for the opening 

session. I related more to the seed than sower, field, reaper, or 

wheat. But not as a seed freshly sown. Rather, more like one 
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gradually opening to God over the past couple of years under the 

nurturing hand of dedicated professors and nourishing texts. 

Unlike the seed, however, which becomes wheat in perfect harmony 

with God's timetable, I too often become impatient with the 

process, wishing myself already at the point "of readiness that can 

nourish others in the endless recipes of our Baker God." 

Of the three formal topics, my thoughts kept coming back 

"Values." Unsettling, probing, persistent thoughts challenging 

to reconsider what I truly valued - and what stood in the way of 

ability to defend that value. 

Richard Gula, in To Walk Together Again, calls attention to 

the relationship between character and values. I have always 

considered myself a person of character and was taught the 

importance of character in living a moral life. Why, then, do I 

sense a gap between my character and my ability to name and claim 

certain values? Simply put, my character was built on the values 

of others. Not that that is bad, it's just not consistent with a 

mature spirituality. In Gula's words, "Character is what results 

from the values we make our own" (p. 158). Character, like all of 

life, is a process - not an event. My character will grow in 

proportion to my willingness to reflect on and internalize 

"espoused" values. A scene from Robert Bolt's play, A Man For All 

Seasons, will serve as a fitting closure to this reflection. The 

Duke of Norfolk has challenged Sir Thomas More to reconsider his 

position regarding the King's recent split with the Pope. 

Defending his loyalty to the Pope, More says (hotly): 
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"The Apostolic Succession of the Pope is - (Stops;interested)... 

Why, it's a theory, yes; you can't see it; can't touch it; it's a 

theory. (To Norfolk, very rapidly but calmly) But what matters to 

me is not whether it's true or not but that I believe it to be 

true, or rather, not that I believe it, but that I believe it ..." 
{p. 91). 

 



TRAINING SESSION NO. 1 

LESSONS LEARNED 

This and subsequent training sessions were evaluated in two 

ways: written and oral. The written evaluation form, Evaluation Of 
  

Team Leadership Development (Appendix A), served as the basic form 

for all sessions, requiring only date and topic changes (items 

4,5,6Y). The oral evaluation, similarly standard in approach, 

simply involved discussion around three questions: (1) what was the 

goal of the session? and (2) was the goal achieved? For the sake 

of clarity and order, I will present "learnings" under three broad 

categories: location, content, and general observations. 

Location 

One of the first "learnings" involved the physical setting. 

The St. Joseph Conference Center was a lovely retreat house, and 

was chosen in keeping with the idea that a meeting site out of the 

ordinary (not the church hall, rectory, etc.) is conducive to team 

development and planning. Its distance from Indianapolis (1 hour), 

however, presented a problem for some who worked later, so it was 

agreed that future meetings would be in Indianapolis at the Beech 

Grove Benedictine Center. 

Content 

Group processing of the information presented revealed: 

the importance of "clear and concise" language 

the importance of "unity in essentials, diversity in non- 

essentials, and charity in all" 

the importance of healthy communication 
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- the need for maintaining flexibility 

Content Problems 

Interpreting a questionnaire to determine team "effectiveness" 

included a rather complicated mathematical formula neither of which 

I have chosen to include. It was far too confusing to be reported 

and such intricate assessment tools are probably better off left in 

the "toolbox." Keep it simple! Sweetser and Wisniewski's chapter 

on team building described a session where the MBTI is used to help 

team members appreciate one another's gifts. This, in my opinion, 

would have been a better use of the time. 

General Observations 

Merton said, "One does not learn to pray by reading books on 

prayer, one learns to pray by praying!" Similarly, people do not 

learn to become a team by reading books or listening to lectures, 

people become a team by working and playing together - a point made 

extremely well by Robert Kraft in his article, "Bike Riding and the 

Art of Learning." The point to be made here is that social time is 

not something done after the "team development." It is team 

devel opment. 

The pace of the program was good, not too crowded, and this 

was appreciated by everyone, pointing out the need to give people 

"breathing room" to assimilate information. 

The presence of the pastor and archdiocesan representative as 

participants was taken as a sign of support and enhanced the team's 

self-esteem in terms of doing something that was really important.  



ST. CATHERINE - ST. JAMES 

LONG RANGE PLANNING TEAM 

LEADERSHIP DEVELOPMENT TRAINING SESSION NO. 2 

August 21-22, 1992 Benedictine Center, Beech Grove, IN 

PURPOSES 

To review Value, Systems, Climate theories. 

To continue learning and growing as a team. 

To learn and begin integrating Consensus, Communication, and 
Conflict Management skills. 

AGENDA 

Friday.? p.m. Presence/Prayer 

"Overview : Consensus, Communication, Conflict" 

"Consensus" 

Group Exercise : Consensus and Values 

Social Time 

Saturday 8 a.m. Breakfast 

Presence/Prayer 

"Communication" 

Group Exercise 

Process Group Exercise 

Lunch 

"Conflict Management" 

Group Exercise 

Process Group Exercise 

Reflection Time 

Lessons Learned (oral evaluation) 

Closing Evaluation (written evaluation)  



LONG RANGE PLANNING TEAM 

TRAINING SESSION NO. 2 

Overview : Consensus, Communication, Conflict 

The last half of the Twentieth Century has witnessed an 

avalanche of scientific information that has affected every facet 

of human life. Such dramatic technological advances have created 

obvious tensions between the old and the new, and people frequently 

feel "out of control of their lives as sociologists, psychologists, 

mass media programmers, and assorted experts take over" (Bausch, p. 

Bl). Aware of the many problems surfacing in the wake of 

technology's progress, the Council Fathers at Vatican II sought to 

point out the beneficial side when they wrote: 

"The human mind is, in a certain sense, broadening its 
mastery over time - over the past through the insights of 
history, over the future by foresight and planning. 
Advances in biology, psychology and the social sciences 
not only lead man to greater self-awareness, but provide 
him with the technical means of molding the lives of 
whole peoples as well" (Gaudium et spes, Art. 5). 

We have been using those "technical means" in applying the 

contemporary knowledge gained concerning value, system and climate 

theories to the task of facilitating change within our parishes. 

We will continue along that line of "molding the lives of whole 

peoples" now as we explore three more topics social science has 

made available for our use in assisting our parishes to achieve 

greater "whole-ness" as the Body of: “Christ: consensus, 

communication, and conflict.  



CONSENSUS 

Pre-Vatican II pyramid structures of power and decision 

making are gradually giving way to the collaborative ministry of 

Christian's answering their baptismal call. As William Rademacher 

notes, "Shared ministry begins, not with a downward distribution of 

the pie of authority by ordained ministers, but with the 

recognition and celebration of the gifts of the baptized who share 

"all things in common,' including the ministry” {(p. 170). Posi- 

Vatican II attention to the concept of shared ministry found in the 

New Testament Greek word, diakonia (ministry), has brought with it 

an equal interest in the concept of koinonia (community), where the 

more correct translation of "fellowship" would imply the activity 

of shared decision making. 

We are not that far removed from a time when pastors made all 

of the decisions pertaining to their parish. Over the past couple 

of decades, we have watched parish councils assume increasing 

responsibility for many of the decisions formerly made by pastors, 

and the usual method for this new-found responsibility has been a 

vote where majority rules. While this "tried and true" method 

remains effective for issues that are not divisive or could cause 

hard feelings, a decision making process known as consensus has 

become an equally effective method when opinion is strongly 

divided. 

In their book, Leadership In A Successful Parish, Sweetser and 

Holden provide an excellent example of how consensus works. 

After requesting the staff to investigate the Parish 
Evaluation Project (PEP), the council now has before it a report 
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from the staff about the possibility of working with PEP the coming 
year. The staff representative on the council makes a report on 
PEP and recommends to the council that it contract with PEP for a 
two-year period. The council discusses the project's programs, the 
costs involved, and the advantages and disadvantages. The person 
running the meeting then asks for a straw vote to ascertain group 
opinion. If all the council members are in favor, then the matter 
is settled. But if one or more persons votes against it, then the 
consensus model of decision making takes over. 

First, the council decides whether to continue with the 
discussion at this meeting, setting aside other agenda items, or to 
put the decision on hold for a later meeting. The council must be 
realistic about the amount of time required to reach a consensus. 
In this case the council decides to postpone other agenda items and 
settle the PEP question. Everyone is then asked to pause for a few 
moments of quiet prayer, asking God's help in discovering what the 
Spirit is calling the parish to do. The prayer time also helps 
members let go of vested interests. 

After the prayer each person is asked to state briefly what 
his or her opinion is on the matter. As each person speaks, the 
others listen in silence, trying to discover areas of agreement and 
disagreement. Sometimes it is helpful to select one person in the 
group, not necessarily the chairperson, to be the discerner. This 
person listens to the statements of each individual and reports 
back to the group where the disagreement lies. Concentrating on 
the areas of disagreement, the group looks for alternatives and 
options so that everyone can eventually accept the result and feel 
good about the outcome. 

A possible option for this decision might be to try out the 
PEP process for its first phase: surveying parishioners' opinions. 
This phase lasts six months. After that time the council can 
decide whether or not to continue with the second phase of PEP. 
Because the primary reason for opposition is cost and the first 
phase is only one-third of the total cost, everyone is able to 
accept this proposal. The decision is made as a consensus" 
{p. 138). 

Recalling from the Values discussion that one of the five 

characteristics of an effective community was an ability to reach 

at least some agreement about values, one might notice some overlap 

here with consensus. In both cases, "the group's future will 

depend in part on the members ability to accept and harmonize these 

differences in ways that contribute to rather than detract from 

their life together" (Whitehead, p. 52). Being more concerned with 

the development of a "cohesive infrastructure," consensus tends to 
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value peace over progress and quality of relationships over ideas. 

In this regard, it could be expected to have strong appeal within 

a supportive climate. As Friedman observes, since the basic 

emphasis in a consensus approach is on 'the will of the group," 

participants are generally prepared to wait longer for "results" 

{p, 227). 

The following paper, Deciding Together : Consensus is a 

reproduction of the article presented by Sr. L. Walsh as the 

"working text" for this second session of the LRPT. Endnotes have 

been omitted due to their absence in the article copies we 

received. 

 



The Consensus Paper 

(as presented by L. Walsh, c.s.j.) 

DECIDING TOGETHER: CONSENSUS 

by 
Michael L. Lewis 

University of Oklahoma 

The mode of church government is unconstrained; but peace 
and accord, kindness and good will are indispensable. 
When strife enters into any religious society, the 
possibility and the hope of doing any good work are gone. 

The decision style of an organization is a reflection of 
purpose, group values, the situation to be decided upon; and in 
religious organizations, the method of decision making is directly 
related to intra-organizational harmony. The practice of many 
religious organizations, in small committees to large legislative 
assemblies, is to use a simple majority decision rule. However, 
organizational research reports majority rule and the communication 
activity surrounding it emphasize efficient task accomplishment to 
which total group harmony is incidental and clearly subordinate. 
Decision by consensus is an alternative religious organizations are 
discovering to be appropriate when both accomplishment of tasks and 
an united group commitment are crucial. Therefore, it is 
profitable to review the utility of consensus, how one religious 
organization is using consensus and the special communication 
orientation consensus requires. 

THE UTILITY OF CONSENSUS 

Consensus is a long-standing method of decision in non-Western 
cultures. In its purest form, no votes. are taken but all 
individual views are considered until a solution can be found which 
incorporates the consensus of all members. Consensus is more than 
agreement. It is a commitment to personally carry out decisions. 
Such commitment is possible only when individual members value 
group standards above personal preference. 

Research suggests consensus decisions are usually more 
intelligent, more accurate and more oriented toward the good of the 
group than majority decisions. Decision by consensus, predominant 
for a thousand years in Japan, continues to be used when time 
allows for major policy changes in Japanese organizations. 
Japanese sociologists attribute the success of consensus to the 
emphasis on personal relationships and a strong agreement on group 
standards among organization members. 

The Society of Friends (Quakers) have a three-hundred-year 
tradition in consensus decisions. The Quakers search for "the 
sense of the meeting." The process involves the search for 
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proposals which encompass the concerns of the individual as well as 
the needs of the group as a whole. Paul Hare, who observed Quaker 
meetings for several months, reports that the consensus method 
works well for people who have a feeling of affection for each 

other. 
There are many other research examples of how consensus works 

from laboratory, field and historical settings. However, two 
principles remain consistent in any setting about the necessary 
conditions of consensus decisions. Providing time constraints 
permit, consensus is an appropriate decision tool if: 1) a holistic 
group commitment is necessary to the success of a decision; and, 2) 
a group shares or is guided by a specific set of values. What 
follows is a brief summary of one religious group's experience with 
consensus decision and the new communication orientation it 
demanded. 

CONSENSUS IN ACTION: A CASE 

In the fall of 1978 the church leaders (15 elders) from three 
medium-size congregations of the Church of Christ in one community 
entered merger discussions. The question of merger held the 
potential to bring the congregations together and/or drive them 
further apart. Although each congregation involved in the 
discussions conducted most business by majority decisions, it was 
the unanimous desire of the church leaders that the merger question 
be decided by consensus. The process of consensus and 
communication in the merger discussions lasted for five months. In 
brief, major conclusions about the consensus process are: 

1, The search for consensus appears to develop in four phases. 
They are: orientation, a period of clarification, asking questions 
and setting of boundaries for the discussion; solution seeking, a 
period of subtle expression of feelings about proposals or 
potential solutions, emergence, a period when options are narrowed 
with the reworking of one proposal the focus of the group; 
commitment, a period of reinforcement about the final solution 
which encompasses the acceptance of all individuals while 
fulfilling the needs of the group. 

oY When consensus discussions threaten to break down, the group 
tends to reaffirm its shared values as the basis for not giving up. 

3. Time constraints force individuals to decide, while consensus 

discussions require individual adaptability as long as necessary. 

4. When consensus is the group's goal, open conflict of a 
personal nature tends to be avoided. 

In our case consensus was reached nineteen weeks after the 
merger discussions began. Two of the three congregations decided 
to merge leaving a congregation in two of the heaviest populated 
sections. It is important to note that if a vote had been taken 
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the likely tally would have been 12 to 3 in favor of all three 
congregations merging, a clear majority. However, without complete 
commitment from all church leaders involved a merger decision 
likely would have been counter-productive. Through consensus a 
solution was found that was valuable to the organization and to all 

people involved. 

THE COMMUNICATION OF CONSENSUS 

A common way of viewing a group is to emphasize the properties 
of each individual member. Thus, a group possesses no properties 
of its own but is defined by such things as its individual members, 
their beliefs, opinions, expectations, motives, and roles. The 
communication of consensus demands an altered view of the group. 
This view suggests the group exists because of the interdependence 
of its members and the reciprocal influence members exert on each 
other through communication. Thus, the group is not the members 
but the interdependent relationships among members; and the focus 
of communication is on the relational variables. 

If one were to instruct a group in the kind of communication 
behavior that facilitates consensus, beyond the normal discussion 
rules of etiquette, what could be said? After observing the 
process of consensus, it appears the conceptual foundation best 
describing the communication of consensus grows from the 
sociometric principles of Bales, Newcombe's overview of 
communication, Collins-Guetzkow's discussion of communication 
variables and Lashbrooks' research in small group interaction. 
Consensus will be more likely to occur in groups that display the 
following group communication behaviors: 

1. Share leadership. Consensus is facilitated in groups where 
one person is not the sole authority and controller of the groups’ 
communication. Shared leadership allows for leadership roles to be 
exchanged between group members dependent or subject expertise or 
personal intensity about a proposal. Leaders may be identified as 
the member(s) with whom a majority of group members interact during 
a given discussion period. 

o% Balance participation. One of the characteristics of 
effective consensus group discussion is that members begin 
methodically with fewer interactions, increasing in the middle, 
then decreasing in the amount of interaction in the final stages. 
During a thirty-minute discussion, the first ten minutes and the 
last ten minutes will involve fewer interactions between members 
than the middle ten. This principle is significant as a trouble 
gauge during discussion. For example, if interactions between 
members on a subject are steadily increasing it would be harmful to 
dismiss the meeting. Likewise, if the amount of interaction 
quickly declines from the early stage of the discussion the result 
may be characteristic of group alienation and group failure. 

3. Avoid irrelevant communication. If consensus groups are to 
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succeed, all available lines of relevant interaction between group 
members must occur frequently. Here "relevant" is used to indicate 
relationship to the preceding message. 1f 1 say, "isn't the 
weather lovely," and your reply is, "I was hoping for rain," the 
interaction is relevant. If vou respond,” "I'm tired," your 
response is irrelevant. All group members must be involved in 
relevant interaction if consensus is to be reached. 

4, Avoid isolation. Isolation occurs when an individual's 
relevant interaction consistently decreases. Isolation marks the 
withdrawal of a member from the group either by choice of the 
individual or by choice of the group. Isolation is detrimental to 
reaching consensus. 

5. Avoid cliques. Cliques may be said to form when the number of 
interactions between two members exceeds the total number of 
interactions of the remaining groups. Cliques are detrimental to 
reaching consensus. : 

6. Avoid dominance. An individual becomes dominant when his/her 
interactions total more than any two other group members during the 
dis 

c 
iscussion. Dominant communication activities prohibit 
ommunication line usage and shared leadership. 

IMPLICATION 

Decision by consensus allows religious organizations to make 
decisions while protecting one of their most important 
characteristics, unity. Consensus should not be the decision rule 
for subjects of nominal importance or in situations when time 
pressures are high. However, there are times in every religious 
organization when the speed of decision is less important than the 
commitment to a decision. 

The merger discussions demonstrated that a group's skill at 
communication which facilitates consensus increases with use once 
members of a group become aware of how consensus works, increase 
their skills in communication aimed at consensus, and learn to 
shift their focus from an individual to a group level. The 
arguments for the usefulness of consensus in religious 
organizations are substantial and worthy of further practical 
examination. 

 



GROUP EXERCISE : CONSENSUS 

As noted earlier, the "consensus" exercise involved using the 

"Values Theory Test Questions." The team divided into two groups 

and compared answers within the group. Where everyone agreed, 

there existed only minimal discussion surrounding the answer. 

Where we were not in agreement, the task was to see if we could 

come to a consensus on the answer. 

This well may have been the most meaningful of the exercises 

since it involved easily understood concepts and was a practical 

way to identify values and perceptual differences. Of note was one 

answer where we could not arrive at a consensus, 1.e. everyone 

could "live" with the answer though some disagreement remained, 

because one team member insisted his interpretation of a statement 

was correct. Only the next day, following careful research (and a 

lot of kidding!), were we able to arrive at a consensus. It was 

all conducted in a spirit of fun and proved to be a most beneficial 

exercise. 

 



COMMUNICATION 

It would be hard to find a subject that lies closer to the 

heart of what it means to be human than communication. At the 

threshold of time, even before human existence, God spoke a word 

and light obeyed. Word and deed have always been viewed as a 

singular expression of God's self-communication and reach an apex 

in the incarnational event of the Word becoming Flesh. 

The ability to communicate, like the ability to create, is a 

fundamental way in which human beings are made in the image and 

likeness of God. Thus, a sobering thought presents itself. To 

fail to develop the gift of communication, as bestowed upon humans, 

is to ignore God's desire for us at a fundamental level! 

The gift of communication is generally understood to consist 

of four parts: reading, writing, speaking, and listening, with the 

first three having received the lion's share of our educational 

attention. It will be our immediate task, then, to spend some time 

developing our listening skills as a way of recognizing our 

responsibility toward self-fulfillment while at the same time 

improving the balance which should exist within the gift of 

communication. This task will serve us well when we get to that 

point in the facilitation process where we will need to practice 

both simple and corporate listening skills. 

Fran Ferder, in her book Words Made Flesh, has listed eight 

characteristics as essential to effective communication. They 

include the ability to: (1) recognize and express feelings (2) 

reflect accurately on one's behavior (3) listen and be attentive 
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(4) care genuinely for others (5) self-disclose appropriately (6) 

be at home with oneself (7) verbalize thoughts and feelings 

clearly, and (8) manage conflict effectively (p. 25). Since 

listening is that part of communication which interests us here, we 

will weave these eight characteristics (except for conflict 

management which will be dealt with separately) into a discussion 

divided under four headings considered key to effective listening: 

reflection, attending, empathy, and responding. 

REFLECTION 

Reflection, as the ability to "get behind" our own thoughts or 

words, or those of others, and explore their significance, is basic 

to the art of listening. And make no mistake about it, listening 

is an art that, like any art, requires practice and patience. 

Listening takes work! Developing the ability to be reflective 

(and subsequently to become a reflective listener) requires, first 

of all, the ability to be quiet with oneself. No mean feat in our 

noisy, bustling society. This means being willing to dedicate a 

small portion of each day to being alone with God in a quiet place. 

Once our exterior space is uncluttered and quiet, we need to create 

an uncluttered and quiet interior. Over the centuries, men and 

women longing for holiness and wholeness (if the two can be 

separated) learned and refined the art of interior peace and have 

shared it with us in a variety of ways. In their search for an 

intimacy with God capable of reclaiming a portion of the perfect 

harmony which once existed between the human and Divine will, 

pioneers of the desert discovered that some of the following can 
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in the "quieting-down" process: 

- sitting in a comfortable position with the back straight 

consciously stopping all thoughts 

slowing down the breathing and breathing more deeply 

tensing, then releasing the muscles to relax the body 

becoming aware of any parts of the body that seem tight and 

then slowly loosening them 

Through relaxing and offering our attempt at inner stillness as a 

gift to God, we are in a position to channel our attention in a 

number of directions. In the monastic life it is a preparation for 

prayer, for others it can flow into meditating on nature, world 

events, the feelings and needs of ourselves or others, or any of a 

host of things. 

Beginners in this art would do well to make and keep two 

rules. (1) Be absolutely and uncompromisingly dedicated to 

spending at least fifteen minutes of each day in a quiet place, 

alone with God. {2) Recognize interior clamor, distractions, 

discouragement, and the ever-present temptation to quit and "try 

something else" as a predictable response to your effort from the 

Evil One who hates any gift to God. Once committed, under no 

circumstances should you quit! 

Ferder gives a very nice description of how reflection can 

accompany a quite walk: 

We might stroll through crackling leaves in 
the winter and glance up toward the empty tree 
which shed them. We might gaze at its 
branches for a moment and then continue 
walking. We might hear the sound of dried 
leaves under our feet. We have noticed the 
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exterior of winter, but we have not yet 
reflected. We have not reflected until the 
sounds and sights of the season move us to 
search for meaning in dried leaves and barren 
branches. When we let the tree speak to us 
about our loneliness and remind us of the 
barren places in our lives, we have begun to 
reflect. When we look back at the tree, 
standing tall with its gnarled limbs exposed 
and its summer beauty gone, and see there the 
cycle of all life, our reflection has achieved 
depth. When we linger long enough to remember 
the spring, we have begun to listen (pp. 
42,43), 

Getting behind our words and experiences is what reflection is 

all about. As we grow in our ability to be reflective, several 

things happen. We gain greater balance between self-centeredness 

and other-centeredness. We become more "sensitive," i.e., our 

sense of sight, hearing, touch, etc. can pick up gestures of 

anxiety or sounds of fear that we might not otherwise have noticed. 

Once we become aware of reflection as the context in which 

listening occurs, we can move into the stages of listening. 

ATTENDING 

Attending 1s considered the first stage of listening and 

simply means to pay close attention. A very interesting 

correlation exists between our role as facilitators in the 

consolidation process and attending. If we were to translate the 

word attending into Greek, we would need to use a form of the Greek 

word diakonos which means ministry. When we engage in simple and 

corporate listening, we will be "ministering" in a very real sense. 

On a practical level, attending means being aware, during a 

conversation, of what is going on inside of me and what is going on 

inside of the other person. In the process of listening to 
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another, that person's feelings of anger or resentment or fear can 

get "projected" onto me unless I am aware of my own feelings and 

have well established boundaries which, for example, could prevent 

me from responding to anger with anger. Being an attentive 

listener also requires an ability to "read between the lines" of 

what another is saying. This means being aware of feelings like 

anger or sadness that lie behind the veil of a smile or silence. 

"There is an ability that dolphins and porpoises have that bears a 

striking resemblance to this kind of interpersonal sensitivity. It 

is called 'echolocation.' These animals have acutely developed 

acoustical sensing. It enables them to immediately tell the 

physical health as well as the psychic state of one another 

simple by being in the same general vicinity" (Ferder, p. 45). 

God has given us the same basic ability if only we are willing 

develop it as part of our common gift of communication. 

EMPATHY 

Empathy is that quality of listening that enables us to 

understand, from the other person's perspective, what he or she is 

trying. to tellius, It demands a non-judgmental attitude and 

recalls that piece of folk wisdom which invites a person to "walk 

in the moccasins of another." Fran Ferder refers to this dimension 

of listening as "iollowing.” Personally, I prefer the term 

empathetic since the word empathy basically means "to be with." 

Being an empathetic listener means that I am able to be with a 

person in such a way that I honor his or her thoughts, words, and 

feelings as coming from a child of God - a divine creation of 

100  



inestimable worth. My role as an empathetic listener is to be 

attentive to another as a part of his or her being is laid bare 

before me, recognizing the sacredness of the thoughts, words, and 

gestures, and communicating that I understand the situation from 

his or her perspective. That is empathetic listening (Egan, p. 

£7). 

The best way to communicate that we have understood what is 

being said is to encourage additional sharing which in turn enables 

us to better understand. On of the ways this can be done is by 

using words and gestures that "invite" rather than "question" or 

"Judge." Simple words like, "Really!" "Sure!" "Me Too!" "Oh!", or 

gestures like nodding, smiling, or mirroring another's countenance 

make it easier for another to talk. Basically, the idea is to 

convey to others that what they are saying is important and 

respected - even when we may not agree with the content! 

RESPONDING 

This may be the most crucial aspect of listening since it will 

communicate to others whether we have really heard what they wanted 

to communicate, or have we twisted it into something else, or worse 

yet, have not heard it at all. For example, if someone, in telling 

me of a recent death, is communicating their feelings of loss and 

sadness, and I respond by saying something like, "I know just how 

"” 
you feel!, I have failed to allow my heart to hear his or her 

heart, so authentic communication has failed to happen. 

Part of the reason that inappropriate response is so common 

lies in the fact that, as a society, we have had little training in 
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the identification and expression of feelings - especially among 

men. For this reason, it might be helpful to at least identify 

some of the feelings we may encounter in our consolidation process. 

"Psychologist Robert Plutchik has identified eight primary 

emotions, to which are linked all other feelings and emotions. 

They are: joy, acceptance, fear, surprise, sadness, disgust, anger, 

and anticipation" (Ferder, p. 58-59). Figure 2 (Appendix B) 

provides a helpful chart that will enable us to name some of our 

feelings and, lest we question the usefulness of that, I would 

invite you to consider the discomfort some of us feel when asked to 

share how we are feeling as an opening task of these sessions. We 

are not generally conversant with our own feelings much less those 

of another, so it is to our advantage to sharpen that aspect of 

listening. 

As Ferder states, there are a number of things that we can do 

to enhance our ability to share and respond appropriately and the 

following list will serve as the closing note to this discussion of 

communication. We can consider our response to be appropriate and 

reflect our understanding if we: 

"- make sure that the response flows from reflection 

- avoid quick comebacks and snap comments (the old "count to ten" 

rule is a good one to follow) 

avoid judging and categorizing what others say 

wait to respond until the other has finished talking 

comment on what a speaker has said before introducing a new 
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- avoid monopolizing conversations or engaging in frequent "me" 

talk 

~- develop the habit of frequently assessing what other people 

might be feeling as they talk 

- participate in the conversation (remaining silent elevates the 

tension level in a group)" {(p. 48). 

 



GROUP EXERCISE : COMMUNICATION 

Since an important part of our task as a team would involve 

the capacity to "hear" what people were saying, this exercise would 

provide an opportunity to practice listening skills. 

The first part considered "Blocks To Listening” and "Four 

Steps To Better Listening" (Appendix B) and was a partner exercise 

with each taking a turn at being the "listener." Such "hands on" 

exercises are always good as they provide an opportunity to put 

theory into practice. 

The second part, "Enhancing Communication Skills..." (Appendix 

B) involved both a partner and some self-reflection. Of particular 

interest in this part was the post-exercise discussion which 

revealed some very insightful comments regarding people's 

tendencies to be "pseudo-listeners." Generally, this comes as a 

result of a person's preoccupation with how he or she will respond 

to what another is saying, which seriously compromises a person's 

ability to be totally present to the other. 

 



CONFLICT MANAGEMENT 

The ability to manage conflict is the eighth essential 

characteristic of effective communication according to clinical 

psychologist, Dr. Fran Ferder. It is being dealt with as a 

separate issue here because it is here we can see how all of the 

other theories we have been studying converge. It would be rare, 

indeed, if two parishes were in such close agreement on becoming 

one that conflicts did not arise. Certainly, such a "climate" 

would be so ideal that a facilitation team would hardly be 

necessary. It would simply be a matter of everyone sitting down 

together and working out the details! This, of course, is never 

the case. It is never a question of "if" conflict will arise, but 

"when" and to what "degree." 

The text we will use as a working document is Getting To Yes: 

Negotiating Agreement Without Giving In by Roger Fisher and William 

Ury of the Harvard Negotiation Project. As we consider the art of 

negotiating based upon the principles outlined in this book, you 

will begin to see the role played by the other theories presented 

thusfar: values, systems, climate, consensus, and communication. 

Traditionally, there have been two ways of bargaining or 

negotiating: hard or soft. Both of these models take a toll in 

feelings, resources, and relationships. Fisher and Ury, on the 

other hand, have laid out a third model called the method of 

"principled negotiation." It resulted from the studies and 

conferences conducted by the Harvard Negotiation Project, a group 
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that deals regularly with various levels of conflict resolution 

from domestic to corporate to international conflicts. 

Any time an organization changes, be it religious community or 

international corporation, devisions and conflict arise among 

various groups. Being effective agents of change requires the 

ability to frame issues (values), build coalitions (systems), and 

create environments (climates) conducive to negotiation. As one 

astute corporate executive remarked, "We need to confront (not 

duck) and face up to disagreements and differences of opinions and 

conflicting objectives...All of us must make sure - day in and day 

out- that conflicts are aired and resolved before they lead to 

internecine war" (Bolman and Deal, p. 388). 

Being conversant with the concepts of principled negotiation 

will enable an individual or team to meet the three criteria of any 

good negotiation method, i.e., it should (1) produce a wise 

agreement, (2) make efficient use of time, (3) not damage 

relationships (Fisher and Ury, p. 4). Not only does this 

principled negotiation method meet these criteria, it is very easy 

to learn. The method can be broken down into four points and we 

will discuss each point, or principle, under its heading. 

PRINCIPLE NO. 1 

SEPARATE THE PEOPLE FROM THE PROBLEM 

The first principle in bringing about a consensus agreement 

over a divisive issue is to realize that every person involved is 

a human being first and the member of an "opposing" faction second. 

That person has emotions which are creating the climate, deeply 
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held values, a particular viewpoint, and can usually be considered 

an unpredictable part of the system. Because of this human 

element, the relationship among all parties frequently becomes 

entangled with the problem. For example, one member of a family 

may tell another, "the garage is a mess" or "our bank account is 

LA low" simply to impart that a problem has been identified. The 

other, however, may perceive it as a personal attack. Generally, 

conflict does not lie in objective reality, but in people's minds. 

Amazingly enough, facts, even if established, will not resolve a 

misunderstanding in the face of firmly held fears, hopes, or 

biases. "As useful as looking for objective reality can be, it is 

ultimately the reality as each side sees it that constitutes the 

problem in a negotiation and opens the way to a solution" (emphasis 

mine) (Fisher and Ury, p. 23). To navigate the waters of people 

problems it is helpful to use a compass that has only three points: 

perception, emotion, and communications. 

Perception 

Another's perception of a problem is not an interesting piece 

of information - it is the problem! Our ability to be an agent of 

change will depend largely on our ability to be empathetic 

listeners. Understanding the other's viewpoint, engaging them in 

discussing the problem, discussing their perception of the problem, 

and looking for common values where a consensus can be reached are 

all necessary components of separating the people from the problem. 

Emotion 

The entire climate of a meeting can be improved if people are 
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provided an opportunity to name and claim their feelings. This is 

the importance of knowing something about various kinds of feelings 

and being able to identify them. Once emotions are recognized and 

understood, both ours and theirs, we can deal with them in a 

variety of ways. They can be expressed openly or written down; we 

can explore their roots, or even consider what feelings might be 

desirable replacements. Fisher and Ury offer a couple of rules 

here. First, don't interrupt a polemical speech. Sitting quietly 

without responding to an attack allows the person to vent their 

feelings which can lead to a more rational discussion later. 

Second, to prevent "anarchy," it is sometimes good to adopt the 

technique used in the 1950s by the Human Relations Committee where 

only one person is allowed to get angry at a time. Breaking the 

rule would mean the violator would lose face - always an important 

consideration in a negotiation process. 

Communication 

Communication is the heart of negotiation. Too often we talk 

to someone rather than with the person. Negotiation, as a process 

of communicating back and forth until a joint decision is made, 

will be enhanced if the involved parties work constantly at making 

direct and clear statements that reduce misunderstanding. This is 

why we spent some time improving our listening skills. "it has 

been said that the cheapest concession you can make to the other 

side is to let them know they have been heard" (Fisher and Ury, p. 

35). A good rule to follow here is: before making any important 

statement, know (a) what you want to communicate or find out, and 
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(b) why you want the information, i.e., what purpose it will serve. 

PRINCIPLE NO. 2 

FOCUS ON INTERESTS, NOT POSITIONS 

By interests we mean those needs, concerns, desires, fears, 

etc. that stand behind a person's position or belief. The whole 

concept of this "principle centered" negotiation method lies in the 

fact that bargaining over "positions" tends to violate the three 

criteria of a good negotiating method mentioned earlier: produces 

a wise agreement, is efficient, and does no damage to 

relationships. 

Focusing on interests enable us to identify the values we hold 

in common and build on those. One of the easiest ways to recognize 

"interests" is to see them in terms of basic human needs like: 

- gecurity - economic well-being - a sense of belonging 

- recognition - control over one's own life. 

"Negotiations are not likely to make much progress as long as one 

side believes that the fulfillment of their basic human needs is 

being threatened by the other" (Fisher and Ury, p. 50). Four or 

five good guidelines to follow in focusing on interests are: 

(1) describe the interest in concrete and specific terms 

(2) acknowledge their interests as a valuable part of the problem 

(3) give your reasons and interests before suggesting a solution 

(4) talk about the future rather than the past 

(5) be concrete but flexible - "an open mind is not an empty one" 

PRINCIPLE NO. 3 

INVENT OPTIONS FOR MUTUAL GAIN 
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Too often people, thinking the "right" answer is already a 

given, see no need for options. Such things as judging ideas 

prematurely, assuming only two or three options exist, or being too 

tied into one's own agenda, serve as obstacles to inventing 

options. Creating options, therefore, requires work and will be 

made easier by following a few simple rules. 

(1) Invent Options - Don't Judge Them 

Inventing options generally involves "brainstorming." A few 

things to remember in brainstorming are (a) define your purpose 

immediately (values), (b) keep your group small (5-8 people) and 

diverse (systems), (c) create a relaxed atmosphere (climate) by 

selecting a location apart from normal and including refreshments, 

casual clothes, etc., (d) choose a facilitator who knows about 

recording ideas on newsprint, i.e., as reported and without 

questioning. This gives the group "a tangible sense of collective 

achievement; it reinforces the no-criticism rule; it reduces the 

tendency to repeat; and it helps stimulate other ideas" (Fisher and 

Ury, p. 64). (e) after all ideas are in, relax the no-criticism 

rule and star the most promising ideas, (f) discuss how ideas could 

be made even better, and (g) decide on a time and place for a 

negotiation meeting to discuss the options created in the 

brainstorming meeting - note there is a distinct difference. 

(2) Broaden The Options Before Narrowing Them 

Once some options have been identified, it is helpful to 

expand upon them as a matter of making sure all the bases have been 

covered. The Circle Chart (Fig. 3), which shows the four types of 
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CIRCLE CHART 
The Four Basic Steps in Inventing Options 

WHAT IS WRONG WHAT MIGHT BE DONE 

Step II. Analysis 
Diagnose the problem: 

Sort symptoms into 
categories. 

Suggest causes. 

Observe what is lacking. 
Note barriers to resolv- 

ing the problem. 

Step ITI. Approaches 
What are possible strat- 

egies or prescriptions? 
What are some theo- 

retical cures? 

Generate broad ideas 
about what might be 
done. 

  

Step I. Problem 
What's wrong? 

What are current 
symptoms? 

- What are disliked 
facts contrasted 
with a preferred 
situation? 

  iE 
Step IV. Action Ideas 
What might be done? 
What specific steps 

might be taken to 
deal with the prob- 
lem? 

  

 



thinking involved in creating options, is a helpful guideline 

offered by Fisher and Ury. Their brief explanation as presented 

here will also be useful. 

The task of inventing options involves four types of 
thinking. One is thinking about a particular problem - 
the factual situation you dislike, for example, a smelly, 
polluted river that runs by your land. The second type 
of thinking is descriptive analysis - you diagnose an 
existing situation in general terms. You sort problems 
into categories and tentatively suggest causes. The 
river water may have a high content of various chemicals, 
or too little oxygen. You may suspect various upstream 
industrial plants. The third type of thinking, again in 
general terms, is to consider what ought, perhaps, to be 
done. Given the diagnoses you have made, you look for 
prescriptions that theory may suggest, such as reducing 
chemical effluent, reducing diversions of water, or 
bringing fresh water from some other river. The fourth 
and final type of thinking is to come up with some 
specific and feasible suggestions for action. Who might 
do what tomorrow to put one of these general approaches 
into practice? For instance, the state environmental 
agency might order an upstream industry to limit the 
quantity of chemical discharge....The Circle Chart 
provides an easy way of using one good idea to generate 
others (p. 68-69). 

(3) Search For Mutual Gain 

Here again, values can be a good operating base. The goal is 

to invent ideas that are good for both parties. This can be done 

by searching for those shared interests that will lead to mutual 

gain. Remember, there are always more shared interests than 

differences among a group if time is taken to identify them. Also, 

focusing on shared interests can make negotiations go smoother and 

more amicable. As Fisher and Ury note, "Passengers in a lifeboat 

afloat in the middle of the ocean with limited rations will 

subordinate their differences over food in pursuit of their shared 

interest in getting to shore" (p. 76). 
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(4) Invent Ways To Make Their Decision Easy 

Successful negotiation usually means assisting the other side 

in coming to a decision you want. Obviously, anything that can be 

done to facilitate that process will enhance success. One of the 

most helpful techniques here is that of identifying a "precedent." 

Basing a proposed agreement on some decision or situation 

previously agreed upon by the other side provides "an objective 

standard for your request and makes it easier for them to go along" 

(Fisher and Ury, p. 81). A good final evaluation of an option is 

one that will survive being put in the form of a "yes-able" 

proposition. "Try to draft a proposal to which their responding 

with the single word "yes" would be sufficient, realistic, and 

operational (Fisher and Ury, p. 82). 

PRINCIPLE NO. 4 

INSIST ON USING OBJECTIVE CRITERIA 

Establishing in advance that any agreement reached will 

reflect some fair standard independent of either sides "naked will" 

contributes greatly to conflict management and negotiation. Such 

things as precedent, professional standards, moral standards, 

tradition, equal treatment, costs, and efficiency, are examples of 

fair standards one might use as a basis for agreement. Another 

method would be to use fair procedures similar to the tried and 

true way of dividing a piece of cake between two children: one cuts 

and the other chooses. There are three basic points to remember 

when negotiating with objective criteria: 

(a) Frame each issue as a joint search for objective criteria. 
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Though conflicting opinions may exist, focusing on objective 

criteria that reflect common values facilitates agreement 

(b) Reason and be open to reason. As Fisher and Ury note, "You 

should behave like a judge; although you may be predisposed to one 

side (in this case your own) you should be willing to respond to 

reasons for applying another standard or for applying a standard 

differently" (p. 93). The idea of principled negotiation is to be 

able to appreciate the merits of another's position while 

maintaining insistence on solutions based on objective criteria. 

There are no short-cuts in this process, Arriving at wise 

agreements takes time which, we may recall, is one of the 

disadvantages of reaching consensus. Yet, it remains the most 

effective decision making process if people are to feel a sense of 

ownership in the final decision. 

(c) Never yield to pressure. Regardless of what form pressure may 

take, a principled response is always the same. "Invite them to 

state their reasoning, suggest objective criteria you think apply, 

and refuse to budge except on this basis. Never yield to pressure, 

only to principle” (Fisher and Ury, p. 94-95). 

CLOSING COMMENTS 

From this discussion we can now better see the role values, 

systems, climate, consensus, and communication play in becoming 

agents of change. Change is painful and will involve conflict. 

Qur role as the team selected to facilitate the decision making 

process requires that we have a working knowledge of each of these 

components. It is doubtful. they will ever ‘be obvious in our 
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interaction with others, but their influence will be there 

nonetheless. How effectively we can incorporate them into our 

process will depend on our ongoing ability to recognize their 

presence and build on what we have learned. 

 



GROUP EXERCISE : CONFLICT 

The close relationship between "conflict" and "feelings" was 

the focus of this exercise. The first part was similar to a 

"brainstorming" session where we were to identify and share those 

feelings which arose in response to the word conflict. It was not 

an overly long part (maybe five minutes), but it did point out the 

wide range of feelings one might encounter such as chill, anger, 

tear, chest tightness, nausea, confusion, and many others. Being 

in tune with one's own feelings plus those of others is crucial to 

onflict management. 

In the second part, we were asked to consider two recent real 

life conflict situations, one resolved and the other unresolved, 

and then reflect on what learnings we had gained from each 

(Appendix B). 

The exercise was concluded by each thinking of some simple 

steps one could use in dealing with conflict (Appendix B). 

 



TRAINING SESSION NO. 2 

THEOLOGICAL REFLECTIONS 

The Benedictine Center's chapel served as the site for the 

Presence/Prayer introduction to this second weekend of training. 

Lights were low, and music conducive to prayer was in the 

background. A large brass bowl placed on the altar contained 

glowing charcoal and incense. Before beginning, each person was 

given a small piece of paper on which was to be written one 

personal thought that he or she perceived as a "barrier" to the 

process of envisioning a future for our parishes. When all were 

ready, the Dreams Dreams (Appendix B) handout was prayed. At the 

designated time, each person went forward and placed their paper on 

the burning incense as a symbolic releasing of that "barrier." The 

only deviation from the printed format was that we shared 

(optional) our barrier with the group rather than the person seated 

alongside. It was a peaceful time of reflection, and the prayer 

was like a guided meditation. 

Communication, as an attribute of God, is fertile ground for 

theological reflection and my presentation of the topic ran the 

risk of becoming only that. Consensus was less inspiring, falling 

more into the practical realm of decision making. It was during 

Conflict Management that I felt called to explore the "interface" 

(Ugh!, but it 1s descriptive!) between theology and conflict 

management as part of the social sciences. 

"God looked at everything he had made, and he found it very 

good" (Gen. 1:31). A divine harmony existed at the beginning of 
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time, only to be disrupted by the one whom the Word saw "fall from 

the sky ‘like lightning" (Lk. 10:18). Like light and darkness, 

harmony and conflict became polar opposites, with the distance 

between seeming to grow in direct proportion to humanity's 

"progress." 

Sitting in the lap of luxury, Americans believe their 

televisions have many channels which bring life into their living 

rooms. In reality, their sets have only four channels that 

communicate life as lived: North, East, South, and West. Life is 

not a game show, a soap opera, or a sitcom; it is the anguished 

face of a woman in Northern Ireland mourning the loss of her son, 

a Middle East rdtugee tearfully pleading for justice, a South 

African being beaten, a Western journalist reporting "surgical 

strikes" in the latest conflict. 

Conflict, as the antithesis of harmony, has grown to such 

mammoth proportions that the word has begun to lose its meaning. 

It has come to fit quite. comfortably into the regular 

programming." Yet, conflict, or the resolution thereof, can be - 

should be - a primary way of turning again toward God. Mother 

Theresa said that sanctity lies "not in doing extraordinary things, 

but in doing ordinary things with extraordinary love." This can 

apply equally to conflict. 

In the face of such massive global conflict, there can be a 

tendency to feel helpless. We must remember that we are not called 

to be international mediators, but to reduce conflict in our own 

little corner of the world by exercising such gifts as listening, 
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forgiveness, patience, and humility. Childhood experiences with 

conflict certainly colored my response to the word during our group 

exercise. I found myself paraphrasing scripture by asking, "Can 

anything good come from conflict?" Come, see for yourself. 

Seeing conflict as an opportunity to restore harmony, and 

working toward that end, is sharing in the creative act of bringing 

order out of chaos. Similarly, to the extent that one must often 

give a little of oneself in conflict resolution, it can be a form 

of kenosis. Giving of oneself is counter-cultural to a "me first" 

society. One might go so far as to say, "As the seed opens to God, 

the gap closes between harmony and conflict.” 

 



TRAINING SESSION NO. 2 

LESSONS LEARNED 

Location 

The nearness of the Benedictine Center solved the time crunch 

for those who had to work later on Fridays, but then many could not 

see a reason for staying there overnight. Money could be saved, 

familiar beds could be slept in, socializing could still be done, 

the overall schedule would not be changed - these were all 

compelling reasons for the decision that the third training session 

would not be an "overnight." The time for socializing on Priday 

evening was held as usual and we met for breakfast on Saturday 

morning. This worked well. Even though it was never done, any 

insistence on staying together would have been counter-productive 

to the team building process since it would have been too "task 

oriented." Again, the ability to be flexible, even when it 

involves major changes in a schedule, is very important. 

Content 

"Learning" consensus by "doing" consensus underscored the 

whole principle of education where learning comes through 

experiencing a problem and then applying certain information as 

part of solving the problem (as per Dewey, Kraft, and Karen 

Connell's P.S.P. idea). 

The importance of experience as the context for learning is 

still developing in my mind. With no prior experience in the field 

of education, much of the material is still new. This last 

sentence is an example. I am realizing that experience does not 
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necessarily mean personal experience. I have never been lost in 

the woods, but the experience of those who have can be used to help 

me recognize the problems faced and therefore motivate me to learn 

to use a compass. Kraft's comment that he never lectures more than 

20 minutes leads me to see that two-thirds of an adult educational 

program should be spent exploring problems that the other twenty 

minutes can address. 

Concerns expressed among team members that some of the 

material was "over their heads" would indicate that no personally 

sensed problems (PSP's) had been identified. This could mean that, 

prior to theory, an entire session could be devoted to identifying 

problems related to the planned topics. This would assist 

"essential" learning. "Non-essential" learning, in my opinion, 

would be learning to play tennis, or something just for fun. 

General Observations 

The training schedule would probably benefit from - an 

extension. Though it wasn't really crowded, we did have to squeeze 

time in for identifying roles and responsibilities of the pastor 

and the LRPT (Appendix D). Additional time could be used for 

identifying short and long range goals and objectives, clarifying 

roles, and identifying personally sensed problems as a necessary 

first step to learning. 

The six topics (eight counting Parish Vitality and Corporate 

Reflection) are all necessary to effective planning. Somehow, 

however, it needs to be presented in response to identified 

problems. I believe the exercises were directed toward this, but 
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many of the team did not understand the connection. 

 



ST. CATHERINE - ST. JAMES 

LONG RANGE PLANNING TEAM 

LEADERSHIP DEVELOPMENT TRAINING SESSION NO. 3 

Sept. 25-26, 1992 Benedictine Center, Beech Grove, IN 

PURPOSES 

review last session 

learn about parish "vitality" 

learn about the Corporate Reflection Process 

plan the combined parish meeting (Oct. 11, 1992) 

AGENDA 

Friday 7 p.m. Presence/Prayer 

Review Last Session 

"Overview : Parish Vitality, CRP, Planning" 

"vitality Of A Parish" - Mary Pat Farnand 

"Corporate Reflection Process" 

Social Time 

Saturday 9 a.m. Presence/Prayer 

The Meeting : Planning Our Work, Working Our Plan 

Closing Evaluation 

 



LONG RANGE PLANNING TEAM 

TRAINING SESSION NO. 3 

QVERVIEW : PARISH VITALITY, C.R.P., PLANNING 

The intended goal of our first two training sessions was to 

become familiar with six different bodies of information: Value, 

System, and Climate Theories, along with Consensus, Communication, 

and Conflict Management skills. While each has inherent value and 

can be used independently of the others, a definite synergistic 

effect occurs when they are considered as integrating components of 

a project. This is what we hope to accomplish this afternoon as we 

plan for the joint meeting of St. Catherine and St. James parishes. 

Prior to that, however, we will hear from the Director of Lay 

Ministry Personnel for the Archdiocese of Indianapolis, Mary Pat 

Farnand, as she presents a synopsis of Fr. Jeff Godecker's series 

of articles on "Parish Vitality" (See Appendix C(). A few 

preparatory notes at this time might be in order. 

We hear frequently of the Church described as the "Body of 

Christ." The idea here calls attention to the uniqueness of our 

relationship with God, i.e., we are "no longer slaves, but children 

of God" (Gal 4:7). We have "become by adoption what Jesus Christ 

is by origin: sons of God" (Dulles, p. 54). There may be some 

value, however, in considering another description - that of 

"people of God." The active caring implied in the New Testament 

Greek word koinonia (fellowship) is what most expect from a parish, 

and that image may be captured more effectively in the term people 
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of God. As Avery Dulles observes, "The two models of Body of 

Christ and People of God both illuminate from different angles the 

notion of the Church as communion or community. The Church, from 

this point of view is not in the first instance an institution or 

a visibly organized society, rather, it is a community of men, 

primarily interior but also expressed by external bonds of creed, 

worship, and ecclesiastical fellowship" (p. 55). The parish has 

long been considered the most visible form of either image of 

Church and Fr. Godecker's articles call attention to the 

responsibility of parishes to truly be a people of God. 

Following that presentation, we will look at a final skill 

which will play an important part in the "Big Meeting," a technique 

known as the Corporate Reflection Process (CRP). This involves an 

ability to listen to what a group is saying collectively and will 

include simple listening skills we have learned thusfar. 

Tomorrow, when the "morning breaks forth upon us," we will 

find ourselves face to face with that point where, as Mary Pat is 

fond of saying, "the rubber hits the road." Drawing on all we have 

learned, we will plan in detail and rehearse the joint parish 

meeting which will occur on October 11, 1992. 

 



REFLECTION ON PARISH VITALITY 

as presented by 

Mary Pat Farnand, Director of Lay Ministry Personnel 

The four articles are designed to be a reflection on parish (or a 
group of parishes) vitality. The articles require an active 
reading whereby a person interacts with the concepts and opinions 
of Father Godecker. To obtain the best results, the articles 
should be read with notepaper in hand, making comments, raising 
questions, noting both strong agreements and those places where the 
reader disagrees. Please begin by reading in this way, before 
taking on these question. 

Father Godecker is available for assistance or facilitation. He 
also will recommend other leadership sources to those who wish 
such. 

Before getting into any serious discussion of the questions which 
follow, it might also be helpful for everyone to list their own 
questions that they have developed after reading the article. 

Perhaps a good way to discuss the questions is to divide the 
questions among the group. A person responsible for having 
prepared an answer for an individual question could help the 
discussion get started. 

The third article probably requires more input, particularly in 
regard to the relationship between culture and the Church and the 
need to evangelize the culture. Perhaps you might invite someone 
in to talk on this subject. To some extent this article is the key 
to understanding. 

This series of articles is designed to be used in a variety of 
ways. With supplemental materials, these articles could be used 
for discussion groups of four to eight week sessions. They could 
provide the foundation of a staff or parish council day cof 
reflection. And, they could lead to action steps, such as the 
decision making audit recommended in the fourth article. 

What might a process of refounding look like? These are some of 
the broad strokes that it might take 

Begin with an exploration and commitment from the leadership. 
Develop a rationale for doing so in this particular place. 
Develop ways in which to help people commit to such a project. 
Explore the categories of parish life that will need to 
reexamined. 
History gathering and a time of remembrance. 

Giving thanks for what has been and is. 
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Grieving for what has been lost. 
Serious reflection on the relationship between contemporary culture 
and the Gospel. 
Development of strategies for evangelizing the culture. This 

includes not just parish strategy but the strategies of 
individuals as they interact with the culture. 

Data gathering - parish and neighborhood 
Organizational audit 
Parish mission statement - 

what this parish intends to be in the twenty first century. 
Personal renewal and conversion 

Celebrating the refounding 
There would be ritual and prayer throughout. 

QUESTIONS FOR REFLECTION 

First Article - Parish Vitality 

A. Vitality as a word carries with it tones of strength, life, 
vigor, spirit, spunk, energy - a place that is able to 
inspire... Describe/define/picture vitality as a 
characteristic of a church. Imagine that you are searching 
for a new church to attend and wanted a church that was really 
alive and vital. What kinds of signs would convince you that 
a church was vital? 

In what way does the institutional or organizational aspects 
of a parish contribute to vitality? (institutional or 
organizational aspects include staffing, staff relationships, 
how various parts of the institution - school and parish for 
example - relate to one another, sacramental policies, parish 
council organization, committee functions, etc.) Perhaps it 
might be good to have a list of all the various organizational 
aspects of your parish. Are there too many? Are there not 
enough? Are they clear? Are they consistent? 

What is the relationship between spirituality, organization, 
and vitality in a parish? 

Define or describe an active parishioner. Define or describe 
an inactive parishioner. How many active parishioners does 
your parish have? How are people encouraged to be active? 
How does the parish touch those who are inactive? Should 
there be "requirements" for membership in a parish? 

In both this article and the second article reference is made 
to the difference and the tension between being a "provided 
parish: and a parish that is a committed faith community. Do 
you think this tension is present in your parish? Are there 
people worshipping side by side who use the parish for 
different reasons?  



The article makes a case for liturgy as being the clearest 
sign of whether or not a parish is vital? The evidence of 
vitality in worship is: a focus on the community and God's 
work in that community, a more or less full church, strong 
prayer, good singing, where attention and faith are 
intensified. What other evidence would you suggest for 
vitality in worship? Is it possible to evaluate the vitality 
of the liturgy in your parish? How would you go about doing 
that? 

Most parishes have ghosts or skeletons in the closet so to 
speak. Some of these might be: certain groups of people don't 
get along or talk to each other, passive-aggressive type 
behavior, a past event when some parishioners were emotionally 
hurt but no one ever talked about it, staff not getting along, 
competition between the parish council and the Board of 
Education, an "attitude" between long standing parishioners 
and new members. These are just a few examples. Can you 
think of other ghosts that might be present in a parish? Do 
the ghosts and sins of the community get dealt with in your 
parish? Would it be possible to have a reconciliation service 
in which this subject might be the theme of the prayer? 

In what ways is the parish Eucharist for others? In what 
ways does the parish foster service as an essential quality of 
being a Christian? What services flow from the parish that 
are outside immediate parish interest? How much a part of the 
neighborhood is the parish? 

Second Article - Numbers of Priests and Size of Parishes 

A. Why is the number of priests we have important? What would be 
a good number of priests to have in the Archdiocese? (We now 
have 140 active priests. The ration per Catholic is 
approximately one priest for 1,200 Catholics. By the year 
2010 a guess is that there will be one priest for every 2,200 
Catholics. You might compare that to Central America where 
the ratio is about one priest to 7000 Catholics). In talking 
about the number of priests what are the other questions we 
should be asking? 

The Archdiocese of Indianapolis has 200,000 Catholics spread 
throughout 39 counties. How many parishes would best serve 
our mission? How would you go about deciding that? (We now 
have 158 parishes built prior to 1970, and many of these were 
built before 1900.) 

What would be your definition of a small parish? What are the 
advantages and disadvantages of a small parish: How is the 
size of your parish an asset: How is the size of your parish 
a handicap?  



In your opinion, when is a parish too big? 

The Catholic tradition of parishes is a group of parishes 
united under an Archbishop. The Archbishop has authority over 
all the parishes and assigns the pastor and, perhaps, other 

priests. All parishes are required to follow Archdiocesan 
policy. (Most policies have been designed following some kind 
of consultation.) What are the advantages and disadvantages 
of our tradition? How can a system like ours function in a 
way that is strong and vital? 

What are the advantages and disadvantages of clustering or 
consolidating with another parish? What would happen if two 
churches retained separate identities but shared staff or 
perhaps held their worship together? 

G. How active is your parish in the deanery? 

Third Article - Refounding 

A. How is a parish different today than it was in 19607 18607 
How is the world different than it was in 19607 18607 
In what ways is the church and the world stronger or weaker 
than it once was? 

What tensions or gaps do you see between the values of the 
Gospel and the culture today? Has the culture influenced the 
Church? Has the Church influenced the culture? What does it 
mean to "evangelize the culture"? How might a parish go about 
helping people to deal with the tension between the Gospel and 
the culture? 

After reading the article, how would you put the concept of 
refounding in your own words? Would there be benefits to your 
parish through some type of process of refounding? 

How can a parish become more reflective about and conscious of 
its mission? 

How long might it take to "refound" a parish and what kind of 
steps would it require? What do you think a "refounded" 
parish would look like? 

Fourth Article - Leadership 

A. The article lists 12 sources that can paralyze a leader. Do 
you experience any of these in your parish? Are there other 
sources of paralysis that you have experienced? 

The second choice of a leader is referred to as "steady as she 
goes". What are the advantages and disadvantages of this 
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choice? 

Who do you know who is a solidly focused leader? What makes 

him/her that way? 

What would an audit or evaluation of the decision making 

processes in your parish reveal? What suggestions do you have 

to help clarify decision making to produce effective results? 

Does your parish have a planning process? What do you think 

of it? Does it seem to be well integrated into the parish? 

Does it enable everybody "to ride the same bus"? 

How do the various organizations, committees, and groups get 

along in the parish? At times, does one part seem to take 

over the whole? 

What do you think of the need for performance or service 

standards for parish staff? For parish volunteers? Choose an 

area of parish life and develop some standards of excellence 

for those responsible for this area. 

Reread the paragraph about pastors. Do you agree or disagree 

that the role of pastor has become unfocused and fragmented? 

If so, what causes this? Design a job description for the 

pastor. 

 



  

THE CORPORATE REFLECTION PROCESS 

as presented by 

Sr. Lorraine Walsh, cs] 

Vatican II has asked the Church to be present to the world in 

a new way - to be present and responsive. We are asked to be in 

continual dialogue with all persons of good will, among the members 

of the Church and beyond. This kind of openness and presence calls 

for more than a physical, symbolic or task-oriented presence. It 

is characterized by a strong sense of mutuality and a profound 

communion. St. Paul's teaching on the Mystical Body is an 

effective image of this mutuality and community, and a strong call 

to the kind of interdependence inherent in the dialogic process. 

The Corporate Reflection Process is one approach that has been 

found effective in developing and deepening the quality of dialogic 

presence among persons in such a way as to make it possible for 

them to participate more fully in a shared responsibility for the 

life and mission of the whole body. The Corporate Reflection 

Process, once learned and embraced, can become a powerful linking 

and bonding system between persons, and between and among groups of 

persons. The process has a number of uses in a variety of 

structures - ranging from the simple gathering of information and 

experience to the full cycle of decision making and evaluation in 

a corporate planning model. It has the potential for becoming a 

way of life for members of a corporate body. Lived to the fullest, 

it becomes a means of corporate renewal in which all members 

participate in probing for the religious significance of the 

options and the issues with which they are faced in a changing 

world. It provides an ongoing process for re-examining our. 

corporate mission in a spirit of faith and prayer to make new 

choices which flow from the shared values and vision of the 

members. 

Having described the basic meaning and purpose of the 

Corporate Reflection Process, it may be helpful to clarify the need 

for such a process. One of the most significant outcomes of 

Vatican Council II was a deepened understanding of the authority 

subsystem with its aspects of superiority, collegiality and 

subsidiarity. While there was a shift in the focus of authority, 

the principle of authority was in no way compromised. Where that 

has been the experience, it would be important to assess the cause. 

The emphasis on collegiality and subsidiarity evidenced in the 

council documents calls for a shift from a bureaucratic to a 

participative and collaborative exercise of authority. Such a 

shift in no way diminished the authority of persons in office but, 

rather, demands that authority have a triple base: the authority of 

office: the authority of person (each member); and the authority of 

community. This change in the expression of authority calls for 

new structures and new processes to be incorporated into all units 
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of the Church such as dioceses, parishes, and religious 
congregations. In some instances, existing structures can well be 
maintained if new processes for participation and collaboration can 
be initiated within them. The Corporate Reflection Process is one 
system which makes such shared responsibility a reality. One clear 
call of the Church in our time can be heard in the following 
quotation from the Directory on the Pastoral Ministry of Bishops. 
"All the faithful, both individually and in association, have the 
right and duty of cooperating in the mission of ‘the. Church 
according to each one's particular vocation and the gifts of the 
Holy Spirit." To have a share in the welfare of the community and 
a responsibility for it requires that each member be called into 
some kind of participative forum and process. By bringing together 
the full membership and listening to the varied insights, 
experiences, values, and aspirations of each one, it is possible to 
build understanding and commitment to one another and to the 
corporate choices which will enable the group to move into the 
future as a unified body with a sense of common purpose and 
direction. 

The Corporate Reflection Process requires that we bring 
together, for sharing and reflection, persons of varied backgrounds 
and views and that once together they prayerfully examine the 
quality and integrity of their common purpose. The Process is one 
that can integrate differences rather than try to wipe them out. 
It can bring unity from diversity, but only on one condition - that 
there be present some very strong common values. Such common 
values are the anchor points of Scripture, the call of the Church 
throughout Vatican II and subsequent documents, the signs of the 
times, and the commitment of the members to God and to one another 
in a mission that takes them beyond themselves and their private 
interests. All of the issues and the options brought to the 
Reflection Process must withstand the careful scrutiny of being 
examined under the strong searchlight of these basic values. Life 
choices should be made on the firm foundation of our values. An 
accurate test of our authenticity and integrity can be made as we 
examine our operative values in the light of those values which we 
personally and corporately espouse. 

Having taken this general overview, it may be helpful at this 
point to enumerate some of the characteristics of the Process; the 
personal requisites for participation in the Process, and some 
hoped for outcomes: 

Characteristics of the Corporate Reflection Process 
Prayerful 
Reflective 
Broadly participative 
Value-based 
Emphasis on corporate spirituality 
Dialogic in its final states 
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Personal Requisites for Participation 

High quality of personal presence. 

High level of respect and reverence for persons. 

An openness and a willingness to be influenced. 

A willingness and an ability to listen 

A sense of one's personal incompleteness. 

An acknowledgment that no one of us possesses the complete 

truth on any l1ssue. 

Poverty of spirit in the sense of not entering into the 

process with a position to maintain or with a private interest 

to guard, i.e., emptying oneself. 

The acceptance of a dynamic concept of community and mission, 

rather than a static concept. 

Practice of the Christian values, especially those of 

reverence, love, patience, obedience, simplicity, and trust. 

Commitment to some strong, common values. 

Hoped For Outcomes 

A bonding in faith and love among the members as a result of 

increased knowledge and understanding of one another. 

shared vision and commitment to a common mission. 

Mutual support in working toward the realization of the 

mission. 

Informed decision making - informed in the deepest 

philosophical sense, i.e., embodying the lived experience of 

the members as well as the empirical data. : 

Decisions that will embody the aspirations and insights of all 

the members. : 

An increased willingness to call and to be called to greater 

fidelity and accountability. 

In order for the Corporate Reflection Process to be initiated 

effectively within any group (of significant numbers), it is 

ordinarily necessary to train a catalytic process team in the basic 

theory and practice of the process approach to change in groups. 

This approach to renewal is based upon the belief that a community 

of persons has a life and spirit of its own and must, therefore, 

have a means of arriving at corporate choices for the future life 

of the community at every level of group life. The Church is one 

such community. This is to say that the process approach to 

renewal requires a deep understanding of corporate spirituality, 

that is, that the life of the community is more than the sum of the 

lives of the members and is different from the life of any one 

member. it is a new corporate person that is brought forth in the 

integration of the lives of the members. The catalytic team is 

knowledgeable of the underlying principles to such an integrative 

approach to corporate growth and renewal. These principles are 

found in: 

1 Process Approach to Planned Change 

2. System Theory 
3. Climate Theory   

  

 



4, Value Theory 

Knowledge of these principles help the team identify positive 
and/or negative forces within the community and to facilitate the 
movement in the desired direction. 

The quality of personal presence or relationships is the key 
to the Corporate Reflection Process. It may be necessary to 
present the levels of presence in some form prior to setting up the 
Process itself. Having done this to some general satisfaction, it 
would be appropriate to present the actual steps in the Process, 
sometimes referred to as the ERCA Model: 

E xperience R eflection C hoice (based on values) A ction 

Experience 
Corporate Reflection presupposes individual reflection on the 

experiences of each person participating. 

Reflection 
This reflection is done against the backdrop of the strong 

common values - ‘Scripture, . community documents, Vatican II 
documents, and the signs of the times. Following individual 
reflection, these simple steps follow: 

1. Simple Sharing 
- enables persons to understand better the meaning of a 

particular topic or issue by actively listening to the 
insights and reflections of others 
enables an appreciation of the richness of individual 
differences 
includes the expression of viewpoints 
includes questioning for clarification and for 
understanding 

but does not include: 

summarizing or repeating in summary the words of 
another person or of the group 
discussion 
dialogue 

Corporate Listening 
- enables the discovery of common meanings recurring in 

individual expressions 
enables the identification of common understandings 
enables the identification of differences 
includes summarization 

but does not include: 

-discussion 

-dialogue  



Generalization, Clarification, and Examination of Topics 
- provides broad range of options 
- leads to well-informed choice 
- is not the time of choice but is leading to choice 
- may require at this point a more thorough process of 

discernment 
or may reveal a clear consensus 

The degree at which a group can share reflections 
similar to the method outlined above will determine the 
quality of the Corporate Reflection Process. This 
presupposes that all individuals share a willingness to 
grow, to change, and to be changed. 

Choice 

includes sharing in discussion and dialogue 
choice for action is made at the appropriate level of 
decision making (this may take the form of recommending to 
the decision making body a choice to be decided upon.) 

Action 

- implementation of the choice 

Summary 

The Corporate Reflection Process is considered by persons who 
have used it to have a high level of effectiveness as well as great 
religious significance. The Process is adaptable to existing 
structures within any group - diocesan synods, parish councils, 
pastoral teams, for example. In some instances, for a broader 
consultation, clusters of parishes or other diocesan groups could 
be brought together regionally. Such groupings, commonly called 
Centers of Reflection, allow for a greater diversity of personnel, 
and thus for a broader range of differences which have the 

potential for richness of creativity. 

A community which has adopted the Reflection Process as the 
ordinary means of reaching decisions concerning its life and 
mission will soon discover the need for a coordinating group to 
channel the flow of information, to synthesize it, and to direct 
the resourcefulness of the entire community to those persons and 
groups ultimately responsible for the ongoing life and mission of 
the corporate body. Corporate Reflection is not simply an event in 
the life of the community but, rather, it is a‘'way of life that 
moves toward integration of all phases and activities of community 
life.  



THE MEETING : PLANNING OUR WORK, WORKING OUR PLAN 

Since we had been chosen by the parishioners of both parishes 

to learn how to facilitate the decision making process necessary to 

the consolidation of two parishes, the Long Range Planning Team was 

now to plan a joint meeting of both parishes that would enable 

every parishioner to have his or her voice heard in that process. 

The Corporate Reflection Process with its four step plan of 

experience, reflection, choice, and action, would be the over- 

arching method we would use. Like yeast in dough, the other 

systems and skills we had learned ,e.g., values, systems, climate, 

consensus, communication, and conflict management, would be present 

and working, but unseen. 

The general course we would follow would be that of doing 

ourselves what we would be asking the parishioners to do on October 

llth, namely, "giving flight to our fancies" and CREATING A VISION 

OF GREATNESS for the parishes! Robert Duch devoted an entire 

chapter of his book, Successful Parish Leadership, to the 

importance of parishes having a shared vision. There he states, 

"For a leader (a parish, a diocese, or a person) to have a vision 

and share it is to paint a dream. It is a mental image of what is 

possible and desirable. Some call it foresight, or the ability to 

see around corners" (p. 62). "Painting the dream" is one thing, 

"sharing it" is quite another. By doing the process ourselves 

first, we would be better prepared to assist our fellow 
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parishioners in creating their personal vision and then collecting 

them all into a meaningful whole. For purposes of ‘clarity, our 

process (which was light years away from anything like the orderly 

process set forth here) will be divided into phases which roughly 

correspond to the Corporate Reflection Process. It also should be 

noted that since there are only eight team members, we broke into 

two even groups to achieve some semblance of the Corporate 

Reflection Process that would occur at the joint meeting. 

EXPERIENCE AND REFLECTION 

Our first task was to take some time on an individual basis, 

to reflect upon our own "vision of greatness" for the parishes. In 

other words, based upon all of my past and most recent experiences 

as a parishioner, what kind of a future would I see for our 

parishes if we were reaching our potential as an authentic Catholic 

Christian community. Following this time of reflection, we would 

gather into our small groups for an opportunity to share that hope 

or vision. 

In retrospect, most agreed that this was not an easy task. 

Such things as discomfort with "quiet time" for reflection, pre- 

occupation with "doing it right," lack of "guidelines," human 

limitations concerning ability to be "imaginative," all contributed 

to an early feeling that some additional guidelines (either written 

or oral) providing a little more explanation of a "Vision of 

Greatness" would be helpful. It was later decided that some oral 

commentary, accompanied by an overhead slide, would work best (See 

Appendix D). While the discussion which went into the creation of 
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the overhead and commentary involved such things as scriptural 

considerations, signs of the times, etc., what evolved was a 

practical document with theological implications. 

SIMPLE LISTENING AND SHARING 

Once we had created our personal "vision," we then gathered 

into two groups of four where we shared our hopes with the other 

three members. This became the point where we experienced that 

simple listening - the first of the three Reflection steps - is not 

so simple. Limiting our thoughts to short, succinct comments, 

avoiding the tendency to comment upon or question another's 

thoughts, "thinking" when we were supposed to be "listening," were 

common temptations shared by all. Being an attentive listener 

takes work! Similar to the suggestion concerning guidelines for 

creating a vision, it was agreed that a few brief words on the 

concept of "simple sharing" just prior to parishioners gathering 

into small groups would be helpful (See Appendix D). It was also 

noted that jotting down one's thoughts prior to sharing made the 

task easier and more efficient. When the question arose as to how 

we were going to arrange the groups, considering the confusion and 

loss of time that could surround such an activity, it was agreed 

that tables seating eight people would be arranged to maximum 

advantage, and each table would comprise a group. 

Once each person had been given the opportunity to share his 

or her vision with the group, someone from the group was chosen to 

write down the ideas taking care to use those words used by the 

speaker while looking for commonalities. The expressed hopes or 
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dreams would then be presented to the entire assembled body for 

consideration in the next phase - corporate listening. 

It should be mentioned that a suggestion was adopted to supply 

each table at the joint meeting with a black marker and sheet of 

newsprint on which could be recorded the ideas/commonalities which 

would arise. It was also decided that each group would benefit 

from having someone present who could function as a facilitator and 

do the recording. Consequently, 15 or 20 persons who planned to 

attend the meeting would be invited to participate in a brief in- 

service on "facilitation" and "recording the visions" to be given 

by Sr. Lorraine following Mass the morning of the meeting. 

Corporate Listening 

The fundamental question here is: "WHAT ARE WE SAYING 

TOGETHER?" 

To arrive at some sort of answer to that question, each 

group's designated spokesperson related to everyone there the 

visions presented and commonalities observed. 

This, of course, did not take long considering the "assembled 

body" only consisted of eight people, but we did realize it would 

require more planning to expedite reports from a group of 200 or 

more. We therefore decided that at the joint meeting it would be 

most efficient to have the facilitator/scribes line up along a side 

wall, newsprint in hand, and one by one come to the microphone and 

read the collective visions of their group. The newsprint would 

then be posted around the room for the visual reinforcement effect 

associated with seeing one's ideas hanging in black and white 
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before God and everyone. This is also what we did at our "micro- 

meeting." 

Corporate listening, of course, was the primary activity as 

the groups reported. Once all groups (two!) had reported, we 

considered what we had heard, and what we saw posted, and proceeded 

to gather together what we saw as commonalities - what we heard 

together! 

Group A: (as reported) * one active parish family worshiping 

together in a common worship area 

Group B: (as reported) "refound" goals and purposes and 

get out of crisis/survival mode 

Commonalities: meet the needs of the community 

Differences: none 

We did not engage in the Generalization, Clarification, 

Examination step of the Corporate Reflection Process beyond asking 

what more might be needed to write a "vision of greatness." This 

task was given a team member who would put it in the form of a 

proposed mission statement. 

If the plan worked as effectively at the joint parish meeting 

on October 1llth as it did here, we could expect to see every 

parishioner's hopes, dreams, and visions gathered together and 

distilled into a manageable grouping that would accurately reflect 

a consensus regarding the future of the parishes. How smoothly 

that process would go would depend in large part on our ability to 

plan and execute our plan as a team. 

Planning The Details 
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It is difficult to describe the wrestling, working, wrangling 

process that resulted in the neatly arranged Program Outline given 

parishioners on October llth (Appendix D). Basically, we followed 

the traditional formula of answering: who, what, where, when, and 

why. 

The first item on the agenda, of course, was easy. The 

afternoon would open with prayer and a welcome. A brief recounting 

of the events which had led up to this afternoon, e.g., recent 

historical difficulties, the decision to be "pro-active" and pursue 

consolidation, selection and training of the Long Range Planning 

Team, would precede an equally brief statement of purpose. That 

purpose being an opportunity to keep everyone informed while 

providing an avenue for receiving input from every parishioner. It 

was reiterated that the Long Range Planning Team is not a decision 

making body, but a group trained to facilitate the parishioners in 

their decision making process. 

Next would be a presentation on "vision" providing everyone a 

thumbnail sketch of the concept and goal. Since a break would be 

an important part of creating a pleasant and welcoming "climate," 

it was decided that it should take place prior to the quiet time 

for individual reflection. This proved to be a good decision. A 

cup of punch or coffee and some home-baked cookies (courtesy of St. 

C./st. J. Altar Societies) can do wonders toward lessening any 

hostile feelings and provides a nice prelude to a few moments of 

quiet reflection. 

Following the break, Jerry's soothing, baritone voice would 
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invite everyone to "prepare now for a time of totally quiet 

reflection," with a suggestion that one's thoughts be jotted down 

on the paper provided. A brief explanation of simple listening and 

sharing would serve as an introduction to the actual activity. 

Following the reflection time, the facilitator/scribes would commit 

ideas to newsprint just as we had one in our "micro-meeting." As 

noted on the agenda, the final phase of the afternoon would include 

the Total Group (Corporate) Listening, and subsequent 

identification of commonalities that might indicate . "sense" of 

how the "faithful" envisioned the future of their faith community. 

Actually, the final result of that scheduling process became the 

"working agenda" for the Long Range Planning Team (Appendix D). 

Like all good programs, there would need to be some type of 

evaluation. Because of the Archdiocesan funding, Mary Pat agreed 

to provide the Evaluation Form (Appendix D), and her expertise 

provided us a level of professionalism we might not otherwise have 

had. Somewhere in the process, it became clear that regardless of 

the outcome of this meeting, additional information would be needed 

to eventually arrive at a final, informed decision. Current 

reality would need to be made explicit in some form. It was 

therefore agreed that four committees would be formed, each to be 

co-chaired by two members of the LRPT. Consideration of basic 

needs indicated those committees should be: 

1) Finance 2) Land and Buildings 

3) Membership 4) Geographical Data 

A form listing the committees would be provided so people could 
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volunteer (Appendix D). There would also be a space on the 

Evaluation Form where the person could indicate which Committee he 

or she had volunteered for. 

Who would cover what aspects of the program did not present a 

problem. In the process of becoming a team, we had become familiar 

enough with the strengths and weaknesses of one another that as 

each volunteered for the part which seemed to "fit" best, the 

others confirmed it with expressions of support. 

It was agreed that two hours (2-4 p.m.) would be well suited 

for the majority of parishioners and would provide sufficient time 

to accomplish our task. Once the agenda items were written down, 

it was simply a matter of deciding how much time to assign to each. 

Once the agenda was fixed, we took it through a "rehearsal." Each 

person presented their part as if it were October 1llth. Having 

satisfied ourselves that we were ready (?), we proceeded to draw up 

a list of things that would need to be done prior to the meeting 

and a list of the supplies that would be required (Appendix D). 

Here again, each person volunteered to take responsibility for 

various parts of the "needs" list. For those who had experience in 

putting together a program of this size, the attention to detail 

required was anticipated if not even routine. For others, 

including this writer, it was unquestionably a learning experience! 

Nothing can be left to chance! 

Finally, the Team along, with Pr. Tom, Mary Pat, and 8r. 

Lorraine agreed to meet one hour prior to the October llth meeting 

to pray together and attend to last minute details. 
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TRAINING SESSION NO. 3 

THEOLOGICAL REFLECTIONS 

The Presence/Prayer portion of our third training weekend 

began customarily with the question, "How are we feeling?" This 

centering process continues to be a helpful way to move out of one 

gontext (work, ‘family, etc.) and into another, The question 

provides team members an opportunity to get in touch with those 

feelings that could help or hinder one's intended relationship with 

God through others. The time for presence was followed by the 

prayer (Appendix C) which was to have begun with the song Song Of 

The Body Of Christ. Because of a generally limited knowledge of 

that song, we simply moved into the opening prayer. 

Even as we covered "Parish Vitality" and "The Corporate 

Reflection Process," the formidable task of planning the meeting 

still lay ahead. BA systemic concern for thoroughness would soon 

give way to the process of selection and organizing. Certainly a 

good deal of reflection could be given to the relationship between 

"parish" and "life" (vita), or even the communal aspects of the 

Corporate Reflection Process, but what if one considered reflecting 

on, say, the theology of planning? What could be said there? 

My experience with planning has led me to the awareness that 

I have no trouble knowing where I am and where I want to go, it's 

the details in between that give me trouble. This’ project, for 

example, has taxed my mental and physical energy resources 

tremendously, simply because of the effort I must expend on 

attending to details. Unfortunately, God did not send me forth 
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into the created order with a "gofer" to take care of adding the 

"flesh" of details to the "bones" of my grand ideas; I have a 

responsibility to do that for myself. Experience has not only 

revealed both my strengths and weaknesses in planning, it has 

enabled me to recognize them in others. Where I have been gifted 

with vision, others have been gifted with the talents necessary to 

bring a vision into reality. Experience has taught me to recognize 

all strengths and weaknesses as part of the uniqueness (uniquity? 

have I coined a new word?) of humanity. 

What might we learn form Scripture or our Tradition concerning 

planning? Certainly in the opening chapters of Scripture we see 

God's creative power following a planned or orderly pattern. Water 

is gathered to reveal land, the land gives birth to all forms of 

plants and animals, the seed-bearing plants provide food for human 

and animal alike, and seeing it all as good, God rests. 

God's broad strokes of creation soon give way to intricate 

detail, however, when Noah is given plans for an ark. Specifying 

in precise terms what type of wood is to be used, its interior and 

exterior covering and design, along with exact measurements for its 

length, width, and height, we see a God concerned with detail. Not 

impressed with detail for the sake of detail, however. Surely the 

Tower of Babel must have been a splendidly constructed edifice, but 

"unless the Lord build the house, they labor in vain who build it" 

(Ps. 127:1). An important psalm to keep in mind as we move toward 

consolidation. Planning with the Lord, not for the Lord, is what 

is important.  



Tradition tells us that Jesus, presumably, was trained as a 

carpenter. Watching a carpenter work today is like looking back 

through a window in time to first century Palestine. Saws and 

squares today are not so different from then, and the measuring and 

marking skills used today were also used by Jesus. Like any good 

carpenter, Jesus was quite familiar with the importance of planning 

and attention to detail. It's quite possible that witnessing the 

fate of a businessman or builder who had failed to plan adequately 

prompted him to say: 

"If one of you decides to build a tower, will he not sit 
down and calculate the outlay to see if he has enough 
money to complete the job? He will do that for fear of 
laying the foundation and then not being able to complete 
the work; for all who saw it would jeer at him, saying, 
'That man began to build what he could not finish'" (Lk. 
14:28-31). 

Jesus is comfortable with planning. It 1s part of his 

routine. "Come down Zacchaeus! I plan to stay with you this 

night” "¢Lk.-19:8). He encourages others to do the same. Plan 

ahead. Don't be taken by surprise like an unprepared homeowner 

{Lk. 24:43) or the five foolish virgins (Lk. 25:3). 

Yet, Jesus the planner is understanding with those who are 

less gifted with attention to detail, like his newly wedded friend 

whose poor planning left him bereft of wine. He also knew the dark 

side of planning, like that which took place at Caiaphas' house 

where "they plotted to arrest Jesus by some trick and kill him" 

(Mt. 26:4). 

Western culture, with its penchant for analysis, has turned up 

some interesting findings within the social sciences that might 
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have been of some benefit to the embarrassed newlyweds at Cana. 

Was her new husband a scatterbrain? According to Palestinian 

custom of the time, when a man took his wife into his home at the 

end of the betrothal year, it was a time of celebration for which 

he was responsible (Brown, pp. 123-124). How could he not have 

planned for enough wine? Simple! He was probably a "right- 

brained" Galilean! 

The behavioral sciences have revealed a lot about what has 

come to be called brain dominance theory. Basically, the findings 

indicate that each hemisphere of the brain - left and right - tends 

specialize in different functions and deals with different 

problems. Covey does a nice job of describing this: 

Essentially, the left hemisphere is the more 
logical /verbal one and the right hemisphere the more 
intuitive, creative one. The left deals with words, the 
right with pictures; the left with parts and specifics, 
the right with wholes and the relationship between the 
parts. The left deals with analysis, which means to 
break apart; the right with synthesis, which means to put 
together. The left deals with sequential thinking; the 
right with simultaneous and holistic thinking. The left 
is time bound; the right is time free (p. 130). 

We might say, then, that God has gifted some for dreaming dreams 

and creating visions (right brain), while others have been gifted 

in implementing the vision through detailed planning (left brain). 

Once aware of this, we can work toward achieving the wholeness God 

intends for us by exercising whichever side seems the weaker, 

rather than abdicating responsibility by saying, "I'm just no good 

with details!" 

What we are suggesting here is growing toward wholeness - not 

independence. Our culture's inordinate emphasis on 'rugged 
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individualism" might prompt us to work toward balancing our 

abilities for vision and detail for the wrong reasons. In creating 

man and woman in the Divine Image, God has called attention to the 

communal dimension of creation. We are to be persons to each 

other, interacting with God through each other. In this regard, 

there always exists a certain "complimentarity'" that encourages 

working together which finds suitable expression in "detail" 

persons working in harmony with "dreamers." 

In conclusion, then, it seems obvious that God has shared a 

divine capacity for planning in a rather unique way - left and 

right. We are called to strive for wholeness, while at the same 

time being tolerant of our opposites. In the words of Luciano 

DeCrescenzo, "We are each of us angels with only one wing. And we 

can only fly by embracing each other." 

 



TRAINING SESSION NO. 3 

LESSONS LEARNED 

Location 

Our experience indicated that having a location apart from 

regular meeting sites yet close enough to enable sleeping at home 

worked best for us. Local circumstances, of course, may not make 

that possible for others. Gathering for breakfast and sharing time 

at day's end was important to team-building. 

Content 

Never assume that a song is known by all. I learned this 

during the Ministerial Identity week and saw it again here. 

The centering process (Presence) 1s important to prayer, and 

doing it as a regular part of the training was a valuable aid in 

helping some team members identify and express feelings. The 

handout on How Are You Feeling? (Appendix B) is an excellent tool 

to help people name their feelings which is an important part of 

communication yet remains somewhat a problem in our society. 

Planning, and all it entails, was probably the # 1 lesson 

learned throughout the entire process. 

General Observations 

It seems that much of the "right stuff" necessary for 

effective teamwork was in place even before the training began. 

The information presented made it possible to recognize our 

abilities. 

None of the training involved the use or consideration of 

either the Enneagram or the Myers-Briggs Type Indicator (MBTI). 
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Personally, I think the MBTI could have been used as an enjoyable 

team building exercise and the more I learn of it, the more value 

I see it having in relationship to other areas covered. For this 

reason, I have decided to develop an MBTI "workshop," based on the 

material presented by Jesuit Father Tom Sweetser and Carol 

Wisniewski Holden, to be presented to the Long Range Planning Team 

sometime during the Summer of 1993. Mary Pat Farnand has expressed 

an interest in working with me on that project so, upon completion, 

we may be able to add that program and its results to this project 

as an addendum for informational purposes only. It would not be 

considered a formal part of this project which has been completed 

in partial fulfillment of the requirements for the degree of Master 

of Arts in Pastoral Theology. 

Readings done lateral to this project have shown remarkable 

correlation in methodology indicating that the basic structure of 

this training program is sound. Yet, there exists an urge to 

create an "ideal" program drawing from the best of all sources that 

could be used in any team training situation. Unfortunately, each 

situation is different and there are no "ideal" situations looking 

for "ideal" programs. There are only "messy" ones, complicated by 

the complexity of human personalities, that are looking for 

programs such as this one, capable of helping, if enough people can 

be found to tackle the job in faith that the Holy Spirit will bring 

it to completion.  



iv. 

IMPLEMENTATION OF TRAINING : THE JOINT MEETING 

After what seemed like years of preparation (actually it had 

only been three months), the Big Meeting came ... and went 

almost flawlessly. I was amazed! Sr. Lorraine was amazed!! The 

whole Team was amazed!!! We knew we had worked hard, and hoped it 

would go well, but the result far exceeded our wildest dreams. 

The success of the meeting on an operational level could be 

attributed to the fact that we had "planned our work, and worked 

our plan." Volunteers had set up the hall the day before and all 

necessary equipment was in place. The "facilitator/scribes" 

meeting following morning mass was one more opportunity to review 

our game plan and consider final, FINAL, details. In retrospect, 

it probably would have been good to publicly invite any who wished 

to serve in the capacity of a facilitator (rather than 15-20) to 

attend the post-Mass "inservice." That would have resulted in many 

more parishioners being that much more prepared. 

The meeting was begun promptly at 2 P.M. out of respect for 

those who had made an effort to arrive on time, and also because 

starting late was a bone of contention that would definitely have 

been counter-productive to creating a good "climate." Our planning 

and rehearsal paid off in terms of praise from parishioners on how 

smoothly the meeting went. We wanted them to understand that their 

opinions were important, and tried to demonstrate respect for their 

presence through good planning. It was obvious that we had worked 
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hard to enable every parishioner to express his or her vision and 

that was appreciated. Another indicator of our success was that we 

were able to call the meeting to a close promptly at 4 P.M. - and 

never felt rushed! The only problem encountered, and we did not 

realize it until much too late, involved the videotaping. The 

entire meeting was videotaped from the rear of the room and would 

have provided an excellent form of documentation. Unfortunately, 

at the end of the meeting the person doing the videotaping gave the 

tape to "someone," and no one remembers being that "someone." We 

had failed to designate one person'to take responsibility for that 

video so, much to my deep personal regret, it cannot assume its 

rightful place as part of this project. 

But, on an entirely different level, the feeling of goodwill 

and togetherness that pervaded the meeting seemed an obvious sign 

that we had not been left orphans! (Jn. 14:18) The presence of the 

Holy Spirit was clearly manifest, touching the minds and hearts of 

all, and affirming through others that we had done our homework 

well. 

An awareness for the dynamics of systems had enabled us to 

create a climate conducive to exploring core values. We were then 

able to facilitate the communication of those values in such a way 

shat parishioners could experience a consensus of opinion regarding 

the future of their parishes. 

Though a complete account of the "Small Group Visioning 

Results" is available along with an analysis of the Evaluation 

Sheet (Appendix D), the meeting gave birth to three visions: 
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+ that we unite into ONE PARISH 

+ that we worship together in .. ONE WORSHIP SPACE 

+ that we be known by ONE NAME 

There would still be a lot to do and the beginnings of this 

second phase have been outlined in general terms in the Epilogue. 

But for now, we knew that we could work together to facilitate 

whatever changes still lie ahead. 

WE HAD BECOME - THE LONG RANGE PLANNING TEAM! 

 



Vv. 

EPILOGUE 

Following the joint meeting of both parishes on October 11, 

1992, the Long Range Planning Team met again to consider the 

learnings from that meeting and determine where we needed to go 

from here. A letter to the Archbishop (Appendix D) informing him, 

in general terms, of recent accomplishments and future plans was 

mailed on October 20, 1992. 

Team members heading up each of the four committees would 

schedule a meeting with those who had volunteered, to lay plans for 

gathering data relevant to their committee. A Long Range Planning 

Team meeting was scheduled for December to see how the committees 

were progressing and assess ongoing needs. 

A fifth committee, the Spiritual Life Committee, was formed by 

the pastoral staff for the purpose of maintaining a focus on the 

spiritual dimension of unification. This committee would also 

begin planning for a presentation that would address feelings of 

anger, grief, loss, etc. surfacing among parishioners. An 

additional training session with the Long Range Planning Team would 

enable them to continue their facilitating role in this area of 

grief and loss. A couple of things the Spiritual Life Committee 

did immediately were, compose a "unification" prayer (Appendix D) 

to be prayed on a daily basis by all parishioners and at all 

Masses, and select a hymn (Marty Haugen's We Are Many Parts) to 

provide a consistent theme presented via the music ministry. 

153  



Data gathered concerning finances, land and buildings, 

stewardship, and demographics would be reviewed and compiled into 

a "Current Reality" presentation which would illuminate viable 

options for parishioners in light of their vision of one parish, 

one worship space, and one name. Identification and gathering of 

that data is now in process and is scheduled for presentation to 

another joint meeting of the parishes which was delayed until 

February, 1993 to allow more time for preparation. 

The Long Range Planning Team training program has been a 

rewarding experience, both collectively and personally. That is 

not to imply that it has come to an end. Though those formal 

aspects of the training which introduced team members to value, 

system, and climate theories, and addressed the topics of 

consensus, communication, conflict, and corporate listening, have 

been completed, the learning process will continue. The Team will 

continue to meet and explore new areas that will enhance their role 

as agents of change. "Leadership," as Covey notes, "is not a 

singular experience. It is, rather, the ongoing process of keeping 

your vision and values before you and aligning your life to be 

congruent with those most important things" (p. 132). 
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PLEASE NOTE: In reading these recommendations please note that they are the recommendations of the 

Future Staffing Committee. They must go through at least three more steps before they are finalized. These 

steps are listed in a document entitled FUTURE STAFFING: WHERE TO FROM HERE? 

  

DEFINITION OF TERMS 

USED IN THE RECOMMENDATIONS FOR FUTURE STAFFING 

1. CLOSING - Because a parish no longer meets a variety of criteria; and because of the need to reshape our 

parochial structures to adequately meet staffing needs; and because of geographical location the members of the 

parish may become part of other parishes, the parish will be closed within one year of the decision of the 

Archbishop. The Archdiocese will help facilitate the parishioners in the closing process which the Archdiocese 

recognizes to be difficult and painful. The Archdiocese will also assist parishes in welcoming the parishioners of 

the closed parish. 

2. CLUSTERED/CONSOLIDATED PARISHES - The meaning of clustered or consolidated parishes varies 
from situation to situation. Because of a variety of criteria, and because of the need to reshape parochial 

structures for future staffing, these parishes are requested by the Archdiocese to engage in a dynamic process of 

substantial cooperation. This process may take place over a period of years. Utilizing specific direction given 

by the Archdiocese, the staffs and people of the two or more parishes engage in a process that will determine 

what the substantial cooperation shall be. Minimally, it will include the sharing of a pastor or a PLC. 

Maximally, it could include a total consolidation. 

Criteria for clustering or consolidating will include: administrative workload of the 

PASTOR/PLC, finances, conditions of buildings, the quality of the sacramental and ministerial 

life of the parishes and so forth. The Archdiocese will encourage as much cooperation as 

possible and will provide facilitation as needed. The process will vary from parish to parish. 

3. CHAPEL - A parish becomes a chapel because the parish no longer functions as a parish, according to a 
variety of criteria. However, because of the history of the place and its significance to a community of people, 
it remains as a place where sacraments or other activities may take place. As a general norm, no priest is 

assigned to a chapel. Specialized ministries may take place. Unless otherwise so designated, a chapel is the 

responsibility of the parish within which the chapel is located. If it is not the responsibility of the local parish, 

a specific group of people must be recognized by the Archdiocese as responsible for the chapel. A chapel must 

be maintained properly in order to remain a chapel and must be self supporting. Celebrations of the sacraments 

require the permission of the local pastor. A chapel will need to file an annual report. All questions regarding 
a chapel shall be referred to the Chancellor. 

4. PARISH LIFE COORDINATOR - A parish life coordinator is a lay person or religious sister or brother, 
who has the pastoral care of a parish entrusted to him or her. The parish life coordinator is supervised by a 
priest moderator. Canonically, the parish life coordinator has the pastoral care of the parish for all areas, 

except the specific duties of ordained priests. A priest is also assigned as a sacramental minister to the parish. 

Other changes listed in this document are: Loss of associate pastor, change from a parish life coordinator to 

pastor and special recommendations.  



VALUE THEORY 

Test Questions - Presented by L. Walsh, c¢.s.]. 

A person's values may be ascertained by observing: 

a. choices made by an individual which make him feel 
"more like himself" 

b. the patterns of activities and priorities displayed 
by a person over a period of time 

c¢. behavior choices which are consistent with his past 
history and lead to a sense of personal integrity 

d. with whom he spends his time, what he communicates to 
others and those events he declares are important to 
him 

e. all of the above equally correct 

When one places an individual, a small group, or an 
organization under stress, each is most likely to: 
a. attack the cause of the stress 
b. act in such a fashion as to minimize risk 
c. seek help from an outside "expert" 
d. make choices in keeping with its enduring values 

An individual is found to be filing falsified income tax 
returns. He states that he values honesty but feels he 
has done nothing wrong since everyone cheats a little on 
income tax. In this particular situation, objective 
observers assessing this individual might see "honesty" 
as an: 

espoused value 
experienced value 
operative value 
none of these 

position taken by this paper is that "true values" 

espoused 
experienced 
operative 
acted upon in high risk situations 

If a community of Women Religious wanted to gain a 
greater clarity about the values that their particular 
Order stands for, they might gain this clarity best by: 
a. generating a list of specific issues that are present 

in our current society and get the reaction of each 
member to each specific issue. Pooling these 
reactions would let them know the values the Order 
stands for. 

b. asking each individual member to list, in rank order, 
the priority with which she feels the Order should 
address the issues in today's Church and the world. 
reviewing the action of the Order over a broad 
spectrum of time to recognize patterns of responding 
especially in times of stress and moments of choice.  



joining into dialogue with other religious Orders to 
see how they are addressing current life issues. In 
this way, each Order could better discover what they 

want ‘to do in the world and Church. 
asking lay people what they feel the Order should be 

doing and, based on this, determine if most people in 
the Order would be comfortable with the recommended 

approaches. 

Value confusion may result from: 
a. people being exposed to such a wide array of possible 

. value choices. 
b. people unable to get in touch with or sort out their 

own values. 
c. people being unable to determine the sources of 

certain values, i.e., which arose from which 
community, heritage, or value structure. 

d. all of the above. 
e. none of the above. 

We hear a lot today about "value based education.” In 
the light of this paper, value based education would most 
likely: 
a. teach one set of values and let the students react to 

these. 
b. teach many sets of values and let the students pick 

the ones they feel are best. 
C. attempt to create conditions in which the students 

would make free choices consciously based on values. 
attempt to create conditions in which clear choices 
are consciously made for the students. Then, help 
them sort their reaction to the decisions. 
allow for the expression of perceptions and biases 
because these clearly reflect enduring values. 

A former member of the Nixon administration once made the 
statement, "Don't watch what we say, watch what we do." 
Why does this seem to be an important discrimination? 
a. watching what a group does puts you in touch with 

their espoused values. 
b. espoused values are the best reflection of enduring 

patterns of behavior. 
cs the degree of difference between espoused and 

experienced values is one indication of the strength 
of the espoused values. 
operative values may often differ significantly from 
espoused values. 
none of the above.  
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SEEDLIFE 

WE ARE THE SOWER 

scattering seed 

in fields entrusted to our care 

with every gesture of planting 
a sign of trust 
that all good things will be brought 
to fruition 
in due season 

by our Farmer God 

WE ARE THE SEEDS 

small secrets in God's story 

curled up inside the camouflage of plain exteriors 
waiting to be told 
in the fullness of our time 
needing only a morsel 
of the earth's richness 

to add to the glory 
of our Artist God 

WE ARE THE FIELD : 

filled with the confusion of weeds and wheat 
of growth and decline 
of friends and enemies 

embracing all that we are given 
and offering it to the transforming power 
of our Redeemer God. 

WE ARE THE REAPERS 
faithful workers 
who gather what is grown 

remove what is dead 

protect what is alive 
and celebrate what is lasting 

with our Wonder Worker God. 

WE ARE THE WHEAT 

final fruit of a patient process 
coming to a point of readiness 
that can nourish others 
in the endless recipes 
of our Baker God.  



EVALUATION OF TEAM LEADERSHIP DEVELOPMENT 

JULY 24-25, 1992 

The purpose of this evaluation is to learn from our experience and 
to help us to plan for the next time. > 

Please check one box for each item. ©) ©) © 

very satis- satis- little un- very un- 
factory factory satis- satig- 

factarv factorv 

Enriched our lives. (] 

Helped our relationship with Gods =] 

Learning to become a team. — 

Learning system theory. 

Learning climate theory. — 

Learning value theory. _ 5: 

ET 75 

My own participation. -— 

Our team's participation. rh 

What processes helped you the most? 

  

  

What processes were the least helpful? 

Please comment on: 

the site 

the time 

the amount of work done 
   



GREETINGS! We are the Long-range 

Planning Committee. Chosen from the 

congregations of St. James and St. 

Catherine’s for the purposes of: 

One, FACILITATING the transitions 

and changes 

which will be 

implemented 

m the next 

several years 

in our parish- 

es. Two, 

COMMUNI- 

CATING with 

ALL parishioners to inform them of 

what is happening and more important- 

ly, getting INPUT from all of you in 

making the important decisions that are 

facing us. And three, BUILDING a 

stronger Christian community based on * 

FAITH, UNITY and COOPERATION. 

On July 24th and 25th we had’ 

our first meeting at the Sisters of St. 

Joseph conference center in Tipton, In. 

It was an overnight affair in which we 

got to know each other better and spent 

time preparing for the task ahead by 

studying a variety of readings, partici- 

pating in group discussions and assess- 

ing where we stand right now as parish- 

es. 

Also in attendance were Fr. Tom 

Clegg, our new parish administrator, 

Mary Pat Farnand, Liaison for the 

Indianapolis Archdiocese, and Sr. 

Lorraine Walsh, from Inter-Community 

Consultants, Inc. of St. Louis, Mo. You 

may remember Mary Pat and Sr. 

Lorraine from the parish meeting on 

April 5. They will be assisting us 

throughout this process. 

You may be wondering just ex- 

actly how Long-range Planning Team 

was chosen. At the meeting on April §, 

the parishioners in attendance were 

asked to write down the names of three 

people who they felt would be good 

choices to sit on this committee. All of 

the nominees were then invited to at- 

tend a meeting with the parish councils 

on May 2 at St. James; about 30 people 

were in attendance. At the meeting, all 

were briefed regarding the commitment 

they would be asked to make to this 

endeavor. Once this was done, nominees 

were asked to speak briefly as to why 

they would or would not like to be 

considered. All present were asked to 

nominate four people from their respec- 

tive parishes, then the results were given 

to the councils. Each council then chose 

four persons from their respective par- 

ishes to staff the committee. The names 

and telephone numbers of these people 

are on the next page. We welcome your 

thoughts and invite you to get in touch 

with any of us if you have any questions 

or comments.  



APPENDIX BB 

Training Session No. 
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BLOCKS TO LISTENING 

« Comparing...So and so is better...I’'m not as good. 

 wMind Reading...] wonder what he is really thinking, 
< Rehearsing... This is what I am going to say when he finishes. 

« Filtering... Ill listen to find out if... 

<« Judging...She sounds as if she doesn’t really know... 

«Dreaming... When we get finished, I'm going to... 

« Identifying... He sounds just like me. 

< Advising... If I were you, 1d... 

«Being Right...I know! 

< Derailing...As I was saying... 

« Placating... Sure, sure, sure 

FOUR STEPS TO BETTER LISTING 

Paraphrase: You 

Clarify by asking questions to understand better. 

Give feedback: What you thought, felt, sensed. 

Remember the rules: Immediate, honest, supportive. 

oe oo a on rtner.. .Take turns to share an affirming incident you had in the 
workplace recently. You will have two minutes each. As a listener, try to 
practice some of the four steps to better listening. 

Is there anything you have learned from this experience which you want to continue to practice 
in the workplace? Jot down what that is.  



ENHANCING COMMUNICATION SKILLS... 

"HUH? WHA'D YA SAY?" 

Based on intention to: 
1. Understand someone 1. Acting interested 

2. Enjoy someone . Buying time to prepare YOUR 
3. Learn something comment. 

4. Give help or support . Half-listening so you will be liked. 

. Listening for: 
vulnerabilities, weak points. ..to take 

advantage or so you can be right 

Think of people you really listen to. Why? 

  

  

Think of people you pseudo-listen to. Why? 

  

  

Practice REAL LISTENING with one person now. 

Practice PSEUDO-LISTENING with one person now. 

What part of this theory and experience do you want to bring back to the workplace?   (S141 RA 7_I ETN



LEARNINGS FROM UNRESOLVED CONFLICT: 

Kindness paid off...kept the conversation going 
Let go and let God 
Anger gets in the way of good discussion 
Softer, lower voice helps 
Reverse roles in your mind 
Total imbalance in response...all gut 
Getting it out exposes it, makes you aware of negative 
behaviors...gives idea of what others/you have been 
thinking 

Situation of conflict...seems to be only sign of deeper 
ongoing conflict 

e¢ Not fun 

LEARNINGS FROM RESOLVED CONFLICT: 

Be open/ not defensive 
Importance of shared values in relationship 
Explanations and apologies on both sides seals friendship 
Trust you will be heard 
Not realizing what another wants/ exposing needs let's us 

fulfill them 
e Greater sense of wholeness 

SIMPLE STEPS IN DEALING WITH CONFLICT: 

l. Simply say, "We have a difference here". 
2. Try to name your own emotion without blame or guilt. 
3. Then name the issue or problem as clearly as you 

can...again without blame or guilt. 
4. Deal with the issue or choose a time when you want to deal 

with it (especially if emotions cannot be calmed). 
IF WE MAKE THE CONFLICT PERSONAL, WE CAN 

DAMAGE /HURT/DESTROY PERSONS...OURSELVES OR ANOTHER. 

 



DREAM DREAMS 

REFLECTION/Background music : 
O Lord, let our dreams soar. Let all our inhibitions and 
fears disappear as we strive to make our hopes come into 
being. Give us the strength, courage and insight we will 
need as we work to bring our vision to reality. Let your 
Spirit guide us in our imaginations and our fantasies so 
that worries and anxieties will not overcome us, for it 
is only through dreams that the beauty and wonder of your 
kingdom will be made known to all. Be with us, Lord, as 
our minds wander, as we dream your dreams. 

Dreams come and go in our lives. 
Far more die 

than come to reality. 
What is it in us that allows us to let go of 
visions that could create new and beautiful worlds? 
Why do we so easily give in to barriers? 
Why do we let ourselves conform and be satisfied 
with what is? 
What is it in us that allows us to let go of visions? 
What are our barriers? 

Reaching out to a dream/vision can be risky. 
It can involve hardships 
that our imaginations never knew. But Jesus says nothing 
is impossible, for through God all things are possible. 

Pause 

(Each person writes one or more of their "barriers" on a 
slip of paper. When each has finished one by one the 
paper is placed on the lighted charcoal and incense.) 

Following the burning of "barriers" each person shares 
with the person next to them the barrier that prevents 
them envisioning/dreaming. 

Prayers of Petition: 
Response: Heal us 0, God. 

Closing: May our God hear all our needs as we move 
forward to build our dreams with faith--- 

faith in ourselves, 

faith in our sisters and brothers 
and above all 

faith in our God with whom all things 
are possible 

We ask this through Christ our Lord. 
. Amen.  
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ACHIEVING INSTITUTIONAL VITALITY 

Vitality of Our parishes makes the difference 

By Fr. Jeffrey Godecker 

Assistant Chancellor 

First in a series of Articles 

In an article in America of May 2, 1992 

Margaret Steifels (editor of Commonweal) 

stated, "My premise is that the state of the 
church, its institutional vitality, makes a 

difference.” | 
This statement seriously captures my 

attention in the work of planning for how 
we staff parishes and plan for ministry in 
the future. I believe that INSTITUTIONAL 

VITALITY ought to be at the heart of all 
the recommendations and plans for our 

future. 
This is the first of four articles that invite 

our parishes to examine the question of 
institutional vitality. These articles might be 

used by parish councils or a planning group 
or staff. A series of questions is available 

upon request from the Office of Project 
Implementation (317) 236-1407). Facilitation 

or direction is also available. 
My motivation for these articles stems 

from a concern that we are missing a great 
opportunity during this crisis that we have 

attempted to address in the Future Staffing 
Project. We feel and experience the crisis 

in many ways but often choose to ignore 
that it is possible to use this as yet another 
opportunity to continue the renewal of the 

Catholic community. We are not done yet 
with that task we began almost 30 years 
ago. 

The first article contains some general 
thoughts on institutional vitality. The 
second connects the question of vitality to 
questions about numbers of priests and the 
number and sizes of parishes that we have. 

The third article raises the need for us to 

continue to engage in the "Refounding" of 

our parishes. The final article raises issues 

concerning leadership. 

The Meaning of Institutional Vitality 

The first difficulty in a discussion of 

institutional vitality is the prejudice that 
most people have against institutions at this 

moment in our history. People often do not 

trust institutions. They consider them 
uncaring or even, at times, corrupt. 

Sometimes people get lost in the processes 
and structures of the institution. 

But institutions are simply ways of 
organizing the mission and the 

responsibilities of a group of people in order 
fcr people to accomplish what they want 
done. Institution is the answer to a simple 

question: How does a group organize itself 

in order to do its task. And the current 

problem isn’t so much the institution as it is 
the vitality, integrity, and ability to care for 

the institution. 
For all the prejudice that exists against 

institutions, it 1s clear that without 
institutional processes we will not get 

anything done together or in collaborative 

ways. Without institutions that are vital we 

stand no chance of reforming and renewing 

our society. 
The other crucial word here 1s 

VITALITY. For a church, vitality means 
that the mission of the community is strong, 
effective and alive rather than weak unheard 

and ineffective. It means that the voice of 

the community is loud and clear rather than 

weak and whimpering. Vitality means that 

the institution is not just surviving and living 
on its past but the parish is focused on 

continually regenerating its mission in light 

of today’s culture. 
Vitality raises the question of whether or 

not the community or institution structures 

itself in such a way as to be equally 

effective and caring in what it does. Part of 

the thesis here is that vitality requires both 
effectiveness and caring. Without one the 
other does not exist. 

But what about spirituality? Isn’t that our 
priority rather than how we are organized?  



Yes, spirituality 1s very important. But I 
believe that many discussions about 

spirituality are often abstractions. 

Spirituality does not exist in a vacuum. 
Spirituality 1s not some Tinker Bell that 
appears at times of prayer or liturgy. 
Spirituality exists in people who relate to 
one another with a mixture of love and hurt 
and within the context of a community. 

Spirituality is not about the heavens but 
how "heaven" influences what we do with 
our money, how we make our decisions, 
what our priorities are, how we get things 

done. Spirituality is evidenced not so much 

in our words or minds but in what our 

relationships are like, how we express our 

care. And yes, we need a lot more time for 
prayer and quiet and some good ways of 

meditation, and all of the other ways that 
help us develop spiritually. But if those 
things do not improve the vitality of our 
institutions or communities they are in vain 
and even counter productive. 

Characteristics of a Vital Parish 

The question in this article, then, is what 
does 1t take to be a parish that is vital 

enough to make a difference? For purposes 

of space (and not because these are 

inclusive) I want to single out five. 

1. The parish is visible and accessible in 
an active, caring and efficient way. Itis not 

enough to just be there. It is not enough to 
have a priest (part time or otherwise) or a 

staff. It is not enough to have a variety of 
services. Accessibility has to do with a 

sense that "I am welcome here (even if I am 

different) and that I need to be a participant 

here as well as a recipient." I can enter into 

a relationship here. The programs are 

structured in such a way as to encourage 
active membership. 

2. The parish is not simply a place of 

‘provided services for consumers or as has 

been said by many people, the parish is not 
a place that works like a gas station. Rather 

the parish is a committed faith community 

actively engaged in a mission whose source 

1s Jesus Christ. 

Key to the concept of faith community is 
worship and prayer that strengthens the 

commitment and enables the mission. The 

prayer leads to commitment. Mission and 
its struggles invite the community to return 
to prayer. The evidence of vitality in this 

case will be quite clear. Either the worship 
will be focused on the dynamic response to 
what 1t 1s that God asks the community, or 

it will be individually focused only on the 
needs and troubles of individuals with 
everyone praying only in self interest in 
their private pews. In the case of the first, 

the parish will be filled with vitality. In the 
case of the second, the parish’s voice will be 

mostly a whimper. 

The quality of the worship will always be 
the sign of how vital a parish is. Worship 

where people are scattered throughout a half 
empty church, where people come very late 
and leave early, where people seem to care 
mostly about the length of the service, 

where singing 1s timid and responses weak 
indicates a parish that has lost its vitality. 
Worship in a filled church with strong 

prayer and good singing, where attention 

and faith are heightened indicates a vital 
church. 

3. The parish is filled with leaders who 

are focused on the mission, leaders who 

continually bring the community to 
awareness of what the parish is all about. 
This focus is not some abstract ideal but 
genuinely takes into account the realities of 

the twentieth century. The leader spends 

time reflecting, praying, planning, and 

acting on the mission. 

The leader is not overwhelmed by the 

substantial number of conflicting needs and 

viewpoints that arise from mission. The 
leadership is not tired or spread too thin. 

The expectations and demands are well 

managed. The leadership is not fragmented. 
The leadership includes both lay and 

ordained leadership in some kind of 
effective and creative combination. 

4. The parish considers the positive and 

negative effects of all the interrelationships 

of the parish. It is able to affirm, challenge 

and better those relationships. Nothing saps  



or enables vitality like the interrelationships. 
They are many and complex. 

Often a parish is like an iceberg; the 
official part that is above water and the 
hidden part below water. The official part 
1s all the public policies, procedures, and 

organizations. This part obviously needs to 
function efficiently. But the hidden part 
(perhaps best characterized by phrases like 
"the meeting after the meeting" or "parking 

lot conversation") contains many powerful 
and frequent ghosts such as jealousy, 
competition, turf protection, newcomers 

versus oldtimers, staff relationships, 

personality conflicts, committee and parish 
pastoral council relationships, feelings bout 
the current leadership (especially the pastor), 

passive aggressive behavior, the need to 
succeed or have power. Because they are 
hidden and not talked about, these ghosts 

have a way of taking over and sapping the 
vitality of the parish. 

It 1s my hunch that in many parishes the 
ghosts are the most important dynamic in 

the debilitation of vitality. I believe that, 
while we spend a lot of time blaming the 

current realities on leadership, theological 
differences, lack of vision, lack of resources 

and so forth, it 1s the interrelationships and 
the dysfunctions that are far more 

responsible for many of our difficulties. 
The parish must face its own ghosts, 

confess its own sins and continually seek 

reconciliation for vitality to happen. To 
some extent the vitality of the parish can be 
measured by the trust level that exists 

between various groups and factions in the 
parish. How easily do people let go of 
cherished assumptions or turf in order to 

listen and seek common action? How often 
do parishioners seek reconciliation with each 

other? How often is solidarity more 

important than individual agendas? 
5 The pansh sees itself primarily as a 

servant of the larger community and, at 
appropriate times, the whole world. The 

parish focuses on its need to serve 
something beside itself as much as it spends 
time on its own internal needs. The parish 
sees itself as Christ, as Eucharist. It 

celebrates Eucharist in order to become 

Euchanst for its neighborhood. This vision 

1s translated into daily reality. The poor are 
a priority for this concrete service. 

The controversial and difficult question 1s, 
if we use the above five criteria, how vital 

and alive are our parishes? There is indeed 
a lot of vitality in many of our parishes. 
However, there are some parishes that have 
little vitality. And there is almost no parish 

in the archdiocese that is free of a need to 
strengthen its vitality through facing some of 
the issues raised. 

It 1s may hope that our planning processes 

on both parish and archdiocesan levels 
would aim for vitality. Often, it is hard to 
get beyond status quo. Attitudes of "leave 

us alone" and "we have always done it this 
way" seem to have a great momentum at a 
time when such attitudes risk killing the 

vitality we do have. The sheer weight of 
day-to-day conflicts, problems and patterns 

of getting things done seems to prevent us 
from changes of substance that would 
contribute to the strengthening of our 
vitality. 

The tensions are many and we can allow 

ourselves to be overwhelmed by the crisis. 
But God gives us this time to take the crisis 
and turn it into an opportunity for growth. 

Stronger parishes are possible. It can be 
done. 

August 7, 1992 
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The concern about too few priests for 
the future is well known at this point. Our 
archdiocese is faced with a prediction that, 
“even with good vocational efforts, we will 

| have only 88-90 priests for parish work by 
| the year 2010. But is it too few? I believe 

' there is much more at issue here than too 
few priests. Solutions to current problems 
will need to be much more multidimen- 
sional than simply reshuffling how and 
where priests are assigned. ; 

Yes, the number of priests that we have 
is very important. But the bottom line is not 
how many priests we have but how we 
structure the church in such a way that we 
are able to maximize the church’s mission 
in central and southern Indiana. How do 
we maximize the quality of the liturgy and 
outreach as well as evangelization and 
religious education? How do we do so with 
resources that are obviously not limitless? 

Is too few priests the problem or have 
we spread the leadership too thin in the 
@: of keeping everything the way it is? 

  

by Fr. Jeffrey Godecker 
Assistant Chancellor 

Second in a series of articles. 

the parishes structured in such a way 

optimum for the success of the mission? 
Is the problem numbers of priests or is 

the problem a parish system that was 
created to meet the needs of a different 
time and culture? 

In no way do I want to minimize the 
loss we are facing, nor do I simply wish 
to ignore that there are questions about 

there are lots of ways to structure 
parishes and staffs that might help the 
mission with or without the loss of 
priests. We may well need more priests, 
but more priests in and of itself does not 
maximize or better the mission of the 
church. Nor does more priests neces- 
sarily result in a more efficient usage of 
personnel. : 

Sometimes I think we have more a 
shortage of imagination than a shortage of 
priests. I think we have a more serious 
shortage of willingness to share structures, 
resources, and power. I think we are more 
willing to get trapped in anger (some of 
which is quite legitimate) that surrounds 
this issue than we are to crawl out of our 
frustrations and make something of the 

portunities that we are presented with 

I would like to suggest the following 
possibilities in order to meet the realities 
we are facing. None of the possibilities is 
easy but they are possible. 

  
“fat the use of persons and talents is" 

vocations and ordination. However, - 

  

How many priests are 
Instead of beginning with the number 

of priests let us begin with the vitality of 
our parishes, where they are located, and 
even how size affects the problems we 
face. Let us begin by asking about the 
vitality of the parishes we now have. 

If we had to totally rebuild all of our 
parishes today we simply would not 
build all of them over again in the exact 
same places. The times are far too 
different than the age in which most of 
our parishes were built. This remains true 
with too few or too many priests. 

We are very accustomed to a parish 
being provided in a particular place. But 
simply because there is a “‘provided 
parish” does not mean that there auto- 
matically exists a faith community able to 
fulfill (in a way that is effective and 
i the sacramental, educational, 

and outreach missions of a parish along 
with being good stewards of property and 
other resources. 

The size of a parish must enter into this 

discussion. A parish must be of such a size 
that the need of people for belonging and 
personal involvement can be met. We do 
not need mega parishes. But parishes also 
require enough members to provide a 
variety of skilled volunteers, paid and 
competent staff, maintained buildings and 
property, and support for the larger 
church. (In some cases there will also be a 
school to care for and develop.) 

What is a good size for a parish? The 
answer will be relative and will need to 
include some exceptions. Sometimes dis- 
tance and roads play a part in our need to 
have some very small parishes. Sometimes 
our very large suburban parishes are not in 
a position to break into smaller parishes. 
‘Sometimes a parish or community may be 
important to a particular neighborhood, 
particularly in poor areas. 

Parishes, of course, may be any size if 
they are really focused on a mission and 
are capable of becoming more than a 
private group that periodically gathers 
together for church activities. If the 
church is able to do well all the things 
that it should be doing as a Catholic 
parish and is open to the needs of the 
larger church, then size is not an issue. 
But, in fact, size does, in many cases, 
prevent a parish from fulfilling all of its 
responsibilities. In fact, size can be an 
issue about vitality. 

For purposes of discussion and certainly 
not a rule or guideline, I want to offer the 
suggestion that a good minimum size for a 
parish is a range of 500-1,500 persons. Such 
a large range takes into account geographic 
needs as well as other issues that may face 
a parish. The maximum size for a parish is 
  

  

  

too few? 
fairly flexible depending on the ability of 

the staff to organize people into face-to-face 

groups and to provide liturgy and service 

that is personal and effective. 

An average-size parish in the archdio- 

cese is 1,245 people or approximately 300 

families. An average size doesn’t always 

tell us a lot. In this case, however, 1,245 is 

a fairly manageable reality. All of the active 

parishioners can be known by name and 

have an opportunity for involvement. 1,245 

people tithing money and talent will be able 

to maintain good staff, keep up buildings 

(provided they are of a comparable size), 

and perform the missions required of any 

Catholic parish. 

In the archdiocese 60 (or better than 

one-third) of our parishes are under 500 

people. Sixty-five percent of all parishes 

are fairly remote and others have special 

ministries that require existence no mat- 

ter what the size. But for many of those 

60, in an age when resources are short 

and when cooperative efforts can accom- 

plish more, is it in the best interest of the 

vitality of the mission to retain all 60 of 

those parishes as totally independent 

units? Again, this is not a suggestion to 

close all parishes under 500 people. Itis a 

suggestion that many of those parishes 

would be more viable and vital in their 

ministry if they clustered or consolidated. 

I believe this to be true with too few or 

too many priests. 

Many will respond that small is better. 

Small has many advantages. And there is 

no intention” to suggest that mammoth 

parishes are better and more efficient. 

Often they are neither. But small also has 

disadvantages especially when cooperation 

or even consolidation with another parish 

would suggest better results. Small isn’t 

always able to support everything that 

needs to be done in a parish today. Small 

also is an exceptional disadvantage if by 

small we mean people who all think alike 

and don’t want to be involved with ‘those 

people’’ down the road or at the other end 

of the neighborhood. os 

The message of some of the letters and" 

responses that I have received concerning 

future parish staffing has been “leave us 

alone and don’t bother us.” While I 

understand part of the message about 

parish identity, I am concerned that 

sometimes our parishes have adopted a 

model of church that is very private, 

isolated, and excessive in its American 

individualism. Protection of turf and a 

certain way of viewing and doing things 

often seems to be more the issue than 

maintaining a strong identity. 

Some parishes seem to have adopted 

an independent church model that carries 

with it a certain amount of isolationism.  



Does this model tit all ot our parishes? 
Certainly not. Many of our parishes 
recognize their intimate connection to 
and involvement in the larger church of 
the archdiocese. 

Others will say that many Protestant 
churches do quite well as independent 
units and, as a general rule, have a much 
smaller average size. This is true but, 
besides having a totally different tradition 
of unified parishes under a bishop, we 
Catholics also have a variety of other 
obligations that we undertake as Catholics. 

I believe we need churches that are 
strongly connected to each other within 
the Catholic tradition of the local church 
we call the archdiocese. I believe we need 
parishes where enough people are pre- 
sent to accomplish the mission con- 

sistently and effectively without burning 
out the staff and the volunteers. We need 
parishes where there is a variety of 
people that constitute an inclusive com- 
munity, not just a group of people who 
all think alike and who are independent 
of other churches around them. 

People challenge that statistics and 
concern about structure and size are not 
what a parish is all about, that Jesus did not 

found a church that had to be concerned 
about buildings, money and staff salaries, 

benefits, administration, and how deci- 
sions are made. When people challenge 
concerns about structure they evidence that 
they may have read the Gospels but they 
have forgotten to read Acts and most of the 
letters of Paul where organizational chal- 
lenges and conflicts abound. Size and all 
the related issues are very much a part of 
how effective we are in the mission Jesus 

gave us. 
As the previous article stated, the 

institutional vitality of the church is cudial. 
How we are organized and structured 
makes a difference. Institutional vitality or 
its lack does make a difference in whether 
we achieve the mission given to us by 
Jesus. I believe that the questions of how 
many parishes we have, where they are, 
how vital and alive they are, and how they 
can better accomplish their mission 
through restructuring are as much at the 
heart of institutional vitality as changes in 
the numbers of clergy. 

The question of this article is: Are there 
or will there be too few priests? No matter 
what the answer to the question is, the 

question is too isolated. The issue of too 
few priests is one that needs to be 
connected to how we are organized 
throughout the archdiocese in terms of 
numbers and sizes of parishes as well as 
many other organizational questions. 

There are many options that we can 
exercise that would help our crisis and that 
can strengthen the vitality of our mission. 
Some of these are: : 

A. Some parishes could totally consoli- 
date. 

  

B. Some parishes could cluster and 

retain some separate identity but engage 
in cooperative efforts. . 

C. Some parishes could worship 
together in one place while maintaining 
separate ministries. 

D. Some parishes could come together 
and form one unit with several satellites. 
Perhaps what we need in some areas is a 
central parish with different kinds of 
pastoral centers spread through a given 
area based on need. 

E. Some parishes could retain separate 
identities but become one unit for admin- 
istration. 

F. Some parishes could close but 
parishioners would take leadership for 
maintaining ministry in that neighborhood. 

G. Some parishes could foster a new 
prototype for how pastoring is to be done 
in a parish or group of parishes. 

H. Deanery structures could be 
strengthened in order to foster substantial 
levels of collaboration and cooperation. 

The possibilities are many. And there 
are already many examples throughout 
the archdiocese where there are serious 
efforts to explore such options. With 
imagination we could, if we are open and 
willing, make this a stronger church in a 
time when we are at risk of being 
overwhelmed by significant problems. 
The key is whether we will move beyond 
parochialism and the status quo momen- 
tum that seem to dominate our thinking. 
I believe it can be done. 

The Criterion 

August 14, 1992 
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® Refounding 
by Fr. Jeff Godecker 
Assistant Chancellor 

Third in a series of articles. 
  

In the task of developing the Future 
Staffing Plan I have received some of my 
best education about church since I was 
in the seminary. I have visited more than 
30 parishes that touch the lives of many 
committed parishioners. I have seen 
parishes that work at being ‘salt for the 
earth.” They are places that have proud 
histories and provide. a place of warmth 
and family-like atmosphere for many. 
Each place I have visited has given me 
many examples of how much the parish 
means to its members and to others. 

Some of our parishes, however, while 
remaining meaningful to the highly 
involved members, seem to be in a 

  

‘maintenance, or even a survival, mode. 
Even parishes that have good programs 
and a desire for evangelization seem to 
get overwhelmed by the struggle to 
survive. There is, in spite of positive 
feelings about parishes, a concern about 

- the aging. population and Mass atten- 
e that scatters people throughout a 
mpty church. - 

Conversation about welcoming, hospi- 
tality and evangelization in order to gain 
new members takes place, as well as talk 

i about the missing generations in church, 

who talk of their parishes as homes and ~ 

i 
| 

= 

lack of participation by younger people, 
and concern about how we educate teens 
and young adults. In many churches 
there are concerns about buildings, fi- 
nances, and limited resources. Com- 
ments like ‘it’s always the same people 
doing the work around here’’ are com- 
mon. 

The parishes that I visit bring out people 
  

indicate a high regard for what they have 
been in their lives. Often the talk centers 
on the past. Unfortunately, it seems that 
the memory of the past sometimes is what 
keeps the parish alive. 

Why Parishes Still Need to Change 

All of the parishes of the archdiocese 
were founded prior to 1972 when the 
church was significantly different. The 
church was an immigrant church. Trans- 
portation, families, jobs, values, our sense 
of time and relationship were all different. 
Often the parishes were founded at a time 
@ Catholics were not well thought of 

y in our country. This led to an inward 
, at times, isolated Catholicism. 

  

  

parishes 
The world has undergone profound 

change since our parishes were built. The 
secular culture is powerful. The culture is, 
for the most part, neutral when it comes to | 
religion. Despite claims to the contrary, the 
culture views the church as not being 
relevant or helpful. Parishes often feel 
helpless when faced with secularism, 
materialism, and a sodiety that is often less 
than Christian in its values and behavior. 
No parish today exhibits the kind of ° 
influence that parishes had on values and 
behaviors 50 years ago. 

Parishes are greatly affected by this 
culture and are in a position to either allow 

| the culture to overwhelm the mission of the | 
parish or to respond to the culture by 
evangelization. 

Some of the significant and cultural 
realities that the church must respond to 
are: 

A. The privatization of religion. 

B. A consumer approach to religion. 

C. Very little time for reflection on what 
| the point of life is, little time for the larger 

goals of life. The pace of life does not allow 
for renewal and restoration. 

~ D. A fragmentation of life that often 
does not permit daily and life dedsions to 
be made from the perspective of values and 

y faith. 

E. A serious lack of stable community. 
Discontinuity is the norm; continuity the 
exception. 

F. Identify issues, particularly self-defi- 

nition, through having rather than being 
(i.e., materialism). _. 

In - addition to the cultural realities, 
. parish life itself is much more complicated 
today. The following is only a partial list of 
the growing complexity with which } 
parishes must also deal: 

A. An often conflicting pluralism of 
views about church and morality which 
range from liberal to conservative to 
reactionary is present in almost all parishes 
today. People often come to the parish table 
with opposing views that sometimes result 
In “warring’”” factions and little com- 
munication. Interest in only a particular 
aspect of a parish with little interest in the 
whole picture is sometimes characteristic of 
decision-making bodies. : 

B. Patterns in Sunday church attend- 
ance have radically changed among per- 
sons under 50. A consistently gathered 
faith community is often filled with holes. 
The annual cycle of worship so basic to 
Roman Catholicism is experienced in a 
sporadic way. 

  

  

C. Organizing and financing a parish is 
accomplished differently. Decision making 
requires more attention, skill, time and 
many more people. Staffing a parish has 
undergone radical change. The skills 
required for pastoring have increased 
dramatically. The development of lay 
ministry on professional and volunteer 
levels has produced new dynamics. 

D. Many of our parishes have under- 
gone significant demographic changes. 

E. Part of the renewal of our parishes 
has been to help parishes shift from being 
“’a provided parish’’ to being ‘‘a committed 
community.’’ This has created both conflict 
and complexity. To some extent parishes 
continue to be *‘provided”’ for many while 
others work out of the ‘‘committed 
community’ model. What constitutes 
membership in a parish receives a wide 
variety of opinions and results in a wide 
variety of behaviors. 

The church continues to face a choice of 
either being overwhelmed and significantly 
weakened by all the realities listed above or 
of being challenged to respond to the needs 
of this age and culture. The choice is one of 
rolling over and playing dead or. of 
continuing to risk change in order to 
become a living community of faith for the 
20th century. The choice is to learn how to 
do church well in its complex changes or to 
‘muddle through them making a mess. 

Choosing to Refound 

If we wish to choose life for our churches 
and to evangelize this culture, then a 
change of how we do things as a church is 
stl called for. I would like to call this need 
for continuing change REFOUNDING. I 
have borrowed this term from Father 
Gerald Arbuckle. Refounding refers to the 
need our parishes have to address the 
profound changes that have occurred since 

_ most of our parishes were created. 
‘’Refounding’’ also places a dimension 

of depth in the Future Staffing Project. We 
need to rebuild, restaff, and modify our 
parishes not only because of the clergy 
shortage but also because of the situation of 
the parishes themselves. 

Refounding means a resolve to solve a 
crisis of our times, a crisis that is far more 
than just the loss of clergy. The larger need 
is for the parishes of the archdiocese to 

* move the mission from one of maintenance 
and focus on the past to one that is more 
focused on a mission of reaching out, 
growth, and faith formation for the 20th 
century. Structure must serve the Gospel 
and the structure must be re-created over 
and over again to do that. 

Refounding means a long, prayerful and 
painful way to plan for how we can best be 

_ church today and tomorrow. The past must 
be a guide that enables fidelity to the 
tradition of the Gospel and the church. But 
using ‘this is the way we have always done 
it’” and ‘please just leave us alone’’ as our 
primary operating principles forces the 
church to become only a museum for 
nostalgic visits to what is no longer.  



Refounding is a process through which 
parish recognizes that it lives and 

sreathes and acts in a far different worid 
‘han it was at the time of its founding. It 
means that the parish accepts the mandate 
>f Christ to inculturate the Gospel in this 
culture which is neither a medieval nor 
:mmigrant culture nor a 1950s’ model of 
culture. It is a culture more pluralistic, 
secular, electronic, much more material- 

istic, much less stable, and where relation- 
ships, sexuality, work, education, 
marriage, religion and spirituality are 
approached in very different ways. Re- 
iounding means focusing the parish out- 
ward toward this culture. 

Refounding is a belief that we are a 
missionary church and that God has 
planted us in one of the richest mission 
delds on earth: central and southern 
Indiana. It means that we are not a 
narcissistic church but we know that our 
purpose is for evangelization and reach- 
ing out. 

Refounding means moving from being 
the ghetto churches of the past to being 
churches with an earnest desire to face 
outward and to learn to share resources. It 
means letting go of inwardness. 

Refounding means that Catholics en- 
gage in an effort to develop the capacity to 
see and make connections: connections 
among parishes, connections between a 
parish and a neighborhood, connections 
between faith and life, between faith and 
the marketplace. The connection that binds 
parishes, neighborhoods, faith and life 
together is the God who lives among men 
and women and the Christ who lives not 
just in the church, not just for the 
church-goers, but the Christ who is in the 
poor, the dispossessed, the lonely, those in 
prison, those without hope. 

Refounding also means struggling to 
build a community of believers who are 
committed to their own conversion. ‘‘Re- 
founding is a process whereby people bind 
together to live a more authentic Gospel life 
and struggle to respond to the most urgent, 
non-ephemeral needs of today.” 
("“Change, Grief, and Renewal in the 
Church,” by Gerald Arbuckle, pg. 142). 

There are also practical reasons why 
churches need to be refounded. One very _ 
practical “réason has to do wi Stewardship of limited resources: ne teers, professional staff, financing and buildings. Often parishes are not able to get to the more important things men- Boned above because they are in a day-to-day survival mode. They cope with buildings that are decaying and built or substantially larger congregations. They cannot afford the kind of staff that S required for religious education, youth ind evangelization. Committees are often nactive because there are not enough -olunteers to go around. Refounding in his case may mean the need to cluster or ‘onsolidate with another parish. These »arishes are blessed with an opportunity ) be church in a new way. 

  

  

Parishes that may be losing their pastor 
have a most unique opportunity to engage 
in refounding the pansh. It provides a 
perfect time to look at how the parish can 
be more vital in the future. 

Suburban parishes might benefit from 
refounding in many ways. The imper- 
sonal nature of the large parish often 
makes it difficult to bond persons to- 
gether. The expressed need for commu- 
nity and warmth and support is often at 
odds with the values of the suburban 
lifestvle which can include excessive 
mobility and materialism. 

There are two current movements 
within the church that suggest other 
reasons for refounding. One of the 
movements is the establishment of small 
faith communities within a parish. These 
small groups are often people of similar 
needs who gather for a process of 
reflection, study and prayer. Participants 
often seem to find in these small groups a 
setting in which they can experience trust, 
intimacy and growth for their faith. 
Refounding presents another opportunity 
to continue the development of small faith 
communities. 

The other movement is the need for 
parishes to turn outward and evangelize. 
Proclaiming the message to alienated 
Catholics, inviting people to the church's 
belief and worship and making the Gospel 
real are all a part of evangelizing in a 
contemporary church. Refounding could 
be a catalyst for this needed turn outward. 

The Challenges of Refounding 

To refound, in the sense that it is being 
described, requires some very difficult 
changes that take a long time. These are: 

1. The parish has to be willing to begin 
with conversion of self, rather than the 
usual statement of “we need more num- 

~ bers.” Refounding is more than numbers. 
2. Refounding involves a recognition 

that pastoral methods that worked in a 
stable and static environment will not work 
in today’s environment. Evangelization 
will require something different than 
efforts made in the "50s through the ‘80s. 

3. Prayer has to be re-oriented to 
something more than the self and personal 
needs. Prayer must be “’global’’ rather than 
self-centered. The quality of community 
worship becomes a priority. 

4. The focus of the church must be 
outward. The ‘‘ghetto’’ church of the past 
with its sense of refuge from a hostile world 
has to be replaced with a new model. 

5. The gap between the Gospel and a 
culture of materialism and indifference 
must be confronted and successfully 
engaged. 

6. Refounding a parish requires leaders 
with imagination and courage rather than 
nostalgia and timidity. 

7. Refounding means getting beyond 
blaming the times or the pope or the 
feminists or the liberals or the conserva- 
tives or the chancery or the priests or any 
of the ‘“thems’’ in the world. The energy 

~~) 

  

we expend cannot be spent in blaming. A 
parish cannot lead through negative 
reactions. 

The key to a strong future for parishes is 
to get off the merry-go-round of main- 
tenance and worries about membership 
and climb on a Gospel train that is lean and 
strong, one that is filled with people of 
courage and vision. A parish that engages 
in refounding is able to get itself unstuck 
and is able to leave the station and head 
into the future. All other trains, it seems to 
me, remain in the railyards (and grave- 
vards) of years gone by, silent and with no 
steam or power. 

In the "50s and "60s we became people 
who were settlers allowing other trains to 
pass us by. It is time to become pioneers 
once again. | 

The Criterion 
T—— 

August 21, 1992 

 



  

. .- ACHIEVING INSTITUTIONAL VITALITY 

® Capable and consistent 
leadership is 
  

| by Fr. Jeffrey Godecker 
Assistant Chancellor 

Fourth in a series of articles. 
  

This is the last article in a series of | 
reflections on parish vitality. For a parish to 
be vital it requires good leaders whose 
commitment is to accomplish the mission | 
jn an effective and caring way. In order for 
a parish to engage the culture of the 20th 
century and to become a church with an 
outward mission, capable and consistent 
leadership is required. 

(For the purposes of this article the word 
| leader is used as representing both the 
| individual and the combined leadership 

ch as staff, committee or council.) 

| | I see leaders making three choices in 
eciding how to lead. I call these choices: 

. paralysis; B. ‘’steady-as-she-goes’’; C. 
focused. Although I know of no one who 
mbodies any one of these tothe total 

® clusion -of the other two, these descrin- 

f 
ions of leadership are quite real. I am | 
ortunate to know men and women whodo | 
mbody—sometimes more, 

less—the ideals of the third choice. 
| Some leaders choose to become para- 

or all of the following: 

1. There is so much to do (we) just can’t 
get anything done. There’s no time for 

- reflection, quiet, prayer. Around here we 
just run to keep in place. All we have time 
to do is to put out the fires and keep our 
heads above water. : 

2. If I (we) make a change someone 
will be angry. 

3. There are so many choices to be made 
I (we) won't make any. 

- 4. Everybody has to agree before we can 
do anything. 

5. All the decision-makers come to the 
table out of self-interest or only in the 
interest of their thing (my parish, school, 

{religious ed, athletics, elderly, etc.). 

16. We can do everything and we can act 
as if there are no limits on resources. 

7. The leader is afflicted with pro- 
gramitis and has a meeting every night. 

8. Pressure and continual lobbying from 
ight and left ideologies. 

  

sometimes | 

lyzed. The sources of paralysis can be any |! 

  

red 
9, qu tolerance (coined by Mary Jo 

Leady) which allows for anything and 

everything. 
10. Excessive self-examination and pre- 

occupation (individual or institutional). 

11. Management by snapshot—trying to 

| plan based on occasional snapshots rather 

than a wholistic portrait. 

12. A lot of wheels are spinning but the 

| whole process is so complicated and 

inefficient that we no longer believe 

anything is going to get done. 

Other leaders choose the ‘‘steady-as- 

she-goes’”” method. This is a choice to 

lead by getting all the material needs, 

policies, and procedures in good shape 

and then sit back and coast. The leader is 

often addicted to harmony. Avoidance of 

conflict and struggle is a goal. The leader 

intends and does the minimum because 

anything else will probably cause conflict, 

so ‘‘steady-as-she-goes.”’ 

These leaders are characterized by 

tidiness, adjustment, and acceptance of the 

comfortable center. This style of leadership 

js passive and, sometimes, abdicates 

responsibility for the mission of the Gospel 

to evangelize the culture. 

The first and second choices of leadership 

sap the vitality of the church. The third choice 

presents some life-giving possibilities. 

The third leadership choice is to 

become and remain focused. It sounds 

- very broad and vague but what we need 

today are leaders who constantly come 

back to the vision of the Gospel to be 

implemented in a Catholic Church of the 

late 20th century. All three components, 

despite the tensions and dilemmas that 

may exist between them, must be a part 

of the vision: the Gospel, the Catholic 
Church, and the 20th century. - 

 



  

These leaders are also sometimes ‘‘steady-as-she-goes”’ 
but the steadiness is based on a vision and the focus is how 
to get there. They are as interested in the momentum of 
conversion and growth as much as they are in continuity 
and harmony. 

Focus is a choice. It cannot be had automatically nor 
easily. It is easier to lose focus than to gain it. But focus 
can be chosen and it must be a conscious choice in order 
for it to happen. 

I believe focus is chosen by a leader when most of the 
following can be implemented. 

1. The leader has a clear sense of what the vision is and 
is able to communicate that vision to others. This vision has 
come from prayer, study, experience, and dialogue. The 

vision is the source of energy for the leader. The vision: 

becomes part of the shared vision of the larger group. While 

the leader regularly examines the vision and at times 
refocuses the vision, the leader never loses sight of the 
values and beliefs contained in the vision. The vision is the 
anchor and the source of continuity during the frequent 

discontinuities that occur. The vision keeps the community 

from losing its history and sense of values. The vision 

enables the leader always to tell the truth in the concrete 

situation. From the vision flows the energy that permits the 
leader to give concrete direction and realistic hope. The 
vision does get translated into reality. 

2. The leader has carefully examined all his/her 
assumptions about how things work in the organization. 
The leader roots through the assumptions and challenges 
the contradictions and paradoxes with which assumptions 
are often filled. The leader discards assumptions that are 
naive or unrealistic. ; 

3. Decision-making is clear and effectively streamlined. I 
think this is an area where some of our parish vitality breaks 
down. We have developed many different, inconsistent and 
ambiguous patterns of decision-making that result in 
leaders becoming tired, unfocused, and sometimes bruised. 
Some of the processes are cumbersome and time-inefficient. 
It should not take three months to make a decision to spend 
$500. In fact, most decisions should not take three months. 
Some should take five minutes. 

Sometimes the difficulty with decision-making is the 
dysfunctional behavior that is not acknowledged. At other 
times the problem is the unwillingness of groups to get 

beyond their conflicts. 
Key to our decision-making processes is the ability to 

transcend personal interest for the sake of the mission and 
the whole. This is, perhaps, the biggest challenge we face. 
We have developed a very representative model of 
collaboration which needs to be modified to include a broad 

spectrum of differing skills along with people who will work 

for the total parish. 
I believe parishes could benefit from a full audit of how 

decisions are made. Following this audit all parties involved 
in decision-making should review and refine their 

decision-making processes and agree to use them until the 

next time they are reviewed. If parishes can come to some 

clear and streamlined decision-making I believe that leaders 

will be much more focused. 
4. Planning should enable the decision-making process, 

not impede it or drag it out so that decision-making takes 

forever. Leaders lose focus through planning that is not well 
integrated into the decision-making process. Planning 

needs to be done in such a way that alignment happens 

between the various facets of an organization rather than 
every part going its own separate way. Planning should 
enable everybody to ride the same bus. 

  

  

  

Planning allows for choices to be made. A plan expresses -. 
priorities and makes choices to get some things done and 
not others. It allows for some things to go undone even 
when thev are important. Planning is able to deal with the 
reality of limits as well as strategies for development. 
Planning enables focus. 

Following the plan, the focused leader is also able to 
make choices as to what to give energy to and which items 
to ignore. The leader always does this in conjunction with 
others and never totally on his/her own. But the leader is 
able to make clear and effective choices. He/she is 
comfortable and guiltless in doing so. The choices are 
reviewed and evaluated on a regular basis. 

5. A leader gains focus by a balanced view of the parts 
and the whole. He/she sees the whole and understands 
how the parts contribute to the whole. He/she does not 
allow a part to take over the whole. He/she understands 
his/her part and understands that the leader also is not 
the whole. He/she examines how each part may hinder or 
help the whole. 

6. A focused leader has standards of performance that 
he/she consistently holds. Standards of performance are, 
simply standards of excellent service and care whether in 
liturgy, education, pastoral concern, or administration. 
Standards of performance also have to do with the quality of | 
our relationships, the manner of our communication, and 

the ability to deliver on what we promise. Standards of | 
performance are not sacrificed in the name of growth or | 
doing everything. Standards of performance flow from the | 
vision and its values. The standards of performance are clear | 
and agreed to by all who are an active part of the parish. 

This is another area which sometimes saps vitality. We 
have spread the leadership so thin that performance 
standards get sacrificed. The eroding quality of some of our 
buildings, the thin allocation of resources, the lack of time 
devoted to homily preparation among other things, all | | 
reflect a willingness to let standards go in the name of doing | 
everything. It is better to do a few things very well than to | 
try to do too many things with a diminished standard. This | 
also applies to volunteer leaders who we often let get by | 
with reduced standards because they are volunteers. It is | 
vital to hold to critical performance standards. 

7. The focused leader is there for the long haul. Changes 
that involve people and growth are incredibly slow. There 
are no recipes for instant success. : 

8. The focused leader is not above all the difficulties of 
|" this age. He or she will sometimes lose focus. Sometimes the 

leader will be beaten. But a support system of prayer, 
efiseron, and people is in place for the leader to regain the 
ocus. : 

9. Sometimes the leader will be lobbied by the right and 
then the left. He/she will listen but the leader will tell the 
truth in a gentle way focused on the vision and standards of 
service. Disagreement will not cause the focused leader to be 
paralyzed. The focused leader does not chase away 
disagreement but understands that some truth and gift is in 
everyone. Differences need not be a weakness if the leader 
can keep bringing people back to the vision. 

10. The focused leader focuses on people as well as 
vision. He/she is able to focus on human needs for 
self-respect and an enriching life. The leader nurtures 
others. But the nurturing is not always to comfort and 
console, flatter, appease, and please. Sometimes ‘people 
come first” requires a caring version of truth for purposes of 
growth in the individual and in the community. 

Before coming to a conclusion, I want to add a note about 
the leader who is a pastor. I believe the pastorate as a 
ministry is becoming increasingly fragmented and unfo- 
cused. Fortunately, we have many pastors who overcome 
this handicap and are successful at pastoring. But the price 
is high.  



The role of the pastor needs to be seriously examined. I 
+ believe the pastor is the key leader and the focus of the 
* pansh is affected by his ability to focus. There is a need for 

new models of the pastorate and clear and limited job 
descriptions in order for pastors to become the kind of 
focused leaders envisioned above. : 

| What are the priorities of the pastorate in terms of time 
d energy? Preaching? Prayer and liturgy? Teaching? 

Pastoral care (which includes a long list in and of itself)? 
Management? Staff development? Enablement of others? 
Relationships with the civic community, ecumenical 
community, deanery, and archdiocese? Evangelization? 
Concern for the poor? Committee work? The parish council? 
The Board of Catholic Education? Schools? Religious 
Cae Financial health of the parish? Renewal? 

The pastorate will remain largely unfocused unless we 
find ways in which to take the priorities and make some 
choices: How do we acknowledge that among the priests we 
have, most of them will be very good at doing only some of 
the lengthy job description? But in the name of doing 
everything we sacrifice standards of service and sometimes 
we sacrifice the man or his spirit. How do we acknowledge 
that time and energy are limited? How do we acknowledge 
the need for focus? 

Leadership is crucial for our future. We are relearning 
again what it means to be a leader. We are making a path by 
walking. We are struggling ‘to find ways to call forth a 
deeper commitment to the Gospel. We are working toward 
more vital parishes. 

To help the learning, the walking, and the struggling, I 
recommend the reading of four different books. Three of 
these come from the business community and they are as 
Christian and value-oriented as the fourth by Father 
Arbuckle. We still have a lot to learn from others about how 
we can best be church leaders who have come a long way 
but still have a ways to go. : 

) The four books are: “The Fifth Discipline: The Art and 
@-- of the Learning Organization,”” by Peter M. Senge 

blisher: Doubleday); “Leadership Is an Art,”” by Max 
Depree (Publisher: Dell Trade Paperback); ‘‘Servant 

Leadership,” by Robert Greenleaf (Publisher: Paulist 
Press); and ‘‘Earthing the Gospel: An Inculturation 
Handbook for the Pastoral Worker,” by Gerald A. 
Arbuckle, S.M. (Publisher: Orbis Books). 

Finally, just a word of thanks to all the often unsung and 

unnoticed parish leaders throughout the archdiocese who 
do have a vision of the church for the 20th century, who still 

do want to change the world. Thanks for your efforts, 
thanks for being there year after year. Thanks for always 
trying again when things don’t work right. Thanks for your 
openness to the power of the Spirit. Thanks for your faith 
and your hope. ? 

In the end, it is your work and faith that I keep coming 
back to when I consider whether or not we have a strong 
future in front of us. I believe, to some extent, that we can 

create the future. I believe that with a variety of structural 
and spiritual changes the dominion of God will continue to 
come in central and southern Indiana. 

  
The Criterion 

@: 28, 1992  



THE RISK 

One takes a risk when one invites the Lord 

whether to dine or talk the afternoon 
away, for always the unexpected soon 
turns up: a woman breaks her precious nard, 
a Sinner does the task you should assume, 
a leper who is cleansed must show his proof. 
Suddenly you see your very roof removed 
and a cripple clutters up your living room. 

There's no telling what to expect when Christ 

walks in that door. The table set for four 

must often be enlarged and decorum 

thrown to the wind. It's His voice that calls them 

and there's no use to bolt and bar the door: 

His kingdom knows no bounds —of roof, or wall 

or floor. 

Sister Marcelle Holloway. CSJ 

FEY DOTY EY  



APPENDIX D 

The Joint Meeting 

 



ROLES AND RESPONSIBILITIES OF PASTOR 

Provide spiritual leadership 

Challenge members of the parishes to hear the Gospel and God's 
call to them as a faith community 

Serve as a facilitator 

Be present to the Long Range Planning Team as a support person 
and fellow pilgrim 

ROLES AND RESPONSIBILITIES OF THE TEAM 

Become a team 

Learn a long-range planning process for the parishes 

Facilitate the decision making process of the parishes 

Facilitate the gathering of information required for decisions 

Facilitate the communication of information to all 

Serve as a resource/tool for Parish Councils and parishes 

 



VISION OF GREATNESS 

This vision is within each one of us. It is a gift of God given 
from the beginning of creation. Since each one of us is unique in 
this universe, the gift of vision is uniquely ours to give. 
Deuteronomy clearly indicates "heed the voice of the Lord" and 
follows with: 

For this command which I enjoin on you today 
is not too mysterious and remote for you. It 
is not up in the sky, that you should say, 
"Who will go up in the sky to get it for us and 
tell us of it, that we may carry it out?' Nor 
is it across the sea, that you should say, "Who 
will cross the sea to get it for us and tell us 
of it, that we may carry it out?' No, it is 
something very near to you, already in your mouths 
and in your hearts; you have only to carry -it out. 

(Deut.30: 11-14) 

God is not stingy or miserly. God gives gifts generously. God's 
gifts to each of us are prodigious. To name what we find within 
may feel arrogant but when we realize that "Tout est grace", (All 
is gift) we are humbled by the immensity of the graces showered 
upon each of us. Thus, empowered by God, we are compelled to give 
what we have been given. Faith in God, in the gifts given, and in 
ourselves gives us the impetuous to live from this life within us. 

THIS VISION OF GREATNESS: 

expresses our values and what we hope to contribute 
is our essential act of leadership 
forces us to take a stand for our preferred future 
is something we are willing to risk for 
channels our deepest values into our life and ministry 
is a word picture of how we want our values lived out 
captures our imagination and engages our spirit 
is our deepest expression of what we want 
is an expression of optimism despite surrounding evidence 

to the contrary 

* 
%* 

¥ 
¥ 

¥ 
¥* 

* 
¥ 

¥ 

A VISION I8 A PREFERRED FUTURE...A DESIRABLE STATE...AN IDEAL 
8TATE. 

Greatness DEMANDS: 

That we eliminate caution 
That we eliminate our reservation 
That we have hope in the face of the history of our 

limitations 
Faith.  



EFFECT OF CREATING A VISION OF GREATNESS HAS ON US: 

signifies our disappointment with what exists now 
exposes the future we wish for 
forces us to hold ourselves accountable 
helps internal accountability for our actions 
becomes a benchmark for evaluating any of our behaviors 
allows us to choose a risky path 
helps us to act on belief that there is no "safe" path 
gives meaning to what we do 
moves us to live what we believe. 

FIND YOUR VISION OF GREATNESS 

Go within...stay there 

Listen...look...sense 

Read your heart 

Name what you "see", "hear", "sense" 

IF IT ASKS TOO MUCH OF US, TRUST IT! 

IF IT CALLS FOR RADICAL SERVICE AND EMPOWERS. ..RECOGNIZE 

GOD WITHIN YOU. 

 



SIMPLE LISTENING AND SHARING 
  

SIMPLE SHARING IS BASICALLY A TWO PART PROCESS: 

1) YOU SHARE THE HOPES OR VISION YOU JOTTED DOWN DURING 

THE QUIET TIME OF REFLECTION 

YOU LISTEN QUIETLY TO OTHERS, LISTENING ESPECIALLY FOR 

THOSE THOUGHTS OR IDEAS WHICH ARE COMMON TO ALL 

A FEW THINGS TO KEEP IN MIND REGARDING SIMPLE LISTENING AND SHARING: 

1) RESPECT :IS-SHOWN FOR EACH MEMBER OF YOUR GROUP BY KEEPING 

COMMENTS BRIEF THUS ALLOWING EACH PERSON AN OPPORTUNITY 

TO SHARE 

DOES NOT INVOLVE SUMMARIZATION, DISCUSSION, OR DIALOGUE 

BRINGS TO THE SURFACE THOSE HOPES, DREAMS, VISIONS THAT 

ARE IN OUR HEARTS 

REFLECTS OUR UNIQUENESS AS WE HEAR A VARIETY OF VIEWPOINTS 

AND EXPERIENCES 

 



WEILCOME TO PARISH MERITING 11 

PROGRAM OUTLINE 

kkkkkkkkk 

PLEASE ATTEMPT TO KEEP TO THE PROGRAM SCHEDULE 
TIME IS LIMITED - THANKS 

kkkdkkkkdk 

I. Introduction Phase 

Welcoming message and opening prayer 
Statement of purpose 
Hopes for today’s meeting - reflection w/neighbors 
History of the process 

Overview of developments 
Accounting of team progress 

Presentation - The Concept of Vision 

{Break} 15 MINUTES 
; PLEASE RETURN PROPMTLY! 

II. Discussion Phase 

Individual reflection 
Small group discussion 
Whole group - review and synthesis 

The Future 

Testing the group: its feelings/preferences 
Reviewing the options 
Presentation of next steps 
Evalution 

THANKS TO EVERYONE FOR YOUR PARTICIPATION!!! 
WE HOPE TO SEE YOU AT THE NEXT MEETING ON JAN. 17  



OPENING PRAYER 

Lord Jesus, we praise and thank you 
for bringing us together in your name. 
Be with us according to your promise. 
May our union with one another here, 
in truth and in love, 
Be a sign or your union with the Father, 
For the unity of the church and the whole world. 

Amen 

25. If God Is For Us 

Based on Romans 8:31-39 JOHN FOLEY, S.J. 
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PURPOSES: 

PROCESS: 

8T. CATHERINE/ 8T. JAMES PARISHES 

TOTAL PARISHIONERS' MEETING 

OCTOBER 11, 1992 

TO KEEP EVERYONE INFORMED. 

TO GET INPUT FROM EVERYONE FOR THE PARISHES' FUTURE. 

TO PROVIDE AN OPPORTUNITY FOR EVERYONE TO SHARE 
HIS/HER DREAM FOR ST. CATHERINE / 8T. JAMES IN ORDER 
TO MAKE A DECISION FOR THE FUTURE OF THE PARISHES. 

WelCOMmB.e eases vos ssrisnine»+ Er. Tom Clegg «(5 min.) 
PYAYEGY sss vsv+ners eevee Anne Armbruster (5 min.) 
Purposes.... sens essdelf Cosby (total 15 min.) 
Hopes for the day........Jeff Cosby 
History/planning process.Jeff Cosby 

Presentation on Vision...Elaine Wilson & Jerry Swinehart 
(10 min.) 

Break (15 min.) 
Preparation for reflection.Jerry Swinehart (1 min.) 

Reflection:My Vision for the future of parishes (5min) 
Explain next steps.......Margaret Bonke&Tom Meier (2min.) 
Simple Sharing. . sv ui. .+. {10 Min.) 
Group Listening... ssa’ {10 Min.) 

Total Group Listening....to each group report (30 Min.) 
Facilitated by......Tom Meier and Margaret Bonke 

Following facilitated by.Mark Harris and Mary Warholak 
together with Mary Pat Farnand (15 min.) 

Testing the sense/direction of the group toward one-two 
parishes or other options. 

Testing the variety of options with the group. 

Present the next steps....Fr. Tom Clegg 

Evaluation vis sss via nae MAYY Pat Farnand  



PRIOR TO THE OCTOBER 11TH MEETING: 

WHAT 

Handouts...200 

Prayer /Song ~~ Anne Armbruster 

Schedule Jeff Cosby 

Visioning Jerry Swinehart 

Evaluation : Mary Pat Farnand 

d 6 4 4 4 4 4 46 6 8 6 6 8 4 6 06 4606480860088 0648060808060 

Call facilitators (€ 15) Tom and Margaret 

Arrange for Don Graves to videotape Mark 

Set up tables in cafeteria (St. James) Elaine,Marg. ,Mark 

Announce/put in bulletin re:NO coffee/doughnuts Margaret 
after Mass but’ refreshments during meeting Oct.llth 

Get paper and pencils for all Anne 

P.A. System (Bingo stand) Margaret 

Newsprint, markers, masking tape Tom Meier 
One sheet and pen for each table 

Name tags...Sign in sheets Anne 

Copies of "Team news sheet" available Anne 

FACILITATORS MEETING AFTER THE 9:00 MASS AT ST. JAMES...TEAM 
PRESENT. ..OCTOBER 11TH. Lorraine will conduct meeting 

TEAM, FR. TOM, MARY PAT FARNAND, AND LORRAINE WILL MEET TO PRAY AND 
DO FINAL PREPARATIONS AT 1:00 PM ON OCTOBER 11TH.  



ST. CATHERINE-ST. JAMES PARISH MEETING 
OCTOBER 11, 1992 

EVALUATION 

We value your honest and candid input and assessment of this parish meeting. To assist us in 

further planning and goal setting for parish growth, please complete this form before you leave 
today. When you sign for a committee to work on, please give your name and phone numbers 
where you can be reached. Thank you. 

  

After being here today, what was the best part of the day/meeting for you? What do you feel 
good about? 

Is there anything you would like to change about today? 

Do you have any suggestions for the committee and/or for the next parish meeting? 

How was this time? Was the meeting too long? too crowded? What would be a convenient 

time for you for further parish meetings? 

IWILLWORKON COMMITTEE 
  

NAME: 
  

PHONE: (_)  



IF YOU ARE INTERESTED AND WILLING TO HELP, WOULD YOU PLEASE CHECK 
WHICH COMMITTEE YOU WANT TO HELP? 

GEOGRAPHICAL DATA/ EXTERNAL ENVIRONMENT (NEIGHBORHOOD) 
(A) STATISTICS...PEOPLE =- INDUSTRY =~ SCHOOLS 

OTHER CHURCHES 
SERVICES AVAILABLE 
(B) RESOURCES AVAILABLE 

(C) NEEDS WHICH WE MIGHT RESPOND TO 

FINANCES (A) OF 8T. CATHERINE'S 
(B) OF 8T. JAMES' 
(C) OF BOTH PARISHES TOGETHER 

LAND /BUILDINGS (A) CONDITION PRESENTLY 
(B) REPAIRS NEEDED AND ESTIMATED COSTS 
(C) VALUE OF PROPERTY 

MEMBERS /STEWARDSHIP (A) HOW MANY PARISHIONERS-EACH PARISH 
CHILDREN, YOUTH, PARENTS, ELDERLY 

(B) HOW MANY INVOLVED IN COMMITTEES, 
HELPING OTHERS , RESPONDING TO 
NEEDS? 

(C) COLLATE TIME AND TALENT DATA 

SIGNED : PHONE 
    

THANK YOU VERY MUCH. ONE OF THE LONG-RANGE PLANNING TEAM MEMBERS 

WILL CONTACT YOU BEFORE NOVEMBER 13TH.  



Task Needs 

Recruit 15 - 
Arrange for 
Make pulpit 
Arrange for 
Arrange for 
Arrange for 
Set up table 

Material Needs 

NEEDS LIST 

PRIOR TO OCTOBER 11th. 

20 facilitator/scribes for small groups 
videotaping 
announcements *% 

bulletin notices * 
refreshments 

PA system 

s (16 tables - 8 persons per table) 

Prayer/Song Handouts copies 
Schedule 

"Visioning" 
Evaluation F 

"w \AJ 

"” "” 

orms n 

Team News Sheets copies 
(previously 
Newsprint 
Newsprint St 
Black Marker 
Masking Tape 
Paper-Pens 

Name Tags 

Sign In Shee 

issued) 

and 

s 

ts 

- see Appendix D 

 



JGRD BAVKEDSIURR 
JOY OULETYS SEES 
‘S3-YOUR FACECS 

OPENING SONG: "Song of the Body of Christ" 

[refrain] We come to share our story 
we come to break the bread ; 
we come to share our rising from the dead 

OPENING PRAYER: 

Leader: Let us pray to the God of life 
who sustains us and nourishes us 
along each step of our life’s journey. 
God of all life, we give you thanks 
for the signs of your love 
that surround us each step of the journey. 

All: God of life, be with us as we journey. 
: 

Leader: God of all love, 
we stand in need of your redeeming 
grace and mercy along the way. 

of love, be with us as we journey. 

God of our light, 

we grow in your grace as we move 
and change each moment of life. 

Ally God of Aight, be with us as we journey. 

Leader: God of the darkness, 
you accompany us in the pain 
and brokenness we encounter along the way. 

All: God of the darkness, be with us as we journey. 

Leader: God of our hearts, 

we acknowledge your presence 
as freeing and challenging. 

Alls God of our hearts, be with us as we journey.  



Prayer (All): =~ God of life and love, God of light and darkness, 
God of our hearts, we come together today 
and witness to your powerful presence with us. 

We are journeying together through lives 
that are graced by your touch. 

Help us acknowledge those places 
where we are broken and sinful, 
those places where we are rejoicing and celebrating; 
those places where we stand in need 
of your love and forgiveness. 

Be with wus today 
as we share our stories and break our bread. 
Call us closer to you, to one another 
and to your resurrected life. 
Amen. 

 



GREETINGS! We are providing you 

with this update on our progress in 

order to keep you informed and in- 

volved in this process of ongoing 

change. | 

For those of you 

who were at our 

October parish 

meeting, you 

know that we 

arrived at a con- 

sensus as to the 

general direction 

in which we feel 

the parishes 

should be going. There was nearly una- 

nimous agreement that we need to be 

thinking in terms of ONE PARISH 
ONLY. i 

Additionally, you will find a list, enti- 

tled "TOTAL GROUP LISTENING 

AFTER HEARING ALL OF THE 

SMALL GROUPS". These are things 

which the group as a whole agreed were 

key concerns related to the consolida- 
tion process. We have also included a 

group-by-group summary which shows 

all the varying issues and concerns 

which were addressed in the group dis- 

cussions. 

We have also provided you with an 

evaluation summary prepared by Mary 

Pat Farnand of the Archdiocese. It 

- gives a breakdown of people’s reactions 

and criticisms of the meeting itself. 

Generally, it indicates that people were 

pleased with the format and content of 

the meeting. 

Finally, we have revised our meeting 

schedule. THIS SCHEDULE REPLAC- 

ES THE SCHEDULE GIVEN IN THE 

PREVIOUS NEWSLETTER. 

REVISED MEETING SCHEDULE: 

Team meeting Dec. 5 

Parish councils to join for PM session 

Team Meeting Jan. 16 

Parish meeting Feb. 7 | 

Topic: Assessing the current reality 
Parish meeting Mar. 7 

Topic: Defining options and making 

decisions fli lie 

We would hope that all parishioners 

continue to follow this p.ocess closely. 

If you cannot attend a meeting, feel free 

to contact a committee member to ex- 

press your opinions in advance so that 

they can be considered by the group. 

Christ’s Peace, 

The Long-range Planning Committee  



ST. CATHERINE/ST. JAMES 

PARISH MEETING 

OCTOBER 11, 1992 

RESULTS OF VISIONING OF SMALL GROUPS 

GROUP ONE 

® Be flexible 
- open to change 

® Share graces with each other 
® Keep school 

® Easy accessibility for older people 
® Need Same Worship (gathering) space 

® To be one parish family 

GROUP TWO 
® Build new church on St. James front property/give new identity 
® Eliminate school maintenance (close St. Catherine’s) 

® Turn St. James’ gym into full gym (sports, CYO, Activities, Stage) 

® Use St. James’ property for school 

GROUP THREE 
® One faith sharing Community (one place of worship) 
® Concern for school 

® Evangelization 

® Financial Stability 
® Combine councils and committees 

® Stay on target 

GROUP FOUR 
® Combine both Parishes (on a timely basis) 
® Keep under consideration St. Catherine’s and part of school 

® Social outreach 

GROUP FIVE 
® Become one parish community with one building accessible to all 
® Recognizable as THE A CATHOLIC PRESENCE in our neighborhood 

® Reflection of our love for God and one another and our neighbors 

GROUP SIX 
® One building where no one is from St. James or St. Catherine’s but one parish, with 

all, our strengths so we can concentrate on growth, not merely maintaining the 

status quo.  



GROUP SEVEN 

® One faith community 
® Close St. Catherine and St. James 

® Build New Church on St. James’ property 
® Serve the needs of the senior citizens 
® Serve the needs of the young people 

® Senior kids, CYO 

® Evangelize this neighborhood 
-we all need to "sell" the Church 

® All parishioners will be involved in some way 

® Could we have the school’s here? 

GROUP EIGHT 

® Consolidate 

® Take care of spiritual needs 
® Do what’s best for the group, not just for individuals 
® Build Church as a common place to worship 
® Consider what each facility has to offer for the common good 

GROUP NINE 
® Unity 

® Oneness 

® Active 

® Faith 
® Hope 

® Education 
® Faith builds community 
® Optimism 
® Not "I", but "WE" 

GROUP TEN 
® "Get on with it--make a decision” 

® One parish 
® United financial stability 
® Spiritual needs first 

® Desire to do something 
® Does not matter where we worship 

® Assumption is one parish will close 

® Some need help getting to church 
® Be more "people oriented” less "building oriented” 

GROUP ELEVEN 
® Learn about financial, social, spiritual condition of the person and parish(es) 

® Worship together 

® Keep going 

® Work together 

® Share the love of God 
® Combine to one parish with two properties  



GROUP TWELVE 
® Everyone's opinion 1s important 

® Concern for facility 

-accommodating older people, wheel chairs, parking 

® School facilities have room for expansion 
® Merge towards one parish 

GROUP THIRTEEN 

e TRUST IN THE LORD 
® New Parish 

new building-new name 

® Communication/Sharing--closer in working together 
® Evangelization 

-area 
-within our own 

® Financially secure 

GROUP FOURTEEN 
® Make one parish only and the sooner the better 

® This meeting is not much different than the others 
® A new name for a new parish : 

® We can be a strong, vibrant, faith community 
® Keep our school 

GROUP FIFTEEN 
® Keep both parishes open as long as possible 

® Concern about the debt of St. Catherine’s versus no debt of St. James 
® Meeting needs of all ages of people of the parish 

® Keep St. James open No steps and parking 

GROUP SIXTEEN 
® Create one parish 
® Locate parish in one facility which would serve needs of new parish 
® Utilize facilities at St. James 

-build new church on the property where St. James is located 
© RENAME-unified Parish  



1. 

2 

3. 

4. 

b. 

6. 

7. 

8. 

9. 

TOTAL GROUP LISTENING 
AFTER HEARING ALL OF THE SMALL GROUPS 

One Parish (almost unanimous) 

Keep the School (almost unanimous) 

One Facility (almost unanimous) 

New Name 

Easy Accessibility 

New Church ? 

Soon! 

Evangelization 

"WE" not. I" 

Concerns for the Elderly 

Financial Stability 

 



    

  

ST. CATHERINE-ST. JAMES PARISH MEETING 
OCTOBER 11, 1992 

EVALUATION ANSWER SHEET —— ANALYSES         
  

  

  

After being here today, what was the best part of the day/mecting, for you? What 
do you feel good about?   
  

OTAL NUMBER OF RESPONSES TO THIS QUESTION: 63 

(PERCENT IS BASED ON TOTAL NUMBER OF RESPONSE TO EACH QUESTION) 

umber Percent 

40 63.5% mentioned positive aspects such as: : 
the unity; into action; agreement; accomplishment; cooperation; 
and similar visions with one goal 

25.4% mentioned positive aspects such as: 
the voice of parishioners; the sharing; the input; 
addressing problems/expressing opinions 

4.8% Written responses mentioned positive rewards of fellowship 
1.6% "everything" 
1.6% Wrote to say that "It was very interesting". 
3.2% Narrative comments ——did not "fit" into above breakdown: 

1. "We want to do something about our situation and not let it go on anymore. 
| feel good that we are concerned about our faith community but | am hesitant 
about becoming a "new" parish because | feel that the carpet is being swept out from 
underneath my feet. We've put much effort into building each church spiritually 
and achieving an identity but now | feel | have no identity." 

2. "I've been dreaming for 35 yrs. of a new church at the courner of Carson & 
Cameron. | see a glimmer of hope. That corner was reserved for a church 
when the parish was founded." 

8 Did not respond to this question. 

  

Is there anything you would like to change about today? 

OTAL NUMBER OF RESPONSES TO THIS QUESTION: 51 

31 60.8% Answered NO to changing anything 

CHANGES SUGGESTED: 

11.8% Would have liked: more discussion about youth 
9.8% Wanted less duplication/repetition of previous material/information 
5.9% Would like to have the parish groups mixed and of uniform size 
3.9% Expressed desire for clearer expectations of a large group discussions; 

and to be realistic 
2.0% Wanted the number of forms decreased 
2.0% Wanted less "congested" 
3.9% Narrative comments —— 

1. Why not after Mass— — start the meeting with the most important aspect of our faith!" 
2. "We need unity and need it bad between the parishes". 

Did not respond to this question  



  

{ Do you have any suggestions for the committee and/or for the next parish meeting?] 

TOTAL NUMBER OF RESPONSES TO THIS QUESTION: 59 

18 30.5% Answered NO to any suggesions 
16 27.1% Wanted it expedited; soon 
12 20.3% Requested more updated information, particularly financial (one wanted # of masses) 

7 11.9% Asked that a decision be made in less than 3 years 
1.7% provide babysitting 
1.7% hoping to have more parish members attend" 
1.7% as good as this one" 
5.1% Narrative comments — — 

1. "I would like to caution the committee that as a church community we 
all (underlined) want the ideal situation but | feel that there are more 
hesitations and reluctances than we have spoken out today." 
2. "St. James is located more in the geographical center of the two parishes." 
3. "All who cared to be a part of this process All nations. young and old. 

26 Did not respond to this question 

  How was this time? Was the mecting too long? too crowded? What would be a convenient 
timc for you for further parish meetings?     
  

NUMBER OF RESPONSE SHEETS USED FOR TABULATIONS: 71 

62.0% Positive responses such as: 0.K., good, great, well planned, "Just about Perfect" 
11.3% Responded that it was to long, to late or to repitious 
4.2% Wrote that it was too crowded : 

95.8% general references that everything was ok— —did not specifically mention 
time/crowding/length 

18.3% wanted Sunday 
2.8% wanted future meeting after mass 
1.4% Saturday 
1.4% anytime 
1.4% Narrative Comments — — 

1. How can we say it was too crowded ——when — —it probably (underlined) 
wasn't 1/2 of our parishes! Separate meetings will add to separation and division 
instead of unity." 

14.1% no response to any of above question 

C:\123R23\PARISHES\CATHJAME  



St. Qatherine Siena Church 
1109 EAST TABOR STREET 

INDIANAPOLIS, INDIANA 46203 

October 20, 198? 

Archbishop Daniel Buechlein, 0.S.B., D.D. 

Office of the Archbishop 
The Catholic Center 

P.O. Box 1410 
Indianapolis, IN 46206 

Dear Archbishop Daniel, 

Greetings in the Lord! 

We wanted to write to you to keep you updated about the 

consolidation talks between the parishes of St. Catherine and St. 
James. On Sunday, October 11, 1992, the two parishes held an 
assembly to discuss our vision for our two parishes. The meeting 
was attended by 150 parishioners representing both parishes. 

The question we addressed to our people was this: What is your 

vision for our parishes? The overwhelming consensus at this 
meeting was a common vision of becoming one parish with one name in 
one facility. We were truly amazed at how well the people came 

together to share this vision. 

We would like to outline for you the next steps in our discernment 

process. We have gathered our common vision. Four committees have 
been established to look at our current reality. These committees 
will study our current reality in these areas: Geographical Data, 

Finances, Land/Buildings, Parish Membership/Stewardship. We plan to 
utilize the expertise of the various offices of the Archdiocese to 

help us with this task. 

After we have gathered the current reality we will have another 
parish assembly (January 17, 1993). At this meeting we will be 
looking to establish a consensus on how we can best be joined into 

one parish. It will be at this meeting that we will begin more 

concrete talks concerning closing of buildings, selling of 

property, etc. The emotional connections with all this will likely 
begin to surface more at this time, although we think the people 

are as ready as they can be for this. They have come a long way and 
we believe they have done so because of the faith they possess. 

If no consensus is reached at this meeting, we will meet again in 
February for further discussion regarding the possibilities. 

Once we have reached consensus, our Pastoral Councils will come 
together to establish short term goals (3-5 years). This will take 

place in March or April depending on when the parishioners come to 

consensus. A final parish assembly will be held the following month 

in order to get approval from the parishioners regarding these  



goals. Strategies will be developed from the goals and th= 
parishioners will be involved in working toward the implementatio= 

of these strategies. 

We're excited about the possibilities that are before us as a fait= 
community. The people of both parishes are to be commended fcr 

their hard work and dedication to their parishes and to this 
process. We thank you, Archbishop Daniel, for your concern and for 

your emphasis on prayer. Your words, "If we are consistent i= 

prayer, day in and day out, then everything will be okay,” hav=s 

become the cornerstone of all of our discernment. 

We will keep you informed of the process and our work as w= 

continue to strive to build up God’ s Kingdom on the southside c= 

Indianapolis. 

Sincerely Yours in Christ, 

pe (ess bite Clot, £SF 
Fr. Tom Clegg Sr. Anita Eberle, OSB 

Administrator Pastoral Associate = 

cc: Rev. David Coats 
Rev. Jeffrey Godecker 
Mr. Joseph Hornett 
St. Catherine/St. James Long Range Planning Team 

 



Good and Gracious God, 

We, the people of St. Catherine and St. James seek your help. 
As we look at how we might become one parish family, we ask you to send your 
spirit to guide us. 
Two thousand years ago - your son, Jesus, prayed for the early church: 

"That all may be one as you, 
O God, are in me and I am 

in you, I pray that they may be 
one in us." 

In the Eucharistic Prayer we pray: 
"That all who are nourished by His 

body and blood, may be filled with 

the Holy Spirit and become one 
body, one spirit in Christ.” 

Loving God, : 
We desire to know your will for 

our parish family. We ask for the 
strength to accept your will, the 

courage to commit ourselves to it, 
and healing in this time of 

change. 

But most of all O Lord, may all our actions be done in love. 
In Jesus’ Name we pray. 

+Amen 

  
 


