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' The key to the Area Mission Strategy Process lies
in building, sustaining, and strengthening relationships
within the congregation, conference, and community.

—-Stephen P. Bouman
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reface

Go therefore and make disciples of all nations, baptizing them in the name of the Father
and of the Son aud of the f1oly Spirit.
Matthew 28:19

This resource book is the result of a collaboration involving not only the authors, but the many
eospelers of the Metropolitan New York Synod who have begun to make the Re-Rooting process
thetr own. It also has roots in the work and witness of many wha have come before us. who have
struggled to make their faith active in love, their ministry mission oriented, and their mission rooted
in needs and issues of their communities. As the body of Christ the church in all its expressions is
called to be the reconciling presence of God to the world.

This is a resource that continues to be "in process” as it is used and adapted in congregations,
clusters. conferences, and synods all around the country. We invite you to consider the goals and
key elements of the process that have been working for us: v

e a sense of congregational/conterence history and assets;

e intentional congregational and community listening:

¢ demographic study;

e developing leaders for mission;

o biblical reflection on discipleship and "being the church”;

e new and renewed relationships in church and community;

« and finally, the goal of prioritizing for mission in the form of a congregational and/or
conference Mission Statement and Action Plan.

We also encourage you to make the resource your own. And please, share your adaptations and
additions with us, so that this "pilgrim resource” will continue its journey through diverse contexts,
deepened and expanded by the insights each of you brings to it. May God bless your journey!

As this resource now reaches this stage in its development, we want to express our thanks to the
many congregations and conferences of the Metropolitan New York Synod for their willing
participation. When these ideas were first brought to them, many were not sure what they were or
how they would work, but they stayed with it. They shared enough of the passion for ministry and
were concerned enough for the future mission of their congregations that they were willing to listen
and learn, talk and reach out. As those who work on a collaboration of this sort know, the work
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below is the result of many persons. As in all such projects, there are many whose influence goes
unspoken; but we would be remiss if we did not identify individuals whose contributions have
directly affected the final form of this work. In particular, we want to express our thanks to Eileen
Smith, who not only serves the Metropolitan New York Synod as the editor of its Metroscope and
who has seen that the work of Re-Rooting is ever before the people of this synod, but also because
of her vision and commitment to this process; Rev. Richard Mueller of Immanuel Lutheran Church,
Kingston, NY, who has taken his congregation through the process and contributed to the
development of the Town Meeting concept{ and Rev. James Hazelwood, St. Andrew Lutheran
Church, Charlestown, RI, who lives with these ideas both at home and at church and has contributed
his insights on congregatmnal leadership for the section entitted, "Leadership in the Re-Rooting
Process."

We are grateful to the following for their grants which have in part underwritten this work: the
Bishop’s Mission Fund of the Metropolitan New York Synod, the ELCA Division for
Congregational Ministries, and the Aid Association for Lutherans.




ntroduction

But seek the welfafe of the city where I have sent you into exile, and pray to the Lord on its

behalf, for in its welfare you will find your welfare.
Jeremiah 29:7

When one arrives at New York's LaGuardia airport, located in the borough of Queens, one
lands in the most ethnically diverse county in the United States. On the streets of Queens different
languages and cultures forma vivid mosaic of the face of a changing community and nation. Here,
as in a myriad of communities all over the United States, new opportunities for ministry are waiting
to be born. Such changes are characteristic of all commuunities: rural, suburban and urban. Every
community is faced with unknown questions, issues, and problems for which there are few
straightforward answers. As we face challenging times, dwindling financial bases, and drastically
changing communities, we are challenged with how to meet the needs of our church and our
community.

The Area Mission Strategy Process as outlined in this book is one way to respond to this
challenge. Designed to be a "Re-Rooting" process, which seeks to reconnect congregations with
their communities, this process has been used by cver 100 congregations and institutions in the
ELCA's Metropolitan New York Synod. This material has helped these congregations and
institutions learn something about their own histories, strengths and weaknesses; but equally as
important, it has helped them learn more about the communities in which they live and seek to
serve. New relationships, the heartbeat of ministry, bave
been formed. Regardless of the ministry setting, re-
Regardless of the connecting congregations and communities must occur fora
vital ministry among God’s people. Re-Rooting is a rite of
re-connecting passage for the whole church. ' ’

. We found that as we engaged in this process our
congrt?g.atlons and assumptions were only partially accurate. It was
communities can occur. enlightening to learn that the people living in our
neighborhoods often shared the same concerns as did the
members of our congregations. In many cases, this was the
first time that church members and communities shared with one another their dreams and visions,
created common goals, and implemented joint plans of action. Through a common vision-planning

—

congregation’s setting,
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Introduction

process, congregations and conferences have begun to find concrete ways to serve the people in their
neighborhoods and to bring the Gospel to life in tangible ways. Fundamentally, this is a ministry
of Word and Sacrament, in which the baptized people of God take this gift out of the sanctuary and
into the streets and neighborhoods where they live and work. This process is a.means by which to
renew the call of discipleship that comes to every one of God's baptized.

This strategy is a call for Lutherans to take the claims of the Reformation seriously and place
their faith at the center of life, private and public, personal and social. It is living out the
implications of our theology. In the same way that we don’t leave babies at the font, but follow
them from the font into the world, so too our faith is not left in the sanctuary but Re-Roots in the
world. Word and Sacraments, rather than means for purifying us and removing us from the world,
are means by which we are nurtured and sustained for life in the world. The Area Mission
Strategy Process is a way of going back to the promised presence of Jesus at the font, at the
table, in the Word, and then taking those gifts out into the neighborhoods in which we live and
serve. '

In our strategizing, we came to the realization that the issues brought by the immigration of new
populations to our land are very similar to the immigration of generations which built our churches.
People come to this country with dreams, aspirations, faith and hope. They come to find a new
life. They bring their history; their particular identity, revealed through diet, religion, language
and customs, just as our forbears did. The goal of "Re-Rooting" is not to make others "like us,"
but to more effectively share the saving grace of our Lord
) L, Jesus with all. In this Strategy Process, we discovered the
The entire process is L. richness in our differing neighbors and that each of us is a
about relationships true gift to the other. :

, The key is the building, sustaining and strengthening
of relationships within the congregation, within the
community, and within conferences. The Re-Rooting
process adopts the parish model of taking responsibility for all the people of the territory, not just
the members of the local congregation. This is only possible, however, when the congregation lives
in relationship with its neighborhood or community. When congregations and conferences work
together in a common mission they exhibit the reality of the larger church; when they cooperate and
support one another in mission, they live out the belief we have of the church, namely, that it is
not limited by its location on a particular piece of real estate but is the people of God
who seek to live out their baptismal calling in the world.

The final result of the Area Mission Strategy or "Re-Rooting Process” will be the creation of
Mission Statements and Action Plans for the congregation and conference which will shape the
nature of their mission and serve as guides to their ministry. Mission Statements are brief
statements about the mission of the congregation or conference. The details are laid out in the
Action Plan. Both of these become living documents. They are voiced and printed at every
opportunity. They are utilized when any decision for ministry is contemplated. The Mission
Statement now shapes the ministry that will happen. The Action Plan details how that ministry will
get done and by whom.

Usually, the process begins with a gathering of representatives from congregations and/or
conferences in a consultation with the Bishop's Office that outlines how the process will work. The
congregations that vote to proceed will form a Conference Mission Council that will oversee the
work on the conference level. These congregations will also develop a leadership team, the Dream
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Introduction

Team, for their congregations, who will develop a profile of its life and mission. Working together,
the Conference Mission Council and the congregational Dream Team will manage the process. This
process works well with individual congregations, a cluster of congregations, or with conferences.

It is our hope that by sharing this process with the broader church, other congregations and
communities may experience the new joy in ministry that has marked the congregations of the
Metropolitan New York Synod. ‘

HOW TO USE THIS BOOK
The material in this book is organized in such a way so as to give:
e arationale and overview of the Re-Rooting Process,
¢ its theological foundations,
¢ practical applications for implementation in congregations, conferences and synods.
READY:

In Step One you will find an overview of the process, historical background and a parrative outline
as well as a story of how Re-Rooting transformed a church in Flushing, New York.

SET:

Step Two begins the practical application of the process. It describes the creation of the Dream
Team and takes you point-by-point through the Re-Rooting process:

v/ how to do one-to-ones and group meetings within the congregation and community;

v how to gather and use demographic information,

v/ and how to generate a congregational profile.

To highlight how this process takes shape, stories of Re-Rooting are provided. You will also find
worksheets which may be duplicated for local use.

Step Three explains how to use the process within a conference or cluster of congregations.

Step Four helps to put it all together, utilizing the information gathered from one-to-ones and group
meetings to create a mission statement and action plan.

Step Five emphasizes the importance and commitment of church councils, congregational and
conference leaders. The Re-Rooting process relies on the strength of relationships at all levels and
the sharing of information and plans as well as approval and support.

GO!

Step Six provides information on implementation and resources to support the ongoing work of the
process, including checklists and worksheets.
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TEP ONE: UNDERSTANDING THE
PROCESS

7 9

‘ alled by Christ in baptism,

we in the Metropolitan
New York Synod have
been entrusted with
abundant and unique gifts to
be God's reconciling presence
in a broken world.
We are freed to walk with one
another in diverse ministries
sharing these gifts by calling
people to Christ through our
congregations, Re-Rooting
in our neighborhoods, and
reaching into the world
as signs of God’s transforming

&, e A

A Vision Statement of
the Metropolitan New York Synod
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INTRODUCTION TO STEP ONE

The Church, the Body of Christ, is called to be a light to the world, a proclaimer of the Good
News. That is our sole reason for being. Reflecting the ELCA's emphasis, "Making Christ
Known," we exist for one thing only, mission. If we are to be faithful to our calling as God’s
people, reaching out to our neighbor with the Gospel always has to be our first priority. That is
what we are baptized to be and do. That is true for individual Christians as well for whole
communities of faith. Every expression of the church of Jesus Christ carries that same mandate.
The Metropolitan New York Synod of the ELCA has sought to express this calling and commitment
to mission in terms of "To Fish and Feed: A Vision for Ministry of the Metropolitan New York

Synod" (see page 18).

Before you read the mechanics, which begin with the outline printed at the end of this chapter,
it is important to know that the Area Mission Strategy Process does not stand alone. It flows in and
out of scripture which provides us with a unified vision for our synod and institutions. We begin
with a story of a church in Flushing Queens. What made this new ministry in Queens possible?
That’s what this book is all about. It’s about scripture, vision, hands-on ministry, relationships,

and discipleship.
As you read through this first step we wanted to give you a flavor for:

v/ our vision
v’ its scriptural foundatlons
v’ the mechanics of the strategy.

To share what transformation of a congregation and conference looks like, turn the page!
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Step One

“STORIES OF RE-ROOTING:
Ministry in a Changing Community
Messiah Lutheran Church--Flushing, NY*
by H. Gaylon Barker

Messiah Lutheran Church needed to change, we just didn't know
how. We wanted to preserve the traditions of the congregation, but
in our older and shrinking congregation, who would be left to do
that? Meanwhile the face of our community was changing
dramatically--the neighbors were new and very different, no longer
coming from northern Europe but from Asia. The different customs,
traditions, culture and change elicited fear in our congregation and
helped keep our doors closed to our new neighbors.

Through the Area Mission Strategy Process, Messiah's people
came to realize that their new neighbors from a different part of
the world shared similar hopes and dreams. Like the immigrants who
founded Messiah, their new neighbors carried their language,
customs, traditions, religion, and yearnings for a better life.

In the Strategy Process, through One-to-One conversations with
members and neighbors, new relationships developed and we were
able to connect the experiences of these two different immigrant
groups. With 90,000 Karean immigrants as eur closest and largest
group of neighbors, the doors of Messiah were opened to a new
Korean ministry and a Korean pastor was called to do outreach into
the community. Renewed parish, community, conference, and ELCA
relationships made it happen. It was discovered within our
congregation that the traditions which we were so desperately trying
to preserve were best preserved when they were shared with a new
generation of God's faithful people. |
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TO FISH AND TO FEED-
A VISION FOR MINISTRY OF THE METROPOLITAN NEW YORK SYNOD

Follow me, and I will make you fishers of people.
Matthew 4:19

Feed my lambs... Feed my sheep... Feed my lambs.
John 21:15,16

Jesus calls Peter to fish for people. The risen Christ calls Peter to feed the children of God.
Missionary outreach and pastoral nurture belong together. Building up and nurturing the faith of
the people of God through Word and Sacraments, and reaching out with the gospel of the dying and
rising Christ into the midst of the world are inexorably linked together in the reconciling passion
which springs from the heart of God. It is the vision of the Bishop and his staff to raise up
evangelical outreach, both fishing and feeding. as the heartbeat of our synod's common mission.
To keep these twin Gospel mandates of parish nurture and evangelical outreach in dynamic tension
the office of the Bishop will focus on four major program emphases: '

;* Being A Listening Presence-One-to-One conversations

* Developing Leadership for Mission-Dream Team and conferen‘ce leaders

* Helping Congregations Re-Root in their Communities-Area Mission Strategy Process

* Supporting Shared Ministries—ELCA Division for Qutreach, syn'od, and conference support

The Bishop and staff intend to work as a team with the entire synod to be faithful to the
directives of our Lord Jesus to feed the people through Word and Sacraments, and from that
evangelical heart to reach out to a dying world with winsome invitations to share in the love of
Christ and the life of the Church. The Re-Rooting Process is a way to address ministry in a holistic
way. /

* BEING A LISTENING PRESENCE IS F OUNDATIONAL TO THE RE-ROOTING
PROCESS

~The life of the Synod centers in its parishes which draw their life from Word and Sacraments.
It is the pastoral intent of the ministry of the bishop's office to bepresent with these parishes, their
ordained and rostered servants and their baptized ministers. We would lift up the fundamental
dignity of each parish, regardless of size or setting, whose life is a sign of the presence of the
Kingdom of God in the midst of its community. Each eucharist, baptism, liturgy, act of hospitality
and ministry is a miracle and sign of Christ's presence. The Bishop's staff intends to nurture such
communities, to visit them, to pray with them, to preach, plan, lead worship, encourage, teach,
agitate for spiritual maturity and most of all, to listen.

The root of the word "religion” (re-ligione) means to “"connect again.” In the ministry of our
listening presence we pray the Spirit's power as we reconuect with one another in the koinonia of
the Church's mutual relationships in Christ. This listening is the bedrock of the Area Mission
Strategy Process.
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*THIS PROCESS LIFTS UP NEW LEADERS FOR MISSION

From the Apostle Paul: "And how shall they believe if they have not heard, and how shall they
hear without a preacher?”

Although there is no blueprint for ministry in the New Testament, there are two universal
assertions in the Biblical witness. First, every comununity of Jesus has-a right to the eucharist.
Second, every community of Jesus has leadership. There are no leaderless communities in
Scripture. Nor ought there be any in the New York Metropolitan Synod. It is the vision of the
Bishop's staff, in all settings, to invite the people of this synod to think and pray about the
ordained, lay, teaching and diaconal vocations of the Church, as well as ministry of all the baptized
believers. It is our intent to nurture leaders who inspire the people of God to fish and to feed. It
has been our joyful experience that new leaders have emerged in the Re-Rooting Process.

*+ THE STRATEGY PROCESS TEACHES CONGREGATIONS HOW TO
" RE-ROQT IN THEIR COMMUNITIES

The Church exists for mission in the context of its changing world. We hawtoo often separated
out from their dynamic tension the fishing and feeding facets of evangelical mipistry. Evangelism,
and liturgical and confessional substance, exist too often in mutually exclusive worlds. The Bishop
and staff call for a renewal of evangelical passion not apart from, but through Lutheran substance
of liturgical and confessional integrity. What is needed is a renewed passion for the lost of this
world, a passion which includes the physical and social needs of those who suffer, a passion for
civil justice, but primarily a passion for the reconciliation of each sinner with the waiting God of
grace. All the activities of faithful parishes will be pointed toward including an invitation to the
neighbor and stranger to be part of those who gather around Word and Sacraments.

As we seek together to re-root our congregations and institutions in their parish communities
we will lift up and celebrate the many different places God calls us to ministry. We will affirm
suburb, country and city as places where the Word of God is incarnated in communities of Word
and Sacraments for the life of the world.

*THE RE-ROOTING PROCESS SUPPORTS SHARED MINISTRIES
AND ENABLES CONGREGATIONS AND CONFERENCES TO ENVISION
NEW WAYS OF WORKING TOGETHER

The Church of Jesus Christ is knit together in a tapestry of relationships and mutual
accountability. It does things together it cannot accomplish separately. Just as the church in
Macedonia sent relief to the beleaguered saints of Jerusalem we together are present in shelters,
hunger projects, community organizations, schools, campus ministries, social ministry institutions
and the like. Just as St. Paul mentored and raised up indigenous leaders for the Church, we together
support seminaries, interns, candidates, pastors, associates in ministry, teachers and deacons. Just
as Peter on the rooftop in Jaffa responded to the call of Cornelius in Caesarea, sO we continue to
start new missions which reach out beyond our own ethnicity and traditions. Just as the council of
Jerusalem authorized Paul's new mission but also provided for the continuance of existing ministries
in Jerusalem, so we together make plans and strategies for the fishing and feeding of Christ's
Church. These shared ministries must remain close to the people and their communities of Word
and Sacraments, so that we may take mutual responsibility for the work we do together. Ministry
is holistic and throughout this manual you will read stories about congregations and conferences
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who have discovered that we are truly in this together and that we can do more together than we
could ever mange on our own.

+ TEACHABLE MOMENTS

The fishing and feeding mission of the dying and rising Christ deserves.our very best and
consecrated efforts. The entire staff will be working together in all of these areas to support this
synod in faithful pursuit of the Great Commission. We recognize that there are "teachable
moments” in which parish and pastoral life intersect with that of the synod:

- vacancies, candidacy processes, orientation for new ministers

- the first six months of a pastorate or adininistration (school or social ministry)

- synod assemblies, ministeriums, conference events A

- milestones in the lives of parishes, institution or ministers

- benevolence process, communications

It is our intent to be good stewards of these opportunities toward:

* Being A Listening Presence

* Developing Leadership For Mission

* Helping Congregations Re-root in Their Communities

* Supporting Shared Ministries

May the Holy Spirit guide our effort to fish and feed together in Jesus' Name.
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Step One

THE AREA MISSION STRATEGY PROCESS EXPLAINED
A Narrative Outline

"To Fish and To Feed" provides us with a theological foundation for-being the church in the
world. The Area Mission Strategy is the practical application of that vision in the congregations
and conferences of the church, a means of putting legs on the vision so that it will become a living
presence in the lives of people. By building on established relationships as well as cultivating new
ones, congregations and conferences will re-root their ministries in the day-to-day lives of the
people of their communities. What follows is a summary as well as a rationale for this process.’

1. Together in Mission
As a first step in the process, congregational, institutional, and conference leaders will consult
with the Bishop and/or representatives from the Bishop's Office. Joining together in mission:
A. They will present mission challenges and community trends that are affecting
their local ministries. The Bishop and/or his representative(s) will outline the
Area Mission Strategy process. Each delegation will caucus. Then the assembly
will vote to bring an affirmative recommendation to their church councils or
institutional boards to begin the strategy

process.

B. Those institutions whose councils or The Area Mission Strategy
boards have voted affirmatively on process is a deliberate planning
participation in the process will assemble and training tool to help
the pastors and lay leaders to set goals congregations and conferences
and timetables. structure their ministries and

C. At this meeting a Conference Mission develop a plan of action for
Council of seven to ten members (lay effective witness in the world.
and clergy, representative of the ~

ministries and people of the conference)
will be appointed to oversee the process.

D. The conference will initiate the process with a liturgy.

E. The Conference Mission Council, as the overseer of the process, will monitor
the progress of the individual institutions. In consultation with the leaders of
these institutions it will compile and analyze the institution and community
profiles and begin to plan for a conference consultation. (Note: individual or
groups of congregations can do things even if the entire conference is not on
board.)

1. The Ministry of Listening . T
As the next step in the process, each institution will create a Dream Team (see pages 27ff) to
provide leadership in developing a profile of the institution's life and mission as well as a
commumnity profile.
A. Through a ministry of listening, the Dream Team will gather data from the
institution and the community and develop profiles of each.
B. These two profiles will be sent to the Conference Mission Council, which will
compile and analyze the information to begin to plan for a conference
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ORGANIZING FOR MISSION

consultation which will present the information and implications of these
profiles. They will meet on a regular basis until the completion of the Area
Mission Strategy process. Representatives of the Bishop's staff will consult with
the Conference Mission Council.

I Insights for Mission .

The Conference Mission Council will conduct a conference consultation on the Institution and
Community Profiles. Implications for mission will be drawn from the data by the participants.
This information will provide the foundation for the mission plans that the conference will create.

1V. Grounding Emerging Mission in Word and Sacraments

A.

A Mission Statement and Action Plan draft will be developed by congregational

or institutional Dream Teams and the Conference Mission Council. The Mission
Statement and Action Plans need to be approved by congregational councils,
institutional boards, and by the congregations at their annual meetings. as
appropriate to each setting. The congregational Mission Statements should be
forwarded to the Conference Mission Council as soon as they are completed;
these will provide a basis for developing a Conference Mission Statement. The
goal of the listening process is to elicit consensus and build ownership and there

are a number of ways to bring to bear the institutional support for the emerging
vision.

The Conference Mission Council will conduct a conference consultation on the first
draft of the Conference Mission Statement and Action Plan they have prepared.
Congregational and institutional statements and plans will also be presented.
Synod staff will conduct an Evangelism Retreat and Training Event for conference
pastors and leaders. The draft of the Conference stsxon Statement will be used as
the starting point for this gathering.

V. From Vision To Christ- Cemered Action

Al

The first draft of a Mission Strategy and Proposals for Mission (based on the
Mission Statement and Action Plan) will be completed and presented to each church
council or institutional board by the Conference Mission Council.

Approvals of institutional and Conference Strategy and Proposals for Mission by
church councils, boards, Conference Council, and Bishop.

Synod staff will facilitate Leadershlp Development and Evangelism training for
conference pastors and leaders. The orientation will be taken from the Conference
Mission Strategy and Proposals.

Celebrate the mission plan in conference and local llturgles Begin to work the plan
to the Glory of God.

=

The details of this planning process are outlined on page 23. The remainder of the Manual is
given over to the details of implementing the Area Mission Strategy Process in the local
congregations, institutions, and conferences. Before digging into the nitty-gritty of the details of
the process, take the opportunity in the next few pages to be refreshed with insights from the
Scriptures which have inspired and informed many of us as we dare to listen and dream.
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THE RE-ROOTING PROCESS AT A GLANCE
AN OUTLINE

STEP ONE - UNDERSTANDING THE PROCESS: "To Fish And To Feed: Vision for Ministry
of the Metropolitan New York Synod

STEP TWO - ORGANIZING FOR MISSION WITHIN THE CONGREGATION
A. Congregational Commitment/Council Approval
B. The Congregational Dream Team
1. Recruiting/Commissioning
2. Training
a. Sharing Stories/History
b. Listening to the Bible
c. One-t0-One Conversations
1. In the Congregation
2. In the Community
d. Creating a Vision/Mission Statement and Action Plan
. 3. Responsibilities
C. Listening to the Congregation
1. Congregational One-to-One Conversations
2. Small Group Meetings
3. Creating a Congregational Profile
D. Listening to the Community
Demographics
Community One-to-One Conversations
Community Needs Survey and Model
Town Meetings

bl

STEP THREE - ORGANIZING FOR MISSION WITHIN THE CONFERENCE
A. Create a Conference Mission Council
B. Generate a Conference Profile
C. Summarize Congregational One-to-One Conversations for the Conference
D. Summarize Community One-to-One Conversations for the Conference

STEP FOUR - PUTTING IT ALL TOGETHER
A. Translating Vision Into Action
B. Creating a Congregational or Conference Mission Statement and Action Plan

STEP FIVE - APPROVAL AND COMMITMENT
A. Final Council Approval
B. Final Congregational Approval and Support

STEP SIX - IMPLEMENTATION AND SUPPORT
Assessing Gifts for Ministry

Organizing for Mission

Developing Leaders

Identifying Resources

Cowy
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STEP FOUR - PUTTING IT ALL TOGETHER
A. Translating Vision Into Action .
B. Creating a Congregational or Conference Mission Statement and Action Plan

STEP FIVE - APPROVAL AND COMMITMENT
A. Final Council Approval
B. Final Congregational Approval and Support-

STEP SIX - IMPLEMENTATION AND SUPPORT
Assessing Gifts for Ministry

Organizing for Mission

Developing Leaders
Identifying Resources

Snw»
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TEP TWO: ORGANIZING FOR MISSION
WITHIN THE CONGREGATION

Where there is no vision, the people perish.
‘ Proverbs 29:18 KJV

Often what is lacking in our congregations is not passion for ministry, awareness of needs, or
resources with which to minister to the community (we believe these are present in every situation},
but new vision.

The Area Mission Strategy Process gathers information within congregations and conferences
to assist in envisioning future ministry and reshaping the congregation’s relationship with the
community. This process is designed to help congregations "Re-Root” in their communities. The
first step in the process is the creation of a congregational "Dream Team." The purpose of the
Dream Team is to envision and implement mission within a congregation.

The following provides instruction as to the formation of a Dream Team, and its initial work.
Once established, commissioned and trained, the Dream Team functions as the leadership team
within the congregation. Its role is to gather information through demographic study,
congregational One-to-One or small group conversations, congregational profiles, and community
One-to-One conversations. A Dream Team helps the congregation summarize this information and
dream and plan. The Dream Team is comprised of the leaders who will make the specific mission
goals and action plans for the future ministry of the congregation and will help them come to life
on completion of the Area Mission Strategy Process.
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“STORIES OF RE-ROOTING:
‘Our Dream Team’
Trinity Lutheran Church--Valley Stream, NY”
by Carla J. Meier

We called it our “Dream Team”. They were eight members of our
congregation committed tobeing the dreamers, the visionaries for the future
ministry of our congregation.

After months of doing One-to-One conversations with members of our
congregation and with mempers of our community, our Dream Team
summarized the information and created a new Mission Statement and three
proposals for action (see page 115). One action that the congregation
embraced immediately was to transform our weekday nursery schoolinto a
Lutheran School. The Area Mission Strategy Process had helped us to see
how racialiy isolated our congregation was, even though we exist in'a very
diverse community; we realized that one immediate way we could begin to
make some connections was through our school.

With the help of the Dream Team, the congregation began to ask some
important questions about our school, which since 1969 had existed in our
building but had not been a part of our ministry. With the help of Mr. John
Scibilia, Director of Schools for the ELCA, we began to ask important
questions such as, “Why not have a Lutheran School?” “Why not have a
school that is an outreach to our community?” “Why is Trinity Lutheran
Nursery School not Trinity Lutheran Nursery School?”

Amid fears that such a change would drive away our current enroliment,
we persisted and became a Lutheran School in the fall of 1996. Since then,
to our joy, we have realized a significant increase in enrollment and
therefore in staffing and in revenue. Weekly chapel time now offers a
wonderful opportunity for pastor and children to learn together and the
presence of the pastor at the beginning of each day allows for new
relationships to begin. Nursery School families are included in all
congregational mailings, which include the monthly newsletter and special
invitational mailings for worship, holiday or fellowship events. This
connection has meant that school parents know when worship, Sunday
School, Bible Study and fellowship groups meet. Immediately our school
families began to ask about Sunday School and ‘worship and they have
participated generously in our Thanksgiving ingathering of food, hunger
appeals, and a special needs fund drive following a basement flood.

We rejoice that Trinity Lutheran Nursery School is now a true outreach
ministry of our congregation. We recognize that this change happened
through the Area Mission Strategy Process which helped us rediscover that
all we do must be mission, everything we are about is evangelism. Our
ministry must come from an understanding of who God is calling us to be - re-
rooted, in our community. Now Trinity Lutheran Nursery School is a window
to both the communal life of our parish and of our neighborhood. All that we
do is filtered through our Mission Statement and Action Plan. It was the
Dream Team that led us with vision and challenged us with action.
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CONGREGATIONAL DREAM TEAM

To begin, think of members of the congregation who could serve as the Dream Team.

* Invite creative people.

¢ Invite individuals in a one-to-one format

* Invite others through bulletin and newsletters announcements

* Invite prospective Dream Team members to make a one year commitment

History has shown that creative, committed folks who do not want to serve on a never-ending
committee will be willing to serve on the Dream Team. However, even as you ask people
individually to serve on the Dream Team, put a general invitation in the bulletin or newsletter.
You are encouraged to do this because it provides an opportunity for all people to invest in this
process and later it lessens the chance of negative feedback since everyone was invited to serve and
everyone will be invited to share their thoughts in One-to-One conversations. This builds
congregational ownership and helps to stop the "we" versus "they" mentality.

People are more likely to serve on a committee, task force or team that has clear, specific goals
and one that has an end date. Short-term, highly focused activity is the name of this game.

* Name the number of meetings expected, (once a month, or at the most, twice a month) the
number of months this will take (usually 12 to 18) and what you expect from them.

* The Dream Team will be those who gather and analyze the data discovered during one-to-one
conversations, Small Group Meetings, surveys, town meetings.

* The Dream Team will organize one-to-one conversations.
% The Dream Team will arrange consultations on what we are hearing and learning.

‘% The Dream Team will create a Mission Statement and Action Plan for
congregational/conference approval.

* Dream Team meetings need not be more than 1 ¥ hours and they need to start on time and end
on time.

% Make sure the church council "signs off” on the Dream Team and receives progress Teports.

Once the initial Area Mission Strategy is complete, some Dream Team members may wish to
take on responsibilities on new "teams,” which may include people from more than one standing
committee of the congregation. For example, Dream Team members may want to become involved
with what would become the "family ministry team," the "social ministry team,” the "alternative
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worship team, " the "small group team." or the “Christian care-giving team," etc. These teams may
or may not run along traditional conumittee lines, because persons from evangelism, Sunday School,
the play group, the pre-school and youth ministry may wart to he involved in strategizing about
"family ministry”, for example.

It is important to the process that the Dream Team be publicly introduced, commissioned and
thanked. (A sample Commissioning service for use as a bulletin insert is included in the following
pages 30-31) Everything must be shared with the people of God publicly gathered around Word
and Sacrament. As often as possible share their ongoing work publicly and thank them publicly as
they present their work to the congregation. Sharing the progress of the Dream Team through
regular bulletin inserts and newsletter articles can be helpful ways to build excitement and
momentum for the ideas that will come out of the process. Sharing the learning and conclusions
of the Dream Team with the congregation at the end of the process is also essential. This can
involve a social time, some informal singing, prayer, etc., as well as sharing the common
understandings and vision for congregational renewal developed in the process.

Preaching and worship events along the way can also give focus and deepen the significance of
this reflection/planning process. What does it mean to be a vital congregation? And what does it
mean to be vital Christian people in our time and place? The Dream Team members are the ones
who continually tell the congregation that there is hope, there is a future, there is a way; they are
the ones willing to search and dream and plan for future ministry.

Once the Dream Team is gathered together, the following sheets will help you begin the Area
Mission Strategy Process. Included in this section are a Sample Commissioning of the Dream
Team, training materials, Bible Study suggestions and the necessary tools to begin listening both
within the congregation and within the community. Once the team has been assembled, the
commissioning should be held in one of the regularly scheduled worship services of the
congregation. The Bible study suggestions are important first steps that help shape a biblical vision
for mission. Since listening is to be intentional and focused (you are gathiering specific information
and ideas), sample work sheets have been provided to help the Dream Team gather and analyze the
data that has been collected.
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Step Two

“STORIES OF RE-ROOTING:
From The Altar to-the Kitchen Table
Trinity Lutheran Church--Bogota; NJ”
By Stephen P. Bowmatv

The heartbeat of the missiov strategy procesy isWord and
Sacraumenty. It iy a continuation of the liturgy, sometimey
literally. Inthe listening procesy; Trinity in Bogota; New
Jersey, identified ministry tohomelesswomenand children
ay ahigh priovity. The congregation’s nursery school and
social ministry committee had helped the parish enter into-
many of the issues and livey lifted up by the issue. Trinidy

the howse next door and begawn planning
travuitional howsing for homeless women and children.
The Dreawmv Teawm plavwned a vivid opportunily for the
congregation to- imagine future ministry. One Sunday,
after the eucharist, theentive congregationprocessedtothe
howse next door. We went fromthe Lovd’ ytalble ouk intothe
Jesus into-the house next door. In groups we gathered in

the kitchev W&Dmaga’meabwmoﬁwm«d/}wd\.ddrm ‘

around the table. Inthe kitchen we prayed for God to-blesy
this future ministry and to-consecrate the kitchew for holy
use. Group after group filed into-the kitchen to- imagine
and pray. We then reassembled in the church for the
benediction. “Go-inpeace; servethe Lovd,” echoed into-owr
eary ay we left for our owwn kitchen tabley to- continue the
ewcharist.

The first family to-be nutured invour shelter arrived the
week of Christmayfive yearyago: Sincethen many children
of God have sat at that kitchen table to- experience the
grace of God's love and protectiony because the mission
strategy of that congregation listened to- the presence of
Jesus invthe eucharist.
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ORGANIZING FOR MISSION

WORKING WITH THE DREAM TEAM-AN OVERVIEW

The following are some suggestions on how to proceed with a newly established Dream Team.
(Initial meetings will need to include the Pastor, Synod facilitator, Evangelism and/or Long Range
Planning Committee members.) Once you have a Dream Team gathered you can use the following
as an outline for training and the gathering of information. It is suggested that the training be
conducted in five sessions, each of which lasts sixty to ninety minutes and will be focused on one
particular aspect of the Dream Team's mission. The sessions would involve these pieces:

SESSION ONE: Sharing Stories: This session will introduce the Area Mission Strategy
Process and will begin to organize the Dream Team. The focus of Session One will be to begin
to put a human face on our life together as individuals, congregations and communities, and begin
to build relationships within the Dream Team. To begin, use the Life Charts for individuals,
congregations and communities. After completing the Life Charts, compose an oral history of the
congregation. Using newsprint, write down the answers to the following questions: How did this
congregation start? When did it merge with other congregations or build a new building, or call
a new pastor? What have its strengths been through the years? How has it used its resources
(financial and other) over the years? How has it impacted the community at different points in its
history? The "Dream Team Envisioning Worksheet" can be used to help with this session (see
pages 38-39),

SESSION TWO: Listening to the Bible and the Congregation: Those to be included in this
session are members of the Dream Team and any others who will be involved in the One-to-One
Conversations or Small Group Meetings within the congregation. The purpose of this session is
two-fold: first, to reflect on scripture and its importance for understanding the context of the
church’s ministry. Questions to be considered include: "What 'do the texts have to say about the
purpose and calling of the church? What does the text have to say about the purpose and calling
of this church community in our time and place?" The worksheets "Listening to the Bible:
Biblical Reflections on Church,” "Dream Team Envisioning Summary” can be used to help with
this portion.

. Second, this session provides training for One-to-One conversations within the congregation.
If the Dream Team plans to utilize the Small Group Meetings model, it is necessary that the Dream
Team do an actual Small Group Meetings at a subsequent Dream Team gathering. The section
entitled "The Ministry of Listening: Congregational One-to-One Conversations, " will be used for
this training.

What we are looking for is people who bring to the table talent, issues, and passion. For
example, if someone speaks passionately about children, revisit this issue and ask those who are
concerned about this issue to come and bring others with_them to shape a vision that can begin to
deal with their concerns.

After Session Two the Dream Team will begin the "mestry of Listening within the
Congregation."
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Step Two

SESSION THREE: Listening to the Community: Those to be included in this session are
members of the Dream Team and any others who will be involved in the One-to-One Couversations
in the community. The purpose of this session is two-fold; first, it allows the Dream Team to
complete the Congregational Listening Process. This is accomplished by completing the
Congregational Profile sheets, and by summarizing the information from the One-to-One
conversations and/or Small Group Meetings. The "One-to-One Sunimary Worksheet," the "Small
Group Meetings Review Sheet” can be used for this first part.

Second, this session provides training for the One-to-One Conversations within the Community:

After Session Three the Dreamn Team will begin the "Ministry of Listening in the
Community."

SESSION FOUR: Putting It Togetheér: This session will provide those involved in community
One-to-Omne conversations and in the community surveys an opportunity to report back with their
findings. The focus will be on careful listening to members of the community who are not presently
going to church but are open to the idea. What do they perceive to be the greatest needs and issues
in this community? Why do they think people don't go to church? What is some advice they would
give 10 the pastor of a church in this community? What should our clurch be doing in/within the
commuiity? Also in this session, look over any demographic information you have gathered. The
worksheet that will help you with this session is the "Summary Sheet for Community Listening.”

It is lielpful to consider, when summarizing Listening to the Congregation or Listening to the
Conununity, to invite those who were passionate about certain issues. Then, consider reconvening
around particular issues and invite additional peopie who might be interested in this issue and
subsequent action around it.

SESSION FIVE: Developing a Vision: At this session the Dream Team will attempt to put
it all together and move towards consensus on a Mission Statement and Action Plan for the
congregation. It should be the goal of the Dream Team to identify at least two and not more than
four areas of interest for the congregation. One or possibly two should be identified as starting
points. Strategizing can begin for how such a plan will begin to take shape and for how different
aspects of church life will be incorporated.

33



ORGANIZING FOR MISSION
LIFE CHARTS

INDIVIDUAL LIFE CHART: On a piece of paper, draw five things that say something about
you. For example, you could draw (however simply) images which reflect that you like sports,
have a family, go to church, love chocolate, have been a member of St. Paul’s for two years. This
visual process helps to articulate vision through pictures. See the example and its explanation on
the following pages. Put these Life Charts up on the wall and you begin to get a picture of your
common life together.

CONGREGATIONAL LIFECHART: Youcando the same thing with an institution, for example,
your congregation. Draw five things that tell the story of your congregation. Put them up and
begin to get a picture of how you see your congregation.

COMMUNITY LIFE CHART: Picture your community. Fill a sheet of newsprint with smail
dots. Each dot represents individuals in the community. With the group, have them draw circles
around groups of people (dots) that represent the places in the community where people gather. For
example, where is the school? Where are the churches? Playgrounds? PTA meetings? Bars?
Restaurants? Ethnic Associations? Political Institutions? These are the ways that our communities
are already organized. These are the places people already gather. These are the places where we
can begin to listen to our community. This diagram can be referred to as a picture of our
"community force fields.” The dots represent people, the circles, where people gather. These
gathering places are the best places to start to listen to our neighbors in an organized, disciplined
way. After doing the diagram, ask the group, "Where do you congregate?” Begin dealing with this
reality with the questions, "Where do we fit in?" "To whom do you want to talk?" "Who will
break into what groups to do what? (See page 37 for a sample community life chart.)
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LIFE CHART EXAMPLE: Bishop Bouman
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Bishop "Rembrandt" Bouman’s Lifechart:

A lifechart is a way of beginning conversation about themes in a person’s life through the use of
images. It is also a way of getting in touch with the "flow” of a person’s journey of faith. Consider
the previous page; from the upper left hand corner:

A church: to help talk about early church experiences...

A basketball: to talk about my love for the game, as well as about other ways of
playing...

A towel (NY Hilton-I really can’t draw, so I have to help identify it): to talk about my
involvement in the diaconate and in "service" as essential to Christian life and

ministerial vocation...
A moving van: to talk about work experiences...
A heart: to talk about my marriage and our three children...

Two city neighborhoods spanned by a bridge: (I really, really can’t draw!): to talk
about urban ministry and a lifelong ministry of bridge building within its diversity...

Have the participants share their life charts in groups oft.h.cec to five. Then have the group
introduce one of them to the plepary. ‘

Put the lifecharts on the wall. The visual images will accompany the group as it plans ministry
which will be as incarnate as the experiences they have just shared. The sharing of the lifecharts
also helps build the team by telling stories and by listening.
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COMMUNITY LIFE CHART EXAMPLE

whire 0oes The Community Golhe
— — T S
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DREAM TEAM ENVISIONING WORKSHEET

Whether you have been a member of your church for 40 years or 40 minutes, think of the most
important events that have shaped your congregation as you know it and your involvement in its
life and ministry. (These could include the comings and going of pastors or deacons, the
stewardship drives and building projects, the youth activities and Sunday School, the outreach of
the congregation through food or fellowship or worship, etc.) Note up to five of these historic
events or personal experiences below:

1.

Share these events in a small group of three to four people. Try to include at least one person
in your group that you do 1ot know or do not know very well!
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In your group identify the strengths these events point to in your congregation's ministry at
different points in its history: (e.g. great potlucks might point to a strength in the area of

fellowship, strong worship experiences might point to a worship itself as a strength!) Some of your
congregation's strengths through the years have been:
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LISTENING TO THE BIBLE: BIBLICAL REFLECTIONS ON DISCIPLESHIP

Biblical Selections:

A. Nehemiah 2:17-20, 4:1-6
B. Luke 4:14-21

C. Acts 4:32-37

D. Acts 16:11-15

E. ‘Galatians 6:1-10

Open: In groups of three or four, the person with the most speeding tickets should read your small

-group’s passage aloud. Then consider the following questions. As each group reports back, make
a note above on each passage’s conuibution to a fuller picture of discipleship,
congregation/conference mission, or “being the church."

Digging into the text:

1. What element(s) of discipleship does this passage lift up” What do you think about this
element of discipleship?

2. Which aspects of this passage or element of discipleship do you find personally challenging
or difficult to live out?

Reflect:

3. How would you summarize the way a Christian community is to conduct itself in light of
this passage?

4, How might this passage apply to discipleship or "bemg the church" for this congregation
or this conference?

5. What does the passage contribute to the whole picture of what discipleship is? To the
picture you are developing of what a "discipling” congreganon or conference might look
like?
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SAMPLE SUMMARY SHEET
Biblical Reflections on Discipleship

Nehemiah 2:17-20, 4:1-6
Luke 4:14-21

Acts 4:32-37

Acts 16:11-15

Galatians 6:1-10

The Dream Team’s reflection on these six passages led us to the following conclusions about
aspects of the biblical picture of church. These are related to our own experiences of church and
the way we envision the shape our congregation will continue to take as we plan for the future of
our ministry:

*

We envision a church that is involved with the rebuilding of the city. We see
discipleship as rooted in a commitment to rebuilding lives, rebuilding this neighborhood,
and building up the communities that make up this church’s people.

We affirm the church as the Body of Christ and thus we are to reflect his spirit of love.
We image the discipling church to be a place where participants share their particular
talents, where we are role models for one another and for the community, and where we
strive to be non-judgmental.

The church is a place where people are invited to live and rejoice in hopeful community
together, to contribute to those in need, and to help bear one another’s burdens,
whatever they may be.

We envision our congregation as having a "heart for the unchurched”—by seeking to call
new people into the Body of Christ.

Our discipling church’s task includes going out and seeking "those who have not yet
heard,” but also "making disciples" of all who gather. We seck to be better disciples by
learning to apply the Word to our everyday lives, relationships, and work.

<
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THE MINISTRY OF LISTENING: CONGREGATIONAL ONE-TO-ONE
CONVERSATIONS ‘ :

Your sons and your daughters shall prophesy, and your young men shall see

visions, and your old men shall dream dreams.
Joel 2:28

A congregation which listens to its members in a disciplined way is a congregation that
understands that relationships build ownership and commitment to the mission of Christ's Church.
Relationships are at the heart of the Area Mission Strategy Process. Envisioning future mission
requires buildings relationships both within the congregation and within the community. This is
done through One-to-One conversations or relational Small Group Meetings. The goal of these
conversations is to listen for the purpose of getting to know the hopes, dreams, and desires of
individuals. (The Small Group Meetings which will be dealt with on pages 48-52, have the added
feature of building small groups, which can be used to incorporate new members into the ongoing
ministry and mission of the congregation.) .

Today more and more of life is experienced as a-relational. Individualism is foremost in our

society. But the church is a precious place in and through

which we can build relationships. One-to-One conversations
A congregation which listens are not interviews in that interviews do not build relationships,
to its members in a disciplined and often interviews are a one-time event. The Strategy
way is a congregation that Process seeks to build ongoing, growing relationships. The
understands that relationships work begun in initial One-to-Oue conversations will continue
build ownership and to nourish and sustain ministry for years to come.

commitment to the mission of Think of this process as if you were seeking to begin a new
Christ’s church. congregation. You have no building, you have no members.
: In order to begin to grow a church you need to begin to build

relationships. You spend your days doing One-to-Ones, with
the neighbors, with local merchants, with other pastors in the area, with hopeful members. Gerting
to know what the people in that place hope for, dream of and pray for, in other words their vision,
Is the key to growing a church and One-to-One conversations are the way to discover the vision.
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Step Two

One-to-One's could be conducted either by the Dream Team and/or other trained leaders who
would reflect the diversity of the congregation. Depending upon the size of your congregation, each
of these leaders (you would need at least ten to twenty or more if it is a large congregation) would
need to conduct ten to fifteen meetings. These One-to-One leaders could be members of the Dream
Team, other church members or a mix. The
leaders should be commissioned during a

liurgy the Sunday before the One-t0-One | 1y TyE AREA MISSION STRATEGY PROCESS
conversations begin. (See the Saniple Dream THE GOAL IS TO CONDUCT ONE-TO-ONE
Team Commissioning service printed above | CONVERSATIONS WITH EVERY MEMBER OF
or, with approved use, the "Affirmation of THE CONGREGATION.

Baptism Service" or "Affirmation of the
Vocation of Christians in the World" from

Occasional Services.)  The One-to-One

conversations need be no longer than twenty

minutes and should not go over 40 minutes. The meetings should be publicly announced by the
pastor and/or president of the clurch council, prayed for at a public liturgy, and the results should
be shared with the congregation.

When conducting a One-to-One conversation, listen for those things which really motivate
people. Where is their passion, their interest, their commitment? It might be the kids or the
difficulty of housing for older adults. Are they grieving? Teaching Sunday School? Is music
important to them? Do they have questions or concerns about prayer or their spiritual lives? Many-
concerns and issues will arise as we listen carefully. Write these things down (see the worksheet
below). If we know what is on the hearts of our people, we can begin bringing them together
around the things which make their world go around.

As you begin the One-to-One conversationsit is helpful to distinguish between
problems and issues. A problem is world hunger. An issue is the parish soup
kitchen. A problem is declining membership. An issue is a specific outreach to
families of Sunday School children. Problems are: distant, overwhelming,
unwinnable, so we can talk them to death without having to do anything about them.
Issues are: concrete and specific; immediate (we can make a plan with a reasonable
time line), the right size (we can handle it), winnable, and they can be dramatized. So. f
as you listen, press people for issues when they bring up problems. And remember, the I
Gospel is specific.

Some questions and thoughts to get you thinking about the issues and motivation of our
members and neighbors could include the following:
1. What are some of the things most important in your life? Your church? Your community?
2. What are some of the greatest strengths of your church? Challenges?
3. Talk about our community. What is happening? How should our church respond?
4. Do some dreaming. Five years from now what should our church be doing differently?
Our conference? What one good idea can you share?
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Think of Jesus with Mary and Martha, with Zaccaeus, with the woman at the Samaritan well.
Watch him listen. Listening to one another in Christ is a privilege and foundation for ministry.
The One-to-One meetings can be adapted to the needs and resources of individual congregations.
This is not a "paint by number" set of directions.

After the One-to-One conversations have been done, the Dream Team will meet to summarize
the information (see page 46). If possible, have the One-to-One leaders come to this meeting to
personally share what they have heard the people telling them, and hand in One-to-One conversation
worksheets. After talking with the One-to-One leaders, the information that has been gathered
needs to be sorted and categorized. Divide the information into concrete issues and ideas, on the
one hand, and more general issues, dreams and fears on the other. Decide how you will organize
the infermation (you may use the Summary Sheet provided) and low you will share it with the
congregation; it is suggested that this be done in a format which will invite response and continue
the listening process. At this point you are building ownership of the process as well as receiving
information. People will remeniber that you respected them enough to spend some time with them
and hear what is on their minds and hearts.
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ONE-TO-ONE CONVERSATION WORKSHEET
Name of person:

Date: Where did the meeting take place:

Parish: Strengths

Challenges

Issues

Comniunity: Strengths

Challenges

Issues

Other people mentioned in connection with issues raised:

Dreams and Ideas for the Future:

Comments:

Name of One-to-One Leader:
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ONE-TO-ONE SUMMARY WORKSHEET
1. Review the results of your congregational One-to-One conversations.

2. List in priority order the three areas from the One-to-One's you feel are the most important
areas for your congregation to develop activities/opportunities:

3. Identify one or more of the areas in item two above that you would be willing to commit
yourself to and that you would be willing to support through your regular giving:

4. What about these areas make you excited?

5. How do they fit in with the biblical reflections we did previously? Inother words, what makes
" this a potential aspect of your congregation's ministry as a church?

6 . Describe some details of these areas. What could be implemented in the next six months? In
other words, how would you begin? Record some of your ideas here:

=
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Step Two

SUMMARY SHEET
Congregational One-to-One Conversations
Trinity Lutheran Church, Valley Stream, New York

What we are most PROUD of in our church: Preaching the gospel,
sermons, active youth groups, fellowship, coffee hours, close, friendly, caring,
concerned for each other, come together when there's a problem, united
congregation, strong pastoral leadership, good communication, people
know what's happening. Mission Partner congregation, direction and
guidance to families, greeting of strangers, dedication to principles of the
church, faithful members, willing helpers, smaller size, more young people are
in church.

What we are most CONCERNED about in our COMMUNITY: The changing

neighborhood, diversity, neighbors leaving - feel abandoned, fearful, how fo
"get along"” with differences, cultural diversity, "Block busting”, drugs. being a

"small" church, crime, going out at night, working with neighbors

Our DREAMS if money were no object: Financial security, have a larger
church with more children, full church every Sunday, crganize a Day Care,
an Elder Care program, revamp Nursery School and connect it more
intentionally to the community. more activities for youth, young adults,
seniors, establish networks to help one parent families, keep church open
and active, do more teaching such as literacy classes or English as a second
language, a stronger music and worship program that would reach out to
more ethnic groups. address the issues of drugs and youth with nothing to do
in our community.

After summarizing the above information, we were able to prioritize our
ministry around three issues: children, outreach and elder care. To see the
end result, look at the Mission Siatement on page 115.
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THE MINISTRY OF LISTENING: SMALL GROUP MEETINGS

And they devoted themselves to the apostles' teaching and fellowship, to the breaking of
bread and the prayers...all who believed were together and had all things in common.
Acts 2:42,44

In addition to or instead of One-10-One meetings within your congregation, you could also
consider having Small Group Meetings. Small Group Meetings provide a way to gather information
from a group of members in the church when individual meetings are not always possible. Small
Group Meetings provide another framework through which to build relationships. They furnish
a place and acttvity through which

er‘nergmg. leaders z}nd the_pamcular Small Group Meetings are a good way to share
gifts an.d 1Ssues which motivate them Vston&s, deepen relationships, and listen for the
can be identified. issues and ideas which can be developed into

Small groups have alway‘s been the proposals for ministry.
heart of Christian Community.

Remember that the early church had

its beginnings in "house” or Small ;

Group Meetings (Greek "Oikoumena" = "household" from which we derive the word
"ecumenical”). The Dream Team will be equipped to lead the first "house” or Small Group

Meetings which will be a way for other leaders to see how this process works.

This effort should be short term, highly focused, and reach every member of the congregation.
Groups of eight to ten gather for a meeting of no more than one hour. Again, start on time and end
on time. Conveners should be chosen and trained in the format and conduct of the meetings,
recruitment to the meetings, and the next steps followmg the meetings. A host or hostess is needed
for each Small Group Meeting. Their only responsibility will be to provide the house, coffee or
refreshments, pencils and a warm welcome. (For this training and for the Small Group Meetings,
you may use the following worksheets.)

- Small Group Meetings should be announced in all the medla of the church, including an
announcement by the pastor at all the liturgies. With the help of the Dream Team and/or an
additional Small Group Meeting team, a list of the meetings and times would be announced and
people would be asked to sign up for one convenient to them. Anyone who does not sign up will
be contacted and asked to sign-up for a meeting. Anyone who does not attend these meetings will
be interviewed One-to-One either in person or on the phone.

It is critical that this effort, or a combination of Small Group Meetings and One-to-Ones touch
every member. Our people need to see that we are serfous about them and accountable to this
process. Emphasize that the only purpose of the Small Group Meetings is to listen, to gather a
living testimony of the ideas and concerns of our members. Emphasize that the listening will help
shape proposals for mission. As with the Dream Team, the conveners should be commissioned
during a liturgy the Sunday before the meetings begin (see Sample Dream Team Commissioning
service or the "Affirmation of Baptism Service” or "Affirmation of the Vocation of Christians in
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Step Two
the World.™) At the end of Small Group Meetings the conveners should be r%cognjzed and thanked

at a public liturgy. A report on the meetings should be shared with the Dream Team and the entire
congregation.
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SMALL GROUP MEETING WORKSHEET

For a Small Group Meeting, the Dream Team or other interested leaders invite eight to ten
members to a home or to meet in the church. Again, start and end on time. Sometimes it is
possible to bold Small Group Meetings within existing groups such as youth, seniors, committees,
etc.. But regardless of how you structure them, Small Group Meetings are one more way of building
relationships within the congregation in order to work together to dream and envision for future
ministry.

¢ Opening prayer and introduction of the convener (My name is...)

¢ A statement of the purpose of the meeting and ground rules:
*A statement about the Area Mission Strategy Process.
*When we go around the room/table we will wait until each person has spoken before we
have a general discussion.

¢ Each person introduces him/herself and shares a time when they needed the church and it was
there for them.

¢ The convener introduces the next round, gives three minutes to reflect and jot down some notes:

*We want you to reflect on three questions:
1. "At our cburch I am most proud of..."
2. "The thing ] am most concerned about in our community is..."
3. "One good idea (money is no object) for what our church could be doing five years from
now..." ’

¢ Do the rounds, each person sharing, with a recorder using the summary sheet provided (25
minutes). One way to do this is to write down the ideas that emerge on newsprint and hang
them up on the wall for all to see.

¢ General discussion (20 minutes). In this discussion look for common issues and write people’s
names next to issues that they are passionate about. Later, you can reconvene people around
particular issues. Invite others who are concerned about these issues to join in the discussion.
.Out of these groups task forces emerge.

¢ Closing prayer.

Please remember the difference between problems and issues. A problem is world hunger. An
issue is the parish soup kitchen. A problem is declining membership. An issue is a specific
outreach to families of Sunday School children. Remember the Realtor's bottom line: location,
location, location. The Gospel is specific. Problems arex distant, overwhelming, unwinnable, so
we can talk them to death without having to do anything about them. Issues are: concrete and
specific, immediate (we can make a plan with a reasonable time line), the right size (we can handle
it), winnable, and they can be dramatized. So, as you listen, press people for issues when they
- bring up problems..
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SMALL GROUP MEETING RECORDER SUMMARY SHEET

Date

Recorder and convener summarize the meeting and issues and report to the Dream Team. All
Small Group Meetings are summarized and the information is shared with the congregation and
conference. :

1. When was the church needed and "there” for those present?

2. Summarize the responses to: "At our church I am most proud of..."

3. Summarize the responses to: "The thing I am most concerned about in our community is..."

4. Summarize the responses t0: "One good idea (money is no object) for what our church could
be doing five years from now..."
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SMALL GROUP MEETING REVIEW SHEET
To be used by the Dream Team

Review the results of the Small Group Meetings using the "Small Group Meeting Recorder
Summary Sheet.” At this point the Dream Team will begin to incorporate the information
gathered thus far into their "dreaming” as they prepare to write the Mission Statement and
Action Plan.

List in priority order the three areas you heard in the Small Group Meetings that are the
most important areas for our congregation to develop activities/opportunities/emphases:

Identify one or more of the areas in item two above that you would be witling to commit
yourself to and that you would be willing to support through your regular giving:

A.

. What about this area makes you excited?

How does this area fit in with the biblical reflections we considered previously? In other words,
what makes this a potential aspect of our ministry as a church?

Describe some details of this area. What could be impiemémed in the pext six months? In other
words, how would you begin? Record some of your ideas here:




THE CONGREGATIONAL PROFILE
The first step in listening to the congregation involves filling out the following Congregational
Profile. It should be done by the Dream Team together with other congregational leaders. If a
profile has been completed within the last two years in the midst of a pastoral vacancy, you may
look to that for answers to many of the following questions. =

PART I-CONGREGATIONAL INFORMATION

1. Name of Congregation

2. Address
— ( )
(City) (State) {Zip) (Church phone)
3. Chairperson of Congregational Council
STAFFING FOR MISSION
Time

Full Shared

4. Rostered: Pastor, and associate in ministry

' (Title)

b.
(Title)

‘ (Title)

5. Other Salaried Persons

a.
(Title)
b.
(Title)
C.
(Title)
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6. Key Volunteers

a.

(Title)

(Title)

(Title)

MEMBERSHIP AND ORGANIZATION

7. Number of baptized members: (Present) (3 years ago ) (7 years ago)
8. Average Worship Attendance: (Present) (3 years ago ) (7 years ago)
9. Church School Attendance: : (Presem) (3.' years ago) (7 years ago)

10. Age and gender of members and community (often this information can be obtained at your
local library or from the ELCA Demographics Department):

Church ‘Community
Female Male | Female Male
O4yrs % % % %
5-13yis % % _%A - %
M-17ys % % % %
18-24yrs % % % %
Church ) . 'v‘Community
Female Male Female . Male
2534yrs % % % %
3544yrs % % _‘_% %
45-64yrs % % _ % %
65+ yrs % % __% %

Totals % % % %
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11. Occupational Profile of membership and community:

Church Community
Business % %
Clerical % %
Laborer % %
Student % %
Professional % %
Church Community
Retired % %
Farmer/
Rancher % %
Unemployed % %
% %
Other
% %
Other

12. Education level of adult members: Elementary

College

13. Distance members live from the church:

% ' mile from church

% 3+ miles from church

% 14-1 mile from church

High School %

Graduate School %

% 1-3 miles from
church

*  Organization for nussion. Describe how your congregation is organized and carries out each
of the five functions of ministry.

WORSHIP:

LEARNING/EDUCATION:
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WITNESS/EVANGELISM:

SERVICE/SOCIAL ACTION

SUPPORT/ ADMINISTRATION

15. Does your congregation currently have a mission/vision statement? Yes ___ No
When was it written?
By whom?
How has it been used?

If you have a mission statement, please attach.

FINANCES

16. Finances and Budget:

Current Expenses: (Present) (3 yrs. ago) (7 yrs. ago)
Benevolence (Present) 3 yrs. ago) (7 yrs. ago)
Other Gifts: (Present) 3 yr;. ago) (7 yrs. ago)
Debt Reduction: (Present)_ ' 3 yrs. vago) (7 yrs. ago)
Other: (Present) ' (3 yrs, ago) (7 yrs. ago)
(Specify)

17. Percentage of current budget (expenses, benevolencei and other gifts) used for

Staff compensation %
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18. Reserves (Savings) $ Endowments (Investments) $

Percentage of investments used for annual budget %

PROPERTY OWNED BY THE CONGREGATION

19. Church Building’s insured value $ Mortgage amount;(if any) $
Overall Condition of buildings: Excellent Good Fair

20. Any building program projected? Yes No If yes, explain plans

21. Counstruction Date of church building Date of last repovations

22. If hoﬁsing or parsonage provided: How many rooms?____ How many bedrooms?
Garage?__ Condition of Property: Excellent Good Fair

23. Property other than church building or parsonage (describe)

DENOMINATIONAL ACTIVITIES

24. In what synod or churchwide activities do members participate?

THE CONGREGATION’S PAST AND FUTURE

25. What have been the three most important events in the history of your congregation? Indicate
dates:

Date
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26. Identify 3 congregational mission goals for the next 5 years:

A.
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Step Two

*STORIES OF RE-ROOTING:
Mayors and Babies”
by Stephen P. Bouman

T

The night was February 27, 1978. From throughout the borough of
Queens over 1000 people came to St. Francis Prep auditorium. It was the
coming out party of a fledgling, ecumenical citizen's organization, the
Queens Citizen's Organization, based in churches across the borough and
schooled by organizers of the industrial Areas Foundation (foundedbythe
late Saul Alinsky).

QCOo had shown from the beginning a willingness to hold public
officials accountable and a disciplined persistence in pursuit of Its goals.
Queens Borough President Manes, stung after a grueling accountability
session with QCO, had predicted it would be gone from the scene in six
months. Mayor Koch had agreed to the meeting because he had signed
a written agreement at a "candidates’ night” in the heat of the mayoral
campaign. His staff was wary of QCO. The meeting was shrouded by
tension, possible controversy, and much interest. The presence of TV
cameras and media personalities gave the meeting the aura of a
"happening.” The spectacle of the mighty Mayor meeting feisty church
folk on their own turf provided a public tableau of irresistible interest.

| had just left my wife, who was in the hospital to give birth in the
morning by Caesarian section, and arrived late to a scene of electric
excitement. As I walked through the cordon of police the site took my
breath away. The delegates were all gathered around large vertical signs
which identified church and neighborhood. 1 saw st. Catherine of Siena
from Cambria Heights, a black catholic Church in a section stowly being
abandoned by city services and available credit. Over on the right was St.
Rose of Lima from a poor section of Far Rockaway. Gathered close by
were a cluster of three churches-Lutheran, ucCand Catholic—-from middle
class woodhaven. And then i saw the familiar faces of my own people,
gathered around the Atonement Lutheran, Jackson Heights, sign.

We had voted on local issues to bring before the mayor. We had
recruited fifty members to attend this meeting. some of us had been
involved in the planning, role-playing, and prep sessions which went into
the meeting. The One-to-One and Small Group Meetings which identified
issues and created the relationships flowing into the meeting with the
mayor are the -stuff" of this "Re-Rooting” mission strategy process.
AMoNg us were a public school teacher, a fireman, a welfare mother, a
laborer, ashop owner, a high school student, a pastor waiting for a baby.
We were of most races and many backgrounds. Some could have passed
for Archie Bunker.

The mavyor arrived a few minutes after 1 did. We were both about forty
minutes late. He came in surrounded by his retinue, like a heavyweight
champ entering thering, and immediately began hobnobbing with media
folks. Soon Father Eugene Lynch, chair of QCO, introduced the mayor to
polite applause. | will never forget my feelings of pride and hope

(Continued on the next page)
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at that moment. | felt history. We were dealing with those who make
decisions which affect the life of my family, church, neighborhood. The
drama was on.

The meeting was stormy. The mayor tried to take over the meeting
and evade the issues. He ended up walking out. The political fallout and
protracted publicity were intense. Church folks were news for days
(including front page New York Times coverage) But the grassroots
Church had achieved what no one will ever give them. Respect. Quietly
over the next several months, and after further, less tense meetings, the
mayor delivered the commissioners of sanitation, police, transportation
and others to negotiating sessions in Queens. A host of community issues
were solved at these meetings. The issues raised at the initial bristling
confrontation with the mayor were also addressed responsibly. A wary,
but respectful and dignified relationship between the mayor and the
churches of QCO had been forged. We were engaged ecumenically in a
task as old as creation: to exercise dominion and stewardship in God's
world. ‘ :

Grassroots ecumenism of this kind involves a spiritual decision. we
believe that any notion of salvation is historical, worked out not in some
other world but this one. We believe that such soul work of the clty-
building coalitions which bridge the differences among us (and the
listening, compromise, prayer and study of Scripture which undergird it
is a step toward the human solidarity which animates our beliefs. This
participation with the mavyor in the give-and-take of community building
is not apocalyptic. In itself it will not bring in the Kingdom of God. It is

. proximate, fiuid, a part of how we live out our most deeply held beliefs.

If there Is any enduring quality to ecumenical soul work of people finding
their voice and respect in public life, it is that the process isasign of hope,
an affirmation that the Kingdom of God, like a rash, breaks out in the
rhythm of human life based on justice, respect, dignity and love. It is an
affirmation that history is not turning in on itself, but headed toward
redemption. These beliefs undergird the mission strategy process. '

The morning after that meeting in February of 1978 our daughter
Rachel was born. Three Sundays later the grassroots ecumenical Church
continued the soul work of the city with an act-as public and earthy as a
meeting with the mayor. | baptized Rachel in the Name of the Father and
the Son and the Holy Spirit. The grassroots ecumenical church does not
leave its children at the font after we baptize them. The act of Baptism
is an act of responsibllity for the child. We extend the font to meetings
of the mayor. The issues of drugs, education, jobs, are baptismal issues.
Baptism is the wellspring, the soul work of the city, the source of the
company we keep with one another in our journey to being One with
Jesus forever.
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Step Two
THE MINISTRY OF LISTENING: LISTENING TO THE COMMUNITY

My soul glorifies God, and my spirit rejoices in God who saves me, for God has looked

with compassion on me, a simple woman. Consider this, from now on all generations will

know how deeply 1 have been blessed, for God, with great strength, has done incredible

things for me, and holy is the name of God...God’s arm has revealed God’s strength, as

God has scattered the proud in the imagination of their hearts and has put down from

their thrones those who thought they were mighty, while lifting up those of low degree...
A Paraphrase of Luke 1:46-55

Being rooted in the Gospel means being rooted in the world as well. Faith in the God revealed
in scripture ties us to this world, so that the real needs of real people in the real world are responded
to and addressed. The one characteristic of Jesus' ministry among the people with whom he came
into contact was that his response was always appropriate to the situation. He did not respond in
the same way to everyone, except out of love and compassion. Jesus always listened to the needs
of those who sought him out, and responded accordingly.

As the body of Christ in the world today, the church is called to be a listening presence. It
listens, first of all, because it genuinely cares about those in its midst. Secondly, it listens because
it wants to share the Good News with others. But more than that, a congregation that is always
listening to its community is a congregation that is always ready to share the Gospel of Jesus Christ
with its neighbors. By taking that call to be a listening presence seriously, it wants to nmake sure
that its Gospel response is the appropriate one.

How does one listen? In the Area Mission Strategy Process there are two ways in which
congregations listen to their communities, both of which are important for gathering information
and building relationships; it is the latter in particular which is foundational for sharing the Good
News.

The first is demographic information. Through
the analysis of demographics we learn about Fhe A congregation that is always listening
shape of the commumty.ax'ld the perople who live to its community is a congregation that
there. Number§ and statistics can give us a-profile is always ready to share the Gospel of
of the community and begin to point to issues and Jesus Christ with its neighbors.
opportunities, as well as help us to track community
~ change. Each area strategy will contain such data
from the ELCA Department of Research and Evaluation, community planning boards, and other
sources. Each area strategy will also begin to draw some insights for mission from the data. One
example is of a congregation whose community demographics indicated a large number of families
with young children who had need for early child care. This information enabled them to begin a
nursery school that is currently flourishing and growing. Other congregations have made similar
discoveries; in some cases the issues identified were English as a Second Language (ESL), or after-
school care, or elder care. To help you with this step of the process a sample demographic map and
worksheet are provided on pages 67-68. Sections from the Congregational Profile that apply to
conmmunity characteristics are provided on pages 69-70.

61



ORGANIZING FOR MISSION

The second source of information about the community is gained through the living witness of
One-to-One conversations with people in the community. This step builds on the information
gathered in step one, but moves beyond the demographic numbers to put a face on the issues. Three
models are proposed to accomplish this work. Each can be used aloue or they can be used together.
Model One involves One-to-One conversations with members of the community--anyone from the
mayor to the local store owner to your next door neighbor. Model Two involves taking a survey
at a local public place. Model Three is a Town Meeting. All three serve as means of having
conversations with people in the community; they can be used in combination or separately. A
place to begin these conversations is with the groups that are already utilizing the church, such as
“AA or Al Anon, pre-school parents, AARP, or civic groups. In many respects, they are
representatives of the community who are already bridging the gap between church and community.

Before such conversations are conducted consensus needs to be gained on the following matters:
who should be contacted for a One-to-One conversation

what questions should be asked (what do we want to learn)

¢ a schedule of the process (make it short term, highly focused)

*> @

For the conversations consider that a mix of neighbors is important. You want a mix of local
people and "high profile” types who represent community institutions. For example, you want to
talk to:

4 residential neighbors

local merchants

realtors

police, school and other community officials
politicians, representatives of social service institutions
other local religious leaders and civic leaders

*> > > >0

Possible questions include:

How has the community changed while you have been living here?

What are some community issues {what's on your mmd")'7
What are some unmet needs?

What are the strengths of the community (institutions and leaders)? Challenges?

_What is one good idea for the church to serve the community better?

During this phase of the process the Dream Team can be of great help in encouraging members
to continually invite others from community groups into the ongomg discussion. Keep asking
yourselves, who else should we be talking to?

Remember to be specific. Location, location, location. Remember the dlfference between
problems and issues. If they start to talk about unruly kids, for instance, ask for locations and
examples. ]

The Dream Team will evaluate the community One:to-One conversations and the data, and
present the implications to the congregation and/or conference. ‘This will aid our institutions as they
attempt to be a real church for real people in the real world in Jesus' Name.

Before you embark on gathering community information, we have provided a Bible Study on
the next four pages for use in the Listening Process. '

> > > >0
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RE-ROOTING IN SCRIPTURE
by Stephen P. Bouman

Some quotes from T.S. Eliot: "Not only the best, but the most
individual and creative parts of a writer’s work may be those in which

the dead...his ancestors, assert their immortality most vigorously." :
In "What Is A Classic?" Eliot defined that word in terms of "maturity: Reflect on the
the maturity that grows from a knowledge of the past, so that the writer following question:
is aware of his predecessors and we in reading can hear the ancestral ,
traits in a voice that nevertheless remains unique.” 0O What is your
favorite Bible
Mission strategy is always done in comsultation with the church’s story? Why?
ancestors. That is why a mission strategy process can be a great
opportunity to be in continual conversation with the ancestor stories we
know as Holy Scripture. In the mission strategy process we begin to
develop a canon of Bible stories which inspire us with God's past
faithfulness and illumine our present possibilities.
Five ancestor stories from Scripture are told often as they guide our
mission strategy process:
Mission strategy as a public healing presence Reflect on the
in church and community. following questions:

Read Mark 2:1-11 Jesus Heals the Paralytic.
J What would it

In the mission strategy process we examine signs of paralysis and signs look like to tear a
of hope in our congregations, communities and personal journeys of hole 1n the roof of
faith. We see the friends bring the paralytic to the roof and lower him our religious
before the healing presence of Jesus and we examine what such tactics assemblies so that

of mission would look like today. the paralysis of
this world can
Mission Strategy as a listening presence. come before the
Read Luke 10:38-42 Mary and Martha and Jesus healing presence
: of the Body of

"And after three days they found him in the temple, sitting among the Christ?

teachers, listening to them and asking them questions.” (Luke 2:46)
00 What would
"And she had a sister called Mary, who sat at the Lord's feet and "Rise, take wup
listened to his teaching.” (Luke 10:39) your own bed and
walk" look like in

Mostly, in Luke's Gospel, people don't listen to Jesus. our communities?
I n our
*He reads the Scriptures in his home church in Galilee, connecting his congregations?

mission with the Servant Song in Isaiah. The hometown crowd
wouldn't listen. “"Isn't this Mary and Joe's kid? Who does he think he
is, anyway?"
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* But the people begin to notice and flock to him as he preaches,
teaches and heals in his home region of Galilee. But they send the
church leaders up from headquarters in Jerusalem to check out this
Jesus. “Who does he think he is? The Almighty?” His own religion
didn't listen.

* At Caesarea Philippi he thinks finally his disciples have been listening.
Peter has just said: "You are the Christ, the Son of God.” He begins
to tell them about the cross. They can't handle it. Peter cries out,
*forbid it, Lord, that you should go and die!" His closest friends didn't
listen,

“#Near the end, on the Mount of Transfiguration, as he sets his face
toward Jerusalem and the passion, he gets Moses, and Elijah to come
to his meeting. Now his closest disciples will understand. But instead
of being willing to follow him down the mountain and toward the
mount of Calvary, they want to build a Day's Inn! They didn't listen.

*And in the Garden Jesus pours out his heart’s desire in bloody sweat
against the silence. "Father, if it be thy will, let this cup pass from

"

me.

*And on the cross it finally seemed that even his own Father wasn't
listening. "My God, my God, why have you forsaken me?"

Yet, from the very beginning, as a twelve year old in the temple, it was
always Jesus who was listening to others. Drawing out their spiritual
hunger, responding with love and grace and truth. And one day, like
a small miracle, Jesus dines with friends and someone just sits down
and listens to him. Mary listened, and her listening enabled Jesus to
speak of the kingdom, to unfold his story to another human being.
Martha, like the busy pastor rushing around the church and the
neighborhood, had important things to do. But maybe, like Mary's
listening ministry to Jesus, the most important miracles in that parish
had their genesis in the silence and attentiveness of human conversation.

The most effective mission strategies I have encountered have not been
the ones with all the demographic bells and whistles and the
embodiment of the latest process and strategic theories, but the ones in
which people really care, who create space and hospitality for the
stories of their members and neighbors. LIKE JESUS, TO BE IN
MISSION IS TO LISTEN. - ~

A Mentoring Presence for Nurturing Spiritual Gifts
Matthew 14: 28, 29: Walking on Water

"And Peter answered him, "Lord,. if it is you, bid me come to you on
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Reflect on the
follgwing questions:

1 When have you
felt someone
really ‘"loved”
you?

0 Do a brief one-to-
one conversation
with another
participant.  Use
the following
questions to help
shape your one-to-
one:

v When was the
church needed and
"there” for you?

v At our church I
am most proud
of...

v The thing I am
most concerned
about in our
community is...

v One good idea
(money is no
object) for what
our church could
be doing five
years from now...




the water.” Jesus said, "Come." So Peter got out of the boat and
walked on the water. "

We listen in order to enlist. Jesus was grieving over the death of his
cousin, John. Jesus attempted to withdraw to a lonely place, to mourn.
The crowds were so needy and so ubiquitous that Jesus had compassion
on them. He listened to them and healed their sick. But they were
hungry at the end of the day. He called forth and accepted the loaves
and fishes of the boy and used it to feed the five thousand hungry
bodies. In all of this I believe Jesus was teaching his disciples,
mentoring them in their own nascent leadership. Don't be afraid of the
crowds. Attend to their great hunger of body and soul. Don't deny
them their competence. Help them to understand that their loaves and
fishes count for something. Ask for them. Then it was night and the
hunger in Jesus cried out for a hearing.

“ And after he bad dismissed the crowds, he went up on the mountain by
himself to pray. When evening came he was there alone.” (Matthew
14:23)

So here he comes on the water in the night, in the fourth watch-a
technical term in Hebrew, the bewitching hour, a time when all that we
fear and can't control is running amuck. Peter wants to give it a shot.
Jesus is never more a mentor than when he invites Peter out of the
safety of the boat. "Come!”

A mission strategy process can be an opportunity to develop the gifts
and passion of people. Who is inviting the next generation of the
church’s leaders and the community’s spiritual seekers out of the boat
these days? Who is agitating for their spiritual maturity, their human
competence? Is church a place where the development of faith and
competence is the highest mission? Is your church a place which
represents the safety of the boat or the scary, exhilarating invitation to
walk on water?

*And Jesus said to Peter, "Come. "

Developing a Collective of Leaders and Strong Community
Exodus 2:11-12: Moses Looked This Way and That

" And it came to pass in those days, when Moses was grown up...he saw
an Egyptian smiting a Hebrew, one of his brethren. And be looked this
way and that way, and when be saw that there was no man, he smote
the Egyptian, and hid him in the sand.”

Reflect on the
following questions:

[1 Name a mentor in
your life.

O Describe someone
you could help
guide in her/his
life of faith.
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The traditional interpretation (the one I learned in Sunday School) of
this story is that when Moses saw that the coast was clear he went ahead
and killed the oppressor of his people. But Hillel (a rabbi and
contemporary of Jesus) offered another opinion. He said that Moses
was looking for help. And looked left and right, this way and that, and
when be saw that he was alone, be reluctantly fought. Hillel believed
that the rest of Hebrew Scriptures is about this story, about the building
of community so that Moses and Israel would never again be in the
position where "he looked this way and that way, and there was no
one..."

Every mission strategy process in our synod, in the process of listening,
has raised up young people as a primal concern. How many of our
young people are in the position of Moses, or of the one being
oppressed. Many of the young people in your church or school will
experience with you the only family they are going to get. We listen,
and we call forth the gifts of young people for one purpose: to include
them in the Family of Jesus, the Church. One of the only multi
generational opportunities for community left in our world is the
church. The Body of Christ is the hands and arms of Jesus in the

world.  Our schools, Sunday Schools and parish ministries are the

points of entry into this family. People like William Garcia—a quiet and
shy immigrant who was the sexton at church. Until the parish listening
process, when someone finally invited William to share his story, we
did not know that he was a superb violinist who would £0 on to
Julliard. The first time he performed at a liturgy many wept at the
beauty of his playing. Mission Strategies extend the baptismal font, the
Word of God and the altar into the midst of the world where William
Garcia and the others wait with their music inside them.

Mission Strategy as Organizing the Future
John 13:34-35 A New Commandment

"l give you a new commandment, that you love one another. Just as 1
have loved you, you also should love one another. By this everyone
will know that you are my disciples, if you have love for one another. "

In the upper room Jesus looked this way and that. The twelve were
around him. They were listening now. "Take and eat, this is my
body...take and drink, this is my blood..." ’

As he washed their feet and gave them a new commandment, as he
shared the bread and wine and finally his own broken body and shed
blood, Jesus was orgamzmg the Kingdom of God. The first upper room
mission stratégy is played out in the Church of every generation.
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Reflect on the
following questions:

O As you think of
your church, who
is missing?

0O When you look
left and right, who
do you see?
(Describe the
communities
which  sustain

you.)

Reflect on the
following questions:

0 As youn get in
touch with these
ancestors, which
stories will come
alive for you?

[0 Ten years from
now, what does
our clhurch
community look
like?

O Talk about the
tables of your life
- (your kitchien
table, the altar,
the soup kitchen,
the office, deli,
etc.)

O For what do you
give thanks?




Step Two

SAMPLE OF DEMOGRAPHIC INFORMATION AVAILABLE FROM THE ELCA DEPT.

FOR RESEARCH & EVALUATION

Map 2
1990 Asian Indian Population in Nassau and Queens, NY

Towns and Viliages in Nassau Cnty, NY with
Purma Number pius its Asian indian Popuistion

® Puma 04800, 304 Asian Indians
% Puma 04800, 713 Asian Indlans
® Puma 04700, 314 Asian Indians
@ Puma 04608, 847 Asian Indians
@ Puma 04608, 771 Asian Indians
@ Puma 04607, 413 Asian indians
@ Puma 04606, 207 Asian Indians

Puma 04605, 225 Asian Indians

@ Puma 04504, 3765 Asian Indians

@ Puma 04803, 1856 Asian Indians
@ Puma 04802, 2588 Asian Indians
@ Purmna 04601, 2072 Asian Indians

Puma number plus its Asian indisn Population

ENECOERRRNERGERNROCORNEN

Puma 05414,
Puma 05413,
Puma 05412,
Puma 05411,
Purma 05410,
Puma 05409,
Purna 05408,
Puma 05407,
Puma 05408,
Pumna 05405,
Puma 05404,
Puma 05403,
Puma 05402,
Puma 05001,
Puma 04609,
Puma 04608,
Puma 04607,
Puma 04808,
Puma 04605,
Puma D4604,
Puma 04603,
Puma 04602,

487 Asian Indisns
3177 Asian indians
2006 Asian Indians
849 Aslan Indians
1005 Asian Indians
2769 Asian Indians
2299 Asian indians
3057 Asian indians
1687 Asian Indians
408 Asian Indians
3305 Asian Indians
2611 Asian Indians
2182 Asian Indians
193 Asian Indians
B47 Asian Indians
771 Asian Indians
413 Asian Indians
207 Aslan Indians
225 Asian Indians
378 Asian indlans
1858 Aslan Indians
2598 Asian Indians

NASSAU P M\

Prepared by. PJ Simonik, ELCA Dept for Research & Evaluation
Sources: U.S. Census, Claritas inc., and ELCA Annuai Reports
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SUMMARY WORKSHEET FOR COMMUNITY DEMOGRAPHIC AND PROFILE
INFORMATION

1. Many of our perceptions and observations of demographic trends in our area were confirmed
by our analysis of the data including the following:

a.

2. We were surprised by these aspects of the data we analyzed:

a.

b.

3.  We have gotten a sense of the following aspects of our neighborhood and community and the
directions they are going according to the data:

a., | the socio-economic range of persons in our congregation and community:
b. the racia]/e&mic make-up of our paﬁsh:_

c. the predominant stated religious affiliations of peoplg' in the parish:

d. the education and occupations of people in our pan'shf

4. What other major things did you learn from this inférma(ion?
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CONGREGATION PROFILE CONTINUED: COMMUNITY CHARACTERISTICS

1. Congregational Setting:

Open‘ country or farm _____ Suburb of a medium City
_ Small Town _ lLarge C;ty (250,000 to 999,569)
___ Town (2,500 to 9,900) ___ Suburb of large city
— Smallcity (*0,000 to 49,999) v ____ Metropolis (over 1,000,000)
I Medium city (50,000 to 249,999) ___ Suburb of a metropolis

2. List the four primary businesses/industries in the community:

A.

B.

3. Describe what you believe to be three distinctive attributes about your community:

4. Describe the community ministries you are currently sponsoring or supporting:
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5. List three trends in your community which should be addressed by the congregation during the
next 5 years:
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Model One
QUESTIONS FOR COMMUNITY ONE-TO-ONE CONVERSATIONS

Our congregation is seeking ways to build relationships with our neighbors and the community
at large. We believe that the first step in ministering to our community is listening to the voices
of our neighbors. May I ask you some questions that will help us to do just that?

1. What do you believe are some strengths of our community”?

2. What are the greatest issues and needs in our community?

3. How has the community changed while you have been living here?

4. What should this church be doing that could help your life, and make our commuunity stronger?
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Model Two
A COMMUNITY NEEDS SURVEY

Guidelines

Another way to conduct on-to-one community conversations is to do a Community Needs
Survey. For example, this model was developed to be used in front of a local food store.

The following are a few guidelines for participating in this project:
1. Dress in comfortable, casual clothes.
2. Bring a clipboard, for holding the papers, and a pen.

3. If conducting the survey in front of a large store, be sure to get the approval of the
manager in advance. You may want to call the day before or that morning. Tell her
or him who you are and what you are doing. Show her the survey if she asks. Be
polite and honest.

4, As you approach someone, be polite, tell them your name, whete you are from, and
what you are doing (see survey). ~

5. Ask them: "Could I have two minutes of your time to ask you a few questions?" If
they say "no”, don't push it. Thank them and wish them well.

6. If they respond "yes" to the first questions, thank them for their time, and explain that
we are trying to talk with those not already affiliated with a nearby church. You may
want to ask them which church they attend and say something nice!

7. Ask those who respond "no" to question #1 all five remaining questions. Give them
time to answer fully. Don't challenge any of their answers, even if you have a
strong reaction to a statement.

8. Remember, this is a survey to determine the needs of the community, reasons why
people don't go to church, and what they would be looking for if they did go to a
church. This is not a time to evangelize, tell them about your congregation, or discuss
their laxity in church attendance. We are here to collect information!

9. If they ask which church you are with at some point during the survey (not having quite

got it when you introduced yourself), you may tell them. Feel free to answer any
question they ask, but let them set the agenda!
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MODEL COMMUNITY NEEDS SURVEY

[Your town], New York - Community Needs Survey  Date

"Hello, I'm from Lutheran Church of {your town].
I'm conducting a brief survey of people in this area. Could I have two minutes of your time to ask
you a few questions?”

1.

Are you currently an active member of a nearby church?

Yes No Kind of

What do you think is the greatest need or issue in our community?

Why do you think most people don't attend church?

If you were looking for a church in the area, what kinds of things would you look for?

What advice can you give me as a member of a nearby church? What, for example, do you

think a church should be doing in and with this community?

Would you like to receive a copy of the resulis of this survey when we are finished? If yes,
name and address on back, please. "Thank you for your time". '
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ORGANIZING FOR MISSION
Model Three
COMMUNITY TOWN MEETING

One congregation took a broad-based approach for its conversations with the community. As
a means of talking and listening to the community, as well as creating an identity in that
community, it used the old-fashioned Town Meeting approach. Using the church as the meeting
place, the people of that parish invited the members of the community to the church for
conversations on important issues facing that community. The issues have ranged from youth
_concems to the changing ethnic make-up of the community. Identifying issues of common concern
was an important task, but the end result was even more important. Through its work, the
congregation established a link with the community.

It worked. It brought people together around a common cause and created a sense of
community. Now that congregation is recognized and respected as a leader in responding to the
issues of that community. In the eyes of the community, that congregation is viewed positively and
is seen as an important institution that cares, is involved, and seeks out what is best for everyone.

This approach has created a presence for that congregation in the community. But in addition,
it has helped people to begin to recognize and identify with the congregation. When people in that
community look for a community of faith with which to identify, they turn to Immanual Lutheran
Church. The Gospel is being proclaimed.
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Step Two
SUGGESTED STEPS ON ORGANIZING A TOWN MEETING

The following steps are provided to help congregations make plans for hosting a town meeting,
which can be used as a means of gathering information about the community. They are in no way
definitive, but only suggest some of the things to be concerned about in planning.

1. Initial Decisions:

»  Decide upon a date and time to hold the meeting.

- Define target area around church--identify the boundaries of the area to invite.

- Begin setting an agenda--what is the purpose of the meeting; what do you hope to
accomplish. Is there are particular concern you want to address? Do you hope to discover
what is on the minds of conmunity members?

- Organize a leadership team and identify people who could serve as hosts, coffee servers, etc.
Assign responsibilities.

2. Intermediate Plans
«  Prepare an invitation and leaflet the targeted area, announcing the meeting.
+ Send letters of invitation to community leaders, e.g., mayor, local government
representatives, chief of police.
« Make local preparations--name tags, coffee and refreshments, seating arrangements
+ Begin making final decisions on an agenda/program.

3. Final Arrangements
»  If necessary, contact community leaders to confirm their attendance.
- Prepare a final draft of an agenda and print any items to be distributed.
«  Make signs to be posted so that people feel welcome.
« Set up the meeting area.

4. The Town Meeting
+  Welcome those attending.
« Announce purpose of the meeting and move to the agenda.
» Identify common concerns/issues
+ Plan future actions, including further meetings

It is the hope that conversations with members of the community, in this manner or through other
means, will provide the congregation with insights into its own ministry; in addition, it will serve
to raise the visibility of the congregation in the community and leave the message that the church
cares about people and their needs.

=
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SiJMMARY SHEET FOR COMMUNITY LISTENING - FOR USE BY THE DREAM TEAM
(May be used with any model)

Review the results of your community interviews:

1. What are some strengths of your community?

2. What did people tell you about the greatest needs in your community?

3. How did they think the community had changed?

4. What kinds of things were they looking for in a church? In other words, how could the church
serve them better? ’

5. Did you discover from the interviews a unique ministry that your congregation has to offer?

6. What one visionary idea for the future did these interviews generate?
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7. List in priority order the three areas from the interviews you feel are the most important areas
for your congregation to develop activities/opportunities/emphases:

8. Identify one or niore of the areas in item two above that you would be willing to commit
yourself to and that you would be willing to support through your regular giving:

9. What about these areas makes you excited?

10.  What makes this a potential aspect of your congregation's ministry?

11.  Describe some details of these areas. What could be implemented in the next six mouths?
In other words, how would you begin? Record some of your ideas here.
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TEP THREE: ORGANIZING FOR MISSION
WITHIN THE CONFERENCE

"The Lord appointed seventy others and sent them on ahead of him in pairs to every town
and place where he himself intended to go. He said to them, ‘The harvest is plentiful, but
the laborers are few; therefore ask the Lord of the harvest to send out laborers into his

harvest.’"
Luke 10:1-2

It is the goal of the Area Mission Strategy Process that each conference utilize congregational Re-
Rooting summaries, Mission Statements and Action Plans. They will reflect both the strengths
individual congregations bring to the mission of the entire conference and the places where
congregations share a desire to work together with other conference churches on new mission
strategies. With this vital information, conference churches can begin to work together in using the
Area Mission Strategy Process. This means that each conference will then establish mission
statements and action plans for the conference. The benefits of conference-wide involvement in the
Area Mission Strategy are many. For example, if one congregation in a conference believes that a
soup kitchen is a viable new ministry to the community, then it is much more likely that a number
of churches working together could make that happen rather than one church working at it alone.
If Nursery Schools are needed, again, congregations carn work much more effectively together than
alone, such as in the area of teacher training, sharing of waiting lists, substitute teachers, curriculum,
etc. In the above-mentioned examples, it becomes obvious that congregations working together can
do some things they could not do by themselves.

The first step in beginning an Area Mission Strategy at the Conference Level is to call the entire
conference together, clergy and lay delegates, and share the Outline and the Goals of the Process with
them. Once again, involving as many of the leaders of the conference churches and institutions as
possible is important, inasmuch as it creates the broadest base from which to operate as well as
insures that everyone agrees to the process and signs on. As was the case with the congregation’s
involvement, on the conference level it is also necessary to have each congregation’s church councit
officially approve or endorse the congregation’s participation.

The second step is to establish a Conference Mission Council, which is the equivalent of a
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ORGANIZING FOR MISSION

congregational Dream Team. The Mission Council is composed of representatives from the
congregations and institutions of the conference. These leaders will oversee and guide the process
at the conference level and will be responsible for compiling and analyzing the institutional and
community profiles, which will form the basis of the conference mission plan.  Fulfilling a task
siniilar to the congregation’s Dream Team, the Mission Council is the driving force behind the
process. Not only will they gather information from each congregation, they will also create a
conference profile which will involve:

A. Collating congregational profiles for the conference
B. Collating congregational One-to-One’s for the conference
C. Collating community One-to-One’s for the conference

All of these will be an effort to form a picture of what we’ve seen and heard through our
conversations. They will also begin to allow us to form ideas dboul what the final mission strategy
will begin to look like.

The first thing the Mission Council will do, however, is establish a projected time line that
reflects the life of the conference, but will at the same time hold the task before the conference
members and provide a form of accountability. This will insure that the work is done in a timely
fashion.

The third step for the Mission Council is to create a Conference Mission Statement and Action
Plan (see Appendix) and then present a draft of the plan to the councils/directors of the
congregations/institutions. After the congregation councils and the conference as a whole have
signed off on the Mission Statement and Action Plan, hold a Day of Celebration with a Conference
Liturgy. :

The fourth and last step s to implement the plan, to help each other make the plan work and
to hold accountable those involved with the various ministries. Ongoing training is necessary for
many Action Plans and such plans change and evolve over time.

Please note that this process can take up to a year to complete and it is helpful if, when the

congregations complete their work, it goes also dlrectly to the Conference Mission Council so
that no unnecessary time is lost.
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Step Three

TWO STORIES OF CONFERENCE STRATEGIES

STORIES OF RE-ROOTING: Salam Arabic

Brooklyn, NY
by Eileen Smith
Salam Arabic Church is a Mission Congregation of the ELCA. The mission
began in August of 1995 and is directed to the Arab community in the Bay
Ridge area of Brooklyn. In this first year, by the mercy of God, this mission
was able to reach out to the Arab community and plant the seeds of the Gospel
in their hearts, minds, and their homes. There is a large Arab community in
Brooklyn comprising immigrants from Syria, Lebanon, Egypt, Palestine, Jordan,
etc. Fifty percent are Christian and fifty percent are Muslim. As a large
number do not speak English, the church opened its doors to help fill their many
needs such as English as a second language classes, a school for the children to
teach them about Jesus and His love for them, and mest importantly, a place
where they could gather in the name of Christ and worship Him in their mother
tongue.

The congregation is served by pastor Khader N. El-Yateem who was ordained
at the recent Synod Assembly. Pastor El-Yateem was born and raised in
Bethlehem Palestine and is a graduate of the Lutheran Theclogical Seminary at
Philadelphia.

In the past year the congregation worked hard in getting to know the
community and to present themselves as partners with them in their struggles
and joys. A Vacation Bible School was a very successful program with thirty
five children. The congregation’s future plans include starting a women's group
which would come together on a weekly basis for Bible study and social events:
a men's Bible study group, an after-school program to teach children stories
from the Bible and Christian songs in both Arabic and English, the start of a
Sunday School, and the commencement of a newsletter to aid in communicating
the Word of God and to educate the community.

Salam Arabic Church is but one of the outcomes of the Southwest Brooklyn
strategy, which identified the need to reach out to the 1.5 generation of
immigrants in their communities. This ministry has also been an expression of
the conference's mission in that the congregations have supported this ministry
financially, provided leadership, and have helped sponsor a joint summer
program. As they reach out, may the Lord bless them and their work as they
continue their ministry in the name of the Lord.

—aT;
s —c e
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ORGANIZING FOR MISSION

STORIES OF RE-ROOTING: the Northeast Queens Conference
Queens, NY
by H. Gaylon Barker

In May, 1994 the Northeast Queens Conference began the Area
Mission Strategy Process under the “gentle” urging of Bishop Stephen
Bouman. As was experienced elsewhere, some congregations were on
board at the outset and some not. As well, congregations went through
the process in different stages--and carried it out a bit differently.
However, when the Conference Mission Team met in May 1996 to
discuss a mission strategy, the sum of the One-to-One conversations
within congregations and in the community created a number of mission
strategies which the conference hopes to implement over time. The
mission strategies include: ministry to the Korean population which is
blanketing the area; ministry to the aging and elderly (this was begun
with a conference-wide healing service); the utilization of the Queens
Lutheran Coalition as a resource for communicating and coordinating the
events of the conference; and the development of a model for education
and the development of lay leaders. "

With the support of the conference, Messiah Lutheran Church,
Flushing, has begun to re-root itself in the community by committing
itself to-the Korean ministry goals of the mission strategy. Knowing for
sometime that the congregation had fo reach out to the community if
it was going to be able to continue to have a ministry in that location,
the congregational leaders committed themselves to the area mission
strategy process.

Getting toknow one another through One-to-One conversations--and
getting to know the community made the congregation aware of the gift
of relationship and, equally important, a conviction that what they had
to offer was too important to keep silent. The Area Mission Strategy
Process prompted them to look closer at the community. The
assumption that it was becoming increasingly Asian proved true; 90,000
Koreans live within a one and one-half mile radius of the church. It was
a “stroke of grace," that members were able to connect their own
immigration experience back in the '30's, '40's, and '50's to the
immigration experience of those coming into the community today.

With this newfound sense of identity and a renewed call to mission,

(Continued on the next page)




Step Three

the congregation committed itself fo reach out to the growing Korean
population. It did not take long for them to realize that to be a
credible witness, what was needed was someone who spoke the language
and knew the culture. With assistance from the Bishop's Office and
support from the ELCA's Division of Outreach, the congregation was
able to call a Korean pastor, Rev. Min-Chan Park, to develop a Korean
Lutheran ministry.

The Korean ministry has now taken root. Within the first year, over
150 people have been ministered to through the congregation's ESL
classes; a Korean language worship service averages 25-30 in
attendance: 20 new members have joined the congregation; and several
people attend Bible study each week.

It is important to note that this is notan “ethnic” ministry, meaning
the Korean congregation will not become a separate congregation at
some point. Messiah is not serving as host to another congregation; it
is one ministry with two pastors and two worship services (one in English
and another, at least for now, in Korean). New members, either English-
or Korean-speaking, join Messiah--no distinctions are made. They hold
joint fellowship events and on special occasions celebrate the Eucharist
in both languages. While using the Lutheran Book of Worship, the
service is printed out in full in both English and Korean.

The Area Mission Strategy Process in Northeast Queens has shown
tangible fruits of re-rooting as can be seen from the above; yet, as

‘well, it has helped to generate a sense of excitement in the conference-
-new people have become involved, relationships have developed, and at
the May 1996 conference meeting mentioned above, every congregation,
every pastor, and every institution in the conference was in attendance.
Where numbers were becoming smaller and the status quo prevailed,
the sharing of resources and the sense of relationship in the
congregation, within the conference, and among the community has
given the congregations and conference a sense of power, obliterating
the self-fulfilling mind set which had, in the past, been experienced.
The Area Mission Strategy Process is built on relationships and
Northeast Queens serves as a model of how establishing relationships
erases the fear of opening the doors to change--to new and different
faces—for as we grow in relationship with one another, we realize that
we are all, indeed, one.
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TEP FOUR: PUTTING IT ALL TOGETHER

Then I saw a new heaven and a new earth; for the first heaven and the first earth had

passed away, and the sea was no more
Revelations 21:1

After the congregation and/or conference has completed Steps Two and Three you are ready to »

begin "putting it all together.” The next step in the Re-Rooting process is the creation of a Mission
Statement and Action Plan. This can happen simultaneously in individual congregations and at the
conference level as insights are gathered and reflected upon and as creative mission proposals
emerge. The Vision Statements and Action Plans of individual congregations will complement the
collective visions and action plans of the conference as a whole.

To begin this step in the pracess, call together the congregational Dream Team or Conference
Mission Council and begin with a brainstorming session about a potential Mission Statement. You
can use the worksheets provided to help you with this part of the process. A Mission Statement is
brief--usually not more than one to three sentences. Thisisa very concise yet broad staterent about
the mission of the congregation or conference. The details are laid out in the Action Plan.

The congregational or conference Mission Statement can then be published on every possible
letter, in every newsletter, on flyers, posters, outdoor banners, and in Sunday bulletins. Itisa
succinct staterment of your Mission. Don't get caught up on every word. Everyome on the
committee or council will not agree on every word. Finally, the statement just has to be written.
Normally this would not take more than two one to one and one-half hour meetings to accomplish.
Examples are provided to help you write a Mission Statement for your congregation and/or
conference. (See Appendix.)

After your Mission Statement is written, you will begin to create the Action Plan. The Action
plan describes in more detail how the Mission Statement will be lived out. For example, if your
Mission Statement talks about being a "Christian community where Jesus Christ's love is known
and shared,” then the action for that mission might include planning and then doing a specific
ministry with "families in all their diversity." Mission statements are short statements, Action Plans
lay out how this will be accomplished.

The final goal of the process is that everything in our ministries is now sifted through the
Mission Statement and Action Plan of the congregation or conference. For example, if a
congregation is seeking a new organist, they would begin that search only after revisiting their
Mission Statement and Action Plan and discussing how that new ministry of music will be a part
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PUTTING IT ALL TOGETHER

of the Mission Statement and Action Plan. Or, if a conference is asked by its members to help with
a new youth program, they would consider that need in light of the Conference Mission Statement
and Action Plan; for example, was a youth worker for the conference a need that emerged through
this process?

The following worksheets are provided to help you "put it all together” and create a Mission
Statement and Action Plan.
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CONGREGATIONAL OR CONFERENCE SUMMARY WORKSHEET

L. The key needs/issue areas shared in our discussion of this church's (or this conference's)
congregational One-to-One conversations were: ~

2. The key needs/issue areas shared in our discussion of this church's (of this conference's)
community One-to One conversations and surveys were:

3. What are the common needs/issues that both congregation/conference and community
members identified?

4. The key learnings that arose from our biblical reflection on elements of discipleship or of
"being the church in this time and place” were:
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The three main areas where these commitments, our understanding of discipleship, and the
needs/issues shared by our community/communities within and beyond thg: congregation are:

(Examples: ministry with young families, relevant and creative worship, affordable
housing, fighting drugs in the neighborhood, children's and youth programs, domestic
violence education/intervention, etc.) ’

Specific projects or programs that might help embodyi'what this church/conference sees as
its mission in the community are: ‘




7. If you had to summarize your vision of the commitments and goals of your church or
conference how would you articulate it? Or if this is difficult, what two elements would best
describe a) who you are as a church or conference and b) who you are becoming as God's
people in this place?
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TRANSLATING VISION INTO ACTION

1. How does a common understanding of mission and a vision for the church's future get
transiated into effective action/ministry with our communities within and beyond the already-
worshiping congregation? Circle those statements below you feel strongly about and add those
that are missing. Share in your whole group.

TAKING RESPONSIBILITY
Mutual Respect

Giving (Ccoun tabimy

I .. LISTENING
lom ihﬂf QEE,I,, lime 20d compipye,
hape in the one who is our Hope and Guide
Jesus Christ aong Leaderstp

Praver, Individual and commuana,

shoescvciregs <« bhoecr»e
Feorr ek

learning _
that »
diversity CELEBRATING OUR
is our SUCCESSESS
strength
Looking to those on the IMArgins -
re-remembering the whole body
o0 By b pholuosipied B0 Congrogahonal Tonivooiia uie



2. Talk about any of these that you feel would benefit your planning and implementation
process. Make notes about which of these functions might be assumed by members of the
Dream Team/Conference Mission Council. ‘

3. Now begin to think of ways to share and celebrate your vision statement and action strategy.
When will this happen? How will it happen? Who will help in planning this?

4, How will the Dream Team/Conference Mission Council get congregational members
involved in new TEAMS that will begin to plan and implement the specifics of your Vision
Statement and Action Strategy. Are there members of the Dream Team/Conference Mission
Council who would help facilitate ministry planning in each of the areas you identified as
key? Are there other committee chairs, etc., who may be best suited to facilitating the work
of a Team?

5. Assessing how your new focus on each of the three areas will impact your ministry is the task
of each new team and your congregation's leadership as you seek to make changes that help
implement the vision you have developed for your church and for its ministry. What are
some of the overall changes that might flow from your vision statement and action plan in the
areas of:
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Worship (style, music, time, day of the week, related education opportunities, the way we
print the bulletins, our choice of hymans, our staff, our present plan for greeters, ushers,
parking advisors, etc., our inclusion of children and adults, whether or not we list page
numbers and announce them at every step, the banners on our walls, the opportunities for
interaction between visiting and regular members, etc.)

Christian Education (Sunday School, Summer Day Camps, Pre School, Mini Day Camps
on Good Friday and the day after Thanksgiving, choice of curriculum, the kind of
commitments we ask of teachers and superintendents, the space this program uses, etc.)

Evangelism (which is EVERYTHING the church does for the sake of those who have not
yet heard the message of God's unconditional love for them or for the sake of those who
heard so long ago, they have all but forgotten.)

Stewardship (the way we educate for and organize our giving of time, skills, and money.
This is the way we use the gifts God has gathered together for ministry in our place.)

Property (how we use and keep our building, changes we might make to facilitate our
vision plans, messages, our land, building, gardens, and property give to those who see
and use our place.)

Youth (who, what, when, where, where to, what for, etc.)

Fellowship in Small Groups (dinners, coffee hours, bible studies, youth events, service
project groups, vital music groups, support groups, short-term parenting/marriage
classes, AA, music classes, children's choirs, action teams, conference-wide project
teams, etc.)

Pastoral Care (How can the congregation meet the needs of individuals both within the
congregation and those from the community so that its caring response may Serve as an entree
for the Gospel?)

How will you use the vision statement as a lens through which all of our ideas, plans,
changes, and programs are viewed? What are the questions you mwust ask of existing
programs, commitments, approaches to ministry and worship, education, youth, stewardship,
fellowship, property decisions, etc., in order to shape your ministry, the use of your
resources, and your programs and worship to the vision you have formulated with God's
help?




2.

WRITING THE MISSION STATEMENT

Discuss your individual visions of your church's or conference's commitments and goals
which you wrote on the "Congregational or Conference Summary Worksheet". What are
the shared elements in these statements that best describe who you:are as a church or as a
conference and who you are becoming as the People of God in this place?

Did participants use similar language to describe these elements? If there are differences in
languages, are there places where you are all trying to get at the same elements of your
common vision?

What is the common vision of who you are and who you hope to be/become as your strategy
for mission in your neighborhood unfolds? Write this here if you can come up with the
language together. Otherwise, delegate the writing to a group of three people. We all have
different writing styles and language preferences...trust that a small group can portray
accurately what the whole groups would like to express. This should be a SHORT statement
of your common vision.
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DEVELOPING THE ACTION PLAN o

1. Now refer to the group's answers to questions #6 and #7 on the "Congregational or
Conference Summary Worksheet" worksheet (pages 87-89). This is the beginning of your
Action Plan. Articulate how each of the main areas you identified in question #6 embodies
the vision you just articulated.

2. Now decide which answers to question #7 will make your group's vision commitments to
each need/issue area concrete in your community. Which of these constitute achievable first
steps? Which are longer term projects toward which the first steps will lead?

Good First Step Projects:. (at least one in each identified need/issue area)

a.
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Great Longer Term Projects/Goals:

What are your short-term ( 3 months? 6 months?) and long-term (1 year? 3 years?) time
frames?
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TEP FIVE: APPROVAL AND COMMITMENT
From Vision To Christ-Centered Action

"Then the apostles and the elders, with the consent of the whole church, decided to choose
men from among their members and to send them to Antioch, with Paul and Barnabas. "
Acts 15:22

After the Mission Statement and Action Plan have been created by the congregational Dream
Team they need to be approved by both the congregational council, institutional boards, and by the
congregation at its annual meeting. The congregational Mission Statements and Action Plans of all
the conference churches will then be used as a basis for the formation of a conference Mission
Statement and Action Plan, which, in turn, will be submitted to the church councils and institutional
boards for their input and suggestion.

A final draft of a Conference Mission Statement and Action Plan will be submitted to the church
councils, institutional boards, conference council, and the Bishop for their approval. To help
- implement the plan, the synod staff is available to conduct leadership development retreats and
training for conference pastors and leaders. Such leadership events will focus upon both the
Congregational and Conference Mission Strategy and Proposals.

An important element in the approval and commitment phase is the continuation of all the
relationships that have begun through this process.

Finally, celebrate the mission plan in conference and local liturgies! Begin to work the plan to
the Glory of God. -

But most importantly, we want to continue to build on the relationships that have begun through
the process. The relationships established between parishes are fundamental for cooperative
ministry to begin and continue. In addition, the relationship between parishes and conferences and
the wider church is also an important ingredient. Many of the strategies can only become reality
when linked to and supported by the synod and/or the ELCA. For example, the strategy process
of lower Westchester county identified the need to_respond and reach out to the growing Latino
population in the communities there. It became a reality when linked to the synod’s vision and
given financial support from the ELCA’s Division for Outreach. The establishment of these
partnerships enables new ministries to grow and take root throughout the synod.
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