STEPS FOR ANY NEW PROJECT OR PROGRAM

Application of the Local Shared Ministry as observed by David Ruesink in New Zealand, April, 2000 

Presented at Pines Presbytery Small Church Conference 2/11/2012
*Items in red are for program leaders use
Rural Sociologists, George Beale and Joe Bohlen, who were working at Iowa State University several years ago determined that there were important steps for community leaders to follow if they were to be successful with development projects. This is an application of those steps as applied to a New Zealand Local Shared Ministry (LSM.) 

1. What does your group or organization look like? 
The Christ Church in Russell, New Zealand was built in 1836. It is the oldest surviving Anglican church in New Zealand with a membership of about 50---most of them were over 50 years old. 
How would you describe your own church?
2. What idea has been brought to our attention? 
With the shortage of professional priests and a declining budget for paying for the services of a priest, something different needed to be done. Other communities discovered that the laity in the church could perform the church functions.  
What would be the idea for doing ministry in your community that you would be proposing?
3a.  Has something like this been tried before? 
a. Here? 
Not in this church 

b. Somewhere else? 
Yes, in other parts of New Zealand and in the United States. All of them seem to be using the book Pioneer Priest and Prophet by Roland Allen as a basis for starting. They also find LSM is rooted in the New Testament in I Corinthians 12,11 and Ephesians 4, 7-12

What has been tried within your own congregation or some other congregation that would be similar to what you are proposing? 

3b. What can be learned from other attempts? 
It will take time and a lot of people to be involved in the decision. A team ministry is not necessarily total ministry. Other parts of the country have different ideas about how to do LSM and even call it by different names. Some of the places have found that if they do not seek to renew their teams after about three years, they often become stuck with a “six or seven-headed vicar.”
The four principles that came from the Nevada Total Ministry concept in the U.S.A. were: 

a. Each congregation is to be a “ministering community” rather than being led by a specific minister. 

b. Each member serves the Lord through ministries that vary according to their gifts, time, or opportunities. 
c. Seminary trained clergy or laity are trainers, enablers, supervisors, and pastors of trainees. 

d. The Diocese is the support system. 
What would be the kinds of things that you might expect to learn from others?

4. What major organizations or committees should be included? 
The Council needs to be involved in discussions. The Congregation and other committees need to be kept informed. 

What would be the major organizations or committees within your own church to be included?
5. Who initiates the idea? 
In this case it was the Diocese that suggested that there might be an alternative for them to consider. It was based on the concept that every person is a minister and members of the church are to minister in the world.
Who would be the one to initiate the idea of a change to be considered? 

6. Who are the persons who could make or break the proposal if they are in favor or against it? 
The council was the official body, however they realized there were some matriarchs and patriarchs who were to be identified and consulted that were not official power holders.
Who are the “unofficial” decision makers in your congregation who should be brought into the discussion at the early stages of the change being considered?
7. Who will sell the idea to the general public? 
Special attention was paid to those who were skilled in communicating the idea to the congregation. 

Who are the good communicators within your congregation?
8. How will the word be spread to the public? 
After the Council was sold on the concept of LSM, preparation of the congregation took several months and required: 

a. Bible study and prayer by the congregation and Council members. 

b. Discussing the model with the congregation to help them begin to understand that ministry belongs to all of the baptized. 

c. Calling team leaders. At a service of worship, in the context of prayer, each member writes names of those considered best for the roles selected. The bishop or diocesan advisor then calls those elected to ask if they accept the congregation’s call. 

d. A special service to commission the team. 

e. Appointment of an enabler for a 12-month trial to assess the team, call a congregational meeting, proceed to ordaining the sacramental ministers, and licensing the ministry team to support the other members of the congregation in their ministries. Enablers also train, support, and work with the Council and congregation to understand what is taking place. 

f. A three-year renewable license is issued to the team rather than to individuals.
What will be the process to obtain wide spread approval for your idea? 

9. Decision to move ahead 
The congregation was told that the basic principles to be used in this diocese would be: 

a. Ministry belongs to all baptized. 

b. Every faith community has sufficient gifts within its own members to fulfill its mission and ministry. 

c. Education and ongoing training take place in local context. 

d. Sacraments are free and available to all. 

e. The primary place of ministry is in the local community. 
f. LSM is a growth-oriented model---Growth in commitment, faith, membership, and mission effectiveness.  Before moving ahead, there were several decisions to be made including: 
This was their set of criteria that determined that they were ready to move ahead.  How would you change the criteria to fit your situation? 

a. Why is it important to do this? 

Preparation of the congregation took several months and required a final vote of the at least 3/4 affirmative vote by those present for permission to explore LSM and preparation for calling team members. After that decision is made there are other considerations such as:
a. Is the congregation ready to move ahead yet?  
b. If not, what else needs to be done?
b. Commitments of: 
1) People 
Roles of ministry for this particular church are identified at a service of worship, in the context of prayer and names of possible people to fill those roles are provided to the bishop for consideration. The bishop or someone from the bishop’s staff calls those elected to ask if they accept the congregation’s call. Teams organized at Russell included:
a.  Sacramental ministers who provide the spiritual nurture for the congregation.  They consecrate the elements for Holy Communion and conduct baptisms, weddings and funerals. 

b. Preaching team members schedule sermons, organize training and provide support for preachers with the enabler who either provides or arranges to provide the education needed. 

c. Liturgists are the worship leaders who organize the Sunday worship rosters and schedule training for each person as needed. 

Note:  The above three teams coordinate each worship service. 

d. Educators organize Bible study, religious education, marriage preparation, and                         preparation for baptism.
e. Pastors visit and care of the sick and needy. 
f. Deacons organize outreach or mission orientation. 
g. Administrator is the contact person for the “nuts and bolts” work for anything needing to be done by taking the pastoral calls and passing them on to the appropriate ministry team. 

Each of these teams has members to assist with the responsibilities. Some of the team leaders 

serve on the church council to work with items that are of mutual concern. Several of the Council members serve on a team, but not as its leader. 

What types of teams would be needed for your idea?
2) Resources 
It is mostly human resources needed in this case, however funding to pay the enabler is committed. Usually four churches go together and share equally in the cost of an enabler.
What kind of structure would be appropriate in your situation?
3) Start up 
Training for the team leaders and members of each team is needed before the special service to commission the team takes place. 

What type of training would be useful before starting?
C. Outside consultants 
The Diocese serves as the primary outside consultant, however sometimes there are folks brought in to help the church understand what it could be doing and how to go about it. 

It takes time and a lot of people are involved in the decision. The link between the congregation and Diocese is an enabler. There is also a person on the bishop’s staff who meets regularly with enablers in the Diocese where they share resources, discuss problems and solutions, and plan together the strategies appropriate to the growth and development of each ministry unit. It takes up to three years or sometimes longer to bring the congregation along while developing the team.
a. Using the Presbyterian system, who would be an appropriate consultant within the:

1.  Pines Presbytery
2.  Synod of the Sun
3.  General Assembly   
b. Where else might outside consultants be obtained?
D. Continuation 
Once the LSM is started, it is continually monitored by the enabler. This is usually an experienced, seminary-trained priest with a number of years experience, and with the skills to teach, encourage, and enable others in ministry. It helps if the person has group skills and supervision skills. The enabler works with these teams on a regular basis (at least three-hours per month) as a team and one time per month on an individual basis. The enabler is responsible to bring education and training into the unit as appropriate. The enabler also works with them on special services or an occasional coordinated service to involve several churches. 

Enablers report that it takes several months for teams to discover crisis management, then team work and planning. They recommend having feed-back sessions immediately after any event.  
What will be the method of obtaining immediate and longer term feed-back on how the idea is progressing (evaluation)?
10. Establishing Goals 
A. General idea of what is to be accomplished 

To understand the priesthood of all believers
Is this the correct general idea or is it something else?  If something else, what is it?

B. Specific statement of what is to be accomplished 

Local Shared Ministry is.... 

*An exciting way to renew congregational life. 

*An opportunity for everyone to be involved according to individual gifts, time, and energy 

*A growing and evolving way of being the church 

What is the specific statement to describe what is to be accomplished?

11. Alternatives to be considered and consequences of each. 
The congregation explored alternatives and weighed the consequences of each alternative. I don’t know what they were, however here are some possibilities that they might have considered.
1.  One priest - little responsibility by the Congregation 
       Consequence= Status quo 

2.  Sharing a priest – Congregation sees the priest less often
Consequence= Maintenance ministry 

4. LSM –
Consequence=More responsibility on the Congregation & Team=greater ministry and mission
a.  What are the alternatives that you have available to you?  
b.  For each alternative, what are the consequences of each alternative?

c.  Upon whom do the consequences fall?
12. Plan of work 

Once all of the above are clearly understood and implemented, a plan of work can be put into place. By overlooking these steps prior to doing a plan of work will usually end up as an unsuccessful venture.
a. What is your plan of work for what needs to be done?

b. Who is responsible for each part?

c. What is the time schedule for completion of each part?
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