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Reading:

_“Matthew, 18: 19-22

“T tell yom solemnly once

again, if two of you on

- enyth agree to ask anything

" &t all, it will be granted to
you by my Father in beaven.
For wheve two or three meet
in wy name, I shall be there
with them.”

Then Peter went up to
bim and said, “Lord, how
often must I forgive my
brother if he wromgs me? As
often as seven times?® Jesus
answered, *Not seven, I tell
yos, but seventy-seven times.”

Prayer
Lord, you said you would

be with us, whenever two
were gathered in your
“name. We thank you for

- this promise; it gives us
hope. Help us to remember,
as we Ao this work, your
ungualified love for cach of
us. Give us the strrngth,
wisom and undes standing
we neell 10 busld this faith

- _communisy, We ask this in
the name of Jesus, our
brother, who is our partner
in everything we do.

Amen,

Introduction

Since Vatican Council II, Church communities have moved to a new
concept of Church organization which is more relevant and workable
in today’s world and today’s church. With radical changes taking place
in socicty, it was both prophetic and timely that Pope John XXIII
introduced the theme of interdependence, and th¢ Council docu-
ments stressed the call to ministry of all baptised persons and the
utilization of their individual gifts. Since the Council, Popes Paul
VI and John Pavl II repeated again and again the Gospel message
of justice tor all, respect for the individual and the empowerment of
the laity. The evolution to a more collaborative or partnership
organizational style does not imply the elimination of authority, but
a more disccrning use of authority. It does not suggest a blurring
of the difference and rights in roles and responsibilities, but an
increased respect and understanding of each, and a greater openness
brought to the planning and decision-making process by those who
are affected by the decisions. A partnership style does not promise
an absence of conflict, but invites increased wisdom, respect and grace
in resolving 1t. The philosophy and methods of this workbook were
designed and tested, over a period of three years, to help interested
groups achieve organizational changes that will increase their effec-
tiveness through the partnership model. The cducational organiza-
tion is used as an example, but the processes can be adapted by other
groups within the Church, such as pastoral and parish councils,
volunteer organizations and diocesan offices.

Assumptions

® Designated institutional leadership is committed to planned change,
and to influencing directly the course of change.

@ DParticipating persons ccme togcther by faith in Christ and a
common concern for the institution. (A non-christian member of
the group should understand that he or she is bound by this same
respect for the common vision of christianity, which is central to
the institution, and makes it what it is.)

@ Eacli participant brings to the sessions his or her unique life
experiences and personal understanding of the Church (ecclesiol-
ogy), which is honored as sincere in the process of discerning the
partnership model. However, recognizing the possible diversity,
someone in the group should be responsible for keeping the
discussions theologically informed.

® The workbook process-three steps—is respected and used, intact.
It is important to include all the .tcps, in sequence, for change to
happen in a learning rather than an adversarial context. (The
process is an adaptation of corporate diagnostic analysis called open
systems planning.)

¢ Gronps using the partnership process will establish their own time
table tor the three step process. (Sce how to get started on page 6.)

@ Every session will be assisted by a facilitator, as described in choosing
4 facilitator on page 8.

5
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@ Users of this workbook understand that participation in the
workshop is a beginning, not an ending: it is a means of
analyzing and training in preparation for creative partnership
management.

Who participates in the process?

Everyone who has a direct leadership role in the educational
institution of the parish: pastor, pnncipal (if there is a school),
dgirector of religious education, parish council education and admini-
stration chairpersons, other parish ministers responsible for adult
education, RCIA, youth, young adult, etc. At least two represen-
tatives for parents (school and non-school programs) shouid be
included. Alumni of the institution may be considered, if there is
such a group. Others may be included, according to particular
situations.

It is important that all the leaders participate from the beginning,
because their understanding of the results of the process are essential
to a successt:! transition to and adcption of the partnership model.

How to Get Started

@ Someone in a decision-making position becomes interested and
acts as the initiator.

€ A meeting is scheduled with the pastor, principal, director of
religious education and parent representatives to discuss the
possibilities, study the workbook and name the persons to be
included in the process.

€ An organizational mecting of those named as participants is
scheduled.
suggested agenda
- selecting a facilitator
- finding a location
- assignments for chairperson, room and e¢quipment arrange-

ments, hospitality, prayer leaders, ctc.
- establishing a schedule
optional schedules:
- extended workshop (weekend, ctc.)
- three workshops, one for cach step
- short sessions in connection with a regularly scheduled meeting,
one process to oe done at cach meeting

€ Communicate participation in the “Partners Workshop” to the
educational staff (tcachers, section heats, catechists, etc.) and
to the entire constituency of the institution (parishioners,
parents, etc.). Ask for their prayers. As you move into the
processcs, give them progress reports; if desired, ask for their
feedback.

Suggestions for participants

@ Be prepared. Before the first mecting, read the background
materials. They will be the basis for the first process. Study
the entire program, so you will fecl more comfortable as you
move through it.

6 :
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@ Follow the lead of the facilitator. Don’t jump ahead to
analyze or judge when you are simply describing the situation.

@ Share your expectations of the process and your own
background with the other participants.

@ Participate with an open mind. (In the beginning, some may
feel uncomfortable. This passes as you begin to know the
group.)

@ Bc brief and to the point in small and large group discussions.

@ Listen attentively and objectively, no maiter how “different”
things may sound to you. Avoid hasty judgments.

@ Give and get feedback, openly. Try to avoid being personal,
or to take comments as hostile to you personally. However,
be willing to defend or change your opinions, if challenged.
Be willing to argue, if necessary, and endure conflict—without
anger—if possible.

€ Make notes in your workbook. It is your reference for the
future.

@ Be on time and attend every session.

@ Pray continually for the success of the partnership.

Place and Climate

The place and atmosphere establish a context that is symbolic of
the importance of the task and the community of believers who are
gathering.

The mecting place should be accessible to ali, including handi-
capped persons, if appropriate. The meeting room should be large
cnough to accomodate comfortably the group around tables, if
possible, with good light, pleasantly decorated, a minimum of
interruptions, space for casel and newsprint sheets, walls on which
sheets can be posted, an overhead projector and screen, and good
visibility.

Prayevful Context

Each session should be opened and closed with prayer. If the
schedule stretches over a longer period of time, consider inserting at
some point an hour of reflection, a liturgy or a day of prayer, to
strengthen the concept of partnership in Christ.

Hospitality

Someonc is assigned to open the room and grect the group Name
tags are available. Hot and/or cold beverages are available; partici-
pants are free to move about and get them. Water and glasses are
on the table(s). The issue of smoking should be openly discussed
at the first mecting.

At the opcning session, it is desirable to have a meal, depending
on the time of day. Breaking bread together is a good way to es-
tablish a friendly, relaxed mood for the participants. At the conclu-
sion of step three, a liturgy and pot luck is a fine way to celebrate
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working together and anticipate the continuation of building a
creative partnership.

Choosing a Factlitator

A person experienced in group processes is absolutely essential to
help the group participate in a healthy and productive manner.

A facilitator will enable members of the group to participate in their
own learning by not being overly authoritarian nor will that person
abandon responsibility for the progression of learning.

A facilitator maintains an analytic detachment from participation
and avoids becoming involved in any faction within the group. Whilé
constantly encouraging each member of the group to enter into the
processes, the facilitator is aware of the dynamics of the group: roles,
loyalties, silent or uncornfortable members and any attempts of power
wedges or hidden agendas which would block progress.

A facilitator should be experienced in resolving conflict in a
creative, reconciling way.

A facilitator with a good sense of humor is a great asset!

Who should be the facilitator?

Generally speaking, a member of the parish (or schooi) community
is mot a wise choice for a faciiitator. Greater objectivity is possiblc
with a person from outside the institution. Look iri a neighboring
parish, other churches, service organizations (United Way, Red Cross,
CYO, Scouts, etc.), local colleges or universities, or the diocesan
office. The diocesan education office staff may not be able to provide
sufficicnt objectivity; they may refer you to an experienced person,
however.

If the facilitator is not a Catholic, he or she should have a
knowledge of and respect for Catholic education and understand the
roles of the various members of the group.

Fees

Facilitators are usually given a stipend, but fees vary from place to
place. Include the issue of fecs as you inquire about who will be your
facilitator. Complete all negotiations with your facilitator before you
begin: your expectations and what you can pay.

Preparing the Facilitator

At least two weeks before the inits! session, give the facilitator the
following;:
¢ a copy of the workbook, and any other materials you will use
¢ a copy of your mission statecment
¢ copics of correspondence with participants
¢ a list of all participants, identifying their institutional roles
¢ a complete schedule: dates, times, place.

Your facilitator should visit the meeting room, if possible, to check
out the equipment, ctc. A contact person should be available for the
facilitator, to answer questions and ensurc open and complete under-
standing of responsibilitics.

8
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'Emmanuel, June, 1987, pp
250-51.

Step 1. Describing
the present
situation

How to use Step 1

Process 1. establishing a
common language

Process 2. perceptions of
organizational style

Process 3. perceptions of voles
end velationships

Process 4. describing external
infliences

Process 5. descvibing internal
influences
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Step 1. describing
the present
situation

9,
0’0

Facilitator
Notes:

Step I processes essentially
follow variations of the
brainstorming technique.
It is essential to help the
group avoid premature as-
sessments and judgments.
The opportunity to
analyze comes in step II,
after arriving at a com-
mon and respectful
understanding of the
present situation.

Remind the group that
coping with change to-
gether will make it pos-
sible for them to:
¢ become more

productive
@ build on their

strengths—solve
problems together
@ learn from cach other
¢ move toward maturity
as a team.

How to Use Step 1

Step I establishes who and where you are as a tcam. It is the

foundation upon which you will build subsequent steps and plan for

the future of the institution. It eliminates distortion of information.

The five processes in Step I are designed to:

¢ Establish a shared common understanding of language and
concept. This docs not mean total agreement. When a term is
used, each member of the group should understand its
meaning, in the context of building your partnership.

¢ Encourage a sharing of your perceptions of the present
management, roles and relationships. Each member of your
group perceives situations differently; this guarantees diversity,
which can be an institutional strength. Judgments on “right”
and “wrong” ways of managing and working together should
be set aside during the Step I processes.

¢ Promote an understanding of each partner’s role and
responsibilities by describing them completely so that all may
know.

¢ Bring forth insights about the external influesces which have
an impact upon the educational enterprise, but which originate
outside the institution itself. In many cases, the Catholic
cducational institution has a christian responsibility to respond
to these influences.

¢ Examine the snternal influences which give your institution its
unique identity, using your christian faith as the principal and
sustaining motivator: your mission statement, goals, staff,
physical plant, curriculum, etc.

‘The processes of Step I should be revealing for all the participants,
especially those who sce the institution in isolation, and those who
are not familiar with the complexitics of its operation.

If you have nnt yet established trust among the partners, step I
will promote further understanding and respect for cach other. Trust
grows from these clements. As you take the next steps toward inte-
grating and adapting what you learn about the present situation, your
trust in cach other will be reinforced.




Step I. describing
the present
situation

Suggested time:

45 minutes

Materials needed:

flip chart or board, scribe

Process 1. establishing
a common language

Purpose

¢ to reveal the diversity of understandings about the key
concepis which are the foundation of partnership.

@ to try for a common understanding of what constitutes a
workable partnership.

Suggested procedure

¢ first: individuals complete pages 11-13

¢ next: in small groups discuss your worksheets

¢ then: the whole group consolidates ideas, using board or flip
chart, facilitator and a scribe.

My und.rstanding of partnership is:

My understanding of collaboration is:

My understanding of cooperation 1s:




Establishing a common languase
My understanding of community (place) of my (parish) (school) is:

My understanding of community (fellowship)
of my (parish) (school) is:

My undcrstanding of faith community is:

My understanding of Cathd 'ic education is:




My understanding of Gospel values is:

My understanding of evangelization is:

My understanding of religious education is:

My undcrstanding of faith development is:

O ‘ 13 '15




Step 1. describing
the present
situaticn

Suggested time:
30 minutes
Materials needed:
workbooks

Bﬂ'ectivc or-

ganizations are found with
a varicty of characteristics,
both restrictive and inno-
vative. This process
simply asks you to describe
the situation as you see it
now. Do not place a
valuc on the organizationa!
style at this time. You
will analyze these clements
later.

Process 2. pevceptions
of organizational style

Purpose

€ to show how management or organizational style used in the
educational effort is perceived differently by partners.

Suggested procedure
¢ first: individuals check the number that indicates how you
perceive your organization’s characteristics. 1 is most

restrictive, 5 is most innovative.

@ next: in small groups, share your perceptions with each other.
Avoid (as much as possible) evaluating yours or others’
perceptions. You will analyze them later.

Did any new definitions surface from this process?> Record them in
your glossary.




CHARACTERISTICS CHARACTERISTICS

OF RESTRICTIVE OF INNOVATIVE

ORGANIZATIONS ORGANIZATIONS

STRUCTURE 1 2 3 4 5 STRUCTURE

rigid, inflexible | casy, flexible

top-down L multiple linkages

ATMOSPHERE ATMOSPHERE

task centered people centered

impersonal trusting

MANAGEMENT MANAGEMENT

controlled releascs talent

cautious takes risks

avoid mistakes learn from mistakes

self sufficiency interdependency

low telerance for high tolerance for
ambiguity ambiguity

DECISION MAKING DECISION MAKING

top person only

decision by legal
mechanisms

decisions are final

COMMUNICATION

strict channels

one way

feelings repressed

PERSONNEL
DEVELOPMENT

in-house, unplanned

minimal rewards

This chart is adapted from a process designed by Malcolm Knowles

Q
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collaborating

decision by solving problems

decisions are theorics to test

COMMUNICATION

open flow

all ways: up, down, horizonal
feelings expressed

PERSONNEL
DEVELOPMENT
in-house, planned

visible recognition




Step 1. describing
the present
stuaticn

Suggested time:
30 minutes
Materials needed:
workbooks

@,
0’0

Do not evaluate

or analyze yours or others’
perceptions. You will do
that later in step II.

Process 3. perceptions of
voles and velationships

Puvrpose

¢ 10 explore the differing perceptions and understandings the
partners have about each other’s roles and relationships.
This process is for bringing perceptions into the open, not for
judging or analyzing why roles are assumed in a particular way or
why relationships are as they are; that happens later.

Sugyested procedure

¢ first: individuals complete pages 16-18.

€ next: in small groups discuss individual’s perceptions with cach
other.

Complete the following:

In the present situation I see the pastor performing this role:

In the present situation I see the principal performing this role:

In the present situalion I sec the directer of religious education
performing this rofe:

15
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In the present situation I sec the parent organization performing this
role:

In the prescnt situation I sce parents (at home) performing this role:

In the present situation I see other education ministers performing
these roles:

Name the other ministrics:

In the present situation I sce the parish council performing this role:

In the present situation I scc the diocesan office of education
performing this rolc:

In the present situation I sce the community performing this role:

If there arc others, add them here:

17 15




Roles and relationships

Complete the following: in Column 1, rate your own relationsiip with the others. In
the next column, rate how you think others perceive your relationships.

parents

pastor

principal

divector of religious education
teachers

youth ministers

family life minister

adult education minister
RCIA minister

parish council

others

poor

mine
fair

others

good poor fair good

Record in your glossary any new definitions which surfaced during this process.

18
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Step I descriving  Lvocess 4. descvibing
vhe presen external influences

situation

Purpose

# to develop a common understanding of the external influences
that have an impact on the educational effort.

Sugygested proceduve

Suggested time: @ whole group response

one hour @ Record the whole group responses in this workbook for
Materials needed: referral later.

flip chart or board, scribe,

workbooks.

o8
%

‘ lUlebrain-

- storming technique, with a
- scribe recording responses
_on 2 flip chart or board.

- Avoid making value judg-
" ments about these influ-
. ences during this process.

19

Do
s




External Influences Affecting
Our Educational Effort

Examples: diocesan education office, govenment, public school
system, canon law, church doctrine, demographics, cconomics, etc.

Example:

CHURCH GOVERNMENT COMMUNITY
doctrine accreditation demographics
canon law safety laws ecumenism
diocesan office health laws civic responsibility
etc. civil rights etc.

Continue to group external influences. Eliminate duplication.




External Influences Affecting
Our Educational Effort

| Did you surfacc any definitions for your glossary? Reccord them.

&~
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Step 1. describing  Process 5. descvibing

the present . ) ﬂ
o internal influences
Puyrpose
@ to develop a common understanding of the internal influences
which make the institution what it is today.
@,

% Suggested procedure

€ whole group response
“1’1 @ Record the whole group responses in this workbook.
be focus of

comvwmy is the same focxs

passion which is the awntithesis

of dominance, competition or

manipulation. ®

Dolores R. Leckey, Laity Stirring

the Church

Suggested time:

1 hour

Materials needed:

flip chart or board,

scribe, workbooks.

2
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Internal Influences Affecting
Our Educational Effort

Examples: mission statement, goals, objectives, budget, governance,
staff, building(s), curriculum, students, extra curricular, volunteers,
parents, ctc.

Example:

MISSION
STATEMENT CURRICULUM BUILDINGS

Goals & Objectives Religious Formation Safety

Policy Staff: Equipment:
Governance competence computers
Discipline faith development audio visual
Budget prof. development Use: who, when, etc.
Academic Parking
Handicapped Transportation

Continue grouping internal influences. Eliminate duplications.

oo
it
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Internal Influences Affecting
Our Educational Effort

Iz

Record in the glossary those terms which were defined during this process.
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& present situation

How to use Step 11

Step I1. analyzing the

“Lthmd,tbc

’ * [ [ [
'W'f :‘ﬂm'z, Process 1. analyzing ovganizational style
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‘;,%"Mm I';"m’,'” Process 3. analyzing external influences
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How tc use Step 11

Step 1i. analyzing

the present
sttuation Step II challenges you and your partners to look at your situ-
7 ation, as described in step one and ask “Why?” descriptions of
0.0 the present rcad as they do.
Step II leads you to acknowlcdge again and share with your
) partners the differing perceptions of the present situation as areas
1 o apprebend of strength or concern for your educational cnterprisc.
community as mersly an It may be helpful to use the image of “bridge building” for

step II: it will help you to relate what you have described as tiie
present situation with a new situation.

To accomplish this, you must be opcn to the possibility for
change. This may manifest itself first as incrcascd understanding
for cach other’s roles and rcsponsibilities.

In step II you begin to challenge the underlying organizational
assumptions of the past. During this time, it is important that
designated irstitutional leaders (pastor, if this is a parish-based
workshop; principal, if school-bascd) be conscious of how the
leader can promote a climate in which all participants express
themselves openly and comfortably, with fecling and emotion.

By taking this kind of care, lcaders gain respect anu the partner-
ship style gains legitimacy.

Another image for the analyzing activity of step II is “prepar-
ing the ground.” As soil nceds to be prepared for planting, so do
you need preparation for -ollaborative planning. Timc spent on
the processes in step II will be reaped in step III and beyond, as
the partnersh’p grows.




Materials needed for Step 11

# all the wiitten records from step I, available for easy reference
by everyone; the processes in step II depend absolutely on
those of step I;

@ flip chart; ana a scribe to record for the whole group;

@ overhead projector, for the charts at the end of the book;

€ workbooks.

DO
g




Step 1. analyzing
the present
situation

Suggested total time:
11/2 to 2 hours.

Therc arc six

characteristics of organiza-
tional style to analyze,
The estimated time for
cach segment is 15-20
minutes, depending on
your group’s nced to
discuss differing p.-cep-
tions.

Process 1. analyzing
organizational style

Purpose

® to strengthen the partnership by increasing each partner’s
awarencss and understanding of the variety of perceptions
about organizational style that prevail currently;

@ to help the partners see how differing perceptions of
organizational style might be a strength and a cause for
concern - simultaneously.

Suggested procedure

@ first: Individually, review your perceptions about
organizational style as you charted on page 15 in step 1. If
you have changed your mind, change your chart.

@ ncxt: (optional) In small groups, share your (changed)
perceptions with each other.

@ then: Indicate all of the partners’ perceptions on an overhead
chart so that everyonc can scec the range of differences.

# finally: In a wholc-group discussion, record on a flip chart
and in your workbooks how your diffcring perceptions of style
provide thc organization with strength and arc causc for
concern.

The following is a whole group activity. A scribc should record
tbe results of your discussion.

Example

On a scale of from 1 to 5, the wholc group perception of our
structural style was between 1 and 2: we are more restrictive than
innovative.

Conclusions

This is a strength in our structurc: it is cfficient; it is casy to find
out what is happcning from the chief decision-maker.

This is a cause for concern in our structurc: therc are limits on
the number and kind of pcople who arc likely to become deeply in-
volved.

Record your whole group perceptions throughout process 1.
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Try to reach

consensus, You may find
it helpful to average the
_individual perceptions first,
then discuss the differences
as you work toward con-
sensus.

Place a number on the chart from 1 (restrictive) to 5 (innovative)
that reflects your whole group’s perception.

Structural style

Refer to page 15 for tne individual perceprions you recorded Eiuring step
I, process 2.
restrictive 1 2 3 4 5 innovative

These are strengths in our
structural style (Itemize):

These are concerns about
our structural style:




Atmosphere

Refer to page 15 for the individual perceptions you recorded during step
I, Process 2.
restrictive 1 2 3 4 5 innovative

These are strengths in
our atmosphere (Itemize and record):

1)
2)
3)
4)
5)

These are concerns about
our atmosphere:

1)
2)
3)
4)
5)

Management style

Refer to page 15 for the individual perceptions you recorded during step
I, process 2.
restrictive 1 2 3 4 5 innovative

These are strengths in
our management style:

1)
2)
3)
4)
5)

These are concerns about
our management style:

1)
2)

\
/

4)
5)
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Decision making style
Refer to page 15 for the individual perceptions you recorded during step
I, process 2.

restrictive 1 2 3 4 5 in1 ovative

These are strengths in our
decision making style (Itemize and
record):

1)

(8]

w

e

)
)
)
)

wn

These are concerns about our
decision making style:

1)

[\ )

w

e

)
)
)
)

wn

Communication style

Refer to page 15 for the individual perceptions you recorded during step
I, process 2.
restrictive 1 2 3 4 5 innovative

These are strengths in our
communication style:

1)

(8]

w

e

)
)
)
)

wn

These are concerns about our
communication stylc:

1) _

(8]

w

e

)
)
)
)

wn
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Personnel development style

Refer to page 15 for the individual perceptions you recorded during step
1, process 2.
restrictive 1 2 3 4 5 innovative

These are strengths in our
personnel development style:

1) .
2)
3)
4)
5)

These are concerns about our
personnel development style:

1)
2)
3)
4)
5)




Swep IL analysing  Pypocess 2. analyzing
the present

situation roles and velationships

Purpose

@ to increase the partners’ awarencss of roles other than their
own.

@ to identify strengths and causes for concern in the variety of
roles and range of relationships that exist presently.

Suggested procedure

Suggested time: @ first: Individually, review your perceptions about roles and
45 minutes relationships as you charted them on page 18 in step 1. If
Materials nceded: there is a change, fix your chart to indicate the change.

flip chart or board, scribc, @ next: Complete page 34.

overhead projector. @ then: In small groups, sharc your two charts. Discuss any

changes, especially the rcason for the change.

@ then: Indicate all of the partners’ perceptions on an overhead
chart so that everyone can see the range of differences.

@ finally: Decide together, in a whole-group discussion, how this
range of relationships provides the organization with strength
and may also be a cause for concern.

@ Record it on the board or flip chart and in this workbook.

‘These are strengths in our relationships at the present time:

These are concerns about our relationships at the present time:




Use this page to help you arayve your relationships with the other
partners.

My relationship problems are partly due to:

my role as it is now:

lack of time:

communication:

need for more training;

neced for organizational change:

my attitude:

attitude of others: N

other (name them):
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Swep IL analysing  Process 3. analyzing
the present

situation external influences

Purpose

@ to increase the partners’ understanding of the variety of
reasons that currently exist for responding to external
influences;

#® to stimulate responses which reflect the Catholic nature of the
institution.

Suggested procedure

Suggested time: @ first: The whole group decides the 10 most important
45 minutes to 1 hour external influences on the organization as recorded in step I
(pages 20 and 21).
Materials needed: @ next: In small groups, divide up your list of 10 external
! lists of external influences influences and procesd to analyze them.
made during step I, flip # then: Small groups share their analyses with the whole group.

chart or board, scribe. @ Record the analyses; you will want them for step III.




EXTERNAL WHY WE SHOULD RESPOND
INFLUENCE TO THIS INFLUENCE

Example:

CHURCH

doctrine to maintain orthodoxy
canon law to maintain accountability
diocesan office to build faith community

Continue to analyze:




EXTERNAL WHY WE SHOULD RESPOND
INFLUENCE TO THIS INFLUENCE




Step 11. analyzing
the present
situation

Suggested time:
45 minutes to 1 hour

Materials needed:

lists of internal influences
made during step I, flip chart
or board, scribe.

Process 4. analyzing
entevnal influences

Purpose

¢ to increase the partners’ understanding of the varicty of rcasons
that currently exist for responding to internal influcnces on the
institution.

¢ to stimulate responses which reflect the Catholic nature of the
institution.

Sugygested procedure

¢ first: The whole group decides the 10 most important internal
influences on the organization as recorded in step I (pages 23 and
24).

¢ next: In small groups, divide up your list of 10 intcrnal influcnces
and analyze them.

& then: Small groups share their analyses with the whole group.
Record the analyses; you will want them for step I11.

ey
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INTERNAL WHY WE SHOULD RESFOND

INFLUENCE TO THIS INFLUEN.C
Example:

GOVERNANCE

mission statement tells us who we are
goals measurability

budget fiscal responsibility

ctc.

CURRICULUM

religious formation Catholic tradition
¢ollege prep job training

education for gifted responding to community needs
handicapped

arts education

Continue to analyze the internal influences.




INTERNAL WHY WE SHOULD RESPOND
INFLUENCE TO THIS INFLUENCE




INTERNAL WHY WE SHOULD RESPOND
INFLUENCE TO THIS INFLUENCE




INTERNAL WHY WE SHOULD RESPOND
INFLUENCE TO THIS INFLUENCE




Step 111. developing
realistic
strategies for
future planning

How to use Step 111
Process 1. what needs to be done

Process 2. important questions
Our vision
Our institution

Our intevdependence
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Step III.
developing rvealistic
strvategies for
futuve planning

How to use Step 111

Developing rvealistic strategies
for futuve planning

Step III consists of two processes. They should be done at the
same session, because process 2 depends on the fiesh results of
Process 1. Plan at least two hours for this session.

Step III prepares the partners for planning. You should be
ready to discuss strategies which will lead to future planning for
your educational enterprise. You have been through the experi-
ence of diagnosing what is and what could be. You should have
the “feel” of the institution: a common vision and a greater
understanding of the complexity of its operation. We can be
hopeful that trust has been established and there is support for
change.

In step III you decide to make minor changes or a fundamen-
tal transformation. If the change is great, the impact is great,
and acceptance may take more time. You manage this with
increased communication and an extended timeline for implemen-
tation. However, this is not a rule. Depending upon the nature
of the change and the persons involved, small changes can create
greater resistance than major ones.

Keep thesc points in mind as you progress through step III.
@ Step III requires individual participants tc be proactive.

Decisions will be made; the process could become a challenge

to the top managers (pastor and/or professionals). It is

important that these key persons resist taking charge, stopping
disagreements and conflict or putting a leash on individual
creativity. Everyonc wins when the top managers are
responsive and charitable, viewing the process as an exchange
of idcas. In other words, when the situation appears chaotic,
the roots of the partnership are probably taking hold. In
those rare instances where canon or civil laws are in question,

a designated authority may become directive until the matter is

clarified. Otherwise, let the process flow. Partnership

collaboration is a creative response to the Spirit working within
the group.

@ An organization is a social system with many sub-systems;
change to onc part is felt th- ughout the system. “Quick-fix”
change, isolated from the system, cannot stand alone or be
effective. Even long-range changes must be examined for the
“domino” effect they may have on other parts of the
organization, its future value, its effect on the general culture/
cnvironment, on its constituency and on its potential
cffectiveness.

® Tackle tangible problems rather than abstractions. Basc your
strategics on resources that are really attainable. Pie-in-the-sky
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Facilitator

"notes

The purpose of Step III
is to get the group ready
to plan for the future.
You will help them to
remember that it is
styasggies they are devel-
oping, not actual plans.
You may meed to help
tkem to focus their

energies on Step ITT tasks.

'Planning sessions should
continue as a result of
these workshop sessions.
Remind the group that
every commitment to
change need not always
be good or resistance to
change bsd. As a group
it is important to be
aware, carcful, prayerful,
and disceming of these

If serious doubt or im-
passe prevails, suggest ta-
bling the issuc. It may
be necessary to seek an
outside resource or
specialist in the question-
able area in order to help
settle the problem.

changes or change for change’s sake will be sclf-defeating.
However, be prepared to take risks, if the improvement is seen
as attainable and there is a possibility for real resources to
make it happen. Risks arc a necessary companion to
achievement.

® Successful change must make use of open communication to
all individuals: those leaders involved in planning change and
those who will be affected by it. Persons today are acutely
aware of hidden agendas and of being manipulated. They will
resist or walk away from cven beneficial changes they think arc
“laid on them.” Two-way, reciprocal communication will help
the top leaders to understand the “why” behind any resistance,
and perhaps to modify change in order to accomodate the
expressed needs of the community.

€ When planning for change takes place, there may be some
need for de-centralization in the form of sub-computtees or
task for es.

@ To help every individual to cope with change, you should plan
for re-training, support and assistance at all levels, where
necded. Training may be done by outside agencies.

However, whoever has the responsibility for training should be
grounded in the concepts of the Church as a community of
believers and be sensitive to reconciliation and healing.

@ The processes in this workbook cannot predict how or if your
education effort will change. Each situation is as different as
the people who comprise it. The workbook provides you with
some tools to move into partnership planning supported by a
common vision, an understanding of the situation, and of each
other. This is a significant leap toward successful planning for
the future. The challenge rests with you.
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Step III. Process 1. what needs to

developing realistic
strategies for be done?

future planning

Purpose

@ to make decisions for future action as partners in Catholic

"’ education, building on work done in the previous processes.
‘ L4 suggested procedure
- ® Individually, review your personal worksheets for step I and step
¢ All participants nced II before coming to this session.
copigg af the mission ¢ In small groups of 3-4 persons, preparc for developing strategies
nam goals & with the whole group by discussing together the results of past

work done by the whole group.

Consider the questions posed for: our vision, our institution and
our interdependence.
Record your small group ideas to use later, with the whole group.

etc., about the work. ¢ In whole group session, share the small group rcports, then discuss,
decide and record on a flip chart or board: modifications, roadblocks,
and what needs to be done for the three areas of vision, institution
and interdependence.

Suggested total time for
step III:
two hours, 15 minutes.

Materials needed: @ In whole group session, create strategies for future action.
flip chart or board, scribe, Work with the questions on page 47.

copies of mission statement,

goals & objectives, budget




“ _gmm Schedule

regular ‘partner planning
" sesslons, invite the Spirit
1o join you, and remem-
ber: where two are
gathered in His name,
He is there, also.

Our vision

Examine carefully: mission statement, goals and objectives, budget.

#® Do the above documents express who we are as Catholic educators?

@ Do they reflect the needs of those we serve? Students? Parents?
Teachers? Community?

@ Is the curriculum on target with the abov.?

@ Is student achicvement satisfactory?

@ Is the burget a problem? How can we dcal with it?

Additional questions:




modifications needed:

roadblocks to progress:

What can we begin to do now about developing our vision?




Our institution

Examine carefully all of your previous work on: organizational style,
roles and relationships, internal influences.

¢ Does our structure (reporting lines, employce policies, etc.)
support us in fulfilling our mission?

4 Does our management style enable others to use their talents freely?

¢ Are roles clearly defined?

¢ Do our relationships reflect a caring, Christian community?

¢ Are we satisficd with the quality of life (physical, psychological,
spiritual) for: students, staff, parents, voluntcers?

¢ Arc our present communication patterns adequate?

@ Arc persons who are affected by management decisions adequately
involved in the process of making decisions?

¢ A.c faith formation and perscnal development part of our job?
Should they be?

@ Is staff competent and adequate?




€ Additional questions: ‘

modifications needed:

roadblocks to progress:

What can we begin to do now about these institutional questions?




Our interdependence

Examine carcfully all of your previous work on external influences.

® Arc we satisfied with the nature of our response to the external
influences we consider to be important?

@ Arc we satisficd with the mann<r in which we respond to external
influences?

¢ Do we communicate the needs of the illiterate, poor, ill, etc., to
those we serve? Are we satisfied with how our institution is
involved in helping to meet these nceds?

@ Are we satisfied that our institution brings the presence of Christ
to our community?

¢ Whick community (communitics) are represented among our
constituents?

@ Arc we satisfied with our fee structure? Is it just?

Do
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€ Additional questions:

modifications needed:

roadblocks to progress:

What can we begin to do now about these external influences?
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Step I11.
developing vealistic
strategies for
Sfuture planning

Process 2. strateyic
questions

Our strategy

Together, in whole-group session, examine carefully your previous
work on: our vision, our institution, our interdependence.

@ Who else should be part of the plarning process?
¢ What is our time schedule?

¢ Do we need outside resources or task forces?

@ Is there budget for the planning?

¢ Will we need (re)training, inscrvice, formation? For whom? When?

# How wwill we structure feedback to staf® parish? community?

¢ How will we evaluate the results of change? When?

- e
. ~
]




# Additional questions:

A
C'\
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Action steps
in sequence and priority

Pre-planning strategies

Step 1:

persons invelved:

time:

persons affected:

hovws to communicate;

evaluation method:



Action steps Step 2:

persons involved:

time:

persons affected:

how to communicate:

evaluation method:

613
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Action steps

persons involved:

time:

persons affected:

how to communicate:

cviluation method:




Continue your list of action steps.




Parvtners in
Catholic
Education: Pastor,
Professional,
Pavent

Background readings

The following readings are included to provide a common back-
ground for thosc who use this process to develop a partnership in
Catholic education. Topics include readings about CHANGE, PART-
NERSHIP/COLLABORATION, COMMUNITY and VALUES,
which are drawn from secular authors, Catholic authors and church
documents.

Planners are encouraged to use these readings flexibly, and to
include other readings, if they wish, to make preparation for the part-
nership workshops appropriate for their situation. It is not expected
that all participants will bencfit from all of the enclosed readings;
hence, a wide varicty is included to accomodatc as wide an audience
as possible.

How to use the rveadings:

€ As homework, to be r<ad before embarking on the workshops.

@ Sclectively, as appropriate to each step of the process. (Note:
excerpted portions of some of these readings are found throughout
the text.)

€ Rcad aloud, and discussed as part of each workshop process.

Howecver you use them, it is important to consider the readings
as an integral part of the process.

N
rﬁs
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Change

From BUILDING COMMIT-
MENT TO ORGANIZA-
TIONAL CHANGE by Daryl
R. Conner and Robert Patter-
son. Atlanta, O.D. Re-
sources, 1981 as quoted in
HOW TO MANAGRE
CHANGE EFFECTIVELY by
Donald L. Kirkpatrick, San
Prancisco, Josscy Bass, Inc.,
1981. pp. 57, 58.

From MAKING ORGANIZA-
TIONS HUMANE AND
PRODUCTIVE by Roland
Lippitt, (c) 1981. pp. 67, 68.
Reprinted by permission of
John Wiley & Sons, Inc., New
York.

From DIFFUSION OF INNO-
VATIONS by Bverett M. Ro-
gers; (c) 1962, p. 80. Re-
printed by permission of Free
Press, New York.

“Commitment is necessary for successful change implementation;
yet most managers involved in organizational change activities know
very little about what it is, what must be done to prepare for it. how
it is developed and how it can be lost.

For a change to achicve maximum support from participants, they
must be driven by an internal motivation that reflects their own beliefs
and wants as well as thcse of the crganization. Whereas the organi-
zation legislates and imposes the institutionalization of change, the
participants control the internalization. When change has been inter-
nalized, participants engage in goal-oriented activities in order to
satisfy their own needs, as well as those of the organization. This
level of commitment goes much decper than that at the institution-
alized stage. At this last stage, people demonstrate ownership for the
change by accepting personal responsibility for its success. Now the
change is advocated, protected, developed and invested into =
personal degrce no organizational mandate could ever generate.

Enthusiasm, high-energy investment, and persistence characterize
commitment at the internalized level. This type of advocacy tends
to become infectious, and oftcn targets who have internalized a
change cannot be distinguished from sponsors in their devotion to
the task and cheir ability to ¢ngage others in the change cffort.”

“Humane change agents have recognized that there arc many levels
and possibilitics for involvement, ranging all the way from participa-
tion in information about the rationale and neccssity for change to
opportunity to be involved in initiating the needs for change and the
goals for change. In all cascs, significant involvement includes the
invitation to be influential, and feedback that the input has been
listcned to and utilized. The conscquences of neglecting such a
process are disastrous to various degrecs. At the best there will be
halfhearted commitment and participation in the change cffort, but
morc frequently there will be harmful consequences of neglect, ir-
responsibility, subversion, and alienation from the power structure.”

“An individual adopts a new idea or practicc in a serics of five steps:

1. Awarcness. The individual lcarns of the existence of the idea
or practice, but has littlc knowledge of it.

2. Interest. He develops interest in the idea, seeks more informa-
tion, and considers its merits.

3. Evaluation. Hc makes mental application of the idea, weighs
its merits for his own situation, and decides to try it.

4. Trial. He trics out the idca, usually on a small scale. He’s
interested in minimizing risk at this stage as well as cvaluating the
rcsults of the trial for an adoption decision.

5. Adoption. If the idea proves acceptable on a small scale, it’s
adopted for full-scalc usc.”




Change

From LEADERSHIP IN A
SUCCESSFUL PARIGH by
Thomas P. Sweetser and Carol
Wisnicewski Holden. Copy-
right (c) 1987, p. 173, by
Thomas P. Sweetser and Carol
W. Holden. Used with per-
mission from Harper & Row,
Publishers, Inc., San Francisco.

From IMPLEMENTING OR-
GANIZATIONAL CHANGE
by Gordon L. Lippit, Peter
Lanseth, Jack Mossop. (c)
1985. p. 101. Used with per-
mission from Josscy-Bass, Inc.,
San Francisco.

“Like other groups, Catholic parishioners welcome change if
certain conditions are present. First, if pcople sce the change as
inevitable, they adapt in order to mecet the challenge. It is to their
advantage to do so: the conditions won’t change, so they change
instead.

A second condition precipitating change is present whenever
pecple perceive some reward or advantage as a result of the change.
If people think they will get something in return, they are more likely
to take the risk of changing.

Third, people are also receptive to change if they have the tools,
equipment, or training necessary for making the change.”

“Involve People in the Implementation of Change.

In corporate situations particularly, allow employees to have a say
in the way change is implemented. Take care, however, to distin-
guish between those who are merely critical in gereral and those who
criticize constructively on the basis of information and experience.
Often, the action skills essential to the implementation of well-
thought-out change are only to be found among a silent minority
of employees.

Ensure an Early Experience of Successful Change.

In other words, do what must be done to facilitate rapid imple-
mentation of rrcommended and approved changes so as to build self-
confidence among those affected. And, in the same vcin, promptly
celebrate and reward as appropriate when a change has been
successfully accomplished; recognize those who have done a good job
in bringing about the ncw situation—those who have hclped rather
than hindered.

Quickly Stabilize and Spread Successful Change.

Perhaps the most critically overlooked and vital part of a change
cffort is that of timely assembly of a human support system dedicated
to maintaining the new and different, the people in th- organization
who want to scc it bear fruit. Another way to anchor benencial
chang " in onc system is to make surc that it is appropriately effected
in ncighboring or allied systems.”




Pavtnership
Collaboration

From “Partnership in
Ministry®, by Evelyn Eaton
Whitehead and James D.
Whitchead, Emmanuel,
June, 1987. pp. 250, 251.

From T. Sweetser and
C. W. Holden, Ibid. p.82.

“The Practice of Partnership

Partnership is a communal process in which domination of one by
the other is explicitly rejected. To avoid the drift toward domina-
tion, which often undermines any att~mpt at partnership, colleagucs
must be able to engage in a potentially thrcatening discussion - the
risky conversations about intecrdependence.

Ministry today is increasingly interdependent. Team work, effec-
tive collaboration, shared decision-making - these are the hope and
substance of much that is best in contemporary pastoral life. Sometimes
the interdependence is structural; it is built into the situation. Your
project is affected by my prioritics; your budget influences my access
to funds. To accomplish my goals in ministry, I may need your active
support or your formal approval.

.. .To work together wcll, we must be able to talk about what
we need from one another at this practical level. For some of us this
comes naturally, but not for us all. But today most of us are awarc
that there arc strategies - from job descriptions to long-range
planning — to help people who work together to recognize and
resolve these issues of mutual need. As more and more parish teams
and diocesan staffs make use of these tools, ministry is becoming
comfortable with the conversation about practical interdependence.

Partnership in minist:y, however, often requires that the conver-
sation go decper, to include what we nced from one another per-
sonally. When wc work together in ministry - priests and laity,
women and men, professionals ana voluntecrs - what do we need
from each other beyond the roles and rules of our organizational ar-
rangement?

. . .Interdependence in ministry does not mean that co-workers
must become “best friends”, but it docs raise questions of how close
wc want to be and what we can confidently expect from one another.
These answers have to be worked out in each setting, with due regard
to the persons involved, the scope of our commitments and the larger
valucs we hold. But to work out these answers requires that we be
able to talk d'rectly and without manipulation - about what we nced
from onc another cmotionally. This conversation is difficult for us
all. Necd and dependence arc experiences many Americans, as self-
sufficicnt adults, have learned to avoid. Beyond this widespread
cultural reluctance there may be special challenges for priests - as men
and as rcligious leaders ~ in the conversation about needs.” ~

“Our culture has also experienced a shift in how it understands
lcadership. We are moving away from a hicrarchical model to a team
model of lcadership in all arcas: business, education, and government.
Employces are encouraged to give input for improving production
or increasing cfficiency. Many organizations and businesses have in-
troduced the tcam concept where several people work together to
cnsurc the best results. This cultural emphasis is having a profound
effect on parish staffs.

Staffs must work through Church structurcs. At the same time
it is difficult to have a good cxperience of collaboration if the Church
continucs to reinforce the autocratic modcl in which the ordained
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Partnership
Collaboration

From Shirkky M. Hord, “A
Synthesis of Research on Or-
- ganizetional Collaboration”
EDUCATIONAL LEADER-
(February, 1986): p.26.

Developm
and Shirley M. Hord. Copy-
right (¢) by the Association for
Supervision and Curriculum
mbenlopment. All rights re-

ERIC

Aruitoxt provided by Eic:

members excercise a heavy hand. So long as people are set apart by
roles rather than considered as equals among others, collaboration
may be difficult.

“Drawing from the hterature, my own personal experience, and
common scnsc, I identified and contrasted salient features of the
complex collaborative process with the apparently more simple
cooperative process. Obviously, these points Icave ample room for
further definition and conclusions. Although the ten features are part
of cither process, I describe them here in terms of the demands of
collaboration, sincc collaboration is highly reccommended as the most
appropriate mode for interorganizational relationships.

1. Necds and Interests. The extent to which organizations share
interests and needs before joining is a major determinant of their pro-
pensity to work together. There must be a sense of gain for cach.
When gain i. nutual and interest is sufficiently heightened, collabo-
ration is possiblc.

2. Time. The necessary time must be devoted to joint endeav-
ors. A greater amount of time is required for collaboration (han for
cooperation, since activitics arc shared rather than allowed. Partici-
pants cngage in many mutual activities; unilateral action, which is
cfficient in terms of time, is not effective for collaborative ¢fforts.

3. Encrgy. Collaboration requires cffort. Reaching-out, action-
taking individuals arc needed to initiate and sustain the collaborative
spirit. These kinds of people should be given key roies in the inter-
change to maintain a bonding.

4. Communication. large-and small-group meetings arc a con-
tinuing requircment. Frequent interactions at all levels across both
organizations arc a necessity. ‘The collaborating mode is a sharing
one, and sharing is grounded in continuing communication.

5. Resources. Collaborating organizations share funds, staff, and
other resources. The rewards, or expected outcomes, must be worth
the investment to cach participant.

6. Organizational factors. While the organizations are the frame-
work, the people within them do the actual work.  Collaborating
individuals within an organization promote similar activitics between
organizations.

7. Control. When participants arc willing to relinquish personal
control and assume more risk, they create a more flexible environ-
ment and can move closer to collaboration. Control must be shared,
and a tolcrance for plasticity must be fostered. For people or organi-
zations nceding stability and specificity, collaboration is a difficult
process—the cooperative model is more suitable.

8. DPcreeptions. Taking the pulse or checking the perceptions of
others involved contributes to the collaborating climate. It is vital
for individuals in cach organization to be willing to view the world
from the standpoint of others. ‘This empathy enhances all the other
points.

9. Lcadership. Strong leaders who express an enthusiastic, positive
example of collaborating on many levels encourage overall collabo-
ration in the organizations

5




Partnership
Collaboration

From Gerald Egan, “The Par-

ish: Ministering Community
and Community of Minis-
tries”, as quoted in Evelyn
Baton Whitchead, THE
PARISH IN COMMUNITY
AND MINISTRY. (c) 1978,
p. 86. Paulist Press, N.Y.

10. Personal traits. ‘If there is any personality characteristic needed
to function in the (collaborating) approach, it is probably simple
patience’ (Murray and Smith 1974). To that should be added
persistence—and a willingness to share.”

“Working Knowledge and Skills. Carrying out parish programs
demands certain kinds of working knowledge and skills. Goodwill
in ministry, whether vertical or lateral, is no substitute for compe-
tence. We have long given lip service to the dictum that “grace builds
on nature,” but in ministry “nature” still receives short shrift. If a
parish is to become an cffective ministering congregation, then all
who participate in ministry need to develop, both in themselves and
in others, the “nature” on which grace builds. In concrete and
practical terms this mcans, in part, the development of the basic skills
of community interaction: (a) the ability to understand others from
their frame of reference and the ability to communicate this under-
standing; (b) the ability to challenge others in ways that promote
“standing with” rather than “standing apart”; (c, the ability to
contribute to and usc the resources of the group.”
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Community

From Bernard Lonergan,
METHODS IN THEOL-
OGY, Herder & Herder, NY
1972, p. 356.

From Robert N. Bellah ¢t al,
HABITS OF THE HEART,
(c) University of California
Press, Berkeley, 1985. p. 333.

From Eveclyn Eaton
Whitchead “The Structure of
Community: T_ward Forming
the Parisa as Community of
Faith” in THE PARISH IN
COMMUNITY AND MINIS-
TRY, (c) 1978, pp. 42, 44,
46, 49. Paulist Press, NY.
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Aruitoxt provided by Eic:

“To apprehend community as merely an aggregate of individuals,
is to disregard its formal constituent ~ common mcaning. Common
meaning is a matter of common experiences, common or complemen-
tary understandings, common judgments, common dccisions, com-
mon commitments and ioves. Should common expericnces be
lacking, narrowness, ignorance, and bias dominate. Should common
or complementary understandings be lacking, misunderstanding, mis-
trust, fear, and violence loom jarge. Should common judgments be
lacking, differing worlds emerge. Should common decisions, com-
mon commitments be lacking, conflictual and opposing purposcs re-
sult. Community coheres or divides at those critical points where the
field of common expericnce, common or complementary understand-
ings, common judgments, common decisions, common commit-
ments begin or ecnd. Common meaning, not gcography, constitutes
community.”

“Community is a term used very loosely by Americans today. We
use it in a strong sensc: a comunity is a group of pecople who arc
socially interdependent, who participate together in discussion and
decision making, and who sharc certain practices (which see) that both
definc the community and are nurtured by it.  Such a community
is not quickly formed. It almost always has a history and so is also
a community of memory, defined in part by its past «nd its memory
of its past.”

“As a social form, a community is a group characterized by:

. A common oricntation toward some significant aspect of lifc.

. Some agreemeant about valucs.

. A commitment to common goals.

. Opportunities for personal cxchange.

. Agreed-upon definitions of what is expected of membership in
this group.

.. . A community, then, is a group characterized by some agree-
ment (but only some agreement) about values. As a social form, com-
munity nced not require identity or conformity on value questions.
Ina group that is functioning communally there is likely to be a good
dcal of overlap or congruence on values. Members of a community
arc likely to cvaluate issucs, especially issues that are central to the
original purpose or ongoing focus of the group, in similar fashicn.
But the overlap will not be complete coincidence. ‘There will rernain
arcas, even arcas of importance, regarding which group members will
differ. The challenge of the group’s endurance will be its ability o
accept and harmonize these differences in ways that contribute to,
rather than detract from, the group’s cficctive functionisg.
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Community

... A final charactenistic of groups which arc communities is agreed
upon definitions and shared expectations about the group. This
involves (1) common understandings of the roles and responsibili-
ties that an individual assumes by becoming a member of this
community, as well as (2) common understandings of how the various
roles and responsibilities in the group are related to cach other.

... If a group—a community—is to flourish beyond the enthustasm
of its initial formation, it is important that there be developed among
its members first, a sensc of the appropriateness, or at least the
inevitability, of conflict, and secomd, a common understanding of how
such conflict can be uscfully managed within the group. The methods
developed for conflict management can do more than forestall the
disintegration of the group. They can be, as well, channels through
which the rich diversity of the members is brought to awareness, and,
uldimately, put to the service of the community.”

“This, then, is the ‘logic’ of effective organization. This logic is
applied in somewhat different ways to business concerns and to
communities. For instance, in communities good rclationships are
nct just a means of getting the work of the system done. Good
relationships—pcople being with people in caring ways—constitute
one of the goals of community life and, therefore, programs are
developed to promote human relationships. Neverthelcss, if commu-
nities violate the logic of good organizing, they, like businesses, will
suffer because of it.

. . . Effective communities are committed to ongoing self-renewal
and periodic review of community needs as part of the renewal
process. Since systems exist to satisfv needs and wants, ongoing
assessment of needs and the ways they are or arz not being met is
a critical function of a system. The more concretely members define
their needs, the more likely will these nezds be reflected in the mission
statements, goals and programs of the community.

... It does little good to encourage lateral ministry in a commu-
nity if the community as a system is poorly organized. For then the
lack of success of lateral ministers will be attributed to the fact that
latcral ministry “does not work™ inst<ad of to the poor organizatiion
of the system itsclf.

Even though I belicve that lateral ministry is no longer a luxury
or an option for faith communities, I do not imply that the promo-
tion of lateral ministry is easy. There is understandable resistance from
some officially designated ministers, who tcel that their status or even
their identity is endangered. But beyond that, change in systems of
human scrvices does not come about easily. Since the goals of these
sysccms are often fuzzy (cven though they are ongoing concrete
programs), there are often few clear-cut criteria for success or failure.
In fact, these systems go on and on whether they are “successful”
or not. After all, even when they are incfficient, they do provide some
services.  As a result, those with managerial responsibilities are not
under pressure to change.

If the Church is to grow as a significant force in the life of its
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Community

From COMMUNITY OF
FAITH by Evelyn E.

Whi & James D.
White! .cad. Copyright (c)
1982, p. 69, by B.
Whitchead & James D.
Whitehead. Used with per-
mission from Harper & Row,
Publishers, Inc., San Fran-
cisco.

members, then people must make laicral ministry happen. To para-
phrase Kropotkin, ministry, like frecdom, cannot be conferred—ir
must be seized.”

“In genuine community there are no sides. It is not always easy,
but by the time they reach community the members have learned how
to give up cliques and factions. They have learr:=d how to listen to
each other and how not to reject each other. Sometimes consensus
in community is ieached with miraculous vapidity. But at other times
it is arrived at only after lengthy struggles. Just becavse it is a safe
place does not mean community is a place without conflict. It is,
however, a place wheic conflict can be resolved without physical or
emotional bloodshed and with wisdom as well as grace. A commu-
nity is a group that can fight gracefully ”

“An important area for clarification concerns the costs of commu-
nity. Community is not free: the benefits of social cohesion and
belonging are paid for in the coin of personal accommodation and
compromise. Any relationship requires that I gi'e up some areas of
my own independer:ce. This is the price I must pay if I seek the goal
of interdependence. An early enthusiasm may mask these costs. We
may initially experience only the benefits of community—support, in-
clusion, communion, shared goals. But these real benefits cannot be
sustained long in a group whose members do not have a capacity for
generous sclf-disregard.  Participation in community should not
require me to annihilate myself or to give up all personal responsi-
bility. But I can expect that participation in community will make
real demands on me. Itis important both for myself and for the group
inat we understand the costs that characterize our community. These
costs differ from group to group. There will be differences within
a group as well: a compromise that is acceptable to you may seem
an unreasonabe demand to me. The recognition of these differences
does not, of itself, resolve them. We will need to go beyond
clarification in efforts to negotiate, to come to a mutually acceptable
resolution of the diffcrences that exist. But here, again, clarification
is an indispensable first step.”




Community of
Faith

From Ibid. p. 60.

PFrom Pope John Paul II, ON
THE FAMILY (Apostolic Bx-
hortation Familiaris Consor-
tio) December 15, 1981.

“For many, participation in a community of believers provides a
larger social sctting that assists them in mcdiating the claims of the
conflicting valuc systems in which they are immersed through their
daily life and work. In the religious community I can be reinforced
in my struggle ro establish and to maintain a sense of priorities that
reflects my religious commitment. Such a community can serve as
a context for personal integration, supporting the development of a
life style in which: my deepest values can be sh.red with others and
expressed in common action. The community of faith is thus a social
network in which people are challenged to personal conversion
(values) and sustained in their attempts to live out the implications
of this conversion (action). This personal transformation is the source
from which committed religious action, or ministry, will flow.

In the end, the formation of the community of faith remains the
work of the Spirit. A well-structured group that is clear in its goals,
open in its communication, and committed to its religious values may
still founder. Life remains that ambiguous; faith, that much a
mystery. But the person who is aware of the social dynamics of group
life and sensitive to the purpose and particular history of this group
can contribute importantly to the possibility of community. And the
possibility of community is the hope in which we stand, awaiting the
gracious visitation of our God.”

The family is the primary but not the only and exclusive educat-
ing community. Man’s community aspect itself—both civil and ec-
clesial—demands and leads to a broader and more articulated activity
resui.ing from well-ordered collaboration between the various agents
of education. All these agents are necessary, cven though each can
and should play its part in accordance with the special competence
and contribution to itself.

The cducational role of the Christian family, therefore, has a very
in.portant place in organic pastoral work. This involves a new form
of coopcration bctween parents aad Christian communitics and
between the various educational groups and pastors. In this sense,
the rencwal of the Catholic school must give special attention both
to the parents of the pupils and to the formation of a p :rfect educatisg
ccmmur’y.

The right of parents to choose an cducation in conformity with
their rcligious faith must be absolutcly guarantced. The state and
the church have the obligation to give families all possible aid to
enable them to perform their cducational role properly. Therefore
both the church and the state must create and foster the institutions
and activitics that families justly demand, and the aid must be in
proportion to the familics’ nceds. However, those in socicty who
arc in charge of schools must never forget that the parcnts have been
appointed by God himself as the first and principal educators of their
children and that their right is completely inalicnable.”




Communzty 0f “A community becomes truly and radiantly one when all its
Fai th members have a sense of uigency. There are too many people in the
world who have no hope. There are too many cries which go
unheard. There are too many people dying in loneliness. it is when
the members of a community realise that they are nc: there simply
for themselves or their own sanctification, but to welcome the gift .
From COMMUNITY AND of God, to hasten His Kingdom and to querch the thirst in parched
g:gnmgzlm:::’i“ (c) hearts, that they will + .y live com‘munity. A community must be
1979. p. §. a light in a world of ..rkness, a spring of fresh water in the church
and for ail men. We have no right to become lukewarm.”

“The first dynamic in the formation of Christian communities, and
Re, inted by permission from perhaps the foundational one, is the attention given to the cultivation
LAITY STIRRING THE of relationships.
CI{_URCHby Dolores R. . . .The focus of community is the same focus that Jesus had,
H%wm9& namely, relationship, that “space between” where human beings are
able to become themselves as known to each other. Such exchanges
between people occur in an environment of compassion which 1s the
antithesis of dominance, competition, or manipulation.

... This attentiveness to relationships will certainly mean a new kind
of listening: an attentivenest to the unspoken as well as to the spoken
word, an attentiveness to persons throughout the entire parish. Those
in positions of pastoral and educational responsibility will need to
foster dialogue.”




Values

From Ibid. p. 107.

Lippi
Langscth, Jack Mossop, I'd-
PLEMENTING ORGANIZA-
TIONAL CHANGE, San Fran-
ciw‘oé Jossey-Bass, Inc., 1985,
p. 80.

“Parents, teachers, and pastors will need to talk with one another
about their agreed-upon Christian values and about how those values
arc lived out in the many expressions of church that constitute the
totality of the parish, including the school and the home. For
example, I expect regular dialogue would be¢ needed between home
and school about the Christian value of cooperation versus compe-
tition. If the parish school is to be a place where excellence is not
the same as bcating someone else out, then parents (who work in
a competitive society) will have to be helped to deal with their own
expectations regarding school. Parents, teachers, pastors, and staff
will have to spend time listening to gach other, and listening to God,
in order to make cooperation rather than competition the guiding
principle.”

“Shared Values. These are recognized aspirations and assigned
degrees of excellence, writtcn or unwritten, that go beyond the
conventional, formal statement of organization objectives. They are
the conceptual foundation on which the organization stands, and they
provide the azimuthal course on which it is moved by top manage-
ment. Not unlike the fundamental postulates in a mathematical
system, these shared values are a point of departure on which the
system is constructed, but in themselves they are not logically derived.
The ultimate measure of an organization’s common ground, how-
ever, is not necessarily its logic but rather its usefulness. An illustrative
metaphor is to compare shared values to parallel railroad tracks that
simultaneously are restrictive and directional. There is a managenial
challenge, of course, in defining, articulating, and communicating
such values so that all the human elements see themselves mirrored
in the organization’s performance. If this is done efficaciously, a
stability usually develops where otherwise there could be rapidly
shifting organization dynamics. In most organizations, shared values
are more or less subliminal, but tesearch has shown that they are
clearly cvident in the regimen of the superior organization performers
(Waterman, Peters, and Phillips, 1982).”

“In discharging her educative function, the Church is preoccupied
with all appropriatc means to that end. But she is particularly
concernzd with the means which are proper to herself, of which
catechetical training is foremost. Such instruction gives clarity and
vigor to faith, nourishes a life lived according to the spirit of Christ,
leads to a knowing and active participation in the liturgical mystery,
and inspires apostolic action. In her high regard for them, the Church
secks to penetrate and ennoble with her own spirit those other means
which contribute mightily to the refinement of spirit and the molding
of men. Among these are the media of social communication, many
groups devored to spiritual and physical development, youth associa-
tions, and especially schools.
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ERIC

Aruitoxt provided by Eic:

Glossary

This is a make-your-own glosary. Below are some words used
repeatedly throughout the workbook materials.

It is important for partners to accept a common definition for cach
concept.

Record your whole group’s definition as you proceed to strengthen, or
begin to establish your partnership.

Add any additional words that you decide may reguire clarification.
One of the realsties of today’s Church is that new members will move
into your partmership growp; this record will help them and you to proceed
as partners.
partnership
collaboration
cooperation
community
faith community
primary educator (parents as)
ministry
mission statement
goals
objectives
governance**
consensus
religious education
faith development
family life education

lateral ministry

etc.
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Glossary ¢




Analyzing
Organizational Style

vestrictive 1 2 3 4 5 innovative

Structural Style

Atmosphere

Management Style

Decision Making Style

Communication Style

Personnel Development Style




Roles and Relationships
Range Among Paviners

Pavents

Pastor

Principal

Director of veligious education
Teachers

Youth ministers

Family life ministers

Adult education ministers
RCIA minister

Parish council

Others

mine others
poor fair good poor fair good
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