RECOMMENDATATIONS AND REPORT

Of the planning team for the 

Public Ministry Consultations: Associates in Ministry, Deaconess Community, Diaconal Ministers
held across the ELCA by regions

March 2010
The report is presented in five parts:  

A. History and Process  

B. Recommendations  

C. Outcomes  

D. Evaluation Data (from ELCA Research and Evaluation)
E. Tabulated data/statements from the regional consultations

A. History and Process:

Long before the project’s actual beginning, conversations were held within the Lutheran Center and around various Synods.  Both the Diaconal Ministry leadership team and the Deaconess Community leadership asked questions and made clear observations about the status of the three “lay” rosters of the ELCA.

The project began when staff from the Vocation and Education Unit along with the directing deaconess of the Deaconess Community requested from the Board of the Deaconess Community financial support for bringing a planning team together, composed of two members from each of the three “lay” rosters.  With a budget of $3000, they came together twice, and continued the rest of their planning by conference call.  The membership was: Jim Valentine and Neva Warren, Associates in Ministry; Kris Perry and Tammy Devine, Diaconal Ministers; Anne Keffer (directing deaconess) and Melinda Lando, Deaconess Community. Staff from V & E provided support (at various times): Stan Olson, Dick Bruesehoff, Craig Settlage and Kim Beckmann.  Kris Perry became chair and the team planned an event for 16 members of each “lay” roster and also 16 persons from the Churchwide Expression, including regional coordinators, and a member of the Lutheran Deaconess Association.  They met in Florida in February, 2007, for parts of four days, with David Nelson as facilitator.  The Deaconess Community provided $30,000 for this event; V&E found additional budgetary funds.

The purpose of the consultation in February, 2007:

The ELCA is committed to the “development and support of faithful, wise, and courageous leaders whose vocations serve God's mission in the world,” and “in equipping people to practice their callings under the Gospel for the sake of the world.”

In response to this commitment, a consultation will bring together representatives of the three lay rosters to articulate how the theology and experience of vocation and service should define their role as publicly called leaders in the ELCA in the 21st century.  This consultation may also lead to recommendations regarding these rostered ministries.

After four days of presentations and discussion the Consultation developed the following statement:  

We desire to speak to the church with one voice.  We recommend that a conversation be furthered, among the four rostered ministries that assures participation by all and moves at a careful and deliberate pace.  This conversation would attempt to develop a consensus understanding of and proposal regarding the public ministry of Word and Service.

The original planning group was charged with reviewing the material from the Consultation and developing the next steps in the process.

The next step was determined to be a further expansion of the dialog.  While inclusion of the fourth roster (pastors) needed to happen at some point in the future, attempting to reach ALL members of the Deaconess Community, Diaconal Ministry Community, and the Associates in Ministry, and including them in the process of developing future strategies to better serve the church and its mission needed to happen first.  It was determined to hold events for the members of these three rosters in all nine regions, hopefully before the end of June 2009.  Anne Keffer became chair of the team, and Jensen Seyenkulo became the main V & E support person. The team met by conference call nine times through the rest of 2007 and 2008 before the first regional event was held in September of 2008.  The final regional event was held in November, 2009.

In order to replicate as faithfully as possible the original event, a DVD was created “Calling Servant Leaders: Conversations on Rostered Ministry”, using the three speakers who provided leadership in Florida: Dr. Duane Larsen (Wartburg Seminary), Dr. Kit Kleinhans (Wartburg College) and Dr. Susan McArver (Southern Seminary).  Dick Bruesehoff  helped shepherd the DVD, and Seraphim Communications produced it.  It is now available through the Select Learning website (www.selectlearning.org) Modules were provided for each section of the day-long regional consultations, and the V & E’s regional coordinators became the facilitators of these events, and three regional coordinators joined the planning team: Margy Schmitt-Ajer, Marilyn McCann Smith and Nancy Gable. Ten events were held (one region held two), a Thrivent grant of $20,000 was provided to assist with transportation and/or lodging according to need in the nine regions.  The ELCA Department of Research & Evaluation wrote surveys for the regional events and tabulated the pre and post evaluations in order to provide solid research data. 

It is clear that across all events participants hold a sense of being called by God and the Church into full time public ministry, for the sake of the world, to equip the saints/church for ministry in the world.  A clear sense of partnership with those called into ordained ministry was affirmed by those in attendance. 

The following recommendations, which came from the consensus statements of the ten consultations,  will be referred directly to appropriate units within the ELCA.

B. Recommendations:

The first six recommendations are specifically related to the current rosters for Diaconal Ministers, Deaconess Community, and Associates in Ministry.

1. Address the ELCA Constitution and other governing documents to remove the word “lay” to describe all three of these rosters in public ministry. 

2. Articulate a common theological foundation for ministry, reclaiming “diaconia” as the foundation for all three rosters. 

3. While recognizing and valuing the differences in tradition and history of these three rosters, we recommend that they become one roster with three expressions.

4. Require basic theological preparation for all three rosters while maintaining flexibility toward goals of effective and diverse mission and ministry. 

5. For the sake of good order, examine the titles, symbols and visible signs of each of the three rosters.

6. Vigorously encourage Synods, Bishops and Churchwide staff to communicate more effectively the value of and variety of gifts of these three rosters, e.g. advocate with congregations and agencies as they consider staffing.   

Recommendations 7, 8, & 9 relate to all four of the current rosters, including those ordained to Word & Sacrament:

7. Develop standards that are fair and consistent for procedures for call, salary guidelines, etc.

8. Develop unified ongoing formation and discernment tools and events.

9. Continue the momentum of the work of this Consultation so that dialog may continue among rosters.  The next step in this dialogue needs to include all four rosters.  

Conclusion:

We commit ourselves to mutual respect, affirmation, accountability, recognition of identity, and honoring the various gifts of all rosters.  

The importance and the commitment engendered by this project is evidenced by the over 180 rostered people in attendance across the nine regions, and the fact that the planning team maintained its original membership from start to finish, from October, 2005 through to this present day in 2010. 
This report is being sent to the Executive Director, Vocation and Education Unit, ELCA, with copies to: the Office of the Secretary, Diaconal Ministry Leadership Team, Deaconess Community, Regional Coordinators, all participants of the Florida, 2007 event and its presenters and facilitator, with information to the editor of The Lutheran, and the ELCA Communications Office.

C. Outcomes:
The following list was generated by the planning team as they concluded their work, giving thanks to our Lord that we had been part of such a healing and important process in this church:

List of “Blessed Outcomes”:

· The entire process was a grassroots partnership rather than “the church” telling us to do this
· “Churchwide expression” has been very committed to this process which provided intentional opportunities for the three rosters to get to know each other, exchange ideas, and begin to build relationships
· Acknowledgement by Churchwide of the hurt that has been experienced by the three rosters
· Collecting and compiling data from the 11 gatherings for the Research and Evaluation Department to develop a report of findings  
· Associates in Ministry History written by Rev. Lowell Almen, former Secretary of the ELCA
· Recognition of a need for Associates in Ministry to develop a closer community for connecting and communicating 
· Deaconess Community and Diaconal Minister Community met and worshiped together (at Atlanta, July, 2009)
· A DVD was created as a resource for the ELCA on the history, theology and realities of our 3 rosters: now part of the Select series – see www.selectlearning.org 
· Began healing process of our rosters by naming, gathering, and talking about challenges each roster has had, hearing the apology from the church issued by executive director of Vocation and Education Unit
· Clarity of each roster’s unique struggles

· Began moving beyond protecting our own roster to seeing the work we have in common – for the sake of the world
· Prayerful discernment, collegiality, forgiveness and personal growth
· Opportunity for the “churchwide expression” to listen to those on the three rosters

D. Evaluation Data:
The following data comes from the ELCA Research and Evaluation unit, and is composed of two parts: a summary of the evaluation data (included here) and  the full report, (attached), the final conclusion printed here. 
1. Grant Evaluation Report: Equipping the Three Lay Rosters 
Research and Evaluation, ELCA Modupe Edeoga January 2010 
According to the grant application, this year-long project was designed to “provide the three lay roster ministries of the Evangelical Lutheran Church in America - Associate in Ministry, Deaconess Community, and Diaconal Ministers - the opportunity to seek to develop consistency and collegiality as they pursue the mission of the church. It will be an opportunity to provide these lay rosters a clarity in ministry and mission. The project will also give synods an opportunity to become more familiar with the office of the lay roster as well as these lay rostered leaders and take advantage of the gifts they have to offer.” 

The desired outcomes stated in the application are: 

Lay rostered persons will better know one another within their regions. 

Lay rostered persons will have a common understanding and share a common theological rationale for their existence. 

Lay rostered persons will, together, identify areas of needed change within the church and take steps to institute those changes. 

To achieve the above stated goals, the project proposed to conduct a one-day seminar and workshops in all nine regions. The event was conducted as proposed in eight of the nine regions.. Although RE is unsure of the exact number of participants at all the events, 148 pre-event surveys and 143 post-event surveys were returned. The respondents were a combination of ELCA Associate in Ministry (AIM), Deaconesses, Diaconal Ministers, a few members of the ordained roster, and a few people that are not part of any ELCA roster. The feedback received from the participants was encouraging. The expectations of respondents were met. The respondents found the event very empowering and educational. A number of respondents indicated that the event was a sign that they were appreciated by the ELCA. To increase the momentum and spread the value of the event, the respondents would like to see the event conducted frequently. 

Based on the feedback received from the participants, the first two desired outcomes stated in the grant application were well achieved. The responding participants reported that the event gave them an opportunity to network; inspired, encouraged, strengthened, and energized them; showed them they had support from colleagues and the ELCA; gave them a sense of belonging, gave them an opportunity to share, and gave them new insight on what others were doing; clarified what the three rosters are; and gave them a few strategies on how to address the challenges they might be facing. 

For the third desired outcome, RE is only able to confirm that the first part which is “Lay rostered persons will, together, identify areas of needed change within the church….” has been achieved. At this point, RE is unaware whether or not the second part, which is “take steps to institute those changes”, has been achieved. It will be helpful if, at some point, the project director seeks feedback from facilitators and ministry coordinators on what level of advocacy is taking place in their region, what steps are being taken to institute change, and how effective these changes are.
2. Participant Evaluation, January, 2010, Research and Evaluation Dept, ELCA – attached.  
Of importance is the conclusion of the attached report: 
Conclusion 
The respondents were particularly happy to have the opportunity to come together, meet their colleagues, learn about their different ministries, and learn how to improve their service and relationships. The event was said to have brought them together and made them feel less segregated. A number of respondents would like to see the event conducted on a yearly basis. Some were critical about the need to include congregation members and/or those on the ordained roster in the discussion; while some would like to see more people attend the event. Several of the respondents see this event as a stepping stone and a trend starter. They see the event as a sign that the ELCA is finally interested in their views and their service. They would like to see more support like this from the ELCA. Finally, the organizers and facilitators were commended for a job well done, and encouraged to “keep up the good work.

E. Tabulated Statements from the Regional Consulations:  (see pages 6-9)
	Regional Recommendations – Public Ministry Events “Word and Service” Consultations

	
	Region:      1
	2
	3
	4 (Sept)
	4 (Oct)

	Form and 

Terminology
	*Titles need to translate well, readily understood ecumenically

*Want to share all rosters with partners
	*Remove the word “lay”

*Use one umbrella roster for all publicly called leaders, including those called to Word and Sacrament

*Consider change to “Ministry Associates” (not Associates in Ministry)
	*Develop one roster with two expressions: Word & Sacrament and Word & Service

*Eliminate the language of rostered “lay” ministers

* Establish visible signs of the office, common titles
	*Language and structure need to empower for the sake of the church

*Need appropriate titles, forms of address for verbal and written communications: public, outward, visible identities (titles, stoles, etc)
	*Is the word “lay” appropriate?

*Support two rosters: one for ordained ministers and one that includes the 3 current lay rosters, maintaining their distinctions under the one roster (3 routes to consecrated ministry)

* “Ordained” and “consecrated” ministers

	Preparation and Formation
	*Required 2-week formation event for all candidates for public ministry, perhaps on regional level

*Require spiritual direction for all candidates

*Some elements of theological education for all in public ministry; perhaps Master’s degree, or equivalent, but also maintain flexibility toward goal of effective mission and ministry
	*Develop ongoing formation tools for all rosters
	*Provide ongoing formation and discernment opportunities for all expressions of ministry

*Provide inclusive opportunities for community building
	*Need standardization of preparation for all who are called to public ministry
	*Should preparation be standardized?



	Support….

Bishops, Synod Offices


	*Essential that synod offices be informed, open to gifts of all rosters … advocacy with congregations and agencies as they consider staff
	*Development of adequate and equitable support for all rostered leaders
	*establish standards for calls among synods, i.e. salary guidelines based on education and experience, 
	*Development of processes for synodical staff to assist with mobility
	

	
	1
	2
	3
	4 (Sept)
	4(Oct)

	Interpretation
	*All partners (churchwide, official written publications, electronic, seminaries, synods, bishops, etc)need to interpret the public rosters to the people in the pews
	*Develop ways to educate congregations re. how rostered leaders can help carry ministry into the community
	*Educate the church about the newest establishment of one roster, two expressions
	
	*Clarity is imp in defining who we are and how we do ministry

	Clarification of Call:  needs  and theological underpinnings

See also below: “Other suggestions….”
	
	*How missional needs can best be met

* Maintain the importance of ministry among the poor and outreach into the world as key pieces of Word and Service ministry
* Develop theological underpinnings and language to talk about role and call of Associates in Ministry


	*All rosters to help equip all baptized believers to live out their call to embody love and mercy of Christ to all the world, reclaiming the historical responsibility of diakonia, which flow from Word and Sacrament ministry… “together equip the body of Christ for the sake of Christ’s mission in the world”


	*If persons are to be called through the church to serve in public leadership, need to more clearly define call and ministry of Word and Service… preserving flexibility for change

* All rostered persons have a place for leadership in the church, and a purpose for the mission of the church.
*Those who are called and recognized by the church for rostered Word and Service ministry are a strategic part of the church for the fulfillment of the Great Commission.


	*We believe that the Lay rosters perform a necessary function within the church


	
	Region:    5
	6
	7
	7 & 8
	9

	Form and 

Terminology
	*Clarify “symbols”, bowl, towel, pins, etc. #2

*Address the ELCA constitu-

tion in the interest of clarity #4

*CLARITY definitions, language, remove “lay”; AiM is too close to Associate Minister; “Word”?; not “public”, but “publicly called” Vision #5

*We are tired!  #6

*Consider ecumenical partners and language #14
	*Lose designation “lay” and “rostered”

*develop new way of naming and claiming public ministry, ELCA, within the four rosters of ministry

*public accredited ministries would be named pastoral or diaconal
*More descriptive and ecumenical call language
	*Creation of one Roster of the Diaconate (to encompass the Word and Service rosters) with varied expressions of public ministry
	*One unified roster which includes associate in ministry, deaconess, diaconal minister, pastor

* Open to changes of language and/or structures to clarify and affirm our identities as partners in ministry
	*Currently we do not have sufficient language to convey theological clarity and accurate descriptions of function that honor the vocation of all the baptized while recognizing distinctive roles of four rosters.   #3

*titles or roles less important for formation than particular sense of call to roster (growing out of call thru baptism)  #2

	Preparation and Formation
	*Discernment event for all rosters together #1

*Investigate TEEM program for Word and Service rosters #13
	*Intentional formation and mentoring

*Shared discernment events that include all forms of called leadership

*Options for educational requirements

*Need for shared and intentional community
	*Adoption of one rite of Consecration for the setting apart of those called to serve on the Roster of the Diaconate
	
	*Need for better relationship recognizing partnership and enhance mutual understanding among 4 rosters  #1



	Support….

Bishops, Synod Offices


	*Health and wellness decreases due to church not recognizing & understanding lay rosters…need to recover respect #7

*Bishops need to first know who we are, then be able to advocate with congs, etc. #9

*lack of follow-through #9

*Churchwide needs to be more proactive in communicating lay rostered leadership, assisting with call. Attention to language #15
	*Organizational structure that supports a fluid response to the needs of the world

*Value those who have been called, affirmed and accredited for public ministry

*Find better ways to call the (non) ordained public minister throughout all expressions of the church
	
	*That members of this one roster commit ourselves to mutual respect, affirmation, accountability, recognition and identity
	

	Region:
	5
	6
	7
	7 & 8
	9

	Interpretation


	
	
	*A call to the whole church to work together to create new and innovative 21st century models of public ministry
	
	

	Clarification of Call:  needs  and theological underpinnings

See also below: “Other suggestions….”
	*Look at the “boundaries” to see where ministry needs and opportunities are, then how to order or reorganize the rosters… #11

*Need to talk about needs of the world more…Where is God in all this?  #3


	*Articulated common theological foundation for ministry

*Need to clarify the nature of public ministry (who is called, and to what and for what)

*More descriptive and ecumenical call language
	*We have been set apart to serve in the mission of the Evangelical Lutheran Church in America in partnership with those on the roster of the ordained

*We have been called by the one Holy Catholic and Apostolic Church and blessed with the gifts of the Holy Spirit for the work of ministry.
	*That members of this one roster continually explore together the mission needs of the church in the world to ensure that our ministries are relevant to God’s people in their times and places
	*Sense of call is central thru baptism, which assumes particular forms for rostered persons, which is central to their identity  #2

*We are all imperfect, we share much in common with ministers of Word and Sacrament and other leaders of Church

*Our struggles can be seen as signs of spiritual health and maturity in the church as a whole


	Other Suggestions, Recommendations, Comments

	All regions: Clarification of Call
	A sense of being called by God and the church into full time public ministry, for the sake of the world; to equip the saints/church for ministry in the world;  a sense of partnership with those called into ordained ministry

	From Region: 4 (September)
	*Through these conversations on the Word and Service rosters that have been taking place, which now have included us, and which will continue, we are looking for transformation of our understanding and empowering of each of the rosters….we hope to see this move beyond conversations to action, and in a timely fashion

*among the four rosters and throughout the church, In order to be empowered for ministry there must first be an openness to change.

	From Region 2
	*Inclusion of people in the pews in the dialog

*Development of theological education for those serving the church but not rostered (e.g. youth ministers)

	From Region 5


	*Clarity and uniformity about Word and Service ministry is lacking…but achieving such may negate needed FLUIDITY #11

*Need much conversation before speak with one voice…recognize hierarchical culture, both within ELCA and within three lay rosters #12

	From Region 9
	Next steps: resolutions to Synod assemblies;  Synodical convocations of rostered leaders, all 4 rosters;  Regional coordinators consult about the results of the consultations;  share summary consultation document with all participants; further conversation with other Word and Service rostered leaders in each synod
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