The Parish Pastoral Council: Communio in Action

A Paper to Stimulate Dialogue and Discussion

by Jim Lundholm-Eades

The Problem

We have all heard the cry for power-sharing, the cry for a more “businesslike” approach, for “representation” and for “true consultation.” We have experienced first hand the glazing of eyes when the discussion of how many pieces of fish should be bought for the Lenten fish fry goes into its second hour. A good model for how a pastoral council has to be more engaging than this doesn’t it? The history of confusion among those who serve on parish and diocesan pastoral councils is long, and filled with rancor that reaches deep into the psyche of every parishioner who has had to endure that “Death by Meeting” experience. These “near-death” experiences bring very committed pastoral council members and Church administrators to seek clear articulation of what the Church really means when she invites us to join in this leadership role in a parish or diocese. Fortunately the Church does provide us with clarity of purpose, structure and process. 

Those confusing, boring and divisive pastoral council models we have experienced were based on legislative models. They often confused participants and other parishioners by using civil processes and structures such as Constitutions and Bylaws designed for legislative function. The agenda often contained “workaday” management level issues that crossed the boundaries of good practice, even to being outside of both legality and Catholic teaching.  These models usually arrived at decisions by voting, with the majority decision either adopted for presentation to the pastor or bishop, or presented to the pastor as a decision “by the parish” with which the pastor was somehow bound to comply. This model was a trap that trivialized the role of the laity relative to the proper role that Church teaching actually offers and was contrary to Church teaching and culture, and sometimes left pastors feeling trapped.

The Key to Understanding


Key to understanding the way the Catholic Church is organized and how it conducts itself is not derived from organizational theory, management theory or any political framework. It is derived from the very simple truth that the capacity for mission comes explicitly from the presence of the living Christ in His Church. Pope John Paul II expressed this in his apostolic exhortation Ecclesia in America as “The mysterious presence of Christ in His Church is the sure guarantee that the Church will succeed in accomplishing the task entrusted to her.” (E.A., 7) The organization of the Church is derived directly from the nature of the unique relationship that the Church has with Christ. Organizational, management and political frames of reference are inadequate for describing how the Catholic Church works, and can only be applied in the context of the fundamental truth about Christ and His Church. This is because the structure and process of the Catholic Church is theologically based and not organizationally or politically based. 


It is also true that there are very few images to effectively guide the average parishioner or their pastor in understanding how this Church that is so central to our lives operates. The image of a monarchy is often used: a king and his court governing the people. There is some degree of historical reality and varying degrees of current reality to this image, but is it both incomplete and somewhat misleading in its simplistic explanation of a highly evolved, complex and subtly nuanced organization that has very clear teachings and pastoral positions underpinning how it operates. Political, for-profit and non-profit organizations, for example, do not necessarily adopt the universal call to love as a core precept. They do not reflect the nature of the triune God as a “perfect articulation of love” (Donovan, 2001). They do not reflect the theological notion of communio and the nuanced relationship between a Bishop and his priests, between a priest and the community that gathers around him to make up a parish. In Lumen Gentium the Second Vatican Council reaffirmed for us that the structure and processes of the Catholic Church reflect the nature of the Church itself: the relationship between Christ and His Church (L. G., 11)

What this points to is that when we use the language of organization and politics it is often a different language to that used in a Catholic Church context. Corporate America and civic consultative bodies, for example, use consultation and representation in ways different to the Church (See Figure 1). Operating without effective translation and outside the nature of our relationship with the living Christ can lead to frustration and anger that would be alleviated if a shared language and understanding could be developed. This often plays out in various councils with people of goodwill whose exchange with Church leadership is experienced as confusing to one side and threatening to the other. At the end of this paper is a list of readings that offers deeper understanding of the language of Church structure, consultation and decision-making processes. 
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Communio and Love

It is important to understand that consultation in the context of Church is a theological notion. The pastoral council is a reflection of communio. Our current Pope Benedict said that communio requires a harmonious coexistence of unity and difference, and called communio the key to the ecclesiology of Vatican II, the source, means, and the goal of the Church’s life (Ratzinger, 1992). It refers to the Trinitarian communion of all creation in Jesus Christ that the Spirit keeps present in the many hands of the faithful joined for but one purpose: the  mission of  the Church. As Euart (2005) suggests, consultative structures reflect the nature of the Church itself as an assembly of the faithful, a gathering of believers.”

The love of Christ must therefore be central to a pastoral council. Our primary call to holiness and to offer witness to the love of Christ is the basis of our participation. Christ tells us as leaders; “I have given you an example” (John 13:15). The pastoral council is an encounter with the love of Christ through the way the members treat each other. The pastoral council is an expression of the communion of the faithful (c. 512), and so has nothing to do with concerns about democracy, politics or any personal agenda. It is about sharing responsibility for the mission of the Church, not about issues related to power or control. Figure 1 contrasts the civic model of consultative bodies with the Church model.

This communio-based model is not new.  Communio is as old as the Church itself and based in the descriptions of the early Church in scripture. However, during the 1970’s and 1980’s politically-based and legislative-based models were tried in many parishes.  A  communio-based model is an important attempt to re-focus pastoral councils on the mission of the Church and discerning the will of God. A civic council model has participants representing a constituency. In the communio –based pastoral council model the members represent the mission of the Church. Christ’s words, “Where two or three are gathered in my name ….” becomes a reality in a pastoral council when the one purpose for gathering is furthering the mission of the Church and the operating principles are making the love of Christ a reality in the gathering, and seeking the will of God.

The Solution

What then, does a pastoral council actually do, in the light of this understanding that a pastoral council exists in a theological context far more than in a political, organizational or management context? 
A pastoral council is a consultative structure that is intended to provide leadership rather than governance. Canon Law delineates this and explains its purpose as being to “assist in fostering pastoral activity” (c.536). Further clarity of its purpose is given in canons relating to diocesan pastoral councils: “…. a pastoral council is to be established which under the authority of the bishop investigates, considers, and proposes practical conclusions about those things which pertain to pastoral works in the diocese” (c.511).  Hence the pastoral council aligned with the teachings of the Church has a central and effective and role in the parish with the authority of genuinely participating in seeking the will of God. 

The pastoral council is a consultative body whose work is mission-driven, data informed, and discernment derived. Instead of presenting voted-upon decisions to the pastor or bishop, the members of the pastoral council use moments of encounter and dialogue with each other and with the pastor or bishop to present their individual and council reflections as carefully considered viable options, accompanied by assessments of each of those options.

Discernment: Weighing the Options
The pastoral council furthers the mission of the Church by participating in planning and decisions that are mission driven, data informed and discernment derived.  The pastoral council uses discernment processes and focuses on the mission of the Church.  It scans the current reality and comes to shared understanding of the key features of that reality the parish or diocese must face. It develops and weighs options (not recommendations) for decisions that will be made on the basis of discerning the will of God.  It places viable options (always more than one) and its assessment of those options (strengths, weaknesses, opportunities and threats) for prayerful consideration by the pastor or bishop around whom they are gathered for the purpose of furthering the mission of the Church. This model takes discerning the will of God as steps in a journey instead of defined and controlled outcomes. To the people who engage each other in discernment it is a way of life, and they use dialogue, reflection, and contemplation to further their steps in the journey.

Discernment is a process well articulated by St. Ignatius of Loyola over 300 years ago that is for anyone who genuinely wants to seek the will of God. There are plenty of resources available on the discernment process. Some of these are listed at the end of this paper. The emphasis for our purposes here is on the necessity of coming to gatherings of the pastoral council with an open mind and clarity of mission. This means that there is among pastoral council members a shared understanding of the mission of the Church and so pastoral council members read, ask their pastor or bishop to teach them, and reflect together on the mission in the light of that teaching and reading.

Boundaries

The pastoral council operates within some boundaries that need to be as clear to them as the mission of the Church. An image that is useful is to think of those boundaries as the box within which they operate, and the four sides of the box are shown in Figure 2. The Base of the box is the mission of the Church. 
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A common comment heard among some pastoral council members is that they feel they are “ONLY” consultative. This concern emerges from a political rather than a theological understanding of the pastoral council. If one considers that discerning the will of God is the objective and not necessarily the will of the majority, (The most votes is not necessarily the measure of God’s will – research what Ignatius of Loyola has to say on that!) then this concern pales in to insignificance. The prayerful, reflective consideration of issues significant to the mission of the Church by the people of God presided (Presided in a theological framework, not necessarily that described in Roberts’ Rules of Order) over by the bishop or pastor (as required by canon law) means that the communio is being consulted for their discernment of the will of God, not their pre-existing opinion, self-will or personal agenda. A consistent accountability within the pastoral council to the mission of the Church and to approaching issues with the openness of mind Ignatius of Loyola says is needed for beginning discernment is what brings the pastoral council from being ONLY consultative to being CONSULTATIVE. If there is a consistent experience of irrelevancy or of being ONLY consultative then most often, experience tells us, the pastoral council is adopting a political or management role and process, one not based in the theological reality that the presence of Christ is the central organizing principle.

Consensus

                 It is very common to have pastoral councils say that they use a consensus model of decision making. This is just fine, as long as there is a common understanding of what consensus means in a Catholic context. In civic realms it refers to agreement. In our Catholic realm is means something different. It refers to everybody knowing what must be done because it is discerned to be the will of God rather than everyone necessarily agreeing with the decision. When the aim is that everybody knows what must be done rather than agreement, the political framework is less operative and the open mindedness required to begin discernment is made possible. Mission is always outwardly oriented rather than oriented toward the self. Self-will and imposing self-will on others can not be the center of consensus in the Catholic Church. This implies that members of pastoral councils are mature enough to move beyond self-will into focus on mission, and have the capacity to keep that mission in mind as they discern more tangible “practical conclusions.”

Creating a Pastoral Plan

a) Options

The outcomes of the work of the pastoral council are viable options (always more than one) for the pastoral plan of the parish or diocese. These options are the “practical conclusions” mentioned in canon 511. This discernment work of a pastoral council gives rise to a cycle through which the pastoral council moves on an annual basis.  This is shown in the Figure 3. 
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Whenever there are significant mid and long term decisions to be made the Church, through Canon Law, tells us that there are five steps are nested within the decision making process (Kennedy, 1980)

1. Competent gathering and analyzing the right information: This is where the pastoral council often engages more than its own membership: Parish meetings, surveys, experts. This sometimes involves outside help such as consultants or asking for help from other parishes and diocese’ that have faced the same issues. It is our responsibility to make informed decisions.

2. Developing and weighing options: This is where the pastoral council enters into creative, reasoned and prayerful reflection on what they know from the previous step, deep dialogue, and active listening to the Spirit with the love of Christ for one another. Frequent reminders of the end in mind (the Mission of the Church) are often helpful.

3. Asking decision makers to prayerfully consider and choose using the options provided by the pastoral council as a basis: The Church is explicit that the pastor or bishop presides over the pastoral council. His engagement ensures that he understands the depth of the process that the pastoral council has taken to develop options and weigh them for his prayerful consideration.

4. Implementation of decisions: This is often the realm of people other than those on the pastoral council. The pastoral life of the parish is the responsibility of the whole parish.

5. Refining the decisions: This is where the pastoral council evaluates progress according to the measures it has decided to use.

b) A Pastoral Plan


A pastoral plan is not what used to be called a “Five Year Plan.” The problem with that kind of planning was simply that the reality driving priorities in that kind of plan shift so rapidly the plan rightfully ends up on a shelf unused within a very short time. A more adaptive approach is much more useful. A pastoral plan must fit within the boundaries shown in Figure 2. It begins with clarity of mission. This does not mean wordsmithing a mission statement. In fact, it is often more useful to reflect on the mission of the Church per se than to engage in local mission statement development. An adaptive plan is derived from the mission and the reality within which that mission is to be lived. As reality changes, so too priorities, strategies, structures and systems change. This gives rise to the agenda cycle shown in Figure 3. A pastoral plan is a relatively short document, often no more than about three or four pages. It may take some time to do the first such plan, but the ongoing adaptation of the plan continues as part of the cycle of agenda shown in Figure 3, unless some discontinuous or dramatic change happens to the parish that requires starting again from scratch.

c) Some Good Questions


There are some questions that the pastoral council will often find helpful in considering its current reality and its options.

· What does high quality ministry look like in our current reality?
· What influences access to high quality ministry for our parish or diocese?
· What must leave our parish or diocese (culturally, organizationally, resources) for us to grow?
· Whom does this parish or diocese serve/not serve? (Intentionally or by accident)
· How well does our current way of thinking and acting as a parish or diocese fit the current external and internal reality?
The pastoral plan always comes before the financial plan. The pastoral council of a parish or diocese is the place where budgeting begins.  A budget is a primarily a pastoral document:  A pastoral plan with numbers attached. Budget reports are means of evaluating whether resources are being used according to the pastoral plan. They are not measures of financial health of the parish or diocese. Financial well-being is shown in financial statements such as balance sheets, cash flow statements and Profit and Loss Statements. The pastoral council is mission driven – data informed so key budget (read pastoral) assumptions need to be explicit and everybody (Pastor, Staff, and Parishioners) is responsible for keeping within the budget (pastoral plan).

Pastoral priorities identified through the discernment process should become programs managed by those to whom the pastor or bishop has assigned this role. Some of these will be paid ministers. It is worth stating that all ministry in the parish or diocese is related to the role of the pastor or bishop as part of his teaching, sanctifying or governing roles and cannot exist outside of that relationship. Each of those in ministry works as an extension of the role of pastor and/or bishop by being employed as school principal, Director of Pastoral Care, Director of Volunteers, Director of Faith Formation, etc.. The pastoral council is one of the ways the Church has of helping pastors keep all these disparate parts related and aligned with each other. Each program has some determined purpose, and each of these determined purposes must fit with the key pastoral plan for the current 1 to 3 years, and again this must be aligned with the end in mind: the mission of the Church. We know that vital, effective parishes have this level of alignment and deep engagement of leadership in creating that alignment (Sweetser, 2002).

A Context: Cultural Preference

How well a pastoral council operates is influenced by the cultures within each parish or diocese. The articulation of this outlined here was developed by Cheesebrow and Lundholm-Eades (2007). The two cultures referred to here are that of the ordained (Culture O), and that of the laity (Culture L). This conceptual division is only useful insofar as it helps those involved in the participatory structures in the Catholic Church appreciate both difference and the value of engagement between the two cultures. Any pastoral council at parish or diocesan level operates in the presence of cultural preferences. What matters is the quality of relationship between them. Rather than attempting an exhaustive description of the cultures here, it suffices to say that the pastoral council that can engage in open dialogue about the nature of each will benefit greatly in the long run from that engagement. Figure 4 offers a representation of the cultures as continuums of preference. 


[image: image4.emf]Figure 4

Culture O and Culture L: Preferences

High Preference for Culture O

Low Preference for Culture O

High 

Preference 

for Culture 

L

Low 

Preference 

for Culture 

L

INSUFFICIENT

DIFFERENRENCE

OPTIMAL HEALTHY 

CONSTRUCTIVE 

DIFFERENCE: 

‘COMMUNIO’

DIFFERENCE 

DESTRUCTIVE

BY ABDICATION 

OF 

CULTURE L

DIFFERENCE 

DESTRUCTIVE BY 

CONFLICT BETWEEN 

CULTURE O

AND 

CULTURE L

DIFFERENCE 

DESTRUCTIVE BY  

ABDICATION BY 

BOTH 

CULTURE O

AND

CULTURE L

DIFFERENCE 

DESRTRUCTIVE BY 

ABDICATION OF 

CULTUREO


The zones of preference are described in Figure 4 and explained below. A pastoral council that can acknowledge the preferences oftheir parish or diocese will be in a position to engage the issue in the light of the love of Christ and the spirit of communio.
· The optimal, healthy constructive difference zone is the zone of robust communio. There is sufficient difference in preference to create robust dialogue and mutual appreciation for both Culture O and Culture O.  In this zone a parish or diocese has capacity for focusing on the mission and for staying within Catholic theological framework for how the Church works.

· The insufficient difference zone is the “Dead Zone” where there is no dialogue. It is akin to a marriage where there is “nothing to talk about.” There is little adaptation or growth and meetings that are often experienced as “death by trivial pursuit.” Over time there is an increase in experience of irrelevancy of council meetings by both Culture O and Culture L.
· The difference destructive by conflict between Culture O and Culture L zone is often referred to as the “political zone” in which there is highly politicized interaction between Culture O and Culture L. The focus is on the person rather than the mission. Little real discernment can take place and the message of Christ gets lost. Catholic teaching is often replaced by “catholicized political rhetoric.”
· The difference destructive by abdication of Culture L zone is known as the “Resentment and Passive Aggression Zone.” There is a pervasive sense of “What’s the use?” A decreasing engagement in the mission is matched by growth of misuse and selective use of Catholic teaching to wield power. Consultative groups often experience it as being without a clear role.

· The difference destructive by abdication of Culture O zone is known as the “Abandonment and Anything Goes Zone.” The pastoral council has a sense of having been left abandoned and rudderless. There is growth of activities and groups with dubious alignment to Catholic teaching consultative groups often experience it as and people filling vacuums of power. There is poor focus on mission.

· Difference destructive because of abdication by Culture O and Culture L zone is the leaderless and lifeless zone. Catholic teaching in this situation is often without substance or challenge. There are high levels of frustration in the community. There is little focus on mission and, in fact, little focus per se. There is often an accompanying growing financial instability and decreasing membership. There is little sense of communio.
Practical Matters

a)  Limitations on the Pastoral Council

There are some areas that are not part of the agenda of the pastoral council. General engagement around how to resource programs is appropriate.  However, the pastoral council does not deal with specific personnel issues, specific staff or their compensation.  Those topics belong within the employer-employee relationship and should not be on a pastoral council agenda. 
The pastoral council is not a forum for complaints. The role of the pastoral council members is to ensure that any complaints go to the right forum, which is usually with the pastor or appropriate program director (School Principal, Director of Faith Formation, Parish Business Administrator, etc.).
b)  Trust, Confidentiality and Communication

Any pastoral council at parish or diocesan level needs an atmosphere of trust. A useful way of looking at this as it impacts pastoral councils is to look at trust at four levels as shown in Figure 5. What is of interest here is that when the experience has been that trust has been broken in an organization, it can be rebuilt but ideally it needs to be concurrently built from both the personal and eschatological levels. It can not be built from the middle levels up or down. In this, faith and personal relationships within the communio are intimately connected. 
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The pastoral council operates, in general, with transparency and the virtue of Prudence in mind. This means that with some issues the pastoral council is guided by two principles that must both be used:  Right to Know and Need to Know.  There are many things that every parishioner has both a right to know and a need to know.  However, there are some things that prudence and the good of the community (Using the gift of Right Judgment) calls for members to hold to themselves.  Members of the pastoral council are expected to exercise Prudence and Right Judgment.

Communication can conceivably be a one way “telling them” or similar uni-directional dissemination of information. A far more effective notion for pastoral councils is that of engagement. This implies meaningful exchanges that are opportunities for teaching and sanctifying the community: another adventure into communio beyond the pastoral council itself. This formational paradigm for communication involves multiple channels (written, electronic, spoken, personal exchanges) within both formal and informal feedback loops. Merely publishing records of meetings is woefully inadequate because such records can not effectively communicate the depth of the communio experience that is central to the work of the pastoral council.
3.  Membership of the Pastoral Council

(i)  Discerning Membership
Potential pastoral council members are surfaced by self-selection and/or nomination. This creates a pool of people who are willing, and who feel they are called to this ministry. These parishioners then undergo a period of instruction about Ignatian discernment and decision-making in the Church, as well as about how the pastoral council works. Potential members have conversations with current pastoral council members and with the pastor or bishop to determine their suitability.  Finally the pastor or bishop prayerfully considers and chooses from among those whose discernment process has led them to remain in the pool of candidates. Those not chosen often remain in the pool for the next time the need for members arises. 

(ii)  Key Capacities of Members: The End in Mind


A way of understanding and assessing the capacity of potential and current pastoral council members is to use the concept of ends in mind, view, and determined. This is illustrated in Figure 6 which shows it as the capacity to concurrently hold all three in mind. Gathering people with this level of capacity will go along way to making the pastoral council the effective voice in the Church that it is meant to be.
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(iii)  Key Capacities for Members: A Spiritual Journey Paradigm

A key capacity for members of pastoral councils is a degree of comfort with their own spiritual journey, and the journey of the Church as a whole. Understanding this can be derived from the great mystics; In this case a paraphrasing John of the Cross may suffice. It is the capacity to recognize and be patient with the fact that we as a People of God and as individuals are on a journey toward Christ that John of the Cross tells us has certain common experiences (or if translated into organizational language: phases) that do not necessarily happen in clean, ordered and easily discernable sequence. The pastoral council member needs to be able to recognize progress and not just perfection in the journey. Mother Theresa describes faith as “experience of God.” The capacity of pastoral council members to recognize their experience of God will help them seeabundance as well as scarcity. Figure 7 shows the general measures of progress in a spiritual journey as identified by John of the Cross.
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In this paradigm spiritual progress is seen as motivated by a sense of dissonance, a growing awareness that there is a need to change or grow. It emerges from a crisis, or from a vague sense of unease with the world as it is. As this heightens, a sense of disintegration develops wherein what worked in the past no longer is as useful or seems to fit the current conditions. John of the Cross develops his descriptions of the experience of dark nights in detail, but what serves us here is simply to state that this time is often a time of confusion and sometimes even pain. In God’s own time a period of reintegration develops, and from that, as we are promised by the scriptures, the resurrection. More complete descriptions of this journey are found in the references given at the end of this paper. Pastoral council members who can live with a sense of this kind of journey for the Church and for themselves as individuals, or who are open to learning about it bring a wealth to the table of any pastoral council.

(iv) Key Capacities of Members: Intentional Listening and Dialogue
One way of doing active listening is to intentionality use the “Zero to 100” method wherein those listening to someone speaking during a meeting intentionally zero out their own mental clutter and focus 100% on the speaker. This leads to mutual exploration of a topic that surfaces the deeper questions. This intentionality helps create true dialogue and real openness to each other and to the Spirit. The pastoral council is, in fact, one of the structures through which the Church stays in touch with the Spirit (Euart, 2005).

There is a difference between dialogue and discussion. Discernment needs both. Dialogue expands options and possibilities while discussion narrows them toward decisions. (See Figure 8). Discussion has the same etymology as percussion and concussion. Dialogue on the other hand, expands options, explores possibilities and stimulates the experience of communio. Figure 8 contrasts dialogue and discussion, and indicates that in the process of a pastoral council whose work product is mission driven, data informed and discernment derived options that narrow down to, “practical conclusions,” dialogue must always precede discussion.


[image: image8]
Dialogue and discussion are both necessary parts of the pastoral council. The process that usually needs more attention is dialogue as it needs a capacity for deep engagement between members, and the kind of maturity tat can suspend judgment until all the reasonable possibilities have been explored. It requires the virtue of patience. 

4.  Guiding Documents

A pastoral council often has guiding documents structured for bodies that have legislative function in the format of constitutions or bylaws. These are. Since a pastoral council is a reflection of communio, not a legislative body, using document designed for legislative function can be misleading to membership and the wider Church. As a consultative body in the Catholic Church, animated by the spirit of communio and the love of Christ, the formation of membership is far more important than civic-model documents. In fact, experience tells us that the amount of energy put into developing detailed bylaws or constitutions is often a replacement for real and deep formation of the pastoral council membership. A much more effective and congruent approach is to put energy into the formation of membership, the pool of potential members and the wider community and then, in the light of that formation, engage the pastoral council in developing brief guidelines in the form of no more than a page or two of bullet points to act a guidelines. This “guideline” approach is most effective (or even only effective) if the parish or diocese engages in formation of the membership and others. Such formation could include:

· Church history: the development of governance and participatory structures within the Catholic Church

· The relationship between bishop and priest, parish, diocese and the universal Church

· The Munera: Teaching, Sanctifying, Governing

· Communio

· Relevant Canon Law (E.g.: c. 511-514, 536)

· How a parish/diocese works, especially the relationship between pastor, trustees, pastoral council, finance council and education advisory council

· Scriptural descriptions of the way the early church worked and the problems it faced relative to teaching, sanctifying and governance

· The mission of the Catholic Church, relating that to universal and local levels

Developing a set of guidelines for the pastoral council in the light of this kind of formation is a part of their coming to clarity about their role.

5.  Consultants

Sometimes a pastoral council needs outside help coming to “practical conclusions.” Consultants can help, as long as they fulfill certain requirements. For example, experience shows that consultants that own intellectual property have thought through how to bring added value. They need to have a deep understanding of Church as well as of adaptive planning. It is legitimate to engage them in theological discussion to determine if they can hold their own in a Church setting. The best consultants also have a capacity for both gathering and analyzing data (not just anecdotes - which are not data). A consultant who can bring maximum value will provide a proposal that is very clear about the work product the investment will produce.  A word of caution about volunteer consultants: Experience shows that this can become frustrating very quickly for two reasons. Firstly they are often quite enmeshed in the community and so can not be considered “independent.” Secondly there is no real accountability if it becomes (as often happens when this approach is used) an undisciplined process: including undisciplined in terms if time, process respectful of Church or people, or in terms of the quality of the work product. It is a good idea to request a proposal, interview and contract with volunteer consultants the same way one would as with hiring a consultant.

Conclusion and Questions to Stimulate Dialogue

Being a council member should enrich our relationship with God individually and as communio. It is an effort to put Christ at the center of the pastoral life of the parish or diocese. Christ’s law of love pervades it. It is the proper role of laity to engage their pastor or bishop with the spirit of communio. 

Some questions that pastoral councils could ask themselves arising from this paper include:

1. The elements of the work of pastoral council include Communio, the love of Christ, dialogue, focus on mission, discernment, data informed, choosing depth rather than breadth in agenda, scanning the current reality, a shared understanding of our current reality, creating an weighing options. What elements are our strengths and weaknesses? What must our focus be for strengthening ourselves and our parish?

2. What do the agendas of our pastoral council for the last one to two years tell us about ourselves relative to the model described in this paper.

3. If this model was operating well in our parish or diocese right now how would it impact our experience?

AN ANNOTATED LIST OF RESOURCES ON HOW THE CHURCH WORKS

John Beal, James  Coriden and Thomas Green.  New Commentary on the Code of Canon Law. 2000.
Read the canons 511 to 514 and the commentaries attached, as well as canon 536 and its attachments. These deal with consultative structures such as diocesan and parish councils.

James Coriden.  An Introduction to Canon Law, 1991.
Read pages 83 to 85. A very readable introduction to what canon law says about consultative structures in the Catholic Church.

William Donovan. The Trinity: Love Seeking Articulation. (Reference unknown).
The article by a theologian from Immaculate Conception Seminary in Huntington New York offers a language for addressing the nature of the Triune God relationships that underpins the structural relationships within the Church.

Sister Sharon Euart. Structures for Participation in the Church, Origins, May 2005 Vol. 35, Number 2. 

A good overview of the history of what the Church has written on the theological notions that underpin how the Church operates as an organization from the former president of the American Canon Law Society.

Bishop Donald Wuerl. Reflections on Governance and Accountability. Origins, April 2003, Vol. 32, Number 43.
An address offered at Yale University in which Bishop Wuerl offers his very candid reflections on how the Church does governance and accountability.

Robert Kennedy. Shared Responsibility in Ecclesial Decision-Making. Studia Canonica. 1980 Vol.14 Number 1.
This article by a canonist very clearly explains the genius of how decision-making works in the Catholic Church.

Pope John Paul II. Ecclesia in America. Origins, February 4, 1999. 

In this Apostolic Exhortation the Holy Father places the many issues related to our discussion in an American context.

Pope John Paul II. Pastores Gregis. Origins, November 2003.
In this Apostolic Exhortation explains the office of bishop in the context of our times.



Joseph Ratzinger. 1992. Communio: A Program. In Communio: An International Catholic Review. 19 (Fall, 1992): 436–449

This article focuses on conversations inspired by the publication in which it appears, but at the same time it gives a great exposition on the notion of communion.
Thomas Sweetser. 2002. The Parish as Partnership: A Call to Pastoral Partnership. 

This is a clearly Catholic explanation of covenants that make parishes work.

A LIST OF RESOURCES ON DISCERNMENT
William Barry. 2001. Letting God Come Close: An Approach to the Ignatian Spiritual Exercises. Loyola Press.

Stefan Kiechle. 2005. The Art of Discernment: Making Good Decisions in a World of Choices. Ave Maria Press

Thomas Green. 2000. Weeds among the Wheat Discernment: Where Prayer and Action Meet. Ave Maria Press.

A LIST OF RESOURCES ON JOHN OF THE CROSS
Kieran Kavanaugh, OCD and Otilio Rodriguez. 1991. General Introduction to the collected works of St. John of the Cross. ICS Publications
Geoffrey K. Mondello The Metaphysics of Mysticism Cognitive Transcendence: Reason as the Prologue Only to the Absolute. Available at http://www.johnofthecross.com July 26, 2007

E. Allison Peers (Ed.). 1990. Dark Night of the Soul: A masterpiece of literature of mysticism by St. John of the Cross. Image Doubleday.
Resources


People, Facilities and Financial Budgets





Evaluation:


Measures of success and adaptation





Options for the Next 1-3 Years:


Up to 7 Key Focus Areas for the Pastoral life of the Parish or Diocese for the mid-term (1-3 years)


Options and Adaptations of strategy, structures and systems for the next 1-3 years


Up to 7 Key measures of success





Clarity of Mission and Boundaries


Deep, prayerful, reflective engagement





Scan the Current Reality: 


What is emerging, peaking, declining, and disappearing from our reality? What actual data do we have about our image of our reality? What other data do we need? 


External Reality: Demographic and other relevant trends


Internal Reality: Key features of our culture, organization and resources (including financial & giving history, membership trends, etc)


Developing a shared understanding of the 4-7 key features of our current reality





Figure 8


Dialogue and Discussion





Discussion


Begins with positional thinking


Asks evaluative questions


Judges ideas





Narrows the number of viable options


Compares viable options with each other


Makes judgments about options











Dialogue


Begins with an open mind


Asks clarifying questions


Temporarily suspends judgment of ideas


Expands the number and quality of options


Seeks the strengths and weaknesses of options while suspending judgment of them








Figure 2


Boundaries within which a 


Pastoral Council Operates





Canon and Civil Law





The field within which the pastoral council operates





A clear sense of who the pastor/bishop is





Catholic Teaching





Financial Reality





Figure 3


Pastoral Council Annual Agenda Cycle





Anything 


is Possible





Only 


a Few Viable Options Exist
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Figure 4

Culture O and Culture L: Preferences



High Preference for Culture O

Low Preference for Culture O

High Preference for Culture L

Low Preference for Culture L

INSUFFICIENT





 DIFFERENRENCE

OPTIMAL HEALTHY CONSTRUCTIVE 







DIFFERENCE: 

‘COMMUNIO’

DIFFERENCE DESTRUCTIVE

BY ABDICATION OF CULTURE L

DIFFERENCE DESTRUCTIVE BY 

CONFLICT BETWEEN CULTURE O AND CULTURE L

DIFFERENCE DESTRUCTIVE BY  

ABDICATION BY BOTH CULTURE O AND CULTURE L

DIFFERENCE DESRTRUCTIVE BY ABDICATION OF CULTUREO
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Figure 5

TRUST

Personal Level of Trust

I trust you



Leadership Level of Trust

I trust those in charge



Mission Level of Trust

I believe this organization has a clear and compelling mission



Eschatological Level of Trust

I trust that Jesus will come again
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The End Points

		 Mission

		 Frame works

		Key guiding beliefs and assumptions

		Paradigms



		Programmatic Level

		1- 6 Tactics 

		Means to a pre-determined end



		1-2 years of:

		 Key Priorities

		 Primary Focus

		 Areas for emphasis

		 Strategies



Figure 6

		Determined



		In View



		In Mind
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Figure 1

Consultation: The Church 

at its Best

CIVIC MODEL

		Democratic Process

		Representation of a constituency

		Recommendations



		Political will: Win/Lose

		Defined and controlled outcomes

		Discussion Concussion, Percussion, 

		An event with a pre-defined ending



CHURCH MODEL

		Discernment Process

		Representation of the Mission of the Church

		Options that are viable and life-giving

		The will of God

		Steps in the journey





		Dialogue, Reflection, Contemplative

		A way of life










