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5 + 5 + 5 15 Measures of Mission 

 
 
5 New Testament functions of missional congregations   (Workshop 2) 

 

 

Worship God   liturgia 

Teach people   didache 

Proclaim Good News   kerygma 

Serve people in need   diakonia 

Build the common good   koinonia 
 

 
 

5 factors to activate & sustain missional congregations   (Workshops 4 - 8) 
 

 
 
 

5-Step Missional Outcomes Scale: Charity to Co-Development   (Workshop 9) 

 

Pre-Development 

~ Aiding through 

Charity ~ 

 

Co-Development 

~ Transforming Lives through Relationships ~ 

 

Donate  

Donate  

& 

Interact 

 
Mutual 

Companions 
 

Connected 

Collaborators 
 

Covenant 

Partners 

 
 

 
  

Missional 

Identity

Missional

Vitality

Missional

Process

Missional

Motivation

Missional

Context
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Workbook 10 From Our Facilitator:  Building Up Social Mission 

 

Dear Friends, 

 

Congratulations!  You now have read and applied all the research material in 

the Workbooks on 15 (5 + 5 + 5) missional measures which activate and sustain 

missional individuals and teams.  Perhaps your anxiety level is in hyper-mode, 

and you are asking, “What do we do next?”  Please take a deep breath as we 

consider how your Team will move forward.  For our last Workshop, there is no 

NEW reading.  But there is review.  

 

Please prepare by going back through each Workbook reading and review 

each of the 5 dynamic factors.  We suggest you spend 10-15 minutes on each 

to get them firmly in mind.  You might even want to memorize the 5 factors:  

Identity, Vitality, Process, Motivation, and Context.  In Workshop 10, we draw in 

particular on:  

▪ Workshop 4 – your congregation’s Missional Identity 

▪ Workshop 6 – your congregation’s Missional Process 

▪ Workshop 8 – your congregation’s Missional Context 

▪ Workshop 9 – your projects in relation to the 5-Step Missional Outcomes Scale 

▪ It will also help to review your research projects from these Workshops. 

▪ Bring your copy of the Social Mission Inventory which lists all projects. 

▪ Bring your copy of the Unduplicated Social Mission Volunteers list. 

 

The purpose of your review is to integrate the substance of these factors so you 

have a working knowledge of the overall ecology of missional culture and can 

apply it to your future. 
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My Preparation for Workshop 10 

 

 
 

“…to equip the saints for the work of ministry,  

for building up the body of Christ…” 
 Ephesians 4:12 
 
At the very beginning of this series, I read in the Orientation Workbook: 

This Workshop series equips congregations to… 

1. Measure, assess, and analyze your social mission projects. 

2. Build your capacity to activate and sustain your social 

mission volunteers. 

3. Plan for outcome-based mission projects. 
 
 
Our Team is ready to apply what our research has discovered!  The exercises in this 

Workshop equip us with ways to move forward over the next 12 months. 

 

 

Preparing the way 

Isaiah 40:3 

Before I jump into the details of applying what we have 

discovered, I take time to read pp. 4-5 to see what 

other Teams have done within 12 months after 

completing this Workshop series.  Their examples can 

help “prime the pump” of my discernment.   

Pages 10-15 in this Workbook are for each Team 

Member to individually complete in advance of this 

Workshop.  This exercise invites my personal analysis 

and invites me to share my personal convictions.  This 

helps prepare our Study Team for what we as a Team 

will accomplish after completing the Workshop series. 

I read pp. 4-5 and then complete pp. 10-15, My 

Individual Preparation for Workshop 10. 
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“How do we implement 
what we’ve learned?” 

Examples from 
Pilot Teams 

12 months after the 
Workshop series 

 

 The House Metaphor continued 

Sometimes, a home no longer serves its residents.    The family has 

changed, and the house needs to be modified to support the 

members; they choose to remodel.  A wall becomes a window.  A 

closet becomes a bathroom.  A corner of the yard becomes a 

vegetable garden.    An old, energy inefficient house contradicts 

their faith and values about God’s creation.  To live with integrity, 

they choose to build a new, environmentally-friendly dwelling.  

 
The following are examples of Decisional options chosen and implemented by Pilot 
congregations within the 6 months after they completed the Pilot workshops.  Note the 
“missional what” they did, and also the “missional why” they did it. 
 

Option: Start a new project Central Presbyterian Church, Geneseo 

Just as it began this Workshop series, Central Presbyterian opened its building to house the 

Geneseo/Groveland Food Pantry.  Relocating to Central allowed the Food Pantry to change 

from a patron-passive to a patron-empowered model.  The number of families served 

increased by 250%.  By the time the Central Study Team finished this series, the 

congregation’s awareness of the many needs of Pantry’s patron families had deepened.  

Central was clearly seeing “the importance of providing high quality food for those who are 

hungry and also the value of forming meaningful relationships with all people in our 

community.” 1  (The element of forming relationships was important as expressing Central’s 

identity and its calling from God.)  As a result of this new awareness, Central envisioned 

creating a community garden on the Church grounds.  The Holy Spirit was active, Central 

reports.  “We moved forward with a project to engage church members (including our youth), 

Food Pantry staff, pantry volunteers, and pantry patrons in working side-by-side to develop, 

cultivate, and nurture a garden to produce fruits and vegetables that will be donated to the 

Food Pantry.”  The Community Garden is training individuals and educating the community 

“concerning an important social justice issue:  some individuals in our area do not have 

reliable access to a sufficient quantity of affordable, nutritious food.”  (4 out of 10 children in 

the Geneseo schools receive free lunches.)  The results?  “Besides the construction of raised 

beds, the outcomes so far consist of connections that are being made between our garden 

team members and individuals and community groups that would like to participate in the 

garden project.  Local businesses have felt moved to donate building and other materials.  

There is excitement and enthusiasm growing around this project…”  All in less than 6 months 

after the series. 
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Option: End a project First Presbyterian, Batavia 

November 12, 2016, this congregation hosted its 14th annual, and last, World Wide 

Christmas Fair – a day-long fund-raiser to benefit non-profit groups, including Fair Trade 

artisan groups in Third World countries.  Why end a successful project?  The leader was 

returning to school; volunteers were tired (it took a lot of time and effort); they were 

overextended (too many projects for the capacity of their congregation); there were fewer 

volunteers than previously; their missional direction was moving toward outreach locally and 

direct contact with people served.  The next day in worship, Beth Stich, a Christmas Fair 

volunteer, asked the following to stand:  the Fair’s leader; committee members, present and 

past; the publicity volunteer; members with businesses who donated items; crafts people 

whose work supported Fair Trade groups; Presbyterian Women and youth group members 

who sold home-made food; set-up and clean-up crews; anyone who had shopped.  Beth 

writes:  “At this point, there was laughter in the congregation because almost everyone was 

standing!” 2  She told them, “This is what love looks like,” then prayed:  “Thank you ,Gracious 

God, for the love freely given by so many here in this place, for our hands reaching out in 

love to people in our community and around the world, offered in the name of Jesus, that our 

efforts have truly provided hope and promoted peace and justice.  Amen.”  Reflecting on that 

morning, she writes:  “If we harness all the faith, love, talent, energy, and enthusiasm present 

in the congregation that morning, then imagine the difference we can make in the lives of the 

people of our community!” 

 

Option: Improve a charity project Irondequoit Presbyterian, Irondequoit 

Post-series, Irondequoit leaders made a major choice which was embodied in writing a 

Missional Project Plan for specific projects:  End the pattern of conducting projects designed 

around charity, and move toward projects designed to “recognize the personhood of 

individuals served” and which contain “potential for bonding” between volunteers and people 

who benefit directly.  Another missional outcome to be pursued is for Irondequoit’s volunteers 

to become better acquainted with the communities in which people served are residing. 3 

 

Option: Improve a practice First Presbyterian, Pittsford 

The Church Outreach Committee was considering whether to adopt a social mission project 

evaluation based on project outcomes.  It would replace a volunteer activities model which 

did not focus on results.  This switch might help determine the effectiveness of projects for 

which supporters sought Church funds.  The Team’s positive experience with the Missional 

Project Planning Model (Workbook 5, Missional Process) confirmed the potential – reviewing 

a project’s goals and its outcomes can lead to projects which make a real impact. 
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Building Up Our Social 
Mission Culture  

We Prepare, 
Decide, & Act 

Our Next 
Steps 

 

 
 

Our Team is now at a crucial transition point.  We are ready to move forward from 
Workshop 9 and the Measuring Mission series to guide our Session and congregation in 
building up our social mission culture.  The graphic below displays how far we’ve come, 
and our next steps. 
 

 

 

Session Covenant – from Workbook 1, Orientation, Appendix 2 (pg. 12) 

Outcomes 

A. Guided by our Team, the series gives our congregation a way to increase our capacity to 
analyze our social mission projects and the ways in which we serve God’s people – our 
ability to measure our mission.  Decisions based on Team-led analyses will be made 
following completion of the series.  The Session may decide to:  1.) Retain a project as is. 2.) 
End a lesser quality social mission project. 3.) Revitalize, expand, or improve an existing 
project. 4.) Start a new project or combine several existing ones. 5.) Celebrate and promote 
an existing project which is working well. 6.) Find a way to go beyond short-term, crisis relief. 

B. Upon completion of the 10 Workshops, if we develop a specific plan of action to achieve #3, 
#4, or #6 above, the Presbytery will grant our congregation $500 to implement our plan. 
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Building Up Our Social 
Mission Culture  

Implementation Phase 
 

 
 

Missional Implementation Phase:  Task List-and-Timeline Overview i 
 

 
Directions 

Workbook 10 
Projects We 

Address 

Target  for 
Completion 

Facilitator  
research ii 

Team Steps 1-8 all projects in 3 months after Decisional Outcome 

Sorts pp. 11-15 our Inventory Workshop 10 8 Sorts 

Team Step 9 all projects in 4 months after Decisional Outcome 

Ranks pg. 16 our Inventory Workshop 10 Ranked 1st choices 

Team Step 10 all projects in 5 months after Decisional Outcome 

Commits pp. 17-19 our Inventory Workshop 10 Priorities 

Team Step 11 up to 5 of our Highest 6 months after Decisional Outcome 

Engages pp. 20-21 Priority projects Workshop 10 Listings 

Team Step 12 up to 5 of our Highest 12 months after Decisional Outcome 

Creates pp. 22-26 Priority projects Workshop 10 Plans 

 

The following pages are our Team’s guide for completing the tasks and steps as our 
congregation builds a missional culture which supports our social mission projects. 

 

 
Building our missional culture is a process, not an event. 

Missional change is a by-product of our new processes,     

not the outcome of an event. 

 

 
 

 
 
 

 
i  Two strategies for how to complete the Implementation Phase are described on pg. 27. 

ii  Facilitators gather written and oral data from the Team following its completion of each task.  
These work products help document the outcomes of Measuring Mission.  Like the actions of 
Missional Study Teams, we also analyze what is working and what can be improved. 
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 Building Up Our Social 
Mission Culture 

 

Our Research Sources: 
Reports & Decision Tools 

 

 

Our Reports 
 5 Factors: Missional Identity Directions Reported 

01 My Long-Time Member Interview Workbook 3 Workshop 4 

02 Our Congregation’s Missional Identity Workbook 4 Workshop 5 

 5 Factors: Missional Vitality Directions Reported 

03 My Favorite Missional Story Workbook 4 Workshop 5 

04 Measuring Our Missional Vitality Practices Workbook 5 Workshop 6 

 5 Factors: Missional Process Directions Reported 

05 My Rating of Our Volunteer Engagement Practices Workbook 5 Workshop 6 

06 Our Team Rating of Our Volunteer Engagement Practices Workbook 6 Workshop 7 

 5 Factors: Missional Motivation Directions Reported 

07 My Missional Volunteer Benefits Workbook 6 Workshop 7 

08 Survey of Benefits of Our Missional Participation Workbook 7 Workshop 8 

 5 Factors: Missional Context Directions Reported 

09 My Personal Map Workbook 1 Workshop 2 

10 Our Windshield Survey Workbook 2 Workshop 3 

11 My Civic Leader Interview Workbook 5 Workshop 6 

12 My Local Issue Specialist Interview Workbook 6 Workshop 7 

13 My Social Services Agency Leader Interview Workbook 7 Workshop 8 

14 My Religious Leader Interview Workbook 8 Workshop 9 

15 How We as a Congregation Relate to Our Community Workbook 8 Workshop 9 

 5-Step Missional Outcomes Scale Directions Reported 

16 My Sorting of Our Social Mission Projects Workbook 9 Workshop 10 

 5 Missional Factors + 5-Step Missional Outcomes Directions Reported 

17 Our Re-Imagining a Charity Project Workbook 9 Workshop 10 

Our Decisional Tools 
 Social Mission Inventory Directions Reported 

18 
19 
20 

Project Data, rows 1. – 8b. 
People Data, rows 9a. – 13c. 
Financial & Resource Data, rows 14a. – 20c. 

Workbook 1 
Workbook 2 
Workbook 3 

Workshop 3 
Workshop 4 
Workshop 5 

 Unduplicated Social Mission Volunteers Directions Reported 

21 Discovering Our Unduplicated Social Mission Volunteers Workbook 6 Workshop 7 
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Bright ideas & tips from Study Teams which 

completed the Measuring Mission series. 

 
 

Remember   
 
 Team decisions are made by consensus. 
 
 Making decisions can be challenging!  It takes a commitment of time to do this well!   
 

The New Testament counsel is very relevant and very practical:   

 “…pray without ceasing…”  I Thessalonians 5:17 
 

 

The larger picture 
 
 These next steps help our Team discover our capacity to make realistic choices and 

changes.  We’ll be asking each other a lot of questions: 

  Is our volunteer capacity strained, sufficient, or abundant? 

  Are we clear about our goals? 

  Are we clear about the outcomes we want for people served and our 
volunteers? 

  Do we have partners and collaborators in the community? 

  Do we have sufficient money and material resources? 

  Do we have the volunteer and staff capacity to commit the necessary 
time? 

  Are our spiritual resources in short, adequate, or ample supply? 
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My Individual Preparation 
for Workshop 10  

Practicing 
Steps 1-8 

My 
Directions 

 

 
 

After completing the practice exercise, Steps 1-8, pp. 11-15, 

I continue and read pp. 16-24. 
 
 

 

Preparing to Build Our Social Mission 
 
Goal:   I prepare for our post-series phase in which our Team implements Steps 1-

12 in this Workbook. 

5 + 5 + 5:  This research is a practice exercise which applies the 5-Step 
Missional Outcomes Scale. 

Task:  I practice applying the Missional Factors (Workbooks 4-8 and our Team 
research reports), the 5-Step Missional Outcomes Scale (Workbook 9), 
and Our Social Mission Project Inventory in relation to one of our 
projects by completing Steps 1-8, pp. 11-15 following. 

Target:  I report my responses in Workshop 10. 
 
1. This is a 30-minute exercise. 

 
2. I make a copy of pp. 11-15 in this Workbook.  (This set of pages is Steps 1-8.) 

 
3. I select one project from our Inventory and enter my response to each of the 

Steps in my personal copy of pp. 11-15.  (The wording for the Steps refers to 
the Team.  I complete this practice exercise using my personal responses.) 
 

4. Although I’m asked to complete Steps 1-8 for just one project, if I care to do 
more projects, which is encouraged and welcome, I do so by making another 
copy of pp. 11-15 to use with another project. 
 

5. In Workshop 10, I’m prepared to report orally on my experience and results. 
 

 
continue by completing pp. 11-15 
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Building Up Our Social 
Mission Culture  

Our Team Sorts 
Our Projects 

Steps 
1-8 

 

 

 
Goal:  We measure by sorting each of our congregation’s social mission projects. 
 
Task:  We complete Steps 1-8 on the following pages by entering our consensus 

response for each project.  Our Clerk of the Works makes a copy of our 
response for each project and archives the set for the Team. 

 
Target:  We complete our analysis of each project within 3 months after Workshop 

10. 
 

 

 

Project Name:  ___________________________________________ 

 

 

Step 1. We sort our project by geography.   

 Where does our impact for the people who are served occur? 

1a. This is based on Missional Context (Workshop 8). 

1b. We identify the primary geographic location where impact occurs.  

1c. For reference, we use rows 8a. (church site) and 8b. (35-mile radius) in 

our Social Mission Inventory. 

 1d. We supply our definitions for the options in green below. 

 

 

Our Missional Context – Impact location 

Check the box below 

which applies 

In our Local Community  

In our Region (Western N.Y.)  

Beyond our Region (State, National, International)  
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Step 2. Sort our project by advocacy on behalf of people served.   

 Is there an outcome of missional advocacy? 

2a. For reference, we use the Advocacy examples in Workbook 9, pg. 15. 

2b. For reference, we use row 3c. of our Social Mission Inventory. 
 

 

Our Missional Outcomes – Advocacy 

Check the box below 

which applies 

Advocacy is not part of this project.   

Advocacy is part of this project.  

If Advocacy is a part, describe how: 

 

 

 

  
 
 
 

Step 3. We sort our project by its sponsor.   

 Who is the sponsor?  (The sponsor has the authority or power to retain 

the project as it is, end it, combine it with another project, improve it, 

or expand it – see Step 9.) 

3a. This is based on Missional Process (Workshop 6). 

3b. For reference, we use rows 4 and 5 of our Social Mission Inventory. 
 

 

Our Missional Process – Sponsorship 

Check the box below 

which applies 

Our congregation is not the sponsor.  We are 

a supporter of another entity’s work. 

 

We are the sponsor.  If we did not do it, this 

project would not exist. 
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Step 4. We sort our project by our contact with people served.   

 Is there a relational dimension? 

4a. This is based on the 5-Step Missional Outcomes Scale (Workbook 9, pp. 

9-14). 

4b. For reference, we use rows 13a., 13b., and 13c. of our Social Mission 

Inventory.  

 

Our Missional Outcomes – Relational 

Check the box below 

which applies 

We primarily serve people who are not part of our 

congregation AND a majority of our volunteers do 

not have direct, personal contact with them. 

 

We primarily serve people who are not part of our 

congregation AND a majority of our volunteers do 

have direct, personal contact with them. 

 

  

 
 
 
 

Step 5. We sort our project by how it fits our congregation’s identity.   

 Is the project true to who we are as a congregation? 

5a. This is based on Missional Identity (Workshop 4). 

5b. We review our Team’s report of our congregation’s Identity (presented in 

Workshop 5 and reflected upon in Workshop 6). 
 

 

Our Missional Identity 

Check the box below 

which applies 

Our congregation’s Identity is not reflected in the 

outcomes for the people served by this project. 

 

Our congregation’s Identity is reflected in the 

outcomes for the people served by this project. 
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Step 6. Sort our project by how it is part of our congregation’s life.   

 Do we integrate our congregation and our project through best 

practices of Vitality? 

6a. This is based on Missional Vitality (Workshop 5). 

6b. We review Worksheets 1 and 2 of our report which measured our Vitality 

practices (presented in Workshop 6). 

Our Missional Vitality:  Worksheet 1 (Worship & Proclaim) 
In the boxes below, 

enter Yes or No 

On the whole, this project is widely known and 

understood by our congregation. 

 

As a general rule, this project, and/or its volunteers, 

is celebrated in our worship. 

 

  

Our Missional Vitality:  Worksheet 2  (Teach) 
In the box below,  

enter Yes or No 

We educate our congregation about the systemic 

issues which cause the need for this project. 

 

  

 

Step 7. We sort our project by its Outcomes for our volunteers.   

 What is the impact of our project on our volunteers? 

7a. This is based on Missional Motivation (Workshop 7). 

7b. Our reference is Survey of Benefits of Our Missional Participation.  If this 

project was surveyed, we review the results (presented in Workshop 8). 

Our Missional Motivation – Outcomes for Volunteers 
In the boxes below, 

enter Yes or No 

Many of our volunteers experience enrichment of 

their faith. 

 

This project nurtures and sustains our volunteers’ 

commitment to, and participation in, the project. 

 

Our volunteers’ performance improves and their 

persistence increases. 
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Step 8. We sort our project by its Outcomes for people served.   

 What is the impact of the project for people who benefit? 

8a. This uses the 5-Step Missional Outcomes Scale (Workbook 9, pp. 9-14).  We 

carefully read the descriptions and examples. 

8b. Based on its outcome for the people served, where on the Missional 

Outcomes Scale does this project currently belong? 

Missional Outcome for the People We Serve 
Check the box which 

most applies 

Step 1.  Charity: Donate  

Step 2.  Charity: Donate & Interact  

Step 3.  Mutual Companions  

Step 4.  Connected Collaborators  

Step 5.  Covenant Partners: an Individual  

Step 5.  Covenant Partners: a Family  

Step 5.  Covenant Partners: a Group  

Step 5.  Covenant Partners: a Community  

  

 

8c. Are there any toxic outcomes to the project?   

 We list outcomes which are, or might be, toxic. 

Outcomes which are toxic: 

Outcomes which might be toxic: 

 
 
 

 

We keep our Session and congregation 

aware of our process and our results. 
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Building Up Our Social 
Mission Culture  

Our Team Ranks 
Our Options 

Step 
9 

 

 

Goal:  We rank our options for each mission project which we sorted in Steps 1-8. 

Task:  Using this page, we complete Step 9 by entering our consensus response for 
each project.  We make a copy of our response for each one. 

Target:  We finish this ranking within 1 month after we finish Step 8. 

 

Step 9. Our ranking of the decisional options for each project. 

9a. This applies all of what we have learned. 

9b. We enter our ranking of the options below – from our 1st choice (our 

highest priority) to our 5th (lowest priority) – and state our rationale. 
 

Project Name:  ___________________________________________ 
 

 Rank Why we rank this 

Our options for an existing project (1-5) option as we do 

Retain as it is.   

 

 

  

 End it.   

 

 

  

 Combine it with another project.   

 

 

  

Improve it, e.g., reduce its size   

to align with available resources. 

 

  

Expand it, e.g., increase its size, what it 

offers, its frequency… 

 

  

What if the Holy Spirit leads our team to Start a new project?  First, thank God!  

Then, use Steps 1-8 to capture our vision, and complete Step 9. 

 

 

We keep our Session and congregation 

aware of our process and our results. 
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Building Up Our Social 
Mission Culture  

Our Team Commits 
to Take Action 

Step 
10 

 

 
 

Goal:  We commit to act on our 1st ranked option for each project by assigning it our 
priority for implementing it.  And we commit to 5 projects as highest priority. 

Task:  We complete Step 10 by entering our consensus commitment for each 
project. 

Target:  We complete this within 1 month after we finish Step 9. 

 
 

 

 
 

Bright ideas & tips from Study Teams which 

completed the Measuring Mission series. 

 
 Do not attempt to implement every commitment at the same time. 4 

 
 

Step 10.  Our Team commits.   
 What is our priority for acting on our 1st option for each project? 

10a. This is based on Missional Motivation (Workshop 7). 

10b. It was necessary and important to complete Step 9 – discuss a project, 

rank its options, list our reasons.  However, it is a totally different matter 

for us to commit to turn our choice into a reality. 

10c. Based on Step 9, and deciding by consensus, we select those projects 

to which we are willing to commit our energy, intelligence, 

imagination, and love by starting to implement. 

10d. On the following page, in the left column, we enter the name of each 

of our projects.  In the adjacent column, we list what our 1st option is 

for the project.  Using the columns at right, we check the box for the 

priority to which we will commit – High, Medium, or Low – to start to 

implement. 

We then to continue to complete 10e. 
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Step 10d.  We commit our priority for each  project’s 1st option. 

 Project name (enter below) 1st Option High Medium Low  

1.      1. 

2.      2. 

3.      3. 

4.      4. 

5.      5. 

6.      6. 

7.      7. 

8.      8. 

9.      9. 

10.      10. 

11.      11. 

12.      12. 

13.      13. 

14.      14. 

15.      15. 

16.      16. 

17.      17. 

18.      18. 

19.      19. 

20.      20. 

21.      21. 

22.      22. 

23.      23. 

24.      24. 

25.      25. 

26.      26. 

27.      27. 

28.      28. 

29.      29. 

30.      30. 
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10e. Using our results in 10d. on the previous page, we review all the 

projects we assigned as High Priority.  We now select up to 5 projects 

to which we are willing to commit as a Highest Priority project to start 

to implement.  (Why up to 5 only?  Because we can’t implement all our 

choices at the same time.) 

 In the left column, we list the name of the project.  To its right, we enter 

our choice of its 1st Option. 
  
 

Step 10e.  We commit to no more than 5 Highest Priority projects 

and their 1st Option to start to implement. 

 Highest Priority Project name (enter below) 1st Option  

1.   1. 

2.   2. 

3.   3. 

4.   4. 

5.   5. 

 
 
 
 
 
 

 

We keep our Session and congregation 

aware of our process and our results. 
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Building Up Our Social 
Mission Culture  

Our Team Engages 
People 

Step 
11 

 

 
 

Observation 

 

 The Missional Study Teams which have most successfully 

implemented changes are those which deliberately 

engaged others in making decisions – people in their projects 

(including those served), their congregation, and their 

community.  (This led to enhanced relationships, a missional 

outcome.) 

 As part of Missional Process (Workshop 6), some Study Teams 

integrated learnings from Missional Vitality (Workshop 5).  

They reached out to listen to people in their community.  

(Honoring a relational dimension led to new connections.) 

 
 

As the Teams explored how best to move their projects forward, they asked… 
 

 “Who are the people who will be most affected?”  
 
 “Whose perspective could help improve the outcomes for this project, or help us 

improve how this project functions?”  
 
 “Who is not currently involved in this project whom we would like to see 

involved?”  
 
 “Who are the key individuals or groups likely to resist changes because they are 

deeply committed to the current design?” 
 
 

Goal:  For each Highest Priority project selected in Step 10e, we identify people 
and/or groups whom we will engage as the project moves forward. 

Task:  We complete Step 11 by identifying to whom we will reach out and involve.  
We make a copy of our response for each Highest Priority project. 

Target:  We complete this within 1 month after we finish Step 10e. 
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Step 11.  We engage people.   

11a. This applies all that we have learned. 

11b. On this page, we list the name of the Highest Priority project. 

11c. In the right column, we list the names of individuals and groups 

opposite the categories in the left column. 
 

Highest Priority Project Name & 1st Option:  ______________________________ 
 
 

People to Engage Names of individuals and/or groups 

People who part of our project. 

1. People we serve. 

2. Our volunteers. 

 

People who are in our congregation. 

1. Our Session. 

2. Our congregation. 

3. Our children & youth. 

 

People who are in our community. 

1. Current community partners. 

2. Potential community partners. 

3. Community resource people. 

 

 
 

 

 

We keep our Session and congregation 

aware of our process and our results. 
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Building Up Our Social 
Mission Culture  

Our Team Creates 
a Missional Plan 

Step 
12 

 

 
When we create a Missional Project Plan, we create a guide for how to better serve 
people in the name of Jesus Christ.  A Plan activates a process of sustainable change.  
It’s also a tangible way we demonstrate transparency and accountability. 
 

 

 
 

Bright ideas & tips from Study Teams which 

completed the Measuring Mission series. 

 
 

Regarding communication  (Missional Vitality) 

 Ask:  “How will we educate people about the consequences of toxic charity?” 

 Ask:  “How will we use the 5-Step Missional Outcomes Scale to educate people 
about achieving better outcomes for the people we serve?” 

 Do not work in isolation.  Communicate through ongoing, smaller reports, rather 
than a single, large one.  (Change accompanied by surprise can add complications 
– anger, hurt feelings, mistrust, or misunderstanding.) 

 Consider the format of your reports.  Flash & dash!  Show & tell.  Rotate reporters. 

 Accept that change, even when positive, can intimidate.  Recall the rich young 
ruler’s resistance in his encounter with Jesus (Matthew 19:16-22).  Rather than try 
to avoid conflict, learn to manage healthy tensions. 5, 6 

 

Regarding the Session  (Missional Process) 

 Keep progress before the Session.  Keep it on the agenda, even if it’s brief. 

 As you reach your final Plan, consider meeting with your Session in a relational 
setting which encourages participation and dialogue, like a retreat or a meal. 

 

Goal:  For each project in Step 11, we create a Missional Project Plan. 

Task:  We complete Step 12 using the following pages:  directions, example, and 
template.  (We follow the directions as written.  The format of the template can 
be adapted.)  We make a copy of our Plan for each Highest Priority project. 

Target:  We complete all our Plans within 6 months after we finish Step 11. 
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Step 12.  We create a Missional Project Plan.   
 

12a. In 1 sentence, we describe the Missional need to which the project responds.  
Think of the people served or who benefit directly.  What is the problem or 
issue?  What is the nature of people’s hurt or suffering or vulnerability?   

12b. From the choices in the 5-Step Missional Outcome Scale, we identify the 
project’s design.  This refers to both people who are served and people who are 
volunteers.  Different project designs fulfill different purposes.   

12c. In 1 sentence, we describe the Missional Goal of this project.  What is the 
intended impact or outcome?  What will improvements in the lives of people 

served look like?  What is the hope and vision which inspires our prayers? 

12d. List the Resources used to support the Activities.  E.g., space, time, people who 
are served, volunteers, training, schedule, budget to spend, materials, 
equipment, permit, partners and collaborators, a covenant... 7, 8  It helps if these 
can be quantified, e.g., the minimum number of volunteers.   

12e. List the Activities which lead to the Outcomes.  What occurs?  When does it 
occur and for how long and how frequently?  Where does it occur?  Who does 
what?  How do we do it?  It helps if these can be quantified. 

12f. List the Type of Data we collect as we measure progress toward Outcomes.  
How do we recognize change?  We can count Quantitative Data.  Qualitative 
Data gives us people’s experiences, feelings, perceptions, or attitudes. 

12g. Describe our Method of collecting our Data.  Will it be interviews with people, a 
chart using numeric information, a survey, observation, a focus group and guided 
discussion, or…?  At what points in Time will we collect our Data? 

12h. Identify who will be the Collector of the Data.  This is the person(s) who ensures 
that we document what we’re doing, how we’re doing it, and what our Outcomes 
are.  (Measuring Mission includes being accountable!) 

12i. Describe our process of Reflection on our Data.  How do we discern how our 
Missional Project Plan is working, and whether there is progress toward our 

Outcomes?  (Reflection informs our decisions.) 

12j. Identify the Outcomes which are specific and measurable signs of our 
incremental progress on the way to reaching our Missional Goal. 

 
See the following pages for one Team’s helpful example and a useful planning resource. 

 

 

We keep our Session and congregation 

aware of our process and our results. 
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 Example from the Project Team, York United Presbyterian Church, York, NY  

 

OUR MISSIONAL PROJECT PLAN    Project Title:  Senior Connections 
 

1.  The Missional need to which we commit to respond 

There are elderly neighbors in our community who are lonely, isolated, and disenfranchised. 

 
 

2.  Our project’s 5-Step Missional Outcome Scale design 

Start with a Charity with Contact project which will become a Mutual Companions project. 

The Mutual Companions model fits our Missional Identity:  We value the generations that have come 
before us; we are a generous congregation with skills and resources we are led to use in service to our 
community; we love to bake and have great energy and interest in food ministry. 

 
 

3.  OUR MISSIONAL GOAL FOR THIS PROJECT 

Reduce our elderly neighbors’ loneliness, isolation, and disenfranchisement by connecting them to 
people in our congregation and community volunteers, God, the gospel, and a worshipping community. 

 
 

10.  Outcomes which lead to our Missional Goal  9.  Reflection on our Data & Outcomes 
–  Elders are provided opportunities to socialize.  –  Project Team. 

–  Elders & volunteers make personal connections.   
–  Elders’ needs are identified, compiled, & met.   

  8.  Collector of Data 
  –  Project Team. 

5.  Activities which lead to Outcomes   
–  Training of volunteers, including use of Oath of   

Compassionate Service.  7.  Method & Time for collecting Data 
–  Team drawn from congregations provides service  –  Written survey of volunteers:  at 6 & 12 

& coordination on a cycle basis to avoid burnout.  mos. (Year 1) & at 12 mos. (Year 2). 
–  Prayer.  –  Conversation with volunteers. 
–  Scripture.  –  Conversation with elders served. 
–  Personalized messages sent by a writing team.  –  Observation. 

–  Project meets elders’ needs or people are   
referred to agencies which can meet the needs.   

–  Inform & support York United Presbyterian’s  6.  Type of Data we collect 
congregation:  newsletter, church website,  –  # of elders with whom we connect. 
& announcements in worship.  –  # of volunteers. 

  –  Consistency. 

   

4.  Resources which support our Activities   
–  Volunteers:  York United Presbyterian Church.   
–  Volunteers:  multiple local congregations.   
–  Livingston County Office for the Aging.   
–  York-Leicester Senior Citizens group.   
–  Source of transportation for elders, as needed.   
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 Resource for Planning  

 

SMARTER Principles for a  

Missional Project Plan 
 

A Missional Project Plan shapes our sense of direction, concretely 

expresses our motivation, sharpens our focus, and organizes everyone to 

do what we deem important.  However, writing a Plan is a challenge.  By 

applying SMARTER principles, we increase the likelihood of creating a 

better project which leads to better Missional outcomes. 9 

 

Specific 

 The outcomes toward which we are working. 
 Our missional goal is clear, unambiguous, and defined. 
 Addresses “Who, What, Where, When, Why, & How.”   

  

Measurable 

 The criteria by which we know progress is being made. 
 The actions and quantities we’ll track. 
 Identifies our standards – how we recognize quality. 

  

Achievable 

 Realistic, possible, and within our reach. 
 Within our authority, capabilities, and resources. 
 “Yes, we can achieve this!” 

  

Relevant 

 Reflects our Missional Identity – aligns with our faith. 
 Expresses our values, convictions, and priorities. 
 The purpose of the project connects to what inspires us. 

  

Timely 

 Identifies frequency (how often) and duration (how long). 
 Sets timeframes and deadlines. 
 Includes short- and long-range timeframes. 

  

Evaluate 

 Honestly assess what is working and what isn’t. 
 Involve people who are affected and share our findings. 
 Revise our Plan as emerging circumstances require. 

  

Rejoice 

 Celebrate as progress is attained. 
 Give thanks to God. 
 Recognize people who participate and contribute. 
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Step 12.  Our Missional Project Plan:  ______________________________ 
 (name of project) 

 
 

1.  The Missional need to which we commit to respond 

 

 

 
 

2.  Our project’s 5-Step Missional Outcome design 

 

 

 
 

3.  OUR MISSIONAL GOAL FOR THIS PROJECT 

 

 

 
 

10.  Outcomes which lead to our Missional Goal  9.  Reflection on our Data & Outcomes 
   

   
   

  8.  Collector of Data 
   

5.  Activities which lead to Outcomes   
   

  7.  Method & Time for collecting Data 
   

   
   
   
   

   
   

  6.  Type of Data which we collect 
   
   

   
   

4.  Resources which support our Activities   
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Building Up Our Social 
Mission Culture  

Implementation Phase: 
Strategies 

 

 
 

As witnesses to the love and justice of Jesus Christ, we aspire to projects which offer 
transformative benefits for the people who are served.  To succeed, missional projects 
depend on the support of a congregation’s transformed culture, a missional culture. 
 
If only intuitively, Missional Study Teams wisely anticipate the impending challenge of 
applying the insights, research reports, lessons, and tools after the Workshop series 
ends – especially when congregational resistance is predicted.  Implementing real 
missional change requires a thoughtful and sensitive strategy.  Say your prayers!  The 
following display presents two ways to structure the Implementation Phase. 
 

 Strategy 1 

 (expired original covenant) 

Strategy 2 

(new Implementation covenant) 

Status of 
Team 

▪ Original Session/PGV covenant ends 
& Team ceases to function.   

▪ If the Team does continue, it 
functions without a covenant. iii  

Session commits to a new covenant 
with PGV & commissions a Missional 
Implementation Team.  (See 
Appendix 1, pg. 29, for a sample.) 

Facilitator 
Support 

▪ Without a Session/PGV covenant, 
support is by invitation-only. 

▪ A new need prompts invitation. iv 

Ongoing check-ins & continuous 
availability for consultations are part 
of a new covenant. v 

 

Strategy 2 is highly commended as the most effective for achieving missional outcomes. 
 
  

 
iii  Without Session authorization, a Team’s influence may be lessened.  Lack of a Session 

covenant removes the basis of a Team’s accountability and reduces Session engagement. 

iv  Examples of support include:  First Presbyterian Church, Batavia, requested a Facilitator-
led meeting of the Session and Deacons to explore the topic of toxic charity.  York United 
Presbyterian Church, York, requested a Facilitator-led event for the Session on how to 
read and apply their Social Mission Inventory. 

v  Workbook 10 provides two excellent resources, Appendix 2 and Appendix 3, for how to 
understand and work through group and individual resistance to change.  Applying these 
resources may be more effective with Facilitator support. 
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x 

 
Building Up Our Social 
Mission Culture  

Afterword 
 

 
 

What are the most important lessons revealed by Study Teams’ experiences 
after they completed the Measuring Mission series? 

 
 

“The structured, careful study of social mission is a means of God’s grace and 
transformation of congregations.” 10 
  

Measuring Mission bridges the life of our congregations’ social mission and the world of 

the academicians and researchers who study congregations.11  By focusing on outcomes of 

our social mission projects and offering evidence-based, practical approaches, Measuring 

Mission encourages social mission project teams to become “scholarly practitioners” – 

people who are motivated by faith, supported by each other and their congregation, and 

making a missional impact.  Affirmation:  Social mission teams can be a means of 

God’s grace for the people who are served. 

 

There is no single dynamic factor – Identity, Vitality, Process, Motivation, Context – 
which is more important.  All missional factors are necessary and all work together. 12 

  

 After Pilot congregations completed the initial series, we facilitators returned in 2016 and 

2017 to interview members from four Teams.  Using surveys and interviews, we asked 

what their outcomes (positive and negative) had been to date.  Exploring what contributed 

to positive outcomes, we expected Teams to report that some dynamic factors made a 

more significant impact than others.  We learned that no one factor stood out as making a 

prominent difference.  Likewise, no one factor was rated as less influential or unimportant.  

All contributed to positive outcomes.  Together, they reinforced each other.   Finding:  For 

social mission projects to thrive, build the congregation’s missional culture by integrating 

all 5 dynamics factors. 
  

 In 2018 and 2019, Pilot Round teams from Batavia, Geneseo, Chili, and Pavilion gathered to  

present case studies of their post-series experiences.  It was a time of peer-based mutual 

support, accountability, and learning.  The above finding was endorsed again.  In 2020, 

during a review of the Irondequoit team’s post-series experiences, the finding was 

endorsed a third time.  Confirmation:  Building a holistic missional ecology leads to the 

best outcomes for the people who are served, the project team, and the congregation.  

[The underutilization of a holistic missional ecology is reinforced by data reported on the 

next page by 4 congregations’ regarding their use of specific missional best practices.] 
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 Building Up Our Social 
Mission Culture 

Use of Missional best practices predicting Missional outcomes 
in 5 congregations’ social mission projects (2015-2022) vi, vii 

 

Study Teams in this Measuring Mission series report that four particular practices in their social mission 
projects predicted better Missional outcomes for the people who are served, especially when all four 
are utilized in a project.  Time shown is the period in which 5 congregations’ projects were conducted. 

 

Practice 1.  Goal is long-term development of people 

Central, Geneseo, Livingston Co.  (2015-16) 

Irondequoit, Monroe Co.  (2018) 

York United, York, Livingston Co.  (2018-19) 

Summerville, Monroe Co.  (2020-21) * 

Perinton, Monroe Co. (2021-2022) * 

# projects using 

35 of 42  (83%) 

08 of 31  (26%) 

18 of 27  (67%) 

15 of 34  (44%) 

24 of 57  (42%) 

# projects in 
5 congregations 

using 
Practice 1. 

100 of 191  (52%) 

   

Practice 2.  Project conducted more than 12 days/year 

Central, Geneseo, Livingston Co.  (2015-16) 

Irondequoit, Monroe Co.  (2018) 

York United, York, Livingston Co.  (2018-19) 

Summerville, Monroe Co.  (2020-21) * 

Perinton, Monroe Co. (2021-2022) * 

# projects using 

11 of 42  (26%) 

09 of 31  (29%) 

06 of 27  (22%) 

09 of 34  (26%) 

10 of 57  (18%) 

# projects in 
5 congregations 

using 
Practice 2. 

45 of 191  (24%) 

   

Practice 3.  Volunteers relate directly with people served 

Central, Geneseo, Livingston Co.  (2016-17) 

Irondequoit, Monroe Co.  (2018) 

York United, York, Livingston Co.  (2018-19) 

Summerville, Monroe Co.  (2020-21) * 

Perinton, Monroe Co. (2021-2022) * 

# projects using 

18 of 42  (43%) 

06 of 31  (19%) 

14 of 27  (52%) 

09 of 34  (26%) 

15 of 57  (26%) 

# projects in 
5 congregations 

using 
Practice 3. 

62 of 191  (32%) 

   

Practice 4.  Project supported by financial contribution 

Central, Geneseo, Livingston Co.  (2016-17) 

Irondequoit, Monroe Co.  (2018) 

York United, York, Livingston Co.  (2018-219 

Summerville, Monroe Co.  (2020-21) * 

Perinton, Monroe Co. (2021-2022) * 

# projects using 

33 of 42  (79%) 

11 of 31  (35%) 

22 of 27  (81%) 

26 of 34  (76%) 

43 of 57  (75%) 

# projects in 
5 congregations 

using 
Practice 4. 

135 of 191  (69%) 

   

Project utilizes all 4 best practices 

Central, Geneseo, Livingston Co.  (2016-17) 

Irondequoit, Monroe Co.  (2018) 

York United, York, Livingston Co.  (2018-19) 

Summerville, Monroe Co.  (2020-21) * 

Perinton, Monroe Co. (2021-2022) * 

# projects using 

04 of 42  (10%) 

00 of 31  (00%) 

01 of 27  (04%) 

01 of 34  (03%) 

02 of 57  (04%) 

# projects in 
5 congregations 

using 
Practices 1.-4. 

08 of 191  (04%) 

* Projects were subject to COVID-19 pandemic social/physical distancing requirements. 

 
vi  Source:  Social Mission Project Inventory, a self-report by the congregation’s Missional Study Team. 
vii  Reporting time period was 12 months with the exception of Summerville which was 14 months, and 

Perinton which was 2 fiscal years. 



 

2024 Workshop 10, Building Up Our Social Mission  pg. 30 

 

Post-Series Appendix 1 Sample Implementation Covenant 

 
 

Missional Outcomes Implementation Covenant 

between the Session of [insert Name] Presbyterian Church & 

the Tools and Training Working Group, Presbytery of Genesee Valley 
 
 

Commission 

Following completion of our Missional Study Team’s work with the Tools and Training 
Group of the Presbytery of Genesee Valley, we, the undersigned representatives of the 
Session and staff of [insert Name] Presbyterian Church, now commission our Missional 
Outcomes Implementation Team to apply the missional processes, lessons, and 
practices to build a missional culture in our congregation which will support our social 
mission projects and improve our projects’ outcomes. 

The Missional Implementation Team will lead our congregation in a five-task process:  
Sort each existing project; Rank the project’s options; Commit to take action; Engage 
people; Create a Missional Plan. (The tasks are in Workbook 10 of the Measuring 
Mission series).  The implementation phase will be facilitated by the Presbytery Tools 
and Training Working Group. 
 

Tasks and Outcomes 

A. We anticipate that the implementation process and on-site facilitation requires 40 
hours of our Missional Implementation Team over 12 months. 

B. We expect our Team to involve our congregation in each of the five tasks, which 
consists of 12 steps. 

C. We expect our Team to keep the Session and congregation informed of the 
progress by submitting oral and written reports which correspond to the tasks 
and steps. 

D. We expect the Team to provide copies of its work products for the steps and its 
reports to the Facilitators. 

 

Commitment 

By our signatures, we covenant to this missional implementation process with the Tools 
and Training Working Group. 

 
Names and Date  [Moderator and Clerk of Session and others, if desired] 
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Post-Series Appendix 2 Resource 

 

 

 

Kotter, John, & Rathgeber, Holger. 

(2005; 2017). Our Iceberg Is Melting: 

Changing and Succeeding Under 

Any Conditions. New York, NY: 

Portfolio/Penguin, 161 pp. 13 

Kotter is a professor emeritus, Harvard 

Business School, Cambridge, Massachusetts. 

Rathgeber is a former Fortune 500 business 

executive. 

 

 

 

 
Using the format of an entertaining fable, Kotter and Rathgeber present The Eight Step 
Process of Successful Change, a research-based planning process.  Its practical 
lessons have been applied successfully by many types of organizations to address 
typical issues like intractable problems, resistance to change, and the role of thought 
and emotion in behavioral change. 
 

Set the Stage 

1. Create a sense of urgency. 

2. Pull together the guiding team. 

Decide What to Do 

3. Develop the change vision and strategy. 

Make it Happen 

4.  Communicate for understanding and buy in. 

5.  Empower others to act. 

6.  Produce short-term wins. 

7.  Don’t let up. 

Make It Stick 

8.  Create a new culture. 
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Post-Series Appendix 3 Resource 

 

Charity to Co-Development:  A Model of Stages of Change 14 

 

 1.  Pre-Contemplating 

Attitude “Our social mission projects do not have a problem.” 
“What we’re doing is working fine.” 

Feelings Reluctant or Resistant:  Indifferent toward, or defensive about, change. 
Resigned:  Overwhelmed by problem; powerless. 
Defensive:  “We’re being pressured by outsiders who have an agenda.” 

Perception Responsibility for the problem lies beyond us:  “Society has changed...”  “We’re 
doing all we can.” 

 2.  Contemplating 

Attitude “I’m willing to consider that there could be a problem.” 
“I see there’s a problem.  Let’s name the causes; let’s identify possible solutions.  

But we’re not ready to make a decision to change.” 
Beginning to think more about the future than the past, naming & weighing pros 

& cons. 
Feelings “I’m uncomfortable with our present status.” 

“Real changes could improve what we’ve been doing.” 
“I know where I’d like us to go, but I don’t know how to get there.” 
“I know where I’d like us to go, but we’re not ready to change.” 

 3.  Preparing 

Attitude Planning to take action which will change behavior. 
Thinking more about the future than the past. 

Feelings Still some ambivalence (anticipating, anxious, excited). 
Factors Skepticism, reticence, & discomfort compete with hope, readiness, & anticipation 

of potential benefits. 
Resources to begin &sustain the change are identified. 

 4.  Acting 

Attitude “We will commit our time and energy to follow our plan and modify our 
behaviors, which will lead to new outcomes.” 

Feelings Ready, prepared, willing to risk. 
Factors Resources are in place:  competency (skills, knowledge); support (people, 

financial, material, partners & collaborators); a plan. 

 5.  Sustaining 

Attitude “Sustaining the change requires sustaining our new actions.” 
If there is a slip Return to Pre-Contemplating or Contemplating (slips are opportunities to learn). 
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Part of the Missional Study Team from the Dining Room Ministry (DRM) of Third 
Presbyterian Church, Rochester, New York, who gathered to plan their next steps following 
completion of the series.  The DRM Team was the sixth of six teams in the pilot program. 

 
 

Workbook 10 – Endnotes, References, & Acknowledgments 15 

 
1  Missional Study Team, Central Presbyterian Church, Geneseo, New York.  Case study 

presentation to the Pilot Congregations Support Workshop, 03/24/18, LeRoy, New York. 

2  Newsletter, First Presbyterian Church, Batavia, New York, December, 2016. 

3  Diane Hanna, Missional Study Team, Irondequoit Presbyterian Church, Irondequoit, New 
York.  Personal communication, June 18, 2021. 

4  Research affirms that as congregations engage people, and do so missionally, the project’s 
size or scope expands.  New partners emerge, both within and beyond the congregation.  
We recognize that “expanding is emotionally expensive.”  See the experience of 25 
congregations in a 5-year study:  Dudley, Carl S. (1997). Civil Investing by Religious 
Institutions: How Churches Launch New Community Ministries (Essays on Philanthropy 
series, No. 28). Indianapolis, IN: Indiana University Center on Philanthropy, pg. 12. 
[Unpublished monograph]  The results may seem counter-intuitive.  Rather than new 
community ministries being a resource drain, new initiatives “expanded all resources,” 
specifically people and income (pg. 13).  Further, there were “significant increases in the 
measures of commitment to the church and to programs of [the congregation’s] community 
ministry.” (pg. 14). 
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5  For a helpful discussion of change, conflict, and tension, see:  Parsons, George, & Leas, 

Speed B. (1993; 1994). “Creative Tension.” Chapter 3 in Understanding Your Congregation 
as a System: The Manual. Bethesda, MD: The Alban Institute, Inc., pp. 21-24.  (A 2014 
edition was published by Rowman & Littlefield, Lanham, MD.)  They report lessons from 33 
years of combined experience as nationally recognized consultants who apply systems 
theory to severely conflicted congregations.  They differentiate between healthy tension and 
severe conflict.  They conclude that healthy congregations maintain a creative tension 
between groups seeking to initiate change and those seeking to preserve the status quo.  In 
their analysis, the real problem is when the balance between these is lost, i.e., one group 
dominates the other.  Managing creative tension, they counsel, prevents severe conflict. 

6  See also:  Dudley, Carl S. (1998). Section on ‘Congregational Conflict’ from “Process 
Dynamics of Congregational Life,” Chapter 4 in Ammerman, Nancy T., Carroll, Jackson W., 
Dudley, Carl S., & McKinney, William. (Eds.). Studying Congregations: A New Handbook. 
Nashville, TN: Abingdon Press, pp. 119-125.  [Accessed 04/01/23: 
https://archive.org/details/studyingcongrega0000unse]  For a research-based discussion, 
see:  Mercer, Joyce. (2014). 6 Ways to Keep Congregational Conflicts Constructive. 
[Accessed 04/01/23:  https://studyingcongregations.org/ask-an-expert-6-ways-to-keep-
congregational-conflicts-constructive-by-joyce-mercer/] 

7  “To view a congregation through a resources frame is to ask what it has the potential ‘capital’ 
to accomplish…  The ‘capital’ to which you will give attention from this vantage point may be 
the congregation’s members, its money, its buildings, it reputational and spiritual energies, 
its connections in the community, and even its history.  These are the raw materials of 
congregational life.”  Ammerman, Nancy T., Carroll, Jackson W., Dudley, Carl S., & 
McKinney, William. (1998). “Introduction: An Invitation to Congregational Study.” Chapter 1 
in Ammerman, Nancy T., Carroll, Jackson W., Dudley, Carl S., & McKinney, William. (Eds.). 
Studying Congregations: A New Handbook. Nashville, TN: Abingdon Press, pg. 15.  
[Accessed 04/01/23: https://archive.org/details/studyingcongrega0000unse]  

8  See also:  McKinney, William with Ruger, Anthony T., Cohen, Diane, & Jeager, Robert. 
(1998). “Resources.” Chapter 5 in Ammerman, Nancy T., Carroll, Jackson W., Dudley, Carl 
S., & McKinney, William. (Eds.). Studying Congregations: A New Handbook. Nashville, TN: 
Abingdon Press, pp. 132-166.  [Accessed 04/01/23: 
https://archive.org/details/studyingcongrega0000unse] 

9  The SMARTER acronym is a variation of an earlier one, SMART.  Apparently, there is no 
definitive source for the origin.  [Accessed 04/01/23 at:  https://rapidbi.com/history-of-smart-
objectives/]  The acronym’s basics are widely used by diverse practitioners, e.g., profit-
oriented business managers and counselors who specialize in behavioral change to improve 
client well-being.  We authors do not overlook God’s grace and the Holy Spirit’s movement 
in the planning process.  Our concern is to correct the tendency of social mission teams to 
avoid developing plans, or, if they do, to use vague terms lacking definition. 

10  Stokes, Allison, & Roozen, David A. (1991). “The Unfolding Story of Congregational 
Studies.” Chapter 11 in Dudley, Carl S., Carroll, Jackson W., & Wind, James P. (Eds.). 
Carriers of Faith: Lessons from Congregational Studies. Louisville, KY: Westminster/John 
Knox Press, pg. 188.  [Accessed 04/01/23: 
https://archive.org/details/carriersoffaithl0000unse] 

11  There is no formal academic discipline dedicated to the study of congregations.  The 
general term congregational studies has long been used to refer to the work of people 

https://archive.org/details/studyingcongrega0000unse
https://studyingcongregations.org/ask-an-expert-6-ways-to-keep-congregational-conflicts-constructive-by-joyce-mercer/
https://studyingcongregations.org/ask-an-expert-6-ways-to-keep-congregational-conflicts-constructive-by-joyce-mercer/
https://archive.org/details/studyingcongrega0000unse
https://archive.org/details/studyingcongrega0000unse
https://rapidbi.com/history-of-smart-objectives/
https://rapidbi.com/history-of-smart-objectives/
https://archive.org/details/carriersoffaithl0000unse
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trained in different disciplines, primarily in the social sciences, who use those disciplines’ 
methodologies to explore how congregations are structured and function within their context.   

 E.g., the influential Congregational Studies Team, founded in 1982, is described as “an 
informal research group” by the Center for Practical Theology, Boston University School of 
Theology.  [Accessed 04/01/23:  https://studyingcongregations.org/congregational-studies-
team/]  Much of the published literature is by academicians addressing colleagues or 
professionals, especially clergy, in ways which do not engage lay people.  Another subset 
comes from consultants offering simplistic, one-size-fits-all solutions.  Measuring Mission 
retains a scholarly rigor while integrating material so it may be applied with congregations in 
which social mission volunteers are respected and valued as the primary practitioners. 

12  This matches the teaching of Paul, the apostle, in his letter to Christians at Corinth:  All parts 
– the gifts of the Holy Spirit – are important, and all parts work together (I Corinthians 12). 

13  Kotter, John, & Rathgeber, Holger. (2005; 2017). Our Iceberg Is Melting: Changing and 
Succeeding Under Any Conditions. New York, NY: Portfolio/Penguin.  [Accessed 04/01/23: 
https://archive.org/details/ouricebergismelt0000kott_j6n1/mode/2up]  For a shorter, earlier 
version, see:  Kotter, John P. (1995). Leading change: Why transformation efforts fail. 
Harvard Business Review, 73(May/June):259-267. Accessed 08/07/23:  
https://hbr.org/1995/05/leading-change-why-transformation-efforts-fail-2  

14  We adapt James O. Prochaska and Carlo C. DiClemente’s transtheoretical model of 
individual behavior change and apply it to congregations and social mission projects.  For 
their model, see:  Prochaska, James O., & DiClemente, Carlo C. (2005). “The 
Transtheoretical Approach.” Chapter in Norcross, John C., & Goldfried, Marvin R. (Eds.). 
Handbook of Psychotherapy Integration, 2nd edition. New York, NY: Oxford University 
Press, pp. 147-171.  The model is validated in clinical interventions for smoking cessation, 
stress reduction, adherence to antihypertensive medication, adherence to lipid-lowering 
drugs, and reduction of depressive symptoms.  For examples, see the Website of Pro-
Change Behavior Systems, Inc., South Kingstown, RI.  [Accessed 04/03/23: 
https://www.prochange.com/]  Prochaska was named by the American Psychological 
Society as one of the Top Five Most Cited Authors in Psychology, 1990-1995. 
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