A FIVE YEAR CONTINUING TRANSFORMATION PLAN
Hoge Memorial Presbyterian Church (HMPC)
A PROPOSAL FOR MISSION FUNDING

SUBMIITED TO THE SCIOTO VALLEY PRESBYTERY

I. INTRODUCTION
Building on the collaboration and the vision of Hoge pastor, Dr. H. Leigh Holder-Bobo, and executive presbyter, Dr. Dana Knapp, the consultative services of John Sharick were acquired to engage the HMPC in developing a five year transformation plan for the HMPC congregation.  Sharick accepted the assignment after conversation with Holder-Bobo and Knapp, providing a budget for his services, and a verbal agreement to seek to stay within the of the Presbytery’s budget process.  Regular reports were to be made to the Executive Presbyter concerning the progress of this project. It will be important that any Plan for transformation be a means to fulfill the adopted Scioto Valley Presbytery’s Mission Statement with respect to support for and fulfillment of mission within its congregations, and be designed for that intention.
Role of the Consultant:  The consultant understood his role and function on behalf of the Presbytery of Scioto Valley and the HMPC to be defined as follows: 
1.  To engage the participation of the HMPC’s Staff, Session, and Congregation in the Plan’s development and eventual form, thus building emotional and spiritual ownership of the “final product” on the part of the HMPC leadership and congregants. 
2.  To provide Biblical and theological meaning of the transformation process as a basis for the continuing five year plan being developed.
3.  To provide to Staff, Session, and Congregation, with appropriate time for dialogue, information about the meaning and the process of transformation in a congregation-- what it is, its implications and risks, and its desired outcome.

4.  To be clear regarding behavioral changes brought about by transformation in a congregation--what they are, and how they manifest themselves in congregational life.  

5.  To make honest, forthcoming, and clear statements and comments about needs and changes in HMPC’s assumptions and expectations regarding its future, even when such are not necessarily appreciated; the same with questions asked of leadership and congregants when attempts are made to stop and interrupt the progress of faithful transformation for relevant ministry.   
6.  To represent honestly and fairly the Presbytery of Scioto Valley and its investment in the future ministry and mission of HMPC, reporting to the Executive Presbytery by email what plans for my interventions, desired outcomes, and reporting what did happen following the interventions.

7.  To write and review drafts of the Plan to appropriate audiences drawing upon gathered data and information “received from HMPC people and demographics, my personal experience and knowledge acquired by consultation with other congregations, and accumulated understandings and perceptions of congregational transformation from study, training, and teaching. 

 Transformation:  To understand this proposal, being conversant with the meaning of transformation, and a process to accomplish it, is in order.  Transformation is not to be confused with transition.  The latter is understood to mean smaller, more superficial incremental changes and adjustments in the life of a congregation primarily within its existing DNA (consisting of its core values, understanding of mission, basic belief system, and vision for its future).  Transformation is an in depth process in the life of a congregation that substantially changes and reshapes the components of a congregation’s DNA, thus adjusting its’ assumptions and attitudes about church and ministry, its’ understanding of the church’s purpose and meaning, while at the same time changing its basic motivations, reasons, purposes, and forms of ministry and mission.  Transformation ushers a congregation into much deeper and probing rethinking, and eventual understanding, of what it is “the Lord requires”, than does transition and incremental changes of transition.  To say that differently, growing into new understandings and exercise of ministry changes the congregation’s DNA through discernment and experience, which in turn enables and encourages new, different and more relevant ministry by the congregation.  At HMPC these two levels of change have been in effect, and have been accelerated as the continuing transition plan is being contemplated, understood, and conceived.
Major Result:  A major result of congregational transformation, discernment, contemplation and implementation of new and different ministries in different forms, is the introduction of adaptive work into the life of the church.  Adaptive work is mental, physical, and spiritual effort ways of getting things done that have not here to fore been encountered by the congregation.  Adaptive work is in contrast to technical work which is represented by tasks and labors in a congregation to which we are accustomed, and for which we have over time developed the skills and capabilities to do.  Adaptive work demands new ways of thinking, a different understanding of possibilities and objectives, and new and additional aptitudes for which we may neither at first have the understanding nor have even considered.  It is easy to see why transformation, and accompanying adaptive work, is often avoided by congregations, the idea being discarded, the choices of a congregation for ministry and mission being dictated only by that which can be done by technical work.  Too often, choosing to live within the confines of technical work, leads to a “stuck” congregation, or even worse, one in decline.     
Bible and Theology:  Transformation was basic to the ministry of Jesus as he called for changes in priorities, thinking, believing, and behavior, inviting followers to follow him as THE WAY.  To do so engaged persons to go far beyond simply believe, but required  the adoption of a new life style, which if accepted, brought a person to “citizenship” in the Kingdom of God marked by grace, love, peace, service and caring.  Such a call to transformation of the person was to lead to the transformation of the social and political community within which people lived, of one of subservience, oppression, economic hardship, and a powerlessness over one’s own existence and future.  Transformation of a congregation calls the people of God to go beyond belief to live THE WAY, and by so transforming their living, to prepare them to demonstrate THE WAY of new life to the community in which God has called them to witness.  Such is the call in this time to HMPC.  To do so challenges the HMPC saints to think, believe, and act differently than they have been in their past, not because their past was wanting or wrong, but because their church culture, and the culture surrounding their church facility has changed dramatically.  God is, in fact, “doing a new thing.”  Just as Jesus called upon experienced, qualified, dedicated fishermen to change their assumptions and practice of fishing by casting their nets differently—on the other side of the boat, or into the deeper water, depending on the text, and by so doing loaded the boat with fish near sinking—so HMPC is being called to set aside, or to add to, their common and regular routine, in order to discern and respond to the Lord’s “new thing” for it as the people of God.    
“Continuing”:    The reader may be wondering why the word “continuing” appears in the title of this proposal in as much as the covenant with the consultant calls for simply a “five year transformational plan.”   During the time of the consultant’s interventions at HMPC, and conversation with staff and leadership, it became obvious that the Presbytery’s call to Leigh Holder-Bobo to begin a ministry of engaging the congregation in efforts of transformation had, in fact, begun.  She has been successful in planting transformation seeds which have, in fact, begun to germinate and are beginning to grow.  Further, she was joined in ministry by Debbie Lewicki, who volunteeres as HMPC’s Parish Associate.  Thus, in fairness and celebration of what has already begun, we use “continuing” in the title, and the purposefulness of this proposal.   
II. CHURCH, LOCATION, AND OPPORUNITY

Church   The HMPC family has a recorded membership of 120 persons, of which 60 are participating in the worship and other activities of the congregation.  Their participation is at several levels of congregational life—financial support, worship attendance, active mission opportunities, and leadership positions.  HMPC worship attendance averages 40 persons per week. 3 elementary age and 5 youths are included in our active participants.  Leadership is provided by a Session of nine elders, and nine persons serve as deacons.  There are 2 active women’s circles and 2 summer youth educational opportunities; a neighborhood Vacation Bible School and Peace School - a week long experience of how to live in a non-violent way.  A weekly food pantry serves 150 families monthly, and a Saturday evening worship experience, twice a month (in September 2010 beginning weekly) with a meal is attended by between 25 and 40 persons.  The HMPC facility has 5 class rooms (two with kitchenettes, one with a nursery-pre-school room), 4 offices, a library, a sanctuary/nave which holds 1000 worshippers, a choir room, a fellowship hall with a stage and accompanying kitchen, necessary well-placed rest room facilities, 2 classrooms, and storage spaces used by the Food Pantry.  Racially and ethnically, one African American participates.  
HMPC presently houses literacy classes, girl scouts, boy scouts, 2 AA gatherings, 1 NA gathering, and servicing space for the Mt. Carmel Medical Bus.  Our present ministries reach 517 persons (not HMPC participants) per week.  A financial stewardship profile within which supports the present service within the church and to the community is as follows:
Year                           Total Offering $s           General Mission $s                      Membership

2005                               $267,445                         $38,963                            
151

2006                                 153,940                           20,937                            
145
2007                                 155,626                           28,871                            
140

2008                                 150,803                             7,197                            
126

2009                                 102,913                                                                  
115

The HMPC facility sits on the north edge of Westgate, a community on the western side of Columbus, historically being the pearl of what is known as Hilltop.  Westgate has been the primary community historically served by HMPC.  In l950 HMPC relocated to the North side of Broad Street.  At the same time the community North of Broad Street has changed dramatically as the result of bussing and the in-flux of new residents changing the socio-economic and racial ethnic profile.  Many physical, spiritual, emotional, and relational needs of people around and near the church facility remain unaddressed.    

Community:  This expanded continuing five year transformation plan for HMPC is in great measure prompted by its strategic and needful location in urban Columbus for Presbyterian and reformed witness by means of relevant ministry and mission. While demographics indicate a slight decrease in the next few years of over-all population in the immediate HMPC community, the present and future population must be the primary focus of ministry and mission for the HMPC congregation.  That population can be characterized by the following descriptions:

1.  Decreasing number of Anglos, increasing numbers of African-Americans, Hispanic/Latinos, Asians and Native Americans, Hispanic/Latinos with Asians being the dominant and fastest growing racial/ethnic groups.
2.  Dominant and projected generations present are Millennials and younger, Survivors, and Boomers with Survivors being the largest.

3.  Dominant cultural/economic populations: Middle America lifestyle, non-traditional family structures, and persons of lower education.  

4.  Residents’ concerns reflect sustaining life: basic, with somewhat higher stress conditions than normal, and an average resistance to change in their lives.  

5.  Residents present an average receptivity to faith, have a low potential for faith/church support, and are in the middle on preference of traditional-contemporary church style as well as having or not having a religious preference.  Their church program preference is highly recreational. 

6.  Many single parented families are resident in the community.  

The community context is described by:

1.  Increasing number of vacant business facilities, and boarded-up buildings, manifesting the exiting of commerce and readily accessible stores and markets.

2.  Increased awareness of danger on the streets and resulting fear, particularly at night.

3.  A contrast between Broad Street; less stable (North) and more stable (South) neighborhoods, with regard to mobility, racial/ethnic population, and economics.
4.  Decreasing power and control by residents of their own destinies relative to decisions about politics, public education, and city services.  
5.  A combination of hopefulness and apprehension brought on by the future location of a casino nearby.

Opportunity:   From this demographic and community description, it becomes obvious that the opportunity for new and innovative ministry and mission on HMPC’s part is on call from the Lord of the Church. Does HMPC go to Ninevah as the Lord requires, or does it take a path of denial and avoidance?  It is also obvious that the ministry called for in the next several years by HMPC will not be that to which it is accustomed.  HMPC faces what many congregations are facing in these times—the culture around the church facility, and the church in the church facility have both transitioned radically.  Therefore, for HMPC to respond faithfully as Jesus’ people to the needs and opportunities in its community, it, like other congregations, is called to reexamine its assumptions, core values, basic beliefs (DNA), that it may fulfill, in Jesus’ name, its’ discerned Vision (see below III.).
III. PROCESS USED FOR DEVELOPING THE CONTINING PLAN

Staff:   HMPC is being led by a staff (pastor and parish associate) both of whom are committed to transformation, relevant ministry within and outside the church’s facility, and one that is Biblically, theologically, and spiritually sound and motivated.  The ministry they support is one of sound firm foundation within the congregation, and one that will extend peace, justice, compassion, and faith into the neighborhood.  If HMPC’s continuing transformational plan for ministry is seen only or primarily as a means to increase church membership and thus to extend its life, it will fail.  If through a ministry of caring, justice, peace, and support into the community the congregation grows in number, in vitality, and faithfulness, such will be cause for praise to the Lord of Church, and will cause growth for the congregation.  HPMC is being called to recognize that at this time in its life job one is engagement, not conversion.  Engagement of the strangers in the neighborhood and the powers that dictate their lives, and through that engagement, conversion will be the Spirit’s work, which if the Spirit wills, will happen through the community HMPC growing relationship.  It is to this description of reality and to the resulting ministry the staff of HMPC is committed.  
Vision: Prior to the intervention of the consultant, Hoge had already framed and adopted a Vision descriptive of what it understands God’s will and preference to be for the future of the congregation.  A Vision describes what the congregation believes God wants it be as a people and to do as Jesus’ laborers in the vineyard.  It is a work picture of the future, with what the congregation is doing in ministry and mission seen as work to make the Vision actually come to pass!  The process and the work for forming this continuing transitional plan is based upon the labor expended on faming the Vision and the work to increase “ownership” of the Vision on the part of the Session and congregation.                  
The Hoge Memorial Presbyterian Church’s Vision is:

FEEDING THE COMMUNITY PHYSICALLY
AND SPIRITUALLY
Session:  The congregation’s Session, elected to exercise leadership with “energy, intelligence, imagination, and love” (ordination/installation question No. 8), are in the strategic position of supporting the Biblical, theological, and practical theory behind and implementation of transformation.  Any plan to transform a congregation, increasing the relevancy of ministry and mission without that leadership will be weakened, if not doomed.  Thus the consultant initially engaged the Session in dialogue toward an understanding of the real-life implications of transformation (what we came in our time together to call “having the stomach” for this continuing venture!).
We worked together for two full Saturdays (a huge stewardship gift of time, energy, and capabilities) on their part.  They were joined by other chosen leadership from the congregation who needed to be on board with a transformation “mind-set”.  It was ascertained that the accumulative years of service to the church on the part of the HMPC folks present was 375!  The first Saturday began by hearing again God’s declaration through the prophet Isaiah to the Israelites returning from exile (remembering that some point out the church is now in exile, in a strange land [culture] seeking to be faithful): “I am doing a new thing.  Can you not perceive it?”  Time was given for each person to describe the changes observed in “neighborhood” and in the congregation.
The consultant led the leadership through general steps of congregational transformation explaining the implications of each: stability, discontinuity, dis-embedding, transition to transformation, and reformation of the emerged “the new and different”.  

Conversation among the leadership soon led to the realization that the evolution of transformation in a congregation does not happen without stress, anxiety, disagreement and even conflict. Time was spent in helping leaders understand that they may expect changes in congregant behavior within the church fellowship, even perhaps among the leaders themselves, such as: triangularizing, boycotting, holding hostage, keeping secrets to exercise power, and sabotage to name a few.  As transformation caused anxiety increases, people begin to focus in the shortcomings and behavior of others, neglecting to recognize and examine their own!  Sharing the ten largest reasons for congregational anxiety and for “acting out”, the consultant demonstrated that eight of them are related to transformation within a congregation.  It was agreed that the leadership gathered would meet another Saturday with the consultant with the addition of more congregational leadership.  

The second Saturday began by rehearsing the Biblical story of the woman with a twelve year bleeding malady, relating the woman’s total health situation—physical disease--bleeding, emotional disease—stress of self-worth and personhood, relational disease—excluded socially by the purity laws,  and spiritual disease—knowing Jesus as the healer—to the HMPC Vision (see above).  “Feeding” in the Bible, we said, is a direct act from the God of grace, compassion, justice and caring for God’s people (examples: manna in the wilderness and the feeding of the thousands).  A congregation’s leadership must be conscience of two real and related communities: the church called into being through faith in Jesus, and the church’s larger community, children of God’s creation, living around and near the church facility, which the church community is called to serve.  “Feeding” and serving involves, as the Biblical story cited above relates, providing spiritual, physical, relational and emotional “gifts”, which in combination provides what the Old Testament calls shalom.      
The leadership was provided for contemplation a listing and definition of the characteristics best possessed by transformational leaders.  The consultant led the leaders in looking carefully at the costs to a church of engaging transformation involving: heritage and tradition, attitudes, lifestyle, personnel, organization, property, and financials.  Careful note was taken of the fact that congregations, each of a distinctive DNA—that which distinguishes them from other congregations, namely core values, basic beliefs, mission description and activity, and vision—change their DNA which is a part of transformation in the life and ministry of a congregation.  Because the Session would be providing special leadership to the congregation the next day following worship (see below), time was given training for that task.
Congregation:    It is important that the congregants provide in-put into the transitional process by sharing their understanding of what they believe God is calling HMPC to be and to do out into the future.  After worship and a lunch on Sunday, congregants seated themselves around circular tables, with an elder and an assigned “scribe” at each table.  The consultant, following orientation as to what was to happen and why, posed two questions to the gathered congregants, giving 40 minutes for dialogue on each (Session members and scribes only facilitated, did not participate).  Question One:  What do you believe God is calling HMPC to do (action/activity) fifteen years out into the future? And Question two:  What do you believe God wants HMPC to be (character/personality) fifteen years out into the future?  Responses were collected at each table and collated by the consultant, then sent to each Session member.  This material along with material gathered from the Session answering similar questions the day before was used as “raw material” to design the five year continuing transitional plan.  Although the Session was concerned that few congregants would remain for the “table talk”, only six person from the worshipping congregation exited following worship, four having sound reasons for their absence.  Six tables of eight were occupied for the information gathering.    
Drafts of the Plan:   Using the material A) gathered as the result of the above process, B) demographic material, and C) personal observation and listening, the consultant composed a First Draft of the document which was reviewed and edited by the staff.  The Edited Second Draft was reviewed and responded to by the Session, receiving suggested changes and observations for possible further editing.  The Edited Third and Final Draft of the Plan, in the form of a Proposal, is now in your hands, the entities and members of the Scioto Valley Presbytery for your review, consideration, and anticipated approval.      
IV. PLAN FOR TRANSFORMATIONAL MINISTRIES—TIME AND COST
This Five Year Continuing Transformation Plan represents some continuing HMPC ministry efforts, accompanied by new and emerging ministry efforts, all in the context of and directed to the fulfillment of the HMPC Vision. The Proposal represents both the continuation of transformation in HMPC and the means by which transformation will continue in HMPC’s life and its surrounding social and economic community.   Represented by this Plan is renewing DNA on the part of HMPC and its committed leadership, demonstrative of a spirit of transformation.  These proposed ministries generally fall into the following categories of content and emphasis: ecumenical and denominational cooperation; food and health provision; worship and religious/values education; life skills and assistance; provision of urban ministry leadership and opportunity.
The ministries presented are arranged by year one of the plan through year five, with year one assumed as the beginning year of funding following Scioto Valley Presbytery’s approval of financial support of this Plan, and their signature of attestation.  That beginning date will be negotiated between HMPC and the Presbytery as will the process for funding.    

YEAR ONE             (Request: $15,000)
                                    Continuing:                                                           
A)  Collaboration with the ecumenical entity, 




$6,000       

     
Shalom Zone, thus receiving beneficial community 
 information and services, and providing lay people, 
dollar and facility support.

B)  Alternative worship experience (HM3)





$1,500

Expansion by frequency, quality, relevancy to the
community, increased attention to engaging community
 people and addressing community issues and concerns.

C)  Strengthening the Food Pantry Ministry 





$100   

By sharing food service responsibilities with 
community consumers; enlarging food supply 
through cooperation with the Central Ohio Food Bank.

D)  Closer relationships with the organizations/ministries 
Maintaining support of those outside groups presently 
using HMPC facilities.
E)  Expand HMPC Vacation Church School 





$2,300

Into the surrounding community, thus increasing 
number of community participants, eventual 
parent/youth helpers.

                                  Implementing:

F)  Support and cooperation with Shalom Zone

Work with on the street workers.  
Possible objective: identifying people, leadership,

 and strategy information for nesting a Latino/Hispanic 
community of faith.

G)  Explore a laboratory for action/reflection learning 



$5,000

Build strategy for making HMPC’s transformational ministry             
efforts a study area for persons from other Scioto Valley 
congregations wanting “hands on” urban experience.
H)  Explore the feasibility of and establish a Farmers’ Market 


$100
    
To be held in HMPC’s parking lot, specializing in 
fresh produce and products and develop community 

gardens for the hilltop.
I)   Seminary Summer Intern Position 

Plan for and acquire a student intern 





$4,000(3 months per year) 
(June, July, August) with the possibility 




[To be a part of HMPC’s 
of expanding the internship for a full year. 
local mission support.]    



 
YEAR TWO          (Request: $15,000)     
                                Continuing:

A)  Use information and data 
being gathered by street ministry workers 
to support Shalom Zone to build 
HMPC transformation ministries. 

 B)  Gather information about the community 
And its needs from community people 
attending HM3, engaging them in other HMPC ministries.

 C)  Strengthening the Food Pantry Ministry  

By sharing food service responsibilities with 

community consumers; enlarging food supply 

through cooperation with the Central Ohio Food Bank.

 D)  Engage people who use church space in the other ministries of HMPC.

Through the relationship with organizations and 

ministries housed in HMPC facility, build a 

strategy to be more inclusive with regards toward

HMPC ministries.
 G)  Establish educational processes 






$3,000

Use growing roster of presbytery congregational                                 
folks to build workers for other growing ministries.
Engage workers in a learning process building upon                                                            

what they are doing, and at the same time gain information
for improvement of this kind of participation ministry. 
                                Implementing:  

J)  ADAMH board mental health




Begin cooperation and planning with ADAMH board
$1,000

 re: the establishment of a safe place for those in 

need of peer counseling using HMPC facility.

K)  Establishment of a Latino/Hispanic community of faith,



$10,000
Assess information coming from Shalom Zone and                              

from new community people in HMPC to determine 
whether it is time to begin to enable the  nesting in 
the HMPC facility.  Provide start-up assistance. 

L)  Social Service Resource

Print and distribute to those living in neighborhood the


$1,000


community resource guide.                

M)  Visitation by mission teams 
Design of a procedure tht will register the Ministry of         

[Cost of remodling restroom
HMPC in the PC(USA) as a viable and attractive site               
facilities to be underwritten
for mission trips (adult, youth, mixed) from other 


by HMPC supplemented by

PC(USA) congregations from around the country; 


workers from other SVP

remodeling a two restroom facilities to include showers.

churches.]
N)  Impact of the forthcoming nearby casino

Petition the Shalom Zone through HMPC representatives                   

to begin a process of assessing the projected social, ethical,

and economic impact upon the HMPC community and

the Church’s ministry to the community. 

YEAR THREE            (Request: $15000)
                          Continuing:

A through K above                                                                                 

$5,000
                        Implementing:
L)  Multi-media religious values experience

Building on the HMPC Vacation Church School



$5,000

experience, begin strategy for a weekly Saturday or After School 
event using more diverse methods and approaches to be 
directed to community children.
M)  English language classes 

Implementation of ESL for adults and youths, 



$5,000

drawing upon skilled people coming from the
 presbyteries’ churches.    

YEAR FOUR        (Request: $15000)
                               Continuing:

A  through M above                                                                               

 $6,000
                             Implementing:
N)  Single parent support group.
Using information gathered through Shalom Zone and                    

 $4,000 

    
from community people experiencing HMPC ministries, 

     
building upon demographic data, establish support group.
O)  “Cut rate” child-care  

Explore the establishment of for working parents    

 

$5,000 

who can prove financial need; build on M) above.

YEAR FIVE        (Request: $15000)
                                 Continuing:

A  through O above.                                                                                  

$3,000
                               Implementing:

P)   Free women’s and children’s safe house

Research, and design, if feasible, a safe house



$11,000

near the HMPC property. 
Q)   Adoption of a nearby public elementary school 

Plan and implement the adoption, providing 




$1,000

teaching aid, tutoring, and school supplies.




TOTAL FIVE YEAR MISSION SUPPORT REQUEST: $75,000___________                                  
How wonderful it would be if the ministry and mission as described in the Plan above evolved in such an orderly and sequential fashion.  In fact, we are constantly reminded, as well we should be, by the likes of Margaret Wheatly that the church, along with our culture in general, is in a chaotic time.  Cause and effect is not dependable.  Organizational functions are no longer described as mechanical, well-oiled and predictable; when broken can be fixed with replacement parts.  The best description for doing and being church in the here and now is organic—shifting, adjusting, planting, uprooting, and guided by whatever the “weather conditions” may be, the richness of the soil, and the amount of sunshine.  In planning, particularly with smaller churches, I suggest they think seed (plant what we need), feed (nurture what is working), and weed (pluck up what is not working), not ever forgetting weeding.  The Plan above needs to be viewed and accepted in this context of ebb and flow, changing circumstances and opportunities, and dictated by God’s good kairos.  As this Plan becomes incarnate in the life and congregation of the HMPC, God will use the work evolving from this Plan as a means of fulling the Vision of HMPC and for serving the Hilltop community in Jesus' name.  To God be the glory!  

.
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