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 “Cooperating Congregations”

For several years, our Diocese has been working with parishes to encourage them to cooperate in developing new models of ministry.  This began with congregations in industrial Cape Breton and in Stellarton, New Glasgow and Pictou. These congregations have developed new alignments and new ministry teams to form 3 quite different parishes. There are several other groupings of congregations now in discussion. 

The Diocesan Visioning process identified Healthy Congregations as one of four major priorities. One of the strategies in moving toward Healthy Congregations is the process outlined following called “Cooperating Congregations”.  This involves conversations among congregations that lead to decisions about new ways of cooperating in order to provide the best ways of proclaiming the Gospel and living out the Christian life in the local setting.

It is essential that congregations entering into this process be open to the work of the Holy Spirit to provide new insights into how best to be the people of God in ministry in this time and place. It is important to  take sufficient time to build new relationships while new ministry ideas are forming and being implemented.

COOPERATING CONGREGATIONS

Diocese of Nova Scotia and Prince Edward Island

GETTING STARTED

Initial Stage

· Someone takes the initiative -- Bishop or Parish.

 It helps to begin with some understanding of the Scriptural and/theological basis for working together to identify new ways of ministering. Several passages follow which can form a basis for discussion. These could be used in a variety of ways, e.g. a joint Bible study involving folks from the parishes to be in the discussion; as a Bible Study to begin each meeting as discussion begins. 

SCRIPTURAL BASES FOR DISCUSSION
1 Peter 2:4-10 -- Living stones being built by God into a spiritual house.

Ezekiel 37:1-22 -- From the dry bones God promises new life by joining two divided nations.

John 15:1-11 -- Necessity of being rooted in God for a fruitful life.

Romans 12:3-8 and 1 Corinthians 12:12-27 -- Sharing gifts, sharing the abilities we have build a strong body of Christ

Exodus -  Wandering in the wilderness; questions of trust in God, faith in leadership; being open to radically new ideas

THEOLOGICAL CONCEPTS


God’s new life – Isaiah, “Behold I am doing a new thing”.  “If anyone is in Christ they are a new creation.” Revelation –“Behold I make all things new!”

Stewardship

(
sharing of resources

(
money

(
people

(
time

(
facilities

Community

(
Acts 2:43-47 -- sharing resources in common for the building up of the Christian community

Healthy Faith Community

(
“Five Marks of a Healthy Congregation” (Alice Mann):

(
our congregation’s members know who they are before God

(
our congregation knows what it is called to do

(
our congregation has the resources and leadership necessary to carry out its calling

(
people experience the power and energy of the Gospel in their worship and life together

(
the activities of our congregation make discernible differences in individual lives and in the larger world around us


Baptismal Covenant

BAS  p. 158-159


Rule of Life



BCP p.  555

(
Plan for joint events, shared liturgies, social events with the possible participants. It is very important to allow time for people to get to know each other across existing parish boundaries. These need to continue throughout the processes described below.

Second Stage

(
Carefully structured meeting of the Bishop and designated Archdeacon and Regional Dean with each Parish Council.  This meeting includes:

(
telling stories about successful processes by lay leaders who have experienced them

(
sharing stories about the variety of possible outcomes by lay leaders who are now living the new outcomes

(
sharing ideas of cooperation and possibilities

· explanation of availability of external facilitators, potential costs and possible funding

· discussion

· appointment of members to Joint Task Force (comprised of strong lay leadership)

       and lay chairperson or co-chairs taking into account representation of congregations involved

(
an Archdeacon and a Regional Dean are appointed by the Bishop to work with the Task Force
(
Task Force convenes series of meetings: 

(
to educate congregations in parishes about opportunities for shared ministry

(
to engage congregations in parishes in visioning for a different future

· Take Force reports regularly to each Parish Council, Archdeacon, Regional Dean.

· Parish Councils make a decision about moving forward to a new model of ministry.

(
Practical matters need to be addressed; e.g.

(
legal fees -- potential costs and who will pay

(
budgeting, finances

(
buildings

(
personnel

(
financial negotiations; e.g. allotment arrears, loan payments, trust funds, investments

(
consideration of pluses and minuses

(
serious care and consideration in disposition of assets and liabilities, including buildings (churches, rectories, halls), land, furnishings, endowment funds, memorials

· How to communicate well with all those involved in the potential changes. Facts need to be communicated clearly and often to combat rumour.

(
Development of proposals by Task Force.

(
Consideration of specific proposals by Parish Councils with feedback to Task Force about preferred option.

(
Adjustments to one proposal.

Special congregational meetings in each parish to present the proposal and request approval.  Get particular wording of resolutions required when a specific proposal is accepted from Executive Assistant to Bishop.

· Task Force brings results of meetings back to Bishops’ Office for next steps.

POSSIBLE OUTCOMES

(
Some possible decisions include:

1.
Move ahead on “trial basis”

2.
Move directly to Amalgamation


[e.g. Sydney; Annapolis/Granville/Rosette; Strait-Chedabucto; Guysborough/Canso/Halfway Cove]

(
legal decisions for new parish

(
one new corporation

(
new name

(
one new council

(
all assets and liabilities go into one

(
new ministry team

3.
Share ministry; retain buildings


[e.g. Anglican Churches of Pictou County; Glace Bay/New Waterford/Dominion/Port Morien]

(
existing councils continue with “overseeing” council

(
shared costs of ministry, administration (e.g. secretary, office) and programming (e.g. Lenten resources, Christian Education materials)

(
new ministry team

4.
Share ministry; close some buildings


[e.g. Emmanuel/Holy Trinity, Dartmouth]

(
buildings deconsecrated and disposed of

(
new ministry team

Third Stage

(
Implementation involves the following aspects:

Pastoral

(
care for grieving parishioners

(
care for clergy being moved

(
“memory book” as part of process

(
who/what we were; process we used; who we are now; signs of new life

(
this was our struggle; what we decided to let go; what we decided to keep

· Help people think through where they will attend church if their building is being closed.

· Help parishes involved to develop strategies for welcoming people from congregations that are closing.

Liturgical

(
deconsecration and closure liturgies

(
thanksgiving for witness of congregations

(
recommitment of people in renewal of baptismal vows

Administration

(
envelopes – What is the effect on giving during the process; after a decision?

(
changes to charitable registrations 

(
new accounting procedures

(
parish registers: archiving old, starting new

(
parish lists

(
disposition of assets

(
allotment negotiation

· Will some churches be used on a limited  basis? E.g. once a month – notify insurance Jarvis de Conde 

· Request for deconsecration of church building requires a specific resolution from parish council (ask Gordon Redden). What can a deconsecrated church be used for? No liturgical use, parish must maintain insurance and retains legal responsibility. Can be offered for sale. Cemeteries cannot be sold.

· Sale of property requires the consent of the diocesan bishop. Notify insurance.

· Get diocesan guidelines on demolition of church buildings. (Gordon Redden) Notify insurance.

Legal

(
changes to the Constitution and Church Act with respect to separation/ amalgamation/name change (to be approved by Diocesan Council)

(
transfer of deeds

(
involvement of Diocesan Solicitor through the Executive Assistant to the Bishop

(
financial commitments

(
new parish seal

(
involvement of Diocesan Registrar

(
necessary documents completed

(
Appointment of new Clergy and new Parish Council/ church councils.

Celebration of New Ministry


Clergy and lay leadership prepare and sign covenant in ministry. Liturgical celebration of commissioning/covenanting for new leadership.

PLANNED REVIEW

(
Time set at the time arrangement is put in place.

(
Matters to be addressed at the Review:

(
in your experience to date, what can you . . .

(
applaud?

(
affirm?

(
celebrate?

(
in your experience to date . . .

(
what gives you cause for concern?

(
suggestions for strengthening new ministry configuration

PRINCIPLES

(
Bring participating congregations together regularly for worship and fellowship.

(
In those cases where the Archdeacon’s or Regional Dean’s parish is involved, that Archdeacon or Regional Dean is not to be in a lead role; i.e. not “driving” or “facilitating” the process.

(
Those Archdeacons and Regional Deans to be involved need orientation around role and process.

Bishop, Archdeacon, Regional Dean and Rectors involved, need a clear communications strategy, that is made known to the lay people involved. If there is a change of clergy during a potential cooperative process, new clergy need to be provided with the history and brought into the conversation.

· Task Force needs a clear, publicly-stated, communications strategy for getting information out and getting feedback, questions and concerns  in.

(
Strong lay leadership is required.

(
Roles need to be publicly defined and Task Force members need to be publicly named.

(
Clear statement of possibilities:

· for outcomes

(
for distribution of assets (buildings, contents, money) with clear process for doing it

(
for dealing with debts with process for doing it

(
Always provide a clear statement of expected legal fees and ask how they will be paid.


Diocese will cost share expenses for consultants to assist parishes  who choose to engage these processes. Application must be made to the Diocesan Bishop. 
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