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Welcome to the National Ministry Summit! Bienvenido

| welcome you on behalf of our six organizatiotise National Association for Lay Ministry; the
Conference for Pastoral Planning and Council Dguralent, the National Association of Church
Personnel Administrators, the National AssociabbDiaconate Directors, the National Catholic Young
Adult Ministry Association, and the National Federa of Priests’ Councils.

We are here to share the findings of the Emergingéls of Pastoral Leadership Project, and celebrate
the work of the past five years. Our thanks gtheoLilly Endowment, for their significant grantén
ongoing support. Because of their generosity, we lteeen gifted with the opportunity to witness the
pastoral life and leadership of Catholic parisimethe United States and what is emerging there.

Over the past five years the Emerging Models Ptdjas conducted 11 symposiums, with nearly 800
people; 3100 online surveys; extensive written gimahe surveys; focus groups of bishops; and
diocesan consultations. When we began the Prajeetssumed we were looking for new
organizational and leadership structures. We megttive pastoral leaders — men and women of
integrity and authenticity — who are experiencioghbsignificant hope and significant challenge. We
began to understand the depth of the challengesiptes, and change facing pastoral leaders of this
country, and how leaders are finding responseseimt What we discovered is that the Spirit is ingit
us into an unanticipated future.

We have moved from the stability of the 40s andwBere everyone knew their role and what they
were supposed to do, through the changes folloWatgan Il. In the past few years we have
experienced much change in our country and ourdaattl gone through unexpected challenges in our
church. In the process, structures are changaaglership roles are evolving, and pastoral pracace
being adapted. As we move through this change, gangenew is emerging.

We are living out what Pope John Paul Il calledajsn his letter to the Church at the turn of the
millennium: “Itis in the local churchdbhat a pastoral plan can be identified which wilable the
proclamation of Christ to reach people, mold comitnesy and have a deep and incisive influence in
bringing Gospel values to bear in society and celth Throughout the Church’s history we have
focused on the ministerial needs of God’s peopl@rter to respond to this invitation, today, peato
leaders are being asked to have the courage teebtve and adaptive.

The Project began by asking lay and ordained Isadeross the country, to talk about parish life] a

we listened deeply to what they said and todinguagepeople chose to describe their reality and their
hopes for their parishes. | have been asked t@ stith you what we found. For those who like to
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know the end of the story before they begin, | wéll you. Parish life, as we have known it is oped.
And what is emerging is very hopeful!

Community

In order to understand the parish today, we asktat makes a parish spiritually vital and alive?”
Over and over the answer came back: these are milgdEucharistic communities.

What are theommunitiesve are serving? There are more than 18,000 parishis country, and we
know that the Catholic population is growing andvwng south and west.

o Inthe Southern tier, California, and on the Atlaseaboard, mega-parishes are growing, serving as
many as 10,000 families in a single parish.

o Inthe latest wave of immigration, Spanish-speakiagple have moved into virtually every diocese,
along with people from Asia, the Pacific Islandsd &hose of African cultures.

o0 Many parishes have multiple language bases.

o Where populations are diminishing, such as in Neasitern dioceses that once served thriving
immigrant populations, parishes are being closestged, or clustered.

o Parishes in small towns and in rural areas oftanesh pastor, have small staffs or maybe noné at al
and are led by parishioners.

0 Many rural parishes serve large immigrant workgrytations. | remember the surprise that rippled
through the room at a gathering in Atlanta, whevoanan religious explained that her parish served
1200 Anglo and 20,000 Spanish-speaking Catholics!

These are the challenges facing pastoral planadeg/t In this country there are approximately 20,0
diocesan priests available to pastor these parigldés of whom are over the age of 55. Two-thirfls o
our dioceses have more parishes than active diogesssts. Religious priest do provide sacramental
ministry but some religious orders are pulling avirayn pastoring. The primary strategy being used by
U.S. bishops to deal with the diminishing numbepiésts available for pastoring is clustering glagis
under the care of a single pastor

Multiple Parish Pastoring

The Emerging Models Project studied this emerginglehof leadership, called multiple parish
pastoring. Nearly half of U.S. parishes share thagtor with one or more parishes or missions.s&he
may be adjoining parishes in a city. They may als@ series of parishes and missions that require a
priest to cover a circuit over a given period aid¢i sometimes living in different residences, sames
only reaching a parish once or twice a month. lasireg demands bring significant challenges as masto
are asked to lead three, four, or more parishes.

| can imagine this scenario going on in many chaese- two pastoral planners are talkiri@he

pastor of St. Mary’s is retiring and there is noecavailable to take his place. Perhaps we cafkiet
Joe, take it on. He’s in the next parish over. $H&'good pastor. He may have to work a little leard
but he can do it.” Then a few months later, anoterish comes open. “Well, we can give that to Fr
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Joe, he is doing a great job with two. He willtjhave to work a little smarter. And he won’t mthe
three missions attached to that parish. He’s a gp=estor!”

The truth is multiple-parish pastoring entails wagidentifiable skills that cannot be reduced to
providing the same ministry in more places. Yay@ handful of dioceses are providing formal
training for this emerging form of leadership. &fone workshop on this topic, a pastor said to the
group, “I thought it was hard because | was dunmiwMNknow it is hard because ithsard”

It is hard. And yet we found that many pastors &hein multiple parish settings are highly creatinel
energized by the challenge.

HR

The project studied how parish communities aredsupported, conducting twelve diocesan human
resource and lay ministry consultations. It is ckbat these emerging models are having a sigmifica
impact on human resources.The growing presence of laity in leadership satecalling for
appropriate and adequate education and formation.

And we are moving, in terms of personnel, from lelgalergy based system to a system based in
partnership. We have a growing and significantramess of the legal and civil implications of beary
employer. The focus of human resources has sogmifiy shifted to civil law, with parishes and
dioceses needing to know employment law.

In studying the HR function of dioceses, over 15@0ple were asked to respond to questionnaires on
human resources. More than 75% of those respondng well aware of the civil obligations of the
church as employer. At the same time, howeves, tlesn 40% indicated adequate attention paid to the
development of employees in terms of continuingcatian, evaluation, retirement, sabbaticals, and so
on. The need to address just practices in empoymas addressed in the bishops’ docur@ent
Workers in the Vineyardollowing our strong tradition of Catholic sociglaching and is going to

require greater attention.

Communities of the Future

What you told us was that the communities of thariwill be:

* Vibrant and welcoming with smaller faith-based couomities
* Total ministering communities with increased lagdership
* Mission-focused, justice oriented communities

* Inclusive of diverse peoples and forms of leadgrshi

Marks of Excellence

While we were studying organizational structures,were also studying the leaders themselves.
Pastoral leaders were asked to tell us what arm#rks of excellence in pastoral leadership? Tivo o
the ‘marks of excellence’ studied, which impact coamity life were 1) being ethical, and 2) being
collaborative.

We have come a long way in understanding ethiealdeship. However, the mark of excellence that
people were most interested in finding our moreudla@s that of being collaborative. How do we work
together as a team? How do men and women workhtege\What does it mean for ordained and
professional staff to work together?
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Welcoming Communities

We are a ministerial people and our language isgelaawith meaning! It became clear that when we
speak of community we are using the languagsoofmunioseeing community as the place where we
are rooted in baptism, in discipleship and evaagébn.

And we see our communities as ‘welcoming’ commaesiti When people talked about being
‘welcoming,’ they were not just talking about hayigreeters and hospitality committees. They were
using the language of the radical inclusion of sunleo-Christian heritage:

« Abraham and Sara welcoming the three strangersheiotent;

« The language of Isaiah: What is the fast | askoof? ... To bring the homeless poor into your
house.

« The language of Jesus recorded in Matthew 25: laxsiganger and you welcomed me.

We have a history of diversity from the earliestds. It may be religious diversity. The Easterd e
Latin rites have learned from each other. It mayHe diversity of the marginalized in societyhe
poor, the handicapped, the elderly.

Multicultural Diversity

The demographics of parish life are changing rgpi@merging models of parishes are ministering to
Catholic population of 64 million and growing. Thmeajority of Catholics are now under 50. Half of
those under 30 are Hispanic. While the most sigaifi numbers of immigrants are found in the coastal
states and in the South, these changing demogsaptedound everywhere. Diversity is the reality of
life today. Parishes in the cities, especially the larger sjitege also experiencing a growing
multicultural population. The dioceses of Los Alegeand Newark each celebrate Sunday liturgy in
more than 60 different languages.

Nearly half of the pastoral leaders we met in thatls and west speak Spanish. 15% of those studying
for the priesthood, 16% of those being formed e diaconate, and 28% of those in lay ministry
formation programs are Spanish-speaking. Vietnansegseequired language in some diocesan
gatherings. One pastor told us there are 135 Eggybases in his school and the principal speaks
Portuguese!

Large numbers of immigrant Catholics are foundural areas, whether documented or not, inviting
new models of ministry, needing those who can gd@them, providing sacramental and pastoral care,
consejo y consuelajong withthe basic needs of food, housing, and clothing.

The truth is ministry in a multicultural churchnst simply a matter of speaking another language —
though very important. It is rather a matter @frféng from one another, receiving the rich gifes w
offer one another from our various traditions. Véedto learn how to call forth leadership from dbee
communities. We need training for ministry in a traulltural community. We need to invite the gifts o
one another and allow them to inform our strat@danning.
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Next Generation

And diversity is also generational. The Projeatigd the Next Generation of pastoral leaders. In a
nationwide study, 1600 active Catholic young adutheir 20s and 30s told us of their interest in
ministry. Half of the College students and youdglts from dioceses indicated that they had at one
time seriously considered becoming a lay ministend 1/3 have considered priesthood or religiofgs li
They were asked about the diaconate and said thedg be interested but felt that was something for
later in life. Itis not surprising that what isdping them from ministry is either the desire¢o b
married, or if married, the need to support a famMost young women told us no one had ever asked
them to consider religious life.

The next generation of leaders is active in chtoday. But we have some homework to do. While
most said they talked to family and friends abbeirtinterest in ministry, few had talked to vooati
directors, especially about lay ministry. And wedé¢o find ways to connect with young adults whe ar
culturally diverse or who haven't continued thadueation beyond high school.

When asked what they would like church leadersimnk they asked us to tell the church to reach out
to young adults. Tell them “we want to know mobeat our faith.” Future leaders need to be courted
now — and we need to find them where they are.esBour parish have a dynamic website? Is your
webmaster a young adult?

Marks of Excellence

The two marks of leadership in welcoming commusitieat we studied included: being prophetic and
welcoming. Prophetic leadership is rooted in tlusiézl and in social justice. Pastoral leadersusld
this was the hardest, of all of the marks, to dhal, yet we discovered that social justice was pltti®
very fabric of pastoral leaders. And we lookethatability to be welcoming. This was the mark of
excellence leaders told us they arel#astsuccessful at.

Welcoming Eucharistic Communities

But we are more than welcoming communities! WeEareharistic communities. We are a sacramental
people. What we encountered everywhere, spontalyesmus unscripted, is the depth of our identityaas
sacramental people. This identity pervades ouginaion, our speech, our interpretation and
understanding of leadership. We are a Eucharistiple. This is core to our identity as pastoradlézs.

However, in this country, our ready access to Eushis ebbing. We first heard the question abbig t
concerned posed this way. “Can we be a Euchapstiple if we only have access to the Eucharist once
a month?” Once a week? On a day other than Saterdaunday? Pastoral leaders are very clear. We
do not want to lose access to the Eucharist andiang it presided at by the ordained. We know that w
are being invited into a larger understanding ohtnhmeans to be a Eucharistic people.

As we look at pastoral leadership our primary foceeds to be on the real presence — the body of
Christ. Pastoral leaders told us that they belteeduture of Parish leadership is in total mimsig
communities, in communities of practice.

When asked to address the situation of multipleshgrastoring, Pope Benedict XVI told a group of
Italian priests that the church is being calledderesponsibility: “I believe that this is one bkt
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important and positive results of the Council: teresponsibility of the entire parish, for theiphar
priest is no longer the only one to animate evémgth’

Pastoral leaders told us they see the future dbpideadership as:

» Collaborative, team oriented leadership

» Leading and sharing ministry in clustered parishres small faith communities

* Increased dependency on the leadership of lay®atlainisters, deacons, and parishioners
» Recognition that all ministry is rooted in discigiép

There is hope for the future — it involves all sfwiork together.

Lay and ordained leaders also helped us to unaerstat our leadership roles are distinct. The
language we use as pastors, parish staff, anchparess is different. | remember one man sayinigy af
listening to the different groups speak: Did weaslswer the same questions? The lens we use to view
our ministry is different.

L eader ship of Parishioners

Parishioners are our greatest and largely untapgssdirce. We asked lay and ordained to tell ustabou
the leadership of parishioners. Responding tetafimore than twenty indicators of healthy patifd)
pastors indicated that the least attention is bpaid to what the future of parish most needs — the
formation of parishioners!

Pastoral leaders understand that each of us hastigrinal call to discipleship and speak easily.dBut
when asked to describe what the leadership rop@ghioners is, only half of those questioned were
able to describe what that might look like. AsEvolve, parishioners are going to be called to
minister to one another, often in small, faith lmhsemmunities; to take on responsibility for the
administration of their parishes. Parishes wikehéo provide training and formation for lay leagler

L eader ship of Parish Staff

We asked about the leadership role of parish atdfiat we learned is that the role of the parisft bzs
evolved. Where people were seen as being resperisiba single ministry, parish staff now need ¢o b
generalists - available to provide much of the grastcare. They provide the day-to-day ministryraf
parish, running programs, and calling forth thesgiff the parishioners.

Formally addressed by the U.S. bishops in theiudwmntCo-Workers in the Vineyard of the Lowde
know that there are some thirty-one thousand lales@l ministers employed at least half-time in
parishes. Their presence is essential to the agdide of the parish, and yet we are seeing aes® in
diocesan formation programs, down 25% in the pastesars.

We know that most lay ecclesial ministers see tmémistry as a vocation and not as a career.
According to Dr. Edward Hahnenberg, lay ecclesiaistry is the fourth great ministerial wave in the
Church, following in the tradition of the monastnovement, the mendicant orders, and the founding of
women’s religious communities of the18entury?

And parishes depend on other lay staff — businessagers, principals, teachers, and others. And
increasingly, parish staffs include deacons. Tlaeeel6,000 deacons in this country, a growing and
formed cohort of pastoral leaders. They embodyérg heart of parish life, afommunio et missio
going outside of the parish to care for the pobine permanent diaconate reminds us of our abscéhlite
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to preach the good news to the poor. And theetiorm to animate the community to service. More
dioceses have deacon formation programs, butie& that, despite the documents on the permanent
diaconate, there is no real clarity or consistestogut how the role of the deaciorthe parishis lived

out, and of the work and witness they provide.

L eader ship Role of Pastors

And finally, we asked about the leadership of thosstoring. Please notice how different the laggua
is when lay and ordained leaders speak of theofgbastor. As pastors take on the responsibifity o
multiple parishes in addition to other assignmeautsi sacramental ministry in other parishes, ttodér
is evolving. We have begun to speak of their ragy\differently.

Pastors are seen as the facilitator, the one pngsider the life of the community as well as over
sacramental life. They have the gift of presidemayling forth the gifts of the community, beirget
gate-keepers of change. The pastor holds the ére#@gon of the parish, a sense of its missioheyl
will talk about the whole community and where ieds to move.

As a church there is a growing concern about tmel®ar of men available for pastoring. We have heard
of dioceses where only a few priest are under ¢feeoh 65. One priest casually mentioned there were
‘no priests’ inthat part of the state. Others say they are the omdgpin their region. Lay and ordained
pastoral leaders are recognizing that the rola@fpiastor is evolving, honoring the unique and eded

gift they bring to parish life.

Parish Life Coordinators (Canon 517.2)

The last study conducted by the Project was otifeeof Canon 517.2 — the installation of deacons,
religious, or lay people to provide the pastoral administrative leadership of a parish where tlere
no resident pastor. This canon has been in usa/artwenty years in this country.

Originally, parish life coordinators (one of ovairty titles for this position) were women religu
Today the majority continue to be women religiough another 25% being deacons, and 25% being
lay men and women. Under this canon, sacramentastny in provided by priests who are either
appointed by the bishop or recruited by the PLOGmME& parish life coordinators have a list of over 50
priests they call on a rotating basis to providgaaental ministry. Some begin calling priests in
September to ensure there is a presider for thoitinn!

The single most important factor in the decisioenaploy this canon is the bishop. The single most
important factor in the success of this role ibe-lhishop. Where the bishop formally installs &£PL
there is a positive impact in all aspects of tihamistry over time. PLCs love their ministry, likeany
pastors, preferring the pastoral work to the adsiiative work. Collaboration between the sacramenta
minister and the PLC is one of the keys to sucoéfisis model, working together to help the
community understand their roles.

But there is a growing uneasiness about this kWlkeinterviewed over 50 bishops in focus groups abou
their understanding and use of this Canon. Ov#rall are pleased with the work of the PLCs inrthei
own dioceses and feel good that the pastoral fitaar parishes is being cared for. They are spea
about having parishes that do not have a residdaireed pastor, and are beginning to show a
preference for appointing deacons to this role.
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Marks of Excellence

The last mark of excellence we studied was thetald be pastoral. We clearly understand this rol
and do it well. What came as a surprise was thakcellent pastoral leaders there are two addition
marks. Pastoral leaders areative They find new ways to work with what they hawvel anake
something new. And they aaglaptive Adaptive leaders are those who find themselvestumtions for
which there is no precedent, no experience, andesdgional wisdom does not work. These leaders are
willing to roll up their sleeves, sit with commuyignd find new answers and work together to create
what is needed.

Conclusion

In the end, the emerging model of pastoral leadeisHfound in the people we met. People who are
faithful to their ministry, people who are deepégitient even in the face tremendous challengeneSo

of those we met along the way agreed to share@sbotof their lives with us. In the first booktbke
Emerging Models of Pastoral Leadership Series bgifijshed by Loyola Press, 22 pastoral leadefs tel
their leadership storyShaping Catholic Parishas about the emerging leadership roles of lay and
ordained in our church in the United States. mgreface to the book, Bishop Blase Cupich cals it
“modern day act of the church in the United Sates.”

| have been humbled and changed in meeting thesome away from five years of directing the
Emerging Models Project more hope-filled than evdnave come to believe that the only real lints
vibrant parish life are the lack of imagination asmmpetence.... not canon law or the tradition. ieha
heard the stories of pain and struggle along vhighstories of success. | have come to believentbat
must let go of our old models of parish and pastesership and open to the invitation of the Bpir

We are being called to provide leadership in thésinof transitions, tensions, and challenges. @laes
tensions not to be resolved too quickly in favooné answer or another. Rather we are invitedthreo
ongoing dance between the tradition, the needsodfs3eople, and the invitation of the Spirit. The
Vatican Il bishops saw this time coming, althoughome could know exactly what it would look like.
But they knew it would take courage, telling usSaudium et Spes that, “The future of humanity iines
the handAS of those who are strong enough to praadeng generations with reasons for living and
hoping.’

The goal of this Summit is to create recommendationthe future of pastoral excellence. Respandin
to the call of the bishops @o-Workerdn the Vineyard of theord to consult with the body of the
church, our time together will be part of the omgpconsultation on leadership. We are here to ooati
the conversations... to find answers together.

We are all being invited to open our eyes to newsaa being church even as we are being called to
teach and pass on the tradition; to trust oursebses to realize that the community is gifted vaththat
it needs. Our task is to work together to find ¢berage to create vibrant parishes and pastoral
leadership so we can encounter the risen Chrigt weicoming, Eucharistic communities.

This Summit is not a traditional conference. I lhb@en created using a format that you can replioat
your parishes and dioceses. So, think about testoguns you brought with you. Listen for answess a
you talk with one another. Someone you meet or Wwébhave ideas and experiences that will work fo
you. The answers are not out there somewhereseitte expert. They are here, in this room, in the
minds and hearts of those around you.
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The Gospel tells us that after Jesus took Peteregdaand John to the summit and experienced the
Transfiguration, he would not let them build tersi@ying this is not a unique event, but he semhthe
back to their work. And when they didn’t think theould do it themselves he told them they could —
they knew all they needed to know.

So while we are at the Summit, let the conversatlre break open your heart. Hear the invitatfon o
the Spirit. And take what you have heard to ymanishes, dioceses, and workplaces. Let us benier
another, the hope to which we are called.
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