Apostles of Hope
(a work in progress)
Preface

This paper is intended to illustrate how one parish, Holy Apostles Catholic Church in Colorado Springs, CO, is working to implement the call of the Church to “shed on the whole world the radiance of the Gospel message”.   In order to effectively “bring light” into the world it will be necessary for the laity to embrace more fully their call to “order temporal affairs according to the plan of God”.  The church is confronted with many challenges in contending with the prevailing American culture.  These challenges exist in bringing the Good News to those who have never been exposed to it, making it alive in those who are “nominally” Catholic and nurturing it in those who are trying to live it.  It is in responding to these challenges that a parish moves from Maintenance to Mission.  Christ calls each of us to be in relationship.  His commandment was to “Love one another,” not to “Make sure that someone is loving another for you”.  Christ’s call to discipleship requires each of us to step out in love, and that is the only way we will transform the culture that we live in.  Since form follows function, we must look at the underlying structures of the parish to determine whether they are best suited for the mission we are called to undertake.  Using the model to the left (appropriated from “The Externally Focused Church” by Rick Rusaw & Eric Swanson), Apostles of Hope operate in the center, where their Gifts & Talents overlap with the Needs of our Community in concert with God’s loving plan for his people.
Introduction

At Holy Apostles we have had a parish mission statement for quite some time.  It reads “By our prayer and actions we lovingly invite all to come home to God through Christ”.  The mission statement calls for all baptized members of the church to bring the Good News into the world, to bring “light into darkness”, or more concisely; to bring Christ’s Hope to His people.  This is an active process, a process of being sent.  For our purposes, we defined an “Apostle of Hope” as an individual actively living out our parish mission statement.  An Apostle of Hope embodies a number of fundamental characteristics and recognizes their life as a vocation in Christ.  Therefore their lives demonstrate that they recognize that they are:

1. Disciples of Jesus Christ, 
2. Gifted by God for the work He intends for them

3. Called & Sent by God to bring His Love into the world
Parish Structure & Dynamics
Holy Apostles is organized with a structure that facilitates the mission of the parish.  Equally as important as the structure is the collaborative nature of the structure.  Just as you can’t have a “headless” body or a “bodyless” head, the structure unites the headship of the pastor with the resources of the body. The major components of this structure are: Pastor, Parish Staff, Governance Body, and Finance Council.  The roles of each of these components are designed for the sake of the mission, under the governance of the pastor.
Pastor

For the sake of this document we are only looking at the roles of the pastor to teach, preach and sanctify according to Canon law.  The code states that the pastor is to “see to it that” the mission of the church is lived out in the parish.  The remainder of the document seeks to provide a means for him to do that.
Parish Ministerial Staff    (See USCCB Document “CoWorkers in the Vineyard of the Lord”)

Who They Are

At Holy Apostles the Ministerial Staff is composed of:

1. The ordained (both Priests and Deacons)

2. The Director of Liturgy

3. The Director of Outreach Ministries

4. The Director of Christian Formation

5. The Director of Youth Ministries

6. The Director of Preschool

7. The Pastoral Business Manager

8. The Director of Charismatic Renewal

What They Do

The Pastor collaborates with this team of people in the implementation of the Mission of the parish.  In keeping with the mission nature of the parish, the staff has a different mission statement than that of the parish at large.  The Pastor with his staff exists to animate the lay faithful to achieve their mission; therefore the staff mission statement is:

“Recognizing God’s awesome love for his people, we the staff of Holy Apostles humbly commit ourselves to work with the inspiration of the Holy Spirit to Gather, Form, Send and Nourish Apostles of Hope.”

The Pastor empowers the staff in the spirit of the United States Bishops’ document “Co-workers in the Vineyard of the Lord.”  
How They Operate

Although the Ministerial Staff works collaboratively every day, they come together as a group weekly.  This weekly staff meeting is coordinated by the Pastoral Business Manager with input from the Pastor.  The Pastoral Business Manager’s responsibility includes maintaining the organization focus on the mission of the parish.  Each week’s meeting begins with prayer and a reflection on the gospel for the upcoming Sunday.  Actions associated with achievement of the Parish mission are assigned and tracked during this meeting.  The actions are derived from the staff mission statement and applied to needs identified by the Vision Body. The staff also meets biannually to pray, evaluate, plan and play for the mission of the Church.  Each member of the staff meets quarterly with the pastor to mutually evaluate how the Pastor and Staff member are supporting each other in their ministerial area.
Governance Body

Who They Are

The Vision Body is a consultative body made up of gifted lay people from the Parish appointed by the Pastor and are selected based on their ability to plan for the future.  
What They Do

The Governance body is a consultative body to the pastor.  They are formed in the Apostles of Hope model before serving in this capacity.  Their formation consists of developing an understanding of the role of the laity in the mission of the church generally, and Holy Apostles specifically.  As leaders of large and/or influential ministries these leaders are essential to promoting a change in the culture called for by the Church.  After formation in this capacity, members are asked to participate in a leadership body accountable to the pastor to consult him in his responsibility of governance according to canon law (canon 529) and in the context of Bishop Sheridan’s vision statement. 

How They Operate

Canon 529 clarifies the pastor’s role of governance, again borrowing conciliar ideas and expressions (CD 30, PO 6).  The first paragraph of the canon stipulates that the pastor must get to know his people.  This includes visiting their homes; seeking out the poor, sick and disturbed; counseling married people; and promoting family life in general. 

The second paragraph of the canon refers to the pastor’s duty to consider the needs of the broader Church beyond the parameters of his parish and to help his people do the same.  This section is firmly grounded on the principle of communio.79  The pastor is supposed to cooperate with his bishop and his fellow priests through such structures as the presbyteral council.  He is also to promote lay involvement in the Church’s mission by fostering their religious associations and encouraging their participation in the life of the parish and of the diocese as individuals and as members  of consultative bodies such as the parish council, the parish finance council, and the diocesan pastoral council.  The pastor is supposed to enable the people to see themselves as concerned members both of a parochial community and also of larger communions at the diocesan and universal levels.
In a parish the size of Holy Apostles it is difficult for the pastor to get to know all of his people.  The governance body serves as the vehicle for the pastor to fulfill this obligation.    

79  See Hertling, Communio. This work discusses the history of Communio (koinonia) in the Church and shows its many implications and applications at the local and universal level.  Communio was one of the basic principles underlying the major documents of Vatican II; s

Finance Council
Who They Are
The Code of Canon Law mandates the appointment of a parish Finance Council to assist the pastor in his administrative responsibilities (c. 537). The council consists of three to seven members of active parishioners who are qualified in various areas of financial management. 

What They Do

The Parish Finance Council assists the Pastor in evaluating and formulating the parish’s needs for present and long range financial support. It is essential that the Pastor and the members of the Parish Finance Council be aware of their stewardship responsibilities in light of the Gospel, the teachings of the Catholic Church, and the Code of Canon Law.

How they Operate

In the Apostles of Hope model the Finance Council acts to ensure that the Parish Finances are used to facilitate the parish mission by providing counsel to the Pastor and Parish Ministerial Staff through the Pastoral Business Manager.
Parish Implementation - Mission in Action
Implementation of the model requires resources aligned with the parish mission.  The resources fall into three major classifications, Ministries which are supervised by the Ministerial Staff and are chartered with the Ministerial Staff mission statement, Focus Groups which are called together by the Vision Body to provide insight into the community of people living within our parish boundaries and the Apostles of Hope Coordination Team which connects individual “Apostles of Hope” with people in need.

Ministries

One of the fundamental challenges in implementing the Apostles of Hope model is moving ministries from doing the work of Christ to animating the work of Christ to be done by his disciples.  As an example, rather than measuring the impact of the Social Ministry by how many families they have helped we are now asking “How many people are helping reach those families?”  This is a fundamental shift.  If we had five people in the Social Ministry, but we were impacting 300 families, the measure in the past would have been; How do we help 400 families.  The question today is “Why are there only five of us?”

 Another fundamental shift is from needs-based ministry to gifts-based ministry.  Critical to the understanding of lay ministry is the recognition that the laity are both called to ministry and gifted for it.  In the past, ministry was presented as a list of needs.  Little effort was made to encourage people to discern where God was calling them, or how He had gifted them.  Since, by definition, apostles are sent, it is critical for the laity to understand where they are being sent.  Once an individual understands that they are being sent to be Christ for another person, it is very important for them to realize that they are also equipped by God with what they will need to answer this call.  It is in answering this call that each one of us recognizes Christ present in those that we minister to.
So at Holy Apostles, Parish Ministries are being reformed to provide education and formation in discipleship.  This new model gives birth to a “School Structure”; a Vocational School of Discipleship.  As such we have the following transitions:
	Liturgical Ministries
	become
	School of Sacramental Life Celebrated 

	Outreach Ministries
	become
	School of Pastoral Care & Justice

	Christian Formation Ministries
	become
	School of Faith Encountered

	Youth Ministries
	become
	School of Vocational Exploration

	Preschool
	becomes
	School of Parental Formation

	Pastoral Administration
	becomes
	School of Stewardship

	Charismatic Prayer Group
	becomes
	School of Call & Renewal


Focus Areas
Focus Areas are groups of people, living within the parish boundaries, who the parish has identified as being in particular need of the love of Jesus made manifest through our parishioners.   Parishioners are called to pour out their lives in service to the marginalized.  The Focus areas contain people who our parishioners interact with in the course of their daily life, in work, at home, or in the community.  Since they routinely work within these communities, they are best suited to both present the “Face of Christ” evident within them, as well as name the darkness which confronts them.  Currently there are nine focus areas at Holy Apostles, they are:

· The Elderly

· The Poor

· The Disabled

· The Immigrant

· The Single Parent Family

· The Young

· Military and their Families

· Fallen Away Catholics

· The Unchurched

Apostles of Hope Focus
The Apostles of Hope focus encourages ministry leaders to recruit, train, schedule and affirm “Apostles of Hope” as they minister in the community.  It provides the linkage between the immediate needs in the community to the giftedness provided by the Holy Spirit within our parish.  These needs are met either through the corporal or spiritual works of mercy manifest in the parish body.
Methodology

Planning Resources
In order to meet our overall objective, we have employed the “Fritz model for creative processes”.  This model requires a clear identification of the “Desired Result” and the “Current Reality”.  Once it is clearly known what is desired to be created and what we are starting with, it becomes easier to identify the “Action Steps” necessary to transform our “Current Reality” into our “Desired Result”.  For more information on this model please see “The Path of Least Resistance” by Robert Fritz.
Ministry Resources
The shift in ministry from needs based to gifts based is so critical to the success of the Apostles of Hope model that we now offer a Called & Gifted™ Workshop at least annually at our parish.  We highly recommend the Called & Gifted™ Workshops offered by the Catherine of Siena Institute (www.siena.org) as the means for educating lay parishioners in the nature of intentional discipleship and discernment of both their individual calls and the gifts they have been given.

Holy Apostles currently has in excess of 70 active ministries.  These ministries span the gamut from Liturgical ministries (altar servers, Extraordinary Ministers of Holy Communion, etc.) to Formation ministries (Catechists, RCIA, Small Catholic Communities) to Outreach ministries (Stephen’s Ministers, Prayer Shawl Ministry, Social Ministry, etc.) to Administrative Ministries (Finance Council, Vision Body, Vocations, etc.).  

One of the pitfalls that can exist within parish ministries is the tendency for the ministry to become the mission.  People forget that as ministers we are called to serve, and that each ministry serves the larger mission of the Church.  In order to at least raise the awareness of this type of problem, we have created the Holy Apostles Volunteer Ministry Covenant.  It reads:

· I understand that my ministry is a way to serve others, as Jesus served.

· I understand that ministry serves the larger mission of the church, namely to spread the Good News in word and deed.

· I understand that my ministry supports the mission of Holy Apostles Catholic Church “To lovingly invite all to come home to God through Christ”.

· In the spirit of unity and communion, I realize that my ministry is only part of the larger mission of Holy Apostles and the Holy Catholic Church, and will work with the other ministries as needed toward our common goal.

· I understand that as a volunteer, I have rights as well as responsibilities.  I agree to willingly accept directions as given by Holy Apostles Staff, and I understand that I can openly bring questions and concerns to my Staff Ministry Leader, the Pastoral Business Manager, or the Pastor.

· I will adhere to all Holy Apostles policies.

· I will strive to actively participate in weekly Mass in unity with my Brothers and Sisters at Holy Apostles.

· I will attend to my own development in Christ especially as I lead others to a deeper walk with Christ through my ministry.  This means I will devote time alone with God on a regular basis through prayer, Bible Study, and devotional reading.  I will also pursue growth in my understanding and experience of the Catholic Faith through participation in Adult Formation programs.

· I will model Christ-like love and leadership consistently by not gossiping, “speaking the truth in love”, and following through with my ministry commitments.  

· I will be faithful to my ministry by meeting my commitments to those I minister to as well to commitments required for my effectiveness as a minister (training, meetings, etc.)

· I understand that if I am also accepting the responsibility associated with a ministry leader I am also accepting the responsibility to attend meetings deemed necessary by the head of my ministry area. 

· I understand and accept that I am accountable to the leader of the ministry I serve and failure to abide by this covenant may lead to suspension of my service as a minister.

· I am grateful to the Lord for giving me the privilege of serving Him as a minister.

Systemic Approach – Creating a Culture
The greatest advantage to the Apostles of Hope approach is that it is a systemic approach to lay involvement.  A systemic approach requires that the underlying principles of the Apostles of Hope model must be pervasive throughout all of the church.  Elements of discipleship must be preached at the homilies AND identified as characteristics of Apostles of Hope.  It must be used within formation programs, outreach activities and liturgical formation.  Individuals who are manifesting characteristics of intentional apostleship should be allowed to witness to the community, have articles in the weekly bulletin, on the parish website or in monthly newsletters.  In our experience, the first and most critical element is ensuring that each component within the parish structure (staff, vision body, ministries) understands and applies the model within their areas of responsibility.  
The Apostles of Hope model can be somewhat foreign and intimidating to the average lay person.  This is not how most of the laity have been trained with respect to what is expected from them.  As a result, great care has been made to demonstrate how this approach is inherently Catholic.  The model starts with a basis in scripture, and uses references from Vatican II documents, Papal Encyclicals and documents generated by the USCCB.  In the particular instance of Holy Apostles, references are also made to the Diocesan goals established by our Bishop.  In addition to these core documents, Holy Apostles has also adopted the annual Catechetical theme provided by the U.S. Bishops.  Last year’s theme was “I am the vine, you are the branches”.   The theme is used as context for the discipleship message.  An example follows.
As both a team building exercise and an opportunity for directed reflection, the Ministerial Staff went for a field trip to a local vineyard.  Fortunately for us, this particular vineyard had sections that were overrun with weeds, fruit that was damaged or diseased, good fruit, and areas devoid of fruit.  This trip provided us with an opportunity to discuss “our vineyard”, the people of God, not just existing Catholics, but all of the souls resident within our parish boundaries.  As an outcome of this trip, we ended up with an “Apostles of Hope, in the vineyard of the Lord” theme for the year.  This manifested itself in many ways throughout the year.  Our Director of Liturgy used it as a theme in our annual Liturgical Ministers workshop, Our Director of Formation incorporated into the children’s RE programs and in our RCIA program.  It was also used repeatedly in homilies during the course of the year.  This coming year’s theme is “Encountering the Living Christ”, and our emphasis will be “Encountering the Living Christ as Apostles of Hope”.  
In addition to the “field trip”, two additional elements are essential to furthering a systemic approach to ministry.  These are: our biannual staff workshops and our weekly staff meetings.  
The biannual workshops provide the opportunity to look at what we are attempting to achieve as a parish for the year within the context of our mission statement.  Discussions on particular topics feed off one another, and lead to cooperative, synergistic approaches between ministries.  As an example, if the formation ministry wants to work on an intergenerational approach to “Apostles of Hope in the home”, a liturgy can be designed that would support that effort to coincide with the celebration of the feast of the Holy Family.   
The weekly staff meeting provides the glue for the overall approach.  Each meeting begins with a Lectio Divina approach to the upcoming Sunday’s gospel.  Each ministerial staff member provides their reflections, and some of this may provide insight to the homilist for the upcoming weekend.  The meeting includes a review of progress on the major staff goals identified during the biannual workshops.  The major benefit of these shared experiences and reflections is that a uniformity of message develops within the diversity of ministry.  Liturgical, Catechetical & Outreach programs are no longer isolated silos of formation, but rather are integrated thematically.  

Systemic Approach – Taking the Culture to the Parish

One of the main goals of the Apostles of Hope model is to offer an alternative to the individualistic, self-oriented culture that exists in our world today.  As American middle-class Catholic Lay people we sometimes get overly wrapped up in our own issues and goals and lose sight of the fact that we are members of one community.  An Apostle of Hope embraces the words of St. Francis “It is in giving that we receive”.  To this end, it was apparent that in order for our parishioners to recognize that they were called and sent, they needed to better understand to whom they were being sent.  

The pastor decided he wanted to hold a Parish Synod.  The intent of the Synod was to call together the faithful and to present the face of Christ in our parish community.  The Synod was organized into 2 major sessions each lasting 4 to 6 hours, and separated in time by about a month. The first was a presentation of demographic data gathered on people living within the parish boundaries, and the second was a reflection on how Christ was calling his people to respond to these demographics.  It was through the first session of the Synod that the 9 focus group areas, listed earlier in the implementation section, were originally identified.  The second session of the Synod posed the question “How are we called as individuals to meet the needs of the people we interact with?”  It also provided a framework for future ministry direction with the question “If I feel called to help someone, but the resources I need to do this are outside of my capability, how can my parish or other community organizations help me?”

Parish Communication
Over the years through various gatherings of the parishioners and a survey of parish issues, one of the greatest weaknesses identified for our parish was in the area of communication.  It became clear that as we implemented our vision for Apostles of Hope, strong communication to the parish body would be essential to its success.  Upon further evaluation it became clear that in addition to hampering our ability to communicate to our parishioners, poor communications would be a serious roadblock in our ability to bring the Good News out to our community.  In the past attempts were made to solve this problem either by assigning it to an existing staff person as an additional responsibility, or in trying to get a volunteer to assume the role.  Neither proved particularly effective, but there were no funds to create an additional paid staff person to fulfill this role.  In order to address this issue Fr. Paul, in consultation with the ministerial staff, made the decision to take the funds that were set aside for our stewardship campaign and apply them to engaging an outside resource to manage our communications.  This has proven to be one of the best and most fruitful decisions we have made to date.  

We engaged with a marketing company to look at our existing communications systems.  The results were not surprising, but bear pointing out.  Our primary communications vehicle was the weekly bulletin.  It was almost exclusively comprised of black and white text.  Our communications to the parish body occurred at Stewardship time, tax time and at major holidays and were comprised of letters from the Pastor.  Our website was bare bones, with the only current information being electronic copies of the bulletin.  

We began using glossy 8.5” x 5.5” postcards as our primary means of communicating with the parish.  This gave us the ability to convey ideas in pictures as well as with the necessary text.  All of our communications tied to the Apostles of Hope theme.  Stewardship was framed in the context of Apostles of Hope, Easter & Christmas worship schedules & greetings were also framed in the same way.  We redesigned our web site www.holyapostlescc.org to be a tool of evangelization.  We redesigned our welcome materials & ministry handbooks to mirror the organization of the website.  A 42” plasma display was added to the vestibule to provide information on programs that were of current interest or were essential to the Apostles of Hope model.

External Communication - Evangelization

Evangelization has developed a bad connotation among Catholics.  It brings up images of the street corner preacher yelling at the sinners in the streets.  Catholics have typically been taught that faith is a “private matter” and that it isn’t appropriate to “beat people over the head with the bible”.   Recognizing this reality, we have the additional task of catechizing our Catholic people on the true meaning of evangelization before we can expect them to evangelize.  We have to teach that evangelization is not the same as proselytization, rather it is simply sharing the good news.  We have found that people respond very differently to the question “As a Catholic can you see yourself evangelizing your friend?” and “As a Catholic can you see yourself sharing how God has worked in your life with your friend?”
In addition to one on one evangelization, the parish can also be a “corporate” evangelizer.  At Holy Apostles we have decided to “get our name out” to those who are not currently registered members of the parish.  We have taken on three distinct projects intended to achieve this goal.  

The first was a mailing to all new residents within our parish boundaries.  Mailing lists were obtained from the post office for all households that have changed occupants within the last twelve months.  In our highly mobile area there were over five thousand households that were “new” to the parish during a one year period.  Each of those households got a postcard inviting them to a coffee & donuts after mass on the feast of Corpus Christi.  The mailing did not generate a significant number of people to show up that day (less than 10), but marketing firms indicate that people need to hear about something multiple times before it registers to them.  

The second project was to refocus our parish festival as an outreach event.  We rented games (including a climbing wall and inflatables), had a casino night and murder mystery dinner and extended the festival over both Saturday and Sunday (it had been held strictly after mass on Sundays in the past).  We then targeted the newest area of our parish (houses built within the last five years) and had a door hanger campaign inviting nearly six thousand households to the festival and offering them a free meal if they came.  Our best analysis at this point indicates that we had roughly a one percent return rate (sixty households) that came to the festival as a result of the door hanger campaign.  

The last project is planned for later this year.  Through our marketing firm we have a list of households, within our parish boundaries, where the person answering the survey self identified themselves as Catholics.  We then compared this list to our list of registered households, and created a sub-list of people who self identified as Catholics and are not registered within our parish.  These households will be receiving a mailing inviting them to an upcoming parish event.

Ecumenical Approach

The last element of the Apostles of Hope model that we are attempting to employ recognizes the fact that Christ founded one church.  While staying true to our Catholic teachings, we are partnering with other Christian churches within our neighborhoods to more faithfully model the teachings of Jesus to our community.  We are focusing on those areas where there is no doctrinal tension between the faiths and typically these tend towards the corporal acts of mercy.  We are working with a neighboring church to host the SHARE food cooperative program, we are working with another church to cosponsor a site for a Christmas dinner for the needy.  We are charter members in a new consortium of churches in Colorado Springs working together under the title of GoodWorks, Inc. We also look for opportunities where we can come together in prayer for the sake of our neighborhood.  As an example, our pastor is working with other local non-Catholic pastors to establish a neighborhood watch and pray.
Summary

We, the pastor and staff at Holy Apostles, have decided to implement a comprehensive model of the lay apostolate that we have identified as the Apostles of Hope model.  We are striving to implement the model throughout all of our parish structures and activities to provide a comprehensive framework that will allow us to better spread the good news of Jesus Christ throughout our neighborhoods. 

God’s Plan for His Kingdom





The Gifts of the People





The Needs & Dreams of the Community








