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Permission to Reproduce  
This guide may be reproduced for use in the Southwestern Texas Synod. All other reproduction is a violation 
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Session 5 Communication Workshop Choices: (Make your selection on Friday night) 

 Making the Case for Change with Pastor Sue Briner 

 Conversational Intelligence with Jane Triplett  

 21st Century Communication with Peggy Hahn  

Day / Time Missional River Cohort 1, B Missional River Cohort 2, A Congregations Cooperating                      
for Mission  (CCM) 

Friday    

5:00 Welcome & Intros Welcome & Intros Welcome & Intros 

5:30 Sacred Meal Sacred Meal Sacred Meal 

6:30 1. Storytelling 1. Remarkable God 1. Remarkable God 

7:15 2. Spiritual Leadership  2. Storytelling  2. Vitality and Sustainability 

8:00 Spiritual Pilgrims  Spiritual Pilgrims Spiritual Pilgrims 

8:30 Rest Rest Rest 

Saturday    

9:00 Spiritual Pilgrims Spiritual Pilgrims Spiritual Pilgrims 

9:30 3. Personal Spiritual Types 3. The Tune In Process Overview 3. Shared Ministry of Fayette County 

10:45 4. The Tune In Process, steps 5-7 4. The Tune In Process, step’s 1-4 4. Shared Ministry Panel 

12:00 Lunch Lunch Lunch 

12:30 5. Communication Workshops 5. Communication Workshops 5. Communication Workshops 

1:15 6. Listening & Mapping Practices  6. Making a Covenant with Coach 6. Starting Place 

2:15 7. Next Steps  7. Next Steps 7. Next Steps 

3:00 Spiritual Pilgrims Spiritual Pilgrims Spiritual Pilgrims 

3:30 Buen Camino Buen Camino Buen Camino 

Welcome to the Missional River 2.0 Learning Seminar. This seminar has the gift of three communities: 

 Missional River Cohort 1 will be at their second seminar 

 Missional River Cohort 2 will be at their first seminar 

 Our first Congregations Cooperating for Mission Seminar will be held at the same time 

Come ready to share stories about your congregation—Where are you right now? Where do you want to be in a year? 
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The Sacred Meal—We are part of a movement of 
Christian leaders  
This meal is a LEAD ritual used to begin all of our 
Learning Seminars. This experience connects us to 
each other using practices similar to those of the 
early church who gathered for a meal and to 
remember Jesus. 
 
Session 1: A Remarkable God—We are leading in a 
time of sacred change 
The mega-shifts in relationships are disrupting our 
world and the Christian church. Our discipleship, 
mindset, and willingness to risk determine our 
capacity to lead. Congregations can contribute to 
their neighborhoods as they live out their faith in 
Christ during this sacred time. 
 
Session 2: Vitality and Sustainability 
What are vitality and sustainability, and why do they 
matter? What can your congregation celebrate? 
What are the obstacles? Where might you want to 
focus? 
 
Friday Night: Spiritual Pilgrims—Praying together  
We are people that pray. Prayers take many forms. 
We will use the ancient practice of the Examen. 

 
Saturday Morning: Spiritual Pilgrims 
 
Session 3: Shared Ministry of Fayette County  
Pastor Marcia Kifer and lay leaders from this 
cooperative operating in the Gulf Coast synod will 
share the history of how they got started, their joys 
and challenges, and why your congregation might 
consider cooperating for the sake of mission. 
 
 

Session 4: Shared Ministry Panel  
Pastor Marcia Kifer and lay leaders will host a Q&A 
from the group on the who, what, where, when, why 
and how of cooperation. 
 
Session 5: Communications Workshops—Choose one 
of these opportunities to increase your capacity as a 
communicator:  
 Conversational Intelligence with Jane Triplett 

As a trained coach drawing on the work of Judith 
Glaser in her book Conversational Intelligence, 
we will introduce you to your 5 blind spots and 
give you tools for your own Conversational 
Dashboard.  

 21st Century Communications with Peggy Hahn                                         
Make a communication plan that responds to 
needs inside and beyond your congregation. This 
concrete workshop will increase your capacity for 
effectively reaching the people God has called 
you to connect and engage. 

 Making the Case for Change with Pastor Sue 
Briner                                         
Sharpen your talking points about the 
opportunities that making key changes has for 
your congregation. Make a plan for leading 
change within your congregation. 

                            
Session 6: Starting Place and  Next Steps                                            
This session will result in a first draft of your 
congregation’s covenant and clarify the next steps. 
This final work session will set the course for a 
successful year. 
 
Saturday Afternoon: Spiritual Pilgrims —
Consequential Faith  
The courage to lead grows out of a faith that 
matters. 

LEAD  
Congregations Cooperating for 

Mission  
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The Sacred Meal 
 
Welcome and Explanation of Meal (Presider & Host)  
The Sacred Meal that is part of our faith does more than connect us to the holy. It connects us to each other. 
We will practice table fellowship in a way that the early Christians would have gathered in homes, to be 
together in Christian community. Jesus wanted his disciples, and everyone who came after him, to remember 
what they had together. What they made together. What it meant to be together. How the things he did 

could not have been done without them. In this way, we are part of the earliest movements of the Christian 
faith. 
 
Sharing of Peace (Host) 
The peace is shared by table: Each person shares a portion of their day that has been meaningful to them. It is 
good to reflect on the question: Where have I experienced God’s presence in this day? The table leader leads 
the table in saying “The peace of Christ be with you,” the sharer responds by saying “and also with you.”  
 
Sharing of the Bread (Presider) 
Presider: On the night before Jesus was to die, he gathered together with his friends for dinner. And on that 
night, he took the bread, broke it, and gave it to them saying, “Take and eat, this is my body, which is given 
for you. Do this in remembrance of me.” And so tonight, we do the same. We take bread, break it, and give it 
to one another with those sacred words, “The body of Christ given for you.” 
 
Post-Bread Blessing (Presider) 
Presider: Be strengthened this night by the presence of Christ made known to you in the bread and in one 
another. Amen.  
 
Invitation to Meal (Presider) 
An invitation to the meal and explanation of food and family style etiquette is given. We are encouraged to 
serve each other. The host reads the assigned text for the day and the questions for meal conversation are 
shared. 
 
Post-Meal Prayer (Host) 
After the meal, the community prays The Lord’s Prayer. 
 
Sharing of Cup (Presider) 
Presider: When supper had ended that night, Jesus took the cup, gave thanks, and gave it to them saying, 
“This cup is the new covenant in my blood, shed for you and all people for the forgiveness of sin. Do this as 
often as you drink in remembrance of me.” And so tonight, we take the cup of wine, and we give it to one 
another with those sacred words, “The blood of Christ shed for you.” 
 
Post-Wine Blessing (Presider) 
Presider: Now that you have tasted the goodness of God in bread and wine, let us be the  
body of Christ, blessed and broken for the whole world. Amen. 
 

Adapted from The Sacred Meal: The Ancient Practices Series by Nora Gallagher  
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Philip and the Ethiopian Eunuch 
Acts 8:26-40 
 
26 Then an angel of the Lord said to Philip, “Get up 
and go toward the south to the road that goes down 
from Jerusalem to Gaza.” (This is a wilderness 
road.) 27 So he got up and went. Now there was an 

Ethiopian eunuch, a court official of the Candace, 
queen of the Ethiopians, in charge of her entire 
treasury. He had come to Jerusalem to worship28 and 
was returning home; seated in his chariot, he was 
reading the prophet Isaiah.  
 
29 Then the Spirit said to Philip, “Go over to this 
chariot and join it.” 30 So Philip ran up to it and heard 
him reading the prophet Isaiah. He asked, “Do you 
understand what you are reading?” 31 He replied, 
“How can I, unless someone guides me?” And he 
invited Philip to get in and sit beside him. 32 Now the 
passage of the scripture that he was reading was this: 
 
“Like a sheep he was led to the slaughter, and like a 
lamb silent before its shearer, so he does not open 
his mouth.33 In his humiliation justice was denied 
him. Who can describe his generation? For his life is 
taken away from the earth.” 
 
34 The eunuch asked Philip, “About whom, may I ask 
you, does the prophet say this, about himself or 
about someone else?” 35 Then Philip began to speak, 
and starting with this scripture, he proclaimed to him 
the good news about Jesus. 36 As they were going 
along the road, they came to some water; and the 
eunuch said, “Look, here is water! What is to prevent 
me from being baptized?” 38 He commanded the 
chariot to stop, and both of them, Philip and the 

eunuch, went down into the water, and Philip 

baptized him. 39 When they came up out of the water, 
the Spirit of the Lord snatched Philip away; the 
eunuch saw him no more, and went on his way 
rejoicing. 40 But Philip found himself at Azotus, and as 
he was passing through the region, he proclaimed 
the good news to all the towns until he came to 
Caesarea. 
 

Peter and Cornelius 
Acts 10:1-36 
 
In Caesarea there was a man named Cornelius, a 
centurion of the Italian Cohort, as it was called. 2 He 
was a devout man who feared God with all his 
household; he gave alms generously to the people 
and prayed constantly to God. 3 One afternoon at 
about three o’clock he had a vision in which he 
clearly saw an angel of God coming in and saying to 
him, “Cornelius.” 4 He stared at him in terror and said, 
“What is it, Lord?” He answered, “Your prayers and 
your alms have ascended as a memorial before 
God. 5 Now send men to Joppa for a certain Simon 
who is called Peter; 6 he is lodging with Simon, a 
tanner, whose house is by the seaside.”  
 
7 When the angel who spoke to him had left, he 
called two of his slaves and a devout soldier from the 
ranks of those who served him,8 and after telling 
them everything, he sent them to Joppa. 
 
9 About noon the next day, as they were on their 
journey and approaching the city, Peter went up on 
the roof to pray. 10 He became hungry and wanted 
something to eat; and while it was being prepared, 
he fell into a trance. 11 He saw the heaven opened 

LEAD Learning Seminar, Congregations Cooperating for Mission 
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and something like a large sheet coming down, 
being lowered to the ground by its four corners. 12 In 
it were all kinds of four-footed creatures and reptiles 
and birds of the air. 13 Then he heard a voice saying, 
“Get up, Peter; kill and eat.” 14 But Peter said, “By no 
means, Lord; for I have never eaten anything that is 
profane or unclean.” 15 The voice said to him again, a 
second time, “What God has made clean, you must 
not call profane.”16 This happened three times, and 
the thing was suddenly taken up to heaven. 
 
17 Now while Peter was greatly puzzled about what to 
make of the vision that he had seen, suddenly the 
men sent by Cornelius appeared. They were asking 
for Simon’s house and were standing by the 
gate. 18 They called out to ask whether Simon, who 
was called Peter, was staying there. 19 While Peter was 
still thinking about the vision, the Spirit said to him, 
“Look, three men are searching for you. 20 Now get 
up, go down, and go with them without hesitation; 
for I have sent them.” 21 So Peter went down to the 
men and said, “I am the one you are looking for; 
what is the reason for your coming?” 
 
22 They answered, “Cornelius, a centurion, an upright 
and God-fearing man, who is well spoken of by the 

whole Jewish nation, was directed by a holy angel to 
send for you to come to his house and to hear what 
you have to say.” 23 So Peter invited them in and gave 
them lodging. 
 
The next day he got up and went with them, and 
some of the believers from Joppa accompanied 
him. 24 The following day they came to Caesarea. 
Cornelius was expecting them and had called 
together his relatives and close friends. 25 On Peter’s 
arrival Cornelius met him, and falling at his feet, 
worshiped him. 26 But Peter made him get up, saying, 
“Stand up; I am only a mortal.” 27 And as he talked 
with him, he went in and found that many had 
assembled; 28 and he said to them, “You yourselves 
know that it is unlawful for a Jew to associate with or 
to visit a Gentile; but God has shown me that I should 

not call anyone profane or unclean. 29 So when I was 
sent for, I came without objection. Now may I ask 
why you sent for me?” 
 

30 Cornelius replied, “Four days ago at this very hour, 
at three o’clock, I was praying in my house when 
suddenly a man in dazzling clothes stood before 
me. 31 He said, ‘Cornelius, your prayer has been heard 
and your alms have been remembered before 
God. 32 Send therefore to Joppa and ask for Simon, 
who is called Peter; he is staying in the home of 
Simon, a tanner, by the sea.’ 33 Therefore I sent for 
you immediately, and you have been kind enough to 
come. So now all of us are here in the presence of 
God to listen to all that the Lord has commanded 
you to say.” 
 
34 Then Peter began to speak to them: “I truly 
understand that God shows no partiality, 35 but in 
every nation anyone who fears him and does what is 
right is acceptable to him. 36 You know the message 
he sent to the people of Israel, preaching peace by 
Jesus Christ—he is Lord of all. 
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Session 1:  
Three Leadership Rhythms in the Sacred Valley 
 

 
 
 
 

 
 
 
A. Relationships have a new operating system 
Historian Marc Dunkelman, in The Vanishing 
Neighbor, describes three waves of life throughout 
the history of the United States.  
 
First, the move from a nomadic existence of hunter-
gatherer to an agricultural society that formed 
patterns of life centered in established towns and 
cities.  
 
The second wave, which crested in the mid-1950s, 
was fueled by the advances of the Industrial 
Revolution. In this wave, nuclear families replaced 
multi-generational households, corporations became 
the standard way to organize business, etc. For most 
of us, this is life as we know it.  
 
The third wave began in the late 1970s with an 
entirely new framework developing. In this digital 
revolution, the global access to information is only 
the beginning of the shift. We are living through one 
of the greatest transitions in our nation, not to 
mention the world, and the biggest impact is on 
relationships.  
 
Dunkelman uses the image of the planet Saturn as he 
describes our relational rings. The planet is a person 
and the rings his or her acquaintances in succession 
of diminishing intimacy. Some might suggest that 
the distance between the globe and each ring 
represents a measure of bonding between 
individuals. The most intimate relationships are those 
whose orbits form the innermost rings. 

First and second wave relational rings  
In both of these waves in our country’s history, the 
first ring (most intimate) and the middle rings 
(extended family, friends, neighbors) remained 
primary. The move to an industrialized nation did not 
alter the way relationships operated. 
 
Third wave relational rings 
In this recent wave, the inner ring has expanded with 
helicopter parents, families cocooning, etc. The 
middle ring has been reduced to very limited 
connections while the outer rings have expanded. 
 
A few implications 

 The reduced middle ring has a direct impact on 

institutions which thrive in this place in our lives. 

 The church sits in the middle ring. Without 

intentional connections to the neighborhood, 
congregations play no active role in the local 
community. They are disappearing.  

 There are three new opportunities for 

congregational mission:  
1. The family - operating in the inner ring. 
2. The neighborhood - becoming a new 

middle ring. 
3. The digital world - now participating as 

the accessible outer ring. 

Ref lection: 
What impact do the changing relational rings 
have on deep, sustainable relationships? 
 
 
 
 
What are the fears, concerns or threats created by 
the new operating system? 
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B. We have a Remarkable God  
Remarkable means worthy of attention.  
 
The question for us today is what does it look like to 
be a church that worships a remarkable God? 
 
“Only, live your life in a manner worthy of the gospel 
of Christ…If then there is any encouragement in 
Christ, any consolation from love…Do nothing from 
selfish ambition or conceit…” Philippians 1:27-2:3 
 
In the words of Richard Rohr: 

We are living in exciting times, where we are 
teaching people not what to see, but how to see! 
[Not what to say, but how to listen!] 

 
The broad re-discovery of nondual, contemplative 
consciousness gives me hope for the maturing of 
religion and is probably the only way we can 
move beyond partisan politics. Many are now 
realizing that we have been trying to solve so 
many of our religious, social, political, and 
relational issues inside of the very mind that 
falsely framed the problem in the first place. And, 
as Einstein is purported to have said, no problem 
can be solved from the same level of 
consciousness that created it. 
 
The contemplative mind can see things in a 
nondual way, without being rebellious or 
enmeshed, without being reactionary or hateful. 
Whenever you move to a higher level of 
consciousness, you would be wise to...not waste 
much time reacting against the previous idea or 
generation, which had some level of truth to it.  

 
As you spiritually mature, you can forgive your 
own-and other’s-mistakes. You can let go of 
[those] who hurt you…You have no interest in 
carrying around negative baggage. Wisdom 
emerges when you can see everything...Finally, 
everything belongs.  

 

C. Entrepreneurial leadership is hope 
In her book, Mindset, Carol Dweck explains that 
people generally have either a fixed mindset or a 
growth mindset. Mindsets are part of a person’s 
personality, but they can be changed. 
 
A fixed mindset is the belief that a person’s qualities 
are carved in stone. This is the perspective that 
people have a certain amount of intelligence, 
personality, moral character, etc. and that you’d 
better prove that you have a healthy dose of them. 
 
A growth mindset is the belief that abilities can be 
cultivated through effort. These people don’t just 
seek challenge, they thrive on it. The bigger the 
challenge, the more they stretch and grow. 
Dweck’s research proves that the view you adopt for 
yourself profoundly affects the way you lead your life. 
It can determine whether you become the person you 
want to be and whether you accomplish the things 
you value.  
 
LEAD believes that just as people have one of these 
two mindsets, so do congregations. There are faith 
communities with a fixed mindset around a certain 
paradigm of “church” that cannot open themselves 

up to new ways of joining the Holy Spirit in mission. 
When their fixed mindset is no longer successful, they 
will dig in their heels as they shrink in size and move 
into survival mode before dying a death paced by 
their bank account or largest donor.  
There are also congregations with a growth mindset 
that are open to experimentation, wondering what 
the Holy Spirit is up to, and taking risks, even if it 
means failure, for the sake of what they might learn. 
This growth mindset in a congregation allows people 
to explore possibilities and make hard changes 
because there is something bigger at stake than 
pleasing a few people (who likely have a fixed 
mindset). 
 
LEAD believes congregational mindsets can change.  
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Ref lection: Your aspirations for the future 

If being loved by a remarkable God frees us to love others, what does it mean to you to be nonduelistic? 
 
 
 
What does moving into a higher level of consciousness mean to you? 
 
 
 
What is your current mindset? What is your congregation’s mindset? 
 
 
 
What role do you want to play and what contribution do you want to make? 
 
 
 
What sparks your curiosity about being church in a changing world? 
 
 
 
Reflect on what you would do, or not do, if you didn’t have to ask for anyone’s approval. 
 
 
 
Note the questions that are raised in your heart and mind by these ideas. What bothers you most?  
What gets you most excited? Why? 

 

 

In a time of change like we live in today, leaders with 
a growth mindset will be able to help their 
congregation move forward in mission. Yet the cost 
can be very real. People do it because their faith in 
God is greater than their faith in the congregation, as 
hard as it is to admit.  
 
Momentum for shifting the mind starts at the top 
with pastors, staff, and congregational leaders 
opening up their own thinking and following God 
into the future. Regardless of the size of the 
congregation, its location, history, or culture, shifting 

mindsets by listening, belonging, and learning will 
bear fruit.  
 
Congregations that go through the hard work of 
shifting mindsets run the risk of some people leaving 
because they cannot open their ways of thinking. The 
anxiety about friends or major donors leaving can 
keep a congregation stuck in a fixed mindset. There 
are congregations that would rather die than move 
to a growth mindset. And there are many that will 
open their heart, soul, mind and strength for a 
growth mindset.  
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“The most important one,” answered Jesus, “is this: ‘Hear, O Israel, the Lord our God, the Lord is one. Love the Lord your 

God with al l your heart and with al l your soul and with al l your mind and with al l your strength.’ The second is this: 

‘Love your neighbor as yourself.’ There is no commandment greater than these.” - Mark 12: 29-31 NIV 

 

LEAD’s Four Growth Indicators for Vital Behaviors 

Each LEAD Journey has a ten-step process that may be accompanied by  
a professional coach to successfully take on new behaviors for growth in  

discipleship and to join in God’s mission. 
 

Loving God with all of our heart calls us to listen—The Tune In Process 

 Listen to God in scripture, in prayer, in the congregation, and in the neighborhood  

 Shift from inward to outward focus 

 Launch experiments with new learnings and partners 

 

Loving God with all of our soul calls us to center—The Wake Up Process 

 Clarify congregational purpose and values 

 Align congregation for mission 

 Articulate congregational identity 

 

Loving God with all our mind calls us to explore—The Dig Down Process 

 Deepen Christian frame and theology through Bible Study  

 Streamline systems for strategic ministry including staffing and governance 

 Increase commitment and generosity  

 

Loving God with all of our strength calls us to connect—The Work Out Process 

 Create trust to extend hospitality with openness to diversity 

 Expand comfort zone through strong relational connections  

 Tell the congregation’s story through effective communication 
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 Ref lections: 

What did I hear that surprised me? 
 
 
 
 
 
 
 
 
 
 
What am I encouraged about? 
 
 
 
 
 
 
 
 
 
 
What are some other thoughts I have? 

Session 2:  Vitality and Sustainability 
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 Ref lections: 

What do I notice as I look at our congregation’s results? 
 
 
 
 
 
 
What should we celebrate? 
 
 
 
 
 
 
What are our obstacles? 
 
 
 
 
 
 
Where might we want to focus some effort? 
 
 
 
 

 
 
What do we do well that distinguishes us? 

Session 2:  Vitality and Sustainability 
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 Ref lections from the day: 
 

Spiritual Pilgrims 
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Sessions 3 & 4: (Just a few) Cooperative Ministry Models   
 

Cooperative ministry is not just a last ditch effort to keep the doors open. Congregations looking at shared 
ministry often find they strengthen and renew individual ministries, make a ministry more efficient, stimulate 
growth and engagement in the community, extend a congregation beyond itself, improve programming, 
increase lay leadership, and provide an opportunity to try new things. In other words, it can move a 
congregation from maintenance to fulfilling Christ’s mission for the church – sharing the Gospel. 

 Sharing space  

 Sharing a pastor 

 Sharing other staff (including virtual admin) 

 Sharing programming (youth, confirmation, small groups) 

 Sharing outreach 

 Sharing preaching/visitation with lay leaders  

 Merging congregations 

 Setting up satellite/preaching point of a larger congregation 

 Intern from another congregation (learning cooperative ministry practices) 
 

 

Some Pastoral Models for Cooperative Ministry 

 

 

Contract for 
Services 

Yoked Multi-Point Parish Cooperative Parish 

One congregation 
calls a pastor, then 
another congregation 
contracts with first 
parish for pastoral 
services in exchange 
for money. 

Two or more 
congregations who 
share compensation 
cost for a pastor. 

Two or more congregations 
sharing pastoral leadership 
and other staffing and/or 
congregational programing 
with a parish council and 
individual church councils. 

Two or more congregations 
partner for a shared vision and 
mission together. 

Examples Examples Examples Examples 

 Bethlehem, Round 

Top  & St. Paul’s, 
Shelby 

 St. Peter, Doss & 

Christ, Cherry 
Springs  

 Zion, Arneckeville &  

St. Luke, Schroeder 

 Gulf Coast conference 

cooperative: Supply 
coordinator for multiple 
congregations 

 Tri-county cooperative: 1 

pastor coordinating 5 
congregations 

 Fayette County 

Cooperative: http://
sharedlutheranministry.org 

http://sharedlutheranministry.org/
http://sharedlutheranministry.org/
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 Ref lections: 

Notes: 
 
 
 
 
 
 
 
 
 
 
Questions I have: 
 
 
 
 
 
 
 
 
 
 
Ideas for how my congregation could begin to cooperate: 

Sessions 3 & 4: Shared Ministry of Fayette County—a case study 



18 

 

Session 5: Communications Workshop Choices 
 

Your congregation’s Change Team will either become a movement for congregational transformation or a 
silo, similar to any other committee. At best, silos are like rocks in the congregation’s shoe or at worst, result 
in out-of-breath leaders. The tipping point is the way the Change Team manages communication in these 
three spheres of influence: 
 
1. Within the team: Communication within the team must move from nice to meaningful, or as Judith Glaser 

puts it, “from Level I to Level III.”  
2. Within the congregation: Communication within the congregation must create hope, engage the 

imagination, and include participation by a critical mass of people as everyone shares stories and God-
sightings.  

3. Beyond the congregation: Communication beyond the congregation must capture the spiritual curiosity 
of the neighborhood and beyond, as people find a faith community that understands them, makes a 
difference, and invites them into leadership. 

 
Choose a one-hour workshop that energizes you to lead in your congregation. Think of this as a train-the- 
trainer hour where you are learning to lead others. 

 

Making the Case for Change— Pastor Sue Briner 
Recognizing that leadership includes making change, this workshop will help you return to the congregation 
with concrete steps to bring them along with a new vision. 
 

Conversational Intelligence—Jane Triplett 
Build trust for extraordinary results using the work of Judith Glaser, from her book, Conversational 
Intelligence. It is not about how smart you are, but how open you are to learning new and powerful 
conversational rituals that prime the brain for trust, partnership, and mutual success. Learn the three levels of 
conversation and our five conversational blind spots. Prepare to teach this to others in your congregation in 
order to shift relationships from “Sunday-nice” to trusted faith-deepening experiences. 

 
Congregational Messaging—Peggy Hahn 
Everything within the congregation communicates the congregation’s culture. Everything preaches the 
congregation’s version of the Gospel. Everything either welcomes or rejects an openness to diversity, to new 
people, and to growing. This workshop will look at effective communication practices within and beyond the 
congregation. We will do a quick check to identify your starting place, set goals for the next six months, and 
create a rhythm for the LEAD Team as it shares stories across the congregation. Leave ready to talk with 
others about a congregational message that aligns with participating in God’s mission.  
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The Change Formula: C = D x V x F > R  

(Change happens when Dissatisfaction x Vision x First Steps is greater than the Resistance) 
Note: The pain of not changing must be greater than the pain of changing  

AND there must be some hopeful vision of the future.  
It’s never too late to change: Pentecost – A geriatric movement?  

https://vimeo.com/groups/mbin/videos/11879692  
 

 Where is there pain in the congregation right now? 

 
 
 

 What is/who are stopping us from changing?  

 
 
 

 What will happen to us if we don’t change? 

 
 
 

 How can we make the pain more visible? What is our burning platform? 

 
 
 

 What is a hopeful vision of the future we could begin to paint? (share stories) 

 
 
 

 Who in the congregation can be champions for change? 

 
 
 

 What existing forums could we use for communicating? 

 
 
 

 What new forum(s) might we want to put into place? 
 
 

Workshop Handouts: Making the Case for Change 

https://vimeo.com/groups/mbin/videos/11879692
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Workshop Handouts: Conversational Intelligence by Judith Glaser 

TM 

© 1986-2016 Benchmark Communications, Inc. 

When we are in a state of distrust, the world 

feels threatening. Threats make us retreat, and 

we feel we need to protect ourselves. 

Neuroscientists say that threats trigger the 

Reptilian Brain; we get an Amygdala Hijack and 

experience higher levels of cortisol and 

adrenaline. The fear networks in our brains 

cause us to either “fight, flee, freeze, or 

appease” others.  

If the interaction feels safe and positive, we 

produce more oxytocin and dopamine. These 

neurotransmitters help us relax, feel open to 

others, and create a state of trust. Our 

Prefrontal Cortex opens up and we have access 

to empathy, judgment and higher decision 

 MIND SET INNER REALITY OUTER REALITY 

RESISTOR Not feeling in alignment-

creates resistance 

“I want to influence you to 

my point of view. I’m not 

Perceived to have strong 

beliefs and opinions—not 

SKEPTIC Out of alignment—raises 

doubt 

“I want to learn more from 

you, but…” 

Appears to be doubtful and 

judgmental 

WAIT & SEE Waits for others before 

committing 

“I’m uncertain, am I valued 

and accepted?” 

Seems always tentative 

about what or whom to trust 

EXPERIMENTOR Desires to experiment “How can we share and 

discover our best current 

thinking?” 

Seen as someone with the 

courage to take risks, and 

trust 

CO-CREATOR Builds new meaning “How can we create new 

possibilities together?” 

Willingness to transform 

reality with others in a WE-

centric way 
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Workshop Handouts: Conversational Intelligence by Judith Glaser 

 LEVEL I LEVEL II LEVEL III 

 

 

 

 

 

Purpose 

Transactional 

Exchange Information 

 

 

 

Confirm what 
 you know 

Positional 

Exchange Power 

 

 

 

Defend what you know 

Transformational 

 

Exchan 

ge Energy 

 

Discover what you  
don’t know 

Space Defines space Explores space Creates space 

Focus Giving and receiving 
information, validating 
your views of realty. 

Persuading and influencing 
others to agree with your 
point of view. Exploring other 
positions and seeking a win-
win solution.  

Exploring others’ perspectives, 
asking questions for which you 
have no answers, and listening 
to connect. 

Blind spot  

and  

Overuse 

Tell-Sell-Yell  

Tendency towards telling 
more than asking 

Addicted to Being Right 

Tendency to ask questions for 
which you have the answers 

All Talk, No Action 

Tendency for too much talk 
and no action 

Interaction 
Dynamics 

Inform Persuade Co-create 

Listen To protect To accept or reject To connect 

I-WE I-centric I & We-centric We-centric 

Success My success Win at all cost Mutual success 

Trust Low trust Conditional trust High trust 

Influence Not open to influence Desire to influence Open to influence 

Skills to Develop Ability to ask open-
ended questions and 
foster “give and take.” 

Ability to share the 
conversational space with 
others; expand power. 

Ability to ask questions for 
which you have no answers; co-
creating. 
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CONVERSATIONAL BLIND SPOTS 
How do we become more conversationally intelligent? One way to improve is by recognizing and 

overcoming the five most common conversational blind spots. 

 
Blind Spot #1: Assuming everyone thinks like me. 
An assumption that others see what we see, feel what we 
feel, and think what we think.  
Backstory: When we are engrossed and attached to our point of 
view, we are unable to connect with others’ perspectives. If we did, 
we would realize how differently they see the world. Yet our bodies 
pick up the lack of connectivity and switch on a stronger need to 
persuade others we are right. Human beings actually have a high 
addiction to being right. When we persuade others we are right, our dopamine level goes up. It’s like a 
natural high—dopamine is part of the brain’s reward center. Winning a point makes us feel good—it makes 
others feel bad, but we often don’t realize that. 

 
 

 
Blind Spot #2: Feelings change our reality. 
The failure to realize that fear, trust, and distrust change how we see and interpret 
reality, and therefore how we talk about it.  
Backstory: When in a state of fear, we release cortisol and catecholamines which close 
down the prefrontal cortex. We feel threatened, move into protective behaviors, and 
often don’t even realize we are doing it. 
 
 

 
 
Blind Spot #3: I am too fearful to empathize.  
An inability to stand in each other’s shoes when we are fearful or upset                                   
characterizes Blind Spot #3.  
 
Backstory: Researchers in Parma, Italy, led by Giacomo Rizzolatti, 

discovered, through their 1999 research on monkeys (and later humans),  
that our brain has unique neurons called mirror neurons. These neurons 
give us a view into what others feel, think, and intend. When we listen 
deeply, turn off our judgment mechanisms, and allow ourselves to 
connect with others, we are activating the mirror neuron system, now 
thought of as ‘having empathy for others.’ Yet when we are fearful, that 
power to connect becomes disconnected, and our sensitivity to others’ 
perspectives recedes. 

Well, I’m not listening to this guy... 

Does he 
think he can 
do my job? 

Does he 
think he  

can do my 
job? 

Workshop Handouts: Conversational Intelligence by Judith Glaser 
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Blind Spot #4: I remember, therefore I know.  
The assumption that we remember what others say when 
we actually remember what we think about what others say.  
Backstory: Researchers have concluded two things. One is 
that we drop out of conversations every twelve to 
eighteen seconds to process what people are saying. The 
other is that we often remember what we think about what 
another person is saying because that is a stronger internal 
process and chemical signal. In other words, our internal 
listening and dialogue trumps the other person’s speech.  
 
 
 
 
Blind Spot #5: I am listening so I actually know what you 

really mean.  
The assumption that meaning resides in the speaker, 
when in fact it resides in the listener, characterizes Blind 
Spot #5.  
Backstory: For me to make meaning, I need to draw out 
what I think you are saying from my vault of 
experiences, specifically from the hippocampus, where 
memory is stored in the limbic system, or emotional 
brain; or I may draw from the neocortex, where I store 
memories of what to do and how to do it. My brain will 
pull the meaning from my experiences and I then bring 

them into the conversation to make sense of what I 
hear. That’s why “in my mind’s eye” I can see a totally 

different picture of what you are saying than what your mind sees. Meaning resides in the listener until the 
speaker takes the time to validate and link back to make sure both have the same picture and shared 
meaning.  
 
All human beings have blind spots. We can’t focus on everything at the same time – if we did, we would lose 
our minds. There is too much data to process, too much confusion, and no logical threads to guide us 
forward. So blind spots are in many ways a natural part of our human system to prevent us from ‘going crazy.’ 
What we need to know about blind spots is how they work and what happens when we are incredibly driven 
by our I-centric impulses to protect ourselves. In these cases, our blind spots take us down a path of 
conversational ignorance. We stop listening deeply to others. We think they know what we mean when they 
don’t. We lose our ability to stand in each other’s shoes and empathize. Understanding our 5 Conversational 
Blind Spots, and learning to step through them into insight and awareness of others, strengthens our ability 
to create healthy environments for trust to emerge.  
 
From Judith Glaser, Conversational Intelligence  
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Workshop Handout: Conversational Intelligence by Judith Glaser 
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Workshop Handout: Conversational Intelligence by Judith Glaser 
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Month Core Messages Methods 

Feb 

 

 

 

 

Mar 

 

  

April 

 

  

May 

 

  

June 

 

  

July   

August 

 

  

Sept 

 

  

Oct 

 

  

Nov 

 

  

Dec 

 

  

Jan   

Feb 

 

  

Workshop Handout: 

Congregational Messaging Checklist 

Check all methods that are available for use in your 
congregation. Put an * by the methods you use with 
excellence and circle the places that could be 
expanded.  

_____  Prayers 

_____  Monthly council updates 

_____  Face to face space for authentic conversation 

_____  Sermons  

_____  Video screens in worship 

_____  Worship bulletins  

_____  Newsletter ____for members ____for new people 

_____  E-newsletter ____weekly ____beyond members 

_____  Bulletin boards  

_____  Temple talks 

_____  Website ____up to date ____for members                          
  ____our front door ____love it 

_____  Facebook ____for:__________________________________ 

_____  Other social media 

_____  Blogs ____for:_______________________________________ 

_____  Special meetings ____for:__________________________ 

_____  Adult forums or classes ____for:____________________ 

_____ Interior signs ____for:_______________________________ 

_____ Exterior signs ____for:_______________________________ 

_____ Local newspaper stories: ___________________________ 

_____ Strategic thank you notes 

_____ Strategic letters, post-cards or other mailings for: 

___________________________________________________________ 

_____  Other____________________ 

_____  Other____________________ 

_____  Other____________________ 
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Messaging 

Story(ies) 

Workshop Handout 



28 

 

Ref lection: Thoughts about C ommunications Workshop  

 

Ref lection: Thoughts about C ommunications Workshop 

 



29 

 

 

Ref lection: Observations, questions, and notes 
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Dreaming God’s Dream:  

Imagine how the community around us would be different in 5 years if we began to cooperate now. 

 

 

 

 

 

 

 

 

 

Imagine how we would be different. 

 

 

Session 6:  Starting Place… God Calling Forth a New Reality                                                   
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Ref lection:  

Gifts of our Congregation 
What do we do particularly well that we’re proud of? 
 
 
 
What excites us about this congregation? 
 

 
 
What do we have that we think we could share? 
 
 
 

Our Neighbors 
What are our closest ELCA congregations, and how far away are they? 
 
 
 
What things are we already doing with another congregation? Non-profits? 
 
 
 

As we begin to think about cooperating… 
What are we most excited about? 
 
 
 
What are our concerns about cooperating? 
 
 
 
Which congregation(s) should we think about cooperating with? 
 
 
 
What are some ideas or ways we could begin to cooperate? 
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Basic info about our congregation 
 Congregation name 

 

 Year founded 

 

 Location 

 

 Mission statement 

 
 

Worship 
 Worship times 
 

 We would characterize our worship style as:   

 Traditional 
 Contemporary 
 Blended 
 We change it up regularly 
 

 Which hymnal(s) do we use? 

 

 Do we have a projection system in the sanctuary?    

 

 What instruments do we use in worship? 

 

 What choir(s)/worship leadership do we have? 

 

 Special services? (Advent, Lent, Holy Week, Christmas & Easter, Thanksgiving, other) 

 
 

Fellowship & Small Groups 
 Regular fellowship events (weekly, monthly, seasonally) / (when, theme, who’s invited) 
 

 Small groups (e.g. WELCA, Men’s group, youth group, quilters, etc.) 

Homework: Getting to know you... 
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Faith Formation  
 Adult education/Bible Study offerings (when, where, topic(s), who leads) 

 

 Sunday school/Christian ed. for children and youth (when, curriculum, who leads, age/grades)  

 

 Confirmation instruction (when, curriculum, who leads, number of students) 

 

 
Inreach & Outreach 
 Do we have any of the following? 

 Lay visitation team for shut ins  
 Lay visitation team for new visitors  
 Stephen ministers 
 Lay Eucharistic ministers 
 Lay preachers 
 

 What outreach ministries are we actively involved in in our community? 

 

 What outreach ministries do we contribute financially to? 

 

 Do we have a: 

 Preschool 
 Mother’s Day Out 
 After school care 
 Adult respite care 
 Other significant ministry onsite operated by the congregation 
 

 These ministries (if we have them): 

 Contribute positively to the general budget of the congregation (if so, what percent) 
 Are subsidized by the congregational budget 
 Are revenue neutral 

Homework: Getting to know you... 
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Facilities information 

 List buildings, general capacity, utilization 

 

 Any special features on our property (e.g. ball fields, labyrinth, prayer garden, cemetery, columbarium etc.) 

 What outside organizations use our facilities and how often are they used? 

 What do we charge for utilization of our facilities? 

Equipment information 

 Major office equipment (copier, folding machine, etc.) 

 Projectors, sound systems, etc. 

 Yard equipment 

 Is there wifi in our facilities? 

Staff information: (list how many hours/week) 

 Pastor(s) 

 Other lay professionals 

 Secretary/Parish coordinator/business manager 

 Janitor/Housekeeper 

 Other staff 

Homework: Getting to know you... 
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Finances 
 Our annual budget is ___________ 

 
 

 Our allotment for pastoral compensation, benefits and reimbursable expenses is ________ 

 
 

 Do we have any bequests? 

 
 

 Do we have an endowment fund?  If so, how much is in it and what is it for? 

 
 

Our Leaders/Governance 
 How many leaders serve on our council? 

 
 

 What are our active committees/ministry teams? 
 
 

Our Neighbors 
 What are our closest ELCA congregations? How far away are they? 

 
 

 What things are we already doing with another congregation? Non-profits? 

 
 

 Other close ecumenical partner congregations? (PCUSA, ECUSA, UMC, UCC)   

 
 

 Other non-affiliated congregations that we have a relationship with 

 
 

 What are the local non-profits in our area? 

Homework: Getting to know you... 
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 Practices for Listening to God 
Dwelling in the Word - http://www.swtsynod.org/dwelling  

 Acts 8:26-40 – Philip and the Ethiopian 

 Acts 10:1-33 – Peter and Cornelius 

 Numbers 13:25-14:4 – Context: Spies sent to check out Canaan 

 1 Kings 17:8-16 – Elijah and the Widow of Zarephath 

 2 Corinthians 4:1-11 – Treasure in clay jars 

 1 Samuel 3:1-11 – Call of Samuel 

Centering prayer – http://www.contemplativeoutreach.org/category/category/centering-prayer  
Ignatian prayer exercises – http://spex.ignatianspirituality.com/  
Journaling 
Praying for one another in worship, praying for the sick 
Service projects 
Other ideas? 
 
 

Process for Forward Movement 
 
When/how could we get approval for this? 
 
 

 
Who would be good team members? 
 
 
 
What is a joint practice we want to begin? 
 
 
 
Where will we use it? 
 
 
 
How will we communicate this? 
 

Session 7: Next Steps 

http://www.swtsynod.org/dwelling
http://www.contemplativeoutreach.org/category/category/centering-prayer
http://spex.ignatianspirituality.com/
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Step Notes 

1  

2  

3  

4  

5  

6  

7  

8  

9  

10  

Session 7: Next Steps 
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Topic Presenter Action Completion Date 

Opening faith practice:    

Reflections on what we have 
learned since the last meeting: 

   

    

    

    

Action items before next  
meeting: 

   

Congregational messaging:     

Next meeting:    

Closing prayer:    

  Agenda for: (Date/Location)_________________________________________________________________________________ 
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 Tool Box    Team Contact Information 

Name Cell Phone Email Address 

    

    

    

    

    

    

    

    

    

 Tool Box    Team Contact Information 

Name Cell Phone Email Address 
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The Change Team is a community of leaders who are 
willing to put their own preferences aside for the 
purpose of the mission. This can be challenging as 
you begin this journey toward cooperation. It is 
natural to have points of view that provide different 
angles of vision on the congregation and the 
neighborhood. It is likely that you will have moments 
of disappointment when your personal passions, 
developed through your own prayer and 
discernment, are not in line with the rest of the team. 
It is helpful to know that your individual call can 
differ from your corporate call. Including Level III 
conversations will create space to manage these 
concerns.  
 
As you develop the Covenant, be aware of times 
when you are engaging these three levels of 
conversation. The tendency is to stay with Level I and 
Level II. Level III conversations require expanding and 
developing trust. 
 
LEAD recommends developing a covenant that is a 
living document, inviting additions over time. Think 
of it as rules of engagement. Some points to 
consider in the Covenant include: 
 Understanding the role of the team as it relates 

to the congregational council and congregation’s 
staff. 

 Clarifying the purpose of the team.  
 Being honest about personal filters and biases 

and understanding that the team may hold one 
another accountable to overcome these biases.  

 Agreeing about how data will be managed, 
meeting days and times, the anticipated timeline, 
and handling absences. Will the team meet if 
everyone is not present? 

 Commitment to completing assigned tasks 
between meetings. 

 Commitment to daily prayer, discernment, and 
journaling.  

 Revealing your thinking. 

 
Ask everyone to identify “practices” or behaviors that 
would give this experience the best outcome. Give 
examples such as “respect people’s opinions” or 
“listen.” 
 
If some people are not speaking up, ask them “what 
behaviors are important to you?” Encourage 
everyone to participate. 
 
Capture the ideas that people have, and write them 
on a flip chart or paper where everyone can see 
them. When you get a word like “respect” or ”trust” – 
ask people to double click on these words to reveal 
what else may be on people’s minds. (Double click 
was used originally with “pressing a computer mouse 
twice” to open up a folder or document. In 
conversations, it is a metaphor to explain clicking 
twice on words used in conversations to open up the 
meaning others may hold inside.) 
 
In addition to the behaviors listed, ask people to 
identify how they can give each other feedback if 
they are not honoring the rules they create. This 
gives the team ownership for being transparent and 
supportive and guiding each other to live the 

behaviors that create mutual success.  
 
During the process, check in with people to see 
what’s missing, what they see as being most 
important, or using some “pull questions” that 
engage people in sharing and discovering more 
together. 

Creating a Change Team Covenant 
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Some specific behaviors that might be included: 

 Pray for one another. 

 Worship, study, and give regularly. 

 Listen to one another with respect, openness, and 

a genuine desire to understand the other person 
without interruption.  

 Speak for yourself, not for others, using “I” rather 

than “you.” 

 Avoid stereotypes.  

 Represent others fairly. 

 Speak the truth in love. 
 

 Recognize that conflict and differences are part of 

growth in people and congregations. 

 Ask clarifying questions before making 

judgments. 

 Forgive one another. 

 Agree to no secret meetings or behind the scenes 

emails, phone calls, etc. 

 Agree to focus on problems and issues, not 

people. 

 Agree to focus on interests, not positions. 

 Agree to make time for meals, stories, fun, humor, 
and good times together as a group. 

Team C ovenant—DRAF T 
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Month Core Messages Methods Communicators Resources 
Needed 

     

     

     

     

     

     

     

     

     

     

     

     

     

Your Communication Strategy 
includes as many different delivery 
systems as possible. Check all that 
are available for use in your 
congregation:  

_____  Prayers 

_____  Monthly council updates 

_____  Face to face 

_____  Sermon 

_____  Video screens in worship 

_____  Worship bulletin  

_____  Newsletter 

_____  E-newsletter 

_____  Bulletin boards 

_____  Temple talks 

_____  Website 

_____  Facebook 

_____  Other social media 

_____  Blogs 

_____  Special meetings 

_____  Adult forums or classes 

_____  Other____________________ 

_____  Other____________________ 

Make a  

Communication 
Plan 

Communication Plan and Timeline 
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Spirituality of Leadership 
 
 Christian leadership is not rooted in management techniques, marketing tools, or administrative skills.  
 Christian leadership is rooted in our faith. 
 As we lead the congregations we serve, we are called to grow in faith—tending to the life of our spirit. 

 
Are you worshiping regularly?  
 
When is the last time you invited someone to worship? 
 
How does your leadership team worship together? 
 

 
 

 
What are your personal prayer practices? Your family prayer practices?  
 
When is the last time you asked someone to help you pray? 
 
How does your leadership team pray together? 
 

 
 

 
How do you make space for reading, praying, studying the Bible in your life?  
 
What would have to shift for you to spend 5 more minutes each day reading the Bible? 
 
How does your leadership team engage the Bible together? 
 

 

 
 
 
What have you read recently that has fed your spirit?  
 
When is the last time you asked someone to teach you about a topic or skill that you were unsure of? 
 
How does your leadership team learn together? 

W
or

sh
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e 
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LEAD 

Growing leaders with deep, bold, consequential faith in Jesus Christ 

 Empowering Christian Leaders, Transforming Faith Communities, Influencing the World 

 


