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In The Beginning… How’d we got started?
During 2009 the issue of First Lutheran possibly moving to the south of town, Calvary likely expected to stay in the middle of town and having two somewhat similar ELCA congregations on the north side of town possibly consolidating was talked about among some members of both Shalom and Bethesda.  In the spring of 2010 both Bethesda and Shalom church councils created the Joint Dialogue Team, with no authority whatsoever, but having the following responsibility and purpose:

To honestly, objectively, respectfully, boldly and prayerfully, discuss possible collaborations and mutual benefits between Shalom and Bethesda churches and bring any potential recommendations back to our respective church councils for appropriate action.
Members of the Joint Dialogue Team are as follows:



Bethesda



Shalom






Amy Lamb



Fritz Bukowski





Jan Keller



Tammy Drewes





Steve Storm



Jon Halvorson






Doug Tatge



Eileen McKay



Meetings were held weekly during May and June starting at Bethesda and then rotating each week between the two churches. At the first meeting the Team agreed on the following Ground Rules and Process Steps:

Mutually Agreed Upon Ground Rules for Meetings of the Joint Dialogue Team
1) The size of the “participating” delegation from each church will be a total of four people designated in advance—a total of eight members on the Joint Dialogue Team.
2) There will be total openness at the Joint Dialogue Team meetings—nothing will be held as confidential and all members from both churches are welcome as observers. (In actual practice we opened discussion to the observers on many occasions asking especially for ideas and opinions on the topics being discussed.)
3) Teams will keep their respective pastors and council presidents informed. Pastors will be asked to provide starting devotions, when their schedule allows, for meetings held in their respective church. 

4) Internal decisions and recommendations will be made by consensus of the Joint Dialogue Team.  (“Consensus” literally means each team member either agrees with or at least can live with a given decision.)

5) Team chairs will rotate serving as facilitators of the dialogue when in their church building. 
6) We hope meetings will be held weekly. (The Team agreed to” get at it and get it done!”)
7) Formal communications from the Joint Dialogue Team to our respective congregations, whether verbal or written, will always be done jointly.
PROCESS STEPS FOR JOINT DIALOGUE


A) Awareness & Discovery Phase—learn about the other church’s mission, vision, history, facilities, church data (#s and $s), culture, organizational processes, staffing profile etc.


B) Identification Phase—after learning about each other’s church, we then identify what possible points of collaboration/mutual benefits might exist


C) Discussion Phase—comprehensively analyze, discuss, debate, and develop pros & cons for each possible collaboration/mutual benefit from the previous Identification Phase considering multiple scenarios, if appropriate.

D) Selection Phase—select the collaborations/mutual benefits, if any, the joint dialogue team feels appropriate to advance as recommendations to our respective church councils.
E) Council & Congregational Dialogue--determine how/when any recommended collaborations/mutual benefits will be presented by the team to our respective church councils. It is imperative there be on-going communication from the joint dialogue team to our respective church councils and congregations so there are no major surprises in the team’s recommendations.

The Awareness and Discovery Phase –It’s about who we are!
Following the process steps--the topic for the first two meetings was that of “awareness and discovery” about each other’s church.  We learned from each other about our respective church mission & vision, history, culture, budget, staffing profiles, demographic information and statistics about membership, facilities etc.
The Team found this phase to very interesting and insightful.  We, along with observers present, toured each church especially observing facilities and aspects of each total campus. Bethesda shared their centennial book prepared in 2007.

The Identification Phase – It’s ALL about a new and expanded mission!
As stated earlier, the Identification Phase was intended to “identify what possible points of collaboration/mutual benefits” might exist between the two congregations.  With all eight Team members pledging to be open, honest and respectful the discussion in this phase very rapidly moved to a shared excitement about the potential of an “expanded mission” that neither congregation could accomplish on its own.  

Rather than cautiously starting discussions with small things where we may collaborate and then very deliberately moving towards greater levels of collaboration and even consolidation—the Team took the opposite tack.  We boldly started with the “M” word--merger, (which we later more correctly changed to the “C” word—consolidation) because we could clearly see a much greater and expanded vision of who both congregations might become in mission if we worked together as one.
Pastor Art Montgomery (Bethesda member) shared, through a letter to the Team, the following thought:  “We are already one in faith and mission.  It is, therefore, not appropriate to ask, ‘Should we work together,’ but rather to ask the Lord to show us how.”
Pastor Rollen Halvorson (Shalom assistant pastor) shared in his devotions the following; “The Lord has a mission in mind for us.  The road ahead can be filled with promise and possibilities.  Dare to dream… dare to believe… dare to act boldly on the assurances of Jesus our Lord and savior.  ‘For mortals it is impossible, for God all things are possible.’ Jesus—Mathew 19:26.”

The Team did indeed find itself acting boldly because “possibility thinking and daring to dream” about a greater shared mission, allowing two somewhat similar congregations to become much greater in vision and mission is an exciting, energizing and spirit-filled dialogue.  One of the documents provided by a Team member that soon began to be referred to as the “bold and boldest” recommendation can be found in Appendix A:  Identification Phase Recommendations, p. 10. This document advances the concept of consolidation and pushes the team ever-forward towards the analysis phase.  The Team, during this Identification Phase, found itself intentionally spending a significant time engaged in “expanded mission” discussion, not analyzing, not debating and not discussing the pros & cons—that would come next.
The Discussion Phase -- Comprehensive analysis of the dream!

The first phase of Discovery could be described as very interesting; the second phase of Identification could be described as exciting and spirit-filled.  The third phase of Discussion was when the “heavy lifting” started for the Team.  Was any of this dreaming possible?  How could we do it?  What exactly are we planning to recommend?  These and many more questions were what Phase Three was all about.  Since our discussion and analysis was solely on the concept of consolidating Shalom and Bethesda into one congregation we developed a set of pros and cons (we called them advantages and disadvantages) for the three most logical options before us—1) to build at a totally new location, 2) to consolidate at the Bethesda site, and 3) to consolidate at the Shalom site. (See Appendix B: Analysis of Three Options, p. 13.)  Each option lists the same first four  “advantages” and the Team felt they were powerful reasons to consolidate.  As noted on the bottom of  each option there would be significant need to be sensitive to bring dedicated gifts, memorials and other property that are a real sense of the congregation and witness to that church’s’ importance and existence among us. 
Advanatges as to Why Consolidate?
· Capacity for expanded mission—put simply, we can do much more together than we can do separately!

· Combining of budgets—expected savings to-be-determined.  After analysis, we found  there would be economies of scale.

· Combining of staff and parishioners’ talents.  While this is a short sentence of six words it can have enormous impact on the mission field of Alexandria, Minnesota and beyond!
· Larger membership could mean more volunteers for Sunday School, music, health care emphasis, worship assistants and a hundred other activities.  We know this is not “automatic” but in a newly energized and spirit-filled church with an expanded vision and mission we know this is a great possibility!
At this point the Team’s recommendation of consolidation was a given—so, “consolidate where?” became the next question.  After a comprehensive analysis, witnessed by the information on the advantages and disadvantages pages (See Appendix B: Analysis of Three Options, pp. 13-16.) it became clear to the Team that consolidating at Shalom offered the best long-term solution.  The Team especially valued these advantages in the Shalom option:

The Most Significant Shalom Advantages
1) More green space (7 acres) providing for expansion of mission, expansion of facilities and growth of membership for decades to come.  If Bethesda would have been the site, just adding more parking space would have land-locked this new congregation as Calvary and First Lutheran already find themselves. Sanctuary space at Bethesda likely would have become a short-term issue.  
2) Not having a sanctuary ended up being viewed as an advantage so both congregations could experience the building of a new sanctuary together—it would literally be “our” new sanctuary!  Also, the building of a new sanctuary automatically attracts new growth in membership.
3) An overflow parking agreement with Anderson funeral Home currently exists.
While leaving any church can be painful, the Team concluded that every church is simply a building, bricks and mortar—the “church” is really THE PEOPLE!  To leave the Bethesda building will hurt every Bethesda member in some way but to look forward to a new sanctuary, with a new and expanded mission is both a logical and emotionally-exciting leap of faith!
The Selection Phase – What will we recommend to our church councils?
Due to the manner in which the Team addressed the previous phase—that of Discussion—we had done a lot of the work implied in this Selection Phase.  However, we concluded that we needed to address significant “roadblocks” and “speed bumps” and document our corresponding thought processes.  We defined a “roadblock” to be anything the Team felt, especially with input from observers and other members, that could end the consolidation discussions—in other words a deal breaker.  “Speed bumps” where defined as potential problem areas that we felt a need to address but they weren’t, by themselves, seen as roadblocks or deal breakers.
With the Team having no authority whatsoever, obvious roadblocks we automatically acknowledged were the possibility of either council or either congregation simply voting “No” and ending the process.  After tip-toeing around the issue for one meeting another roadblock the Team acknowledged was seen as Shalom’s need to keep Pastor Grant Aaseng.  Fortunately, timing is such that Bethesda is already well aware that Pastor Don Reising is an Intentional Interim and not available for extended service to Bethesda.  This allows the Team to recommend this consolidation be started with only one full-time pastor—this provides a significant startup savings and the opportunity to grow into a second pastor together as finances and membership allows.
Roadblocks

· Either Bethesda or Shalom council voting “No”
· Either Shalom or Bethesda congregation voting “No”

· Pr. Grant not being part of the staffing profile

· Maintaining all personnel positions

The Team also discussed several other staffing and personnel concerns and while maybe not all were seen as consolidation “roadblocks” there was strong opinion from various members of both congregations to be mindful of keeping present personnel.  
Speedbumps
The Team identified multiple speedbumps and saw that they naturally clustered into four areas. Additionally, the Team felt a responsibility to not only identify them but also to address them through the development of a plan of recommended action/information.  These plans address the following four areas:
· Communications 

· Relational/Social 

· Logistics: A Suggested Timetable and the Synod Guidebook for Consolidation
· Financial and Staffing 

Communications Issues  With a goal of comprehensive information to all members in advance two Team members reviewed what communications have already occurred and what communication needed yet to occur.  As a result, bulletin notices have been common and continued the weekend of July 4th.  Additionally, they have prepared a statement for after the Joint Council Meeting. (See Appendix C: Update to Shalom and Bethesda Members, p.17)
Relational/Social Concerns  This plan, addressing social, emotional, relationship and “people” issues between both congregations, is found in Appendix D: A Relational/Social Plan, p. 19.  It addresses the following issues:


1) New church name 

2) Consolidating church council and committees and realigning some staffing duties

3) Giving up established roles in current congregations

4) Dedicated funds in both congregations

5) Bethesda members not moving to new congregation

6) Use of the Bethesda building after consolidation and before sale

7) Shalom has a mortgage (on land)-Bethesda doesn’t 

8) Members currently lack collaborative spirit since they don’t yet know each other

9) The need for clear and concise communications

Logistics: A Suggested Timetable This plan and the Synod Guidbook Together In Mission, which comprehensively addresses the consolidation process, are extremely important for our church councils.  Just like the Team often said, “We’re not sure of the next step because we’ve never done this before!” the councils are in the same situation.  The Suggested Timetable gives a month-by-month timeline, using the synod guidebook as reference, from July-January.  Additionally, the Team has already met with Pastor Keith Zeh, MW MN Synod of ELCA, who has worked with several similar consolidations and stands ready to assist our congregations if asked.
Financial and Staffing Strategies  The intent of this planning activity was two-fold: 1) to determine the overall financial feasibility by studying current budgets and giving expectations and 2) determine financially if all current personnel could be into the new congregation.  (See Appendix F: Financial and Staffing Analysis, p. 26.) After detail line-item analysis of both budgets the Team believes current staff can be retained and there is a real potential of having approximately $90,000 remaining discretionary funds to be targeted as we better learn our new congregation.  Note:  This $90,000 of discretionary funds is predicated on two givens: 1) we start with only one full-time pastor so we can grow into a second pastor together, and 2) giving remains constant (it is believed loss of members and giving due to the consolidation will be offset by equal gain due to consolidation and a new sanctuary).
Summary

The Team has worked diligently, prayerfully and in a spirit-filled sense.  Boldly and with confidence we recommend our two congregations, Bethesda and Shalom, consolidate to the greater glory of God.  There are likely dozens of good human reasons why this consolidation won’t work, can’t work--but the Team believes they pale enormously in the light of the following quotes regarding the Team’s vision:
· “We are already one in faith and mission.  It is, therefore, not appropriate to ask, ‘Should we work together,’ but rather to ask the Lord to show us how.” 
Pr. Art Montgomery
· “The Lord has a mission in mind for us.  The road ahead can be filled with promise and possibilities.  Dare to dream… dare to believe… dare to act boldly on the assurances of Jesus our Lord and savior.  ‘For mortals it is impossible, for God all things are possible.’ Jesus—Mathew 19:26.” 
Pr. Rollen Halvorson
For the greater glory of our GOD—let’s get it done!
                                                                                           The Joint Dialogue Team
Appendix A

Identification Phase Recommendations 

“Identification Phase” Recommendations from Doug Tatge
Being lead by God’s words in our devotions—to obey God even when difficult; to let go of our will and follow God’s will; to show courage in our actions; and to avoid the natural tendencies of tribalism, of protecting “our” turf, but rather as endowed by the Spirit demonstrate unity, love and peace in Christ—I “Identify” the following possibilities…in which to proclaim and serve Christ.




BOLD: Move to Bethesda Site
	COMPONENT
	ACTION

	Congregation
	Consolidate both congregations and as a suggestion we call it “Peace Lutheran Church” 



	Mission & Vision
	1) Bethesda’s Mission: Gathered and sent to proclaim and serve Christ

2) Shalom’s Focus:   We believe God is calling us to invite people into a deeper relationship with Christ that we may discover true peace and be prepared to follow Him in compassionate service

3) Shalom’s three Vision Areas:

· Faith-Driven Visionary Leadership

· Compassionate, Christ-like Serving and Generous Giving

· Healthy Church family 

4) And add a new fourth Vision:  

· Concerted outreach to youth, especially young families, through 2010 contemporary worship, along with a social and physical health emphasis (a multi-purpose hall would be a great asset but may not be possible at Bethesda)

The newly formed congregation would develop the plan to accomplish goals in these four vision areas.

	Facility
	Use Bethesda’s debt-free facility, sell Shalom using proceeds to add a small multi-purpose hall on to the west end of Bethesda’s education wing (this may not be possible due to demand of parking space and access issues) expanding the existing parking lot all the way west.  (We would then be land-locked!) 

	Staff & Services
	1) Maintain Pastor Grant, with Pastor Don terminating at the end of the year as currently planned

2) Maintain both Karen and Shannon while adding a special added emphasis on outreach to young families in the Alexandria area offering 2010 contemporary worship, along with social and physical health emphasis

3) Mark Graf, Bethesda’s Director of Music, given his depth of knowledge, his education, training, and experience; Mark would be viewed as an integral music resource and would continue as Director of Music.  Note: With the added vision of concerted outreach to youth and young families there would be an additional need for assistance with contemporary Christian pop/rock music in their worship. 

4) Maintain traditional and praise team Sunday services and create a new truly- contemporary Sunday morning service for youth/young families.


BOLDEST: Move to Shalom Site
	COMPONENT
	ACTION

	Congregation
	Consolidate both congregations  and as a suggestion we call it “Peace Lutheran Church” 



	Mission
	1) Bethesda’s Mission: Gathered and sent to proclaim and serve Christ

2) Shalom’s Focus:   We believe God is calling us to invite people into a deeper relationship with Christ that we may discover true peace and be prepared to follow Him in compassionate service

3) Shalom’s three Vision Areas:

· Faith-Driven Visionary Leadership

· Compassionate, Christ-like Serving and Generous Giving

· Healthy Church family 

4) And add a fourth Vision:  

· Concerted outreach to youth, especially young families, through 2010 contemporary worship, along with a social and physical health emphasis (a multi-purpose hall would be a great asset)

The newly formed congregation would develop the plan to accomplish goals in these four vision areas.

	Facility/Grounds
	Using the Shalom campus to build a sanctuary as is currently discussed and a new multi-purpose hall (activities/Sunday School hall etc.)—new to all members. Proceeds from selling Bethesda could go towards both new building projects and create a sense of newness for all members.  The current sanctuary, when construction is completed, would be converted into a parish hall as is currently planned.  This new campus would provide this new congregation with facilities to reach a new and broader mission than any current ELCA congregations in the Alexandria area.  The remaining land could be developed into a park with tables and walking trails well suited to accomplish our vision of a healthy church family.  (How about Bible studies in the park or perhaps an outdoor Christian rock concert!)  The biggest advantage to this plan is the possibility of a relatively new church campus for ALL members—the land Shalom owns simply provides for this in a way Bethesda cannot.

	Staff & Services
	1) Maintain Pastor Grant, with Pastor Don terminating at the end of the year as currently planned

2) Maintain both Karen and Shannon while adding a special emphasis on outreach to young families in the Alexandria area offering 2010 contemporary worship along with social and physical health emphasis, great use for multi-purpose hall.

3) Mark Graf, Bethesda’s Director of Music, given his depth of knowledge, his education, training, and experience; Mark would be viewed as an integral music resource and would continue as Director of Music.  Note: With the added vision of concerted outreach to youth and young families there would be an additional need for assistance with contemporary Christian pop/rock music in their worship. 

4) Maintain traditional and praise team services and create a new truly- contemporary Sunday morning service for youth/young families—likely in the multi-purpose hall.


Appendix B

Analysis of Three Options 

Analysis of Consolidating at a Totally New Location

Advantages

· Capacity for expanded mission
· Combining of budgets—expected savings to-be-determined

· Combining of staff and parishioners’ talents

· Larger membership could mean more volunteers for Sunday School and other activities
· There would be no history of either Shalom or Bethesda (fresh start for both)
· A new sanctuary would be new to all members and would ignite excitement.
· Buying enough land at a new site we would not be land locked like Calvary and First Lutheran

· Revenue from selling both Bethesda and Shalom buildings would be brought to the new congregation
Disadvantages

· Merging of traditions and culture could be a challenge
· People giving up established roles in current churches due to merging
· Possible loss of current members from both churches possible
· Expense of new land, buildings, landscaping etc.—added debt load (Note: ELCA likely has land acquisition requirements for new congregations)
· Expense of larger parking lot 
· The challenge of selling two church properties in the same town at the same time
Team Notes:

1) While neither an advantage or disadvantage the Team acknowledges the need to address concerns of dedicated funds of both congregations being brought to a new location, and closely related
                2) While neither an advantage or disadvantage this option calls for significant sensitivity in bringing to the new church building “a sense of Shalom and Bethesda”—i.e. memorial gifts, song books,  stained glass windows, communion utensils, baptismal fonts etc.—as selected later by a joint committee.

Analysis of Consolidating at the Bethesda Site

Advantages

· Capacity for expanded mission
· Combining of budgets—expected savings to-be-determined

· Combining of staff and parishioners’ talents

· Larger membership could mean more volunteers for Sunday School and other activities

· Building is move-in ready (no construction needed)

· Has dedicated sanctuary
· Bethesda congregation would feel right at home
· No mortgage on current building.

· Plenty of Sunday school/multi use space available

· Revenue from Shalom building would be brought to new congregation
Disadvantages

· Merging of traditions and culture could be a challenge

· No room for expansion—with expanded parking lot we would be land locked
· People giving up established roles in current churches due to merging
· Possible loss of current members from both churches possible

· Some Shalom members might not feel excited to move from current location
· Expense of larger parking lot 

· Expansion of future mission could be limited due to lack of land

· Sanctuary is limited to expansion for future growth (20 yrs, 30 yrs 60 yrs)

· Age of buildings – meaning more maintenance likely (sanctuary built in 1971, fellowship hall built in 1957)

· Moving into existing sanctuary would always feel like “Bethesda’s sanctuary” to Shalom members

· Shalom building would have to be sold
Team Notes:

1) While neither an advantage or disadvantage the Team acknowledges the need to address concerns of dedicated funds of both congregations, and closely related





 2) While neither an advantage or disadvantage this option calls for significant sensitivity in bringing to Bethesda “a sense of Shalom”—i.e. memorial gifts to Shalom, song books, communion utensils, baptismal font etc.—as selected later by a Shalom committee.
Analysis of Consolidating at the Shalom Site

Advantages
· Capacity for expanded mission

· Combining of budgets--expected savings estimate to-be-determined
· Combining of staff and parishioners’ talents
· Larger membership could mean more volunteers for Sunday School and other activities

· More Green Space for future expansion of mission. (20yrs, 30yrs, 60yrs)

· Shalom congregation would feel more at home
· Shalom has existing plan for expansion. (Sanctuary, Sunday school/multi-purpose space) 

· Space for new “Family Center”
· Current parking agreement allows overflow with Anderson’s Funeral Home if needed

· Current Shalom facilities (fellowship hall, offices, Sunday School rooms) would be used and would adapt to new plan with new sanctuary and possibly new multi-purpose hall
· A new sanctuary would be new to all members and would ignite excitement

· Newer facilities with expanded programming for young families would attract more young families (No other current ELCA Church in Alexandria has the space or mission)

· Age of buildings--meaning less maintenance likely

· Revenue from Bethesda bldg. would be brought to new congregation
Disadvantages
· Merging of traditions and culture could be a challenge
· People giving up established roles in current churches due to merging

· Possible loss of current members from both churches (potentially more from Bethesda)

· Some Bethesda members might not feel excited to move from current location
· Construction time needed to build new facilities (not move-in ready)

· Would need temporary meeting site until construction completed—likely Bethesda 

· Shalom building has mortgage

· Bethesda building would have to be sold

Team Notes:

1) While neither an advantage or disadvantage the Team acknowledges the need to address concerns of dedicated funds of both congregations, and closely related





 2)  While neither an advantage or disadvantage this option calls for significant sensitivity in bringing to Shalom a “sense of Bethesda”—i.e. memorial gifts to Bethesda, hymn books, stain glass windows, baptismal font etc. .—as selected later by a Bethesda committee.

Appendix C:

Update to Shalom and Bethesda Members 

Update to Bethesda and Shalom Members
On Behalf of Shalom/Bethesda Joint Dialogue Team

July Newsletter/Communication

 

 As we grow in Christ, we serve him thru Missions. This is hoping you have read & /or heard the updates regarding our joint venture between Shalom and Bethesda Task forces.  We have been meeting Monday at 5:15 pm for several weeks now.   This process is for information gathering only, and to boldly go outside the box and our comfort zone, looking towards the future of both congregations. Two members of this taskforce, Eileen McKay from Shalom and Jan Keller from Bethesda were asked on June 14th to address how we have communicated with our church members, and to update ALL, about what we have learned about each other and what needs and ideas we have shared.

There are 8 members from Shalom and Bethesda: who meet every Monday at 5:15 pm, sites alternate between churches.  Both Shalom and Bethesda members have been invited to attend all meetings, and have been given the same written and verbal information at the same time.  The first 2 meetings were basically looking at each other’s buildings, obtaining Bethesda and Shalom church’s History, sharing of ours missions and getting to know each other. We discovered the mutual hunger for increased Mission work.  We then went into work mode, where the 8 of us discussed many options regarding collaboration between Shalom and Bethesda.  The boldest idea was the joining of both congregations. It was quite a shock to most of us and we have taken time to look at many issues that have presented themselves, but not all.  The Spirit has leaded us down an unfamiliar and uncomfortable path, to say the least.

The Team looked at the pros and cons of why we should consider joining together, looked at both buildings, the present land available at both sites, financial concerns of both churches and future needs. Our team has spent many hours looking at how we stay Small and Welcoming if we join together.  Does it make sense to join with Bethesda, and sell Shalom’s land, when Bethesda is land locked?  Does it make sense to build at Shalom’s site when Bethesda’s building is paid for?  All of us voiced many concerns regarding blending both staff, members, our councils, the loss of ownership of perspective duties in OUR churches, and the loss of both buildings if we also looked at a entirely new site, that would need to be purchased.  And what happens to US as we consider creating a new church?  How do we go forward if this is what the Lord is asking both churches to consider?  We do not have all the answers just lots of ideas, which we plan on sharing with both congregations and councils at a joint meeting on Tuesday, July 6th at 7:00 pm at Shalom.  We will share more information at that time on how we got to where we are, ask for your input and hopefully answer some of your questions.  

.  

 

                  Thanks for taking time to read this article and getting involved.

 

                 Jan Keller and Eileen McKay, Communication members of Joint Dialogue Team.  

Appendix D:

Relational/Social Plan

Relational/Social Plan for Consolidation

1) New church name
· A possible committee formed of different genders and generations from congregations, researching options and logistics that may be out there.

· Holding a fun event, “suggestion box” type scenario for all to share ideas and determine how to vote or come to agreement with NEW name

2)  Consolidating of the following

· Council – A voting process driven by those that have great decision making power. Suggest that the new constitution state something like for two years our council runs with an even number from Shalom background and Bethesda background…

·  Staff – As we have recommended, personnel will remain, duties may change, dependent on need and finances.  

· Committees – May need to list all possible committees working presently at both congregations, define their current roles and then move to roles in the “new” church. Open other positions up to any/all interested members, which is currently way Shalom does it. (At Bethesda we BEG!) 

       3) Giving up established roles in current congregation 

· We may simply need to remember that everyone has a passion &/or reason for why/where they “give.”  In the beginning roles may have several attendees as needs, time and talents are decided.  Would ask that no one gets to act as if any particular role is “THEIR” role.  This will be a great opportunity to “get to know” those that share talents. The MORE who want to give, the better!  

4)  Dedicated funds in both congregations 

· simply listing all dedicated funds “line items”

· As discussed, conversations with those who have dedicated funds as to their on-going wishes.  Some may wish to make arrangements for those monies to be allotted to other needs.   

       5) Bethesda members stay with building/members don't move to new congregation 

· Bethesda members, with positive feelings of the consolidation will have to be leveraged, and asked to invite, invite, invite, their fellow “peeps” to give this new opportunity a chance!  Keeping feelings, and past memories in mind.  Spreading good, passionate and positive information will be necessary to spread the GOOD NEWS!  Perhaps a calling tree! 

6)  Use of Bethesda building after consolidation and before sale 

· Many variables surround this scenario…  Expense is a factor, but timing is going to be the one item to work around.
· Bethesda would be a likely site for the new congregation to use until the new sanctuary is completed (or Bethesda is sold)

· Space issues one way or another will have to be addressed.

7) Shalom has a mortgage on land ($234,000) --Bethesda doesn't have a mortgage
· The two “sides” being gracious of what we HAVE and can do TOGETHER….one has property, in hopes of revenue, one has land, in hopes of new facility, alone…. not as much… BUT together, marvelous!!!

· Both congregations have seen their fair share of debt over the years!!!!  

8) Members currently lack collaborative spirit since they don't yet know each other 

· This is due to the “unfamiliarity” of members.  The unknown is very difficult for many to even grasp as to how we would ALL come together as one GREAT FAMILY.  In order to meet the spiritual needs of all ages, genders, let’s just pull up our sleeves and get together.  

· New Church Family collaborative, i.e. potluck, picnic, Sunday morning pastor exchange etc.

Social Consolidating Ideas

Sample suggestions for consolidating socially, recognizing the need to consider all age groups, genders and comfort zones.  Starting small.
       
A Sunday evening devotion/book study that focuses on the women just sitting and visiting and getting to know each other too.

       
A Saturday fun kids day, similar to the Easter day Shalom did for elementary kids and their parents.

 
A men/women/couples golf outing

     
A social walk and visit from Big Ole to City Park,  have a treat, walk back.

      
Joint WELCA social event, visit, eat, devotion.

      
Mentor/Mentee for lack of a better term between couples, invite to church back and forth and just make the connection.

       
The task force really needs to be the bridge that starts to bind!

Appendix E:

Logistics Plan—A Timetable 

Suggested Timetable
July 6 2010: Report to Councils of Task Force Recommendation

July/August: Deliberation (6-8 weeks)


-Clear and transparent communication of both Mission and Process


-Special informational meetings to prayerfully discuss and consider all options


-Time for Leadership to listen as well as inform


-Councils can be using the Team’s Relational/Social Plan during this period

Late August/Early September: Each Council votes on whether to approve the Recommendation


-Councils now “own it”; need to form new Task Force to oversee process


-Change plan as appropriate based on congregational feedback/circumstances 

              -Councils should be using Synod Consolidation Guidebook and working with synod rep

Mid to Late September: Each Congregation Votes (separately) on whether to proceed  


-2/3rds at least to approve


-if NO: end of story but it is not a failure


-if YES; must prepare for final votes to dissolve each and unite as new

October/November/December: Preparations for Final Vote (60-90 days)


-Choose new name


-Formulate Mission Statement


-Prepare “Agreement and Plan” in accordance with MN statutes. Includes:

· Enabling Resolutions

· Plan for the use of the Bethesda structure (and contingencies when sold)

· Plan for Asset Disposition

· Plan for calling the Pastor and setting up a new Council

· Plan Celebration once consolidation complete


-Proper notification of Final Vote date and time (per statute/constitution)


-Prepare for first worship service and combining Sunday School

December/January 2011: Final Vote


-Both congregations at one site


-Call on Holy Spirit prior to vote. 2/3rds to approve 


-First vote is to dissolve; second vote is to unite


-Issue call to the pastor of the new church (Rev Grant Aaseng)


-File necessary documents with the state of MN and the NW MN Synod

January 2011


-First consolidated worship service and first combined Sunday School

Appendix F:

Financial and Staffing Analysis 

Financial Analysis and Staffing Strategies
Financial Feasibility Members of the Team analyzed projected giving and budgeted spending for both congregations.  There were obvious “economies of scale” when consolidating giving from two congregations and addressing the need to support only one building.  At a later date the Team can provide both councils with a line-by-line analysis of budgeted expenditures and an explanation of how a projected budget might be developed for a consolidated congregation.  It is the Team’s intent not to get into line item budget discussions at the time of this Joint Council Report and not imply what the future budget of a consolidated congregation should be.  Summary totals of projected income from giving and expected expenditures are printed below.  Clearly, this consolidation of Bethesda and Shalom are economically feasible.

Staffing Strategies In discussions among the Team and as the Team gathered input from members from both congregations it became clear that maintaining current personnel from both congregations in a newly created consolidated congregation was seen, by many, as a requirement of consolidation.  Upon review of expected combined giving and the current budget totals it became apparent that all personnel could be brought into the consolidated congregation’s financial plans.  It is important to note that Bethesda does not have a permanent pastor to bring into the consolidation--Pr. Don Reising is an Intentional Interim.  Ironically and financially, the team believes this circumstance makes it easier to consider consolidation allowing the new congregation time to determine what long-term pastoral staffing is needed as we blend and grow.  

The Team is also aware that to some people it can be viewed as a mistake to “automatically” bring in all current personnel as part of the total recommended package.  However, the Team believes this is the mostly likely way we can get the broadest agreement needed from both congregations.




INCOME:











Combined expected giving



$503,761



EXPENSES:                                          








Total Staffing Salary & Benefits*
$287,870






Total Other Expenses**

$121,760






Total Staffing & Benefits and 










Other Expenses



$409,630




Remaining Opportunity Funds


$   94,131




* Includes only ONE F-T pastor  









** Includes Shalom debt retirement on $235,000 land mortgage 
Joint Dialogue Team Members
Bethesda:

Amy Lamb

766-4633
amylamb@americanbus.com
Jan Keller

491-0504
jan.keller@tastefullysimple.com
Steve Storm

762-8785
steves@iversoninsurance.com
Doug Tatge

759-1821
dougt@alextech.edu
Shalom:

Tammy Drewes
766-8675
tcdrewes@charter.net
Eileen McKay

766-5401
elmtree@gctel.net
Jon Halvorson

491-9449
jmh@gctel.net
Fritz Bukowski
760-1882
fritz@lakesarearecreation.com
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