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five life-giving themes and their respective 
list of dot point paragraphs recorded 
significant perspectives arising from our 
collective memory. 

Visions of the future

Imagination helped us to forecast what will 
be happening in five or more years from 
now. Through our collective imagining we 
expressed our yearning for God’s mission 
in Provocative Propositions. These short 
vision statements have been further 
refined into longer Provocative Proposals. 
Provocative Proposals have been written 
as ‘stories’. They are imagined scenarios, 
highlighting what has happened as the 
Church has been faithful to its calling. 

Look at the language of the Provocative 
Proposals. Perhaps you can see adjectives 
and adverbs that tell you a great deal about 
the vision contained in them. For example: 
perhaps you can see language such as:

•	 Extravagant hospitality -  

‘Our church enables life-transforming 
encounters with Christ through a 
banquet of extraordinary hospitality 
and tender care.’   

•	 Generous material aid – 

‘Our church offers life-
transforming hospitality and care 
through: intentional Christian 
community, extravagant use of food, 
and generous sharing of life-skills’ 

To anchor our imagining in reality

Most recently, we have explored our 
Provocative Proposals for details that give 
important clues to the actions required to 
bring our imagined scenarios to life.1 We 
held a public meeting at which we shared 
in creating a plan based on the Provocative 
Proposals, and we are now ready to begin 
detailed planning for the implementation. 

20/20 Vision

Seeing things clearly is critical! Blurred 
vision, for whatever reason, leads to 
difficulties navigating everyday life. Depth 
of field, peripheral sight, light sensitivity 
and many issues can arise. 

Developing Provocative Propositions 
into Innovative Plans was an exercise 
in ‘seeing things clearly’. Through this 
exercise we found clarity about our call to 
God’s mission in the world. 

Remember how On the Way Together 
INNOVATE helped you to identify: 

•	 systems

•	 connector leaders

•	 policy issues

•	 resources

•	 people

•	 pathways to new learning  
and preparation

•	 environmental factors

•	 programs 

These factors contributed to your 
Innovative Plan. They have helped you 
develop 20/20 vision, bringing what you 
first imagined into reality. We will revisit 
these factors later in the implementation 
process. 

1 	 See On the Way Together INNOVATE. ‘Guidance for innovating’ p8-p12; Three Workshops: 17-31; Following the Workshop Session p 33. 
(Uniting Church in Australia, Synod of Victoria and Tasmania 2009.
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You can find out more about this list of 
planning factors in On the Way Together 
INNOVATE, p 8-11; and see how they 
emerge from Provocative Proposals on 
p34–35, p 38-39.

Revisit the Provocative Proposals you 
developed. 

•	 Check your awareness of  
what you discovered and 
committed to as God’s calling for 
the future directions and work of your 
local church (congregation), Church 
Council, agency or committee. 

•	 Check that the purpose is clear.  
Do these plans keep Jesus Christ 
‘front and centre’ in all that the church 
is and does? Or do they merely allow 
for abstracting the gospel into good 
ideas, handy maxims, a persistently 
stoic morality… 

•	 Check that the actions planned 
can be easily communicated. 
Are the visions expressed in 
the Provocative Propositions 
easily communicated and clearly 
understood by other people? 

Check the plans for Innovation 
Do these plans 

•	 give clear guidance to the people 
who will further develop ways to 
implement them.

•	 point to resource allocation, peoples’ 
involvement, and systems to be 
engaged? 

•	 suggest ways in which the activities 
identified might be sustained?

•	 build on known strengths?

•	 identify new skills and resources 
required?

•	 identify social networks beneficial to 
the initiative or innovation?

•	 suggest ways to terminate old 
activities that would be a draw on 
the energy required to embrace the 
new initiatives?

•	 give practical ways for staying in 
touch with the social context or 
environment where you have been 
called to God’s mission?
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A point to ponder
The motto of the Greystone Bakery is: 

‘We don’t hire people to make brownies, we 
make brownies in order to hire people.’

For the Uniting Church this might be 
translated as;

‘We don’t make disciples to form lovely 
churches. 

We form practising Christian faith 
communities in order to send disciples into 
the neighbourbood with the liberating love  
of Jesus Christ.’

Fundraising sale

Help housethe homeless
Make

Poverty History
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Recognise committed 
leadership
Previous On the Way Together publications 
have underlined the benefit committed 
leadership brings to the On the Way 
Together journey.2 To implement the On the 
Way Together Innovative Plan, the Church 
Council, or other Church Councils’ bodies 
must now ‘own’ the plan. The quality and 
persistence of leadership is critical to 
implementing the Innovative Plan. 

However, it is essential to allow sufficient 
space for natural co-creative leadership3 to 
emerge. This means looking for leadership 
that arises through:

•	 a natural, raw enthusiasm - for the 
initiative, innovation or project or 
some element of it

•	 social connections - that can create 
introductions between people we 
need to know and our congregation, 
agency or committee. Some of 
these connections will take us to 
people and organisations beyond our 
congregation, agency or committee 
whose expertise, skills or network 
offer what is needed to benefit the 
initiative or innovation

•	 skilled people - ready to step up to 
engage a particular task

•	 balcony view people - who possess 
an overview, or have the bigger 
picture in their minds

•	 detail people - who have the 
necessary disposition to see 
and engage with the details of 
implementing a planned initiative or 
innovation 

•	 resource allocation people - who 
have the ability to gather resources 
from all over or wherever, collate and 
distribute them to the benefit of the 
planned initiative or innovation

Gather enthused followers 
– nourish an appreciative 
disposition
Almost every Uniting Church congregation, 
agency or committee is comprised of busy 
people. Almost nobody in the Church is 
looking for more to do. One issue that On 
the Way Together has encountered since 
its inception has been the perception that 
it is another program to be added to the 
‘to do’ list.

On the Way Together is about creating and 
sustaining an appreciative disposition.4 
Communicating and inculcating such 
a disposition takes time. It’s a counter-
cultural disposition for many Australians.  
It can also be a counter-intuitive 
disposition for many people. In some 
churches, raising a culture of fear through 
persistent descriptions of problems seems 
much easier to sustain. 

On the Way Together IMPLEMENT

2	 See, On the Way Together ENGAGE: Getting your bearings; To engage with On the Way Together requires – Leadership – p 3; 

	 On the Way Together INNOVATE: Wisdom for Facilitation Group Leaders; Co-creative leadership p 6; Guidance to innovating – 
Appreciate confidence and leadership p11 (Uniting Church in Australia, Synod of Victoria and Tasmania 2008 and 2009 respectively.)

3	 See, On the Way Together INNOVATE, p6 – Co-creative leadership

4	 See, On the Way Together INNOVATE: Wisdom for Facilitation Group leaders – Sustaining an appreciative disposition p2 (Uniting 
Church in Australia, Synod of Victoria and Tasmania, 2009.)
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Growing an appreciative disposition  
means paying attention to how as well  
as what we communicate. 

People tend to become enthused  
followers when:

•	 leadership communicates clearly, 
positively and enthusiastically

•	 leadership relates gospel values to 
the invitation 

•	 leaders walk worthy of their calling, 
demonstrating by their collective and 
personal practices of the Christian 
faith their communal and individual 
commitment to Christ’s character 
and God’s call to mission in the world

•	 there is coherence across all of the 
activities of the Church, Church 
Council, agency or committee, so 
that in every setting the people hear 
a consistent message about the 
Church’s calling to God’s mission

•	 priorities and activities are examined 
for their constancy to the purpose 
and vision of the congregation, 
Church Council, agency or 
committee

•	 church members see their communal 
calling expressed in the planned 
initiative or innovation as a matter of 
vocation. The baptised people, called 
to God’s mission in the world, are not 
treated as volunteers for whom this 
initiative or innovation is a voluntary 
matter.

•	 the Church does not take the route of 
hiring more staff or professionalising 
the initiative or innovation, but 
chooses instead to equip and 
empower the baptised members 
for the work of God’s mission in the 
world.5 

Communicate  
the story effectively
Story-telling is a vital means of un-
derstanding a faith community 
orcongregation. 

James Hopewell, noted priest and 
theological educator within the Episcopal 
Church of the USA, wrote that:6

•	 the congregations’ self  
perception is carried primarily  
in a form of story. 
The story is composed of many plots 
and subplots: some shared, others 
held by an individual. Every time 
the story is told it conveys both the 
congregation’s memory, and hope.

•	 The story is a mixed fabric of  
real and imagined threads.  
In the story there are some elements 
that are non-negotiable, usually 
associated with particular objects, 
behaviours, rituals or relationships. 
The story gives these items serious 
symbolic value. Touch these at your 
peril! There are also some elements 
that are usually negotiable. These 
usually relate to programs, activities 
and purpose.

•	 the congregation’s members 
communicate about their 
experiences of the church 
primarily through story telling.  
That is: Ideas most often come 
wrapped in the story package. 
Members rarely communicate with 
each other about the life of the 
church in abstract ideas. 

•	 The congregation develops its 
own story in the wider context 
of its participation in the life the 
neighbouring community.  
The congregation’s story and the 
story of the local community are 
connected even if different at some 
points. Story weaves a living fabric of 
common experience. 

im
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5	 See the Basis of Union, Para 12 Members, and para 13 Gifts 
and Ministries.

6	 James Hopewell, Congregations – stories and structures, 
Fortress press, 1987)
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For a missional church, this link offers a 
significant reason for understanding the 
church’s context and choosing to join with 
God where God is already at work in the 
neighbourhood. Provocative Proposals 
- imagined stories about the church 
faithfully living out its calling - will reflect 
this connection.

On the Way Together Provocative 
Proposals are stories. They are written as 
stories, not as reports. Stories capture 
imagination. However, through the 
‘innovative process’ we have extracted 
details from the Provocative Proposals and 
assembled them into an Innovative Plan. 

Plans are ‘nuts and bolts’ documents 
to help us ‘get it done’. Plans are not 
stories. Plans merely show the mechanics 
about what must be done to make what 
has been imagined happen. It is the 
imagination in the Provocative proposal 
that stimulates interest, launches vision 
and enflames passion. Keep on telling the 
story, sharing the imagination, so that it 
takes root in the congregation, committee 
or agency’s larger story. 

On the Way Together ENGAGE introduced 
the principle of redundancy. Redundancy 
means repeating the new information until 
such time as it is embedded in people’s 
memory.

‘It takes somewhere between 18 
and 22 times for a person to hear, 
experience and play with a new idea, 
word or practice before there is 
sufficient familiarity with it to use that 
word, idea or practice.’

Persistent communication through 
engaging story-telling is the foundation of 
adopting new elements into an established 
community’s story. 

Ensure functioning systems
Systems are the life-blood of a healthy 
community. On the Way Together 
INNOVATE has previously commented on 

engaging with the systems of the church 
and wider neighbourhood. (See p10). From 
time to time conduct a simple ‘health 
check’ on the various formal and informal 
systems that are used to communicate the 
On the Way Together vision and vocation. 

A ‘systems health check’ might include:

•	 who has the information and who 
needs the information

•	 what pathways are used to share 
information 

•	 what condition the information 
pathways are in – clear or clogged, 
free flowing, or obstructed 

•	 whether the information shared and 
aired is accurate

•	 whether or not the redundancy 
principle is working

•	 what levels of leadership confidence 
are exhibited (see On the Way 
Together INNOVATE p11)

•	 what new leadership is arising in 
responses to fresh opportunities  
and needs

•	 whether or not there is room for, 
indeed an expectation of and 
welcoming disposition to new 
leadership

•	 what new ‘connector’ and  
‘co-creative’ leadership is 
emerging as the Innovative Plan 
is implemented (See On the Way 
Together INNOVATE p6).

An alternative systems health check might 
use the ‘Planning is a non-linear process’ 
chart in On the Way Together INNOVATE 
p5 to reflect on progress. 

Access accurate factual 
information
To implement the Innovative Plan 
requires accurate information. Check that 



Proposal

name and 
purpose

Church  
policies

relevant  
requirements 
and guidelines

Activity

tasks to be 
engaged

Stuff 

materials, 
equipment or  
resources required

Leadership

key person and  
/ or group

Timeline 

showing key 
‘milestones’ by 
date

Reporting

requirements 
and deadlines

Community 
Hub 

 

Extravagant 
hospitality to 
neighbouring 
residents and 
business staff 
to establish 
supportive, 
liberating, 
grace filled 
relationships; 
practising 
the presence 
of Jesus 
Christ in the 
neighbourhood

Policies  
enable quality 
relationships

Activities provide 
settings for 
relationships 
to grown and 
flourish

Negotiate use of 
existing kitchen and 
foyer area for daily 
café setting

Leadership 
sustains & 
nourishes 
relationships

11/09 03/10

Review of café  
in terms of 

• Occupation 
Health and 
safety

• Duty of care to 
workers and 
guests

• Food handling 

• Counselling 
referral

• property use

• hospitality 
criteria

• Establish 
central café 
location

• recruit persons 
to ‘staff’ the 
café and be 
café hosts

• arrange training 
for ‘staff’: 
training by 
TAFE 

• visit nearby 
businesses 
to invite key 
leaders into the 
café space, 
promote the 
hospitality and 
benefits of the 
café,  and invite 
their employees

• Accredited 
Hospitality course 
for ‘staff’

• promotional flyers, 
ad on w3, focused 
church websites 
the benefits of 
the café and 
the qualities of 
hospitality offered 
through the café’

• upgrade coffee 
making machine 
(approx $3500) 
& ensure café 
staff know how to 
use it

• supplies for café 
– initial outlay of 
$500

• furnishing for café 
– initial outlay of 
$500

• Nancy Ng and 
John Smith 
–  (John the 
admin leader 
and Nancy 
the  leader with 
natural gifts 
for recruiting  
people to the 
roles required)

• Hospitality 
Team

• First recruits 
trained &  
commissioned 

• café space set 
up according 
to relationship 
enhancing 
criteria

• initial supplies 
established

• initial business 
leaders visited 
and new 
relationship 
established

• links with 
neighbourhood 

• hospitality 
criteria

• counselling 
referrals

• pastoral links

• material aid

• links to other 
programs
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information you have about your context 
is accurate. Nothing stays the same. Six 
monthly checks for accuracy will keep the 
planned activity on target. 

Information might be about matters such as:

•	 people involved in implementing the plan

•	 roles various people might take in 
implementing the plan

•	 team building activities, especially attend-
ing the spiritual well-being of the team

•	 liaisons, alliances or partnerships with 
other organisations or institutions

•	 materials required - how and where 
these might be sourced

•	 property needs - how arrangements will 
be negotiated

•	 funds - how these will sourced, 
allocated and accounted for

•	 indicators along the way that will show 
progress

•	 pathways for communicating the story 
frequently and to various groups

•	 documentation – keeping adequate re-
cords of the implementation in progress

Set a realistic, workable plan

On the Way Together INNOVATE set out a 
planning framework. See page 10. There 
is no right or wrong way to construct an 
Innovative Plan. 

There are three key criteria.

1.	 Ability to produce action - in 
keeping with the provocative 
proposal and innovation required

2.	 Ease of use - especially by the people 
involved in implementing the plan

3.	 Provision of a framework for 
accountability - to the congregation, 
committee or agency

Some Church Councils develop plans in 
outline form, using tables.

For example: here is a table for the plan to 
implement the first part of the ‘Community 
Hub Provocative Proposal’ included in  
On the Way Together INNOVATE, 
Appendix 2 and 3, p36-39
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Sometimes, a non-linear document is 
used. For example: A written plan might 
set out the same guiding information but 
under a series of headings. See Applying a 
planning framework, On the Way Together 
INNOVATE, p 10 for suggested headings. 
 

Sustaining the commitment  
to following through
As the advert for Nike sports equipment 
suggests,  

‘Just Do It!’
On the Way Together ENGAGE and 
INNOVATE together with the foregoing 
material provides wisdom and guidance 
for the journey. Commitment will be found 
in the will, inspiration and vocation of the 
people.

Just do it!  
Getting started.
Use the table below to begin to write your 
implementation plan. Follow the style of 
the example table. 

•	 Keep sentences brief. 

•	 Use note form where this is helpful 
and easily understood by others. 

•	 Refer to the policies already used 
by your Church, Church Council, 
committee or agency. 

•	 Be practical at all times. 

•	 Think of all the stuff you already 
have, such as: things, skills, 
experiences, materials, equipment. 
Ask how this stuff can be used to 
support the plan in action 

•	 Refer to the Church calendar for 
deadline and reporting dates.

Proposal

name and 
purpose

Church  
policies

relevant  
requirements 
and guidelines

Activity

tasks to be 
engaged

Stuff 

materials, 
equipment 
or resources 
required

Leadership

key person and / 
or group

Timeline

showing key 
‘milestones’ to 
date

Reporting

requirements 
and deadlines



On the Way Together  
Implement
IMPLEMENT begins with a handover of the  
On the Way Together journey – 

from the Facilitation Group (See On the Way Together  
MAP, and ENGAGE p6.) 

to The Church Council, Presbytery, Committee, Agency 
Board or senior staff leadership.

This handing over represents the shift from facilitating a process, 
guiding a journey into generating and sustaining the activities 
that are themselves the ‘plan in action.

Implementation is focused on relationships, not programs. 
Each of the basic levels of action involved in implementation is 
designed to equip, enable, enrich, and enhance relationships 
between Christians and those to whom God’s mission in the 
world calls them.

130 Little Collins Street 

Melbourne Vic 3000

Phone: (03) 9251 5200  

http://victas.uca.org.au




