Share the Vision

A Strategic Plan for Dobbs Ferry Lutheran Church

2004-2009

Where there is no vision, the people perish.

Proverbs 29:18
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Executive Summary

In 2009 Dobbs Ferry Lutheran Church will be a brand new 70 year old church! Exciting and enriching new programming will provide more opportunity for learning and fellowship and will help to get many more people involved and participating at DFLC. A new elevator and handicapped accessible entrance will provide more convenience for the congregation.  We will reach out to neighborhoods beyond our current mission area which will offer a chance for new membership and our numbers will grow.  And our new Parish Administrator will help to keep the lines of communication open and everything running smoothly. We may even have a new name!  2009 will certainly be an exciting year in DFLC’s history. It will be a year that we will work long and hard to reach.

But how will we get there?

Formulating a five year strategic plan in order to realize this vision was the task of the Strategic Planning Team.  The first step on the road to 2009 was to analyze DFLC’s strengths, weaknesses, opportunities for change and outside threats as identified by its members.  DFLC is seen as a warm congregation with a dedicated staff and pastor and with capable lay leadership.  It offers a variety of programs for its members and the surrounding community, and it responds very well to people in need.

DFLC’s weaknesses lie mostly in physical limitations of the church property and limitations on the number of members and staff to support all of the church programming.  Dobbs Ferry Lutheran Church is bursting at the seams with a lack of space for existing programs and certainly not enough space to add new programs.  Moreover, the administration and coordination of existing programs is sometimes inadequate.  Limited financial resources are also of concern.

Despite these challenges, however, the congregation would like to see DFLC increase its programming to include a more involved youth ministry, more adult education and more local outreach including the expansion of the existing Christian Pre-school and Shepherd’s House.  Changes in communication technology will allow DFLC to communicate more fully with residents over a larger geographic area, and given the demands for program space, the time seems right for a detailed architectural review of our entire facility.  Also, the possibility of adding a second worship time to the week continues to be a stated desire.

There are indeed threats that must be considered in order to realize this vision.  The high cost of living in Dobbs Ferry and the surrounding communities offers a limited possibility of new long-term members.  There is concern that staff and volunteers may “burn out” as the programs increase, and, of course, there is the challenge of increasing resources in a small congregation to keep up with the expanded programs and physical changes to the property.
 Keeping the weaknesses and outside threats in mind but remaining true to DFLC’s strengths and the opportunities at hand and with the confidence that we will be sustained by the Holy Spirit, the following major objectives were developed by the Strategic Planning Team:

· Invitation and Support – Refocus our evangelism efforts to proclaim the Good News of God’s love and grace to more people who are presently not churched and live within approximately a six-mile radius of DFLC.  Also, strengthen our support of first-time worshippers, new members and less active members for increased participation in the activities of the congregation.
· Education and Programming – Further develop on-going high-quality education for Christian discipleship and fellowship opportunities at Dobbs Ferry Lutheran Church in order to promote spiritual growth and develop mature active Lutheran Christians who live out the covenant of their baptisms in daily life to the glory of God.  In addition, improve the integration and coordination of the programs offered by the congregation.

· Facilities – Provide space and facilities that support the mission of Dobbs Ferry Lutheran Church.  The worship space will be more welcoming, feel more sacred and be more accessible.  Other spaces will be more practical and useful in supporting the programming and activities of the church.
This plan involves the creation of new teams – Invitation and Support, Programming, and Capital Campaign – and the use of existing teams – Communication, Worship and Music, Stewardship, Education, and Finance.  (See Appendix C, p. 17)  To ease the tasks of team members, we recommend the Congregation Council assess current staffing and consider employing a Parish Administrator to provide day to day management of all activities and ministries of the congregation.

We further recommend the Congregation Council appoint a monitor to make quarterly assessments of the progress of this plan implementation, report to the Council regarding these assessments and produce a written annual report for the congregation.  The Council will then delegate a team to propose revisions to the plan, as deemed appropriate.

Vision Statement

A Picture of Dobbs Ferry Lutheran Church in 2009!

God’s people at Dobbs Ferry Lutheran Church, now greater in number than in the past, are committed to their discipleship and stewardship and fill the church every Sunday.  Leaders and workers readily volunteer to meet program needs with zeal, enthusiasm and dedication.  Members are generous with their offerings; many have discovered the blessings of tithing.  More intergenerational, teen, young adult, and parenting programs are in place, made possible by newly created spaces.  Scheduling is sensitively arranged, program offerings and meetings are well coordinated, and communication is efficient.  Our second worship service is providing more opportunity for worship and the use of different liturgical settings.

The physical plant is spacious and conveniently arranged; offices, as well as education, fellowship, and meeting rooms provide a more favorable environment for continuing and new ministries.  Facilities are handicapped accessible.  There is dedicated suitable library space.  The enhanced beauty of the sanctuary gives this sacred space a more worshipful atmosphere.  Decisions made prayerfully on the best use of the Storm Street property are being implemented.

Good existing programs are expanding and thriving, and new ones are in place to meet the needs of the wider community as well as our own membership.  The incredible number of activities every day (many more than in churches of comparable size) and the demands imposed by them made DFLC face the reality that changes had to be made to avoid “burnout” and keep on-going ministries viable and new ones possible.  A decision was reached that the obvious and best solution was to provide a parish administrator to coordinate the wide variety of ministries, support lay leaders and relieve the pastor of many of the non-pastoral responsibilities that had become layered over his pastoral calling.  The new parish administrator has become invaluable and is carefully scheduling, coordinating and publicizing our programs, at the same time ensuring that those people involved are clear about their responsibilities.

Our educational program is providing high quality Christian education for all ages.  The new “Adult Discipleship Institute” for in-depth study is filling a pressing need to deepen faith, grow in knowledge of our Christian heritage and foster spiritual growth.  The Christian Pre-School has expanded and Shepherd’s House reaches out to bless many more people in our community.

Our mission field extends well beyond the quad villages (Dobbs Ferry, Ardsley, Hastings-on-Hudson and Irvington).  Demographic studies predict virtually no growth there, but indicate growth in population and opportunities for mission in nearby areas (approximately a 6-mile radius from our church), with particular attention to Latinos and other minorities.  Our church is responding creatively to this newly appreciated challenge for mission.  Our new name not only offers a witness to our Christian faith, but also reflects the knowledge that our outreach is not limited by the boundaries of our physical location.

The vision of Dobbs Ferry Lutheran Church in 2009 is an outcome of the deliberations of the Strategic Planning Team with input from Pastor and staff, council and many other members of the congregation.  It is based on the desire to fulfill our mission as disciples of Christ.  We believe that with God’s help and in accordance with Scriptures, we are called to follow Christ’s example and his mandates in our parish, our community and the world.

Situation Analysis

The following situation analysis outlines the strengths, weaknesses, opportunities and threats of Dobbs Ferry Lutheran Church as seen by its members. The list was compiled by the Strategic Planning Team using information obtained during the Cottage Events.  This list was then used as a starting point to help formulate the five year strategic plan.

Strengths
Congregational warmth/togetherness

Capable lay leadership

Dedicated staff and pastor

Varied program offerings for members and surrounding community

Interest in and responsiveness to children

Scripture-based worship service

Responsiveness to people in need

Weaknesses

Declining membership, worship attendance and number of volunteers
Lack of depth in knowledge of Lutheran teachings
Space limitations, lack of physical accessibility to church by all members

Lack of safe, accessible parking
Limited financial resources

Uneven organizational coordination and communication
Not enough members/staff to support programs
Low participation in teen/young adult programs
Opportunities

Refocus/expand invitation and support to broader geographic area
Reach those not churched
Fine tune/extend education – children through adult

Establish structure for evaluating and integrating current and future programming

Develop parenting and young family programs

Begin a second worship service

Improve stewardship of time, talents and financial contributions

Improve physical space

Threats
High cost of living/housing in area resulting in limited possibility of new long-term members

Small percentage new residents of Lutheran heritage

Busy lives/schedules

Societal pressures and norms regarding churchgoing

Burn-out of staff and volunteers

Difficulty of increasing resources in a small congregation to meet our future programs and plans

Action Plan

DFLC Mission Statement – 

Growing and rejoicing in the love of Jesus, we seek to welcome, serve, comfort and witness to all people as children of God.

The Strategic Planning Team has identified three areas on which Dobbs Ferry Lutheran Church must focus in order to achieve its goals.  These three areas are:  Invitation and Support, Education and Programming, and Facilities.  We propose the following Action Plan for each of these three areas so that Dobbs Ferry Lutheran Church can live its mission statement and realize its vision for the year 2009.

Invitation and Support

Objective

Refocus our evangelism efforts to proclaim the Good News of God’s love and grace to more people who are presently not churched and live within approximately a six-mile radius of DFLC.  Also, strengthen our support of first-time worshippers, new members and less active members for increased participation in the activities of the congregation.
Key Provisions

A new Invitation and Support Team will be charged with carrying out this portion of the strategic plan.  The key provisions are:

· Designation by Council of an Invitation and Support Team.

· Target broader geographic areas for evangelism.

· Increase use of mass communications for evangelism.

· Expand the Shepherding Program.

· Reassess the name of our church.

· Increase visual prominence of church building and grounds.

Action Plan

2004

· Council establishes the Invitation and Support Team.

· Communication Team surveys locations of existing and potential church directories and posting opportunities (including internet sites) relevant to evangelism target area.  The target area ranges approximately six miles from the church, reaching above Tarrytown, over much of White Plains, down to Tuckahoe and into the center of Yonkers.  The aim is to increase communication with a larger pool of residents and potential members than is possible in the quad villages alone.

· Invitation and Support Team explores and seeks congregational consensus on possible new name for Dobbs Ferry Lutheran Church, one that more explicitly witnesses to our Christian faith and the broader geographic area served.

· Invitation and Support Team further develops the existing Shepherding Program, which supports and communicates with prospective members and new members, as well as reaches out to members who are becoming less active.  The expanded Shepherding Program includes Sunday worship welcoming teams, new member sponsors, home visitors and discipleship partners.

2005

· The Invitation and Support Team collaborates with the Communication Team to review and create written and video materials which can be mailed, physically posted, web posted, or otherwise communicated to the broader community, as well as used within the congregation.  The materials include information about the kinds of spiritual, physical, and emotional help and support available through our congregation.

· The two teams work to identify other congregations, service organizations, real estate offices, and media outlets willing to use our communications and distribute materials as appropriate.  

· A possible joint initiative with other ELCA congregations in Westchester is explored in regard to communications with our Latino neighbors.  The Invitation and Support Team and the Communication Team consider developing Spanish language communications.

· With the help of the Property Team, a larger outdoor bulletin board is designed, created and put into use.  New exterior lighting of the church façade is installed, and the new name (if one is chosen) is put in place.

2006 & 2007

· Invitation and Support Team ensures that information about the programs and services of the congregation is being disseminated to the wider community on a regular basis and in a manner which is clearly inviting.

· Invitation and Support Team fosters and maintains relationships with willing organizations whose members or clients might want to hear about the activities of our church or are in need of one of the support services offered.

Education and Programming

Objective

Further develop on-going high-quality education for Christian discipleship and fellowship opportunities at Dobbs Ferry Lutheran Church in order to promote spiritual growth and develop mature active Lutheran Christians who live out the covenant of their baptisms in daily life to the glory of God.  In addition, improve the integration and coordination of the programs offered by the congregation.  In order to achieve these goals special attention will be given to identifying, recruiting, training, equipping and supporting current and potential leaders.  We will invite and encourage high-level member and non-member participation in programs.

Key Provisions

A new Programming Team, designated by Council, will be charged with leading much of this portion of the plan.  The Programming Team will include two members of each of the following teams:  Worship and Music, Stewardship, Education, Communication.  The Programming Team will also include one member representing the following organizations:  PrimeTimers, WELCA, Men’s Group, Oikos and Youth.  In addition, the Pastor and a representative from the Council will serve on the Programming Team.  The team’s chair will be appointed by Council.  The key provisions are:

· Programming Team

· Undertake evaluation of current and future programs resulting in the addition, fine tuning or elimination of programs including youth, parenting, teen, confirmation and interfaith programs.

· Focus the congregation’s ministry on a few key themes for the year and coordinate a unified effort to make sure various groups in the congregation (Sunday School, men and women’s groups, etc.) work on the same goal.

· Meet 4 times per year the first year, then 3 times every year thereafter.

· Identify and nurture our long-term program leaders.

Other DFLC teams will have responsibilities in this portion of the plan as well.  They are as follows:

· Education Team

· Based on overwhelming success in our adult Sunday School and Monday night study, develop the DFLC Discipleship Institute, a two-year rotational Christian education program for confirmands and adults.

· Evaluate current education opportunities for effectiveness and strategic purpose.
· Direct a comprehensive study of current confirmation program and first communion preparation, and recommend changes.
· Worship and Music Team

· Evaluate our current worship service and worship space as the most important activity of our congregation.  Educate about traditions, symbolism and assisting roles.  Consider special musicians and musical offerings. 

· Assess the possibility of an additional worship service and its impact on Pastor’s time, staffing and financial resources.

· Identify unique themes for Sunday worship (i.e. Visitors Sunday, Godparent Sunday, Volunteers Sunday, Membership Anniversary Sunday, Congregational Teams, Local Officials Sunday, Unique Vocation Sunday, etc.)

•
Stewardship Team 

· Reform Outreach Team (First Fruits) to extend our congregational stewardship.

· Feature each ministry we support through chapel talks, newsletter, coffee hour, fund raising events, guest speakers. 

· Develop a formal method to evaluate annually our support of current and new ministries. 

· With the Programming Team give key attention to ministries within the parish (i.e. Shepherd’s House, CPS, Midnight Run, etc.).

· Encourage growth in personal stewardship.

· Provide year long education programs regarding stewardship of time, talents and financial contributions.

· Assisted by the Parish Administrator, encourage member participation in team and group activities by targeting individual talents of members and identifying them to team and church leaders.

· Communication Team

· Create large display board, a visual schematic, (which would come from the Programming Team) to identify themes and mechanisms to reinforce connectivity through groups within the church 

· Create annual calendar of events and programming

· Provide publicity and communications support for the programming that is developed by the individual teams

· Special Team Contributors

· PrimeTimers:  Event planning for Octoberfest, Christmas Caroling, St. Patrick’s Day, Senior Dinner, etc.

· WELCA:  Annual fundraising activities, special theme Sundays

· Men’s Group:  Clean-ups, pizza nights, kid game nights

· Oikos:  Establishment of schedule and themes for monthly meetings

· Youth

Action Plan

May – June 2004

· Establish Programming Team and choose team leader

· Hold first Programming Team meeting

· All Programming Team representatives present their current programming and proposed programming for the 2004-2005 church year to the Programming Team.

May – December 2004

· Education Team (including a liaison from Council) meets to design and implement Discipleship Institute with the goal of having the first session begin in January 2005.

May – September 2004

· Worship and Music Team polls congregation and surrounding community, where possible, to determine best day and time for a second worship service.

October 2004

· Programming Team evaluates and sets programming agenda with an eye toward identifying common themes and focus.

· Communication Team with Programming Team input begins work on display board.

· Worship Team presents results of congregation poll regarding second service to Council.

November – December 2004

· Conduct mass mailing of Discipleship Institute course outline.

· Communication Team provides publicity in the community regarding the Discipleship Institute.

· Complete and implement use of display board.

January 2005

· Launch Discipleship Institute with special event.

April/Easter Season 2005

· Begin second worship service, if agreed upon by congregation and Council.

April – May 2005

· Programming Team meets and reviews progress for fall and 2005–2006 church year.

September 2005

· Second Discipleship Institute begins.

· New church calendar year programming begins with common themes.

· Quarterly programming meeting takes place.

December 2005

· Quarterly programming meeting takes place.

Facilities

Objective:

Provide space and facilities that support the mission of Dobbs Ferry Lutheran Church. The worship space will be more welcoming, feel more sacred and be more accessible. Other church spaces, including an evaluation of the Storm Street Property, will be more practical and useful in supporting the programming and activities of the church.

Key Provisions:

The Property Team will be responsible for leading the new facilities planning and implementation. The key provisions that the facilities improvements should address are:

· Clearly identified main entrance to facility with handicapped accessibility.  This may include building a new entrance way and “greeting area” which would serve as main entrance for the entire facility, for Sunday worship, church office, Christian Pre-School and Shepherd’s House.

· Adequate office space for staff.

· Adult meeting space.  (Minimum of two dedicated meeting spaces with conference tables.)

· Dedicated library space.

· Fellowship Hall that is handicapped accessible with new elevator or new hall built on main level.

· Drop-off area on Ashford Avenue.

· Improved drainage.

· Nursery for worship service on level with sanctuary.

· Worship space upgrades that include handicapped accessibility, interior painting, sacred art, stained-glass windows, sound system improvements and air conditioning.

· Handicapped accessible bathrooms.

· Plan for future of Storm Street building and property.

Action Plan:

2004 – 2nd quarter

· Storm Street diagram is distributed to congregation for discussion/review

· Property Team requests funding and approval from the Council to hire an architect to produce a preliminary building plan for the church building and the Storm Street building.

· Council, along with Finance Team, allocates funding to Property Team.

· Property Team reviews and hires architect and presents key provisions for facility.

2004 – 3rd quarter

· Architect provides preliminary building plan with options and possibilities and cost estimates for addressing key provisions.

2004 – 4th quarter

· Property Team evaluates plans and makes recommendations to the Council.

· Property Team obtains Storm Street feedback from congregation.

· Council acts upon recommendations, makes evaluations and authorizes Property Team to prepare a plan for presentation to the congregation.  (Council may ask for modifications if necessary.)

· Property Team meets with Finance Team to review financial aspects of new plan and begin preliminary discussions of forming a Capital Campaign Team.

· Property Team meets with Communication Team for assistance in preparing communications for congregational meeting.

2005 –1st quarter

· Property Team presents building plan options and recommendations with projected schedule and costs to the congregation for approval at a special meeting.  Congregation votes on options and whether to proceed with a new building plan and either

· authorizes the Council to create a Capital Campaign Team who will prepare a fundraising program or

· authorizes the Property Team to proceed with modifying plans based on feedback from the congregation.

2005 –2nd quarter

· Capital Campaign Team meets and determines fundraising plan to support the building plan.

· Property Team meets and modifies preliminary building plan.

· Capital Campaign Team works with Communication Team to prepare Capital Campaign presentation for the congregation.

2005 – 4th quarter

· At annual congregational meeting:

· the final building plan is presented to the congregation for approval and

· the Capital Campaign Team presents fundraising plans.

2006

· Property Team authorizes work to begin on projects that are within budget; larger building plan projects are in preparation phase until funding is ready.

· Capital Campaign begins.

2007

· Capital Campaign Team presents final budget based on results of Capital Campaign to Council.  Council authorizes Property Team to hire architect and begin building plan in phases based on funding from Capital Campaign.

Conclusion

The vision for Dobbs Ferry Lutheran Church in 2009 in many ways is a big change from where it is today.  With help from the newly established Invitation and Support team our mission will incorporate a 6-mile radius from our church and will no longer focus only on the quad villages area.  The new Discipleship Institute will fill a need in our church community and beyond to deepen faith, grow in knowledge of Christianity and foster spiritual growth.  The new Programming Team will help organize all of the programming at DFLC assuring continuity in program offerings from church teams and groups, and we look forward to broader participation in the church’s programming by the congregation.

Perhaps the biggest changes at DFLC will be with the church building and property.  We envision handicapped accessibility, new office space, new meeting space, a dedicated library and changes to the Fellowship Hall.  And we hope to investigate and implement ways to give our sanctuary a more sacred and worshipful atmosphere.

Some may think we’ve given ourselves an impossible task.  Our aim was to set the goals for DFLC high, but our hope is that we do not become bogged down in how much there is left to be completed.  Instead let us pull together as people of God and move this mountain.  Dobbs Ferry Lutheran Church has come so far in the last 60 years.  By the grace of God it will continue in the next five.

Appendix A

Background of the Strategic Plan

Dobbs Ferry Lutheran Church was founded in late 1939 after a survey was conducted to determine the possibility of starting a Lutheran congregation to serve Dobbs Ferry and the adjacent communities.  What began with 17 hardy Lutherans meeting weekly in the Masonic Temple has grown to a thriving and prosperous congregation worshipping and working in Christ’s name to support our members and our community.

Over the years, DFLC has continued to try to discern and meet the needs of both members and community.  In November of 1998 a congregational retreat at Koinonia focused its discussions on members’ dreams for DFLC which launched a neighborhood canvas of community needs.  This resulted in the development of Shepherd’s House, an after school program, in the Fall of 2002.

As the dream of Shepherd’s House was realized, the Council was stirred by the continuing desire of the congregation to make a decision regarding the Storm Street Property.  The Council, therefore, determined the need for strategic planning by DFLC.  In November 2002, Pastor Christopher Mietlowski organized a workshop with congregational leaders and interested members to discuss the current state of DFLC and its possible future.  Dr. David Hahn, Executive Director of Long Island Lutheran Middle School and High School, served as facilitator.  Thereafter, a chairperson (Thelma Schwarz) was appointed to assemble a team for development of a 5-year plan proposal.

The Strategic Planning Team (Allyson Felix, Susan Fernandez, David Hutson, David Langton, Pastor Chris Mietlowski, Jeanne Taylor and Bill Trimble) began by assessing the church’s strengths and weaknesses and areas of opportunity.  Members of the team were assigned the following research areas:  congregational structure and administration, demographics, education, facilities and finances, plan structure, programming, and vision of the church in 2009.  Reference reading (strategic plans of other institutions, publications on strategic planning, and publications on successful congregations) was also done.   Simultaneously, small group Cottage Events were held in homes to gain opinions and insights of DFLC members in a social setting.

After much prayer and deliberation, the team, with the editorial assistance of Jennifer Trimble, assembled this document for presentation to the congregation.
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Resources

· Members Dobbs Ferry Luther Church

· Pastor Christopher Mietlowski, Dobbs Ferry Lutheran Church

· Deacon David Caesar-Dare, Dobbs Ferry Lutheran Church

· William Hummel, Esq.

· Dr. David Hahn, Executive Director, Long Island Lutheran Middle and High School and Strategic Planning Consultant

· Jeffrey Spann, ELCA Church Building Consultant

· Ryan M. Schwarz, Principal, Venture Capital, The Carlyle Group, Washington, DC

· Excellent Protestant Congregations, Paul Wilkes, Westminster John Knox Press, 2001

· Discerning Your Congregation’s Future, Roy M. Oswald and Rogert E. Friedrich, Jr., Alban Institute, Inc., 2002

· Reclaiming the Great Commission, Bishop Claude E. Payne and Hamilton Beacley, Jossey-Bass, Awiley Co., 2000

· The Leadership Situation Facing American Congregations:  An Alban Institute Special Report, James P. Wind and Gilbert R. Rendle, The Alban Institute, Inc., 2001
· What Good Is Ministry?:  Resources to Launch a Discussion, Jackson W. Carroll and Carol E. Lytch, The Duke Divinity School, Pulpit and Pew Research Reports, 2003
·  “An Analysis of the Church Attendance in the General Population,” Kenneth Inskeep, Department for Research and Evaluation, Evangelical Lutheran Church in America, 2002

· “Charting America’s Religious Landscape,” The Christian Science Monitor, Jane Lampman, 2002

· “Religious Groupings,” Religious Congregations and Membership in the United States 2000, Association of Statisticians of American Religious Bodies, Glenmary Research Center, 2002

· “Demographic Characteristics for Westchester County,” Jackie Skrypek, ELCA Department for Research and Education, Based on U.S. Census Bureau and Claritas, Inc. Data, 2003

· “Percentage of ELCA Congregations Which Were Declining, Stable, or Increasing in Average Worship Attendance from 1997 to 2000,” ELCA Department for Research and Evaluation, 2001 

· “Christian Education Survey Results,” Dobbs Ferry Lutheran Church, September 2003.

· “Strategic Plan 2002-2007,” Lutheran Church of the Redeemer, McLean, VA, 2002

PAGE  
17
Dobbs Ferry Lutheran Church 
April 25, 2004


