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said Oikos was very or extremely helpful ﬂ
in seeing new possibilities for how their ﬂ
property can help further their mission.

y O

\ O
said Oikos was very or extremely helpful ﬂ
in seeing new possibilities for how their w ﬂ
property can generate new revenue streams. .
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SOME OF THE IDEAS
GENERATED THROUGH OIKOS

See full map on pages 14-15
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Q MADISON, WISCONSIN

“At this point, we realized that
something bigger needs to happen
with the church. It makes no sense
to keep going as it is and to slowly
decline.”

“We discovered Oikos, which helped
us see with new eyes the ways we
can use the property, not just to
generate money, but also, and
primarily, to generate usefulness.”

One of the most impactful parts of the Accelerator for
Common Grace was Mission Possible, the RootedGood
game that tfeaches the process of design thinking.
“Mission Possible was great - we learned to master a
new way of thinking. We keep referencing this as we go
through our own process of creating something new.

m

People keep saying, ‘we did this in Mission Possible!

The church began a partnership with Ethical Trade Co,
a fair trade business working to end human trafficking
through job creation, which led to opening a store on
the property. They also began partnering with a
bilingual preschool that uses the building, and three
different theater companies.

Common Grace then began thinking about a bigger,
longer-term initiative, addressing a systemic problem
in their neighborhood: the lack of affordable housing.
Of course, being true fo their beginnings, this has involved
creating partnerships to explore what this might look like.
A local mission-focused developer, representatives from
the city, RootedGood, and the local community land trust
all became involved in a series of conversations about
what might be possible.

“Lhrough Oikos, we have learned
that in the midst of listening,

not to get anxious; how to think
differently; how to ask more
pertinent questions of development
partners; and we have realized that
we can’t do this ourselves.”




Participating congregations are from across the nation
and represent diverse denominational backgrounds:
Presbyterian, Methodist, United Church of Christ,
Episcopalian, Non-Denominational, Apostolic,
Lutheran, Moravian, Baptist, and Christian Church.

There are two concentrations of
participating congregations, one

in Wisconsin and one in the Pacific
Northwest. The first concentration
was “accidental,” and coincidentally,
is where one of RootedGood’s
team members lives, in Madison,
WI. When it was safe to do so, the
congregations in and near Madison
formed an informal ecumenical
cohort. The impact of this cohort
is discussed later in the report.

Based on the success of the
Madison informal cohort, we
wanted to fest that model and
worked with a connection in the

KEY

Number of participating
congregations in the state

Pacific Northwest to start a cohort of
congregations there. Unfortunately,
this cohort was deeply affected by a
wave of Covid-19 which meant that
they paused their involvement in the
Accelerator. In addition, for similar
reasons due to the disruptions
and challenges of the pandemic,
three more congregations that
were accepted did not begin. Of
the remaining 18 congregations,

17 made good progress, with

14 congregations attending

the gathering in San Antonio in
September 2022, for the program’s
concluding event.

'One congregation struggled with the technology and online requirements of the program,
and found it inaccessible due fo their context and technical set-up. This was a concern of ours
when we made a pivot to an online course. It is important fo recognize that there are many
congregations that can’t be effectively reached with online offerings.
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One of the most tangible outputs of the Accelerator are the ideas that are Chmliy Lend T el il
generated by the congregations. Congregations in the Oikos Accelerator are housing, and community center RRAREN
currently at different stages of working towards launching these social enterprises: Q WISCONSIN i

© WISCONSIN

Renting parking lofs to a
nearby community service
provider, generating $23k
a year

Coworking space
© WISCONSIN

Creative housing
project using existing

church structure
© WASHINGTON

Kitchen social enterprise
to provide training and
employment opportunities
for marginalized youth

Q NEW YORK

Agreement with a commercial
rental agency in Long Island,
to bring in like-minded tenants,
raising $100k per year

© CALIFORNIA

© MARYLAND

Large affordable
housing project in the
middle of Silicon Valley

Childcare Co-op for Spanish-speaking
teenage mothers in Baltimore

© MARYLAND

Affordable housing project

Q TEXAS near a university campus

Idea for a cafe food

truck social enterprise

O ALABAMA Q GEORGIA

Business center for supporting

Development to provide housing
local entrepreneurs, with a

and support for pregnant students,
conference space, coworking in partnership with University, health
space, and serviced offices care system, and specialist non-profit
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How effectively do you currently use your property
for mission and ministry, beyond worship services?

50—

40 |

30 |

20 -

10 -

NOT AT ALL ! SLIGHTLY 'MODERATELY‘ VERY ! EXTREMELY !

RESULT: AWARENESS OF UNDER-UTILIZED SPACE

This intriguing dataset shows a mixed response
from congregations. There was an increase in the
congregations that responded “not at all effective”
(10% to 19%) and “very effective” (4% to 19%). Our current
hypothesis is that by showing congregations examples

40+

How hopeful are you that your congregation
will have a secure economic future?

50~

NOT AT ALL SLIGHTLY MODERATELY VERY EXTREMELY !

RESULT: CONGREGATIONS ARE HOPEFUL AND REALISTIC

There is a general slight trend towards being more
hopeful about a secure economic future, but it is not
significant. Interestingly, there are some who remain
“not at all hopeful” and there was a decrease in those
who are “extremely hopeful” However, there was an

of effective use of buildings and property for mission and
ministry, some will, from that vantage point, see their
own use of buildings and property as being even less
effective than they previously thought. As the majority
of the congregations are in the idea phase, and have not
yet started, we would expect this fo change in the future.

increase in those who are either “moderately” or “very
hopeful” (from 65% to 82% combined). Taken together,
this suggests fo us that the program may have helped
congregations become more hopeful AND more realistic
about their current situation and their future.

How well does your congregation understands the
gifts and needs of your local wider community?

How well equipped do you feel your congregation
is to experiment and try something new?

40—

] ]

NOT AT ALL SLIGHTLY MODERATELY VERY EXTREMELY ! NOT AT ALL SLIGHTLY MODERATELY VERY EXTREMELY

RESULT: INCREASE IN UNDERSTANDING OF CONTEXT RESULT: INCREASE IN FEELING EQUIPPED FOR NEW IDEAS

The Oikos Project is firmly rooted in helping congregations
more deeply connect with the gifts and needs of their
local wider community. There is a clear shift towards a
fuller understanding of their context for congregations,
for example, those that replied “very” increased from
13% to 42%.
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In the pre-survey, 36% of congregations reported that
they felt either “not at all” or “slightly well equipped” to
try something new. This decreased to only 6% in the post
survey, with 94% saying they now feel either “moderately
well” or “very well equipped” to experiment and try
something new.




CASE STUDY

Q GULF SHORES, ALABAMA

RESPONDING TO NEED AND DEMAND:
GULF SHORES FIRST PRESBYTERIAN CHURCH

Located on the beautiful coast of Alabama, Gulf
Shores First Presbyterian Church (GSFPC) realized
three years ago that it was facing an increasingly
uncertain future. It had only enough expected
income to cover the costs for the next two years.
Without a pastor for two years, the church realized
it needed imaginative, resilient leadership to create
a new future. Fortunately for the church, two things
happened: It found such leadership in Rev. Chrisy
Ennen and it found Oikos.

Responding to a post mentioning Oikos on social
media, the church applied for the program knowing
that they had to do something different. The future
could not look like the past.

18

One of the early tools in the Accelerator,
“I Spy,” proved particularly helpful.

GSFPC also reached out to local Facebook groups,
interviewed friends and neighbors, spoke with the
Chamber of Commerce, and developed a list of needs
in the community. Two needs floated to the top of the
list: space for local small business and childcare.

There was an option to rent the entire space to a
childcare center, but in the midst of their discernment,
a property owners association came fo the church and
said that they were losing their office space and could
they rent one of the classrooms. The church saw this
as not only a sign of local demand for office space but
also a divine nudge in that direction. For a community
to flourish, it needs healthy small local businesses.

The church managed to find a small grant, which
it used fo run free business-related seminars for
the local community, on issues such as finance,
startups, and cyber-security. The church welcomed
local businesses that attended, fed them, and of
course, showed them their space. Before long,
every available space was rented.

The church is building really good relationships with
the small business community, creating a place for
business and a place for sanctuary.

Rev. Ennen commented:

$65,000 INCOME

Currently, GSFPC has seven tenants
in nine different spaces. Along with
renting out the parking lot, this brings
in income of up to $65,000 a year.

19



The Oikos Accelerator is highly likely to
be recommended to other congregations.
While the pre- and post-surveys consider
general changes over the duration of
the initiative, these questions focus on
the specific impact the Accelerator had
on the participating congregations.

TO WHAT EXTENT HAS THE OIKOS ACCELERATOR
HELPED CONGREGATIONS...

...see new
possibilities in
their property for
furthering their
mission?

...understand
and articulate
their mission and
purpose?

...increase their
understanding
of their context?

VERY / EXTREMELY

...see new ..increase
possibilities in confidence in MODERATELY
their property experimenting with
for new revenue new economic SLIGHTLY
streams? models?
NOT AT ALL

79%

Please note: One participating congregation never started because of technical challenges in accessing the content on older computers. We
tried to make applicants aware of this during the application phase but it did not work for this congregation. Understandably, this congregation
responded ‘Not at all’ for each question. Outside of this one outlier, every single congregation found Oikos Accelerator helpful in every category.
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FOR THE TOP TWO INTENDED OUTCOMES OF OIKOS:

88% T7T9%

said Oikos was very or extremely helpful of congregations said Oikos was very or
in helping them see new possibilities for extremely helpful in helping them see
how their property and buildings can new possibilities for how their property
help them further their mission. Half of and buildings can help them generate
these congregations (44% of the total) new revenue streams.

said Oikos was extremely helpful.
.I-
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MODERATELY
HELPFUL

68% 65%

Two thirds (68%) said that Oikos was very or
extremely helpful in increasing confidence in
experimenting with new economic models.

All but one congregation said that Oikos was
moderately, very or extremely helpful in helping
increase their understanding of their context.

21



Themes and Reflection

Based on in-person interviews,
video interviews, surveys, and the
independent doctoral research,
we identified the following themes:

¥ The pedagogical journey
¢ Without Oikos
¢ Importance of gathering

J¢ Partnerships as a solution

22

06

THE PEDAGOGICAL JOURNEY:
TOWARDS ALIGNMENT OF
MONEY AND MISSION

“Almost every layperson interviewed
who was part of the Oikos process
talked about going through a mental
shift. They entered the process with
hopes, as one participant from
Underwood put it in their first interview,
to ‘make our church more sustainable
and hopefully more financially viable!
And by the end of the process, their
motivations had changed rather
dramatically. Six months later, that
same lay leader answered the same
question like this, ‘I think the goal has
expanded in terms of understanding
that it can and should be more than
that... that we can accomplish some
other things...in terms of community
impact! Another lay leader explained
the change this way, ‘This idea around
how we use our space with the lens
towards revenue and mission... and
really being mission focused.?””

This quote, from the doctoral research, epitomizes
the pedagogical journey we hoped congregations
would go through. We knew that the majority of
congregations would start this journey primarily
interested in financial sustainability. We hoped to
take them on a journey where they could imagine
a future oriented by mission, with new forms of
income aligned to that mission. We are delighted to
have supported congregations on this journey, which
can be transformative for the whole congregation.

Other feedback from participants reinforces and
gives more texture to this pedagogical journey:
“The first shift was from ‘How do we use our space?”’
to ‘how do we use our space with a lens fowards
revenue?’ The second shift , from San Antonio was,
‘How do we use our space with the lens towards
revenue and mission?"”

“We now want to find some way to be meaningful
in the community beyond what we are doing now,
which is largely Sunday Morning. | want us to be
a neighborhood oriented church”

“Some Oikos words and phrases, like ‘aligning
money and mission’ have started to work their
way into meetings and conversations.”

“Overall, Oikos Accelerator and this gathering
have radically changed my feelings about our
congregation’s future. | had little hope for us
prior to coming here, but now | do have hope.”

“This is so valuable and amazing. Keep up
the good work. Every church needs this”

“You are doing great and transforming work.
Be humble, but take time to rejoice and thank
God for the victories.”

2Independent doctoral research on Oikos Accelerator. “Designing A
Future Beyond The Building: Exploring The Strengths And Weaknesses
Of The Design Thinking Process For Churches Rethinking Their Building
And Property,” A Dissertation submitted to Central Baptist Theological
Seminary, by Rev Jason M. Mack.
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PARTNERSHIPS ARE NOT
AN OBVIOUS SOLUTION
FOR CONGREGATIONS
(BUT THEY SHOULD BE)

One area of unexpected learning

for us as a team was the extent to
which congregations do not think of
partnerships as a way of achieving
their goals.

Congregations are used to doing things themselves,
with their own resources. The sheer size, amount of
work, and complexity of most of the ideas that came
through Oikos can only work through partnerships.
While this is obvious to us as a team, it was only when
we brought it up explicitly that it became obvious to
the congregations. This led us to start creating the
next “How fo..” resource: “How to Partner Well”

“I knew about partnerships but for some reason it
was a block in my mind. One of my mental blocks
personally is the extra work | thought this would
have to involve - | am already overworked and was
thinking ‘I can’t just run a non-profit in addition’. For
some reason, | did not think about partnership”

“Most helpful: don't limit ourselves. Find partners to
work with. We don’t have o do everything ourselves.”

“New insight is that we can enter partnerships. That
we don’t have fo do this ourselves. If we could find the
right partnership, it could be a win-win for both of us”

“Find a partner that’s already doing the work”

“Barrier - ‘We have to do this all ourselves’ - it is
the only way we do anything! We are not used to
partnering with others”

“A primary learning for everyone involved was that
this was not a problem that any of our churches are
prepared to solve on our own. And the good news
is, we don’t have to. Most, if not all, of the examples
we came across throughout the process began with
a church partnership. Churches that were looking
to redevelop started by working with a developer,
churches that were interested in reaching their
community in a new way partnered with an area
enfrepreneur, and churches that were interested in
providing housing partnered with the city.?”

3lbid
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Participating congregations considered the
following to be strengths of the Accelerator:

J¢ Curriculum, methodology, and resources
7 RootedGood team as practitioners

J¢ Expanding imagination and creating teams

o6

CURRICULUM, METHODOLOGY
AND RESOURCES

When asked an open-ended question about
what the participants see as the main strengths,
two thirds (64%) responded with a comment
about the methodology, resources, and curriculum.
Some examples include:

“Extremely strong curriculum organization, accessibility of materials

and exercises, flexibility of use for different sizes of groups, respectfully
secular language, not isolating or alienating.”

“Helpful to have a process and method to move things forward.”
“The structure of the materials; the intent of the curriculum..”

“A curriculum structure to begin the conversation of repurposing space.
It's very helpful to move from individual to group members fo the outside
community in the assessment of prioritizing skill sets and needs.”

“Very practical resources to use. A container for people in the church
to reimagine what is possible and what we can use our resources and
property for”

“Process and structure, connection and inspiration with other churches
and social enferprises.”

“Great tools and examples”

06

OTHER STRENGTHS
Other strengths identified include:

* Expanding imagination and thinking
outside the box (3 responses)

* How the Accelerator creates teams to
work through the curriculum and tools
(2 responses)

“Opening imagination, encouraging, making
the impossible seem possible, accessible - easy
to enter and understand the process and walk
through, wide range of examples and projects,
large and small, all lifted up with enthusiasm..”

27



IMPROVEMENTS

Oikos participants were asked an open-ended question
about where there could be improvements in the Accelerator.
There were some overlaps and themes in the responses.

28

MORE IN-PERSON
INTERACTION
(POST-PANDEMIC)

“Might be different post-Covid but maybe more
in-person interaction, site visits maybe to help
with problem solving.”

“You couldn’t do anything differently during
Covid, but starting with an in-person experience
would give people purpose and vision”

“More gatherings?”

“More collaboration with other congregations,
some guidance/coaching/mentoring with
leaders and teams, some ongoing support or
follow-up as projects are actually launched
and experimented with. | wonder about two
in-person gatherings, one at the beginning
and one at the end””

MORE SUPPORT AND
CHECK-INS WITH THE
CONGREGATIONS

“More support readying the congregation,
preparing for change, ensuring basic
governance processes are in place to
support decision making”

“More connection points and conversation
with leaders and other churches throughout
the process; spiritual support/recommendations
that are ecumenical”

“Routine check-ins with our group rather
than as needed. More interaction on trickier
bits like the game”

“Maybe more check-in from Oikos folks -
quarterly basis? Would be helpful to get
feedback”

ACCESSIBILITY AND
PRINT OPTIONS

“More pdf options as many of the users are
over 50. Ways fo do it online as well as offline”

SPECIFIC FEEDBACK ON TOOLS

“We didn’t use Mission Possible because we
just don’t have the numbers of people to do
an activity like that so think about how fo
engage very small groups of people”

“We think it would be cool to have video
walkthroughs of different tools and a
‘how-to’ video for Mission Possible”

“I don’t think | Spy was extensive enough.
Skills Deck did not unearth a lot of useful
skills in our setfting.”

‘A video of how Mission Possible is played.”

MAP OF THE SYLLABUS AND LEARNING JOURNEY

“There needs to be a syllabus to plan out
the group’s timeline for how long the process
is likely to take. People want to plan’”

“Walking through the process without fully
understanding where it was going and why
- it became evident eventually, but love to
know upfront”

“More orientation and instruction at
the beginning.”

29



Q SILICON VALLEY, CALIFORNIA

“Name changed

In 2020, the interim pastor at the time had heard about
RootedGood and the call for congregations to participate
in the Oikos Accelerator. Aware that the congregation was
stuck, the pastor and church council thought that Oikos
might be able to provide the support that was needed.

“ILhe structure of the program was
critical. ‘The exercises builtl on each
other in such a way that we had more
clarity of purpose after each meeting.
‘The fact that the RootedGood team
had also done this work on the
ground themselves brought
credibility and trust to our team.”

As the church began to gain new clarity about who they
are, and the needs that exist in their local community,
they began to develop an ambitious idea for providing
affordable housing on their site. Having fed those in need of
a meal for many years, the congregation began to imagine
how they could also house those in need of a home.

“Lhe Oikos process enabled us to

see what is possible. It widened our
vision and empowered us to take
action, giving us the confidence that
we can make this happen. It would be
extremely difficult if not impossible
for a congregation to do this work
on their own without this type of
structure and ongoing support.”

As the church looks towards the future, there is
a new sense of purpose:

“Our hope is that our church still
exists, but regardless of that outcome,
our legacy of caring for those who are
underserved in our community will
live on by providing much needed
affordable housing on the site.*
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Including what we have already changed
and want to include in future iterations

IMAGINATION IS
PRIMARILY CAUGHT
NOT TAUGHT

The gathering in San Antonio
catapulted the congregations into
the future by helping them with
their imagination, as a result of
visiting a number of interesting
church-based projects, and
talking to the leaders there.
Case studies, books, podcasts
are all crucial and helpful but
there seems to be something
more substantive that happens
in immersive, in-person learning
experiences. One of the key
challenges to scaling the Oikos
Accelerator relates to replicating
this type of experience.

CONGREGATIONS NEED HELP
IN DEVELOPING EFFECTIVE
PARTNERSHIPS WITH OTHERS

For numerous reasons, congregations are often not
equipped to develop good partnerships. Indeed,
from our experience, they might have not even
been aware of partnerships as a crucial way of
achieving a significant project. Given the investment,
expertise, and networks needed to make many social
entferprises successful, partnerships are likely to be
a crucial part of a congregation’s future. We are
planning on developing a “How to Partner Well”
guide that will help address this.

SOME CONGREGATIONS NEED A SHORT-TERM INCOME AND
CASH FLOW BOOST IN ORDER TO GIVE THEMSELVES ENOUGH
RUNWAY AND TIME TO WORK ON A BIGGER PROJECT

Rental income can provide this. Four congregations in the Accelerator started working on mission-
aligned rental opportunities early on in their process, with the combined rental income at least
$138k a year. This does two things - it is an early experiment in aligning money and mission, and
gets the leadership team and congregation thinking with this framework. For example, one of these
congregations fold us, “Some Oikos words and phrases, like ‘aligning money and mission’ have
started to work their way into meetings and conversations” Secondly, and crucially, this income and
cash flow helps provide a runway for a bigger project, reduces anxiety, and also builds confidence.
As a result of this learning, we have designed and produced the tool, “How fo Rent Well” and will
give it to every participating congregation near the beginning of the Accelerator journey.
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NEXTSTEPS

2023 and beyond

In partnership with Lilly Endowment Religion Division,
and other key funders, RootedGood is delighted to be
able to expand and develop what we have learned
through Oikos in three different ways:

Oikos Accelerator: We will take the existing Accelerator and
redesign it for post-pandemic life and in light of what we
have learned during the pilot phase. This will include: new
content videos, worksheets for teams to use in person, and
workbooks for participants. This Accelerator will remain
self-directed and be more scalable. The Accelerator will get
congregations all the way to an idea they are ready fo test.
Cohort Incubator: Taking our learning from the “accidental”
Madison cohort, we will seek to replicate this in other cities,
with three cohorts in the first year, growing the number
of cohorts each year. We have significant interest in this
already. We want to explore the possibility of creating
“partner cities,” where we help stakeholders on the ground

create a succession of cohorts and build the key relationships OIKOS RESOURCES AVAILABLE
that will help the ecosystem: developers, funders, specialists, FOR DIRECT PURCHASE:

civic and political leaders, and so on. This incubator will
include the material from the Accelerator and also take
congregations further — not just developing an idea, but
getting ready to launch their idea.

FORTHCOMING:

* How to Sell Well
* How to Partner Well

Licensed Toolkit: We will take some of our existing materials

and tools, add new content, and create a toolkit that will

equip other organizations to help the congregations they

are working with. This will involve training, equipping, and

developing key partnerships. We want to find three initial HOW TO RENT WELL HOW TO DEVELOP WELL MISSION POSSIBLE
partners to design and test this approach with us. https://bit.ly/rg-rentwell https://bitly/rg-developwell https://bit.ly/mi-missionpossible



https://bit.ly/rg-rentwell 
https://bit.ly/rg-developwell 
https://bit.ly/mi-missionpossible

Stay in touch!

& rootedgood.org
© rootedgood

El facebook.com/rootedgood


https://rootedgood.org/
https://rootedgood.org/
https://www.facebook.com/rootedgood/
https://rootedgood.org/
https://rootedgood.org/

