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Purpose of the Diagnostics Phase

· To get a baseline measure of what has been happening in the church and in the community

· To develop the credibility of FHI/Chalmers

· To develop a relationship with the church

· To assess the church’s vision of ministry regarding their commitment to holism – the declaration of the Gospel in both word and deed

· To assess the financial services existing in the community regarding services available, profile of participants, and the nature of impact both financially and socially

· To assess if the church, community, and initiative that we are promoting fit together

Phase 1 – Church Assessment:  Learning the Church’s 

Understanding of Holistic Ministry and the Community

Part 1 - Church Survey

After developing a relationship with church leaders and members, ask each of the leaders (formal and informal) of the church and interested church members to complete the survey on the next page.  The purposes of the survey include the following:

· To act as a basic screening tool for FHI/Chalmers;

· To gather baseline information concerning what the church is thinking with regards to holistic ministry, development, and their community
Processing of information for facilitator:

Compile answers to questions and rate the church in the following areas using a seed, a sapling, a tree with branches and small roots, and a tree with fruits and long roots:
Understanding of holistic ministry

Understanding of development

Understanding of their community

Understanding of building the Kingdom of God

Desire and vision for ministering to their community
For each of the ratings, give at least two reasons for the rating from the answers given on the surveys.

FHI/Chalmers Collaboration

Church Survey
In order for us to understand your interest and capacity for getting involved with FH/Chalmers, we ask that you complete the following survey.  Please answer questions as completely as possible using Scripture to support your answer where applicable.  All of the questions should be answered according to what you think as an individual and not for your church, unless otherwise indicated.  

1. What is the role of churches in the communities in which they are located geographically and socially?

2. How do you understand the role of each individual Christian to be salt and light in a community?

3. How are you salt and light in your community right now?

4. What are some examples in which your church has been salt and light in your community?

5. What are some hindrances that keep you from being salt and light in your community?

6. How can you overcome these hindrances?

7. How would you define the following:
Poverty?

Development?


Church?

Local Resourcing?


Community?


Holistic ministry?


Kingdom of God?

Stewardship?

8. What implications do you see for your church from each of the definitions you gave above?

9. What are your church’s mission, vision, and goals?

10. How are you as an individual and as a church working to fulfill your mission, vision, and goals?

11. How has your church defined success in your programs and projects?

12. What do you see as your church’s niche in building God’s kingdom?

13. What expectations do you have for FHI/Chalmers?

14. Please give us your interpretation and application of the following verses in Scripture: Isaiah 61, Luke 17:1-10, and Ephesians 4-5.   

Part 2 – Participatory Learning Activities

Schedule a half day meeting with the formal and informal leaders and any especially interested church members to complete the Participatory Learning Activities and to possibly introduce the Phase 3 activities.  The purposes of the Participatory Learning activities are to:

· Determine how the church got to where it is today through holistic ministry;

· Understand the values and principles through which the church works;

· Find a gauge for that which is most important to the church in conducting outreach to their community;

· Assess the church’s understanding and knowledge of the community; and

· Assess teamwork, decision-making, roles, leadership, and management of the church leadership.

Before starting the church-time line, give the participants the results of the surveys using the ratings you chose.  Give a five to ten minute description of the work of FH/Chalmers using the brochure at the end of this document.
NOTE TO FACILITATOR WHILE DOING PARTICIPATORY ACTIVITIES: 

1. MAKE SURE YOU KEEP DETAILED NOTES WHILE THE ACTIVITY IS OCCURRING TO RECORD OBSERVATIONS WHICH REFLECT ANY OF THE DESIRED INFORMATION ABOVE;

2. BE SURE TO RECORD ALL ANSWERS TO DISCOVERY QUESTIONS; 

3. MAKE SURE YOU GO BACK LATER THAT DAY AFTER THE SESSION IS FINISHED AND RECORD OTHER IMPORTANT THOUGHTS AND OBSERVATIONS. 

A. Church Time Line
Time required for this activity: 1 hour 

Room set-up: Table with enough chairs so every one can be at one table and participate in the activity.

Materials Needed: marking pens, poster paper, old magazines and/or newspapers.

Have the participants create a time-line of the history of the church from the church’s inception until the present including relationships between people, ministries of the church, and the evolution of the church’s vision, mission and goals. 

Discovery questions:  After they have shared their creation, ask the following questions for processing:

1. Where do you see the Lord’s hand in the various parts of your history?

2. What did you see in your church that you did not know before as a result of going through this exercise?

3. What do you think the Lord was teaching you at various major points in your church’s history?

4. What can you identify as some of your church’s strengths and weaknesses?

5. What might be some of the implications of all of the above to the Lord’s leading for your church?

B.  Values Ranking
Time required for this activity: 30 minutes 

Room set-up: Chairs facing a white board/chalkboard/overhead/or poster paper in a semi-circle

Materials Needed: marker and board

Have the participants choose at least six of their values (preferably values that came out as a result of the survey and the time-line).  Place the values on both the top column and the leftmost row.  Compare between the two.  Finally, count up which was mentioned the most and rank them (see next page for an example).  

Discovery questions:

1. Reflecting on the attitudes of the majority of people in your church, do you think that the above ranking is accurate?  How is it accurate or inaccurate?

2. What might be some of the implications of all of the above to the Lord’s leading for your church?

Values Ranking Example

	
	Love
	Joy
	Peace
	Patience
	Kindness
	Gentleness
	RANK

	Love
	X
	Love
	Love
	Love
	Love
	Love
	5

	Joy
	Love
	X 
	Peace
	Patience
	Joy
	Gentleness
	1

	Peace
	Love
	Joy
	X
	Patience
	Peace
	Peace
	2

	Patience
	Love
	Joy
	Patience
	X
	Patience
	Gentleness
	2

	Kindness
	Love
	Joy
	Peace
	Patience
	X
	Kindness
	1

	Gentleness
	Love
	Gentleness
	Gentleness
	Gentleness
	Kindness
	X
	3


To use this tool, compare two parts of the column and choose the one that is more important to you of the two.  For example, in the first row, compare love and joy.  If you choose love over joy, write down love.  Next compare love and peace in the same row.  After the last column, count the number of times the word appearing in the leftmost column appears in the other columns.  Love appears five times in the other columns.  In this example, love would rank the highest; next gentleness, then peace and patience, and finally joy and kindness.

C.  Mapping the community
Time required for this activity: 30 minutes 

Room set-up: Table with enough chairs so every one can be at one table and participate in the activity.

Materials Needed: marking pens, poster paper, old magazines and/or newspapers.

Ask participants to create a physical map of their community including anything and everything they deem important using the materials that they have been given.  
Discovery questions after they have created the map:

1. Through this process, what do you learn about the decision-making processes of your leadership team?

2. How do you as leaders work through disagreements?

3. Did you use all that was available to you?  Why or why not? How do you manage resources within your church?

4. What do you think of how you work as a leadership team?

NOTE TO FACILITATOR: IF THE GROUP IS UNABLE TO GO ON THE COMMUNITY WALK-ABOUT ON THE SAME DAY AS THE MAPPING EXERCISE, BE SURE TO INCLUDE THE FOLLOWING PROCESSING QUESTIONS AFTER THE ABOVE QUESTIONS:

1. WHICH CHURCHES ARE MISSING HERE? 
2. WHY DID YOU PUT ONLY THIS CHURCH HERE? 

3. WHAT ELSE IS MISSING AND WHY?

D.  Community walk-about

Time required for this activity: 1 ½ hours 

This activity should immediately follow the mapping exercise.  Go on a physical walk-through of the community led by church leadership.  While you are walking around the community, ask the church leadership to remember the map that they just created and take note of similarities, differences to their own representation.  

NOTE TO FACILITATOR: TAKE NOTES OF EVERYTHING THAT YOU SEE AND THAT THE LEADERSHIP TELLS YOU.  

Discovery questions after returning from the walk:

1. What did you put on your map that was there and what did you put that was not there?

2. How similar or different was your representation of size, scope and distance to the actual community?

3. What are some resources available to the community that you did not take notice of before (especially other churches and the ministries of other churches)?

4. Can you identify some of the implications and preconceived notions you have of the community through this process?

5. How does this affect your findings about the church from the church assessment especially your church's values, mission, vision and goals? 

E. Rating Ourselves
As part of the processing after answering the above questions, write the following indicators on poster paper:

Word and deed holistic vision and balance

Complexity and technical expertise of holistic ministry projects

Stewardship of resources

Networking with people (inside and outside community (including other churches)) for help

Communication in the church

Accountability structures

Leadership and management (esp. growth in management skills)

Understanding of holistic ministry

Teamwork

Process of decision-making

For each of the indicators, have the participants rate themselves according to their experience through the entire diagnostics.  The measures for indicators could be a seed, a sapling, a tree with branches and small roots, and a tree with fruits and long roots.  Have the leaders decide on one of the four ratings for each indicator and explain why.  
Final Processing questions:

1. How do you think that the information you have learned about the church fits with the FHI/Chalmers initative in working with churches?

2. What has the Lord been placing on your hearts about where to go next? 

a. Drop out or be selected out

b. Proceed with the Community Assessment

c. Proceed with a visioning/appreciative inquiry process

NOTE TO FACILITATOR: IF THE CHURCH DECIDES TO CONTINUE WITH THE COMMUNITY ASSESSMENT, THEN GIVE THE PARTICIPANTS THE INSTRUCTIONS TO PHASE 2 BELOW.

Phase 2 – Community Assessment 

This phase should be introduced after the processing for the community walk-about and should take one week to complete.  The purpose of the community assessment phase is to:

· Discover what the Lord has been doing in a community;

· Assess how the Lord is directing the church towards a particular ministry;

· Obtain baseline measures for the financial resources that are available to the poor in the community;

· Identify gaps and holes in the financial services that are at work in the community;

· Understand the people’s financial situations in the community; and

· Build relationships with people in the community.

The community assessment will involve a series of interviews.  Divide the leadership into two groups. One group will be responsible for completing part 1 and the other group will be responsible for completing part 2.  The church leaders will then pair with another church member.  Ideally, at least one of the pair should be a new face to the community.  The combination of insider and outsider allows comfort for interviewee from the familiar person as well as objectivity for the interviewers in the outside observer.  All participants of the participatory learning activities should also participate in this phase.  Each interview should be at least one hour.  After one week to complete the interviews, conduct a review of the information collected.

Guidelines for interviewing for all interviewers:

1. Introduce yourself and openly explain that you want to learn more about what is going on in the community of the participants.

2. Make it clear that you are there to learn from them and share with them, not just to extract information.

3. Start with questions not necessarily connected to the information you would like to collect (i.e. How many kids they have, what are their names, etc.)

4. Ask them for stories concerning the types of information you are trying to collect.  The stories will help direct relevant questions towards finance, demographics, etc.  (For example, if all the interviewee’s children went to school, ask how tuition was paid for).

5. Try not to put the interviewee in a defensive mode.  If the interviewee were to get defensive, lighten the conversation by discussing some thing unrelated.

6. Ask the interviewee if you can close the interview by praying for him/her. 

7. Try to interview a variety of people (gender, age, religion, etc.).

8. After each interview take 10 minutes to compare notes with your partner and make sure you both heard the same thing.  Write down the essential facts at this time so that you can remember each person's story later.

9. It is important to understand that all of us have our own style for asking questions and that each interview will be different.  Rephrase questions to fit the person you are interviewing.  (This is one reason that getting stories is so important, the stories will lead you to the right questions). 

10. When all the interviews are finished spend some time (perhaps an hour) going through the information you were supposed to collect from Part 1 or Part 2.  

11. The people being interviewed in Part 1 should not be interviewed again for Part 2. 

Part 1 – Community Assessment

Church leaders would be expected to talk to at least ten key community members (both formal and informal leaders) in their community and collect their stories of the successes and failures of the community as a whole (not finance related).  They should also try to identify the following types of information for the community:  

1. Demographics – Age, gender, education/literacy level, types of housing, and types of appliances owned by community members

2. Cultural perceptions of poverty, time, savings, and credit

3. Economic activities, types and numbers of businesses operating in the community, the length of time businesses have been operating, income levels

Reference Questions for Part 1

(The following list of questions are ones to keep in the back of your mind while you are interviewing.  They are just suggestions.  Do not ask the questions as written, instead ask as related to the conversation you are having with the interviewee.  Also, do not feel that you have to answer all of these questions.  Try to personalize them.)


1. When have you felt most excited, most alive, and most engaged in your community?

2. What made that experience in your community great?

3. What gives life to your community?

4. What are your three most important hopes for your community?

5. What is the level of poverty in this community?


Is everyone eating enough? 

Do they have access to clean water?

Do they have access to health care?

6. Where are the people working (self-employed, factory, farm, unemployed)?  

7. If they are self employed, is there a market for expansion?


      i.e. If a sari-sari store got bigger, would there be enough patrons to justify growth?

6.  Are there any untapped markets for start-up businesses, should the skills be developed?

i.e. No local barber?

7.  What do the people in the community see as the #1 reason for their poverty?

6. What do you see as the #1 problem for their poverty?  (This could be completely different 

than the peoples’ perceived problem).

7. What is the most helpful service that could be provided? (i.e. Capital, marketing skills, 

accounting skills, etc.)

8. Has the community been tarnished by a dole out mentality?  If so, how severe is the problem?

9. How would you describe the worldview of the people in the community? 

10. Does anyone have a 'long-term' mentality?

Part 2 – Financial Landscape Assessment

Church leaders would be expected to talk to as many people in the community as possible asking as many of the questions below as they can.  When they have talked to at least ten people, come back together as a group and fill out the matrix on the following page. 

Reference Questions for Part 2

(The following list of questions are ones to keep in the back of your mind while you are interviewing.  They are just suggestions.  Do not ask the questions as written, instead ask as related to the conversation you are having with the interviewee.  Also, do not feel that you have to answer all of these questions.  Try to personalize them.)

1. How do people manage their savings?

2. How do people pawn their assets?

3. How do people get access to their savings?

4. How do people make provision for known life-cycle expenses?

5. How do people cope with emergencies?

6. How do small-scale entrepreneurs get access to business finance?

7. What are the savings programs available in this community?  Which ones are formal?  Which ones are informal? 

8. Do people use banks? ROSCAs? Credit Unions? Coops? Some variation of one of these?

9. What are the loan options available in this community?  Formal?  Informal?  

10. Do people loan money from a moneylender?  What are the loan terms?  How does it work?

11. Are there any preconceived ideas about the financial services available?

12. What is the capacity of the people to save and to pay their loans?

13. What are the biggest issues to be overcome in order to implement each of the systems?


Do people trust each other enough to get into a paluwagan? 


Are there people with the business skills to start a Coop or MFI?

14. What is the experience of the leadership in each system?  How long has each system existed? Are the people happy with these systems?

15. What is the interest rate for credit and savings in each current system? (positive or negative)


Financial Services Matrix
	Financial Service
	Who Is In It?
	Who Is Left Out?
	Why Do People Choose This Service?
	How Does This Service Help Them?
	How Does This Service Hurt Them?

	Money Lender


	
	
	
	
	

	ROSCA


	
	
	
	
	

	Time Bound ASCA
	
	
	
	
	

	Non- Time bound ASCA
	
	
	
	
	

	Micro Finance Institution (MFI) or NGO
	
	
	
	
	

	Bank
	
	
	
	
	


*See next page for definition of terms

Definition of Terms:

Money Lender 

A person who extends credit for short periods of time at very high interest rates.  The rate is often called 5/6 (in the Philippines), meaning the borrower receives 5 today and pays 6 tomorrow.  The length of the loan ranges from 1 day to a few months. 

ROSCA
The basic paluwagan where all members contribute equally and receive the pot once per cycle on a pre-scheduled basis. (i.e. Weekly meetings, with distribution schedule set by lottery).
Time Bound ASCA
A more complex ROSCA where the savings of the members accumulate instead of being emptied to one member every collection day (as in the ROSCA).  Loans can be provided from the pot of mobilized savings.  This is time-bound and is often used to mobilize savings for school fees or Christmas.  

Non-Time Bound ASCA
Much like the ASCA, but without being time-bound.  The non-time bound ASCA will generally be larger and will have more diversified services.  The members (those that save/take loans) still own and direct the organization.  These ASCAs may or may not have a legal identity.  Credit unions are examples of non-time bound ASCAs with legal identities.

Micro Finance Institutions (MFIs) or Non Government Organization (NGOs)
Those classified as "members" in previous examples now become "clients".  These clients are not part of the organizational structure of the MFI/NGO and do not own any of its assets. Rather, they are truly clients that pay for the MFI's/NGO’s financial services.  MFIs/NGOs are generally much bigger than the other models.

Banks

The formal institution for holding savings and extending credit that is regulated by the Central Bank of the country.

Phase 3: Processing and Reflection

Part 1:  What do we know about our community and our church's ministry options to it?

After completing the interviews, the participants should come back together and go through the following questions as well as complete the indicators section below.  Both of these activities should not take more than three hours.

Discovery Questions

1. Where are the church’s resources extending in this community?

2. What did you see the Lord doing in the community?

3. What do you see might be your place in doing ministry in this community?

4. How can you join Him in His work and desires for this community?

5. Why has the Lord called this particular church to this community and how has He been preparing the church for ministry in this community?

Part 2: Rating Ourselves
As part of the processing after answering the above questions, write the following indicators on poster paper:

Word and deed holistic vision and balance

Complexity and technical expertise of holistic ministry projects

Stewardship of resources

Networking with people (inside and outside community (including other churches)) for help

Communication in the church

Accountability structures

Leadership and management (esp. growth in management skills)

Understanding of the community

Understanding of poverty in the community

Understanding of holistic ministry

Capacity for some type of MED program via the church

Interest and familiarity with MED

Teamwork

Process of decision-making

For each of the indicators, have the participants rate themselves according to their experience through the entire diagnostics.  The measures for indicators could be a seed, a sapling, a tree with branches and small roots, and a tree with fruits and long roots.  Have the leaders decide on one of the four ratings for each indicator and explain why.  After this discussion, post the ratings from Part 1 next to the Part 2 ratings and proceed with Part 3.
   
Part 3: Making your Plan for the Future


Final Processing questions:

1. What might we want to do with all of this information?

2. Where do we think we can and should go from here? 

a. Drop out or be selected out

b. Proceed into Church Leadership Training for MED

c. Proceed with other holistic ministry track and link with another Christian organization.

