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MANUAL OF MODEL BUILDING
The Ecumenical Instiute: Chicago

Models,Are For Mission

This manual seeks Yo share with the collesgues of the Spirit Mobemant,
Lnd col leagues of the church at large, some concepts and techniques of long

range missional church planning called "model buliding.” I+ presumes, for the
sake of bravity, that I¥s readsi's are already members of locs! comgregation cadres,
and that they are larsady deeply emersed in the painful struggle +o build mean~
ingful, effective modsis for the work of the church in the coming decades.

2 in the coming pages, we will say first, something about what model buliding
is, Insofar as IV Is a developed technique. We will describe someihing of the
operating characteristics of modnls, then draw a rough pleturs of the overall
process of building them. Then the process will be broken down Into 1¥s saveral
paris, illustrating the analysis with examples that have proven their usefuliness
in the past. Finally, we wiil suggest some areas of “edge™ mode! building.

What g_Modsn s

% A "modei™ is simply a symbolic representation of some aspect, dimension

or sories of sspects and dimensions, of reallty. I+ can be rendered either fwo
dimensionally, as in a chart or dlagram, or three dimensionally, as In a samil

scale physical representation. Or, a model esn be as intangible as 2 mental imege.
The fact is that evaryons opsrates out of modeis of This kind. ¢ one sets out o
buy a house, find a job, eat breakfast or perform any other conventlonal act,

he is operating out of a modal, unconscocus though it may be. Anyons who has ever
bean served green scrambled eggs on St. Patrick's day discovers quickly how explicit
some of his unconscious modies really are.

4 This is precisely The point at which ke concept of model buildiag galins

value for everyone. It compels us to be intentionsi and seli-conscious about the
subject of our model buiiding. A famlly about fo parchase a house with & full cat-
alogue of criteria for what makes a "geod" house s more Ilkely, in the long run,

to be satisfied with his purchase than one who announcas fo the real estate agent
that they went "lots of lawn and a gorage and biue shuttars.” The latter would aslo
prasumabiy prefei that the food did not leak. But, never having brought thelr true
model to consciousnsss, Thyy may not realize that they even had ono until they had
lived in the house for a monih{ and discover defects. Modaels, therefore, systemat)ze
our intentionallty.

Freadom !s a Modael

5 Or, to say the same Thing siightly di¢ferently, vhe model is the bridge
between a oncel?) and fuiure situetion. ¢, for instance, one decides to do soms-
thing sbout "the preblem of slums”, ¢he only poassibiliity s Yo buiid a modal, however
absvract, of what the situation will be Iike In the future, and then bulld +he mode!
of the method of getting from "hera" fo "there." But it is the modal which glives ths
fresdom to set. Human wili Takes form through modsis. The botter The model, the
beiter the chances of accomplishing the deed. In this sense, being husan Is the
ability fo butld and execute a model.
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HModels Are Temporal

6 Models have meaning only with reference to time. The may desaribe the
past, the present, or the future. Or they amy describe a flow of activity ofer
time. They may describe the process of the transformation of the past into £
a future situation, '

7 Models of the past and the present function descriptively and analyti-
cally. They tell what went on in the past so that we can leam form it,
avoiding it or imitating it, whichever we desire, But more than this, by
building a model of the pastorpmmt,;&w_@;gl&mbih in
building the model, wa isolate and assemdle se elerents of the situaticn
which wa have determined to regard as important. By accepting some, rejecting
others, we decide which past we will leaxn from. Everyone does this, but with
varying degrees of intentionality. Adwocates of both Marxism and espitalisp
have declded that the most important elements of history are economic. Thelr
models of the past are economic. And in so doing, they have taken aa very
different relationship to their past than others more interested in things
culturale They have declded that the past they are going ©o Jlearn fozxm s the
economic past, and in so deoint, they have already determined to a very large
degree, the direction of their futurs,

8 A model of the future will in largs measure, reflect the medels of the paste
But beyond this, models of the future function predictively ox prescydptively.
Either they seek to extrapolate from the present course 66 events into some
future tims, or they describe some future situatfion regarded as desirchle, and
makethedeuandupenusthatmbmdonracﬂvitiessothatﬁmdes_&pﬂmh
fulfilled.

-] A model which describes the transtion from a past state of affairs to &
future situation 15 called a "flow chart™ or a "time line." Tk can be as aimpie
aaanstofstepatobeta}:minteozdartogetajobdom,oruscnmphxesa
complete domument listing primary amd secondary goals and detalling all the necesse
ary strategies and tectics necessary to accomplish tvictory” in Uerld tar I.

10 A missional community has usa for all these types of medels in various
mutations and in various combinotions, Onee the missional goal has been gelected
and articulated, of course, it determines the appropriatensss of all the ether
medelse

BSDELS Axe Mrate

11 Perhaps the most important single thing o be said about the activity of
modal building as described here, is that it is a corpopate effoxt, Tt is a
Planning methodolegy which mecks to cultivate the hest creative efforts of the
group members. Bub individual creativity, for itd own sake, is never a primacy
value, Rather, the gral is always {0 increase the effectiveness of the group as
1t works toward its missional goal,

12 Model bullding is the process of huilding a group consenmus, It iz never
"democratic® in the formal sense of the term. A vobte is never teiton {0 dotermine
a point at issue, Rather, until a consensus is reached, the group remains open
to all ideas and values. A voite, used under these clrcumstances, iz inhexently
devisive, for before it i1s even possible to take a vote, the opinion of the group
has already been polarized. wWhen completad, the "ideal® medel i3 a rational structuve
holding eve vy value in a raticnal field of relationships with evory other values
13 This is not to say that individuals should not make use of model building
wethods, Mhen working individually in conjunction with a corparate offort, an
individial can often provide the "hresk open™ insight that ailews the group

to move creatively in a new divection, TIndividual models can bs of enormous '
value as ene atruggles to bring clarlty and simplicity cut of & difficult situatbon,
But without the corrective functicning of a group interchange, individuald models
way simply resinforce a gset pattern of thought which may very wall have major
errors or deficiencies. Only in a group effort is it posgible to cvercome
individual “blind spots.”
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Threa %ﬂs 5_2_ the Modal Euildin_q Progess

12 Muhdldingmhemdmasathraestepprmsa
In the fivst step, the geoup solves all of its problems, then begins to
talk about implementing the model, This rarely takes more than an hours

17 meﬂrstthinganygmupmstdoinoxﬂertnconstn:tamdelistofind
out what it, as a group, knows about the problem it has undertsken €0 solve,

This is the brainstorming phase of the procass. It can be opened in many wayse

iIf, for example, a model is to be bullt for a total commundty reformilation pro-
ject, the group leades might ask, "what are the problems of this eomamity?®

If the model 4s o be a more limited scope, he might begin with# a positive probeg
“what are the @lements that mist be part of a truly contemporary order of worship?v
If the group is more experienced, he might begin by asking each individual %o
present his two, three or four "key structures for dealing with the problem,"

i8 Ne matter how the issues are raised, the group will immediately “mount
the hourse and ride off in all directions." This is axactly what ought to
happen. Everyone gets out his or her pet answer or private axe, The lesder
lists everthing on a blackboard the QEOUD,

19 Durding this stage, the objective is for the leader ¢o keep the meod 1ight
énd the responses flowing light and fast, 77 it helps, he can rephrase the
initial question, opening up new directions, eliciting insights the group
menbers did not know they had. Any answer given is good and acceptable, The
list will quickly becone exhaustive, but the leadar stays with the toslk uptil

he senses that the group is nearly exhousted on this partlcular exerszise. In
most instances, the group wlll be astonished at the amount of wisdom at its
disposal. At other times, it will be clear that more information is needed, Bug
in the beginning, this is not a matter of great concern. A grovp lnvolevd in

model building will be highly sensitized to acquire new ideas and rolevent
information.

Sestalting the Corporate Wisdom

20 The"model™ az such really bagins to dake form during this phase of tha
processs The task here is to Fe~organize the informatian gatherad through the
brainstorming process inte a logical and tightly coherent "£inld" o “gastali,¥

21 Under the understanding of model bullding curcently in use, this is done
primarily through the use of & series of two dimensicnal chartse The imsediste
objective i3 to find that series of batween three or five catageries{and
sometimas, but very rerely, more) beneith which each relevant item of daga
gatherad durning the brainstorming can be subsummed. If, as an example, the
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conmmundly apathy no structures for comwnity decisions

poor public political education pover concentrated among wealthy

anaccessable elected officials anti-political religious moralism

no relation to city affalgs high taxes

no regional plamming boawnd men have no time to participate

inadequate pdlicing rich/poor division of community

gerrymandering no effevtive links w/ neighborin,

unrepresentative school boand towns ‘

bad ‘commuter secvice ne public recrestional facilities

atrephied commumity civil service no PBLIESEE plan for commmity

no live connection to state politics develcpment

no oontact with naticnal politics unstable population=corporation
influence

then one way of crganizing the datm might be this:

Zoternal Political W Sy
Stzucture Rela Poli &0 tlon
inaccessable officials no city pol. commect. poor pcf edo
gerrymandering no reg. plan board anti-pol. moralism
atrophied civil ssrvice no state connections one party i
no comme decls. stru. no national connect. TV/radio impact
wealthepower concrentra. no national comect. ugnstable population
lack of partic/tine no links with neighbor community apathy
rich/poor comm. divis, towns

no conmm. develop. plans

Commnity Sesvice Structuves
inadequate policing

non-reps school bd,
bad commmier service
high taxes

poor recreational fac.

22 This is a beginning for the development of a2 model, kut a very cwude onee.
There are several very obvious problems with it. One is that sevaral of the
items could fit under more than cne of the major catagories, for cxompla,
“community apathy." This may certainly be & genuine probiem, but i1t is likely
that before it can be helpful, it will have ¢o be reduced to more apecific
conponent elements. "High taxes" may mean that the group felt they were high
without knowing what thay were tused for, in which case it would be an ede
ucational problem, or 1t might point to grafi, where it would be a problem of
internal structures.

23 A more fundamental prodlem is that the lead categories are different: in
kinde That is, colums cne and four vefer dirvectly to political structuren,
while two and three ars of a more genesal type. This might point to the idea
that all the categories should be referred to as structural problemss Or, it
could mean that only one of tha fomr should list structural problems, and that
the other three shwnid include such things as “Socioclogical Background? op
"Decisiongi Making Commumication.® S2ili a third aliernative would be to list
the problems from the breinstorming session undes *local " “rogicnal, " .
"national,” and “global." All three approaches would have many problems. But

futher brainstorming under egch systen o3y open up entively now woprlds to
exploree
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24 An exapie of one of the sariier models of 5th City is repiroduced on the back
page of this manual. it simply shows one kind of consistency, but it should not be
assumed That This is the cnly kind of consistancy worth striving for. Each problem,
and the scope In which the problem Is incompessed determines much about waht is a
"good" or useful modet, and what is a "bad" or ron-functional one,

Models Taks Many Forms

25 Finally, the two~dimensional chari modeis that are most convenient +o use under
most clrcumstances can fake any plane gaometric form imaginabie. The guideline is
1o use the simplest possible form that can be used fo say what needs Yo be sald.

Hare are some of The mosT common forms used:

| ‘ This Is a "3X3". You can use 2 "2X2" If you

| tike, but if the problem is that simple, you

: probabiy don't need a modei at aill,

: A convention that has deveioped among those
famliiar with Ecumenlcal Institute medels is
that you work in 2's when dealling with theo-
retical problems and in 4's and sometimes 5's
: when dealing with practics. This Is not iron-
l ; ! clad, but It works out offen enough to be
worthy noting. '

26 The "3X3" ls exactiy the same as the triangle modei form for which the Ecumenical
institute faculiy has become notorious:
As you can see from what has bsen dose in the
fower right hand corner of each medel, each forp
Is infinitely ewpandable, limited only by the
size of the papar and ones ability to read
smali print. Sc a "3X3" can become a "IX3X3" or

A
\ a "A3IX3IXI.Y
A\
AN

27 Then, of course, there Is the "4X4" which, as you might expesct, looks 1ike
this:

i
|
H
!
|

It I L L L S m—

| .
Sixteen categories allows for a conslderable stretch of the imagination.
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28 The 5th City Model was orginally worked ouf on the basis of muitiples of 5,
as much for the symbollic value of using that number as anything else. A common
asthaetic variant is this cne:

which Is really no different than a simple "SX3" grid,

29 There Is probably nc simple geometric shaps which ahs not been used in soms
moda! sometime. Conceniric clrcles have been used fresquently, but have been dropped
uniess the clircular shape had something 1o say about the content directiy.

30 in using these basic forms, the objective is fo get a totelly consistent image.
‘That is, both the horizontal rows and the verticle columns spel! out the dimensions of
the reallity being described. In many kinds of models, this works out +o be very
simple, because one row -r the other will speli out a direct progression of Time or
space., Thus:

Where this Is not the case, there is uaually a fong, hard struggie o develop a thorough-
going verticie and horizontal rationaiity. ;

31 A ¥inal rule of thumb having Yo do with the séicctlion of mede! forms might be
this: 1In the eariy stages of mode! building, dériing the gestalting of the braln-
storming sessions, work to expand the midd of the group. It It seems ¥oo cbviousiy
simpie to coms up with a "3X3", press for multiples of tour and flve, even ¥ some
blocks have to be {illed with "irash," These iidms can be corrected later as Ths mode!
is worked and re-worked, add the vailue of discovering other kinds of valuable data not
immediately evident is infinitely greater than the trouble and ?ime It takes. But 14,
on the other hand, the bralnstroming produtes an overwhalming flocd of information,
work foward condensing The volume info ona of the simpler forms, such as the "3X3"

or the "4X4" of even & "4X3." Virticle and horizontal consistency may mot be necessary
in the sarly siages of the task.

32 The Time spent durlng This gestalting phase of modsl buiiding is totally

dependent upon the Importance, In the fotal iifs plan of Tho group, of the mode! bdaing
buli¥. Some can be hammered out In an hour, where ovhers require weeks of work.

Serious model bullding of any kind Is Invsilectually and psychologically exhausting.

Soms who have becoms quite good a¥ it claim that they can only teke and hour or fwo

at a Time, bacauss of the anxlety of virtually creating cut of mothing. Differsnt groups
wiil raquire different lengths of Time o do comperable tasks.
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Filling Out the Model

33 Once the major categories have been estebiished, the group can go on to #3111 out
+he modet, carrying it out %o three, and sometimes four and five levels. In theore-
tical models, the objective Is to make the meds| rehensive and inciusive, If the
objective is to build a comprehessive construct o; % Cenfury theological wisdom,
then the ultimate objective 1s to build a mode! with classitications for every single
theological idea that has ever besn spoken or written, Not that It wouild show ail
that. If it did, the clarifying and simplifying values of The model would be lest .
But If It Is truly comprehensive and inclusive in i+4s design, then In principle i+
should be possibie o do so. For example:

34 The fillingout of a practics model, however, has a rather definite, necessarify
progression which could be described this way:

in effect, when the group has constructed major categories of the gesta!lt, two things
have hzppened at once: It has bullt the probiem chart, or "problemat." And, it Has

bui it the goals chart, since the other side of the coln from a clearly stated probiem is
alwags a goal. It it Isn®+, then the problem has not bean adequately defined,

35 In the chart above, the movement from left fo right is from the broad fo the
particular. Therefore, the strategies refer o the more general overarching aspects
of the profect cperaticn, while the tactics are The specitlc maneuvers nesdsd fo sccom-
plish the strategy. To borrow from the miilfary analegy, the strategies ancompass the
locations, the timing and the material 4o be Thrown into battle. The tactics Include
¥roop deployment, military intel | igence preparations and logistics. The programs are,
in effedct?{ sub~tactics, and detal] The day-to-day operations and discipline under
which the operations foree will work.

36 in bullding & praciics model, groups sometimes ¥ind themselves at a loss %o
distinguish readily what shouid be inciuded under each of the four captions. Fro
instance, gosls are ver fraquently revealed as strategies for some larger gosl if the
context is broadened, = A restructured community may be a goal for the residents

of the community, but viewad within the confext of +he universal mission of the church,
i+ Is hardly more than a minor tactlc. The group has simply +o define and limi¥ I4s
own context, declde what are gosis, what are strategles and tactics.,

Structures, Forces and | astrumsnts

37 A useful and somotimss necossary supplemeny Yo 3 comprohensive project model isg
8 relational chart of the problems/goals with the structures, forces and Instmments
neadad fo do the Job. Such a mode) s baslcally oniy a modification of the strategies,
tectics and progirams somplox, buf ons step removed frow these absiractions., It Is also
most directly appiécable when the model is almed at dbroad, comprehensive soclial and
cultural renswal projects.



38 We say that the "soiution" to a social problem is to bulld structures to deal

with it, on a sustained basis. That is, the 20%h Century response To The starving masses
of India is the structures for adequate agricultural producticn and distributéon,

not the sllver droppings of warm hearted-tourists, no even charlty on an internationa!
scale. Charity is occassional, not structurad. By structures, tTherefors, we mean
Institutions of government, community and even individual initiative.

39 In order to activate and bild soclal structures, it takes people, Troops.
Structures require those who create and those who maintain., Thess are the forces.
Any comprehensive model, therefore, must Include a statemént of the potential éorces
and availsble forces, What kinds of pacple are needed fo do the Job? Speclalists?
Dedicated churchmen? Sulclde squads? Buslness and industry? Where will they come
from? The local community? Imported mercenaries? Goverrment? An operating project
may require one or several types of forces.

40 instrumenis are harder to describe. In the mechanical senss, instrumenis are
simply tools, 1f you are bullding a house, hammer and saw are Instrumenis. 1f you
are bullding a community, there ars other types of instruments. Thers might be a
newspaper, or an assortment of buildings used for offices, youth centers, educational
centers and a variety of other purposes., Padficular kinds of syibols, flags, public
art displeys or medsi building ail serve the purpose of Inst/ruments,

4 Somsthines, certain kinds of instruments become structures when The initial
building job is done, A newspapsr might be an example of an instrument turned fo
beoome a structure.

42 A simpie image To pull al! four elemonts(problen/goal, structures, forces and
Instruments) Yogether is this one, borrowed from elsmentary physies:

Problem/goal-- l:]

Structures=- Q

Forcege- ,?

instruments— ;

Do the Job like this-- EQ]

Then There is the Job of Gridding

43 A grid Is a map-iype model. That is, it is mors diractly concerned with space
than with time, the iccation of things rather then the sequence of events. In the
kinds of use we make of gi-ld-maps, thay are more important? for teliing us what Is
as opposed to what is needed.

44 Grids are both sctuasl and symbollc. That is, a grid of a comnunity represents
the sallent facts about who fives whera, how, and how they are divided p, What
sallent facts are presanted dspends upon the purpose for which the grid Is made and
the Insights of the grid-maker. A conventional zoning map ls really a grid based upon
iypes of housing avajlable, and the separaticn batvwesn rasidentisl, commercial and
Industrial areas, A conmunity planner will be mora interested In the flow of +ratfic
through The community; what places regularly ettract peopie, what aseas do they avoid,
what streets and "shorf-cuts" do peopie use and why? When cne has designed a grid,

It should tell him roughly what his communlty looks [1ke and wiere the things are
located that are importent to him dor his purposes,
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45 A grid which Is intended Yo serve a primarily symbollic purpose is a kind of
caricature of a map. Mere the one who grids is after a general Image of what the
community looks like without attention to every knotch and squiggle. Angles are sharp-
enad, straight ilines sccantuate border |ines.

46 in general, a grid Is simply an elementary tool! for presenting information about
an area in a compact image before a group. I+ can be as elaborate as any elaborats
map, or as simple as four lines in a recteangle, depending upon the desired parpose.

47 if grids cen be as slmple or as elaborate as anyons couid wish, they can also
represent as small or as large a scale as might be désired. The kind of thing shown
above is useful for getting a grasp of +he local community. But a "resonible" man
of the 20th Century Is concerned about his own local community only In the global
context. ¢ ¥his be so, I¥ will then be very useful +o have a symbolic grid of the
nation and the world, which Is eastly drawn and casgily reproduced.

Putting Out a Timeline

48  Timellnes, !lke spatial grids, can be both actuai and symbolic. A family may
constiuct a symbolle 1ife plan, 7eliing Them when they will *ravel and where, when and
how dducation will be confinued, where they will be {iving and what they will be

doing, But at the seme time, thoy know thet thelr actualization of that time line will
depend upon innumerable snd complex interacting factors. It's greatast valus is In The
directlion the symbois offer.

49 By contrast, a military battie plan must be detallod and precise. There can bs
no deviations from schedula, save the deviations are built Info an &lternative schedule,

Generally speaking, the shorter the time span covered, the more praciss the +ime !ine
¢can be,

Strategic and Tactical goals
Decision points prior 1o alternative courses of actlon
Critical path of action

Alternative routes o the same geal.,
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50 in general, it mest be said that no practical model {s compiete until 8 Time=
iine has been completed for I¥. Unless it is located on such a timeline, It is no
more Than a dream.,

59 A timeline s nothing more than s simplifed flowchart, as used constantly In
business and industry, In scééntific analysis of phenomena, and, of course, in
cybernetics and comnunication thecry. A simple Texibook on flowcharting should give
most planning groups mors than they would ever nesd to know in order %o maks their
own pilans In a quite sophistocated way.

The Mode! of the Modals

52 These, then, are the lmpertant elements that have o be remembered in model

bul fding. They are each parts of 2 fotal, on-going model bullding precess. Together,
they make Yake only a few minutes of repid skefehing on a biackboard. Or, thoy may
require years and years of hard effort, tearing down and rehullding, snd rebutlding
again.,

55 A model is always finsl, That Is, so leng as Tthers is no alternative medel, the
group abides by the one IT has developed.

54 -But a model is always open. Which means ¥hat any time, The group can reconvene
Yo consider alfernative modais, or necessary changes in the ons in use, When a group Is
not fol lowing the model 1t has developed, I+ is usually a good indicator that further
work needs Yo be done. But this s nowmer begun in the spirit of "woe is us, what's
happen fo ouwr spirit.” Rather, It must bo as objactive as possible, "What has Yo be
done fo make this project work, so That we sccomplish the goals we have set for
ourseives.

55 The leadsr of ihe group building s mddel has much o do with the effective-
nass of the corparste effort. TVhere Is no special type of person who can lead better
than any other. What is cruclal is that he Is one who is determinsd to draw out Fhe
insights asvallable in the group, and furn them to maximum bensflit. He can be dominan¥
and aggressive, or ha can be a very passive kind of character. Usualiy, he should be
one of the members of the group who retreats to his office or home sfter every model
buliding session and wresties with the conteni That has bssn offered, seeking new and
more helpfu! wasy o organize the data. He can be a mild mannered fellow who drives
the group with the sheer weitht of his paftience and determination. But he needs fo
know who o turn on and Purn off, and whsn, And he should be able o shoot any
"rabbi¥", and Irrelevent subject that emerges to distrast the attention of the group,
at a hundred paces.
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So, let's put it together this way:
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