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"without a ciear stury, it's not possible to call forth people to the task of
our times. Many of us were called to stanu in the no-man's lana between the no
tonge2r 4ne the net yet. Later 1700 young men and women responded to the csll,
"lett's shock the worlo with replication in Maharastra." It is crucial that each
gt us have a story if we are to create common strategies. We need to liock
tihrough our times to see the ceep undercurrents of history, to listen tc the
scream of human surfering within our world at wsr, to aiscern the new edge of
socieily toward which we are required to ve a radical experiment."

Uverall Strateyy

From 1972-1582 the Order's configuration has undergirded the "turn to the world”
sirategies of rapurd geographic expansion and social demonstration, by establishing
fieligious Houses in some 30 plus nations. The rewards of this expansion have been
vich ang various, placing us in cialogue «ith local cultures; national structures
«nu global bodies, ano creating the possioility of an event like the IERD (which
woui0 riave been unareamt of in 1972). Th2 results of this expansion have been to
stretcir the available resources of the Symvolic Order into patterns of small houses
with large yeo-soclal responsibility, witnout having the undergirding spirit
resources and common sense of mission of orevious years.

Uur extendes gloval positioning has revesled the need to rearticulate the
operationsl modes through which cvur missional strategies will be accompiished. 1In
tne "tuin in the turn toward the worid,® & strengthening of the spirit resources and
vocational journey patterns is called for without recucing the geo-social task of
the Cruer, en intensification of ceveloping the human, economic ano spirit resources
is calleu for. The positioning of our houses and people in such a way as to
mexinize tne effectivity of these resources, and provide the cppertunities for
intensitiea foimation in every srea is reguired. The configuraion strategy
recommenued for this year and the future will enable the growth of new forces ano
thie revocation of iong-term Order troops, to create the in-deptn secular religious
Ludy whose task is curing for two million settlements and 54 Acreas.

The Situation

Over the past several years the assignment process has servea to dramatize the
cecreasing number of trailned Oruer members available to meet and ever-expancing
number of missional opportunities. The resulting clashes of missional demands for
iimite¢ resources has wiffused our common global mission.

The geographic expansion and strategic emphasis of the past several years have
stretches the troop resources, glebally, to its limits. The rapid growth of
tnuigenous troups from development experiments has blurred the acutal loss of
trained and wature ieauérsnip. The reascn for the decline in skilled and long-term
Orger personnel has veen varied and ambiguous Lut often due to an unclear sense of
significant engagement. The perception of Europe and North America as back-up for
1100ps and money year after year has resulted in small house configuraticns with &
messive sclf-support burden on a small portion of our Order. Moreover, the
increasing number of skilled Order personnel assigned into non-self-support
situaticns is decreasing vur apility to generate Trust/Task funds ana uncermining
tne long-term fiscal autonomy of the Order.

17 a new globai strategy is not articulated, we are threatened by areal
competition for resources and an internal sense of spiintereuness will remain.

The Resolve
In coming to terms with our current situation we examined four possibile future

cirections: (1) Continuing to focus our resources in the Third Worla, (2)
Rebuiluing cur economic and human resources in the HWest, (3) Maintaining cur civerse
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ccverage oy regicnal resivence, and (4) Consclication configuration for missional
focus anu spirit care. This examination ied to the decision .to maximize the
- tlexibility and effective utilization of the economic and human resources of the

Crcer Ecumenicei. -The resulting configuration design for the year 1982-83
FECOMMENGs .

1. That we hold the continental troop levels as of June 1982,

s

Z. That we maintain our areal positioning across the planet,

3. That we recon?igure house locations in North America, Europe anu SEAPAC, to
uncergirc missiocnal flexinility and effectiveness, .

4. . That we continue the Kenya and Méharastra replication experiménts,

5. That we hold our strategic positioning in NAME é&nd Eurasia, positioning for
a new leap, '

¢. - That we take the next step in Latin America.

. Impiications

in wveciding to hold to continental troop levels each continent is forced to
exaliifng anG clarify its strateygic emphases. It puts the strategic choices at the
continental level and pushes .for a maturiiy in thinking that coes not dgepend on
assumptions uf an available resource pocl elsevhere. It positions us for a new
perevigm of catalytic action within n expunding fielo of possibility. The
incicative is createc for ) : .
national leacership tu emerge rather than relying on increasing extra-national
presence. The reconfiguration enables us to build in-depth priorship for our
long-term sustenance as an Order. It emphasizes caring for the long-term future of
the Urdger by ensuring the Trust/Task funds and our self-support potential. By
re-emphasizing the social cemonstratiun of primal community that our life is, this
strategy will aliow us to build the Oruer tniough enhancing cur missional
erfectiveness and creating means of calling cthers to. the task.
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GLOBAL CONFIGURATION STRATEGY LABORATORY

Confext Fesolve . [/mplementation
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1ne Prucess

Ire assignment of & laboratory to deal with Giobal Configurations Strategy
teficcls vuth the complexity experiericed in the arena of our configuratiun anc the
feeG ful a corporate re-articulation of our croad missional strategies, ano how our
configuretion of Houses and people empowers that.

The process of building a configuration recommengation went through the
Toilowing steps: ,

1. Glouai context ano dialogue with the times anu the world situstion
(#Muili-Poiar Think-Tank) inclucing icdentifying Hot Spots, reports from Areas and
Centrums, enu discerning Bold Muves.

2. The objectification of tie complex value screens cut of which configuration

gecisions are mace and the celineatior of the real global situation relative to
houses and peopie.

3. Tne playing out of diverse scenarios for possible configurations and their

implications, resuiting -in consensing on one emphasizing the formation potential
in every continent in which we zre placed.

4. interpreting that scenario in terms of the number of locations ang people

based on the image of not aduding sdditionai troops to any continent and moving
tovard transrational numerical models.

5. HWrestling with the gaps and possibie exceptions to the guidelines in
tizlugue with the whole council.

6. UOffering up our work to the Assigrments Commission.
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WHAT IS THE WORLD REQUIRING OF US?
In the arena of Human Settlement, the world is demanding:
Community Development, as indicated in Africa
Quality Work~life, as indicated in Eurasia
Computer Interchange, as indicated in SEAPAC
In the arena of Human Suffering, the world 1is demanding:
Youth Engagement, as indicated in Europe
Women's Advancement, as indicated in India

Release from Poverty, as indicated in Latin America

In the arena of Contextual Ambiance, the worldvis demanding:

Methods Transfer, as indicated in China-
Simple Lifestyle, as indicated in North America

Destinal Story, as indicated in NAME

SCHEMATA FOR MISSIONAL STRATEGIES

THE INDIVIDUAL

Contextual
Awakenment

EMPOWERING
THE
VOCATIONAL INTEGRI

FORMATION

Catalytic 4 Sector
Clusters ’ Impact

EMPOWERING
THE RURAL

July, 1982
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some places is a strong part of our configuration.
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COMPONENTS OF
GLOBAL CONFIGURATTIONS STRATEGY
Situation Analysis
FLEXIBLE HUMAN MISSIONAL GEO-SGCIAL ORDER
POSITIONING RESOURCES INTENT PARAMETERS INTEGRITY
CONFIGURATION MOVEMENTAL STRENGTH STRATEGIC EMPHASIS GEOGRAPHIC PROFILES FOUNDATIONAL
HEXPERIMENTS SCREENS
A Number of movemental |Structural Probes Analysis of locations . . .
4REP in North America forces by area & IERD by continents National Invitdétion
#Black Engagement Strat. continent, including [Emerging Replications by type Geographic coverage
NSingle Family Priorship .Human Devel Assoc [HDZ by date(began, left) by area, region
fKenya Mobilization .Village Leadership [Self-support Ventures by population servec & continent
MMaharashtra Ashrams .Day I and fulltime |Invitations & openings by program impact Adequate Frame/Fundin
NPhase I volunteers Big Breakthroughs Readiness of major 7
Wedge Team .Guardians & Regiona}Vulnerabilities participants
Consult Teams team Poorest of Poor Local Infrastructure
4 Panchayat .Blobal Advis., Bd Global Hot Spots Definition of a
Bl Commisions .Formation Events Global Pressure Points Religious House(#)
fRegional Houses . Impact Events Continents Prioritized Pluriform Order
fMetro Houses .Academy Grads 4 Sector Coalitions i Global Assignments
lArea Houses 3 Master Strategies Global Representation
jCentrum Nexus PERSONNEL STATISTICS |Convergent & divergent CONOMIC & LEGAL in.each local
fl Probes & Pilots . strategies TTIES Vocational Covenant
Number of people in  {Global & Local Strate. . Continuity
each place ' gies, Funds accrual & dis-
Number of staff by pursement .
place of origin Pattern of agency funding
Experience profile on losed currency places
the order Number on development
Rate of influx by in addition to Nexus
continent Outstanding Contracts
Loan liability
Nexus location costs &
functions
Developed Funds &
Program Income
Where legally regis-
tered
Where visa restriction:z
Self-support Statistics
& ifode
' CONFIGURATION EXPERIMENTS ) PERSONNEL STATISTICS
: ::: ;:g:;:z:::nf::gezi:en::vggi REPt?xpe:1ment The numbers, placement an origin of symbolic order
geographic coverage P § rationales of mgmbers reflects a changing composition which correlates
. with past challenges and guidelines and drastically
-We have 2 pilot replication experiments in India affects the flexibility of our configurations.
and Kenya, -There are 530 mobile troops, 318 not moveable. The
-North America experimented with 13 REP houses last rest of the 1076 are difficult to move.
year. +We are largely a group of people who have worked
-Assignment experiments were done in North America together for 10 or more years.
re Black Fngagement Strategy and single-family -As a large core of the order grows older, there are
priorship. increasing physical limitations and health care
expenses.
MOVEMENTAL STRENGTH .gv:r ;he last 20 years, North America has generally
. . ) ad the most globally assignable troops.
; ::: :;::g§§:1°§°::::?:?t:£ ::rcea in the regions affects -We have 1/3 of our 530 mobile troops giving in the
e order. five nexus locations,
.We have no consensed upon, objective criteria for .1/2 ?f al} symbolic order troops living in North
evalua?ing movemental strength regionally, areally, etc, America 11”? in Kemper.
-There is no consensed criteria for determining regional -The large difference in average years of service in
areal and Nexus missional requirements. the or@er among 1lst and 3rd world personnel affects
-We can create short-term voluntary troops when that's our priorship assignments.
usefult to the mission and that changes the configura- -Between 1/3 and 1/2 of 0:E come from rural villages of
tion. developing nations,
.The network of trans-natiomal corporations personnel in -The total number of order members has decreased from 1260

in 1980 to 1076 in 1982.while the number of locations has
remained fairly constant.
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Analysis

PERSONNEL STATISTICS (Continued)

.The decreagse in O:E numbers represents a loss in trained
leadership.

.The 298 people under assignment located in North America
and the 308 in Africa make up more thamn 1/2 of the order.
.39%Z of the moveable people are currently located in North
America; 24%Z are in SEAPAC (129).

.Over 1/2 of the order are citizens of North America (478);
more than 1/4 are citizens of African natioms.(279).

.Over 1/2 the people in both the Sub-Continent (522) and
Black Africa (63%) are not considered moveable at this
time. .

.The houses of North America and Europe average less than
5 people per house. In SEAPAC the average is less than 6.
In Latin America and Africa the average number is between
6 and 7 and in the Sub-Continent more than 8 people per
house.

STRATEGIC EMPHASES

to a distinct strategy upon which to base configurations,
thus resulting in a situation of unclarity.

.Our indecision re missional strategies beyond the region
hampers our configuration decisions.

.Our pre-dominant profile in the developing nations is
soc%al demonstration and in 1st world nations is program-
matic training.

.The current configuration places more emphasis on the
centrum functions. rather than on the regional house opera-
tions.

We have 3 symbolic order assigned to Brazil which has a

B population of 125 million people.

B .The only function Operations:Chicago played for Latin

{ America was in program staff co-ordination and similarly

Brussels to Africa.

| -We have no consensed global recruitment strategy.
.There is no Religious House in China.

.There is deep concern about not being in the poorest of
the poor nations, such as Mali and Upper Volta.

ECONOMIC -& LEGAL REALITIES

: The order pays careful attention to economic and legal
conditions as a part of its long-range mission 1n
} history.

.The economic life our body consumes 50-75% of our
"troop strength (self-support, development, and
management) .

.North America is responsible for a larger part of the
global budget, i.e. developed funds for ICA and order
income for O:E trust/task funds.

.There are some places where our current modes of gelf-
support are difficult, because of such things as visa
restrictions and rural locations.

.Some religious houses (10) are in audited nations
which makes it difficult to contribute globally.
.Places where we are vulnerable relative to auditing
of grants and liability for loans include areas
Nairobi, Lagos, Kinshasha, Delhi, Bombay, Manila,
Tokyo (Korea), Buenos Aires, Mexico City (Guatemala),
and Havana. .
.Places where our visas are tied to workimg in projects
include Ujang Pandang, ¥am Wai, and Murrin Bridge.
.Our visa situation in Kuala Lumpur (Area Singapore)
and Nigeria is unclear. ’ .
.Political vulnerability in some locations requires
positive response to governments' request for program.

The diversity of our engagement does not easily lend itself

GEOGRAPHIC PROFILES

The picture of where the order is assigned points to
past missional intents and strategies.

.Our current locations are: 11 in Europe, 1 in
Eur-Asia, 1 in NAME, 8 in Africa, 12 on the Sub-
Continent, 25 in SEAPAC, 7 in Latin America and 33
in North America. Total 98
.We have the residue of an intentional drive for global
presence through the church.
+25% of our Religious Houses are in SEAPAC (27/98).
.We have residential houses in 5 of the 6 areas of
SEAPAC. "
.17 or our 33 areas are covered by one Religious
House and these single houses are generally located in
3rd world nations.
.We have 5 centrum nexus locations.
.Our progress toward a geographic coverage of the globe
by areas has been slower in the past 3-4 years than in
the previous 5-6 years. )
.We have self-consciously decided to maintain a mini-

mum presence in every area in which we have taken u
residence.

FOUNDATIONAL SCREENS
Many of our screens for assignments are in conflict.

.RHs are equally composited, self-sufficient teams with
areal training and coordination components (81-82
screen).
.There is an emerging value of public accountability and
sensitivity to style vs methods (language and profession
al style criteria).’
.All 324 regions have equal significance in relation to
geo~social coverage of the globe.
.We are operating with English as our primary medium
of communications.
.Numbers of new order members in 3rd world nations can-
not read and write English.

.Most North American order members do not speak a second
language.

.There is currently an experiment in Religious House
style and configuration in the Area Tokyo houses.

.The bias of our 1969 grid re population may need review.
.We attempt to have pluriform presence in each of our
locations; this requires mobility in assignments.
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I Workshop Data Sheet: Numbers of assigned persoanel and requests by continent

e

Location # currently assigned # requested Location # currently assigned {# requested
SEAPAC ‘ Considerations: North America
Jakarta 8 Consolidation--what does it mean
Bontoa KC High School House + youth clusters
Bubun REP houses, Extended Order House Commissioning
Kuala Lumpur Black Engagement Strategy, Native American Strategy
Manila Indianapolis, HDZ, Training, Inc request
Cebu Detroit outpost
Davao LATIN AMERICA .
Putsan Caracas 12
Hong Kong Rio D'J 4
Taipei/Kao Santiago . 6
Tokyo Lima 11
Fukuoka Conacsste 6
Sapporo Mexico Coty 4
Osaka Kingston 15
Sendai 58
Nagoya Consider: Jamaica Request, Caracas Request (2 hses)
Seoul Latin American "next step", HDZ
Apia EUROPE
Aghana London
Sdney Qasgow
Murrin Bridge Bristol
Brisbane Copenhagen
Melbourne Prankfurt
Adelaide Amsterdam

Rrth Berlin
Consider: Pome

Consolidation Madrid
Taiwan - 1 house Paris
Jpan - 2 nevw hses Frussels
Aea Suva +6 Vienna
»z 57
NORTH AMERICA Consider: consolidation, Lamego RH, HDZ pilot
Chicago : AFRICA & NAME

Cleveland Cairo 11

Indianapolis Naibrobi 27

. Louis Kabiro 8

Kansas City Sect. A 51

Mneapolis Sect. B 73

Detroit Sec=., C
New York 107
Lagos 9

Rochester

Philadelphia Lusaka s
Bbston Jan 301
Washington
Pittsburgh
Houston
Miami -

Dallas
Memphis
Atlanta

New Orleans -
San Francisco
Seattle
Denver -
Billings
Phoenix

Los Angelos .
Edmonton
Vancouver
Winnipeg
Anchorage
Toronto
Halifax
Ottawa
Montreal
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Consider: Lagos visa situation, Kenya additional
trained personnel, HDZ lab
SUB-CONTINENT
Chikhale 24 26
Maliwada 15 15.
Vaviharsh 8 7
Jawale 18 18
Male 12 12
B udhola 5
Sevegram 19
Temburwahi 12
Pabhad 6
Delhi 10
Gilcutta 6
Madras 9

144
Consider: Hyderabad 2nd House, HDZ
CENTRUM BANDS
Brussels
Bombay 30 38
Kuala Lumpur 12 12

X 3 13
Jopg, kone 132 T 202 121 TL 199
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; SPHERE WEST g
g '
I. 1In NORTH AMERICA we are recommending: ii
5 . Creating strong area houses for the sake of training and creating flexibility in a
4 troop configurations. g
i . We are consolidating strength for larger regional houses, i
3 . We are reconfiguring the REP experiment to one per area. |
o II. In EUROPE we are recommending: i
< . Creating key centers in areas London, Frankfurt, and Madrid for''the sake of missional ,
s effectivity and self-support. :
3 . Holding ground in areas Rome, Paris and Stockholm. g
E . Maintaining our strategic positioning in the same number of nationms. B
g i
i II1. In EURASIA we are recommending: ﬁ
H . Holding ground in the same configuration as last year. 3
SPHERE EAST
E I. In the SUB-CONTINENT we are recommending: F
ﬁ . Staffing the training centers in the three block experiments. : '
; . Bolstering the Maharashtra projects which are starting their clusters in the coming -
= year.

. Holding ground in areas Delhi, Calcutta and Madras.

e BT L2

I1I. 1In SEAPAC we are recommending:
. Releasing global troops from the Philippines and Australia. g
. Moving strongly to empower Area Suva. g
. Holding our ground in areas Tokyo and Singapore.

III. In CHINA we are recommending:

. Continuing our research toward strategic entry. ;

SPEERE SOUTH

—_——

I. In LATIN AMERICA we are recommending:

. Taking the next step by supporting rural/urban configurations in three of the
areas - Havana, Caracas, and Lima.

. Pushing ahead in areas Mexico City and Rio De Janeiro.

. Holding ground in area Buenos Aires.

ST

TR

I1. 1In NAME we are recommending:

. Holding ground in the same configuration as last year.

ST T

TIT. In BLACK AFRICA we are recommending:

e e

. Supporting the Kenya Replication Experiment.

. Meving ahead in area Abijan.

. Holding our ground in area Kinshasha.

. Maintaining a presence in area Lagos in anticipation of clearer visa status.

LA BT T s - T T4 B A M T2 b U N e A TP 2 TH T 3 T, T, YA 1T i S VO s W PR 4 L s
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GLOBAL CENTRUM BANDS

. Merging the Hong Kong and Kuala Lumpur Nexi into one location in Hong Kong. ;
« Incorporating proposals from the IERD, Self-support, and Basic Skills Labs into 4
i

Centrum Functions. !

. Releasing people to the globe. E
i
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CONTEXT

THE
SITUATION

. SCENARIOS

Opening

Context

I

I1

III

REAL
SITUATION

SCENARIOS

IMPLICATIONS

Closing

Statement

15 min

30 min

35 min

5 min.

5 min

If the group participating in this workshop has not heard the Lab Process context it needs to
be included in this workshop. Key points would be:

1. A Lab is/is not

2. "Eye of the Needle" Image :
3. Scenarios Method: Imagining possible futures, making strateglc choices, maximizing human potential

Resolve and Implementation dynamics

The new configuration and strategy articulation came out of an intense ten day journey which
is very difficult to tell someone about. This workshop will lead you on a similar journey
 allow everyone to wrestle with stating the real situation, looking at values and choices
ad coming to understand the framework of the new configuration strategy.

Read the Lab Summary Statement.

The three parts of this workshop parallel the parts of this statement: getting clarity on
the real situation, writing scenarios as a way to create the context for the new resolve, and

westling with the implications.

The first step in the process was to get clarity on the objective situation. The work of the
Lab revealed these seven componcnts of configuration decisions.

categories of
1. Put/chart on the board (See back-up: Components of Global Configuration Strategy)

2. Have each person fill in the chart with objective statements of our real situation. Use
examples from the chart to clarify what's being asked for. Ask people to read some of

their statements.

Pass out copies of the Components Chart. Reflect on the chart together:
-what strikes you? -da. you have statements that are different than what's on the

-what surprised you? chart?
-How would you talk about our real situation?
Getting clear on the real situation is a critical dynamic, although never wrapped up. New
hformation and further clarification are a continuing part of the process.

The scenario process asks the question: what are possible directions we can take in configuring
our personnel within the limits of the situation that has been revealed to us?

1. Have each person write down several possible scenarios--a brief phrase as a holding image.

. Give an example. Break into smaller groups and have everyone read one of their imagined
scenarios (the holding image).

Introduce the 4 scenarios that were written up by the Lab
Talk through the elements of a scenario. It is
possible to see actually happening, but it may be radical or conservative. You really
want a spectrum of scenarios to play out so you can compare the impact. Scenarios should
include assumptions; the proposal: what it is and why; details such as who, what, where
and particularly the cost, financially and otherwise; And, if we do this, what is our new
position and what are positive and negative ramifications.

Pull the group back togéther.
as indicated in the summary statement.

Break into four groups and have each group talk through one of the scenarios using the
above categories.
Reflect together on the process. Get out examples of different scenarios in different

categories.
-what was revealéd in doing this exercise? Where were points of difficulety?

How was this an exercise in limits/possibility/freedom?
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GLOBAL CONFIGURATIONS STRATEGY LAB
, . CONTEXT
I. The Proces:///ﬁ////i/
II. The Resolv '
III. The Value$ Emphasized:
.Positioning and harnessing our human resources for another great 1eap.
.Creating strong houses to enhance our flexibility in covering geography
and responding to opportunities. .
.Caring for the long-term future of the Order by protecting the Trust/Task
Funds and our self-support potential.
.Building the Order and our missional effectiveness and creating means of
calling others to the task by re-emphasizing the social demonstration of
primal community that our life is.
IV. The Issues being faced:
.The growing complexity of our mission and our order composition cannot be
reflected simply in numbers. New ways of standing before our increasing
pluriformity, evaluating our missional advantages, and prioritizing our
. missional thrust is demanded. - X
.The past 8-10 years were ones of rapid geographic expansion. We have had
to face the reality that there is no place for the troops and money to
come from outside the continents where we are.
.Standing before the globe and our missional diversity we are being forced
to get a picture of our overall global strategy and m1351ona1 effectiveness.
V. The Strategy Emerging:
.Consolidation relative to positioning for a new paridigm of catalytic
action within an expanding field of possibility.
.Creating the indicative for leadership to emerge continentally rather than
relying on increasing extra-national presence.
-Requiring of ourselves that we build in-depth priorship for our long-term
sustenance as an order. -7
VI. The Implementation Recommendations: -
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GLOBAL CONFIGURATIONS STRATEGY

WEST

SPHERE

I. In

NORTH AMERICA we are recommending:

".Creating strong area houses for the sake of training and creating
flexibility in troop configurations.

.We are consolidating strength for larger regional houses.

.We are reconfiguring the REP experiment to one per area.

EUROPE we are recommending:

.Creating key centers in areas London, Frankfurt, and Madrid for the
sake of missional effectivity and self-support.

.Holding ground in -ar¢éas Rome, Paris and Stockholm.

.Maintaining our strategic positioning in the same number of natioms.

EURASIA we are recommending:
.Holding ground in the same configuration as last year.

'

the SUB-CONTINENT we are recommending:

.Staffing the training centers in the three block experiments.
.Bolstering the Maharashtra projects which are starting their clusters
in the coming year,

.Holding ground in areas Delhi, Calcutta and Madras.

SEAPAC we are recommending:

.Releasing global troops from Hong Kong, the Philippines, and
.Moving strongly to empower Area Suva. .

.Holding our ground in areas Tokyo and Singapore.

Australia.

CHINA we are recommending:
.Continuing our research toward strategic entry.

LATIN AMERICA we are recommending:

.Taking the next step by supporting rural/urban configurations in three of
the areas - Havana, Caracas, and Lima. '
.Holding ground in three areas - Mexico City, Buenos Aires and Rio De Janeiro
to allow a formation team to release new troops.

.Assigning two people to the continent to recruit 8 others to create a
formation team to do the training school in Jamaica and to market program

in the other areas. '

NAME we are recommending:

.Holding ground in the same configuration as last year.
BLACK AFRICA we are recommending:

.Supporting the Kenya Replication Experiment.

.Holding ground in areas Kinshasha and Abijan.
.Maintaining a presence in area Lagos in anticipation of clearer visa status.

CENTRUM BANDS

II. In
III. In
SPHERE EAST
I. In
II. In
ITI. In
SHPERE SOUTH
I. In
II. In
I1I. 1In
GLOBAL
In the

GLOBAL CENTRUM BANDS we are recommending:

.Merging the Hong Kong and Kuala Lumpur Nexi in one location in Hong Kong.
.Incorporating proposals from the IERD, Self-support, and Basic Skills Labs
into the Centrum Functions.

.Releasing people to the globe.
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GLOBAL CONFIGURATIONS STRATEGY LAB
CONTEXT

The Process

The Resolve

The Values Emphasized:

.Positioning and harnessing our human resources for another great leap.
.Creating’ strong houses to enhance our flexibility in covering geography
and responding to opportunities. .

.Caring for the long-term future of the Order by protecting the Trust/Task
Funds and our self-support potential.

.Building the Order and our missional effectiveness and creating means of
calling others to the task by re—empha3121ng the social demonstrat1on of
primal community that our life is.

- The Issues being faced:

.The growing complexity of our mission and our order composition canmnot be
reflected simply in numbers. New ways of standing before our increasing
pluriformity, evaluating our missional advantages, and prioritizing our
missional thrust is demanded. -«

.The past 8~10 years were ones of rapid geographic expansion. We have had
to face the reality that there is no place for the troops and money to
come from outside the continents where we are.

.Standing before the globe and our missional diversity we are being forced
to get a picture of our overall global strategy and missional effectiveness.

The Strategy Emerging:

.Consolidation relative to pos1t10n1ng for a new paridigm of catalytic
action within an expanding field of possibility.

.Creating the indicative for leadership to emerge continentally rather than
relying on increasing extra-national presence.

VI.

-Requiring of ourselves that we build in-depth priorship for our long-term
sustenance as an order.

The Implementation Recommendations:
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GLOBAL CONFIGURATIONS STRATEGY

NORTH AMERICA we are recommending:

".Creating strong area houses for the sake of training and creating

flexibility in troop configurationms.
.We are consolidating strength for larger regional houses.
.We are reconfiguring the REP experiment to one per area.

EUROPE we are recommending:

.Creating key centers in areas London, Frankfurt,
sake of missional effectivity and self-support.
.Holding ground in -ar¢as Rome, Paris and Stockholm.

.Maintaining our strategic p031t10n1ng in the same number of nations.

and Madrid for the

EURASIA we are recommending:
.Holding ground in the same configuration as last year.

-

the SUB-CONTINENT we are recommending:
.Staffing the training centers in the three block experiments.
.Bolstering the Maharashtra projects which are starting their clusters

.Holding ground in areas Delhi, Calcutta and Madras.

SEAPAC we are recommending:

.Releasing global troops from Hong Kong, the Philippines, and Australia.
.Moving strongly to empower Area Suva.

.Holding our ground in areas Tokyo and Slngapore.

CHINA we are recommending:
.Continuing our research toward strategic entry.

.

LATIN AMERICA we are recommending:

.Taking the next step by supporting rural/urban configurations in three of
the areas - Havana, Caracas, and Lima.

.Holding ground in three areas - Mexico City, Buenos Aires and Rio De Jameiro
to allow a formation team to release new troops.

.Assigning two people to the continent to recruit 8 others to create a
formation team to do the training school in Jamaica and to market program

NAME we are recommending:
.Holding ground in the same configuration as last year.

BLACK AFRICA we are recommending:

.Supporting the Kenya Replication Experiment.

.Holding ground in areas Kinshasha and Abijan.

.Maintaining a presence in area Lagos in anticipation of clearer visa status.

SPHERE WEST
I. In
II. In
III. In
SPHERE EAST
I. 1In
in the coming year.
II. 1In
III. In
SHPERE SOUTH
I. Imn
in the other areas.
II. In
III. 1In
GLOBAL CENTRUM BANDS
In the

GLOBAL CENTRUM BANDS we are recommending:

.Merging the Hong Kong and Kuala Lumpur Nexi in one location in Hong Kong.
.Incorporating proposals from the IERD, Self-support, and Basic Skills Labs
into the Centrum Functions.

.Releasing people to the globe,.
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THE 14 GUIDING PRINCIPLES OF GLOBAL ASSIGNMENTS

Assignments are made in a history-long, world-wide context.
Assignment configurations fulfill the missional demands.

Every individual is key to the Global Mission.

We have all we need to do the necessary task.

Every location is equally significant for missional expenditure.
Every assignment is a gloBal assignment.

Every assignment honors the individual.

Every house is a missionally effective unit.

Corporate wisdom and individual recommendations are held in
creative tension.

Every assignment is worth the expenditure of one's life.
Everyone is responsible for the whole mission.

Anyone can play any role in any location.

Assignments are a symbol of obedience.

Assignments are consensed by the Order, announced on its behalf,
and offered up to history.
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GLCBAL CONFIGURATIONS STRATEGY LAB
PROCESS SUMMARY

Chicage : , Page 1

mpithout a ciear stury, it's not possible to call forth people to the task of
our times. Many of us were calied to stanu in the no-man's lana between the no
iung=T and tne not yet. Later 1700 young men and women responded to the csll,
wlet's shock the worla with replication in Maharastra.” It is crucial that each
of us heve a stoxry if we are to create common strategies. We need to lock
tihrcugh our times to see the aeep undercurrents of history, to listen to the
scream of human sutfering within our world at war, to oiscern the new ecge of
society towarc which we are requireu to ve a radical experiment.®

yversll Strateyy

From 1972-1582 the Order's configuration has undergirded the “turn to the world”
sirategies of rapid geographic expansion and social demonstration, by establishing
ficligious Houses in some 30 plus nations. The rewards of this expansion have been
vich anG various, placing us in aiaiogue with local cultures; national structures
«nu global bodies, anc creating the possioility of an event like the IERD (which
wouio nave been uncreamt of in 1972). The results of this expansion have been to
stretcit the avallable resources of the Symuelic Order into patterns of small houses
vitih large geo-soclal responsibility, witnhout having the undergirading spirit
resources and common sense of mission uof orevious years.

Our exteénued global positioning has revealed the need to rearticulate the
operationsl modes through which cur missional strategies will be accompiishes. In
tne "tuin in the turn toward the worid,® a strengthening of the spirit resources and
vocational jourrey patterns is called for without reducing the geo-social task of
the Cruer, an intenslification of ceveloping the human, economic ano spirit resources
is calieu for. The positioning of our houses and people in such a way as to
maxinize the effectivity of these resources, and provide the opportunities for
intensifiea formation in every srea is required. The configuraion strategy
recommenued for this year and the future «ill enable the growth of new forces anc
thie revocation of long-term Order troops, to create the in-ceptn secular religious
Ludy whese task is caring tor two million settlements and 54 Areas.

The Situation

over the past several years the assigament process has servea to dramatize the
cecreasing number of trained Order members available to meet and ever-expancing
number of missional opportunities. The resulting clashes of missional demands for
iimitec resources has oiffused our common global mission.

The geographic expansion and strategic emphasis of the past several years have
stretches the troop ressurces, glebaily, to its limits. The rapid growth of
inuigenous troops from development experiments has blurred the acutal loss of
trained and mature ieauérshnip. The reason for the decline in skilled and long-term
Groer personnel has veen varied and ambiguous Lut often due to &n unclear sense of
sigrificant engagement. The perception of Europe and North America as back-up for
troops and money year after year has resulted in small house configuraticns with a
massive sclf-support burden on a4 small portion of our Order. Moreocver, the
increasing number of skilled Order personnel assignea into non-self-support
situaticns is decreasing our ability to generate Trust/Task funds ano uncermining
tne long-term fiscal autonomy of the Order.

1T a new globai strategy is not articulated, we are threatened by areal
competition for resources and an internal sense of spiintereuness will remain.

The Resoive
In coming to terms with ovur current situation we examined four possitile future

gircections: (1) Continuing to fucus our resources in the Third Worlo, (2)
Rebuiluing our economic and human 1esources in the West, (3) Maintaining cur civerse
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cocverage vy regiocnsl resiocence, and (4) Consclication configuration for missional
focus anu spirit care. This examination ied to the decision to maximize the
tlexivility and effective utilization of the economic ang human resources of the
Créer Ecumenicel. The resulting configuration design for the year 1982-83
TECONmEnas :

1. That we hold the continental troop levels as of June 1982,
2. That we maintain our areal positioning across the planet,

3. That we recon?igure house locations in North America, Europe anu SEAPAC, to
uncergirc missional flexipnility and effectiveness, .

4. . That we continue the Kenya and Méharastra replication experiments,

5. That we hold vur strategic positioning in NAME &nd Eurasia, positioning for
a new leap, ’

¢. - That we take the next step in Latin America.

Impiicaticns

I ceciding to hold to continental troop levels each continent is forced to
exaliilié aNG Clalify its strateyic emphases. It puts the strategic choices at the
continental level and pushes .for a maturiiy in thinking that does not depend on
wsrumptions uf an available resource pocl elsevhere. _It positions us for a new
pureauigm cf catalytic action within n expunding fielo of possibility. The
incicative is creste¢ for ) : .
national leacership tu emerge rather than relying on increasing extra-national
presence. The reconfiguration enables us to build in-depth priorship for our
long-term sustenance as an Oruer. It emphasizes caring for the long-term future of
the Urocer by ensuring the Trust/Task funds and our self-support potential. By
Ie-emphasizing the social cemonstration of primal community that our life is, this
strategy will aliow us to build the Order tniough enhancing cur missional
etfectiveness and creating means of calling cthers to the task.
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GLOBAL CONFIGURATION STRATEGY LABORATORY

Context Fesolve : [mplementation

obsective

Situation %’/ﬁ{
Ilhﬁas : ;
£ )

f%nquh oy

XTr RTL~E~ DProV ~-irc

Y A )
Council Bellection & /nﬁre/mn,e

-

inc ProLess

Ire assignment of a laboratory to deal with Giobal Configurstions Strategy
teficcls cutin the complexity experienced in the arena of our configuratiun anc the
feeG fLl w corporate re-articulation of our troad missional strategies, ano how our
configureticn of Houses and people empowers that.

ihe process of building a configuration recommengation went through the
Toilcwing steps:

i. Gloual context ano dialogue with the times anu the world situation
(Muiti-Poiar Think-Tank) inclucing icdentifying Hot Spots, reports from Areas and
Cencrums, anu discerning Bold Mouves,

2. The objectification of tie compiex value screens cut of which configuration

gecisions are made andg the celinesticr of the real global situation relative to
houses and people.

3. Tne playing out of diverse scenarios for possible configurations and their
implicatiouns, resuiting -in consensing on one emphasizing the formation potential
in every continent in which we are placed.

4. interpireting that scenario in terms of the number of locations and people
based on the image of not auding additional troops to any continent and moving
tovard transrational numerical models.

5. Wrestling with the gaps and possible exceptions tc the guidelines in
Clezlougue with the whole council.

6. Offering up our work to the Assigrnments Commission.
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WHAT IS THE WORLD REQUIRING OF US?

In the arena of Human Settlement, the world is demanding:
Community Development, as indicated in Africa
Quality Work-life, as indicated in Eurasia
Computer Interchange, as indicated in SEAPAC

In the arena of Human Suffering, the world is demanding:
Youth Engagement, as indicated in Europe
Women's Advancement, as indicated in India
Release from Poverty, as indicated in Latin America

In the arena of Contextual Ambiance, the world.ia demanding:
Methods Transfer, as indicated in China-
Simple Lifestyle, as indicated in North America

Destinal Story, as indicated in NAME

SCHEMATA FOR MISSIONAL STRATEGIES

THE INDIVIDUAL

Contextual
Awakenment

FORMATION
VOCATIONAL INTEGRITY

Catalytic _ 4 Sector
Clusters

EMPOWERING EMPOWERING
THE RURAL THE DIVERSITY

I.E.R.D.

July, 1982

Page 4
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COMPONENTS OF
GLOBAL CONFIGURATTONS STRATEGY
Situation Analysis
A ORDER
FLEXIBLE HUMAN MISSIONAL GEO-SOCIAL
POSITIONING RESOURCES INTENT PARAMETERS INTEGRITY
CONFIGURATION MOVEMENTAL STRENGTH STRATEGIC EMPHASIS GEOGRAPHIC PROFILES ggggg:gIONAL
s 3
EXPERIMENT Number of movemental Structural Probes Analysis of locations

HREP in North America

HBlack Engagement Strat.
NSingle Family Priorship
Hkenya Mobilization
AMaharashtra Ashrams

MRegional Houses
jMetro Houses

B Area Houses
Centrum Nexus

¥ Probes & Pilots

forces by area &
continent, including
.Human Devel Assoc
.Village Leadership
.Day I and fulltime
volunteers

IERD

Emerging Replications

HDZ

Self-support Ventures

Invitations & openings
Big Breakthroughs

.Guardians & Regionc3Vulnerabilities

team
.Blobal Advis. Bd
.Formation Events
. Impact Events
.Academy Grads

Poorest of Poor

Global Hot Spots
Global Pressure Points
Continents Prioritized
4 Sector Coalitions

3 Master Strategies

PERSONNEL STATISTICS

Number of people in
each place

Number of staff by
place of origin

Experience profile on
the order

Rate of influx by
continent

Convergent & divergent
strategies

JGlobal & Local Strate.

gies.,

by continents

by type

by date(began, left.
by population servec
by program impact

National Imvit#éition
Geographic coverage
by area, region
& continent
Adequate Frame/Funding
Readiness of major
participants
Local Infrastructure
Definition of a
Religious House(#)
Pluriform Order
Global Assignments

ECONOMIC & LEGAL
ITIES

Funds accrual & dis-
pursement

losed currency places

Number on development
in addition to Nexus

Outstanding Contracts

Loan liability

Nexus location costs &
functions

Developed Funds &
Program Income

Where legally regis-
tered

Where visa restriction:

Self-support Statistics
& iode

Pattern of agency funding

Global Representation
in each local

Vocational Covenant

Continuity

geographic coverage.

and Kenya,

year.

priorship,

tion.

CONFIGURATION EXPERIMENTS

{. The replication experiments and REP experiment

. are departures from our previous rationales of

-We have 2 pilot replication experiments in India
-North America experimented with 13 REP houses last

.Assignment experiments were done in North America
re Black Engagement Strategy and single-family

MOVEMENTAL STRENGTH

] The strength of movemental forces in the regions affects
E the missional potential of the order.

i -We have no consensed upon, objective criteria for

i evaluating movemental strength regionally, areally, etc.
.There is no consensed criteria for determining regional
areal and Nexus missional requirements.
.We can create short-term voluntary troops when that's
usefult to the mission and that chan

-The network of trans-national corporations personnel in
some places is a strong part of our configuration.

ges the configura-

PERSONNEL STATISTICS

The numbers, placement and origin of symbolic order
members reflects a changing composition which correlates

with past challenges and guidelines and drastically
affects the flexibility of our configurations.
.There are 530 mobile troops, 318 not moveable.
rest of the 1076 are difficult to move.

-We are largely a group of people who have worked
together for 10 or more years.
.As a large core of the order grows older, there are
increasing physical limitations and health care
expenses.,

.Over the last 20 years, North America has generally
had the most globally assignable troops.

.We have 1/3 of our 530 mobile troops living in the

five nexus locations.

.1/2 of all symbolic order troops living in North
America live in Kemper.
.The large difference in average years of service in
the order among lst and 3rd world personnel affects
our priorship assignments.
.Between 1/3 and 1/2 of 0:E come from rural villages of
developing nations. B
.The total number of order members has decreased from 1260
in 1980 to 1076 in 1982.while the number of locations has
remained fairl

constant.

The
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PERSONNEL STATISTICS (Continued)

.The decrease in 0:E numbers represents a loss in trained
leadership.

.The 298 people under assignment located in North America
and the 308 in Africa make up more than 1/2 of the order.
.39% of the moveable people are currently located in North
America; 24% are in SEAPAC (129).

.Over 1/2 of the order are citizens of North America (478);
more than 1/4 are citizens of African nations.(279).

.Over 1/2 the people in both the Sub-Continent (52%) and
Black Africa (63%) are not considered moveable at this
time. .

.The houses of North America and Europe average less than
5 people per house. In SEAPAC the average is less than 6.
In Latin America and Africa the average number is between
6 and 7 and in the Sub-Continent more than 8 people per
house.

STRATEGIC EMPHASES

to a distinct strategy upon which to base configurations,
thus resulting in a situation of unclarity.

.Our indecision re missional strategies beyond the region
hampers our configuration decisions.

.Our pre-dominant profile in the developing nations is
soc@al de?onstration and in 1st world nations is program-
matic training.

.The current configuration places more emphasis on the
centrum functions. rather than on the regional house opera-
tions.

.We have 3 symbolic order assigned to Brazil which has a

l  population of 125 million people.

i .The only function Operations:Chicago played for Latin

America was in program staff co-ordination and similarly

Brussels to Africa.

H .We have no consensed global recruitment strategy.

ll .There is no Religious House in China.

| .There is deep concern about not being in the poorest of
the poor nations, such as Mali and Upper Volta.

ECONOMIC -& LEGAL REALITIES

: The order pays careful attention to economic and legal
conditions as a part of its long-range mission 1n
H history.

.The economic life our body consumes 50-75% of our
"troop strength (self-support, development, and
management).

.North America is responsible for a larger part of the
global budget, i.e. developed funds for ICA and order
income for O:E trust/task funds.

.There are some places where our current modes of self-
support are difficult, because of such things as visa
restrictions and rural locatioms.

.Some religious houses (10) are in audited nations
which makes it difficult to contribute globally.
.Places where we are vulnerable relative to auditing
of grants and liability for loans include areas
Nairobi, Lagos, Kinshasha, Delhi, Bombay, Manila,
Tokyo (Korea), Buenos Aires, Mexico City (Guatemala),
and Havana.

.Places where our visas are tied to working in projects
include Ujang Pandang, ¥am Wai, and Murrin Bridge.

.Our visa situation in Kuala Lumpur (Area Singapore)
and Nigeria is unclear. ' .

.Political vulnerability in some locations requires

positive response to governments' request for program.

The diversity of our engagement does not easily lend itself

GEOGRAPHIC PROFILES

The picture of where the order is assigned points to
past missional intents and strategies.

.Our current locations are: 11 in Europe, 1 in
Eur-Asia, 1 in NAME, 8 in Africa, 12 on the Sub-
Continent, 25 in SEAPAC, 7 in Latin America and 33
in North America. Total 98

.We have the residue of an intentional drive for global
presence through the church.

.25Z of our Religious Houses are in SEAPAC (27/98).

.We have residential houses in 5 of the 6 areas of
SEAPAC, -

.17 or our 33 areas are covered by one Religious

House and these single houses are generally located in
3rd world nations.

.We have 5 centrum nexus locations.

.0ur progress toward a geographic coverage of the globe
by areas has been slower in the past 3-4 years than in
the previous 5-6 years.

.We have self-consciously decided to maintain a mini-

mum presence in every area in which we have taken u
residence.

FOUNDATIONAL SCREENS
Many of our screens for assignments are in conflict.

.RHs are equally composited, self-sufficient teams with
areal training and coordination components (81-82
screen).
.There is an emerging value of public accountability and
sensitivity to style vs methods (language and profession
al style criteria).’
.All 324 regions have equal significance in relation to
geo-social coverage of the globe.
.We are operating with English as our primary medium
of communications.
.Numbers of new order members in 3rd world nations can-
not read and write English.

-Most North American order members do not speak a second
language.

.There is currently an experiment in Religious House
style and configuration in the Area Tokyo houses.

.The bias of our 1969 grid re population may need review.
.We attempt to have pluriform presence in each of our
locations; this requires mobility in assignments.
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Location
SEAPAC
Jakarta
Bontoa
Bubun
Kuala Lumpur
Manila
Cebu
Davao
Putsan
Hong Kong
Taipei/Kao
Tokyo
Fukuoka
Sapporo
Osaka
Sendai
Nagoya
Seoul
Apia
Aghana
Ydney
Murrin Bridge
Brisbane
Melbourne
Adelaide
Rerth
Consider:
Consolidation

Tiwan - 1 house
Japan - 2 new hses
#rea Suva +6
D2z

NORTH AMERICA
Chicago
Cleveland
Indianapolis
. Louis
Kansas City
Mineapolis
Detroit

New York
Rochester
Philadelphia
Bbston
Washington
Pittsburgh
Houston
Miami -

Dallas
Memphis
Atlanta

New Orleans .
San Prancisco
Seattle
Denver -
Billings
Phoenix

Los Angelos,
Edmonton
Vancouver
Winnipeg
Anchorage
Toronto
Halifax
Ottawa
Montreal

# currently assigned
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—
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labnmannmu,m-—&-nwumqwu
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#f requested Location

Considerations:

Detroit outpost
LATIN AMERICA .
Caracas

Rio D'J
Santiago

Lima

Conacsste
Mexico Coty
Kingston

Consider:

N

EUROPE
London
Qasgow
Bristol
Copenhagen
Frankfurt
Amsterdam
Berlin
Pome
Madrid
Paris
Brussels
Vienna

NSNS PFPVWDOSTPATVEEDOASUVORAUIULIN D

—
wn

Consider:
AFRICA & NAME
Cairo
Naibrobi
Kabiro

Sect., A

Sect. B

Sec-, C

Lagos
Lusaka
Abijan

-

Consider:

=&V OWNOVUESNOANNNN

—

SUB-CONTINENT
Chikhale
Maliwada
Vaviharsh
Jawale
Male

B udhola
Sevegram
Temburwahi
Babhad
Delhi
Gilcutta
Madras

Consider:
CENTRUM_BANDS
Brussels
Bombay

Kuala Lumpur

ERRE, E5m8

lU‘NN&C\NN\JWMUbN\DU‘\I\INN

—
o
wn

Numbers of assigned personunel and requests by continent

# currently assigned
North America

Consolidation--what does it mean

KC High School House + youth clusters
REP houses, Extended Order House Commissioning
Black Engagement Strategy, Native American Strategy
Indianapolis, HDZ, Training, Inc request

58

w0

5
3
3
5
10
4
4
2
7

757

11
27
8
51
73
107
9

8
7
301

26
15
8
18
12
5
19
12
6
10
6

—_—
144

Hyderabad 2nd House, HDZ

15
30
12

3
132 TL 202

## requested

Jamaica Request, Caracas Request (2 hses)
Latin American "next step", HDZ

Rorsunssro

o
NIV UB VN

consolidation, Lamego RH, HDZ pilot

11
31
8
51
75
112
11
8
10
317

Lagos visa situation, Kenya additional
trained personnel, HDZ lab

3
121 TL 199
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i SPHERE WEST
&
o I. In NORTH AMERICA we are recommending:
3
5 . Creating strong area houses for the sake of training and creating flexibility in
% troop configurations.
i . We are consolidating strength for larger regional houses.
& . We are reconfiguring the REP experiment to one per area.
f‘ II. In EUROPE we are recommending:
i . Creating key centers in areas London, Frankfurt, and Madrid for 'the sake of missional
i effectivity and self-support.
:; . Holding ground in areas Rome, Paris and Stockholm.
?; . Maintaining our strategic positioning in tle same number of nationms.
7
:\ III. In EURASIA we are recommending:
; . Holding ground in the same configuration as last year.
SPHERE_EAST
7
ik 1. In the SUB-CONTINENT we are recommending: |
: . Staffing the training centers- in the three block experiments.
B . Bolstering the Maharashtra projects which are starting their clusters in the coming !
L year. F
5 . Holding ground in areas Delhi, Calcutta and Madras. E
B
Kgil ITI. 1In SEAPAC we are recommending: g
’; . Releasing global troops from the Philippines and Australia. g
fd . Moving strongly to empower Area Suva. =
t;; . Holding our ground in areas Tokyo and Singapore. '3
A i
it
i III. In CHINA we are recommending: §
3 . Continuing our research toward strategic entry. 5‘
{ i
7 SPHERE SOUTH ;
) I. In LATIN AMERICA we are recommending:
% . Taking the next step by supporting rural/urban configurations in three of the !
é areas - Havana, Caracas, and Lima.
bl . Pushing ahead in areas Mexico City and Rio De Janeiro. &
i . Holding ground in area Buenos Aires. ;
, I1. In NAME we are recommending: ,l
<.- . Holding ground in the same configuration as last year. é
:;) I11. In BLACK AFRICA we are recommending: %
i . Supporting the Kenya Replication Experiment. i
i . Moving ahead in area Abijan. ﬁé
el . Holding our ground in area Kinshasha. i
s . Maintaining a presence in area Lagos in anticipation of clearer visa status. t
4 i
H GLOBAL CENTRUM BANDS g
i
:.' P
r% . Merging the Hong Kong and Kuala Lumpur Nexi into one location in Hong Kong. ;
& . Incorporating proposals from the IERD, Self-support, and Basic Skills Labs into ‘j
,ﬁ;‘ Centrum Functions. B
5 . Releasing people to the globe. ;%

=

et e prete
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1 11 II1
Opening REAL N Closing
SITUATION SCENARIOS IMPLICATIONS
Context Statement
5 min 15 min 30 min 35 min 5 min.

CONTEXT

THE
SITUATION

. SCENARIOS

If the group participating in this workshop has not heard the Lab Process context it needs to
be included in this workshop. Key points would be:

1. A Lab is/is not

2. "Eye of the Needle" Image :
3. Scenarios Method: Imagining possible futures, making strategic choices, maximizing human potential §

4., Resolve and Implementation dynamics

The new configuration and strategy articulation came out of an intense ten day journey which
is very difficult to tell someone about. This workshop will lead you on a similar journey

to allow everyone to wrestle with stating the real situation, looking at values and choices
ad coming to understand the framework of the new configuration strategy.

Read the Lab Summary Statemeat.

The three parts of this workshop parallel the parts of this statement: getting clarity on
the real situation, writing scenarios as a way to create the context for the new resolve, and

westling with the implicationms.

The first step in the process was to get clarity on the objective situation. The work of the
Lab revealed these seven componrnts of configuration decisions.

categories of
1. Put/chart on the board (See back-up: Components of Global Configuration Strategy)

2, Have each person fill in the chart with objective statements of our real situation. Use
examples from the chart to clarify what's being asked for. Ask people to read some of

their statements.

3. Pass out copies of the Components Chart. Reflect on the chart together:
-what strikes you? -da. you have statements that are different than what's on the

~what surprised you? chart?
’ -How would you talk about our real situation?
Getting clear on the real situation is a critical dynamic, although never wrapped up. New
#formation and further clarification are a continuing part of the process.

The scenario process asks the question: what are possible directions we can take in configuring
our personnel within the limits of the situation that has been revealed to us?

1. Have each person write down several possible scenarios--a brief phrase as a holding image.
. Give an example. Break into smaller groups and have everyone read one of their imagined
scenarios (the holding image).

2 Pull the group back together. Introduce the 4 scenarios that were written up by the Lab
as indicated in the summary statement. Talk through the elements of a scenario. It is
possible to see actually happening, but it may be radical or comservative. You really
want a spectrum of scenarios to play out so you can compare the impact. Scenarios should
include assumptions; the proposal: what it is and why; details such as who, what, where
and particularly the cost, financially and otherwise; And, if we do this, what is our new
position and what are positive and negative ramifications.

3. Break into four groups and have each group talk through one of the scenarios using the
above categories.

4, Reflect together on the process. Get out examples of different scenarios in different

categories.
-what was revealéd in doing this exercise? Where were points of difficulty?

How was this an exercise in limits/possibility/freedom?
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4 RESOLVE
M IMPLICATIONS

CLOSING

R R S T A T

The next step for the Lab was to listen to each of the scemarios, and then get out the common
values and presuppositions. The result of the workshop finally was the resolve statement.

Read the Resolve Statement. (From the Lab Summary statement)

As work progressed on the concrete implications contineant by continent, several things emerged

as critical to the process. The keystone was freezing the level of people by continent. The

Lab also found they had to work with the number of people actually available for assignment

for the coming year, not some number that had been assigned at the beginning or even during

this past year. A category began to emerge that had strong implications on assignments. It was . .
roughly held at first as nationals and extra-nationals, because this had ramifications patticulatly
for self-support. It also revealed the critical gap in mature leadership available and the

need to d> some kind of leadership profile. Even if the numbers agreed with the "slots", there
was still beneath that a significant gap in appropriately trained personnel.

We want to work on configurations for continents as a way to get mside the confignrat:lona
strategy.

1. Divide into groups by continents (excluding continent of the group). Use as back-up material
continental reports and data sheets for continents which give numbers assigned and requested
and present (before reconfiguration) locations. The assignment is to build a configuration
for the continent through the screen of the resolves statements, using the number of troops
presently assigned.

2. Bring the group back together. Lead reflection:
-How would you talk about our real situation now?
~in this exercise what new insight ceme to you about the new configuration?
-What questions did you find yourselves asking as you went about this?
~What happened to you in doing this exercise?
-What are some of the global implications revealed?

3. These are the 1mplications stated by the configuration Lab. (Read Implication paragraph
. 1in susmary statement). .

After having gone through this workshop, let's listen a second time to this Strategic
Perspective statement. (Paragraph in summary statement).
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Prelude

Movements

Postlude

Journey

- Global

I

II

ITT

' Three workshops:

- Global Mission-
al Strategy
Conversa;ion

Configuraiions
Strategy W/S
- Operational

Modes W/S
. (this one)

{3. Which ones link up most

Areal Bottomlines

In every House, certain
B/L's exist. The same is
true for an Area and when
there seems to be no way
to cover these B/L's real-
istically frustration is
the name of the game. Part

of the intent of consolida~ 2.

tion has been to give new

opportunities for creativer

ly responding to the com-
plexity. Let's look for a

minute at this picture:
anE REC-umA‘_ r

£ e / Sy
e)
S farst
TN NOVATHS fDEN ELOR | TRMNING
nk NG >
upad LF
: ProGeam\ Eiior ﬁ;“
&th

F"1Lv‘
NG The @eo”
- Put the 1mage on board
and talk thru as you go.
1, What lights up for you
as a hot spot?
2. Where experience tension|
or imbalance?

naturally?
4, Where seen creative mans
that have integrated B/L
5. Where glimpse the edges
for us - where edges ex-
ist in integrating &
focusing these B/L's?
6. New forms,activities,

struxs. that ensure actu

Now let's look more in
depth at how we realise
or activate some of these
new modes as an Area,

1. Review the list and
spell out or clarify
where needed.

ready exist in relatior
to any of these?

3. Where do they begin to
swirl together for youl
What treks, programs,
creative troop organi-
zation etc. are suggest
ed in the list?

4, Which strike you as
most critical to this
year of transition?
ie. How do we ensure
geographic coverage
and imaginative maximuny
troop usage? What do
we need to do to be a
sign?

Where do advantages alt

|

1

Discern the arenas that
need particular work.,

1. What are some of the
particular things we
need to put into placs
to care for the
entire Area?

2. What gifts or strengt]
do we have to work
with?

What constraints do
we have to work under

3. What do we need to do

‘or recommend in re-
lationship to the
foliowing arenas?

- Facilities

- Jobs & Self-support

- Authorization &
frame

- Development

- Programs committed
or working

- Marketing focus

- Legal & financial
structures

- Team care continuit

- 8pecial focus
(youth, Area edges)

- Other

4, What is the timing
involved?

8

What are the
next steps?

Where do we need
to go from here?






