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St. Mary Magdalene – St. Justin Martyr Cluster Plan
Introduction
As Catholic parishes located in the western end of Lake County, St. Mary Magdalene and St. Justin Martyr serve communities that are generally similar.  As a result, the starting point of the Cluster Planning and Coordination (CPC) Team’s analysis was to compare the strengths and vibrancies of our two parishes, as well as the challenges that we face.

Our Foundation

In reviewing the VPL I Parish Self Study summaries, the CPC team noted that we shared many similarities in the areas of Vibrancy and areas of Challenge, as defined in our composite summaries.  Similar areas of Vibrancy are our RCIA programs, Vacation Bible School, Liturgies and Eucharistic Devotions.  Similar Challenges faced by both parishes are Stewardship, Social Advocacy and Youth Ministry, especially in the middle school age group.
The comparison of our parish communities enabled the CPC team to identify numerous areas of current collaboration on which to build:

· The St. Mary Magdalene - St. Justin Martyr Day School

· Vacation Bible School

· ALPHA Program

· Marriage Course

· RCIA – Retreat and group meeting

· Generations of Faith (GIFT) Program

· Life in the Eucharist retreat experience

· Communal Reconciliation Services

· Collaboration among the parish priests and deacon for liturgical services

· CYO Athletic Program

· St. Vincent de Paul Society
The CPC Team also made note of the most important common values of our two parishes which will form the foundation of our collaborative efforts.  These values are:

· Sense of community

· Sense of caring for each other

· Caring for those in the community and beyond our parish communities–Outreach

· Diversity of activities and ministries

· Meeting the spiritual needs of the community

· A welcoming and friendly atmosphere

· Support and value family life

· Sense of pride in the parish

· Model of simplicity in prayer and liturgy
· Solid core of trust in the providence of God

· Strong Catholic identity

· Educating our youth
The members of the CPC team believe, both individually and collectively, that the current collaborative foundation shared by our cluster parishes, along with our many common values, provides the foundation for a strong collaboration well into the future.  The success of our future collaboration will, in part, be determined by the dynamics of our individual parishes and our larger communities.
Key Realities
Demographic Trends and Sacramental Statistics

In order to determine the areas of collaboration with the strongest likelihood of success, the CPC team reviewed the most significant trends and changes in demographics in our parishes and our larger community.  Our study noted the following events:
Significant Parish Events

· Significant drop in Mass attendance at both parishes – 34% decline in the past 10 years;
· Decline of approximately 5% in the number of Catholic households within the boundaries of both parishes over the past 5 years;
· Significant decline in participation in parish activities, religious education and youth activities by youth in grades 7-12 at St. Mary Magdalene since the elimination of the youth minister position.  The program is currently rebuilding under a volunteer youth minister;
· Similar dramatic decline in participation in religious education by students in grades 6-8 at St. Justin Martyr;
· St. Justin Martyr parish census over the past 5 years indicates a decline in 0-14 year olds of approximately 30% since 2003;
· Number of deaths in both parishes over the past 10 years has grown significantly as the local and parish population ages;
· Registered households at St. Justin Martyr have declined by 127 households in the current year;
· Registered households at St. Mary Magdalene have declined by approximately 150 households in the current year;
· Since the school consolidation, utility expenses which previously were shared with the day school, are now fully assumed by St. Mary Magdalene for all SMM buildings.
Significant Community Events

· The overall population of the communities served by St. Mary Magdalene and St. Justin Martyr has declined slightly (approximately 2.7%);
· Median household income is $47,797 but 30% of the population makes less than $35,000 per year;
· 56% of the workforce is white collar workers including sales office and administrative employees; more than 30% are blue collar workers who make less than $35,000 per year;
· 9.8% of the adult population has a bachelors degree;
· 80% are homeowners;
· 97% of the communities are Caucasian with the projection that this racial demographic will remain unchanged.  However, anecdotally we see that the demographic is changing;
· 52% of the population over the age of 16 is employed;
· Statistics indicate that the number of weddings is down 40% nationally;
· The population in our community is aging.
In the context of these demographics, the CPC team reviewed the financial trends evident at each parish and how those trends might affect the cluster planning process.  Areas included in this review are contributions, budgeting, staffing, and facilities.

Financial (Contributions and Budgeting)

A review of the different areas of financial investment shows where each parish places its main focus financially, and how we can learn from each other.  The review also showed that while the number of donors at both parishes has declined, the average donation has increased.  However, the increase has not kept pace with the decline in the number of donors, resulting in a decrease in the total donations received.
Accordingly, we need to consider creative ways to increase the income of the parishes.  The CPC team recommends that this might best be accomplished by forming a subcommittee which is specifically charged with this task.  One possibility is to focus on individual fundraising rather than event fundraising.  While events such as our parish festivals are profitable, the CPC team believes that an untapped resource exists in contacting parishioners individually regarding their level of giving, as well as about the possibility of including their parish in their estate plan.

Each parish currently prepares its own budget and will continue to do so after the clustering process is completed.  St. Justin Martyr is meeting current expenses and has no debt.  St. Mary Magdalene is also meeting current expenses, excluding diocesan assessments and property and liability insurance.  However, the financial position of St. Mary Magdalene is currently somewhat open-ended and might not be clarified prior to submission of our Cluster Plan to the Diocese.  The parish is currently working with the Diocese on several issues and exploring ways to insure solvency.  The CPC team cannot proceed with a financial plan until these open issues are resolved.  The team must allow the parish finance councils to do their work.  Our task, rather, is to determine what we can share so that neither parish is burdened with the full cost of a certain ministry.  For example, a goal of both parishes for the school is to balance the budget and to continue to provide Catholic education in our area.

Facilities

The consolidated school, St. Mary Magdalene – St. Justin Martyr School is located on the campus of St. Justin Martyr.  This consolidation occurred after Vibrant Parish Life – Phase I.  As a result, the St. Mary Magdalene school building is mostly empty.  The St. Mary Magdalene – St. Justin Martyr preschool program is located in the building.  Additionally, space is currently provided to the parish food pantry and the Kiwanis food pantry.  Space is rented by the Head Start Program and the Knights of Columbus.  However, even if the building was rented out at market value, it would still be losing money for the parish.  43% of the St. Mary Magdalene’s parish expenses were attributable to utilities in 2006-2007.  The parish is currently working with the Diocese to explore options for the building, including a possible sale.

Staffing
A key point accentuated by this financial review is that the consolidation of our two schools put both parishes in a more stable financial position and made possible the continuation of the educational ministry of the parishes.  The success of the school consolidation points to the possibility of sharing staff in other areas.  

In an effort to save money, over the past five years St. Mary Magdalene has reduced the number of staff persons by 7 employees.  The staff cost is the largest line item of the ministry budgets of both parishes.  Decisions regarding staffing will be made by the pastoral team in consultation with the finance councils.  The CPC team did consider the number of paid positions at each parish in order to consider the sharing of such positions in the future.  A key consideration in the sharing of staff positions will be the demographics of our communities and how it will affect the workload of the position in the future.

In general terms, health care costs will likely be the largest growing expense of the parishes over the next ten years.  Cutting staff would directly reduce this expense, but would also bring opportunity costs such as weaker pastoral care.  A better approach would be to restructure staff positions to better meet the future needs of our two parishes.  
Our Cluster Plan
Changes facing our parishes and our local community have created a need for our parishes to work more closely in order to continue to strengthen the presence and pastoral care of the Catholic Church in an equitable manner in our community.  We have identified five areas on which to focus our initial collaborative efforts:

· Evangelization

· RCIA

· Young Adult Ministry

· Youth Ministry

· Pastoral Care

We believe that focusing on these five areas will enhance our ability to jointly serve our local communities with a strong Catholic presence, as well as address the issues and challenges presented by Bishop Lennon in his letter dated 28 May 2007.

Continue to explore collaborative possibilities to strengthen pastoral care in an equitable manner.

As mentioned above, the parishes of St. Mary Magdalene and St. Justin Martyr have a long history of collaboration.  To date, our parishes have collaborated in providing pastoral care by “sharing clergy.”  Our priests and deacon have provided backup support to each other any time the need arose.  In addition, since the school consolidation, all of the priests from both parishes have presided over school liturgies at various times.  Going forward: 
· We will continue our efforts to increase cluster communications for faith formation opportunities;
· Support stewardship initiatives in each parish by communicating best practices between our stewardship committees;
· Support and look for opportunities to collaborate with our present ministries;  
· Our parishes will hold combined staff meetings to enable better communication and growth between the parishes.  
Our vision for Pastoral Care, the supporting goal, objectives and plan is further detailed in Appendix A of this plan.
Strengthen evangelization and the social and community services that serve the surrounding neighborhoods.

The St. Vincent de Paul Societies of our two parishes have collaborated in the past and continue to collaborate in their efforts to be of service to the communities.  
For the past 3 years we have also collaborated on evangelizing children together through Vacation Bible School.  
Both of our parishes currently celebrate a summer festival and welcome our parishioners, neighbors, and our entire local community.  Our festivals have grown each year as more of our neighbors from outside the parishes have joined us.  

We hope to continue in offering all of these evangelizing presences to the communities of Willowick and Eastlake.  Our plan for the future also includes:

· Continue the collaboration between St. Vincent De Paul societies

· Continue a collaborative Vacation Bible School

· To coordinate an inter-parish evening of reflection and ecumenical prayer that would invite our entire local community to our Church to learn about Christ.
Our vision for Evangelization, the supporting goal, objectives and plan is further detailed in Appendix A of this plan.
Provide a welcoming and evangelizing presence in response to changing demographics.

Our parish priests and deacon work collaboratively on an ongoing basis to provide Sacraments to those in the Eastlake and Willowick communities.  We anticipate that this practice will continue.

This year we collaborated by bringing our RCIA teams together, along with our Church in the City partner parish Holy Redeemer to participate in a Palm Sunday retreat.  Our plan for the future is that:
· Our RCIA members will continue to have joint learning experiences;

· Continue to collaborate on a joint RCIA Palm Sunday retreat;
· Continue to collaborate on the ALPHA program and The Marriage Course.

Our vision for RCIA, the supporting goal, objectives and plan is further detailed in Appendix A of this plan.

Engage all of our faithful in regularly attending and participating in the Sunday Eucharistic Liturgy.  Collaborate to re-evangelize inactive parishioners and increase the relatively low Mass attendance figures.

St. Mary Magdalene and St. Justin Martyr currently collaborate in several areas to re-evangelize our parishioners.  In particular, our parishes work together in ALPHA and Life in the Eucharist.  To continue to bring the Gospel message to the faithful through Sunday Eucharistic Liturgies we plan to:
· Recommend Parish Councils begin a collaborative study of the needs of our young adult community;
· Utilize district resources to identify and address the needs of the young adult population in Lake/Geauga counties;
· Suggest the formation of an inter-parish committee to investigate a viable youth ministry program in consult with our neighboring parishes;
· Continue to collaborate on Life in the Eucharist; 
· Continue to collaborate on Eucharistic Adorations;
Our visions for Evangelization, Young Adult Ministry, and Youth Ministry, the supporting goal, objectives and plan is further detailed in Appendix A of this plan

Building upon the recent school merger, collaborate to ensure the long term presence of a strong, stable Catholic school serving this area, and provide equitable financial support.

In September of 2006, the parish community of St. Mary Magdalene and St. Justin Martyr began the collaborative effort of a combined school.  To date this has been a successful effort and our plan is that:

· We are committed as parish communities to continue to support St. Mary Magdalene-St. Justin Martyr School;

· We encourage school leadership to continue marketing, fundraising and creating opportunities for growth.

Please see Appendix B for our school budget, which demonstrates financial support in an equitable manner.
Continue to monitor demographic and financial trends and their impact upon the collective ministry of the cluster, and include a plan to meet all current operating expenses.

The parish communities of St. Justin Martyr and St. Mary Magdalene are doing all that we can to be financially solvent while at the same time providing ministry and pastoral care in all areas, including Celebrating and Sacramental, Evangelizing, Teaching and Faith Formation, Caring and Participating.  Our plan is to:
· Allow the pastoral team, finance council and facilities group at St. Mary Magdalene to work on a plan for the parish properties with diocesan help and support before we move to collaborate further in this area;
· Recommend that our parish and finance councils, individually or collaboratively, investigate the possibility of an individual fundraising campaign, as described above in the Financial topic.
Please see Appendix B for our parish budgets.
Continue to support Church in the City Partnerships through cluster to cluster cooperation.
During our CPC meetings we invited Fr. Martin Polito to join us to discuss possible joint Church in the City activities.  Our plan in this area is to: 

· Actively cooperate with the Holy Redeemer cluster on an ongoing basis in the areas of evangelization, spirituality, faith formation and fellowship at all parishes;
· Continue to encourage enrollment of Holy Redeemer families in our consolidated school.
Conclusion

The Cluster Planning and Coordination Team for the parish communities of St. Mary Magdalene and St. Justin Martyr have completed this plan, guided by the Holy Spirit and with prayerful discernment, through the process that was provided to us with sincere hearts, dedicated to the present needs of our parish communities, our present collaborative experiences, and visioning a continued presence of both of our churches in the future here in the communities of Willowick and Eastlake and through communication and coordination with parish councils, finance councils, parish staff and the parish communities.  On behalf of the communities of St. Mary Magdalene and St. Justin Martyr we respectfully submit this plan.

The St. Mary Magdalene-St. Justin Martyr Cluster Team


Cluster Chairperson: Terrie Baldwin (SMM)

Cluster Vice Chairperson: Mary Ellen Reed (SJM)

Cluster Secretary: Joe Miljak (SJM)

Communication Liaisons: Al Di Franco and Jim Ezzo (SMM)

CPC Team Members:  Father Kevin Liebhardt, Sister Meribeth Rome and Margie Drew (SJM), Father Ted Lucas and Mary Ellen Toomey (SMM)

Appendix A
Evangelization
Vision

We envision a community that is purposefully (intentionally) invitational and welcoming and inclusive of those within our parish and the greater community.

Goal

To create a culture of stewardship at our parishes and within our community by appreciating the gifts of our membership and offering Christ-like hospitality, healing, forgiveness, and compassion of God’s kingdom here and now.

Objectives

To pray for those not present

To know names and be personal

To build connectedness for development of relationships

To permeate all groups with an evangelizing attitude

To ask the question of how we express our faith

Plan

· To coordinate an inter-parish evening of reflection and ecumenical prayer that would invite our entire local community to our Church to learn about Christ.

· Continue to collaborate on the ALPHA program and The Marriage Course.

· Continue to collaborate on Life in the Eucharist; 

· Continue to collaborate on Eucharistic Adorations;

· Continue the collaboration between St. Vincent De Paul societies

· Continue a collaborative Vacation Bible School

Appendix A

RCIA

Vision

We envision an initiation ministry that provides a deeper experience of Church and faith for new members entering both communities.

Goal

To foster a spirit of collaboration between RCIA teams who will come together on a regular basis for enrichment, sharing, communication and support.

Objectives

To begin the collaboration between the teams

Plan

· To have the RCIA teams of both parishes meet periodically for prayer and study of the entire RCIA process.

· To expand collaboration on the Palm Sunday retreat and other RCIA ventures.

Appendix A

Young Adult Ministry

Vision

We envision the engagement of young adults, 18-40 years old, married and single, in the life of the parish.

Goal

To foster a sense of belonging to the parish community, identifying, accepting and developing the gifts they have to offer and incorporating them into the leadership and ministries of the parish.

Objectives

To provide personal and professional development

To invite personally into ministry

To provide training

To provide family friendly programs at our parishes in light of their responsibilities and schedules

To provide opportunities for single young adults to gather

To regularly provide information about programs in the district and diocese

Plan

· Recommend Parish Councils begin a collaborative study of the needs of our young adult community;

· Utilize district resources to identify and address the needs of the young adult population in Lake/Geauga counties;
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Youth Ministry

Vision

We envision a ministry that promotes and develops discipleship by engaging students in spiritual formation and catechetical experiences and provides them with opportunities for service and social justice.

Goal

To create a youth ministry to include grades 6 – 12 with separate groups for junior high school and high school age students, supported by the involvement of parents, parishioners and wider community organizations.

Objectives

To foster peer ministry

To encourage teen leadership

Plan

· Suggest the formation of an inter-parish committee to investigate a viable youth ministry program in consult with our neighboring parishes;
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Pastoral Care

Vision

We envision a community of clergy, professional ministers, and a well-formed laity that calls us to full and active participation in the sacramental life of the Church.

Goal

To create a culture of collaboration between our parishes that ensures that strong and lasting pastoral care is provided by clergy, professional ministers, and a well-formed laity to our community.

Objectives

To identify the gifts of the lay members of our communities and encourage them to actively provide pastoral care

To identify those ordained or lay members of the community to promote their vocation

To holistically train the laity to forward the needs of the individuals seeking help and to make appropriate recommendations (to be the Gatekeepers and know the resources of our parishes)

To educate present faithful of the realities of pastoral care.

To promote the spiritual, catechetical and practical education and training of laity in specific areas.

To create an apostolate of the laity to remind all of us of our baptismal call.

Plan

· We will continue our efforts to increase cluster communications for faith formation opportunities;

· Support stewardship initiatives in each parish by communicating best practices between our stewardship committees;

· Support and look for opportunities to collaborate with our present ministries;  

· Our parishes will hold combined staff meetings to enable better communication and growth between the parishes.  

