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LAURENTIAN REGIONAL MINISTRY 
 Evaluation Workshops 2018  

Executive Summary 
 

Introduction 

In late 2017, a Survey was conducted amongst the congregations of the 10 churches in the 
Laurentian Regional Ministry (LRM). The results were compiled into a Report by the LRM clergy, 
and approved by the LRM Management Committee. The Recommendations were then taken to all 
of the Parishes through seven workshops, facilitated and recorded by members of the Management 
Committee, and interviews were conducted with clergy (Priests, a retired Priest and Associate 
Priests) of the LRM. The comments received were written up into a draft document (Appendix 1).  

The Management Committee discussed the draft report on the workshops, from which emerged 
this Executive Summary. The Recommendations in this Executive Summary come primarily from 
suggestions made in one or more of the workshops, sometimes augmented by suggestions from 
the Management Committee. It therefore contains the views of the congregations and clergy of the 
Laurentian Regional Ministry on the current state of the LRM and how it should move forward. 

 

1. Priestly Presence 

• Two full-time priests covering 10 churches cannot provide the level of service, presence 
in the community, pastoral care, local involvement and congregational knowledge that is 
being requested. Consequently, the Region is still partially grieving the old model of the 
full-time priest who lived among us, and will have difficulty fully accepting the LRM until 
expectations change. 

• With the benefit of three years experience, the current situation is a formula for priestly 
burnout; status quo is not an option. 

• Up to 50% of our Priest’s time is spent on administration (including communications) 
and travel time. Every meeting in our large territory is an event. 

• We have to relieve the burden of administration from our Priests if we expect them to 
have more time for priestly things, like presence in our communities. 

• Given the location of the Region within the Diocese, the LRM Priests carry a greater 
burden than those living in Montreal by sitting on Diocesan committees that tradition, 
practice and their contracts say they should. Technology could be used to reduce this. 

• Priestly isolation being a concern because of the rural nature of the Region, it is 
important that they have connections amongst themselves and outside the Region, 
based on their interests and skills. 

• Because the LRM is in itself much like a Deanery and covers a significant portion of the 
Deanery of the Laurentians, the traditional Deanery structure seems redundant in the 
Laurentians. 
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 Recommendations 

1. Recruit an Administrator to relieve the pressure on Clergy, but not at any price. The 
cost/benefit needs to be demonstrated.  (Appendix 2) 

2. Move responsibility for Trinity Church, Morin Heights to the priest responsible for the 
southern churches in the Region to balance the workload. 

3. Use communications and training activities to build a team of the Clergy (Priests and 
Associate Priests), Lay Readers and Lay Worship Leaders. 

4. Review the Deanery structure as it applies to the Laurentians. (Appendix 4) 

 

2. Pastoral Care 

• The need for Pastoral Care is great. It was expressed in all workshops and its 
importance for the life of a congregation was stressed everywhere. The absence for a 
long time of a formal pastoral care team was noted. It was deemed a priority, once the 
priests are up to a full complement. 

• Pastoral Care is too great an activity to be provided by priests alone and the LRM has 
lay resources to do so. 

• Many attendees at the workshops signalled their willingness to be involved in a pastoral 
care team. However, the potential trainer cautioned that all pastoral carers should be 
appointed by the priests, not simply volunteer. The emotional strains of Pastoral care 
are not for everyone; the potential for true hurt exists and must be recognized to protect 
those offering and those receiving it. 

    Recommendations 

1 Create a Pastoral Care Team and implement the proposals of the Pastoral Care document 
(Appendix  3) 
 
 
 

3. Shrinking Congregations and Resources 

• Every church needs new, younger members. The role of a church today, and its 
opportunities, are significantly different from of the past. 

• In order to attract today’s generations, new methods of worship (different times, 
occasions and locations) are essential; questions and suggestions on this topic came at 
every workshop. 

• There is an openness to change, but little understanding of what that might be. The use 
of technology is probably part of it. 

• As our churches and methods of worship change, respect for those who have brought 
us this far is vital. Any changes must respect their devotion. 

• Deciding to close a church is in the hands of the church itself. 
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• Wardens and those in position of responsibility no longer have the safety net of the local 
full-time Priest. They are very much alone with more responsibilities and stress, dealing 
with a priest who lives afar and has four other churches to care for. 

• Some congregations are having serious difficulty finding people to accept being 
wardens, treasurers etc.. Wardens are responsible for the well-being of their 
congregations and for administration. Computerization is a challenge for some. 

• Wardens need more support while the Priests need relieving of administration duties. 

    Recommendations 

1 Develop parish-based small groups that meet for mutual support, worship, prayer, and 
growing discipleship outside the Sunday worshiping community. 

2 Explore occasional evening services on a rotating basis, involving a potluck supper or other 
social time. 

3 Broadcast the order of service on monitors in the church, where appropriate; churches to 
move in this direction at their own pace and financial resources. 

4 Explore what dedicated youth programming would look like apart from Sunday worship 
times. This is currently ongoing in collaboration with the United Church of Canada’s 
Laurentian Area Ministry. 

5 Mentor “la releve” to take over some activities currently carried out by parishioners in their 
positions for a long time 

6 Expand the collaboration with the United and other churches in the Region to cover new 
areas. 

7 Develop one thing in each parish, reflecting its passions and skills, that it can do to reach out 
to the surrounding community outside regular church services. 

8 Encourage the Diocese to put on their website more resources (liturgies, Bible studies etc.) 
which can be used by the parishes. 

9 Many of the Wardens’ requests for help from the Priests are related to administration and 
could be addressed and responded to by someone other than the Priests, to give better 
support to those responsible while relieving the Priests of administrative duties. 
 

 

4. Individual Congregations Identities 

• The desire to maintain individual congregation’s identities is strong. Thoughts of closing 
or amalgamation are not strong. 

• The churches are looking for more support and facilitation from the LRM, not another 
layer of governance. 

• Most congregations enjoy the opportunities for rotating priests, joint services, picnics 
and events through the LRM. Treasurers worry about the loss of a week’s collection 
plate monies. Travelling distances are an additional reality. The role of the LRM is to 
facilitate such opportunities not impose them. 
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• The Priests do not have the time to socialize between services on Sundays because 
they are frequently presiding over two back-to-back services. 

• The priest does not have to attend every Corporation Meeting and Parish Council. Local 
churches do not have to wait for the Priest’s availability before they can proceed with 
meetings. Congregational structures vary across the Region. 

• LRM participation will happen slowly over time without being imposed. 

    Recommendations 

1 Reduce the schedule of back-to-back Sunday services for the Priests allowing them more 
opportunities to stay and meet the congregations 

2 Have Parish Councils appoint Chairs so that the Priests role is more flexible. If the Priest is not 
present at a Parish Council, its decisions would then validated (or not) by the Priest. 

 

5. LRM Organisation 

• The roles of the LRM and its Management Committee are unclear to all 

• The Fair Share agreement is the only glue which formally binds the 10 churches 
together. The Finance Committee reviews it annually. 

• The LRM has no budget, no responsibility for financial management and little continuous 
organisational capacity to make things happen 

• The priests are seen as responsible for all LRM organisational requirements 

• At the beginning, the LRM was appropriately informal in its organisation. It has now 
reached a maturity in which more structure is required. 

    Recommendations 

1 Agree a “charter” for the LRM, worked out by the Management Committee and ratified by all 
the Parishes, to define clearly what the LRM’s roles, responsibilities and structures are.  

2 Review the role, responsibilities and membership of the Management Committee. Describe 
its relationship with the Parishes. 

3 Charge the Finance Committee, which reports to the Management Committee, with 
managing the finances of the LRM (Fair Share, budget, revenues and expenditures etc.) 
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6. Communications 

• Communication came up as an issue in every workshop. 

• Communication includes not just being fed information but sharing views, discussing 
and debating. Being listened to is vital to success.  

• The Management Committee role as facilitator needs to be publicized. 

• The Annual Vestry Meeting is a vehicle for more two-way communication. 

• The use of appropriate technology is an answer to the geographical dispersion of the 
churches in the Region. A website, a Facebook page and a Newsletter are part of 
this. 

 Recommendations 

1. Hold an annual meeting of the LRM, open to everyone, to socialize, to update people about the 
LRM and to vote, if needed, on certain items. 

2. Further develop the website, Facebook page and monthly regional newsletter to share events 
and information relevant to the ten congregations of the LRM. 

3. Hold regular annual workshops with each congregation to listen and share. 

4. Hold workshops of all Wardens and Treasurers to meet with Clergy, Associate Priests and Lay 
Readers for sharing experiences and training 

5. Make the internet available in each church, as finances permit. 

6. Develop social media skills amongst the parishioners. 

 

7. Successes 

The following are considered the successes of the LRM in its first three years. 
 

• The LRM was, in part, put in place to help the survival of 10 vulnerable congregations 
which could no longer afford their own priests. The survival of these churches is 
therefore a success.  

• The rotation of clergy through the churches, providing in most cases, a different priest 
each week and a greater frequency and acceptance of Morning Prayer lead by a Lay 
Reader, is enjoyed by most congregations. 

• Shared “Messy Church” services with the United Church Laurentian Area Ministry 
(LAM) have been well attended and enjoyed by young and old alike. They are a good 
example of ecumenical cooperation in the region. 

• Region-wide services, like Easter Vigil and Blue Christmas are appreciated. Sub-
Regional Joint Services, like the Parish of the Lower Laurentians or St. Sauveur, 
Morin Heights and St. Anne des Lacs, are well established. 
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• The LRM Management Committee is a strong, bonded, committed group of people, 
who know the Region and its churches well. 

 

8. Conclusion 

• The challenge now is to get past survival and focus on success and satisfaction 

• Our Priests, however wonderful cannot do it alone. The permanent replacement of 
Rev. Nick Pang as a full-time priest is essential and will permit the gradual 
implementation of the other Recommendations in this summary. 

• The LRM will be successful if the people involved make it successful 

• Now is the time to realize “Team Ministry” by purposefully building a team 
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Appendix 1 LRM Workshops Final Report 
 
 
 
 
 
 
 
 
 
 
 

See attached file:  LRM Workshops Final Report.  (22 pages) 
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Appendix 2      Draft Administrator List of Activities  

 
This position would be for Priestly and LRM support only, not for individual Parishes. 

• Scheduling services 

• Providing administrative support in preparing LRM documents, reports, budgets, lists 
masters etc. 

• Be the central contact for calls, enquiries, triage requests 

• Be the coordinator of information for the website, Facebook page and Newsletter 

• Prepare and distribute master digital Bulletins 

• Prepare and distribute master digital Newsletters, bulletins etc. 

• Prepare and distribute Agendas and Minutes for the LRM Management Committee (?) 
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Appendix 3                 Pastoral Care 
 
Pastoral Care is not only at the heart of Christianity, it is part of what defines community – taking care 
of one another.  It goes on, and has gone on, in churches and close knit communities for as long as 
either has existed.  It is a natural extension of loving and caring for one another.  This ministry 
should be a very high priority in any attempt to create, maintain and grow congregations and 
Regional Ministries. 

The notion of the priest visiting parishioners on a regular basis is history and we must adjust if an 
arrangement like the LRM is going to work.  It is a luxury that we can no longer afford and is one area 
where the lay members can offer support that benefits both the congregation and the priest. 
Members of the Lay Pastoral Care Team should be “invited” by the priest or the LRM or the 
Management Committee running a given church.  There are significant risks involved in just letting 
people volunteer – risks for both the person wishing to become involved and to the person needing 
help. 

In addition to social visiting, there should be three levels of Pastoral Care with training provided for the 
first two: 

• Pastoral Light 

• Pastoral Heavy 

• Priest involved (a series of guidelines could be created indicating when to involve the priest). 

The members of a pastoral care team should work out a way of meeting to support one another on a 
fairly regular basis.  It would be preferable if the priest could be present as often as possible. 
The Lay Pastoral Care Team could also arrange for things like: 

• Guest speakers and workshops on topics of interest 

• Grief recovery groups 

• Other..... 

There are many dimensions to caring for one another within a congregation, within a community.  Lay 
Pastoral Visiting/Care is not in competition with, nor in opposition to, social visiting; it is a compliment 
to it.  Lay Pastoral Care does many of the same things in the same ways, but it also brings the 
additional dimension of trained individuals who have learned how to apply certain intentions and 
techniques to deepen the healing and comfort one might offer. 

For purposes of clear communication on this subject, it might be useful to differentiate among various 
levels of Lay Pastoral Care: 

1. Social Visiting 

2. Light Lay Pastoral Care 

3. More Intense Pastoral Care 

4. Priest Involved Pastoral Care 

 

Most of us know folks in our congregation who regularly engage in social visiting when someone is 
ill, has experienced a deep loss, is shut in due to infirmity or diminished capacity – to name just a few 
reasons where we experience the love of fellow parishioners at various times.  It has existed forever in 
churches and close-knit communities.  It is a precious part of our life together and will always be at the 
heart of living in a caring way – of being the church. 
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The next level, carried out by folks with a little specific training, might well be described as “Lay 
Pastoral Light” covering situations where a little more intense support and accompaniment are 
needed.  It takes the social model a step further to the point where a safe space is created for the 
individual to talk about what is on their heart in a confidential setting.  Prayer will likely be involved, 
either with the person or privately. 

Another level might be described as “Lay Pastoral Heavy”.   Cases here could include people who 
are in palliative care, in hospital for treatment for mental illness, dealing with the loss of a child or other 
‘heavier’ situations.  Even with some training, this kind of Lay Pastoral Care would not be something 
most of us would be comfortable taking on, but God has planted a few among us who would feel able 
to handle this and be of great service. 

The most intense cases, where the Lay Pastoral Team feels that the situation is beyond their scope, 
would be those requiring the Priest to become involved.  In such cases the priest might feel able to 
deal with things on his/her own, or might choose to refer the individual or family to a professional for 
additional help. 

Knowing that there are others who can step in and help when things begin to feel a little beyond our 
comfort level is very reassuring for a Lay Pastoral Care member. 
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Appendix 4   North South Split of Responsibilities 
 

CURRENT NORTH SOUTH SPLIT OF RESPONSIBILITIES 
NORTH               
CHURCH KM* MEMBERS FAIR SHARE ACTIVE SEASONAL WARDENS REPS 

ARUNDEL 98 27 17.30% A   2 1 

STE AGATHE 0 24 23.30% A   2 1 

ST SAUVEUR 55 21 14.00% A   2 0.5 
MORIN 
HEIGHTS 64 24 13.80% A   2 0.5 

KILKENNY 78 1 0.70%   B 1 1 

TOTAL 295 97 69.10% 4 1 9 4 

SOUTH               
LACHUTE 5 30 17.50% A   2 1 

PLL   22 13.40%     2 2 

Milles Isles 55       B     
Lakefield 32       B     
Dunany 27       B     
Louisa 42       B     
TOTAL 161 52 31% 1 4 4 3 

PROPOSED NORTH SOUTH SPLIT OF RESPONSIBILITIES 
NORTH               

CHURCH KM* MEMBERS FAIR SHARE ACTIVE SEASONAL WARDENS REPS 

ARUNDEL 98 27 17.30% A   2 1 

STE AGATHE 0 24 23.30% A   2 1 

ST SAUVEUR 55 21 14.00% A   2 1 

KILKENNY 78 1 0.70%   B 1 1 

TOTAL 231 73 55.30% 3 1 7 4 

SOUTH               
LACHUTE 5 30 17.50% A   2 1 

PLL   22 13.40%     2 2 

Milles Isles 55       B     
Lakefield 32       B     
Dunany 27       B     
Louisa 42       B     
MORIN 
HEIGHTS 64 24 13.80% A   2 1 

TOTAL 225 76 44.70% 2 4 6 4 

*KM calculations are for a single round trip to each church 
 


