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Introduction

In 1980 when CHE was birthed by Campus Crusade a key underlying principal was and still is multiplication of everything we do. Initially it was multiplication on an individual level based on II Tim 2:2. From 1985 we have been all about training other organizations, actively beginning to apply multiplication on an organization level. For the last ten years we have been looking at how global organization and CHE could become a movement that takes a life of its own. 

I began to investigate the concept of "movement" and what it might look like with a number of books which discussed the concept. We began with the book The Birth of the Chaordic Age.  Here the word chaordic was defined as: The behavior of any self-governing organism, organization, or system, which harmoniously blends characteristics of order and chaos, patterned in a way dominated neither by chaos or order. Characteristics of the fundamental organizing principles found in nature.  This was a revolutionary way of thinking about organization, spread and multiplication. Then followed reading 15 or 20 books on organization which included The Centerless Corporation, and The World is Flat.  
Starfish and the Spider was suggested by Charlotte Deuel. The book compares a spider, which is led by a head, more authoritarian, top-down organization with a CEO and chains of authority, which if you cut off its head it dies. A starfish, on the other hand, has no head. If you cut off a starfish’s leg or cut it into pieces, each piece regenerates and continues to live. This would be a totally decentralized organization. The Starfish model is really an open system which can become the basis of a movement. The difference between a Spider and Starfish Organization are seen below.  

	Spider Centralization
	Starfish Decentralization

	There is someone in charge
	There is no one in charge

	There are headquarters
	There are no headquarters

	If you thump on it’s head it dies
	If you thump it on the head it survives

	There is a clear division of roles
	There is an amorphous division of roles

	If you take out a unit the organization is harmed
	If you take out one unit, the organization is unharmed

	Knowledge and power are concentrated
	Knowledge and power are distributed

	The organization is rigid
	The organization is flexible

	Units are funded by the organization
	Units are self funding

	You can count the participants
	You cannot count the participants

	Working groups communicated between intermediaries
	Working groups communicate with each other directly


Organic Community was recommended by Bibiana McLeod who believed it directly applied to our situation in CHE. Organic is described as relating to an organism, a living entity. It is forming an integral element of a whole.  It is developing in the manner of a living plant or animal.
The book compares the diametrically opposed concepts of an organic movement versus a master planned process. 
Master Plan Community
· Based on programming.

· Dictates specific color to paint inside the lines of a picture.

· Intends to control the future because it seems more safe and less messy. It is less chaotic. 

· People settle in and obey the master plan

· Alienates the users because they have little part to play since all of the important decisions have already been made.

· Creates a totality but it is not whole. It can create totalitarian order but not organic order. 

· Follows prescriptive patterns

· In its zeal to accomplish the plan, people sometimes become depersonalized tools.
· Measure with numbers, statistics, and bottom lines.

· Tend to deliver power through position as they value the position itself.

· Creates tunnel vision, focusing on the end of the line.

· Encourages a silo system of power by specialization. Participants concentrate their efforts for success on their particular silo. They measure success by positional responsibility not by the success of the whole.

· Requires experts to provide help.

· Master planners tend to define cooperation as coordination.


.
Organic Order

· Living things yearn for wholeness not totality.

· They mix together things that exist and things that ought to be. 

· Community Is based on the environment

· Does not use the language of should and ought to.

· Presents a language of possibilities.

· In planning, has a horizon in view but not an end point or destination. Thinks in terms of what it is hoping for instead of where are it is headed.

· Focus on the journey not the destination.

· Strengthened by a descriptive pattern which is expressive, eloquent in spirit, and evocative.
· Many patterns can be used to connect the dots.

· Allows a spirit of diversity, individualism, creativity and wholeness to emerge.

· Measures excellence by the community’s story.

· Values the person more then the position. 

· Determines who the steward of power is at this time, realizing it changes. 

· Measures excellence by the success of the whole not its individual parts. 

· Experts are not needed to help someone else do his job. Everyone can help one another.

· Organic people think of coordination in terms of collaboration.

Thus the Organic community's descriptive approach is very different from the Master Planned community’s prescriptive approach. 
· A Descriptive Approach describes in full detail precisely how we see what is happening. Its chief merit is its accuracy and an untouched picture of the good and bad . Reality is described but is not forced. We discover descriptive patterns through observation. 
· A Prescriptive Approach of master planning allows for choices in the beginning but later delineates the best and most appropriate way which seems most acceptable. Prescriptive approaches rarely start out as such. The approach begins with a descriptive pattern but later becomes set in concrete as the only way to go. The problem arises when someone else’s descriptive pattern is expected to succeed exactly as described in another community. Then a descriptive, organic order becomes a counterproductive prescriptive order.

Master Planners begin with the question where they are headed followed by how to get there. Organic ministry just describes what is there and how they got there. It does not give a plan of how to get there.

Collaboration has a generative quality which produces energy, ideas and power. Cooperation, on the other hand, carries a spirit of force. Power and force are not interchangeable terms, in fact they are direct opposites. Force brings an illusion of control which would seem to avoid chaos but generally fails to do so.

Organic community is neither a product nor an end result. Organic community is a process, a conversation, an elegant dance of belonging. The process of belonging is what people long for, what motivates them to involvement.

The Organic Church fits very well with Organic community. This book looks at being organic from the Christian church perspective. The underlying goal is the establishment of small reproducible house churches that are linked into a loose collaborative where people learn from each other.

The overarching goal in the Organic Church is making disciples not church planting. The Bible does not say anything about starting churches only on building disciples. Discipleship is the most micro level for them therefore it runs throughout their book and training.

Everything in the natural world starts at the micro level and may build to the macro level. The Organic Church like CHE starts with the micro level and becomes macro through multiplication.

The Organic Church is all about a Mindset not a model. A mindset therefore is based on principals while a model is based on learning the proper how to’s. 

Model in this case would correspond to Blueprint in  the book Organic Community I realized that many people would see CHE as a Model and our training concentrating on the How Tos. We teach principals in our TOT’s but what most people come for is the How to’s.

The organic church is based on the incarnational living of a small group of people living in a neighborhood and dealing with life wholistically. It really is a multiplying wholistic organic group of people trying to live as Christ lived as an example for us.  An Organic church might look like the following:

· The church is a living organism not a static institution

· The church is so much more than a building which confines us. Jesus did not seem to have a plan for buildings but for people.

· The church is not to be bound to a single location.

· The church is much more then a one hour service once a week. In 

      Romans 12:1&2 we are urged to be a holy and living sacrifice.

·  The Kingdom of God is meant to be decentralized but people tend to be centralized. The church is supposed to spread out and fill the earth.

· We are each, God’s temple and together we are also His temple.

Epidemic expansion starts in the genes.  Every living thing is made up of structure and system. There are two types of structures that hold living things together and support their system.  
· An exoskeleton is external and must be shed because it eventually inhibits growth. This structure is fostered by external control and master planning. 

· An endoskeleton is internal and unseen. Its main purpose is to support and strengthen an organism. 
In organic church concept it is imperative to create structure only when necessary. Do not organize something until you must do so. Structure most often is controlling and limiting.  There is a true pattern in organic orders lending itself to spontaneously multiplying movement. 

The DNA template must be the internal pattern that determines how each part grows. If we just try to photocopy what has gone before flaws show up. Therefore we must follow the pattern of the original, the Master, Jesus Christ.  

In top down hierarchical structure delegation of authority is important but it is different than distributed authority in an organic movement. In delegation, authority remains with the one who issues the commands and it is temporarily granted to the one for whom the task is assigned. But it is temporary. 
Distributed authority is flat structure. Authority is distributed to each person to accomplish all God has for that person without needing layers of intermediaries to pass that authority down. The purest and strongest leaders do not to rely upon position or title to lead. Leadership that rests in a cause that inspires others to follow is strong.
One way to describe a movement is that it becomes an epidemic which starts small and virtually unseen but it spreads from carrier to carrier until it breaks out, becoming widespread as it moves quickly. People who have the same DNA patterns are already part of the movement even though it may look exactly the same. 

The Nature of Mass Movements by Eric Hoffer talks about what makes a mass movement. This secular book is a classic on the nature of Mass Movements. However his viewpoint is somewhat different. This book primarily deals with the first stage of forming a movement. He makes the point that the successful, rising mass movement preaches immediate hope with its intent of stirring to action. It is the around the corner brand of hope that prompts people to action.

He says it is imperative that we understand the strength and depth of the convictions of adherents to mass movements. Awareness of their commitment helps us to understand the influence and impact they have within their social structures. They are a powerful force to be reckoned with. Most adherents to mass movement come with a similar mindset.  Adherents typically embody the following characteristics: 

· A readiness to die for the cause 

· Proclivity for united action and self sacrifice 

· Blind faith, uncompromising, and single hearted allegiance 

· Enthusiasm, and willingness to attempt the impossible 

· Intense fervor and reckless abandon 

· Willing to sacrifice the present in preparation for the future 

· Bold and immediate hope for the future 

· A collective spirit of community and corporate success 

Every Mass Movement is in a sense a migration – a movement towards a promised land.  Many factors ultimately impact the emergence of a mass movement. Leaders cannot create the conditions that make a mass movement successful. There must be intense dissatisfaction with things as they currently exist.  When the environment is ripe, the following list provides the types of activities that will help influence the launch and direction of a mass movement: 

· Create an audacious Hope for the Future 

· Define a common enemy

· Create a Link to the Glorious Past

· Define the source of irresistible power

· Help people escape from self

· Create community and equality

· Create unity of action and self-sacrifice

· Define the Doctrine

· Substitute for an existing movement

· Identify and connect the leaders

Mass movements must recognize that their chief preoccupation is to foster, perfect and perpetuate a facility for united action and self-sacrifice. When a mass movement loses what distinguishes it from others types of organization, when it relaxes its collective compactness and begins to countenance self interest the movement is on the decline.

You See Bones I See Armies by Floyd McClung is the latest book I have read on organic movements which is from an entirely Christian perspective. McClung is describing a movement of small wholistic neighborhood house churches which he calls Simple Church . He and Neil Cole in Organic church reinforce what the other is saying. 
He says movements are dynamic, fluid and growing. They are messy on the edges but have energy at the center. Movement is an attitude or mindset that says “We are not going to wait for history to happen around us, we are going to make it happen. He says the DNA of a movement takes hold in people’s hearts. The question becomes how do you nurture movement and at the same time provide apostolic leadership? He too believes, as do all people committed to organic movement, that structure should be added only where it meets a specific predominating need. Structure should never control life, only Jesus. Replication takes place when the DNA of a movement is built on vision and core values. He reminds us that movements move people not organizations. 
Stan on Movement
I wrote a paper in 2005 which outlined Christian collaboration and movement which included the following key characteristics:
· Be focused on God.
· Have defined commonalities with a strong expressed need to    

      wholistic transformational ministry.
· The collaboration should be equitably owned by all participants
· Participants should have equitable rights and obligations but it must  

                        not attempt to impose uniformity.
· It should be open to all qualified participants who agree with the  

                              wholistic approach to ministry in whatever  sector.
· Power, function, and resources should be distributed to the 

maximum degree. 

· Authority should be equitable and distributive within each governing 

      entity. No interest should be able to dominate deliberations and     

      decisions.

· No existing participants should be left in a lesser position by any   

      new concept of the organization.

· Have a coordination team and steering committee who are the  

      committed core members giving the collaboration  direction

· To the maximum degree possible, everything should be voluntary.

The collaboration should be non-assessable.  For example, if fees are   

charged they should be set by the governing entities composed of the 
participants. Participants should have the right to withdraw 

without obligation beyond fees already paid. 

· The collaboration should induce, not compel, change.
· The collaboration should be indefinitely malleable yet extremely 

       durable.

· It should be capable of constant, self-generated modification.
Summary: how these materials bear on the CHE Movement
Over the years you have received from me a synopsis of all these books. The broad reading of them and our experience doing CHE and Neighborhood Transformation has fed each other. 
What we have been trying to build from the beginning is a CHE Movement that has a life of its own. Though we didn’t realize it back then, CHE really is organic in concept, approach, teaching and practice. It cannot be a master plan order if it is to be a successful movement.   
It was in 1986 when CCC began to equip other agencies to use CHE and between then and 1990 we equipped over 100 groups to use CHE in their setting. From the very beginning of bringing CHE to Medical Ambassadors we have been all about equipping other groups to do CHE. When you train other organizations to do something you have little direct control over them unless you provide funds to do a program. But funds were generally never provided to existing organizations. Funds were provided just to start new MAI CHE teams which we could control. 

The main way you give input to those you teach is by influence and offering things that are of value to them. In reality this is what we have been doing over the years since 1990 in MAI. This in reality is the beginning of a movement of CHE though we may not have been aware of that back then.

Both CHE and Neighborhood Transformation, as used in North America, can be seen either as Master Planning or as Organic Order. Developing an individual CHE project obtains the best results when done has an Organic Order. In 1980, with the first projects, we were looking for best practices which would become tools for the multiplication of CHE. The whole idea was that individual locations would be descriptive. Yet when CHE is applied with a master planning mentality, it can easily become prescriptive. Whether an individual project is seen as a master plan or an organic order is really dependant on those who are doing the implementation.
When we began to think about a CHE Movement in the early 2000’s, without even being aware of the concept, we designed an Organic Order approach through and through. We talked about an upside down pyramid with flat organizational structure. This was the wrong metaphor. What we really wanted was the circle symbolizing interdependence. This became especially apparent as we began to plan for the becoming a global organization. 

Similarly the end goal, the vision, of achieving a worldwide movement is commendable because of the value of CHE as a tool in advancing God's Kingdom. However, far more important is the journey to the goal. The journey of establishing projects village by village, mission by mission is God's joy as each individual's contribution is encouraged and honored. The process becomes the result; the result dissolves into the process.

