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Planning for Ministry SAPMC  (Handout)

Prologue:  Eight patterns 

This valuable research enables the ministry planning process for churches because the eight patterns are the result of intense strategic theological thinking, based on comprehensive and intensive research. Regard the eight patterns as rocks upon which to build to develop a missionary identity and character. 

We believe, and know, that God is working in the congregation. The 3 prioritised patterns are ways in which God’s  work can be seen, and the planning to follow now, aims to align the focus of the congregation with God’s work. Thus we are joining Him at His invitation. 

The three prioritised patterns will in future be called focus areas. Please read the two publications  “Missional Churches” and “Treasures in Clay Jars” because it provides valuable practical information. NB  If possible supply each participant with a copy. 

The proposed steps are supported by examples: 

· Example of a congregation confession: “We believe in the triune God, the Father, Son and Holy Spirit.  As disciples of Jesus Christ, we will in obedience and dependency, go to whom God is sending us, to minister and lead to a relationship and discipleship with Him. 

· Example of a vision for embodiment: “As a congregation we are co-workers in God’s Kingdom. God is sending us to the illiterate people in the squatter camp to disciple an increasing number and to invite them to become members of our faith community.”

· Focus area: “Dependency on the Holy Spirit to serve the people of the squatter camp”. 

Step 1: Identify for each focus area building blocks and measures of compliance  

a. Identify buiding blocks

This is painfully (if not done regularly) high level thinking. Because the focus area is future orientated buiding blocks explains on a high level, the requirements for effectiveness in the focus area or satisfying the focus area. You may also see it as critical success factors pertaining to the focus area or focus pattern.

NB     Identify as many building blocks as necessary, but bear in mind that at least two (or more) building blocks must point externally, and two (or more) internally. If only internal building blocks are identified the maintanance practices are too strong.   

Examples:

1. Opportunities for building momentum in growth on depedency of the Holy Spirit. (internal) 

2. There are ample members who has the passion and the necessary gifts needed for the target area (internal)

3. There is a growing number of the target area becoming disciples and who is joining the congregation (external)

4. The living conditions in the camp are improvingdie (external)

b. Identify indicators of compliance

These building blocks paint different pictures for different people. Further discussions are required and measures of compliance need to be developed. These indicators of compliance have a long-term characteristic, are realistic, achievable, and measurable. 

Examples:

See buiding block 1: “Opportunities for building momentum in growth on depedency of the Holy Spirit “. 

1. Members witness about the change in their lives as their dependancy on the Spirit grows.   

2. The sermons and teachings on the person and working of the Spirit increases as the need grows. 

3. Members of the target area, who are new members here, are attending the Bible school and are witnessing during the worship services about God’s saving grace. 

Step 3: Do an analysis of each focus area by answering the following:

1. What are our strong points? 

2. What are our weak points? 

3. What opportunities do we see? 

4. What threats do we see? 

This analysis is a useful summary of the relationship between the focus area and the congregation’s current ministry capacity. It helps in setting the agenda to adjust the ministry.  Always keep in mind that strong and weak points refer to the present ministry wheras opportunities and threats relates to the external context of the congergation.

The purpose of the analysis is to: 

· apply that in which we are good to make the most of opprtunities and utilise against threats, and 

· strenghthen that in which we are not good for future utility 

Examples: 

Strong points:

1. Bible school for teaching 

2. Inspirational worship services 

3. A growing number of members are developing a passion for the people of the squatter camp

Weak points:

1. Too many members currently serving in the camp, get burnout and loose hope . 

2. There are no opportunities for witnessing during the worship swervices. 
3. There is not enough known about the situation in the camp.
Opprtunities:

1. After the visit of the evangelist there are a number of camp members searching for spiritual guidance 

2. We can use the services of Dr. Billy Graham for a fortnight  

Threats:

1. There are a number of Christian TV programs with teaching on the Holy Spirit contrary to ours

2. There is a possibility that the new informal leaders will go against our vision for embodiment

Step 4: Identify long-term objectives for each of the three focus areas 

Who:  The task team, who may also co-opt key members at any stage. If possible, memebers of the group to whomGod is sending us, should be included in the planning. 

What:  In this context long-term objectives refer to something that must be achieved. This answers the question: “If this is the preferred pattern for our church, how will we be different?” A long-term outcome is not a short-term goal but a strategic direction to which the church aspires – or a desired condition to be attained. It is vague yet measurable. Long-term outcomes answer the following questions:

· In retrospect, what has changed?

· What will the church do differently?

· How does it manifest in the lives of church members?

Test the instruction in the light of the following:

1. Does it  address the specific focus area?

2. Does it state clearly what should be achieved so that it can be understood by anyone and it is clear when it is achieved / complete?

3. Is it attainable ?

4. Does it complement the existing strenghths of the congregation?

5. Are there members of the congregation who can and are able to do it?

6. Does it complement the overall community - and missional goals of the congregation?

7. Will it help us to bring the gospel of Jesus Christus to those who don’t know Him in a more goal-directed and effective manner? 

How:  Use the following methodology:

1. Each participant writes down suggestions on an A5 (see rules for participation).

2. Place suggestions on board.

3. The Task Team facilitator groups suggestions into categories (clusters).

4. Each category must be finally named as a long-term outcome to be achieved. The long-term outcome must be stated in full sentences.

5. Review each long-term outcome outcome for clarity and content.

6. Prioritise the number of outcomes per focus area to 4. Certain focus areas might have only 2 long-term outcomes. (If there are more, apply the Nominal Group Technique to reduce to 4). 

7. Test the outcome against the Vision for embodiment.

For a small group: 12 and less participating

1. Participants make suggestions

2. The facilitator write the suggestions on the flip chart

3. Follow steps 3 – 7 above

	Long term outcomes:  Examples

Focus area:  Dependence on the Holy Spirit to serve the people of the squatter camp

A. Spontaneous witnessing by members about the work of the Holy Spirit in their lives; 

B. There are a growing number of members serving in the camp;

C. The leadership of the congregation’s life reflects the practising of spiritual disciplines;

D. The quality of life of the people in the camp are contineously improving;

E. The prayerlife of the congregation reflects complete dependence on God;

F. There are a growing number of new believers out of the camp;

G. The majority of the camp leaders are joining our congeregation;

H. More and more camp believers are serving non believers in the camp.

The task team prioritise 5 outcomes which will have the greatest impact on living in dependence on the Holy Spirit;




Step 5 Identify measurable goals for each of the 5 selected long-term objectives

For each long-term objective identify the goals which should be attained and explain the ways in which the task team will know that it is achieved. State measurable results and a time scale.  
Example: Long-term objective = Spontaneous witnessing by members about the work of the Holy Spirit in their lives

· Monthly /weekly training opportunities  - established by 30/11/05

· Establish growing prayer practices in the congregation – minimum 30% participation by 31/12/05

· Monthly witness opportunities during services/ wards/ small groups– established by 1/08/05

· Regular monthly sermons on the person and work of the Holy  Spirit – established by 31/09/05

· Increase the number of members who practise personal devotions to a minimumof 45% by 31/12/05

· Have a discussion with the prayer leader concerning the role and position of prayer by 12 September 2005 
Step 6: Identify who is going to do SMART plans of action and contract with them. 

The task team identifies for each longterm-objective a person or a group and contracts SMART plans of action and implementation with him /her/them.

.How : Use the following guidelines:

· Approach and contract with a person or group. Ensure that the person/group appointed accept the task and realize they are responsibile for the implementation .

· The implementers have the right to admission and questions.

· Implementers have the right to postpone or re-assignment to another task. 

· The task team enquires about the appointees’ existing workload and if that they have the capacity to commit their time to the task.

· Appoint  a larger team to for more extensive and complex tasks and when time for implementation is limited. 

· Agree on the date of the proposed plans before the start of the implementation. 

· Agree to continuous reporting so that progress can be evaluated.

Step 7: Document the Ministry planning

The document contains the following:

1. Congregation confession and  Vision for embodiment

2. The Congregations’s strenghths

Note the congregation’s strengths regarding this focus areas.On the one hand this is to build on the strengths of the congregaton and on the other hand  to facilitate attaiment of the long-term outcomes. 

Use this opportunity for silence and individual reflection to thank God for gifts bestowed.

3. Focus area and long-term outcomes 

Note the identified focus areas with long-term outcomes.

4. Obstacles 

Identify obstacles against implementation of the long-term outcomes. Distinguish between causes and effect –see proposed methodology at the end.  The implementation team receives this information as part of their instruction  

5. Responsible person/group with mandate

Indicates the person responsible for carrying out each task, and also what mandate he/she has to make decisions and to fulfill tasks.

6. Timeframe

State when work on each task should start, when it will be evaluated and when it should be completed.

7. Evaluation  process and  standards

Describe how progress will be monitored and how the execution of tasks will be monitored.     

Step 8:  The task team coordinates the various SMART plans of action to eliminate duplication.
If the congregation has the capacity and implements more than one focus area coordination is important. Make sure that two teams do not implement similar plans. 

.

Step 9:  The task team does a final evaluation and start with the next focus area.
1. The task team terminates the person / group’s responsibility as soon as the task is fully implemented. 

2. As soon as the plans of the first selected focus area are implemented, the next focus area is addressed, using the same methodology.  This means that we start with step 1 again. 

	N.B  Remember that planning does not entail making lists of things to do, but it means to focus, to be effective and to share the Gospel with a lost world.



What about congregations with existing focus areas?

You might have started a process of visioning or renewal as a congregation and have already started implementing  identified focus areas, eg. “Vesting holistic small groups” or “Vesting loving relationships”. If this is the case but your vision for embodimente is not specific about th whom God is sending the congregation, go back to the discerning process to hear from God to whom He is sending you. If you have a vision that states to whom God is sending you, bear in mind that the new focus areas came from the eight patterns, which are the buiding blocks to build on to become a missionary congregation. 

Rules for participation
1. There are no poor suggestion or wrong ideas.
2. Share ideas freely, but one at a time.
3. Be respectful  to other participants
4. Do not judge or be judgemental
5. Do not change participants’ suggestions.
6. Stay focused on the pattern.
Method: Distinguish between cause and effect

1. Write down the obstacle in a problem statement (in full sentence ) on an A5 – each participant can write down a maximum of  5 obstacles 

2. Paste each page against the wall

3. The group facilitator groups all the suggestions  with similar content together (to form a “cluster”)

4. Paraphrase each grouping into one sentence  - there should not be more than 12.

5. Fish bone each obstacle:

· Shape a fishbone around the name of the grouping as seen below.

· The aim is to  (a) abstract a level higher and (b) to form a shared cognitive framework of the problem.









The rectangular block is the paper with the obstacle in a full sentence.

The team identifies what in their opinion are the 4-6 causal factors which contribute to the cause or perpetuation of this obstacle.

The group may refer to the notes on grouping but should ideally use their own discretion and also indentify oher factors.

These causal factors are written next to each of the fishbones.

There is the possibility that the group might decide to alter the name during this discussion. This should be the last opportunity for this change.

Place the finalised obstacles in  a circle against the wall, number each one clearly and ask  the question: “Does number l cause number 2 or vice versa?

Draw an arrow toward the effect. Repeat with each number. i.e does no. 1 cause no. 2 or vice versa.  Continue with all until no.1 is complete and go on to no.2.  Ask the question whether  “ 2 causes  no 3 or vice versa?” etc., until the last number.

When this is complete, make two blocks next to each of the problems and mark the one O (for out) and the other i (i for in).

Now count the outgoing arrows of each number and write it in the block marked O.

Also count the incoming arrows and write it in the other block marked i.

The number with the most outgoing arrows are the causes, i.e. the drivers. They should be focussed on.  

6. Hand this to the team doing the SMART plan.

 SMART Plan of Action

Specific Objective: Long-term outcome

· Aimed at the focus area
· As stated in the congregation planning
· List goal and actions

· Achievable, but with strech
	


Mission/Outreach:

· Mission/Sending (The people to whom the Lord is sending us for this step.  Identify the group(s) of people, including the number of people, you intend to serve)

	


Accountability and Authorization:

· Authority, Authorization, Accountability (embody the combination of our team our vision?  If not then we should get others!  Who receive the mandate?; who get the report?; How do we and who evaluate?; who has the authority to see that the work is done;?) 

	


Resources (people, funds, and materials):

· Resources (what resources, money, time, people do we need to give the specific step?)

	


Timeline:

· Time line for implementation (we schedule and synchronize the action steps for implementation).

	


Person Completing This Form:

Date:

Definitions

Confession: WHAT do we believe?
What do we hear God say about who He is and who we should be as His communty?

Vision for embodiment: HOW are we obedient?
What do we hear God say, if we obey Him and live by our confession, to whom are we sent and why?

Examples:

1. The Lord is sending us to the young families moving into our community to invite and make them part of our faith community. 
2. The Lord is sending us to the students to form, together, a multi generational and multi cultural faith community. 
Focus area: What must we do?
What do we hear God say are the three patterns we should do in order to steer us in the direction of our Congregation confession and Vision for embodiment?

The spirtitual leadership does not practice spiritual disciplines.
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