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Congregational Action Plan
Your Church

Introduction
This paper is designed to help your Kirk Session have discussion about the current status of your church and then proceed to developing suitable actions for your 5-year action plan.

Congregational Survey
We strongly recommend using the Congregational Survey with as many of your congregation as possible, anonymously. If you feel this is not possible, then have your Session complete the survey instead, but bear in mind that this will likely skew the results. 
Using the survey
1. Have people fill out the survey. Encourage them to honestly record their first instinct, rather than trying to second guess the questions. Comments can also be recorded for each of the sections
2. Collate all the comments by section for discussion
3. You can use the supplied spreadsheet to collate your answers and calculate your sores. Alternatively, you can do this manually by scoring as follows:
a. Each “Never” scores 1 point, each “Rarely”: 2 points, “Sometimes”: 3 points, “Mostly”: 4 points, “Always”: 5 points.
b. Add up the scores in each section, and then the total across all surveys, then divide by the number of surveys to get an average score for each section. 
c. Additionally, add up the total scores of all sections and divide by the number of surveys to get an overall average. 
4. For initial discussions, it may be helpful to order the sections by score without revealing the scores.
5. Distribute the survey results to your elders prior to having the below discussion

Discussion Phase
Under the revised Presbytery Mission Plan Act, all congregations must produce a 5-Year Action Plan that sets out aims/objectives, timescales, notes of annual progress reviews and a “traffic light” status indicator in each of the 10 areas. We recommend that you use the results of your survey (either congregational, session or both) to identify the order of priority of those areas and focus your actions in those areas. Areas in which you are strongest may only need actions that maintain the current status. Areas in which you are weakest may require multiple actions to combat weaknesses and increase strength. 
You may choose to have an open discussion. Alternatively, we have provided some basic questions below that could be discussed in groups or as a Session. Finally, there is an outline that you could use to run a meeting for your Session if you choose.
Discussion Questions
From your survey results:
1. What result was the most surprising, and why?
2. What result was the most disappointing, and why?
3. Do you feel like the identified areas of weakness provide a good roadmap for the next five years?
4. Are there important areas that you feel have been overlooked?
For considering your action plan:
1. What are your top 2-3 areas of action for the next 5 years?
2. What are the 2-3 areas which you feel need the least action for the next 5 years?
3. What resources do you think you have an abundance of?
4. What resources do you think you are lacking in?
5. What concerns do you have that might hinder your ability to complete your actions?
6. What new opportunities are your anticipating (or hoping for) that might alter your actions (or create new actions) during the next 5 years? 
When completing your action plan:
For bigger items – either in terms of scope or in terms of timescale – consider breaking them into smaller sub-tasks with their own timescales and/or resources
For areas which you are not planning to develop, include an action which indicates what is needed to maintain the status quo, and who is responsible for doing so. 
For areas of identified need in which you have little or no experience, you can include investigation, development and listening projects as actions. These then may result in further actions as the plan develops over the years. 




Sample Session Day Outline
Below is a sample outline for a day of discussion. It is assumed that you have completed, collated and distributed the results of the congregational survey in advance. The timetable is based on a 10am-4pm day with a lunch hour, but this can be adapted to suit. 
	Time
	Description

	10:00 – 10:15
	Welcome and opening worship / devotion / prayer

	10:15 – 11:00
	Session 1 – Thinking about the survey
In groups, using the discussion questions listed above, consider what the results of the congregational survey say about your church

	11:00 – 11:15
	Coffee / Comfort Break

	11:15 – 11:45
	Session 2 – What matters?
Set up sheets of flipchart paper around the room with the names of each of the categories for the action as titles.
Each person should take 9 post-it notes in 3 colours and write their name on each post-it. These should be stuck onto the categories, where the three colours represent (1) I am passionate about this, (2) I think this is important, and (3) I have skills/gifts in this area.
They can put multiple colours on the same category if they desire. 

	11:45– 12:30
	Session 3 – Setting priorities
All together, considering the survey, and both previous sessions, decide what you believe are the priorities for the next 5 years. 
As a guideline, we would suggest that 2-3 categories are given the highest priority, 2-3 should be “maintained”, and then the remaining categories should be ordered accordingly.
Existing plans and projects should be taken into consideration. 

	12:30 – 13:30
	Lunch

	13:30 – 14:15
	Session 4 – Developing actions
In groups, perhaps using the discussion questions above and bearing in mind the priorities discussed in Session 3, consider some of the potential actions (and sub-actions) that could be undertaken in the coming years. 
Depending on your numbers, you could consider defining your groups based on the results of Session 2, drawing together people who are passionate about, or see the importance of, the different categories. 

	14:15 – 14:30
	Coffee / Comfort Break

	14:30 – 15:15
	Session 5 – Pulling it together
All together bring your various actions points together and put together a draft action plan. 

	15:15 – 15:45
	Session 6 – Blue Sky Thinking
Either individually using post-it notes, or altogether on a flipchart/whiteboard, ask people to complete the below 2 statements. They can have more than one!
1. The thing I am most hopeful about for our church in the next 5 years is:
2. The think I would really like to see our church be doing / starting in 5 years is:

	15:45 – 16:00
	Closing Worship
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