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A Step-By-Step Process for Developing
Annual Goals, Strategies, and Action Plans

Each area of ministry should annually set SMARTER (specific, measurable, attainable, relevant, timed, evaluate, revise) ministry goals and involve in service opportunities as many members as possible.  Consider selecting coordinators and forming ministry teams to assist.  Provide position descriptions and training/mentoring for all.

Utilize whichever steps and tools are helpful in accomplishing your ministry goals.

STEP ONE: Identify and prioritize your annual ministry goals.
Brainstorm and consider the member input provided during the listening sessions.

Apply the following criteria to prioritize your ministry goals.

a.) Which tasks (if accomplished) would have the greatest or broadest spiritual impact?

b.) Which tasks most closely support the church’s mission of outreach and nurture?

c.) Which tasks must be sequenced first (because other goals depend on their accomplishment)?

d.) Which tasks make the best use of available gifts and talents in your congregation?

List your top three goals in priority order:

1. (Type: _O_) _To provide witness training for our members by developing a 4 or 6-week “Sharing our Savior” interactive Bible study, with participants sharing weekly witness opportunities_______________________________________________________

2. (Type: _C_) _To discover additional ways of growing our prospect list and involve trained members in nurturing our prospects by making caring contacts during the year______________________________________________________________________

3. (Type: _R_) _To build bridges to our neighbors through acts of service so that we earn the right to tell them about Jesus and create a more positive reputation for our congregation_______________________________________________________________

Eventually you’ll design strategies/action plans for other goals within your ministry area.

STEP TWO: With each of the above prioritized ministry goals, determine its type.
O = One-Time Effort (e.g. outreach seminar in community) requires only an action plan

R = Recurring Process (e.g. budgeting) requires a procedure document and/or flow chart

C = Complex “Game Plan” (e.g. summer camp) requires a strategy of sequential steps

STEP THREE: Identify the issues – positive and negative – that may impact the effort to achieve this goal.

(Consider using the “Identify Issues & Brainstorm Options” sheet.)
Positive: Consider people, strengths, resources, healthy attitudes, structures, etc.

Negative: Consider obstacles, problems, weaknesses, poor attitudes, etc.

STEP FOUR: Brainstorm options that can address the issues and achieve the goal.
(Continue using the “Identify Issues & Brainstorm Options” sheet.)
Some goals may not face significant issues or allow for multiple options.

1. Talk about different ways the goal could be achieved:

a.) Utilizing positive issues

b.) Resolving negative issues

2. Record brief, broad descriptions of any feasible options.

STEP FIVE: Agree on the best option (strategy) and break it down into as many significant, sequential steps as necessary.
(Consider using the “Strategy of Sequential Steps” 

or “Flow Chart” sheet, whichever works best.)
STEP SIX: Design an “action plan” – who will do what by when – for each step of the strategy (if needed) or for goals that require only an action plan.
(Consider using the “Action Plans” or “Flow Chart” sheet, whichever works best.)
STEP SEVEN: Develop a procedure document (step-by-step instructions, possibly with dates) and/or flow chart for every recurring process.
More sample sheets…

(
Identify Issues & Brainstorm Options   [Steps 3 & 4]
Coordinator: ___Jane T.______________________________ Date: _January 10, 20XX__

Other Ministry Partners: __Bill O., Kathy Z., Tom P._______________________________
__________________________________________________________________________

Ministry Goal: __To develop a summer camp for children for community outreach and the spiritual nurture of children________________________________________
( Identify issues (positive and negative) that may impact the effort to achieve this goal.

Positive (people/strengths/resources)               Negative (obstacles/problems/weaknesses)

_Members with teaching background____    _We’ve never done this before__________

_Capable musicians in our congregation_    _Don’t have athletic field or gym_________
_Lots of kids in the community_________    _Maybe not enough members to help_____

_Parents would welcome this__________    _No perfect time to schedule/vacations___
_Some of our teens could assist________    _Hard to estimate costs (1st time)________

(  Brainstorm options that can address the issues and achieve this goal.

1. _“Bible Basketball Camp,” one week, rent gym in town, use our high school basketball players, pastor does 30-minute Bible study daily (focus on Jesus), for boys and girls grades 4-6, strive to build relationships__________________________

2. _“Christian Music Camp,” one week or one day/night for several weeks, in a worship setting with lessons from Psalms, teach children about God’s gift of music (beginner and intermediate) with keyboards (other instruments?)________________
3. _“Summer Reading Camp” or “Summer Math Camp” for one/two weeks, remedial tutoring one-on-one, devotions built around what God did to make us special to him, Bible story books used and then given to the kids____________________________
Agree on the best option.  #2 & 3 (adapted, combined)
Copies: ( _Outreach Board____    ( _Pastor____________    ( _Youth Nurture Board_

Strategy of Sequential Steps   [Step 5]
Coordinator: _Jane T.________________________________ Date: _January 21, 20XX_
Other Ministry Partners: ___ Bill O., Kathy Z., Tom P._____________________________

__________________________________________________________________________
Ministry Goal: _To develop a “Christian Development Camp” for children (grades 1-4), three 4-day weeks, one each on music, reading, and math___________________
( When you have completed the steps, add month and/or year to each step.

Month/Year       Strategic Steps

_Sept. ‘XX_
1. _Develop curriculum and activities, both Bible lessons and academic skills-related, input from educators and WELS Youth and Family Ministry___________
_Oct. ‘XX__
2. _Recruit teachers, aids, and a coordinator for each week.  Crete roles that “fit well” for as many members as possible_________________________________
_Feb. ‘XX__
3. _Draw up daily/weekly schedules, determine space needs, materials, and snacks.  Initial announcements in congregation and community._______________
_Mar. ‘XX__
4. _Develop a promotion and recruitment campaign, utilizing free publicity, contacts in public schools, and our prospect list________________________
_Apr. ‘XX__
5. _Design an evangelism strategy to meet and follow up on families, assign responsibilities for each role in the strategy______________________________
_June ‘XX_
6. _Host the three events as planned, check in with coordinator daily, celebrate, troubleshoot, pray_________________________________________________
_Aug. ‘XX__
7. _Evaluate strategy, process, events, outreach potential, make decisions on having another “camp”___________________________________________________
Copies: ( _Outreach Board____    ( _Pastor____________    ( _Youth Nurture Board_

Flow Chart   [Steps 5, 6, or 7]
Coordinator: ___David T._____________________________ Date: _Oct. 21, 20XX______

Other Ministry Partners: _Gail G., Bobby D., Lois K., Pastor_______________________

________________________________________________________________________
Ministry Goal: _To help each new member understand volunteer ministry, discover his/her gifts, and find appropriate opportunities to serve______________________
Instructions:

1. At the top of each “Who” column identify a person with some responsibility in the process.

2. Note dates in the “Checkpoint” (Time Frame) column.

3. Next to each “Checkpoint” list the task the person is responsible for doing.

	Checkpoint (Time Frame)
	Who:

_Pastor____
	Who:

__Member_

Min. Coord.
	Who:

Interviewers
	Who:

_Director of Min. Areas_
	Who:

___New___

_Members_

	Feb. 1, May 1, Aug. 1, Nov. 1
2 weeks prior to each quarterly session
Quarterly Sessions
Within:
1 week
3 weeks
5 weeks

	Provides 
info on new members



	Receives info
Invites new members to Sat. sessions each quarter

Schedules interviews with each new member Arranges training

Contact directors with info
Follow up with directors

	Are trained


	Receives info
Contacts new members

	Are invited

Attend sessions
Contacted



Copies: ( _Dir. of Min. Areas__    ( _Pastor_____________    ( _Interviewers_______
Action Plans   [Step 6]
Coordinator: ____Jim B.______________________________ Date: _June 10, 20XX_____

Other Ministry Partners: __Susan S., Ken K., John D., Kim O., Liz W., Steve A.________

__________________________________________________________________________

Ministry Goal: _To develop a January “Marriage Enrichment Retreat” in a comfortable and sensibly priced setting, use outside “expert” to lead the sessions

Strategy Step: ___________________________________________________________

Desired Completion Date of this ministry goal or strategy step: __January 15, 20XX___

WHO?                  DOES WHAT?                                                                            BY WHEN?

_Susan____  (  _Secures a January weekend for up to 20 couples___  (  _Aug. 1____
                             _(max. 75 miles, $175 per couple)________________
_Ken______  (  _Contacts WELS/WLCFS to secure expert retreat ____  (  _Sept. 15__
                             _leader and maintains contact___________________

_Liz_______  (  _Creates a publicity plan, in phases, including______  (  Oct 30-Dec 1
                             _personal invitations to all couples in congregation_

_John_____  (  _Works with pastor, develops devotions and an____  (  _Nov. 15___
                             _informal worship experience___________________

_Kim______  (  _Develops a schedule that includes activity options__  (  _Nov 15___
                             _for couples that add “romance” (_______________

_Steve/Jim_  (  _Arrange for the copying of materials, availability of_  (  _Dec. 15-30
                             _snacks, coordination of transportation____________

_All of us___  (  _Evaluate the January 10-12 retreat and identify_____  (  _Jan. 30__
                             _blessings and concerns________________________

 (You may find it helpful to “work backwards” from the desired completion date.)

Copies: ( _Family Nurture Bd._    ( _Pastor_____________    ( ___________________

Sample Procedure Document

Volunteer Communion Preparation

(The communion ware, wafers, and wine are located in the kitchen under the microwave.)

On the day of communion, prior to worship, or on the day before communion:

1. Fill the wafer container and place it on the shelf in the chancel.  (See diagram.)

2. Fill the 40 plastic communion cups in the communion trays (Summer:  Seven trays;  School Year:  Eight trays).  Check for an open wine bottle in the refrigerator and use that wine first.  Please, fill the wine cups just half full, at the level of the tray.  (The cups are difficult for some people to handle if they are too full.)  Refrigeration of filled wine trays is not recommended.
3. Set the small wooden table from the sacristy in front of the church and put the tray for the deposit of used wine cups on the table.  (See diagram.)  The tray is located in the kitchen near the communion supplies.

4. Put the base for the wine trays and a folded white cloth on the altar.  (See diagram.)

5. Early Sunday service:  Place four (Summer) or five (School year) filled wine trays on the shelf in the chancel, next to the wafer container.  The other trays can be placed on the desk in the sacristy and are covered with a white cloth.  Late Sunday service:  Place three (Summer) or four (School year) filled wine trays on the chancel shelf.  [Summer Monday service:  Two trays;  School year Saturday service:  Three trays]  The trays in the chancel are then covered with a colored cloth which matches the color of the seasonal paraments.  (The cloths are located in the wall cabinet at the entrance of the sacristy.)  
Note:  Please remember to set up the communion ware for Sunday (after a Saturday evening service), for Monday (after the late Sunday service), and for the late service (following the early service).  Also, please empty and wash the tray used for the deposit of empty wine glasses after each communion service.  (Discard the used communion cups.)

Clean up after communion services:

1. Thoroughly clean all items used for setting up communion and put everything back in its place.  (Use warm water to clean wine/finger prints from communion ware.  A clean white cloth, 100% cotton dish towel, is to be used to wipe communion ware dry.)  Please handle communion ware carefully.
2. Contact the church office (call XXX-XXXX or leave a dated, signed note) when wine, wafers, or plastic communion cups begin to run low.  More will be ordered.

3. Contact our communion coordinator, Judy Jones (XXX-XXXX), if you have questions.
Thank you for your service to your Lord and his people!
Planning Grids

Church Council &

Boards (or individuals in some congregations)…

· Give high priority to completing your planning grids.  They keep you, as leaders, focused on your goals.  Board grids (area of ministry grids) are created first.  These are then combined to create the council grid.

· It’s helpful to display (perhaps 3 ft. X 5 ft.) your Ministry Plan in a prominent location.  This works great for reminding all members where you’re headed, sharing your plan with prospects, and helping volunteers to see the many opportunities for service in their church.

[image: image1.png]Six-Year Planning Grid —

Lutheran Church Council
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Notes:





These grids need to be updated annually, shortly after the review of your Ministry Plan.  This ensures that your ministry goals and subsequent strategies and action plans remain relevant.
Multi-Year Planning Grid – Board (or individual): ___Elders (Director)____
	Ministry Goals
	20__  1st Yr.
	20__  2nd Yr.
	20__  3rd Yr.
	20__  4th Yr.
	20__  5th Yr.
	20__  6th Yr.

	Musician 
Database


	· Identify Persons with Skills

· Interview Each

· Provide List to Music Coordinator
	· Identify New Members with Skills - Ongoing

· Update List Annually
	
	
	
	

	Provide Usher & Greeter Training


	· Review/Revise Position Descrip.

· Invite All Current & Interested

· Provide Two Training Sessions
	
	· Review/Revise Position Descrip.

· Invite All Current & Interested

· Provide Two Training Sessions
	
	· Review/Revise Position Descrip.

· Invite All Current & Interested 

· Provide Two Training Sessions
	

	Provide Course on Worship


	· Discuss Dates & Material Options with Pastor
	· Assist with Promotion

· Pastor Teaches Course
	
	· Assist with Promotion

· Pastor Teaches Course
	
	· Assess Needs for Additional Study

	Implement Lay Readers


	· Prepare Members to Understand

· Discuss Schedule & Guidelines
	· Enlist Participants

· Train Participants

· Schedule Readers & Implement
	· Review & Expand Lay Reader Prog.
	· Annual Review
	· Annual Review
	· Annual Review

	Trail Sermon Prep Group


	· Establish Plan
	· Appoint (Both Genders) Participants

· Initiate Plan
	· Annual Review
	· Annual Review
	· Annual Review
	· Annual Review

	Staffed Nursery


	
	· Contact Other Congregations

· Prepare PD

· Enlist Coordinator
	· Write Guidelines for Nursery Use

· Implement Staffed Nursery
	· Annual Review
	· Annual Review
	· Annual Review

	Review H. C. Distribution


	
	
	
	· Establish Plan

· Review History

· Seek Member Input
	· Experiment with Viable Options

· Seek Member Input
	· Review/Revise?

	Etc.


	Etc.


	Etc.


	Etc.
	Etc.


	Etc.


	Etc.




Annual Ministry Grid – Board (or individual): ___Elders (Director)___  Year:_20XX_

	Goals
	Jan.
	Feb.
	Mar.
	Apr.
	May
	June
	July
	Aug.
	Sept.
	Oct.
	Nov.
	Dec.

	Worship


	Input from Pastor on Worship Concerns & Oppor.
	
	Usher & Greeter Training (Usher Coord.)
	Input from Pastor on Worship Concerns & Oppor.
	Newsletter Article from Elders (by ____)
	Bulletin Insert by Elders (by ____)
	Input from Pastor on Worship Concerns & Oppor.
	Musician Database

(Music Coord.)

Updated Annually
	Set Plan to Use Lay Readers
	Input from Pastor on Worship Concerns & Oppor.
	Prepare Schedule & Guidelines for Lay Readers
	Discuss Dates & Options for Worship Course

	Strayed & Straying


	Discuss Early Warning System
	Share Info with Cong.
	Implement Early Warning System
	Continue to Share Info with Cong.
	Begin to Assign Contacts with Staying
	Continue Contacts & Written Reports 
	Continue Contacts
	Continue Contacts
	Consider 

Using Assistants & Provide Training
	Continue Contacts
	Review Process
	Continue Contacts

	Elder Growth & Devotions

	Devotion by Pastor

& Develop Personal Growth Plan
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Pastor

& Discuss Personal Growth Plan
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Elder (______)
	Devotion by Pastor

& Update Personal Growth Plan
	Devotion by Elder (______)

	Etc.


	
	
	
	
	
	
	
	
	
	
	
	


Notes: ____________________________________________________________________________________________________
_________________________________________________________________________________________________________
Multi-Year Planning Grid – _______ Lutheran Church Council

	Ministry Areas
	20__  1st Yr.
	20__  2nd Yr.
	20__  3rd Yr.
	20__  4th Yr.
	20__  5th Yr.
	20__  6th Yr.

	Worship


	· Provide Welcome Packets to Visitors

· Create Musician Database

· Provide Greeter & Usher Training
	· Pastor Teaches Worship Course

· Implement Lay Readers

· Pilot Sermon Prep Group
	· Provide Facility Task Force Input

· Weekly Children’s Messages

· Provide Staffed Nursery
	· Review Facility T. F. Proposals

· Pilot Saturday PM Worship

· Study Communion Distribution
	· Study Facility Use Options

· Discuss Alternative Worship Options

· Trial Use of PP During Worship
	· Begin Using New Facility

· Staff Visitor Welcome Center

· Pilot Alternative Worship

	Adult Nurture


	· Begin Classes in Core Curriculum

· Begin Email Devotion Program

· Add Bible Class & EMV Recruitment
	· Offer More Classes Core Curriculum

· Train 2 Lay Bible Study Facilitators

· Stew. (Whole Life) Bible Study
	· Repeat/Continue Core Curriculum

· 2nd Phase Bible Study Recruit.

· Plan/Conduct 1st Marriage Retreat
	· Review Classes in Core Curriculum

· Train 2 Lay Bible Study Facilitators

· Stew. Cottage Meetings
	· Repeat/Continue Core Curriculum

· Pilot Small Group Bible Studies

· EMV Bible Study Recruitment
	· Repeat/Continue Core Curriculum

· Train 2 Lay Bible Study Facilitators

· Quarterly Saturday Stew. Seminars

	Outreach


	· Add New Resident Program

· Sharing Our Savior Bible Study

· Expand Prospect Newsletter
	· Train 2 Additional Evangelists

· Plan/Conduct 1st Outreach Seminar

· Begin Quarterly Direct Mailings
	· Position Public Relations Person

· Plan/Conduct 2nd Outreach Seminar

· Implement Care Center Program
	· Train 2 Additional Evangelists

· Plan/Conduct 3rd Outreach Seminar

· Organize Program for Transportation
	· Begin Community Events (2/year)

· Sharing Our Savior Bible Study

· Assimilation Plan Review
	· Train 2 Additional Evangelists

· Plan Community Events (2/year)

· 1st Community Impact Effort

	Member Ministry


	Etc.
	Etc.
	Etc.
	Etc.
	Etc.
	Etc.

	Etc.


	
	
	
	
	
	

	Etc.


	
	
	
	
	
	

	Etc.


	
	
	
	
	
	


Notes: ____________________________________________________________________________________________________
_________________________________________________________________________________________________________
Sample


Sheets





Sample


Sheets





1. Pastor’s study on gifts, 2. Coordinator’s Spiritual Gifts and Personality Profiles, 3. Interviews determine how gifts, interests, personality, and schedule best match roles (use PDs)
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