Mission Planning
A Process developed by Mid North Coast Presbytery
Introduction
This process has been developed as a response to the conversation around mission and the
appropriate use of property which is taking place in the NSW.ACT Synod, and the Presbyteries
which make up this Synod. Our hope is that this process will enable congregations and faith
communities to have an orientation which is both outward and is future focussed. The
Presbytery is keen to ensure that all congregations utilise this resource and enable the discussion
and planning it will provoke. While this guide will be distributed widely and is available to
anyone interested, the Presbytery will also be training a number of people in each Zone to help
facilitate this process with local churches. If you require any help in understanding or
undertaking this process, please contact the Presbytery’s Zone Ministers:
Southern Zone — John Squires and Elizabeth Raine
email <johntsquires@bigpond.com>, <elizraine@bigpond.com>
phone <02 6586 4632>, John’s mobile <0408 024 642>
Elizabeth’s mobile <0400 245 006>
Northern Zone — Lindsay Cullen
email <linz@lindsaycullen.com>
phone <02 6655 1050>, mobile <0408 000 165>
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What is Mission Planning?
While mission planning might sound like a formidable exercise, the process is quite
straightforward. The key task you are being asked to consider is what your church will
be like in the next 3-5 years.
Consider the following questions. Do you know in what direction your
church is going? Will you be closer to realising your vision and hopes
for your church in 3-5 years time? If nothing changes in your church,
will your church look any diﬀerent in the future from what it looks like
now?
To answer these questions properly, congregations need to undertake
mission planning.
Mission planning helps congregations to formulate the road map that
details how your church will move forward into the future. It spells out where your church is
going over the next few years and how it is going to get there. A good mission plan is a tool that
should help your church do a better job, and it should help your congregation to focus their
energy, resources, and time in the same direction.

“Your job as the church planter is to convince the community not just that your church could exist but that
it should exist. There is a moral imperative to this ministry” – Cameron Trimble, NCLI Director.
Discussion: While we are not necessarily talking about church planting with our mission
planning, Trimble raises a good point about churches. Take some time to talk about why your
church should exist. What things does it oﬀer to the community that would be missed if they
were no longer available?
Mission planning should also help you cultivate a culture of strategic thinking, so this thinking
becomes part of your church’s daily decision making. It helps to get everyone focused on the
same goals and pulling in the same direction.

Outline of Process
This process aims to move congregations or faith communities from considering the big picture
of their vision, sense of purpose and calling, to setting the priorities which will shape the group’s
movement toward their vision, to the immediate planning required to action those priorities. As
a result, the process will move through three phases, which we are calling Picture, Priorities,
and Planning. A brief overview of each of these three phases follows.

!

2

Picture
The aim of this phase of the process is to have a
clear Picture of where we want to be in 3 to 5
years (or longer). In considering this picture of the
future, we will think what the mission or
purpose of our congregation or faith community
is, taking into account any current mission or
purpose statements previously developed. We will
also explore the values which both motivate and
underpin our sense of calling.

Our Values

Our Unique Our Context
Gifts (SW)
(OT)

Above all, it is important to have a very clear and
vivid picture of how our church and wider
community connected to it will look in 3 or 5 years
time if we have been successful in our aims.

Strategies

Goals
(SMART)

Actions

Our Vision

(Picture of the future)

A way to visualise
the process
!

Regular Monitoring

Objectives

Priorities
In order to reach our picture of success, we need
to set the Priorities which will guide our actions
in getting there. To do that, we will need to have a
good understanding of the reality of our current
situation, focussing on the unique strengths we
have as a group, and on the context in which we
are worshipping, witnessing and serving.
In order to achieve this understanding, we will use
the SWOT tool — Strengths, Weaknesses,
Opportunities, and Threats. We will then
consider the strategies which will move us from
our current situation to our desired picture of the
future, and the priorities which flow from those
strategies.
Planning
It’s important to move from the big picture to the
concrete plans and actions which will enable us to
reach our vision, so this phase requires us to
consider the objectives which need to be
achieved in the long term, and the goals which
work toward those objectives. We will ensure that
our goals are SMART (Specific, Measureable,
Ambitious/Achieveable, Relevant/Realistic and
Time specific). From goals, we will move to even
more specific action items with responsible
people or groups and deadlines named.
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A vital part of the planning process is to ensure that an appropriate monitoring process is in
place which will both check that actions and goals are being achieved, and will enable
appropriate regular reconsideration and development of the overall vision in the light of new
information, new circumstances and new experiences.
We hope that this overview helps you to engage with the mission planning process with a sense
of the the direction in which we’re heading. Below, you will find a description of each phase of
the Mission Planning Process, highlighting the purpose of each phase, the issues which need
to be addressed, and the outcome we are hoping for from each phase of the process.
As you work through the process, you may find yourself wanting to go back and think about a
previous part of the process again. That’s ok, Mission Planning is an cyclical process and it’s
natural that sometimes a part of the process that comes later will enable a new way of thinking or
a new insight into a previous part of the process. But remember that the whole aim of the
exercise is to get to actions and outcomes. Don’t get ‘bogged down’ by trying (for
example) to get a perfect mission statement or an absolutely comprehensive list of
values. Sometimes they simply need to be ‘good enough’ to get you to the next stage of
the process.

Picture
Mission
Purpose of this phase
To be clear about the mission or purpose of your congregation or faith
community. To have looked at and thought about your mission
statement and amended it if necessary, or to have created a mission
statement if necessary.
Issues to address
Most churches in the Mid North Coast Presbytery have mission
statements that appear on their newssheets or on their banners. A
Mission Statement is a Christian value statement that seeks to express the reason for why your
congregation exists. It should describe what you hope to accomplish as a church, through the
grace and help of God. While it should reflect your vision and core values, it should also lead you
beyond the congregation into the world.
Mission defines your purpose—the purpose for which you were founded and why you exist. A
mission statement states what the church organization intends to accomplish and who or what it
is trying to serve. It also serves as a guide for day-to-day operations and as the foundation for
future decision-making.
Take a moment to look again at your mission statement. What is your mission statement saying
about your church in terms of its values and its actions? In what ways does it reflect your vision
of what ‘church’ is?
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Write down what you understand about your church. You may find the following
questions helpful for this exercise.
How you want your church to be known in your community? What things are distinctive about
your church compared to the other churches in your area? Try not use words like family, friendly
and welcoming in your description. Every church claims to be these things. You need your church
to be distinctive. How is your church diﬀerent from all the others in your neighbourhood? In
what ways can your church change lives? Why does your church matter in your community?
Your mission plan needs to take account of how your church is diﬀerent from the other churches
in the community, and what it is oﬀering that the other churches do not.
Outcome we hope for
A current mission statement and a shared understanding of it.
Our uniqueness
Purpose of this phase
To have a clear sense of the
uniqueness of your church, and
of the context in which you live.
Issues to address
To create a mission plan you
need to understand how God has
uniquely gifted your church with
strengths, abilities, and gifts. You
need to understand and embrace
your church’s uniqueness and develop plans around it. To write a mission plan you need to ask the
following questions:
• Why do we exist?
• What is God’s purpose for our church?
• How can we, with limited resources, really make a difference?
Your unique advantage is what your church does or potentially could do better than other
churches. The result of a well-developed and executed mission plan is to develop a unique
advantage. It is what you do best that draws people to use your programs and services instead of
similar organizations. Successful churches deliberately make choices to be unique and diﬀerent in
activities that they are really, really good at doing and they focus all of their energy in these areas.
Your unique advantages are the foundation, the cornerstone of your strategic plan. Throughout
the planning process you will need to evaluate every part of your plan to determine whether it
supports or detracts from this.
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To identify your unique advantages ask the following questions:
• What does your church do best?
• What can your organization potentially do better than any other organization?
• What unique skills, resources, gifts and capabilities has God placed in your church?
Know your community!
You should consider collecting information about your community. You can get demographic
statistics about age, income, race, religion from the Government Census. The NCLS can also
provide you with community data. Other things you can do and questions you can ask include:
• Walk the streets, talk to the neighbours, and local businesses.
• Ask them why they like living in this community?
• Ask what kind of social and political organisations people belong to
• What would the neighbourhood like to see in a church?
• You might consider asking them if they attend church? Which one? What do they like about it?
• What kind of church would they be interested in attending?
• What sort of things could the church be involved in this community?
Outcome we hope for
A clear understanding of your church’s unique advantages. A good sense of the wider community
in which you operate. Some thoughts about how these two things might fit together.
Vision
Purpose of this phase
To have a clear picture of the future you are aiming for,
with regard to your church and your wider community.
Issues to address
Asking the question, “Where are we going?” helps you
to answer other questions, such as, What will my church
look like in the future? Where are we headed? What is
the future I want to create for my church?
A vision is a picture of what your church’s future makeup will be and where the organization is
headed. Vision provides a clear mental picture, by faith, of what your church will look like in
three to five years from now. Forming a strategic vision should provide long-term direction, set
out the activities to be pursued, describe the capabilities it plans to develop, and infuse the
church with a sense of purposeful action. It serves as a unifying focal point for everyone in the
organization.
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A Godly vision is based on God’s will for the church. It is a picture of seeking the needs of other
people and meeting those needs. It is vitally connected to the heart of God and God’s
perspective. A Godly vision should empower and motivate you.
To write a vision, pray and seek God’s wisdom by asking the following questions:
• What will our church look like in five years from now?
• Where is God directing our church?
• What is God’s vision for our church?
Outcome we hope for
To be able to describe what your congregation or faith community will look like and what your
wider community will look like in 3 to 5 years time, if your vision succeeds.

Priorities
Values
Purpose of this phase
Being clear about the values which motivate and underpin your
strategic directions.
Issues to address
Values are enduring, passionate, and distinctive core beliefs of
your church. Values are why we do what we do and what we stand
for. They are beliefs that guide the conduct, activities, and goals of the
organization. Values are deeply held convictions which influence our attitudes and behaviours.
Your core values are part of your strategic foundation.
A church’s values inform the kind of strategic direction a church considers or rejects. When
values and beliefs are deeply ingrained and widely shared by ministers and congregations, they
establish a way of being within the church and they shaoe church strategy.
Ask yourselves the following questions:
• What are the core values and beliefs of our congregation?
• What values and beliefs guide our daily interactions?
• What is our church really committed to?
Outcome we hope for
To have a list of shared values that will help you as you determine your strategic directions.

!

7

SWOT Analysis
Purpose of this phase
You have begun thinking about how your unique
advantages and your unique context may fit together.
The SWOT tool (Strengths, Weaknesses,
Opportunities, Threats), will help you solidify and
expand that thinking.
Issues to address
The SWOT (Strengths, Weaknesses, Opportunities,
Threats) is a tool to help match internal organizational
strengths with external opportunities to meet the needs of
your congregation and community best. Think of the SWOT as a tool to assess your current
strategic position. A good understanding of your strengths and weaknesses, your opportunities,
and the external threats is essential to developing a good mission plan.
The SWOT exercise is only as good as the information it contains. Gathering information from
your congregation and stakeholders about the eﬀectiveness of your programs, services, and
church is essential for the SWOT to be of value, and help you to identify key issues. The purpose
of a SWOT is to help you match your church’s internal resources and capabilities with your
external environment.
When you plan you will need to set goals to build on your church’s strengths, shore up the
weaknesses, capitalize on the opportunities, and recognize the threats.
Assess your strengths and weaknesses by answering these questions: what do we do
well, and where could we improve?
Assess your opportunities and threats by asking what opportunities should we take
advantage of and are there any emerging trends that might affect our organization?
Outcome we hope for
A more detailed sense of how your congregation or faith community might need to change or
develop in order to reach its vision in its current context.
Strategies
Purpose of this phase
To make some decisions, on the basis of your vision and purpose, and your values and context, as
to what directions are most important for your congregation or faith community to pursue.
Issues to address
Knowing how you will reach your vision is the basis of your mission plan, but it is also the most
time consuming. The reason it takes so much time to develop is because there may be a number
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of ways from your current position to your vision. Picking the right way determines how quickly
or slowly you get to your final destination.
Strategy establishes a way to match your church’s strengths with opportunities, so that your
church will be what comes to people’s minds when they have a need. Strategy answers the
question “how.” It explains how you will travel to your final destination.
Consider listing the top one to two strategies or long-term activities your church needs to pursue
in order to achieve its vision, by asking the following questions:
• How will we achieve our vision?
• How can we best match our strengths to what we hope to achieve?
• How do we reach those we wish to reach?
One of the key things in establishing a successful mission plan is identifying who will carry it out.
Leadership is a key element in a mission plan. You need to identity:
• Who are the leaders/members of your mission team?
• What are their gifts?
You also need to consider what resources you have that can be used to help you establish and
implement your mission plan.
• What resources do you have? How will you use your buildings in your mission plan?
• Will your mission plan cost money? How will you pay for it? Will you need to
fundraise?
Outcome we hope for
Decisions regarding the particular directions you will use in order to reach your vision.

Planning
Strategic Objectives/Priorities
Purpose of this phase
Specific objectives arising from the directions
you have chosen above.
Issues to address
Strategic objectives are long-term, continuous
strategic areas that will help you establish your
mission and achieve your vision. In other words,
objectives are long-term (3–5 years) general areas
that state how your church will get from where
you are now to where you are going (your vision).
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Objectives define what your organization is intending to accomplish both programmatically and
organizationally. Objectives work towards converting what you see as your mission into actions
that will accomplish it, and help sustain your unique advantage.
To write objectives ask these questions:
• What are the key activities that you need to perform in order to achieve your vision?
• What areas do we need to focus on over the next 3-5 years to accomplish our vision?
Outcome we hope for
A list of key activities or areas of work to be the focus of the next 3-5 years.

Goals (SMART)
Purpose of this phase
To move from general areas of focus, or
long term objectives to specific targets
which can be worked toward and whose
success can be measured.
Issues to address
Goals clearly state what you want to
accomplish, when you want to
accomplish it, how you are going to do
it, and who is going to be responsible.
Each goal should be specific and
measurable. With short-term goals, the organization converts
the mission, vision, and long-term objectives into performance targets. Realistic
goals should stretch your church to reach its full potential.
It is important for the church to view goals as motivational targets, as exciting, measurable
milestones for the future. Think about achieving them in a 12–18 month time frame. Write goals
that build on your unique advantage and your strengths. Additionally, you can use your SWOT
analysis to help you write your goals. Match your strengths with opportunities, plan to build up
your weaknesses, and consider the how you might address any threats.
Goals ought to serve as a tool for stretching a church to reach its full potential. Goals can be
diﬃcult to set because they should be faith-stretching without being too far-fetched or diﬃcult.
This means setting them high enough to be challenging to energize your church. You should
prayerfully seek God’s guidance in setting goals. Hold your plans before the Lord.
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The following is an explanation of the criteria for SMART goals:
• Specific – Goals must answer the questions: How much? What kind of action is to be
accomplished?
• Measurable – Goals must be stated in measurable terms: Can we measure this goal? How will
we know if we achieved this goal?
• Ambitious yet Achievable – Is the goal ambitious yet achievable? Goals must provide a stretch
that inspires people to aim higher. Set goals you know you can realistically achieve.
• Relevant/Realistic – Is the goal relevant to achieving the objective? Goals must maintain
consistency and focus.
• Time Specific – Is the goal time specific? Goals must answer the question, “by when is it to be
accomplished?”
Write goals by asking these questions:
• What are the 1- to 3-year goals we are trying to achieve to support our strategic
objective?
• What are your specific, measurable, and realistic targets of accomplishment?
Outcome we hope for
A list of SMART goals for each Strategic Objective or Priority.

Action Items
Purpose of this phase
Detailed planning covering actions which need to
be taken and assigning responsibilities to specific
persons or groups.
Issues to address
Action items are plans that set specific actions that
lead to implementing your goals. Action items are
basically a “To-Do List” for each goal. It involves listing out the concrete steps that you need to
accomplish in order to achieve your goals. An mission plan explains who is going to do what, by
when, and in what order for the church to reach its goals.
It is important to assign responsibilities and deadlines. Assign each goal to a church member, or
volunteer. Ask him/her to write the action plan and be responsible for making sure the task is
accomplished. Another method is to identify all the actions that need to occur in the next ninety
days, and who will be responsible for them. You can repeat this same process every ninety-days
until the goal is achieved.
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To write action items ask:
• What are we going to do in the next 90, 60, 30 days to work towards this goal?
• Who is responsible for doing it?
• When will it be done?
Outcome we hope for
Each goal will have a list of action items, with people assigned, so that if all the actions are
completed, the goal would be achieved.

Monitoring Strategy
Purpose of this phase
You need to monitor your strategic plan, and
actively track your progress towards your goals.
Issues to address
You need to monitor your strategic plan, and
actively track your progress towards your goals.
Ask yourself whether your goals are being achieved.
Are you on target? Has something changed? What can
you do to get back to the plan, or reassess you plan?
Who is responsible for monitoring?
Outcome we hope for
A clear commitment to who will monitor progress and when that evaluating will take place.

Implementing your plan
Purpose of this phase
To ensure that the plan is actually put into action!
Issues to address
Implementation is the most diﬃcult part of the planning process: it is actually achieving the
goals set out in the plan while remaining alert and flexible to new opportunities as they might
arise. The overall aim is integrating the strategic planning with daily, weekly, and monthly
routines. It is good to remember that a plan that is well-implemented brings Godly success to the
church.
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The plan needs to be supported with people,
money, time, systems, and, above all,
communication. Communicate the plan to
everyone in your church. Hold a monthly or
quarterly strategy meeting to report on the
progress toward achieving the goals. Take
corrective actions as needed. Above all, remember
that implementing the plan requires continued
daily prayer for direction accompanied by
obedient action in response to what God reveals.
Outcome we hope for
The normal activities of the congregation or faith
community are all aligned with the plan you’ve
created, and everyone involved in the group
understands the vision, the specific directions and
the particular part they play.

Conclusion

Remember:
On the road called mission planning, it's
important to know the potholes to avoid:
• Don’t make your plan too complex. There are
usually two or three key issues that will be
discovered, and, if acted on, will lead to
enhanced health and vitality of your church.
Keep it simple and achievable.
• Make sure you revisit your Mission Plan. Your
plan should be flexible, and able to be adjusted
along the way, revised and renewed according
to the needs and resources available to you.
Keep your planning documents alive. Don't
shelve them, file them, or forget about them.
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A mission plan is a living, dynamic document. It
drives your church and must be integrated into
your church, so everyone is helping to move the
church in the same direction. All the best missions
and strategies in the world are a waste of time if
they are not implemented. To be truly successful,
the plan cannot gather dust on the bookshelf or be
tossed in a filing cabinet.
Mission planning is about keeping the plan active.
Keep your goals before you and know where your
milestones should be. Plan your actions and
evaluate your progress each quarter. Are you where
you thought you would be if you had been on
target? Or, if you are oﬀ target, how far are you
oﬀ? The course correction to put you back on
track becomes your next action plan. When your
church has a clear plan and acts according to the
plan, you are going to go from where you are to
where you want to go, therefore, ensuring your
success.
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Any process is only as good as the outcome of that process. Our hopes for the outcome of this
process is that through the diﬀerent elements of planning you will have some good answers to
three summary questions:
• Where are we now?
• Where are we going?
• How will we get there?
Could you give one paragraph answers to each of those questions to someone who asked? If not,
do you need to go back and look at one or more of the phases in the process above to help you
gain those answers?
And if you can give those answers, then the job isn’t finished, now the real work of doing it
begins! God bless you on that journey. We look forward to walking it with you.
Mid North Coast Presbytery, 2014
Elizabeth Raine, John Squires, Lindsay Cullen

Adapted from
http://mystrategicplan.com/resources/church-planning-part-2-elements-of-a-strategic-plan/ by Nancy Olsen and http://
www.ucc.org/newchurch/pdfs/NCD-Ministry-Plan.pdf
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