
What’s the plan? 
 
We’re in the time of year that Retool churches are working on their strategic plans. 
Retreat #5 is done, and work on the initiatives is progressing.  Or should be…  Strategic 
planning is hard, and is often simply not done by many churches. It’s been my 
experience that when church leaders meet, they often substitute short-term 
brainstorming for effective long-term planning.  Brainstorming is great, and generally 
produces a flood of good ideas, but it often stops there. What Retool is after is a well-
crafted plan, spanning two to three years, with the scope and sequence carefully 
considered.  As coaches, how can we help our churches accomplish this? 
 

1) Encourage them to think big.  Everything will hang from the initial SMART goals 
they establish.  When facilitating Retreat #5, I often illustrate this by asking how 
we should do a kitchen remodel (or some other large project).  We don’t just pick 
up the odd 2x4 and cabinet when the fancy strikes.  Generally, we start with a 
pretty good idea of what we want the kitchen to look like when we’re done, then 
start drawing up the plans accordingly.  This leads to what I call “top down” 
thinking.  Start at the end of the process, get a firm picture in mind, then build 
backwards. 
 

2) Use a tabletop process.  Often when brainstorming, I like to put sheets of paper 
on a tabletop, starting with today’s date on one side, and ending with the three-
year goal on the other (often connected by a line).  Then, using sticky notes, we 
start brainstorming ideas along that timeline.  Using sticky notes allows us to 
move ideas around, remove them or expand on them.  In the brainstorming 
mode, we can never tell if an idea is a good one or a silly one until we see it in 
context, so flexibility at this stage of the game is an asset. 

 
3) Connect ideas to build momentum.  One of the cardinal sins of ministry planning 

is a good idea that leads to nowhere.  Have a great ministry idea?  What’s the 
next step for the participants?  Generally speaking, you want to create 
momentum, and build entry paths into the church.  Remember Jesus’ “Come 
and…” approach (Retreat #1).  We want newcomers to have ample opportunity 
to “rub shoulders” with the people in our church, for they can be some of the best 
evangelists we have.  Encourage the church to create opportunities that lower 
barriers and expectations early on. 

 
4) Create success indicators in their plans.  In the samples in the workbook, we 

haven’t included this, but one of the Filipino churches added that to their plan, 
and it makes so much sense.  Their plan was built around the following columns: 
Plan, Timeline, Person Responsible, Budget, Success Indicator.  Good Success 
Indicators will allow for excellent mid-course corrections. 

 
5) Stay in touch.  If you’re like most of us, your time is at a premium, and it’s easy to 

let this slip this late in the process.  Phone calls, Skype, FaceTime…pick your 
communication tool and work it hard to stay in touch.  If you are able, consider 
meeting with your teams between retreat to encourage, sharpen and focus their 
thinking 

 



In a very real since, the entire process of Retool hangs from Retreats #4 & #5.  Prior to 
this, we’ve created time and space for God to prepare the “wineskins” at the church, and 
after this we’re harvesting the work.  Good process now can make all the difference! 
 
 


