

		Congregation Assessment Team
Congregation Assessment Team: This team will be led by the pastor.
· Addressing Broken Systems Discovered Through the Triage for the Stuck Church Evaluation
· Lead SWOT Analysis Process
Addressing Broken Systems Discovered Through the Triage for the Stuck Church Evaluation
Using the system modules found in The Increasing Church Capacity Guidebook, you will address the system modules in the correct sequential order corresponding to the lowest scores discovered in your church’s Triage for the Stuck Church evaluation (the Vision system is assumed). It will be your responsibility to team with the pastor to work to strengthen these systems over the next 6-12 months. 
The systems you will work on during this time are:

















SWOT Analysis
Preliminary Thoughts
Leading the congregation in this SWOT Analysis process is the last step in the work of the four teams. The other three teams will need to have finished their work before you schedule this event as you will need to have them share their conclusions at this meeting. 
The primary task of the Congregational Assessment Team is to lead the congregation in helping the Vision Team discern its next steps in the renewal process. In several large group gatherings, this team will introduce the congregation to the internal characteristics discovered by the Church Study Team and the external discoveries of the Community Assessment Team. In those meetings, it will lead the congregational members in a SWOT Analysis. The SWOT Analysis is a tool that enables the participants to take another snapshot view of reality. Whereas the Triage for the Stuck Church evaluation provided an analysis of five critical systems, the SWOT Analysis allows for broader focus—a personalized look at the ministry of the church as a whole.
Your job as a team is to guide a process that will allow the entire congregation to provide input into the renewal process, not to lead them to a particular conclusion. In the end you will be surprised at the alignment with issues surfaced in the Triage evaluation as well as the community and history surveys that are being done. This provides additional proof that you are getting down to the right issues to address. 
The Process
There are two ways to acquire broad input into this process. The first alternative would be to hold in all-church meeting in which everyone is invited to attend and provide input into the visioning process. The reports from the church assessment and the community assessment teams can be given to the large group with a brief opportunity for Q & A. Then, depending on the size of the group, you can conduct the SWOT Analysis with everyone present (works with up to 35-40 people) or divide the larger group into smaller groups of 25-30 and send them to various rooms in the building with the leader to conduct the SWOT analysis. If only one gathering of people is feasible, or if the gatherings need to be large to facilitate the number of people in the Fellowship, have the group, by twos, threes, fours or whatever is needed in terms of number of groups. This will create greater diversity within them.
The second alternative would be to schedule and publicize multiple opportunities for people to gather, hear the reports and go through the SWOT Analysis process. This could be done by dividing the congregation alphabetically and having them come at different times during a week.
The church assessment team needs to decide which alternative provides the greatest input. Obviously, the first alternative involves the least amount of work but requires a team of leaders who will conduct the analysis with the groups meeting around the building. A week before the scheduled congregational meetings, give all attenders a copy of the SWOT Analysis form to fill out personally before coming to the meeting of which they will be part. Ask them to bring their form to the meeting for reference. After the meeting, collect all of the participants’ forms for further study.
Groups may begin with fellowship around coffee, sharing a bit about what the Vision Team has been doing. Allow the church history and the community survey task force each to give a 15 to 20 minutes report on their findings. Then brief them on the rest of the SWOT Analysis process in which they will be participating next.
The leader should take about 30 minutes to move through SWOT Analysis process. It would be appropriate to bring the smaller groups back together (when using them in this process) for the final ‘thank you’ and prayer for the continuation of the Renewal process. A sample picture of the SWOT Analysis is below:
           [image: ]
The SWOT Analysis process involves four categories: Strengths, Weaknesses, Opportunities, Threats. Strengths and weaknesses involve taking an inside look of the congregation. You will be asking those present what they see the strengths and weaknesses are of the church. Strengths can include ministries of the church, the worship time, the pastor or other leaders, a personal characteristic as a result of the Spirit's presence in the church, etc. Weaknesses may be similar issues, things that should be found in the church but aren't. 
Next, you will ask them what they see are the opportunities and threats they believe are facing the church as they take an outside look at the community. Opportunities can be a need they see in the community that the church can fill or a collaborative ministry that your church can participate in with another church. Threats can include zoning issues, political issues, no room to grow, and other problems that could prevent the church from accomplishing its mission. You may already assume before you start that there will be spiritual warfare. You can also assume that God reigns over the church and that he is giving you strength, wisdom and guidance towards his plan future for you. 
What the SWOT Analysis process is seeking to accomplish is to guide you to the right efforts that best utilizes your strengths and minimizes your weaknesses. When the strengths of your congregation couple with an external opportunity, a breakthrough can take place in the ministry of the church. When your church’s strengths come against an external threat, a battle can emerge to overcome that menace. Conversely, when your congregation’s weaknesses are exposed by an external opportunity, the church can experience a sense of frustration, as well as weaknesses confronted by external threats can produce failure. Your goal in this exercise is to help the church discover where God can best use your strengths within the community to sow the gospel and reap a harvest.
Use four different large sheets to represent each of the four categories. Start with strengths and ask all present to share what they see are the strengths of the church. Do not discourage anyone's point of view. Continue on through all four categories. Then asked those present to each mark three statements in each of the four categories that they believe are the most important ones (a total of 12 marks for each participant).
A suggested pattern for these informal gatherings:
6:30 PM	Coffee, Desert, Fellowship
7:00 PM	Overview of the evening & Prayer/Overview of Vision Team work
7:10 PM	Church Study Team Report
7:25 PM	Community Assessment Team Report
7:40 PM	SWOT Analysis Process
8:15 PM	Closing Prayer
The results of each group SWOT Analysis will be given to the team leader who will compile the list on the groups (or have someone compile them). The compiled list should indicate how many times each item was suggested by a group. The Vision Team needs to take time to go over these responses before the third Renewal retreat, as its members will participate in a clarifying SWOT Analysis during that time.
Use the following questions to help the vision team:
1. What is congregation good at?
2. What is congregation passionate about?
3. What are needs of community we are serving?
4. What can we do differently or better than other churches in our area (meet an unmet need in the place where God has called us to serve; i.e. think like a missionary)?
5. What do we as leaders hear the Lord speaking to our hearts about these issues?
Final Step
When the Congregational Assessment Team has finished the SWOT Analysis meetings with the congregation, this team will work with the pastor to prayerfully develop the Vision Statement that will guide the church in developing its strategic initiatives. This statement will be sent to the renewal coach prior to that retreat.
Secondly, this team will compile a list of the congregation’s input to the four areas of the SWOT Analysis to bring to the next coaching meeting. This list will be part of the strategic development discussion of the Vision Team.
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