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Patterns for Best Practice in Pastoral
Planning
1.
2.
3.
4.

What is a “Pastoral Plan?”
Three types of decisions
Tool for guiding change
Solid consultation and decision-making
process
5. Predictable Conditions
6. ‘Change readiness’ versus ‘change
management’
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Planning: just one more step in the
journey
“I think this is truly the most powerful
experience we can have: to belong to a
people walking, journeying through history
together with their Lord among us! We are
not alone, we do not walk alone …. We are
part of the one flock of Christ, walking
together.”
Pope Francis, October 3, 2013
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A journey … communio in action
DISSONANCE

RESURRECTION

REINTEGRATION
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DISINTEGRATION

DARK
NIGHTS

“I know that the
Journey
is going well,
not by how
good it feels,
or by how easy it is,
but by the
communio
turning back
outward
toward missio”
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A plan is an intentional relationship
WHAT
WE
AGREE
TO DO

Planning
Commission

PRIESTS

BISHO
P

AGREE ON
HOW TO
GO
ABOUT IT
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AGREE TO BE
ACCOUNTABLE
TO EACH OTHER

DIOCESAN
FINANCE
COUNCIL

PARISH
LEADERS

PARISH
MEMBERS

AGREE ON WHY
WE ARE
DOING IT
AGREE ON
WHEN WE
WILL ACT
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What is a Catholic pastoral plan?
• Discernment: The Body of Christ fully alive and
actively seeking God
• Catechesis: A “Breaking Open” of the mission of
the Church: Catechesis of the Faithful
• Vision: The prophetic voice of the communio for
missio
• Ministry: An intentional relationship
• Communication: A documented relationship
• Conversion: A transformational process
• Evangelization: The new Evangelization in action
3/11/2015
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Three Types of Decisions
1. End Determined:
• We already know WHY we are doing this planning
• We already know WHAT we are doing
• We already know HOW we are going to do it
If the end is already determined, organizational DESIGN is already chosen, the
focus is on DELIVERY or implementing well
The purposes of consultation is on continuous improvement of
Delivery/implementation
• Consultation provides a protocol for feedback and continuous
improvement that
– Identifies and mitigates risk
– Helps implement the plan well

3/11/2015

7

Three Types of Decisions
2.
•
•
•

End in View:
We already know WHY we are doing this planning
We already know the CONDITONS we want to create
We already know HOW we are NOT going to do it

If we do not yet know The DESIGN the purposes of
consultation are to develop the DESIGN and to DELIVER or
implement the design well
• The key leadership tool is a “Guiding Change” document
• The decision-making process creates consultation about
the DESIGN AND DELIVERY
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Three Types of Decisions
3. End Undetermined
• “I don’t know, what do you think?
• “I don’t care, what do you want?”
DO NOT DO THIS ONE
(Unless you are writing s script for a mix of
Saturday Night Live, Monty Python and Rocky V)
3/11/2015
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Tool for Guiding Change
UNACCEPTABLE MEANS

CONTEXT AND
REALITY
Strategic Roadmap
Mission
Vision
Strategic Directions
Key Trends and
influences

CREATIVE SOLUTIONS
Configurations
Strategies
Systems
Initiatives
Programs
Tactics
behaviors

UNACCEPTABLE MEANS
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RESULTS
Desired End State
Conditions
Services, Programs,
Fiscal Performance
Measures,
Indicators of
Success

After Dennis Cheesebrow,
TemWorks International
10

Context and Reality
Some Examples
•
•
•
•
•
•
•
•
•

A significant number of Catholic schools appear to be unsustainable and parishes with
schools are financially marginal
We have a new leader (pastor/bishop): what does he want?
We are growing and growing fast: we need to make sense of how we go forward
Many Churches are underutilized and of an age where the costs of maintaining the buildings
is very high and rising
The number of school age children has dropped in some regions of the diocese while in other
regions the numbers are greatly increasing
Many families are choosing to attend Masses outside their own territorial parish and are not
consistently affiliating with any parish community
Catholic schools have come to be perceived as a service, a private education, and not a
mission of the parish
The economy of the region covered by the diocese has shifted and giving is down by a
significant amount
The average age of parishioners across the diocese has risen to 68 years old and 70% of
people younger than 35 unaffiliated with any religious denomination
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CHANGES

Scanning reality

What is
currently at
its peak?

TIME
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Strategic Roadmapping
•
•
•
•
•

What?
By When?
Who?
Accountable to whom?
What structures will help these steps
happen?
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Template for strategic roadmapping
MISSION
VISION
TIMELINE
3 MONTHS
6 MONTHS
9 MONTHS
12 MONTHS

2 – 3 years
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PRIORITY 1

PRIORITY 2

PRIORITY 3

PRIORITY 4

Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions

Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions

Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions

Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions
Benchmarks
and Actions

End state for
Priority 1

End state for
Priority 2

End state for
Priority 3

End state for
Priority 4
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Acceptable and Unacceptable
Acceptable Means

•
•
•
•
•
•

•
•
•

Every parish will have competent pastoral
leadership
Maximize access to Catholic schools
Operate with a preference for the poor,
marginalized and immigrant
Every parish and school must evaluate itself
according to standardized criteria
Live within our means
Parishes and schools must be able to meet long
term financial obligations: debt, capital need,
maintenance of facilities
Keeping a school will not mean the closing of a
parish
Catholic schools are the responsibility of all
parishes
Maximizing access to sacraments across the
diocese
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Unacceptable Means
•
•
•
•
•
•
•

•
•

Doing nothing to protect the status quo
To Not collaborate with other parishes of the
greater good
To ignore the data, demographic analysis
To operate without a 5 year financial plan
Making Catholic schools into charter schools
Sacrificing core parish ministries for preserving
Catholic schools
Designing solutions around particular person(s):
subgroup of parishioners, a donor, a bishop,
pastor or school principal
Decisions that ignore the reality described by
data
Parishes without a resident pastor for more than
two years
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Solid Consultation and
Decision-Making Process
Any consultation and decision-making process needs to:
1. Clarify roles, responsibilities and relationships
2. Have people operate within their delegated
authorities: no abdication, avoidance or overreach
3. Clearly identified accountability for choice and use of
a guiding change document
4. Those who DESIGN are based on knowledge and
management responsibility
5. Those who CONSULT are invited based on
representation and stakeholder voice
6. Clear process, sequence and time frames
3/11/2015
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Solid Consultation and
Decision-Making Process
SHARED
REALITY

Shared Understanding

CREATING
OPTIONS

CHOICE
MAKING
(Authority)

IMPLEMENT

REFINE
Continuous Improvement

After Dennis Cheesebrow,
TemWorks International
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Solid Consultation and
Decision-Making Process
For Example:
1. Bishop, (Choice-maker) develops vision, narrative and numbers
2. Bishop sets out unacceptable means (Boundaries)

3.
4.
5.
6.

– No more than 3 liturgies per priest per weekend outside of weddings and
funerals
– Parishes less than 70 HH will be merged
– Parishes may not recruit and fund their own priests

Diocesan design for parishes and schools developed by priests and
Bishop’s cabinet (Knowledge)
Parishes provide feedback to bishop in the form of a Parish Cluster
Pastoral Plan that implements a draft Diocesan Plan
(Representation)
Bishop receives Cluster Pastoral Plans and makes final choices
Priests and parish leaders implement pastoral plans

3/11/2015

18

Some Predictable Conditions
1.

A role of staff and parishioners is to responsibly resist change, and
some are really good at it

2.

The bishop’s responsibility (diocese) is different than pastor
responsibility (parish)

3.

Priests are uniquely different and act accordingly

4.

Priests are the MIDDLES in the organizational structure and
manage culture and implement systemic change

5.

The dominant Frame of Reference drives the process

6.

Faith, hope and love still work as a Frame of Reference
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Change Readiness and Change
Management
• Most parishes and dioceses do NOT assess
readiness for change
• Some dimensions of readiness for change

– Catechesis
– Systemic Management
– Standards for Management
– Leadership
– Communication of the right information
– Balance between two dimensions of authority
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Some elements of change readiness
CATECHESIS: Mission, right relationships,
Local Church, Communio and Missio
Diocesan office as service and capacity
building
Management Standards
Leadership Development
Analytics
Parish configuration
School configuration
3/11/2015
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Change Readiness and Change
Management
Balance between preferences in authority
1. Bishop and Diocesan Offices
– Top down and bottom up

2. Pastors and Parish Leadership
– Ordained and Lay leaderships

3. Parish Staffs

– Ownership and Compliance

4. Parishioners

– Quality or Access

3/11/2015
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Change Readiness and Change Management
HIGH

Resentful and PassiveAggressive Zone

Political and Defensive Zone

Ordained and laity in Conflict Over
Responsibility

Preference for ordained Authority

Laity Abdicates Responsibility

Robust Communio Zone

Ordained and Laity show Mutual respect for
proper roles and both take responsibility

Leaderless and Directionless
Zone

Boundary-less and “Anything
Goes” Zone
Ordained Abdicate Responsibility

LOW

Ordained and Laity abdicate
Responsibility

LOW
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Preference for Lay Authority
Copyright, 2015 The Leadership Roundtable

HIGH
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Questions and comments

1. What did you hear that grabbed your
attention?
2. Why plan now in Hartford?
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Conversation 1
a) Your parish

1. What needs to be changed in your parish in the next
five years?
2. What needs to be preserved in your parish in the
next five years?

b) Your diocese

1. What needs to be changed in the diocese over the
next five years?
2. What needs to be preserved in the diocese in the
next five years?
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Conversation 2
c) Goals and priorities
1. What are the top three to four priorities for the
next three years in your parish?
2. What are the top three to four priorities forth
next three years for the diocese?
3. What are the signs of success/metrics?
4. Who is accountable?
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Conversation 3
d) Clear guiding principles and boundaries
1. What are the acceptable and unacceptable
means for getting to where do you want to go?

3/11/2015

27

And now …..
SYNTHESIS

NEXT STEPS
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Planning outcomes: Smart and Healthy
Diocese and Parishes
SMART
•
•
•
•
•
•
•

Strategy
Planning
Marketing
Finance
Technology
Efficiency
Compliance

HEALTHY
Minimal Politics
Minimal Confusion
High Morale
High Productivity
Low, but enough
turnover
• Mutual accountability
•
•
•
•
•

After Lencioni, The Advantage, 2012
3/11/2015

29

Embedding ongoing planning in to the
diocesan system and parishes
SCANNING (1)
EVALUATING
(1)

ADAPTING (1)

BUDGETS (1)

PASTORAL
PRIORITIES (2)
PASTORAL
PLAN (2)
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