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NCD Cycle Manual:
For churches working on the ir NCD Survey results

This manual is a resource for implementing NCD principles. These principles are based on
the original concepts, ideas and research of Christian A. Schwarz and Christoph Schalk of
the Institute for Natural Church Development International.

The original version of thisnarual was written by lan Campbell when he was Bieector
of NCD Canadaandhas been updated somewhat by Bill Bickle, the current National
Partner in Canadal'he process it contains is based tire new NCD Cycle conceivedby
Adam Johnstone, Director of NCD Australia. This NCD Cycle has bpeblished ifNatural
Church Developntea Guide to Eight Essential Qualities of Healthy GhutChestian A.
Schwarz (2006 edition).

The diagrams used in this manual are subject to copyright and used with permission.

This manual is provided to you free of charge.

1 You are permitted toprint all or selected parts of this manual for distribution in
achurch for the purpose of working through the NCD Cycle. If you do so,
please ensure thatll diagrams are reproduced in color, otherwise theneaning
will be lost.

1 You are permitted to foward this entire manual digitally or in print to others
who may be interesteth the NCD principles and processcontains Do not
forward parts of it only.

1 You are not permitted to reproduce the content of this manualhole or in
part inany other fam, such as in other printed or digital materiadcludingon a
website, or represent it as your own material.

1 You are not permitted to use it in seminars, presentations or simiany form
outside your church without first obtaining written permissinom lan
Campbell

We have endeavored to give you as much freedom within copyright limits as possible.
Please honor the intellectual property of the various contributors to this manual by adhering
to your moral and legal obligations.

Over time this manal will be upgraded to reflect new understandings. Please make sure
that you have the most up to date version each time you work through the NCD Cycle
process in your church or with a church.
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Welcome

Dear Church Leader,

Greetings! Welcome to thisnanualon the NCD Growth Cycle. It accompanies the Profile
Plusreport, thed et ai | ed analysis of your <chiulhechds m
manuallays out a process oidentifying and addredsag the health issues most needing

attention in your churt in the coming year.

At this point you will have looked at your results and lyeacting in some way. Some
leadersin your position would beformulating planslreadybased on what they think is

needed; othersvould still be in the process of trying to @amprehend what they are seeing.
Remember , if you are making significant dec
make sure you have theorrectd di agnosi so6 first. Youmagay be
end up beingnadequateor fails to addres the issuesor even harms the church over the

long term.So ke time to read this manual. Its contents have been forged in many years
experience working with church leaders.

It is an ever present struggle to write implementation materials winneet the needs ofll

leaders. Inevitably some reading this manual will think it is too long; others will have wanted

the process laid out more explicitly. |1 have tried to steer a middle course, endeavoring to
incorporate the NCD principles within the context o& very practical and logical NCD

Cycle processThe approach s def i ni t el y ninviing yoo ta thikk@bouth an 0
important issuesof health Within broad guidelinesyou are encouraged to decide who is

involved and when.

Dondt f oeveyyour resulgiow, achieving sustainable healthy growth lisrey term
process.What is required is diligence in identifying and addressing the health issues facing
your church right now and learning to apply the NCD principles as youlfggou do ths,

and keep repeating the Cychgou will make consistergrogress.

Please feel free to copy this manual. If you print it off, make sure that any pages with
diagrams based on the 3 Color concept are printed in color, for obvious reasons!

When you are pdanering with God to release new life and sustainable growth, there is

nothing more satisfying. We pray that you will enjoy the journey towgmehter fruitfulness
and more abundant lifevith all of its challenges and times of celebration.

lan Campbell & Bill Bickle
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1.Wh at is this manu al?
1.1 Purpose

This manualtakes you through the NCD Growth Cycle, a tool developed by NCD
International to help your church benefit from yolMCD Surveyresults and maximize
potential for growth over the long term. lis a simple, powerful and focusedqeess that
allows you to mak significant progress with a minimumroéetings.

The manualwill help youmake best use ofjour Profile Plus detailed analydise principal
diagnostic tool for working on youNCD Survey results

1.2Inthismanualyouwi | | f i nde.

An overview of theNCD Cycle

The biblical foundations of the Cycle

A clear outline of the six phases of the Cycle
Practical stepfor each phase

Where to get further assistance

= =4 —a —a -

1.3 Outcome

There is noguaranteecutcome from working through lis manualHowever, eperience
suggests that i f your c h ur c hssuessand gjifek d@selt i v e
diligently and consistently to theork that is required,greater health will resultThis will be

reflected inyour next NCD Survegresultsi n t wel ve mont hdéds ti me.

It is not o6doing the Cycled6 that brings heal
di dndt hev@yclkis ndt a prescribed course of actipou do once and everything is

fixed It is a process based on print#s of healthy growth thayou get letter and betterat

applying every time you go througih

The most important aspect of the Cycle processtaswork through each phasecarefully
Each phase depends on its predecessor, so you cannot afford to skipf anis. your first
time through the processit will probablybe alittle uncomfortable not only because it will
be new to you but because it does not tell you exactly what ta However, yu will be
much more familiar with ithe second and third timethrough.Take your time; the greatest
danger igushing it.

O 2009 NCD International 6 Version 1.2 January 2009
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1.4 How do you use thismanual?

Thismanuakllows you to access ih away that best suits you. There are three main levels:

1 Each section begins with a princyqolgented overview. Readieseone after
each otherto gainanoverall perspective on what the Cycle is trying to achieve.

1 Each of the six Cycle phases has an outline of the main process steps. It is
recommended that you follow these (or something that approximates them) in
order to do the phase well, at least for the first few cycles. Doing this will help
teachyou some othe NCD principles.

1 Additional explanatiomand pactical helps have been includedagpendices

As you begin towvork through the Cycle, you willdiscoveryou are using itn church lifeto

one degree or anothemrlready Its use is not restricted to working through the results of
your annual NCD Survey. In fact the more the church leadership uses it in all areas of
church life the better.

1.5 What do you need to get started?

The only essential toolgou needto get you started are:
§ this manual
1 the Profile Plus detailed analydiswi t h t he churchds NCD Sur:
results for the eight Quality Characteristics and the individual Survey questions
1 the NCD Cycle diagram (see front page or pg 16)

It is strongly recommended that yoand members of your leadership tedmve a copy of
Color Your World with Natural Church Developmn&tiristian A. Schwarzlhis provides
essential background amost aspectsof NCD. It also includes th&dCD Color Profile test
which alers you to where you and your team are likely tto well or have difficuit with the

NCD Cycle process.

If you wish to explore the foundations of NCD further, two books are recommended:
1 Natual Church DevelopmehGuide to Eight Essential Qualities of Healthy Churches
by Christian A. Schwarz (2006 edition)
1 Paradigm Shift in the ChdoglChristian A. Schwarz

Details of all these resources can be foundaumr website atwww.ncdcanada.com

The NCD International website also has some very helpful introductory material. Go to
www.ncehternational.arg
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1.6 Who should be using thismanual?

This manualis for the pastor or senior leader of the church, the one wias ultimate
responsibility ér takingthe church through the NCD Cycle process over the long term.
The pastor may choose to delegate responsibility for working through the details in the
manualto someone else but must understand the overall Cycle process amdtain
responsibility dr it if sustainable healthy growth is to be achieved

The pastormust then engage the elected leadership in working through the materials, with

the option of establishing supportteam.

1.6.1 Elected leadership

The elected leadersnust be activelyinvolved throughout the NCD Cycle They must
understand the process, have a good grasp of the issné$e engaged in addressing them.

As a team theymust be prepared tcengage actively witbuccessivannual NCD Survey
results and consistentiepeatthe Cycle processf there is to be any hope adddressgthe
issues emeligg from those resultsThis is both an individual and collective responsibility.

The leadershipis also responsible foincluding inthe Cycle process all those inside and

outside thke church nededto help address théssueseffectively Information about this is
provided in the sections on each phase of the Cycle.

1.6.2 A support team?

You may feel ithecessaryto form a team specifically charged with keeping the church
leadershipwvorking through theCycleand stayindocused orthe most critical health issues.

For more informationon this team, see Appendix 1

1.6.3 Dangers!

You face wo significantlangers.

The first is that theCyclepr ocess becomes 0] youw teadarship tiokse r
along with everything els®ver time you cease giving the issues priority at edehders
meetingandfail to ensue the Cyclephases aravorked throughcarefully The other danger
is that theleadershipprogressively sidelisethe support teamif you have formed oneThis
may be due to an unwillingness to face the issues or a lack of commitment to the process.

O 2009 NCD International 8 Version 1.2 January 2009
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In either caseit is evidencethat the leadership is shutting out the possibility of change,
consciously or otherwise. If ypsense this occurring, the NCD approach invites you to
explore the reasons why, then listhem for discussion alongside thissuesalready
diagnosed in th&ICD Survey resultsas impeding healthy growth

Being avare of how your churchactuallygets thinggione (or not) is vital W orking through
the Cycle process carefully and consistentyll help you discern the strengths and
weaknesses in the wagpur church operates and become more balanced in approach

1.7 Who else is involved?

1.7.1T h e eypikfluencersoé

I n your <chur ch apeeplewhoexercis¢hefgieatestnfitience over the
activities and direction of the church. They may may not be part of the elected
leadership. It has been shown that there is a high degree of correlattnwelen their
results as a group and the overall results for the church. One might put it this way:
1 The c hcurreNCD esults are a direct result of the influence, decisions
and preferences of the key influencers over recent years.
1 The c hfutedl®@Dresults will be a direct result of the influence, decisions
and preferences of the current key influencers.

Maximizing your potential for healthy growth depends on knowing who these people are
and engaging them in the Cycle process. There is nocpiteed way of doing thissevery
church is different.

The oObottom |Iinedé is that those making dec
whether in elected positions ocaskey influencers, or both, must:

1 be engaged to help diagnose the health issaesed in theurvey resultsand

1 be willing to acknowledge their personal responsibility to addreesdissues

Bearing
on your
NCD
Survey
results

Little Johnny who e Scale of influence =) Key Influencers
comes once a year
in case it’s true
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1.7.2 The Congregation

Members of the congregation are part of the process at various times in the Cycle: offering
f eedback, hedssuestoibe gddressed as their owrand celebrating progress.
Questions are often asked about how much the congregation should see of the Survey
results and how such results should be presented. Recommendations have been made
where required in tlis marual

1.7.3 Outside assistance

It is not essential to haveomeonefrom outside the church help you through the Cycle
process, but it can be beneficial.

Long experience sugsgts that church leademsften experience difficulties at one of three
pointsduring the Cycledoing areffective analysis of the Survey results; developing a useful
plan; and staying focused on implementing the plan.

Appendix 2 addresses the what, who and how of engaging outsideltislpuggested that
you read through the ente manual before making any decisions.

1.8 How long does this process take?

You should aim to work through th&ycle in one year and then repeat ti¢CD Survey
before commencing the process agaiihere are two good reasons for thisneframe.
1 An annuaBurvey fits into the natural cycle of church life. It is common sense to
do it at the same time each year to check on progress and determine priorities
for the coming year(At 3.6.3 is an indicator of how the year can be divided up.)
1 If you leaveepeatirg the Surveyor much longer than that, it gets difficult to
determine what decisions, actions or activities produtieelchangegup or
down!) in your Profile Plus. That makes it difficult to reinforioéiatives
stimulating greater health and puttinga op t o t hose which are

Some churches lose focus in their first year of working through the Cycle. We recommend
they redo the Survey at the twelve month mark anyway. The Survey measures the overall
health of the church. The results will indicate thedith consequences for the church aif
decisions and activity over the previous 365 ddfythe church leadership has identified and
removed barriers to growth, this will be evident in the results. If not, it will also be
apparent.

The NCD process isnot about once through the Cycle; it is a long term praseof
continuous improvement where barriers to growth are identified and remobgdapplying

O 2009 NCD International 1C Version 1.2 January 2009
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NCD principles to stimulate sustainable healthy grow®eeingtie Cycleas part of a three
dimensional giralis discussed in Section)3

So how long does this process take? In one sense it is an annual péaess through the
Cycle; in another sense it is a continuous process that never ends. Even the healthiest
churches and denominations using NCD lnthat everyyear there are areas they need to
work on to keepgrowingin health and avoid slipping back fact experience suggests that

the longer most churches stay in the NCD process and the healthier they becomendhe
diligent their leaders argn paying attention to the annual NCD Survey results.

1.9 Have you setrealistic expectations?

1.9.1 Of your understanding of NCD

It takes time to understand the process and how to apply the NCD principles. Do not try

to master the theory before begilnng t he Cycl e. NCD is best |e
with your head in the books. Getting started on the Cyeed being consistent in working

through the six phases on a regular basithe lest thing you can do.

1.9.2 Of how quickly you will make p rogress

Many churches achieve excellent qualitative growth in the first few cycles. Consistent
improvements are an investment in a healthy future. Some leaders get concerned that the
return on that investment in terms of growth in numbers is not as fastthey would like.

Quality leads to quantity but you must not have unrealistic expectations that growth in
numbers will follow immediately on the heels of church health improvihg.u r churcho
health may need to improve substéily, and stay highehefore numbers increase.

It is not unusual fochurchesto take several cycleworking on preliminary issues to be in a
position, or have theconfidenceto address the most significant issues impeding|dimg
term healthy growth of the church

If you sty focused orworking throudh eachCycle, consistently identifying and addressing
barriers to growth, the health of the church will continue to rise and quantitative growth
wi || occur oall by itself .0

1.9.3 Of God

The healthy growth of your churcmvolvesa partnership with God, the One who givéise
life and growth (see Section.2)

Thereisaguestion in the NCD Survey, ol firmly
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powerfully in our church in the comiiwhg vy
God is or where your churchisatRo matter what your <churc
must begin by believing that God is greater than the issues facing your cthathe really
wants your church to growand ttat he really wants to partner wit you in the process
Mark 9:24 might be a good pray#ar your leadershigo begin with.

ear
hos

1.10 Reflection Checklist

Here are some questions to reflect oand pray abouts you begin the NCD Cycle this

time around.Do this exercise with various members tie leadership in particular. Yite

some answersand after reviewing themjfl e t hem for retrieval i n
come back to repeat the Cycle.

/A How would youdescribethe life and health ofour church right now®hat has
occurred in the pasyear that has influenced this assessment?

£ Wh at cafeyou seéngfor your efforts andthat of others?Describeit.

/A Do you and your peopléave a heart for growinthe church and a hope for
Oi ncr easi ngfutre?what circunhstareesi® giving cause for hope

or otherwise?

/& Doyoufinditeasiertoma na g e t hpeogransand activibesr build
teams andyrow people?

/& Do you define successnore in terms of quantitynumbers and activitygr
quality greater health angrowingspritual maturity)?

/A Do you see your church more as an holistic organism or as a spiritual
organization?

/E Are you able to take a long tem viewwhen it comes to addressing the health
issues facing your churehlow long are you willing to give this process?

/E How are you personally going to remdiocused on identifying and addressing
the main health issuesnidst all the other demands of church Hfe
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2. Biblical Foundations for the NCD Cycle
2.1 Introduction

The biblical foundations are laid down in two sayFirst, there are someentral biblical
themes that undergird the Cycle as a whole. Secondly, there are specific biblical
understandinganderlyingeach of the six phases of the Cycle.

The purpose of |l aying down t hhe€fyle pracesslitat i on ¢
to show that atits core are biblical principles which, when implemented, not only encourage
sustainable healthy growth but stimulate a greater understanding of the nature of God and

how he works.

2.2. Some Biblical beginnings

2.2.1 Mark 4:26 -29 d a long term process based on partnership

NCD stressesour partnership with God in growing a healthy church. This is well illustrated
i n Jesus® Par abl dsusffersa pictere @how @od exgectsStepariher
with his peopé in growing thekingdom.He says:

"This is what thengdom of God is like. A farmer scatters seed on the ground. Night and
day, whether he sleeps or gets up, the seed sprouts and grows, though he does not knov
why. All by itself the soil produces gra first the stalk, then the head, then the full

kernel in the head. As soon as the grain is ripe, he puts the sickle to it, because the harves
has comé (Mark 4:2629)

Jesus points teBingdom growth as a cooperative effort:
1 Thefarmercreates an ervonment which maximizes the potential for new life
and growth by consistently removing the obstacles to healthy growth,
1 but God alone brings that life and growth (which appdarthe farmerto occur
"all by itself")

The role of God's people it be like the farmer.We cannot give life and produce growth.

All we can do is maxinae the potential for growth. This is done by a continual process of
identifying the barriers impéwlg growth in church life and removing themin a timely

fashionIn thiswaythep ot ent i al f or 0doal |l by zed.dC®Icdllsd gr ow
this the Minimum Factor strategdy identifyingthe barriers impeding the growth ofour

least healthyQuality Characteristic each yeand applying universal principles to remove
thosebarriers, releasing the oall by itselfd g
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At its heart, theNCD Cycle process is abouearning togrow that partnership irpractical
ways resulting irever increasing productity and fruitfulness. For many leaders who are
used to setting their wn growth agenda and then praying for God to bless it, it may take
several cycles téind a new balance in thErtnership.

2.2.2 John 10:10 0 the abundant life

Jesus says, ol have come that they ®@m@mns have
this | ast part reads, oéhave it in abundanc:eé
but thriving. We are to hope for, expect and experience abundant Natever our

situation may be

This is not easy for churches and leaders goimgugh difficult times. TheNCD Cycle
processhelps them grow in their capacity to recognize where God is bringing new life
among them as barriers to growth are identified and remowvediespond to that new life
and to enjoy it. As each new Cycle unfoldhe more apparent abundant life in Christ
becomes.

2.2.3 John 15 0 fruitfulness on the Vine

An increasingly abundant life in Christ brifkgsgdom responsibilitiesn John 15, Jesus calls
on each of us to contemplate seriously what it means to l#tfirl. He poses the following
challenges:
1 We aredl called to leadruitfullives (v15:16a).
1 We are to bearlasting frujtthat is, fruit bearing long term results for the
Kingdom (v15:16b).
1 We should aim formore fruitather than less because it bringkry to God
(v15:8).
1 We need to know in very concrete terms if we are bearing fruit because
fruitlessness is not acceptalild:2a, 6).
1 God expects to work with us over timso webecomeincreasingly fruitful
(v15:2b). We should never reach a point @fitentment in our spiritual
growth or the things we have achieved wihm for the Kingdom

None of theseelements of fruitfulnesare achieved without effort on our part. We have an
ongoing, continuouslgctivepart to play in the partnership

The Cycleprovides a framework for a church and its leadexst only to become fruitful,
but increasingly fruitfitl should come as no surprise that an increasingly abundant life and an
increasingly fruitful one go hand in hand.
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2.2.4 Ephesians 4:11-13 0 growin g people grows the church

The church is amolistic organism notmerelya spiritual organization. In its essence it is the
gat heri ng o fs the ®@adp of Clpig, emivered, equipped and directed by the

Holy Spirit It is not fundamentally a biding with a collection of programs, activities and
events. Miny leaders accept this in theory but act differentljhey confuse activity with
outcomes payngmore attention todoingthings than growing people.

It is a truism that as a leader, to grovoyr church you must grow your people. This is the

i mport of Paul 8s md3% that ghe matunty d thé leodyi od @hsist 4 : 1 1
depends on | ealttpreopWkro foeqgwiop ks of service.

body continue to grow to matuty, so gows the bodyas a whole

The fatal presumptions that keeping people busy with programs, activities and running the

omachinery of <chur ch theisdiriud gravthtofdnaiadals andthel y
body as a whole.Take the folloing example. You are a leader with a congregation of 100

people at the beginning of the yebut no idea whether they are growing spiritually. One
year later you have 110 people but still no idea if they are growing sgilyt Are you in
front? Is a risen attendance youmainmeasure of success as a leader?

The NCD Survey results are a direct reflection of tharrent collectivespiritual maturity of

the church. A church with a long history and attendees with many years of fas#h m

currently be quiteimmature.

One important way of thinking about theNCD Cycle processis thatif it is donewell, it
progressively strengthenyour people in areas where they are less spiritually matditee
focus shiftdrom just determining whether an activity orevents o f r ui t f ul 6
encouraging the work of God in peopleds

2.2.5 Romans 12:2-3 8 a process of continuous transformation

In Romans, Paul tells believers it is imperative thegdmginuoustyansformedy the
renewing of their mindso they are able to test and appro&o dwvidllsand by implication,
put it into practice.

Transformation into Chrislikenessand theabundant life anthcreasng fruitfulness which
results is not a one off event for individual believers. Nor isat Ehurches.The NCD

Cycle provids a continuous pattof ongoing transformation based on a growing perception
of where God is at work anécquiringhe necessargiscernmentskills and wisdom to
respond accordinghEach point of growth acts as a foundeatifor the next.
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This is achieved, according to Paul, by
assessmento6 of your current spiritual si
what keeps equippintipe churchto discern the next stps needed to maintaiits ongoing
growth in spiritual maturity.

2.3 Biblical concepts underlying eachphase of the Cycle

At its heart, theNCD Cycle (see diagramon i s about growing Godos
maturity in Christ. For this to occur, th@rocess contained in the Cycle must help a church

grow its partnership with God on a continuous basis, such that the overall health of the
church continues to rise and the end result
each phase of #1Cycle is biblically grounded: where Scriptur@inis our understanding of

the practicalities of theprocess and then increasing sensiity to how God is at work

amonghis peopleinforms our understanding of Scripture.

Great care has been taken to smre each phase of the Cycle sits on strong biblical
foundations. These are outlined in the next sect{@b.2) Full detaildor each phasappear

in Appendix 3, which provide a large number of references for usty, reflection and
preaching.
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3.The NCD Cycle Process

3.1 First impressions

Without reading further, spend severaiminutes contemplating thRCD Cycle

Do you have soménitialunderstanding of what each phaseghtmean?

Do you see a natural flow from one phase to the next?

Can you ge why each phase is essenttdt®v do theydepend on each other?

Why would repeating th€€ycler e gul ar | 'y st r e nathelslpn your
with God in growinghis kingdom?

Do you have a preference for one or more of the phases? Why?

How might the Cyclecontribute to growing your church to greater health?

Why is no startngor finishng pointimmediately appareft

MMM MR A -

As you willseeshortly, the Cycle process has profound implications for the way churches
go aboutpartnering with God forgrowth. Yet it isalready familiar; it@es not introduce a
radically new way of doing thing8very church leader iglreadyusing the Cycle phases to
some degree: perceiving how church life is going, testing those perceptions, developing
greater understanding, planningking action, and seeing the resultant impact on the
experiences in the church.

The key to progress iso understand what God requires of a church in each phaseng

that phase welbls part of completing the whole Cycl#hen repeating the Cycldt takes a

little practice with some of the mechanics of each phase to begin with but ultimately it is not
difficult.
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3.2 Cyclical versus linear tinking

Much of what we do in the Western world, and therefore the Western Churchb&sed on
linearthinking Everyone knows the standard approach to plannfhpgknow where you are,

(2) decide where you want to beandthen(3)put a pl an in place to
about getting from A to B. But is it?

The world that God created naturally operates iryates. It is the natural order of all
growing things. We acknowledge this without even thinking twice about it. The cycle of life
Is something we take for granted.

Cycles are part of the everyday | ife of ¢
However,very few church leaders pursue the growth of their church in a systematic cyclical
way. Yet adopting a cyclical approach is the most effective way to address issues of life,
health and growthparticularly if you want to partner effectively with GoBxperience has
shown that farmers and others whose lives are largely influenced by the forces of nature
intuitively understand the power of the cyclical approach to life whereas those from the city
find it harder to grasp.

When we think cyclically, its easier to graspital biblical concepts such aketcall for
continuous transformation (Romans 1220)d being onhe pathof6i ncr easi ng fr
(John 15)

3.3NCD Cycle as Spiral

The health of a church is never the same from year to yedrether it works consistently
on addressing current health issues or nall activity in church life contrib@sin some way
to the long term healthy growth of the church, or not. It may come as a surprisgotg, but
there i s no suc hdrighhriow seeds ae baing@larted in gauruchurch
which will deliver future fruitfulness or fruitlessness, growth or decline, health or sickness.

It is unwise to assume that decisions, actions and activity
which may have produced fruitfulness and growthhe
past will produce the same results in future, even if
applied to what appear to be the same issues. In fact an
entirely different response might be requiredw.

This reality is represented by the NCD Spiral, which is in
effect a three dimensionalew of the Cycle.

The NCD Spiral represents the changing health of every
church. Whil e a church may
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will always begin from a new place on the spiral, either more healthy (up the spiral) or less
healthy (down the spiral).

More specifically, the spiral represents the fact that every time a church undertakes the
Cycle, each of the six phases is going to differ from their counterpart in the previous Cycle

because the churchods health has fthécouraped, br i

increasing in health, perceptions of where God is at work will be sharper, the testing
process more focused, understanding greater, planning tighter, actions more effictive
contributing to new experiences of God at work.

At its heat, the spiral is about a process that progressively increases Kimgdom
fruitfulness of everyone in church life, especially leadssa result the overall health of the
church increasefkepeating the Cycle regularly is totally practical and pragmatic
1 If youare acting in ways which astimulatng healthy growth you find out what
they are so you can continue doing them
T If youare acting in ways which aoausngdecline youcanfind out whatthey are
SO you can stop dointhem

3.4 The 3 Color Compass

The NCD Cycle isbased onthe 3 Color Compasalso known as th&@rinitarian Compasé
you have not read about it i€olor Your World with Natural Church Developyn€htistian
A. Schwarz (from page 45), you shoubdke a point ofloing so

At its heart,it is about understandingow to partner with God who reveas Himself tous

as Creator, Jesus and Spirit. In the course of Church history, individligivers, churches

and denominationsavemost often emerged witha degree ofd s p i r i,d emphbsizibgi a s
the importance of Creator or Jesus or Spirit over the othe@hristian Schwarz represents
each 0bi as dgeen,redrandalue cespectvely.

These biaseshape what people believe, how they live and, inevitably, the very processes o
church life.As ChristianSchwarzh i ms e | f says, ol t t ook some
having all three colors in balance is the secret both to church development and personal
gr owtCYWp.47).In other words, a more balanced understanding of tlaune of the
Trinitarian God and howhe works among us is foundational to sustainable healthy growth.

The Cycle offers a very practical process for understanding where our color biasésase
leaders and as churchd&s and shows howputting all the phass together andworking
through them consistentlybrings greater balancelhis not only contributes to healthier
outcomesin the church and greater spiritual maturityut helps us understand the nature of
the Trinitarian God himself.
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3.4.1 Detectingyo u r 0 chm$bo r

Detecting your color bias istrongly recommended as yduegin the Cycle process, simply
because itgives you forewarning of where you, and others around you, may encounter
difficulties with the processA good way to do this is to complet the NCD Color Profiile
Color Your Worlgp.7279) because its results have a strong affinity with where you are
likely to be strong or weak in the Cycle process.

It is recommended that all those responsible for working through the annual NCD Survey
results complete this profilé church leaders, key influencers and members ofghpport
team (if you establish oneJust being awr e of each personds bias I

you to build a balanced team and offers each person an environment \ineyecan grow
to be more balanced agu work together.

3.4.2 Different ways of beginning to understand the 3 Color Compass

To get an overall feel for the 3 Color Compass, three different ways of approaching it have
been included at Appendik Referencewill be made to these in each phase of the Cycle.

3.5 The Phases of the Cycle Overview

Before going into each phase of the Cycle in practical detail, two approaches can help us see
how it works in overview.

3.5.1 The Plain Questions

AmI

Read theguestionsgoingaround the Cycle
starting with the Perceive phase. Get a sense of
the flow from one phase to the nexiThese
guestions may appear simple and straight
forward but they go to the heart of the Cycle
process.

Once you have read them in a persal sensg
re-read themin the context of the church,
replacing o016 with owed or
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3.5.2 Intentionally growing the partnership  with God for growth

Looking again at the Cyclihink through the following definitions of purpo$er eachphase
as they relate to the partnership with God in growittte churchto greater health.

1 Testingd assessing objectively the spiritual healtiad d gieaple to ensureyou
are perceivingaccuratelyhis work amang them

1 Understanding having a clear,a@pendable and growing knowledge of God and
his will for your church commuity, which compels you to act.

1 Planning developing a clear plan of action to implement your increased
understandilhg of Godds wi

1 Doingd implementing the plan for the purposé achieving increaggly fruitful
outcomes, and taking appropriate action as those outcomes occur

1 Experiencing increasingly sensing the presence of God among his people and
giving thanks for the abundant life and fruitfulness he brings.

1 Perceiving developing a collective picture of how those in your church are
experiencing God transforming their lives and the life of the church.

€ é This thenleads back to Testing.

The biblical foundations of these statements can be found at App&ndix

3.5.3 Reflection Questions

/£ What sense do these overviews giyeu of the importance of each phase of the
Cycle?

/£ Having done théNCD Color Profdeen d di scovered youer o0col o
why you would find some phases of the Cycle more difficult than others?

/£ Do these overviews point to areas of strength or weakness in the way you or
your church works to bring about growth?

/£ How might each of the phases reflect something of the nature of God and the
way he desires to partner witjou to bring growth?
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3.6 Where to begin on the Cycle?

Now that you have an overview of the Cycle phases, where should you begine Cycl&
There ae two answers to this questiod one related to the churctand one personal

In both instances the goal is to achieve a greatéarze, in fact, as Christian Schwarz puts
i t, oOr adidwhereyobad natordydadanced, baim to bestrong in every area.

3.6.1 Church

It makes sense for the church to begin with the Test phase because it has just completed

the NCD Survey.With the Profile Plus detailed analysis, the church leadership now has a

hi ghly accurate objective asses,sxmmecardedlnyf t he
the people themselves.

Work on the Test phase begins in Section 4 (page 23).

3.6.2 Personally

The 3 Color Profland t he i ssue of Obi asd were discus
consider the personal application of the Cycle at this pdigtou discovered in doing thg

Color Profilghat you have a significant imbalanteaders vino are balanced in their

approach are likely to have greater success working through the Cycle, apart from any
spiritual growth that might occur personally.

To work at achieving greater personal balangey can begin wherever you like. Here are
two pradtical options (Make sure you have yo@ Color Profiia front of you.)

1. Begin from a position of strength. Start with the phasel&t reflecs where you are
strongestaccording to theNCD Color Profile

f Study these phases and note down why youstreng in them and how you
display those strengths in practical ways.

1 Then proceedclockwisearound the Cycle to the firsphasewhere you are not
as strongOf all the phases where you are weaker, this will be the easiest to
grow in. Be intentional intadyingwhat this phase is all about in the context of
partnering with God for your growth and that of the church. Find others who
are strong in this area and observe what they do that makes them effective.
Team up with them.

For example, you magave a kas towards the Plabo phases. To begin to become more
balanced, you would focus on the Experience phase.
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21 f youdre brave, you may begin onorphhsse oppos
where you are strong, looking to the phase where yoe areakest.
1 Study the phase and identify the reaseny you struggle with it or prefer to
avoid it.
1 How would it help the fruitfulness of your life and ministry to grow in this area?
f Find others who are strong in this area and observe what they do traktes
them effective in this area. Team up with them and find ways to blend your
strengths.

For example, if you have a bias towards the Hanphases, you would begin with the
PerceiveTest phases. Your bias is towards action fidssb J u s t 0 ahd to lieaddor the
other side of the Cycle is a recognition of your need to learn to be more reflective,
discerning and testing of what is happening, particularly in response to your actions.

Understand that if you are a leader or key influencer in church yiéeir personal growth in

the phases where you are weak will significantly enhance your capacity to contribute to
addressing the key health issues facing the churdn.e ul t i mat e per sonal
b a | adbeirg&trong in all areas.

3.6.3 An ind icative timeline for working through the Cycle

In Section 1.8 it was recommended you repeat the Cycle annually. Having now seen the
Cycle and in preparation for working through each phase, what imdicativeimeline for
completing the phases in onea®@Whi | e you dondét want to rush
dondt want to get stuck either. Set approxi
next phase ensuring that everyone is clear that whatever happens, the Survey will be
repeated once the year fnished. It is the best measure of progress.

Testo 2 weeks

Perceivé 4 weeks Understand 6 weeks

Do/Experiena@38 weeks Pland 4 weeks
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4.Testing Phase

4.1 Overview of Testing

4.1.1 Purpose and Outcome

The purpose of this phase is tgetan objective assessmentoftbeh ur c hés s.pi ri t ua

1 Itisabouto dr awi ng t h e :stoppmgtoraviawchutcleife s then d 6

pastyeafsoyoucars e e what has or hasndt contri

1 Itis aboutbroadbasedestingof what has beenhappeningn churchlife rather
than relying on the perceptions of a few

At the end of this phase you should have
1 An upto-date set ofNCD Survenesults,in the form ofthe NCD Profile Plus
detailed analysis report.
1 An initial comparisorof perceptions and results.

4.1.2 Basic test question

1 Are we seeing clearly what is happeninghe life of the church?

It is very common for churches either not to stop to test, or to make assumptions based on
the perceptions of a few peopleéSsometines it is left to the pastor alone to make such
assessmentdhe NCD Surveot only provides araccurateobjectivemeasurebut does so

in allthe areasof church lifeessential for healthy growth.

4.1.3 Biblical foundation

God tests our faith in diffenet ways so weshouldtest ourselvegegularly We are to prove

the validity, perseverance and fruitfulness of our faitle are to test what we understand

to be the will of God for our livesTesting ties in closely with perceiving and is a key to
transfomation.ls what we are doingearingfruit for the kingdon? If yes |l et s do
and be increasingly fruitful i f not , |l et ds stop doing it.

To explorethe biblical foundationsf this phasemore fullysee Appendix.

4.1.4 A 3 Color Perspective

To get an overall perspective on the Test phasethe context of the overall 3 Color
Compasgo to Appendix4.
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1 The princi@l focusat this pointin the Cycleis being effective igathering
informatiomndbeginning taeflecton it.

1 The princi@lrole of leadersin this phasesto obtain concrete information
enabingthemto explain ecuratl/ what is happening to the h u r heditld s

4.1.5 Warning: missing this phase or not doing it  thoroughly

A true understanding of the partnership with Gddhat he is doing and whathe church

has beerdoing, and its impact on bringing about healthy growth, cannot be achieved merely

by a superficial review of the perceptions dme people in the churchYou need some

regular objective measuite give youa clearpictureof what 6s r.eally happe

James, the great exhorter to o0do the word,
captures the importance of this Cycle phase:
what it says are like people who look at theiaces in a mirror and, after looking at

themsel ves, go away and i mmedRdtely forget w

To test effectively, gu cannot afforchotto stop and look carefully. Avoidgthis phaseon a

regular basis, or skipngover it superfcially,is a decision for incomplete understanding at

best and total ign@nce at worst. Tis hasnegative consequences for titurclcd s heal t h
whichwill become painfullgpparent when returning to ik phaseof the Cycle in future

4.1.6 Who should be involved in this phase?

The NCD Survey results should be considered first by the pastor or senior leader of the
church as a matter of courtesy and respect.

The pastor should then bring it to the leadership tedperhaps aftempersonally working
through the Understand phase where the use of the Profile Plus detailed analysis is
explained. Once the leadership team has had an initial look at the resrnt$ has a good
understanding of the NCD Cycle and its requiremeritscan determine who else needs

be brought into the processsuch as a support team @omebody fromoutsidethe church

such as a coadfsee Appendices 1 and.2)

It is not recommended that the results be shown to the congregation until the Profile Plus
report is fully understood.

4.2 Process

There arefour steps for working through this phaseach of which is explained in a sub
section below
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Complete the NCD Survey

Process initiateactionsto the results

Review your perceptionsf churchlife over the past year

SchedulethenextND Sur vey for one yearo0s ti me

PR

4.2.1 Complete the NCD Survey

At this point you should haveampletad the annualNCD Survey and obtaid the Rofile
Plus report If not, downloadNatural Church Development: An Introduction for Chorohes
the NCD Canadawebsite (www.ncdcanada.qoamd follow the instructionsReturn to this
manual once you havesults in the form othe Profile Plus.

4.2.2 Process initial reactions to the results

There is always an emoti onal r evmypbe swpese,t o s e
confusi on, happi ness, satisfaction or disaptg
only have to process your own response but help others do so as well. Whether you are

feeling positively or negativedypout the resultsthe tendencycan beto avoid this phasand

rush onto planningor even skippinglanning o 0j ust dDormsdtmet hi ng. 0

The first task is to accept the reality of an emotional respoasd that there are probablg
myriad of thoughts going through your headt is important to make the decisiothat
whateveryour initial responsgthe best way forward is to ensure you and the churegbrk
through thenext phase effectivelyto get a clear diagnosis of the issw@asl an effective plan
of actionto address thoséssuesAs the apostleJames might say, it is imperative the church
stops long enough to have a good look at itself.

PersonaPerceptions + Emotional ReactiohsAccurate Diagnosis

Appendix5 will assist you and others tavork through your initial responses to the results

4.2.3 Review your perceptions

If this is your first time through the NCD Cycle, you will not have formally completed the
Perceive phase. Bee going to the nextphaseand usinghe Profile Plus, work througthe
introductory exercises ilAppendix6 to give you some context for the current results

If you have been through the Test phase before, you may wish to look at the questions in
Appendix 6 again
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42. 4 Schedule the next NCD Survey for one

The cycle youhave beguroes not finish until you have returned to test the health of the
church and determine what progress has been made. Scheduling the date for repeating the
NCD Surveyat this pointachieves two things:
1 It helps you set a timeframe for working through the phasgthis cycle This
helps offset the possibility of drift
1 Itisthe ultimate way for the leadership to express to God ahé congregation
the desireto be accountable for leading the church through the issliesays,
0We r eal | ydotheaSarvey ih myear ® find out if what we have been
doing is making any difference. o0
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5. Understand ing Phase

5.1 Overview

5.1.1 Purpose and Outcome

The pupose of this phase is to arrive at@earand comprehensivenderstanding of the
principalhealthissues facinthe church an understandinghichis strong enough t@ompel
action. There are several components to this

= =4 —a -8

Understandingvhere the churchis currently healthiestand why.
Understandingvhere the church is currently unhealthiesind why.

A growing knowledge oivhere God is at workin and throughhis people.
Understandindhow well the church is partnering with Godlassessingccurately
whatis fruitful, increasingly fruitful, or fruitless.

At the end of this phase yowill have

f

f

Clarity on strengttesgood understanding of where the partnership with God is
working to the greatest extent.

Clarity on weaknesde®wingthe mainissuesurrently impeding healthy growth
and theirroot causesWorking to remove thee barrierswill maximize the
potential for healthy growth(Prioritieswill be decided in tle Plan phasg.

New insights into where, how and why God is at work in the church

5.1.2 Basic test question

1

What are the fact®

This phaseworks through the information that has been collected from the Perceive and

Test phasedo the point wherethere is a common understanding bfh e

state of healthYour conclusions shoultde strong enough to compel action. We mu st
somet hing about this. o

5.1.3 Biblical foundation

Understanding this context has two component®oth of which relate to the partnership
with God in growinghis church

il

1

A growing understanding ofvesare to diligently exploe the results until there is

a clear understanding of t.he churchos

A growing understandofgsod with useeingwvhere, how and why Godk at
work in the church because true knowledge of God is demongtichby
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obedient acknowledgement. This is the only path to increasinguingss in the
partnership because it is God alone who gives the life and growth

To explore the biblical foundations of this phase more fully see Appehdix

5.1.4 A 3 Color Pers pective

To get an overall perspective on the Understand phase in the context of the odG@Gdlor
Compasgyo to Appendix4.

1 The princi@lfocus at this point in the Cycle exploringthe informatiomgathered
in preparation forapplyingvhat has beetearned It bridges the time ofeflecton
andbeingproactivewhichwill beginwith planninga course of action

1 The princi@lrole of leaderdn this phasasto ensure everyone knowthat right
understanding is the basis of fruitful acté@uonderstanéhg both the church and
Godods w.df thdre isamightiubderstandinghe leaderswill feelcompeled
to act.

5.1.5 Warning: missing this phase or not doing it well

Wanting to be proactive andnovingto the Plan phase or even skjpganninga n dust do
something s significant risksYou mayend up only partially addressing the issu@snot
addressing them at alt may come as a surprise but busyness is not next to godliness.

More importantly, you may miss entirely the foundation on whichction must restd a
growing understanding of who God is and whémeeis at work in the church. It is not simply

a matter of getting active and praying for God to bless what you decide. God is revealing
himself in the processThe effectiveness of the carbution to the partnershipdepends on

a growing understanding of where, how and why God is at work

You may come from a spiritual tradition thahakes it difficult to draw wch a clear
intellectualdivide between what God is doing in the church and wtha& people are doing.

Or you may <come from a spiritual tradition
active. 6 It may be your view that you do vyo
decided or you do your part and just leave the rest up te trace of God.

The call here is to return to the concept of partnership. If Gddes invite us to partner

with him in growinghis kingdomthrough the local church, thegou need to think about

what that means in practical terms. If the churchisinstept h God&és wi | | t he
an ongoingsupply of fruitful outcomestransformationand abundant lifé the ultimate

position of ongoing sustainable healthy growth
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If your church is not seeinguch outcomes regularlyt indicates that the understaing of
God and of self in that partnership needs ongoing work. The greater the sensitivity to how
and why God is at work, the better the partnership and the better the outcomes.

5.1.6 Who should be involved in this phase?

The pastor should take ovetalesponsibility for ensuring this phase is completed.

One approach is that the pastor works through the results with the elected leadership to
the point where theinitial issues are identified and the leaders see the need to take personal
0 owner s those BsuesThis may require a facilitator or outside assistance from
someone skilled in using Profile Plus (see Appendix 2).

The process which follows is one of consolidating understanding of the key issues and
generating O0buy ienwdthinfthe @ongreggharand tha cangrggatianp |
generally. In this contexhe leadershimeeds to consider the following
1 Is a support teanmeeded to perfornspecific tasks (see Appendix 1)?
1 Who are t he odndhow wilntHey be broughéito thedprocess
(see Section 1.7.1)?
1 What will be shared witlthe congregatiorabout the results and how will they
be engaged to offer feedback throughout the Cycle procés=2 below)
1 What form of outside assistance is needed, if,dnyhelp achieve the &ks of
this phase

It is not recommended that the Profile Plus be preseniadits entirety to the whole
congregation, either by handout or presentation, due to the high likelihood of
misinterpretation and confusionver what is really importantOnce Prdfile Plus has been

worked through it is good to presenta summary which showsh e chur chds heal't
to encourage people, as well as the key issues the leadership regards as needing attention.
Congregational input ihen sought toclarifywhat theleadership is thinkingndto generate

ownership.

5.2 Process

There are four steps for working through this phasach of which is explained in a sub
section below

Begin learmg howto use Profile Plus

Diagnose the current key health strengths waskrofile Plus
Diagnose the current key health weaknesses using Profile Plus
Understandwhere, how and why God is at work in the church

PwbdPE
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5.2.1 Begin learning how to use Profile Plus

What is the purpose of Profile Plus?

Profile Plus is the principal tofidr achievinghe three major outcomes of this phase

1 Clarity on strengthavinga good understanding of where the partnership with
God is working to the greatest extent.

1 Clarity on weaknesdaswingthe mainissuesurrently impeding healthy growth
and theirroot causesWorking to remove these barriers will aximize the
potential for healthy growth.

1 Gaining new insights into where, how and why God is at work in.the church

The importance of using Profile Plus effectively

Using Profile Plus efféeely is essential to the entire NCD Cycle process. It is the tool
which gives you the regular objective measutl
that health is progressing. As such it confirms or contradicts the subjective perceptions of
variousindividuals in the churcf. 0 Fr ed says Y2 pWelbl efriesl Xs
OFred i s onlwecgnasosteley octohrerre citssues. 6)

Profile Plus is a powerful tool and you must take care to use it effectively. To get to the
core issues, yo need to ensure it is not misinterpreted nor used superficially. This takes
some time and effort.Please read the introductorynformation about Profile Plust
Appendix7.

The methodology for using Profile Plus

To gain the most from Profile Plugou should follow this basic methodologyery time you
use it It requiresdedicationbut it is not difficult.As you repeat the NCD Survey each year
and use Profile Plus, you will find increasinglyfamiliar and easy to usé@here are three
steps.

1. Identiy the major themes by looking at combinations of results

The church is an organism not an organization. This is reflectgdun Profile Plus.

Not only are the Quality Characteristics connected witand dependent gnone

another ashe eighte s semstyisalemé 6 of the church body,
within those characteristics are also interconnected.By looking at these
interconnections the church bodgan beseen as an organic, dynamic whatel the

unique issues facing the church emerge

Secton 2.2 of the introduction to Profile Plus suggests approachfor identifying
the major issues. Starting wiflast one Quality Characteristic graph, you explore
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connections between questions by askimgysuch results have occurred artbw
some results nght be the cause or consequence of other results oattgraph.It
takes very little time to start identifying points of connection between results. We
cal | t he ¢areaddfihterentdhat@onnect various sets of results.

Having discovered soménémes, you then look at the graphs of the other seven
Quality Characteristics to see if tiyecontainresults which connect to the themes
identified so far These connections mawdd insightst o wh a't youodve
discoveredhighlight connections betwed¢hemes raisefurther questions, etc.

2. ldentify the reasons (root causeshhsbg themes have emerged

Once you have a list adhemes the task is to explore what has happened in church
life which explainsvhythese combinations of results have occurréait is, the root
causes. It may be an activity, approach or attitude in church life. It may be the result
of aleadershipdecision. It may be the result of anstorical issue in church lifdt

may be the consequence of the influence of particular peegio have particular
preferences for the way the church goes about its work. It may be the result of
particular theological beliefs or traditions.

The important thing to understand is that tHfgurveyresults have not occurred in a
vacuumd they are the onsequence of beliefs, attitudes, activity and events in the life
of the church in recent times. Some ofe$e have contributed to healthy growth,
others have placed barriean the path to healthy growth.

Understanding the root causes requires more nkp but is absolutely necessary.
Perceptions must be testedd clear understanding of the issués an essential
foundationfor planning and action.

3. Summarize your findings
Once the root causes of the themes have been explored, it is important to sum up.
This gets ever yo megardngthe issues layg@thedounpatigndod
the planning to follow.

Work through the example of the methodology in action at Appen8ix

5.2.2 Diagnose the current main health strengths using Profile Plus

Alwaysbegin the process of using Profile Plus by looking at the strengths of the ¢hgch
where the church is currently healthiest
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Exercises

Take your Profile Plus report and work through the following exercises at Appehdix
1. Identifyt h e ¢ hmain strén@tls by looking at combinations of results.
2. ldentify the reasons (root causes) why the church is stronger in these areas.
3. Summarize your findings

What is the value of knowing your strengths?

NCD is not just about hhleuttmihe mdimafiamtmr Daec
as well, i.e. knowing your strengths and using them. Here are some ways of thinking about
your strengths once you have identified them.

1 The strengths of the church are where there are the least numberaofiers
within the churchto partnering with God in growindpis kingdom
1 The strengths of the church are where the church currently makes the greatest
contribution to oall by itselfd growth.
9 I't would not be surprising to se@ great
his people in the areas where the church is strongest.
9 I't would not be surprising to see Godods
to a greater extent in the areas where the church is strongest. (See Growth
Forces inColor Your Worfgp83103).
1 It takes less energy to keep the healthier results up than it is to get the lower
results healthierSmall amounts of regular effort to stimulate tseengthswill
keep these results up
1 The strengths can be used to help addresh e ¢ lweaknedsgsoscethey
have been identified.

5.2.3 Diagnose the current main health weaknesses using Profile Plus

This now brings the church to one of the most important parts of the NCD Cycle process:
identifying the main barriers to growth and the root causes of thbaeriers.

It can be said without a hint of hyperbole
weaknesses annually, discover the root causes of those weaknesses, and address them in a tim
manner, jeopardizes the potential for longtstainable healthy growth.
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Exercises

Take your Profile Plus report and work through the following exercises at Appeh@lix
1. ldentifyyour mainweaknesseby looking at combinations of results.
2. ldentify the reasons (root causes) why the churclvesker in these areas
3. Summarize your findings specifibarriersto growth.

Allow plenty of time to do this exercise whether as an individual or as a group. It takes time
to get familiar with the questions and thdieginto see connections between them the
context of what has been happening in church life. What is most important here is the
outcome: a clear set of issues that have been well thought through.

5.2.4 Reflecting on the nature and purposes of God

Two things have occurred as you worked thrgh this phase as a church.

1 You have thought about the life of the church in order to expléscurrent
health There have been many memories: of the good and not so good; of the
fruitful and not so fruitfulof the highs and the lows.

1 The pocesshasalsotaught you something aboybur church as the local body
of Christ. It is God who gives it life and growth.

In both instances youaonnecting withthe nature, purposes and activities of God wivants
to partner with you for healthy growthn more andbetter ways It is important to take
time hereto reflect solely on Gochimself and his work in your church.

Do the exercises at Appendix1lto bring this phase to an end’hese questions will be
revisitedin the Perceive phase.
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6. Planning Phase

6.1 Overview

6.1.1 Purpose and Outcome

The purpose of this phase te determine priorities &ad set clear strategies for actioim
addresghe most importanthealthissuesThis involves:
1 Decidingwhatthe most important health barrierare nowand what willbe done
to remove them
1 Deciding on activities to underpin the current strengths of the church
1 Deciding what has to stop in church life in order to give fr#ority issues the
required time, energy and resources

At the end of this phase you will hawebrief and simplelan foraddressing what you have
decided are the main health priorities.

6.1.2 Basic test question

1 What is most important now?

Many of the issues worked through in the Understand phase will be important. Some people
will see some issigeeas more important than others. Not everything can be doner
should it be The first stage of planning is to set priorities, working hard to decide what is
most i mportant f aight nobwSeme issuesmayhbd aritical o sghe sutvival

of the church.Resolving@me issuesot maycauseothersto diminish in importance.

6.1.3 Biblical foundation

This phase takes its cue from the Old Testament where the concept is less alphyisacal
plan(important though that isand more about thead of planningn effect, this is decision

by God?os tageeastipriwhich trmmgstheir will into greater alignment withGo d 6 s

The bottom |Iine is that Godds will al ways pr
i's in line with Godods.

Planning therefore requires carefiliberatioanddiligenceresulting indecisivenesand the
determinatiorto execute faithfully thedecisiongeached. In keeping with the biblical
understanding, it will involvetoppingdoing some things just asuch asstarting others
because it has been determined that some thi
with Godds will as other decisions or activi

O 2009 NCD International 35 Version 1.2 January 2009



\

NCD Cycle Manual

It is a dynamic process, not a static orfe.specific plarshould be done each time you
complete this phaseHowever, as the church remoséarriers andis increasingly sensitive
to where God is at work, theannualplan may needto be adjusted.(You canview
sharpening the plan g®ing througha minicycle within the main Cycle.)

For full detils of the biblical foundatns of this phase see Appendx

6.1.4 A 3 Color Perspective

To get an overall perspective on the Plan phase in the context of the ovar&blor
Compasgyo to Appendix4.

1 The principal focus at this point in the Cyclebiging very clear on where and
how the church willapplyitself based on what isewly understoodabout the
church and a GatiogpoaGtvedygss buwdoinglso in a very
focusedway, with clear decisions as to what is and is mote done.

1 The principal role of leaders in this phase is to ensure that everyovavedis
motivatedo contribute. This means everyonederstanthgwhy these particular
issuesare being addressedhy theyshouldoowné t h e s mersonallymslae s
part of the bod/, andwhy their contribution is ® importantfor church health

6.1.5 Warning: missing this phase or not doing it well

There are many risks to skipping over this phase or fail to do it thoroughly: trying to do too
many things and s mpsoercs tomthinlyt noteidentifiling rthe moss
important issues to be addressed; not targeting energy and resources effectively; not
establishing accountabilities and responsibilities for getting things done; and, as time passes,
drift and loss of focus.

Two quotes sum up thelangers
1 0Speed is only wuseful if you are go
I 1 hi

i ng
g ol f you aim at nothing, you wi it

it
Perhaps more important than all these thinfigrue knowledge of God is demonstrated by

obedient acknowldgement, then plaring to address growth barrierds the first act of
obediencebecause it reflects a declaration of the wdlladdress the health issues identified

6.1.6 Who should be involved in this phase?

While the supportteam can phaa role herein terms of recommendations, it is up to the
elected leadership of the church to make the final decisions as to the key priorities.
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If outside assistance is needed to help formulate a workablewlani c h has t he 0Dbi
the key groups in the churclget it.

The pastor should accept the responsibility of communicating the plan to the congregation.

6.2 Process

There aresix steps for working through this phaseach of which is explained in a sub
section below

Prioritize the list ofbarriersto increased churchealth Choosea maximum ofour.
Decidea course of action that will removihe barriers chosen

Decide how to work onthe strengths of the church

Decide at leasbne thing the church wilstopdoing to free up time, people and
resourcesto focus on what is more important

Build momentum for change.

Decide how the leadership will mowit what happens

hrwpbPE

o g

This sounds | i ke a huge job, particularly i
effectivep | anni ng. |t Heeramssodecludsave t o be.

1 If your churchhasgenerally lowerthan averageSurvey resuf, your capacity to
address a range of issues is |imited. Yol
immediately. Choos¢he number of issues tavork on you believe is realigt It is
more important that youplan toaddress one issue well than several issues poorly.

T You dondét have t oimeedatelygos san sptedd thenmaut oves s u e s
the coming twelve monthdo them in order of importance.

1 Eventhoughyouargoi ng to be doing the NCD Survey
on progress, some of the issues you have chosen may not be fully resolved by then.
That ds f i ne. Do n &he nedtSunayyesuttstoeevalBaterprogregss U s e
andhelp sharpen your pra

1 If you are working through the NCD Cycle for the first timhis phase may be a bit
messylf you come out of this phase wittbome clear decisions, list of action items
focused on removing the barriers chosen, a clear idea of who is doing what hy, whe
and a commitment to monitoring progresgou will be in front. The next time you
come to the Planning phase you withve had experiencand seen the results for
your efforts, enabling you to be more systematic.
1 Dondt tHealtingate goal is not th bestplan, it isthe removal of the barriers.
Dondt assume s omet h Rengving & lzalrier maytomy reqeire n e e d |
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something as simple as making a deci sior
formulation of a detailed plan but an act of thallective will of the leadership.

1 Get help if you need it. Find people who are skilled at planning, either iinside or
outsidethe church. Generally speakinghése people have a Red Zone bias in their
NCD Color Profjle

6.2.1 Prioritize the list of current health weaknesses

At the end of the Understand phase you arrived at a list of key health weaknesses in the life
of the church (see Appendik0).

1. Putthese in order, with the most important issue at #llhe order can be
determined by:
1 Show of hadsd what the majority of leaders think is the most important.
1 Deciding what is most likely to have the greatest negative impact on church life
either in the short term or long term if not addressed immediately.

2. Starting at #1, khoose up to fourareas towork on, depending ommow many you
think the church is capable of working on.

6.2.2 Decide a course of action that will remove the barriers chosen

At Appendix 2 you will find a template that you can use for each of the barriers chosen.

6.2.3 Working on your strengths as part of the plan

At 5.2.2 you worked to diagnose the current main heatitiengthsof the church. You
should not lose sight of these in the planning process even if your key focal point is the
areas of weakness.

After you have compked Appendix 2, consider the following:

1. How might you leverage the areas@tfeater healthn the congregation to assist in
removing specific barriers to growth?

2. Which people are involved in the areas of church life that are healthier who may
assist youo address the areas of weakness, through ideas or participation.

3. lttakes less energy to keep an area healthy than to help a weaker area become
healthier What specific, regular actismight you take as part of the overall plan to
keepthe areas identiéd in 5.2.2 where they are, or even moving a little higher.
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6.2.4 What will you stop doing?

Many church leaders are really fond of adding things to church life, but not good at stopping
things. Churches often end up dadarngeoch pat c
programs, activities and events all plastered over the top of one another competing for
limited time, energy and resources. Thereisoftes ense of oOweédhisbut al way
we don 0 titspkoduoesf riufi t aplugo droa rbefpbe alel new t hi ngs b
knowyeti f t hey are making any difference. O

Reuvisit the biblical foundations of the planning phase at Appendix 3 and consider the

concept of diligencen Proverbs 21:5and how it relates tot he | dea of OC Ut
sharpening It is about decisive action with respect to fruitfulness or fruitlessness, based in
a clear understanding of forhhe thur€aightnew wi | | i s

Planning is not merely abodecidingwhat will be done toremove barriers to gowth. It is

about reviewing whaactivities are currenthpeainglittle or no fruit andeither re-focusing

them or bringing them to an endimply put, you cannot afford xpendtime, energy and
resources on fruit | effodsmasthe diredted gt whatdid curreithh e ¢ h
stimulatingfruitful growth or on removing barriers to such growth.

What does not seem to be clearly understood in many churches is thatdg#al identify and
address areas of fruit | atsikintatives ardin acoogdsvithf or t h
Godds will they wildl bear fruit; if not, the

As one church | eader put Inithe shorbtéie it iseasiertoot go
avoid the hard issues of addressing parts of the body making littleoaczomtribution to

healthy growth, butthec hur ¢ hd s h erceé ih the Ipng tersnThe N@D Survey

results consistently demonstrate that!

Appendix B helps you think through thisandmake at leasbne significantecision

6.2.5 How will you b uild momentum for change

Quite often churches will have excellent plans aimed at addressing the right issues but there
is no momentum for change. It cannot be assumed that having a good plan alone will
generate such momentum. Addressing momentum is not gasticularly if churches have

been in decline in both health and numbers.

Several things can help you generate momentum:
1 Get people committed to work at the issues until ti&ycle is finished and the

next NCD Surveyis completed Experience shows thattthe church is diligent
and consistent in addressing the issues, the results will show in the next Survey.
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When they see the positive changes in the next Profile Plus they are encouraged.
This releass new energy and confidence for the next Cycle.

1 Help the congregation understand the connection between qualitative and
quantitative growth. They can know that if they work on raising the health of the
church over time,the hur ch wi Il Il grow oall by itsel

1 Set appropriate expectation&et the congregationd see thisas a long term
processwhere the Cycle will be repeated each yedhey are not required to
solve all the issues now, just be part of making steady growth to greater health
with progress being measured along the way

1 Work atways of gettingewr y per son to oownoé the key
every individual knows they can play an important part in removing the barriers,
there is broader engagement and the results at the next Survey will be better.

1 Get the | eader s partiadarlyd loe Yo oiwmfél u ehrec e rssd e s
the way by personally rolenodeling what it takes to remove the barriers.

1 Help the congregation to understand the consequences of not addressing the
issues identified.

1 Help the congregation to see that God is not liegk by the circumstances that
they see. Help the congregation see that the Cycle process is a partnership
where they will see God at work in new ways as they engage with the issues.

6.2.6 Decide how the leadership will monitor progress

A simple processo stay focused anchonitor progressis essentialmakingsure the plan is
on track and becominmcreasinglgensitiveto what is happening in the churchh.must be a
No.1 priority for regulardiscussion by the leadershiphese questionswill help prepare for
times of review Questionsto ask during a review session are included in the next phase.

1 How often will the leadership review what is happening?

1 How and where will the leadership do this review so that it the issues are not
crowded out by other tiurch matters?

1 What feedback mechanisms are needed to ensure the leadership has a good
understandingovh at 6 s happening in the church a
How will feedback be collected prior to times of review?

1 Would the leadership benefit frorhaving outside assistantedo this review?
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7. Doing Phase

7.1 Overview

7.1.1 Purpose and Outcome

The purpose of this phase is timmplement the plan consistently and faithfultyoverlaps
heavily with the next phas& Experieningd they are two side of the same coirrhis phase
involves:
1 Staying focused on doing what you as a church committed to God you would do.
1  Monitoring progress and responding to developments where necessary.
1 Expecting to see God at wortndexpecting to see increasing fruitfels for
your efforts.

At the end of this phaseas an expression of your commitment to Goghu will havedone
your bestin the partnershigo address the issués

7.1.2 Basic test question

1 Are we following through andhvitingGod and othersto go beyoml the plar?

Doing is a combination of commitment and expectation based on a faith in God who is able
to do more than we could ask orimagine.t i s al so about inviting
the baro6 in terms of faith.

7.1.3 Biblical foundation

This phaseis aboutimplementing e plan This means working consistently on the right
things in order to seencreasingfyuitful outcongelt is a fatal mistake to think that activity of
itself pleases God, no matter how good the intentiofifie focus musremain on fruitful
doingas an act of commitment to the partnership for growth.

Further, this phases about getting beyond the mentality that any fruit is the resilia
transactionbetween us and Gadve do X and therefore God will do Y. It is af grace He

alone gives the life and growttHo we v e r itds hel pful to know
abundance, and the faith challemge¢he doings to expecthim to give more than is needed

or asked for

For full details of the biblical foundations of thisase see AppendX
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