Cultivating Roots and Wings:

A Vacation Bible School Directors Experience
Student Lesson 8

Lesson 8: Evaluating Success and Planning for Future Improvements

Delivery: Online via Zoom/Teams

Time: 30-45 minutes

Objective: By the end of this lesson, participants will be able to conduct a meaningful
evaluation of their VBS and create a “Lessons Learned” document to ensure continuous
improvement and effective legacy planning for future teams.

Opening Activity: “Defining Success” (5 minutes)

“Welcome to our final training session, VBS leaders! You’ve journeyed from vision to follow-
up. Now, we close with a crucial step: learning and legacy. Let’s start with a poll. When
you think of a ‘successful VBS, what’s the first metric that comes to mind? Type one word
or phrase in the chat.

(Examples: ‘attendance,’ ‘salvations,’ ‘volunteer joy,” ‘new families.’)

“All of those matter. But success is multi-layered. Today, we’ll move beyond just numbers
and learn how to capture the full story of your VBS—the spiritual impact, the operational
wins, and the human moments—so you can build on it year after year.”

Teaching Points (15 minutes)

1. Multi-Perspective Surveys: Hearing Every Voice
“True evaluation listens to all stakeholders. Create brief, targeted surveys:

¢ For Parents: Focus on safety, communication, and their child’s experience.
Example Q: ‘What did your child talk about most after VBS?’

e For Volunteers: Focus on support, training, and team morale.
Example Q: ‘What would have made your role easier or more joyful?’

¢ For Children (simple & fun): Use smiley-face scales or one-word answers.
Example Q: ‘What was your favorite part? Draw it!’
Keep surveys short (3-5 questions) and distribute within one week of VBS
ending.”

2. The Debrief Meeting: Capturing Wisdom While It’s Fresh
“Schedule a Debrief & Celebration Meeting 1-2 weeks after VBS. Use the ‘Start, Stop,
Continue’ framework to guide discussion:
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¢ START: What new things should we try next year?
e STOP: What didn’t work and should be retired?

e CONTINUE: What was a home run and must be kept?
Important: This meeting is both evaluation and appreciation. Begin by celebrating
specific wins and thanking your team.”

3. The “Lessons Learned” Log: Your Gift to the Future
“This is a living document—the most important file you’ll create. It should include:

e« Finalnumbers (registration, attendance, decisions for Christ).
e Budget actuals vs. planned.

¢ Whatwent well (with details).

¢ Whatto improve (with specific solutions).

¢ Vendor contacts, volunteer standout names, and parent testimonials.
Store this in your shared VBS folder (from Lesson 5) and pass it to next year’s
director.”

4. Celebrating Well: The Non-Negotiable Step for Volunteer Health
“You must formally close the loop with your team. A Post-VBS Celebration—whether a
pizza party, potluck, or virtual gathering—is critical for:

e« Showing heartfelt appreciation.
¢ Providing emotional closure.

e Building team morale for future service.
This is not optional; it’s ministry to your ministers.”

“As you build your evaluation tools, remember that UMIVBS.com often provides
evaluation templates and survey questions tailored to their themes. These can be a great
starting point, ensuring you’re measuring the right things—like thematic engagement and
Biblical understanding—alongside logistics.”

Group Activity: “Draft a VBS Evaluation Survey” (10 minutes)
Instructions:

Use breakout rooms (3—4 people per room). Share a digital “Survey Drafting Template”
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Task:
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As a group, create a 5-question survey for VBS parents. Include:

1 question about safety/logistics
1 question about spiritual impact
1 question about communication
1 open-ended question for feedback

1 question about future involvement

Fill-in-the-Blank Activity (5 minutes)

Share screen or send link to digital form. Participants complete individually:

Evaluation & Legacy Planner

1.

The three groups | will survey after VBS are:
a.
b.
C.

The three parts of the “Start, Stop, Continue” framework are:

One item that must go in the “Lessons Learned” log is:

UMIVBS.com can aid evaluation by providing:

Closing Challenge & Final Prayer (5 minutes)

“Your final challenge—and perhaps the most important: Schedule your Post-VBS Debrief

& Celebration Meeting now, before the week even begins. Put it on the calendar, invite

your team, and make it a joyful, reflective space. You have been equipped not justto run a

VBS, but to lead a ministry that impacts generations. Let’s close our training in prayer,

committing our plans, our teams, and the children and families we will serve to the Lord.”
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Answer Key for Fill-in-the-Blanks

1.

Groups to survey:
a. Parents

b. Volunteers

c. Children

Start, Stop, Continue framework:
Start doing, Stop doing, Continue doing.

Item for “Lessons Learned” log:

Example: “Exact number of first-time families,” or “Contact for the great snack

vendor.”

UMIVBS.com evaluation aid:
Example: “Themed survey templates and evaluation guides.”
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Digital Handout: “VBS Evaluation Toolkit”

(Provided as a capstone resource)

1. Sample Parent Survey (5 Questions):

1.

2.

On a scale of 1-5, how safe and welcoming did you feel the VBS environment was?
What was the most meaningful thing your child learned or experienced?

How satisfied were you with the communication (emails, take-home materials,
etc.)?

What is one suggestion you have for us to improve?

Would you be interested in learning about other family ministries at our church?
(Yes/No)

2. Debrief Meeting Agenda (90 Minutes):

Welcome & Thanks (15 min): Open in prayer. Celebrate specific wins/shout-outs.

Start, Stop, Continue Exercise (30 min): Use sticky notes on a Jamboard or verbal
share.

Data Review (15 min): Share final numbers, survey highlights.
Looking Ahead (20 min): Brainstorm one “big idea” for next year.

Prayer & Celebration (10 min): Close in prayer; share food/gifts.

3.“Lessons Learned” Log Template:

text

VBS [YEAR] - LESSONS LEARNED

BASIC INFO:

-Theme:

- Dates:

- Director:
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- Total Registered:
- Average Daily Attendance:
- First-Time Families:

- Decisions for Christ:

FINANCIALS:
- Budgeted: $
- Actual Spent: $

- Notes:

WHAT WENT EXCEPTIONALLY WELL (BE SPECIFIC):

1.
2.

3.

AREAS FOR IMPROVEMENT & SOLUTIONS:

VOLUNTEER STARS (Names & Roles):

KEY CONTACTS (Vendors, Partners):
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TESTIMONIALS & QUOTES:

FILES & LOCATION:
- All digital files are stored in: [Link to Cloud Folder]

A Final Word:

Congratulations! You haven’t just planned a program—you have built a ministry
framework. The relationships forged, the lessons learned, and the legacy you leave in this
“Lessons Learned” log will bless families and your church for years to come. Well done!
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