HOW TO MEASURE 

MY CHURCH’S EFFECTIVENESS
A little boy attended church for the first time.  The ushers passed the offering plates down each row.  When the ushers reached his row, the little boy said loudly, “Don’t pay for me, daddy.  I’m under five.”

Every parent can remember those days of discounted tickets for our children!  I knew of one parent who was so cheap (we believed him to actually be a millionaire) that he got a discounted ticket for his seven year old child by carrying him through the line for the five year old children! 

In time, though, even seven year old children look their age!  The discounts ebb until they disappear altogether.  The restaurant children’s menu is replaced with an adult menu and in some cases we then stop going out to eat!  The cost is suddenly too great.

The American process is based upon a premise that we eat more as we grow older.  Therefore, the size of the meals and the cost of the meals are adjusted upward regardless of whether the person actually eats more.  

We have a tendency to grade spiritual maturity in the very same way – by age!  If one has silver hair (or no hair) and has spent many years in church, we make the assumption that he has now arrived at a state of spiritual maturity.   

It is my experience, though, that many of our middle-aged and older adults have never grown past the baby stage described by Paul in 1 Corinthians 3.  Who is to blame for their lack of growth?  Sometimes it is the fault of the Christian.  He never applied himself to be a full-fledged disciple of Jesus Christ.  On the other hand, though, many adults were never given the tools to develop to a higher level.  In such cases their churches had a very low definition of maturity.

Let me give two examples.  One deacon (he had been a deacon for twenty years) told me, “I thought I was a good deacon until you came here as our pastor.  Now I know how little I knew and how little I did.”  That was an adequate assessment of not only him but of his entire church.  The church was showing the effects of an inferior process for maturing Christians.

In another case, my church secretary (she had been a secretary for nearly thirty years) said, “We thought we had high standards until you came.  Now we realize we had very low standards.”

These same comments can be repeated in many of your ministries, too.  How do things like this happen in Baptist churches?  We pride ourselves on being a people who believe in the Bible, but the maturity level of most churches is pitiful, sad, and failing.  

The reason this condition exists is because we have an inadequate view of spiritual maturity.  We have a bad tendency to think in terms of age, effort, participation, and attendance.  In reality none of those items create maturity.  

The story is told of a man who asked for a pay raise based upon his forty years of experience.  The boss said, “No.  You have done nothing more than experience one job for forty years.  You are not experienced in anything else.”   

That illustration pictures many of our church members.  We have not developed outside our weenie, teeny little world.  

May I suggest that we redefine maturity in terms of completeness or well-roundedness?  This helps us establish a very clear target.  In these cases, clearer is always better!  As stated before, the five purpose driven objectives of ministry, discipleship, worship, fellowship, and evangelism are manageable, definable, and measurable.  Items such as prayer, tithing, and music would be better treated as subcategories in one of these five broader categories.  

My personal thinking grew by leaps and bounds when I discovered the truth of Ephesians 4:12.  The entire context reads as follows, “And He personally gave some to be apostles, some prophets, some evangelists, some pastors and teachers, for the training of the saints in the work of ministry, to build up the body of Christ, until we all reach unity in the faith and in the knowledge of God’s Son, [growing] into a mature man with a stature measured by Christ’s fullness.”  (HCSB) 

This word “training” changed my view of leadership’s role.  It is derived from the Greek word “katartismos.”  It appears in the same sense in 2 Corinthians 13:11, Galatians 6:1 (restore), 1 Thessalonians 3:10, Hebrews 13:21, and 1 Peter 5:10.  Wuest defines this Greek word as “equipping for service.  These gifted men are to specialize in equipping the saints for ‘the work of the ministry.’”  (Kenneth S. Wuest; Ephesians and Colossians; Wm. B Eerdmans Publishing Company, 1953).  

John MacArthur elaborates, “No matter how gifted, talented, and dedicated a pastor may be, the work to be done...will always vastly exceed his time and abilities.  His purpose in God’s plan is not to try to meet all those needs himself but to equip the people given into his care to meet those needs...The entire church is to be aggressively involved in the work of the Lord.”  (John F. MacArthur, Ephesians, Moody Bible Institute, 1986).  

How can this be done?  

1. It means we need a process to develop our people!  The word process denotes that it is a continuing, repeatable system of progression.  Jack Hyles once said, “A great church is a good church which has seen it all, done it all, and yet keeps on doing it!”  Such a church continues its process week after week, month after month, year after year.  It knows what it is trying to do, keeps updating its tools (programs, procedures, staff), and keeps its eye focused on the process.  This process trains the people then turns the trained people into trainers of people (2 Timothy 2:2).  There will be times when God moves your better trained people to other churches for ministry; this will create openings for those who are going through your current training process!     

2. It means we need a way of measuring where we currently are and what is currently possible.  Few church leaders truly know how to measure church performance.  Accordingly, the pastor often gets much of the blame for poor church performance.  As a result, the average pastor tenure is now under three years!  This creates a vicious cycle of defeat for both the pastor and the church.  However, most pastors are not the problem!  God did not send the pastor to be the problem but to be part of the solution.  The church leadership needs to recognize that it can never identify the problem or solve the problem unless it has a way of measuring the current performance of the church.       

Let’s look closely at two charts.  These charts are derived from a survey (done by Ellison Research of Phoenix, Arizona) which appeared in the November 2005 issue of Facts and Trends (a Southern Baptist publication).  This is one of the most enlightening surveys I have even seen for two important reasons.  First, it illustrates graphically what churches can do; second, it provides a way of measuring my own church versus other churches.  Through this survey I can identify and target the bull’s eye rather than continue shooting in the dark!  

What is offered per year by size?

	Tool
	Small %
	Medium %
	Large %

	New membership
	50
	64
	87

	Basics of Christianity
	39
	52
	65

	How to study the Bible
	38
	41
	60

	Evangelism/outreach training
	29
	43
	62

	Spiritual growth/renewal
	33
	34
	53

	Effective prayer
	31
	30
	52

	Spiritual gifts inventory
	23
	31
	55

	Marriage enrichment
	16
	33
	56

	Leadership development
	21
	25
	45

	Basics of church’s denominational perspectives
	21
	25
	33

	Parenting/child development
	9
	15
	55

	Financial management
	10
	13
	40

	Skills and talents profile
	9
	17
	34

	Grief recovery
	5
	7
	25

	Recovery from substance abuse
	6
	6
	15

	Health/weight loss/exercise
	4
	5
	19

	Ministry in the workplace
	5
	4
	7

	Divorce recovery
	3
	2
	16

	Life skills
	2
	5
	9

	Totals
	354%
	452%
	788%


What is offered by denomination and perspective?
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Several denominational facts are worth noting.  Lutherans have the highest percentage of new membership classes at 84%, compared to Southern Baptists who have the lowest percentage at 52%.  

Southern Baptists also have the lowest percentage of classes teaching basics of denominational beliefs with only 17%.  This occurs in spite of Southern Baptists priding themselves as a “people of the Book.” 

Only 49% of evangelical churches have classes oriented to evangelism/outreach training.  Evidently 51% of evangelical churches have missed the purpose of the Great Commission.  Interestingly, not one of my pastorates provided evangelism/outreach training in the year prior to my arrival.  Not a single one!  Yet isn’t this supposed to be one of the highest priorities of God’s church?  How can this be?  What is your own past and present experience?  Is your current church accomplishing this goal?  

Genuine purpose driven churches provide the necessary training because training provides the means to achieving their purpose!  

Robert Gross, former president of Lockheed Aircraft Corporation, once shared with his supervisors, “It’s one thing to build a product; it’s another thing to build a company, because companies are nothing but men, and the things that come out of them are no better than the people themselves.  We do not build automobiles, airplanes, refrigerators, radios, or shoestrings.  We build men.  The men build the product.”  

The last statement can be paraphrased in the following way in church language: “The men build the kingdom of God!”  Kingdom building is hard work!  It requires skilled craftsmen just like any corporation.  

It is my firm conviction that every church (regardless of size) can establish a better training program.  Just a glance at this survey indicates that the majority of these classes are needed to develop complete or well-rounded Christians.  

I am especially proud of the training we provided at Pollard Baptist Church.  We averaged only 92 in worship.  However, based on this survey, we apparently provided more tools for personal development than even the large churches.  

Let me show you how a purpose driven emphasis (worship, ministry, fellowship, evangelism, and discipleship) works in real life. Our purpose statement read as follows: “Our church’s purpose is to help every member become complete in Christ by emphasizing personal development in discipleship, evangelism, ministry, worship, and fellowship.”  

On the basis of this purpose statement we proceeded to develop opportunities to grow people!  Some folk grew to levels they would never have attained otherwise.  Interestingly, many of those opportunities are included in this survey.  Let’s take a look.  

1. New membership – We implemented a periodic four hour seminar CLASS 101 called “Discovering Church Membership.”  This seminar was patterned after Rick Warren’s Christian Life And Service Seminars.  It introduced new members to our church goals and made them aware of our own expectations for them.   

2. Basics of Christianity – We provided a “BASICS” class during Sunday School for adult beginners in the faith.  This class followed a one year cycle designed to teach the trinity, inspiration, deity of Christ, etc.  I taught this class.  Six completed the first year’s cycle and rotated out.  Four students comprised the second year class.  

3. How to study the Bible – Not provided.

4. Evangelism/outreach training – We provided training on Thursday evenings using the Southern Baptist program known as the NET.  In addition, we converted our mid-week service to a “Be A Missionary” Wednesday service for all adults.  Evangelism training happened every Wednesday night because this was a very weak spot for the current membership.  In addition, we provided a periodic four hour seminar CLASS 401 “Discovering My Life Mission.”  

5. Spiritual growth/renewal – We taught a periodic four hour seminar CLASS 201 called “Discovering Spiritual Maturity.”  This included a process for conducting a daily quiet time with the Lord!  

6. Effective prayer – We intentionally programmed more prayer into our midweek service.  Why?  There was a significant performance gap between the effective prayer habits of the old generation and the ineffective prayer habits of the younger generation.  Also, we provided copies of the book How To Pray Effectively For The Lost and used that as a study text.  Our Wednesday service concluded with small prayer circles. Last, our internet prayer chain included more than sixty email addresses.  

7. Spiritual gifts inventory – This was done through a periodic four hour seminar CLASS 301 called “Discovering My Ministry.”  

8. Marriage enrichment – Not done.  However, I routinely provided a four message series each summer titled “How To Deal With Family Problems.”   

9. Leadership development – CLASS 501 (monthly Saturday morning leadership training) was developed in-house to meet this need.  One session created a comprehensive listing of every ministry presently functioning in the church so we could help new people find a way to serve immediately!  We listed a staggering 332 ministries that continually happen. 

10. Basics of church’s denominational perspectives – this objective was met in the Sunday morning BASICS class.

11. Parenting/child development – not done although we did provide free educational tutoring for students.

12. Financial management – not done.  What potential, though, especially with this younger generation!  

13. Skills and talents profile – this was part of CLASS 301.  That class helped students evaluate their Spiritual gifts, Heart, Abilities, Personality, and Experience (otherwise known as SHAPE).  In essence, identify what you are good at and use it for the glory of God!    

14. Grief recovery – not done.  

15. Recovery from substance abuse – not done.  However, a larger Baptist church just a mile away included grief recovery in its training process.  

16. Health/weight loss/exercise – not done.

17. Ministry in the workplace – this is admittedly a vague category.  Our Wednesday night “Be A Missionary” theme equipped soulwinners for their place of employment.  One Hospice worker used the CLASS 401 training to lead several patients to a saving knowledge of Jesus Christ!  That ministry was as effective as door-to-door visitation!

18. Divorce recovery – not done.  

19. Life skills – not done.

How well does your church do in providing these important ministries?  Give yourself credit for 100% in each category your church provides.  Give yourself credit for 0% in each category your church does not provide.  Add the results.  Next compare your own total with the totals in Chart 1 of the small church, medium church, and large church (this size church begins in the area of five hundred in regular attendance).    

As noted above, we provided personal growth opportunities in categories 1, 2, 4, 5, 6, 7, 9, 10, 13, and 17.  We achieved a 100% rating in ten categories.  That’s a total of 1,000%.  By contrast, the large churches (Chart 1) only attained a 788% rating.  This rating system may not be real scientific but it illustrates that a small church can do much of what needs to be done!  

At the same time it leaves me wondering why the large churches do not provide more opportunities than they do.  Perhaps St. John’s syndrome has taken root!  St. John’s Syndrome states, “Churches become less effective the longer they are in existence.”  Why?  The church’s original sense of purpose evaporates through time.  In many cases it is simply a matter of the leadership arriving at its own maturity but forgetting its responsibility to help others (usually the next generation) come to maturity.  

It is important to realize that the opportunities in these charts are very focused opportunities.  They do not minister to every person at every point in his Christian life; however, they do minister to a substantial number of people at various points in their lives.  

We do not begin or sustain a ministry just to have a ministry; instead we allocate resources only after determining that the ministry will grow the people in accordance with our five-fold purpose. 

If this purpose is accomplished in just a minority of our attendees then God’s church will become a much better church and it will have a tremendous impact upon the community.    

Once again, our goal is to grow people!  In his text, Becoming A Person Of Influence (pp. 125-126) John Maxwell points out four results to this line of thinking.  These results are written for a secular audience but you can easily adapt them to your own situation!  

1. “Raise their level of living.  As people develop their gifts and talents, learn new skills, and broaden their problem-solving abilities, their quality of living and level of contentment improve dramatically.  No one can grow and remain unaffected in the way he lives his life.  

2. Increase their potential for success.  Businessman George Crane claimed that ‘there is no future in any job.  The future lies in the man who holds the job.’  When you enlarge other people, you brighten their future.

3. Increase their capacity for growth.  Enlarging has long-term benefits.  It helps them become better equipped, and it increases their capacity to learn and grow.  And their growth begins to multiply.

4. Increase the potential of your organization.  If many people in your organization improve themselves even slightly, the quality of your whole organization increases.”

The church benefits, the individual benefits, the community benefits, and the cause of Christ benefits in ways that we cannot even imagine!  God has placed a hidden treasure in each member.  Our God-given assignment is to help the members locate that treasure!

Once again, it’s time for reflection.  Does your current process bring people to a complete or well-rounded stage of Christian living?  Think about your leadership team then about the teachers and other staff members.  Are they as spiritual and effective as the prior generation?  For example, due to the passing of the Greatest Generation some churches are now struggling with few prayer warriors. Ask also the following questions:  

· How successful are the people in personal soulwinning and recruiting adults for church membership (an evangelism issue)?  

· Are they like Jesus in their lifestyle in such areas as love, forgiveness, temptation, and attitude (a discipleship issue)?  

· Do they control their money or does their money control them (a worship issue)?  

· Do they create a sense of belonging for the new members (a fellowship/assimilation issue)?

· Have they identified their ministry?  Are they using that ministry (a ministry issue)?  

  Next conduct a review of your latest new adult members.  Write down each name and then identify the tool(s) which will help that person reach a complete, well-rounded stage of maturity within six years.  For instance, is he a new convert?  If yes, how will he prosper in a normal Sunday School class where most of the discussion takes place on a giraffe level rather than a sheep level?  He will likely be confused!


In review, we now have a better understanding of what we wish to accomplish on a broad scale.  We will next turn our attention to how the mid-week service can become part of the solution.  
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