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PREFACE

The Center for Excellence in Congregational Lead®&PHCL) results from a convergence of faith,
passionvision, humility, and persistence. We would not be able to continue in our worpavithening

tohoo d one another up in prayer, offering encourage
FortunatelyL.illy Endowment funding enabled us to conduct the highest level of professional evaluation to
enable us tlearn from ourselvesd determm if we are realizing our vision for the progfamTom

Watkins was recruiténllead thigvaluation work because of his professionalism in conducting program
evaluation in educational settings and his commitment to follow Christ. He holds aiddeétiuedéonal

Psychology from the University of lllinois, and has conducted and supervised evaluations in educational and
church settings over the past fifteen years. He has been careful to incorporate the feedback and experiences
of pastors, coachestamther key stakeholders in developing and implementing a meaningful evaluation
strategy.

The following report summari zes Tomds quantitatiywv
CECL. During CECL, we have witnessed how God hastraesf pastors, coaches, church teams,

families, and entire congregations. Some church teams have learned how to say no to anything that distracts
them from the churchds purpose. Pastors have set
and leadership that will prevent them from burning out. Pastor families have found new support from

church leaders. Congregations have seen increases in investment for Kingdom work. Churches have become
outwardfocused, and reached further into the conitmuWedeeplyappreciatd o mdbrsribution to help

us identify and communicate how CECL has impacted pastors, their families and their churches. His findings
have also made a tremendous contribution to the improvements we have made over tirze OEPLMI
Weencourage your input on céntinuesto brdenp through CEGL, pgattnart Go d €
churches, and elsewhere in the Kingdom.

In Christ,

Ken Giacoletto Ben Mott

CECL CaoDirector CECL CaDirector

President Vice President for Marketing and Program
Green Lake Conference Center Green Lake Conference Center
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EXECUTIVE SUMMARY
PROMISEAND CHANGE

What pastos and church leadersshould know about the Center for Excellence in Congregational
Leadership (CECL):

1. OCECL is a two year voyage, powered by the winds obh&plrit, to help pastors increase joy
in ministry and help churches reach communities for Christ through health and outwérd focus.
(CECL Mission)Over the past five years, Hastors and churches have completed this voyage.

2. The demographics @ECL pastors araimilar to(but not necessarily representativemafhy
Baptist pastors in the Midwest,veell asnany Protestant pastors in Ameri€he typical CECL
pastor in Classes3lwas most likely to be each (but not necessarily all) of the folk@inygars
old, Caucasian, magptist, from the Midwest, holdiagn M. Di v or ot her Mast
married with two or more children and a spouse working outside the Homever, other
CECL pastors come from very different backgrounds, amivérisity appears to be increasing.

3. It is clear that church members have detected an improvement in church health during CECL.
Experienced individuals in participatinggregations reported statistically significant increases in
four of the Natural Chure DevelopmensurveyscalesNeedDriented Evangelism, Holistic Small
Groups, Geaatiented MinisaigdFunctional Struct@eares on the other scdield steady.

4.  CECL churches produced an excellent return on the grant inveJtheeh@7 churches CECL
classes-2 with complete daexpeienced &.9% annual increasegivingduring the program
Adjusting for inflation, which averaged 3.2% over this pagochn use a conservatiftation
adjustechveragermual increadevel of 4.7%n offeringsduring the programThis arounted to
a $2.4million inceaseabove inflatiorin offeringsjust during the 2 year period in which the
churches were in the progranfhis is$900,000(or 60%) more than the $ million in grant
funds allocated tt¢ 150 churches in the first three cladsesat a kingdom impact!

5. Most CECL churches experienced an incakeld steadin attendanceduring a@ime when
comparable churchesre shrinking

6. Pastorengagement and enduramc€ECL has increasedsficantly ér each Class of CECL
All pastors in Class 3 participated in rab#te fiveCECL sessionspmpared t®2% for Class 2
and 71% o€Class 1 pastors.

7.  We found statistically significant increases on all five scales of the CECL pastareziarayip
Tools, Accountability, Visioning and Strategic Planning, Family andavd8gtirytgd|@norsth

8.  The percent of pastors rated by their coach as demonstratisigtency, vision and success with
one or mmmcreased fiora fimger@ent before CECL to 55% after CECL.

9. The percentage of churches rated by CECL coadepesencing good health and growth or
multiplicatiod increased from six percent before CECL to 53 percent after CECL.

10. Pastorselfreportedisk for burnoudecrased significantly during CEClixtyfive percent
expressed moderate to high risk of burnout prior to CECL, and only 30% expressed this level of
risk after CECL.

11. Peer ¢ams,gpeakersyisioning anddrategicplanning,books preachingtraining resthealh
benefits andcoaching omentoringwere most often listed by s as being the most helpful
components of the CECL program

12. Pastorsvere most likely to report that their churches benefited frnem @urchvision and/or
betterleadership. In s of benefits to the community, pastors were most likelysaises,
goods(food, clothing, etc.pr personatontact.



PROMISEAND CHANGE

STRENGTHENING PASTORS AND CHURCHES THROWGH THE CENTER FOR
EXCELLENCE IN CONGREGATIONAL LEADERSHIP (CECL)

0Any fool can count the seeds in an apple, but only Gaedwatnall the applesinosee e d . 6
Rev.Robert Schuller

Over the past fivegrears,255 pastors have begun a journey to take stock ofp#rsonal and
professional promist exyand their leadership toolbox, and to engage their churches in productive change.
Theyhavetraveédto Green Lake Conference Center in Green Lake, Wisconsin to participate in the Center
for Excellence in Congregational LeadgiGRIPL}, sometimes on tireown, and other times with family
or their church team©f these 255 pastors35lhave completetthe CECL voyage90 are continuing in the
program and 30did not complete the program due to a job change or other.rédswst all of them
could desdlbe serious challenges in ministry, @mcrete ways in which they and their churches have been
impactedand improved during CECISome of them described CECL as follows:

CECL has been good for my isisity Mas tough beforeblecannse of tffodarity in my life as to what |

should do as a pastor. Ministry has remained just as tough but with tools gained there has been rene
Falling in love with the One who loved me all along has been life changing. Disttomdtngeaadeep passio
spiritual guide and friend has opened up many doors. Encouraging the congregation to pursue perso
transformation has been powerful as people have been in the Word. Life has become so much better
more detatimesome areas and totally engaged in areas where | operate out of God's calling for my life at

CECL has "lit a fire" in me concerning vision and organizational thinking.

This has beenoagrful experience of sirgngiie equippingommifistyand a part of our church's
movement towards greater passion and growth in ministry.

CECL has been a winh@eperienter me, for my family, and for the leaders of our church. | have been ex|
to some wonderful material ancelsoraargréat friends.

Sincfl started in CEClthany changes have been made in my spiritual life and theHdsethangkarch. T
can be directhted to CECL and my peer group meetings. | have gained more confidence in how God is

These are encouraging and hopef ul statements that
many CECL pastors and church teams have during their CECL experience. There is also some diversity
evident in these wordsit is clear that each parshas unique convictions, challenges, lessons learned and
routes to improvementPastors weralsonot alone on this journey. They laageer team and a coach to
learn, laugtand to grow with.Here is howsome of the coaches described pastor expsranearious
stages of improving their practice:

This is a pastor who is frustrated wanting to bring about change. He is coachable. He has been in mir
and yet he is still looking to advance. When he was getting so mulér fheshbgadk, telehiermany
times oOoyoudre not crazyo.

1CECL was originally funded through the Lilly HBewdWaswpagdaft s Su
Li | | yednscommitmmegt to support Christian programs initAwesisggrafichntly informed by a needs assessment process through wt
experienced pastors were consulted regardinguslisyaiminigthygh



CECL has breathed |ife into his ministry. Abc
the progrdnhe was very discouraged and depreassiionihgiece wasportant, but the main thing

was limging lay leaders hegdiiagpkerspective on the situation. They felt a sense of empowerment by wh
experienced at Green Lake.

From a pastords meeting, ypesentdgteand itanlyltakes ane ar tvd of u p
the old guard to shoot a hole in your ball oon,

Shéhad a vision team prior to CECL, but what CECL has done for her is to eptpuvietdasieisigpe n

but ownership at a higher level. She was still doing a lot of the work herself, driving/riding people. Hav
has broadened the ownership. There has been some increase in attendance. She has also taken cal

health issues.

He has been actively taking what he learns and applying it. He has patrtially turned a dying church, and
protagonists havé gdea remain.

He very seldom has a crisis that he is wrestling with. It ibledys$iprebethd gden he started,
he talked about being bored. Last night at the update, he saitthisristhyewesyfitrshould be.

Shds now a dynamo that got plugged in. This is an old downtown church inig kenditguliown. This
time pastorélieehas been there aboutghree CECL has strengthened her confidence. She is strongel
leaership and bringing about stewardship

He is doing some tremendous things in his church. He is wagkihgovgththroagbuthange. He has
taken some CECL concepts and figured out how to apply them. He is willing to take whatever time it
change. | see him as a long term pastor.

He is almost a cleanddlagze is nothing to contestofr@xpprience. Harmony is really bightor him
struggles with opposition.

The guys are still all workaholics, but they have a better handle on personal devotions, family, and gettir
balance.

She has had an issue with one of theestafbrmesting everythshgltiest, and it is coming to a head, and
now thehurchoard is helping to confront this man.

These brief statements capture some of the promise and real change for pastors, church leaders and
churches. It is safe to sathat a tweyear experience, no matter how-dedigned, will not completely
transform all chaplains into leaders, or remove all personal and institutional baesdserthéade. This is
messy work, andriquires faith, love and determination avemy years. CECL hopes to help pastors and
churchesauire some new tools for change wtol@mitting topositive and productive relationshopsr
the long run

This report will make the case that almost all CECL pastorsbeeafited from the peeteam and
coaching. Most attenggtto implementstrategiesn their church based upon their experience in the
program. Some of them bewaa part of a productive church team. A few have the opportunity to see this
changalreadyesult in improved chein health and growtfsome will see even richer blessings three or five
years from nowThis report describes some of the lessons learned from this program, with the iope that
will inform the way wsupport past@rand improe churches.



CECL MISSION AND PROGRAM MODEL

Mission:

CECL is a two year voyage, powered by the winds of the Holy Spirit, to help pastors increase joy in
ministry and help churches reach communities for Christ through health and outward focus.

Great Speakers

Integrity, Spiritual Growth
Leading Change
Transitioning
Church Structure

Personal and Reaching Lay Teams
Tea m COaChlng Discern Vision
Learn
Pray
Plan

Learning
Accountability
Encouragement

Peer Teams
Spouse

Contextual Learning
Create Action Plan Marriage Relationship

Overcome Roadblocks

Green Lake

Great Lodging and Meals
Beautiful Grounds and Lake
FREE GOLF at Lawsonia

This model was developed in 2007 to describe the major outcorpesgasuth components of the
most current vision of CECL. Earlier articulations of the program outcomes can be found iarthe earli
CECL evaluation reports (Watkins, 2006; Watkins, 2GEQL monitored the progress of pastors and
churches on these outconireseveral waysTlhe pastoral outcomes were measured through pre and post
surveys of pastors and coaches and coach inter@dewgregational health was measured through Natural
Church Development survdgswidelyused and researbhsed survey of church headth)wvell as quarterly
church reports of attendance, giving, baptisms and new members.



CECL LOGIC MODEL

Logic modd are frequently used in program evaluation to make program expectations explicit, and to
explore connections between various program comp@mgntdacNamara, 2000yhe CECL Logic
Model(next pagelas developdad Septembe2006after the completiof CECL class Wwith the goal of
incorporating more of the CECL partners and extending the sphere of CECL influence to multiple aspects of
the church and its broader communitiiis modeprovides an overview of most of the relevant program
components iICECL, and offers a simple circuldatienship amontie four major components.

ThePartner Preparationcolumn summarizes the preparation that was required before CECL could
become a realjtygnd the characteristics of the pastors and churches @ftEltanvolvement:

T

The Sustaining Pastoral Excellence (SPE) funding initiative of the Lilly Endowment established the
guidelines and adminattve structure for the program gmdvided fundingfor the original grant,
an extension grant, and two ngiraints for collaborative projects with other SPE grant recipients).

TheGree Lake Conference Center (GLCC) is the location for most of the CECL activities.

GLCCprovided theo-directorsand coordinatoof CECL, facilitated a Vision Team, and
maintaied contact with the coach leader, coaches, pastors and evaluation team

The background of the pastors and the churches participating in CECL were important components
for understanding the program.

The CECL Experiencecolumn includes the various compaseifithe program

Even before CECL began, GLCC staff, Vision Team members, and many volunteers invested a
substantial amount of prayer time to CECL, and this has remained a central component of CECL in
peer teams, training, coaching, mentoring and skcoueals.

While atGLCC, pastors spent up to six weeks with their peer team over the two and a half years of
the program. They were also expected to have
and peers between sessions at GLCC.

Pastors werdsa invited to bring their family for portionsook ortwo of the CECL sessions, and
expected to bring a team from their church to GLCC for two of the other CECL sessions (for two of
the sessions, pastors came on their own).

A variety of speakepsesergdcontent to the pastors, families and church teams. Pastors were also
expected to read bogtsor to the CECL sessionsongof the books werauthored byhe

speakers, but all wesalected to impart principles of leadership, church change, preacklated
topics.

Pastors, families and church teams alsoipat#id in worship time, and enjofyed time (during
which water activities, golf and other recreational opportunities were available).
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ThePastor and Family Outcomesolumn represents the pastoral outcomes of C&gelabovge)
organizedccording to theontext in which the outcomes were likely to be observed.

Finally, theChurch and CommunityOutcomescolumn includes the church health outcomesvirat
explicitly mentioned in ti@&ECL proposal, as well as some church team and community outcomerethat
observed in many cases.

1 In order to support pastoral leadership and congregatiorgldneaith teams were expected to
attend two of the CECL sessiavith the pastor. @lirch teara were generally comprised of church
council members and/or eld@iss potential future leadeiShurch tearhealth, vision and vision
implementation @re ratedby the coach

T The Natur al Church Development (NCD) survey in
that have been found to be important components of church health in a large inteesatookl
study (Schwartz, 1999

1 At the outset of th program, pastors agreed to regularly report average weekly attendance,
offering/giving, new members and baptisnfsttendance and offerings turned out to be the
indicators that were most consistently reported and sensitive to change. Using newndembers a
baptisms as outcome indicators would likely require longer reporting periods and greater specificity
in reporting (for example, distinguishing infant and adult baptism, dedications, and other similar
ceremonies).ater in the program, it became cleat #everal churches had begun or completed
buil ding projects during CECL (expansion) , o]
(multiplication).Expansion and multiplication are not explicit goals of CECL, nor are they typically
attributableevidence 0EECL 6 s i mp act , ntinethe partibigayng churahes,jandpp@r t a
addressed in a more qualitative manner later in this evaluation report.

1 One of the common threanosmany of the change models advocated by CECL speakers was the
concepttwhrdnf oousod of the congregation, which
community, in the form of social contacts, or the provision of services ofsgohdss food,
clothing, etc)

Most of the remainder of this report will be dedicated to desthibiredationships between the
components in the Logic Model, towdtasdevelopment @CECL Benefit Moddghat mayinform further
refinements of CECL and otts@milar programs.

PASTOR PARTICIPATION IN CECL

The following graphs report the number adtprs beginning each of the five CECL cléisaebave
been launched thus far. The second chart rapertgercent of pastoia the first three classes who
attendednost or all CECL sessions.



Number of Pastors Beginning Each CECL Class
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Class 1 o€ECL was by far the largest, and the number of participating pastors was greatly reduced for the
two subsequent classes. The largest factor in this reduction was the decision on the part of Green Lake to
support smaller classes of pastors (idedl@)40here was also a change in management of CECL prior to

the launch of Class 3, which resulted in a stabad recruitment effort, and atosling of CECL to better

meet the needs of pastors.

Percent of Pastors Participating in Most or All CECL Sessisn
(Classes 4 and 5 are still in progress)
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The chart above indicatbe percent of CECL pastasho participated in most or all sessions. For Classes

1 and 2, this meant at least four out of six sessions. For Class 3, this meant at least threesessiaid.

All 24 pastors in Class 3 participated in most or all CECL sessions, compared to 71% (66Qlas®s)

and 92% of Class(26pastors All together, 35pastors and churches have participated in CECL alt a leve
where we could expéoipact. For Classes 2 and 3, there appears to have been a greater awareness among
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pastors and coaches of what the program required. There were also many lessonsrig@iasd 1 that

led to a more consistent implementation of the program. Exafrpissvere: (a) peer teams led by trained

coaches instead of facilitators, (b) coaches had the support of a lead coach, (c) a coach retreat before each
CECL session, (d) oObridged6 meetings of pemm teams
six weeks to five weeks.

PASTOR AND CHURCH DE MOGRAPHICS

Demographic information aurrentlycollected at the start of the CECL progtarhelp coaches and
staff meet the needs of pastors. It can also be used to characterize the participams(sseatigectables
below) and to determine where the program has been most effective (a later section of this report). Except as
noted below, data are based ugsponses from 120 pasteither at the start or the end of CECL

Demographicsof Pastors anl Churches in Classes-3

State Highest Degree
Wisconsin 32% High School 3%
Illinois 18% BacheloridA Y%
Indiana 13% Master's 81%
Minnesota 11% Doctoral 8%
Michigan 10%
Other 16% Marital Status
Denomination Married 97%
Single 3%
Baptist 75%
Independent 11% Spoudemployment Status Outside Home
Evangelical Free 8%
Methodist 5% Employed 63%
Not Employed 37%
PastoGender
Children
Male 92%
Female 8% 0 11%
1 7%
Ageof Pastor 2 3%
3 28%
<40 1%% 4+ 16%
4049 31%
50+ 550 Ethnicity
Caucasian 95%
AfricantAmerican 3%
Hispanic 2%

2 Based on data at start of CECL for 162 pastors and
churches.
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Age When Pastor Came to Christ Church Pl@Restart

<10 41% No 9%
1019 50% Yes 10%
20+ 10%

Age of Current Church
Age at Start of First Pastorate

< 10years 7%
<20 4% 10-49 19
2029 51% 50-99 2%
3039 30% 10006 149 2™
40+ 16% 150+ 25%
Number of Churches Pastored in Career Urbanicity of Church Community
1 17% Rural 4%
2 27% Suburban 3%
3 2%% Urban 18%
4 28%
5 5% Church Building Project During CECL
6+ 1%
No 7%
Years in Current Church Yes 30%
1-5 42% ChurcBirthed a &wv Church During CECL
6-10 2%
11-15 1% No 95%
16+ 1%% Yes 5%

Number of Churches Currently Pastoring

1 93
2+ 7%
Summary

The typicalCECL pmastorin Classes-3 was most likely to be each (but not necessarityf &g
following 50+ years old, Caucasian, male, Bdpdist,the Midwestholdinga Masterof Divinity (M.Div)
orothermast er 6s degr ee, and married with two or more
Theymost likelyhad 20+ yearsexperience as a pastor, andgdgaded in two or more churches. Muose
serving a rural church the50+ years old, with 1 or 2 other staff.

Baptists are the largest single denomination among Protestants in thkeelc®mprise31.6% of
Protestants, and abdlt% ofthe total population, iAmerica (ARDA, 2007&ARDA, 2007p Men who
are marrié, have children, and hav®1.Div anden years or more experience as a pastor are also more likely
than other candidates to be selected by pastoral search conmitttetestant churchélsummis, 2003).

With thisin mind, it is safe to say that CEGlstors are typical of Baptist pastors in the Midwestand
bereflectiveof many Protestant pastors in America.

However there were also many pastors from different backgrounds, and their numbers appear to be
increasing in CECL. For example, Claks@sl 5 include several Asian American pastors, and many pastors
from outside of the Midwest. As more pastors participate in, ZB@Lbe more likely that we will be able
to reliably detecpatterns of needs and suppdids pastors from differentukural and experiential
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backgroundsThis will enable CECL to provide an eigree that better meets pasteeds and hedjring
about congregational change more efficiently and effectively.

PASTOR SURVEY

A survey that was alignaa the CECL outcomg was administered to pastors at the first and last
sessionsof CEClIPast ors responded to alll statements in th
0Strongly Agr ee. three oOmoreglrweyagudstipns designedrtemeapemssssfrom
pastors on scales that were aligned to eight of the ten CECL outcomes (all outcomes except congregational
health and physical vitality). After conducting internal consistency and factor analysis on these scales, it was
determined that six seslwould be most appropriate to reporhis meant that there would not be separate
scales for Mentorship and Change Management.

Accountability ( 3 questions, a = .77) sampl e: 0There ar
who willhold meaccouftd e i n a | oving manner . 0
Family and Ministry Balance( 4 questi ons, a = .75) sampl e: ol

bal ancing family and ministry demands on me. 0

LeadershipTools( 3 questions, a = .72): olonlkaershipthadlent i f i
can apply in my work. ¢

Spiritual Growth( 3 questiiomd, odt=en. Takl a powerful sense

Visioning and Strategic Planningl 3 questions, a = .75): 0l succes
wayhat reflects the identified vision and needs. (

The results from the prand post surveys are summarized ifotlosvingchart.

3 A basic factor analysis approacleriteesd by Thapalia (2006) was used to examine the scale coherence. A
principal components factor analysis with varimax rotation identified the six revised scales which each had
eigenvalues greater than 1, and as a group accounted for 68% of thenvteramesponses.
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Paired Sample FTest of Pastor Survey Scale Increases frafirst to Second Survey

Number of  Mean Difference  Standard Percent
Pastor Survey Scale Pastors (Post- Pre) Deviation  tvalue  Gaining
Accountability o7 0.55 0.87 6.3 61%
Family and Ministry Balance 97 0.27 0.68 3.9%* 54%
Leadership Tools 97 0.91 0.79 11.3** 88%
Spiritual Growth 96 0.19 0.72 2.6* 47%
Visioning and Strategic Planning 97 0.43 0.55 7.8%* 70%

*p<.05,**p<.01.

There were statistically significant increaseaabhof the five pastor survey scaleBastors made the
0OTeam
may reflect the emphasis given to this area during multiple CECL Aleadat. 90% of pastors reported
improvement on this scale during CE@hcreases in Visioning and Strategic Planning and Accountability
were ao large. Peer teams and coaching appear to have been an important catalyst foeatiaofge on

most growth on the Leadership Tools scale (developed tb refted e

these scalesspecially Accountability.
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