Pastor and Congregation Evaluation Process Handbook

Overview 

This handbook is designed to guide congregations and pastors through thoughtful, growth-oriented evaluation processes in three specific contexts: 
1. New Pastors (new to ministry and to the congregation) 
2. Experienced Pastors New to a Congregation (e.g., first 3-year term) 
3. Experienced Pastors with a long-term relationship to the congregation

All are grounded in the shared principles of pastoral review: growth, mutual accountability, forward-looking discernment, and relational health. 

How to use this Handbook

The handbook begins with a brief exercise to help clarify the purpose and focus of the evaluation. This step is important in identifying which resources and approaches will be most meaningful for your context.

This is followed by an overview schematic of the evaluation process. This visual framework provides a clear pathway, along with concise explanations to guide you through each stage of the process.
The remainder of the handbook is organized into three sections, each corresponding to one of the ministry contexts outlined above. These sections, used in conjunction with the review schematic, offer detailed guidance to support congregational leadership in carrying out this work effectively and thoughtfully.

Finally, remember that you are not expected to undertake this work alone. Regional church leaders are available to provide guidance, support, and additional resources as needed throughout the process.

Introduction
 
Evaluation happens. Choosing to engage in a careful, intentional process—one that is attentive to the context and relationship between pastoral leaders and the congregation—is strongly encouraged. This resource is shaped by the Model for Resources to aid the Pastor – Congregation Relationship (see appendix), which assumes that everyone involved is on a shared journey of learning.

The tone, structure, and choices made throughout an evaluation significantly shape whether the experience becomes one of anxiety or one of growth. This process is designed to foster self‑discovery, clarity, and mutual understanding.




Clarifying the Purpose and Focus of the Evaluation

The following questions can help determine the most appropriate focus for a pastoral evaluation:
1. Is the pastor relatively new to ministry (within their first 10 years)?
2. Is the pastor in their first or second term with the congregation?
3. Has the pastor served the congregation for a significant period (e.g., more than seven years)?

Interpreting Your Responses
· Yes to Questions 1 and 2
The review will most naturally focus on skill development, encouragement, and vocational formation. Pastors at this stage are often seeking feedback on how their gifts can be sharpened to serve congregational needs more fully.

As you engage this review process, the overview schematic and Section 1 are best used together to help guide your work.

· No to Questions 1 and 3, but yes to Question 2
This suggests a pastor with significant experience who is still relatively new to the congregation. A helpful review will focus on how the pastor’s gifts and skills are perceived within this specific congregational context, and how experience may be adapted to current needs.

As you engage this review process, the overview schematic and Section 2 are best used together to help guide your work.

· Yes to Question 3
A long‑term pastoral relationship invites a different evaluative lens. In these cases, the resource Evaluation Exercises for Experienced Pastors is recommended. The focus often shifts toward discerning whether the pastor is best positioned to lead the congregation into its next season of ministry.

As you engage this review process, the overview schematic and Section 3 are best used together to help guide your work.













[bookmark: Scheme]Overview of the Evaluation Process
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Reviewing the Employment Agreement or Memorandum of Understanding

As part of preparation, review the employment agreement with attention to the following:
1. Known conflict
Where significant conflict is already present, a review process is generally not advised, as it may intensify polarization rather than bring clarity. In such cases, contact your Regional Church Leadership office for guidance.
2. Timelines and expectations
Many congregations connect term renewal with a performance review, often requiring the review to be completed at least six months in advance. The employment agreement typically clarifies:
· Required timelines
· How results will be shared and with whom
· Any congregational actions (e.g., votes) that may follow
3. Impact on the pastor
Review processes are inherently stressful for most pastors. They are meant to encourage growth and provide direction while often being linked to decisions about continued employment. Unlike many professions, pastors are evaluated by a large group with diverse expectations, within a context that is also their family’s church and social community. High levels of emotional intelligence and accountability are therefore essential.
4. Shared responsibility
Strong review processes invite alignment around goals and expectations. They give space for the congregation to reflect on its own role and participation in ministry, rather than focusing solely on what the pastor “should” be doing.

(Back to process schematic)

Establishing a Review Group

Key Considerations
1. Character
Review groups function best when members are trusted by the congregation and demonstrate emotional maturity, discretion, and care. The manner in which the process is conducted is as important as the outcomes.
2. Mandate
The mandate of the review group should be clearly defined and not assumed. Typically, this includes:
· Clear timelines, informed by agreements with the pastor
· Reporting expectations (usually to a governing body)
· Guidance on whether recommendations should include encouragement for term renewal or identify areas for growth
It is strongly advised that the pastor receives the review report before it is shared beyond the review group.
3. Composition
Review groups are usually small (3–5 people) to support depth of discussion and ease of scheduling. Consider:
· Do members have the confidence of the congregation?
· Is there a measure of trust between the pastor and each member?
· Are there roles that should or should not be included?
(For example, the congregational chair is often better positioned outside the review group in order to act on the final report.)

(Back to process schematic)

Planning the Review Process

It can be very helpful to invite a representative from the Regional Church Leadership office to the first meeting to help orient the group. Some congregations also invite the pastor to this initial meeting—particularly when clarity and trust‑building are priorities. Whether or not the pastor is present, it is essential that the review team meets with the pastor before data gathering begins to clearly communicate the plan and intent of the review.

First Meeting Focus

Roles
The review group operates under a mandate from the governing body, which remains the final decision‑maker. This clarity provides accountability and a clear avenue of recourse should concerns arise during the process.

Process
There are several valid approaches to evaluation. Many congregations now use Appreciative Inquiry, which emphasizes understanding what is working well and how existing strengths support effective ministry. Data may be gathered through focus groups, surveys, or written submissions. Often, a combination of methods is used.

Agenda and Timeline
Establish a realistic timeline for completing the work. Avoid the temptation to gather excessive data at the expense of thoughtful interpretation. Prolonged processes increase stress and reduce effectiveness.

(Back to process schematic)

Data Gathering

Data gathering serves both a practical and relational purpose. It provides important insight while also strengthening shared understanding of congregational values and priorities.

Using appreciative inquiry, feedback is gathered with attention to themes rather than individual comments. Participants should understand that their input will be held in aggregate form.
A key component of data gathering is the pastor’s self‑evaluation, ideally using questions that parallel those posed to the congregation. Meeting with the pastor to discuss this self‑reflection is time well invested and greatly strengthens later interpretation and reporting.

As a general principle, data that cannot be attributed to a specific source (such as anonymous survey feedback) can erode trust between the pastor and the review process. It also limits the review team’s ability to seek clarification or provide meaningful follow-up.

For these reasons, it is advisable to rely on feedback that is clearly attributed to the individual providing it, ensuring accountability, transparency, and the opportunity for constructive dialogue.

(Back to process schematic)

Data Gathering Tools

The Regional Church Leadership Office offers several sample tools and strongly encourages the use of Appreciative Inquiry.

This approach focuses on strengths and effectiveness. Insightful pastors often respond by asking:
· Why wasn’t something mentioned?
· How can my strengths be leveraged more fully in other areas of ministry?

Appreciative inquiry offers both awareness and practical handles for growth, countering the myth that simply pointing out shortcomings leads to meaningful change.

(Back to process schematic)

Writing the Review Report

(See Resource: What Makes for Helpful Feedback in a Pastoral Review)

The primary purpose of the report is to support the pastor in carrying their ministry effectively in this context. Brevity and clarity are essential. Reports longer than 2–3 pages become significantly harder to use well.

Concise reporting requires discernment about what is essential and strategic. When needed, additional clarifying elements can be offered verbally.

(Back to process schematic)

Reviewing the Report with the Pastor

Pastors should be invited to bring a support person to the feedback conversation. This individual’s role is to help the pastor hear and process the feedback—not to advocate.

Regardless of outcomes, it is vital that the pastor feels respected and valued. Inviting evaluation requires courage, and care in this conversation matters deeply.

Where results raise significant concern, consultation with the Regional Church Leadership office is advised.

(Back to process schematic)
[bookmark: Section1]SECTION 1: Evaluation of Pastors New to Ministry and New to the Congregation 

1. Purpose 

The primary focus of evaluation at this stage is: 
· Skill development 
· Vocational formation 
· Encouragement and affirmation 
· Clarifying expectations and role alignment 

Evaluation should help the pastor grow into their calling and better understand how their gifts serve the congregation. 

Template: Purpose Statement
The purpose of this review is to discern ____________________________________,
in order to support ____________________________________,
with a decision expected by ____________________________________.

2. Guiding Principles 
· Growth is the goal: Emphasize affirmation and constructive feedback 
· Shared responsibility: Evaluate both pastoral leadership and congregational participation 
· Future orientation: Focus on development rather than past mistakes 
· Holistic review: Consider person, role, and task 
· Normalize feedback: Encourage ongoing informal conversations 

3. Timing and Frequency 

Congregational leadership is asked to intentionally provide substantive feedback following the first year of ministry, as addressing expectations and performance early helps establish a healthy and aligned pastoral relationship.
· Year 1–3: Annual developmental reviews 
· End of term (Year 3): More comprehensive review 

Keep processes manageable and relational to reduce anxiety. 

4. Evaluation Focus Areas 

A. Person (Character and Presence) 
· Spiritual life and practices 
· Emotional health and resilience 
· Approachability and relational warmth 
B. Role (Perception and Leadership) 
· Clarity in pastoral identity 
· Ability to lead and collaborate 
· Communication and trust-building 
C. Task (Ministry Competence) 
· Preaching and teaching 
· Pastoral care 
· Administration and organization 
· Leadership of ministries 

5. Process Structure 

Step 1: Preparation 
· Review employment agreement 
· Clarify purpose and expected outcomes 
· Form a small review team (3–5 members) 

Step 2: Orientation Meeting 
· Meet with pastor to explain process 
· Establish trust and shared expectations 
· Confirm timeline and tools 

Step 3: Data Gathering 

Use a combination of: 
· Appreciative survey questions 
· Small group conversations 
· Pastor self-evaluation 

Focus on themes, not individual criticisms. 

Step 4: Pastor Self-Evaluation 

Encourage reflection on: 
· Strengths and growing edges 
· Areas of confidence and uncertainty 
· Experiences of calling and growth 

Step 5: Data Interpretation 
· Identify patterns and themes 
· Balance strengths with growth areas 
· Avoid overemphasizing negative feedback 

Step 6: Report Writing  (See Resource: What Makes for Helpful Feedback in a Pastoral Review)
Keep reports: 
· Brief (2–3 pages) 
· Thematic (NOTE: Raw data from the data gathering stage should not be included in a report for the pastor.[footnoteRef:1])  [1:  Those drafting the report may feel a responsibility to ensure the congregation feels heard by echoing specific phrases or comments from the data-gathering stage. While it is important that participants experience the process as attentive and respectful, the primary purpose of the report is to communicate what will be most helpful and constructive for the pastor to hear. Overly reflecting individual wording can unintentionally amplify particular voices, which is not the intent of the process. In many cases, perceptive pastors are able to identify the likely source of specific comments, which can undermine trust and detract from the overall value of the review.
] 

· Forward-looking 
· Ensure consistency with stated commitments regarding data use. For example, if the agreed approach is to exclude unsigned or unattributed data, this should be applied consistently and explicitly reflected in the report.
Include: 
· Key strengths 
· Priority growth areas 
· Suggested next steps 

Step 7: Feedback Conversation 
· Meet with pastor first before the report is shared in any other context.
· Allow time for reflection 
· Encourage supportive processing (pastor may bring a support person) 
· Keep in mind this may be their first experience with this process.

Step 8: Next Steps 
· Set 2–3 growth goals 
· Identify supports (mentoring, coaching, training) – this is a sign of participation and work done together.
· Schedule next review 

6. Role of the Congregation 

The congregation should: 
· Participate constructively 
· Reflect on its own expectations and contributions 
· Avoid comparison with previous pastors 

7. Common Pitfalls to Avoid 
· Overloading the process 
· Allowing critical voices to dominate 
· Including irrelevant or personal critiques
· Treating the review as a performance judgment 

8. Desired Outcomes 
· Greater clarity in pastoral role 
· Increased confidence and competence 
· Strengthened trust between pastor and congregation 
· Clear development pathway 
 

Pastoral Note:

While Sections 2 and 3 intentionally integrate prayer into the process, Section 1 may appear more practical and competency-focused. Even in this section, it is important not to neglect prayerful engagement as you work together with the pastor. This process is most fruitful when approached with a posture of discernment, recognizing that God’s work in and through this developing servant is ongoing. Proceed with clarity, humility, and kindness.



[bookmark: Section2]SECTION 2: Evaluation of Experienced Pastors New to a Congregation (First few terms of a new pastor-congregation relationship) 

1. Purpose 

This evaluation focuses on: 
· Contextual adaptation of existing gifts 
· Alignment with congregational culture and vision 
· Mutual discernment about future direction 

The goal is not basic skill development, but fit and effectiveness within this specific community. 

2. Key Distinctives 
· Pastor brings established experience and identity 
· Congregation is learning how to receive and interpret those gifts 
· Evaluation explores alignment rather than competence alone 

3. Guiding Principles 
· Discernment over performance review 
· Context matters: Adaptation is key 
· Leadership responsibility: Greater role for board/PCRC 
· Balanced input: Avoid over-reliance on broad congregational surveys 

4. Timing 
· Annual review: It is considered best practice to provide an annual opportunity to reflect together on the past year of ministry and to discuss priorities and areas of focus for the year ahead.
· Comprehensive review: A more formal, comprehensive review should take place prior to the end of a pastoral term, ideally at least six months in advance of any decision regarding renewal or continuation of the relationship.

5. Evaluation Focus Areas 
a. Alignment with Congregational Vision 
· Understanding of congregational identity 
· Contribution to mission and priorities 
· Ability to lead within current realities 
b. Use of Gifts 
· How strengths are being experienced locally 
· Effectiveness of leadership style in this context 
· Reception of preaching, teaching, and leadership 
c. Relational Integration 
· Trust with leadership 
· Connection with congregation 
· Collaboration with teams and volunteers 
d. Future Readiness 
· Capacity to lead next season 
· Adaptability and responsiveness 
· Clarity of direction 

6. Process Structure 

Step 1: Clarify Purpose 

Examples: 
· Discern renewal of term 
· Assess alignment with future direction 
· Identify needed adjustments 

Template: Purpose Statement
The purpose of this review is to discern ____________________________________,
in order to support ____________________________________,
with a decision expected by ____________________________________.

Step 2: Leadership Discernment First 

Two important considerations:
· If there is known conflict within the congregation or between leadership and the pastor, a review process should be postponed until a meaningful path toward resolution has been established. Reviews are not designed to address active conflict.
· If leadership already recognizes a significant concern regarding the pastor’s performance, using a survey to confirm that perception may do more harm than good, as it can reinforce negativity rather than support constructive discernment.

Board/PCRC should: 
· Assess vision clarity 
· Evaluate pastoral alignment 
· Identify key questions before broader input 

Leadership Discernment Tool

Prayer is central to this discernment process and cannot be treated as optional. As a group, commit to a shared rhythm of prayer that holds each part of your work—before, during, and after—so that you remain open and responsive to the Spirit’s leading.

A. Congregational Clarity
1. Do we have a clear and shared vision for our future?
2. Are we aligned as leaders on where God is leading us?
3. Where is there ambiguity or disagreement?

B. Pastoral Alignment
1. How does the pastor’s leadership support our vision?
2. Where is the alignment strong?
3. Where are there gaps or concerns?

C. Observed Strengths
· Leadership style:
· Relational health:
· Teaching/preaching:
· Strategic leadership:

D. Areas for Discernment or Concern
· Misalignment with vision:
· Leadership challenges:
· Sustainability of role:

Leadership Summary Template
As leaders, we affirm the following strengths:

We see the following areas requiring discernment:

Step 3: Pastor Self-Reflection 

Focus on: 
· Sense of calling in this setting 
· Energy and motivation 
· Contribution and challenges 
· Vision for next season 

Step 4: Targeted Data Gathering 

Use limited, focused tools: 
· Strength-based survey questions 
· Focus groups using Appreciative Inquiry questions is the suggested approach
Avoid: 
· Broad, unfocused feedback 
· Numerical rating systems 

Step 5: Interpretation (See Resource: What Makes for Helpful Feedback in a Pastoral Review)
· Focus on themes 
· Weigh leadership insights carefully 
· Avoid amplifying outliers 
· Ensure consistency with stated commitments regarding data use. For example, if the agreed approach is to exclude unsigned or unattributed data, this should be applied consistently and explicitly reflected in the report.

Step 6: Discernment Conversation 

Bring together: 
· Pastor self-reflection 
· Leadership assessment 
· Congregational themes (if used) 

Key questions: 
· Where is there strong alignment? 
· What gives energy for moving forward? 
· What concerns need addressing? 

Step 7: Decision and Outcomes 

Prayerful Consideration – Take a moment to be still. Intentionally slow the pace to listen deeply—to God, to one another, and to your own inner discernment. We do this because we depend on the Spirit’s wisdom, which so often comes as a quiet, gentle voice.

Possible outcomes: 

A. Affirmation and Renewal 
· Set goals for next term 
· Strengthen alignment 

B. Conditional Continuation 
· Address specific concerns 
· Set checkpoints and supports 

C. Transition Planning 
· Develop timeline 
· Communicate clearly and respectfully 

7. Role of Congregational Leadership 

Leadership must: 
· Take responsibility for discernment 
· Avoid deferring difficult decisions to the congregation 
· Ensure clarity before gathering broad input 
 
8. Role of the Congregation 

Congregational input should: 
· Be focused and purposeful 
· Highlight strengths and future needs 
· Inform but not control decision-making 

9. Common Pitfalls to Avoid 
· Treating experienced pastors like beginners 
· Overuse of congregation-wide surveys 
· Lack of clarity about purpose 
· Avoiding difficult but necessary conversations 

10. Desired Outcomes 
· Clear understanding of fit and alignment 
· Stronger leadership cohesion 
· Thoughtful decision about continuation 
· [bookmark: Section3]Shared vision for next phase of ministry 


SECTION 3: Evaluation of Experienced Pastors in long-term pastorates

This guide is designed to help congregations and experienced pastors engage in thoughtful, focused, and constructive discernment, especially where the relationship is mature and long-standing.

PART 1: PROCESS OVERVIEW

Step 1: Clarify the Purpose

Before beginning, leadership should agree:
· Why are we engaging this process now?
· What decision or discernment is needed? 
· Renewal of term
· Clarification of role
· Transition planning

Template: Purpose Statement
The purpose of this review is to discern ____________________________________,
in order to support ____________________________________,
with a decision expected by ____________________________________.


Step 2: Determine Scope (Public vs Private Work)

	Scope
	Who is Involved
	When to Use

	Leadership-level
	Board, PCRC, Pastor, Denominational Representative
	Alignment, concerns, direction

	Congregational
	Whole congregation
	Major decisions, formal approvals



Checklist
· Have we identified which parts of this process require congregational input?
· Are sensitive matters being handled at the appropriate leadership level?
· Are we avoiding unnecessary burden on the congregation?

PART 2: PASTOR SELF-REFLECTION TOOL

The pastor completes this first and shares with leadership.

A. Sense of Call and Energy
1. Where do I currently experience the strongest sense of calling in my ministry with this congregation?
2. Where do I feel diminished energy or growing fatigue?
3. Is there still a sense of “fire in the belly” for this work at this time?


 Reflection Prompt
At this stage in my ministry, I feel called to continue because…
I feel hesitation because…

B. Ministry Impact and Alignment
1. What are my key contributions to the congregation over the past 3–5 years?
2. How do my gifts align with the congregation’s current and emerging vision?
3. Where might my leadership no longer align as well?

C. Future Vision
1. What do I sense God inviting in the next season?
2. What priorities would I focus on if continuing?
3. What changes would I need to make to remain effective?

D. Personal Discernment

Core Questions
· Is there sufficient reason for me to stay?
· Have I completed what I was called to do?
· Am I staying out of calling—or comfort/necessity?

PART 3: LEADERSHIP DISCERNMENT TOOL
(To be completed by board/PCRC before broad congregational input)

Prayer is central to this discernment process and cannot be treated as optional. As a group, commit to a shared rhythm of prayer that holds each part of your work—before, during, and after—so that you remain open and responsive to the Spirit’s leading.

A. Congregational Clarity
1. Do we have a clear and shared vision for our future?
2. Are we aligned as leaders on where God is leading us?
3. Where is there ambiguity or disagreement?

B. Pastoral Alignment
1. How does the pastor’s leadership support our vision?
2. Where is the alignment strong?
3. Where are there gaps or concerns?

C. Observed Strengths
· Leadership style:
· Relational health:
· Teaching/preaching:
· Strategic leadership:

D. Areas for Discernment or Concern
· Misalignment with vision:
· Leadership challenges:
· Sustainability of role:

Leadership Summary Template
As leaders, we affirm the following strengths:

We see the following areas requiring discernment:

Our current leaning regarding continuation is:

(affirm / uncertain / consider transition)

PART 4: FOCUSED CONGREGATIONAL INPUT (OPTIONAL)

Use if needed.

Guiding Principle
Keep it simple, focused, and forward-looking.

Sample Survey or Focus Group Questions

Strengths-Based
· Where have you seen the pastor’s leadership be most fruitful?
· When have you felt most encouraged or supported?

Future-Oriented
· What do you hope for in the next season of our church?
· What leadership gifts are most needed going forward?

Alignment
· In what ways do you see the pastor aligned with these future needs?

Important
· Avoid performance rating scales where possible
· Avoid leading or biased questions
· Focus on themes, not individual opinions

PART 5: DATA INTERPRETATION GUIDE

Do:
· Look for patterns and themes
· Weigh leadership perspectives carefully
· Summarize insights clearly

Avoid:
· Overemphasizing isolated opinions
· Sharing raw or unprocessed data
· Allowing data to replace discernment

Template: Theme Summary
Key strengths identified:

Key concerns or tensions:

Emerging questions for discernment:

PART 6: DISCERNMENT CONVERSATION

Bring together:
· Pastor self-reflection
· Leadership assessment
· (If used) congregational themes

Key Conversation Questions

For Mutual Discernment
· Where do we see God at work in this relationship?
· What gives us life as we consider continuing together?
· What gives us pause?

For Decision Clarity
· Are we aligned enough to move forward with confidence?
· What would need to change for this relationship to thrive?
· Is this the right time for transition?

PART 7: DECISION AND NEXT STEPS

Prayerful Consideration – Take a moment to be still. Intentionally slow the pace to listen deeply—to God, to one another, and to your own inner discernment. We do this because we depend on the Spirit’s wisdom, which so often comes as a quiet, gentle voice.

Possible Outcomes

Affirmation and Renewal
· Clarify goals for next term
· Identify growth areas
· Set review timeline

Conditional Continuation
· Set clear expectations
· Establish checkpoints
· Engage support resources

 Transition
· Develop a timeline
· Communicate clearly and graciously
· Provide pastoral and congregational care

Decision Statement Template

After prayerful discernment, we have agreed to:

This decision reflects our sense that:


PART 8: REVIEW, REFLECT, CELEBRATE

Always include:
· Naming God’s faithfulness
· Recognizing ministry contributions
· Expressing gratitude
· Learning for the future

Closing Reflection

We give thanks for…

We trust God is leading us toward…


FINAL WORD

This process is not simply evaluative—it is spiritual discernment.

Both pastor and congregation are:
· Called by God
· Accountable to one another
· Invited into ongoing faithfulness

Approach every step with humility, clarity, and trust that God is at work.
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Appendix 1: Shared Tools 

A. Sample Appreciative Questions 
· When have we as a congregation been at our best? How was the pastor involved?
· When have you seen the pastor at their best? 
· What strengths most benefit the congregation? 
· What hopes do you have for the next season? 

B. Feedback Guidelines 
· Focus on patterns, not individuals 
· Avoid comparison 
· Frame insights constructively 
· Emphasize future growth 

C. Core Commitments 

All evaluations should be: 
· Prayerful 
· Relational 
· Respectful 
· Grounded in shared discernment 



[bookmark: Experienced]Appendix 2: Evaluation Exercises for “Experienced” Pastors

There comes a point in pastoral ministry when how tasks are performed becomes less central to evaluation. Experienced and valued pastors continue to grow and learn; however, congregational feedback focused primarily on task performance becomes less helpful as a form of oversight.

At this stage, greater weight shifts toward the pastor’s own self-reflection and ongoing, meaningful conversation with trusted advisors such as those within a healthy Pastor–Congregation Relations Committee. Underneath this shift is a deep desire to discern God’s direction for both pastor and congregation.

1. Shifting the Direction of the Questions

There has been a long-standing notion that pastors eventually move from asking, “Why should I go?” to “Why should I stay?” While this idea has limitations, it does highlight an important shift: over time, the needs of the congregation take precedence over the pastor’s personal preferences.
However, this question must be handled with care. It can generate anxiety within a congregation and, if poorly framed, may feel manipulative—leading to fatigue or even an eventual push for change. The question itself is valid; the manner, context, and timing in which it is raised are critical.

2. Context Matters

The term “experienced pastor” carries important nuances. There is a significant difference between:
· A pastor with many years of experience who is new to a congregation, and
· A pastor who has served in the same congregation for many years
In a new setting, the focus remains on refining skills, aligning with congregational vision, and adapting to context.

In a long-term setting, evaluation shifts away from task performance and toward:
· How the pastor’s known gifts contribute to congregational vision
· Whether those gifts are still well-matched to emerging needs
· How clearly the congregation understands its own mission and direction

At this stage, evaluation increasingly reflects the congregation’s clarity about its vision, not just the pastor’s effectiveness.

3. Public and Private Work

In this paper, “private” does not mean secret. Rather, it distinguishes between public congregational processes and focused leadership conversations.
· Public work includes matters that require broad participation—votes, formal approvals, or major decisions.
· Private work refers to discernment within appropriate leadership groups (e.g., boards, committees) where sensitive or complex matters can be explored carefully.
Within the Mennonite Church Canada ethos, the congregation ultimately holds responsibility for discerning the Spirit’s leading, including matters of pastoral leadership. However, not all conversations are best held at the full congregational level.

Frequent, broad-based feedback processes—especially in larger or multi-staff settings—can become burdensome or unproductive. Discernment requires wisdom about what belongs in each setting.

4. The Role of Appreciative Inquiry

Appreciative inquiry has helped shift evaluation away from criticism toward identifying strengths and opportunities. It invites congregations to reflect on where leaders are most effective and how they can grow into emerging needs.

While this approach has been helpful, it is not universally suited to every situation or stage of ministry. In particular, experienced pastors may benefit from more focused and nuanced methods of reflection.

5. Why Emphasize More “Private” Discernment?

Several factors support a greater emphasis on leadership-level discernment:
· Stability matters. Long-term pastoral leadership is inherently valuable, even when gifts and competencies vary.
· Excessive critique can be harmful. Constant congregational evaluation fosters a critical spirit rather than a discerning one.
· Leadership responsibility is real. Boards are tasked with guiding vision and assessing alignment with pastoral leadership.
· Different needs exist. The pastor’s need for discernment partners may differ from the congregation’s need for clarity.
· Balance is essential. Accountability must be held alongside the pastor’s freedom to lead.
· Public processes can narrow focus. Congregational opinion can overshadow deeper reflection on what God may be saying through and beyond those opinions.

6. What Shall We Do?

a. Pastoral Responsibility

Experienced pastors must take ownership of their leadership through careful self-reflection. This includes:
· Assessing their ministry honestly
· Clarifying their sense of call in the current context
· Articulating vision, goals, and direction in writing

Tools for self-evaluation are available and can be refined for clarity and usefulness.
While seeking a mandate from the congregation has value, it should not replace this essential personal work. Ambiguity in self-assessment is a signal that further reflection is needed.

Key questions include:
· Is there sufficient reason to stay?
· Is there still a sense of calling or “fire in the belly”?
· Have I faithfully completed what was entrusted to me here?

Pastors are also encouraged to seek trusted conversation partners, including Church Leadership Ministers, to process these questions.

b. Congregational Leadership Responsibility

Leaders require clear and sufficient information to make responsible decisions. This includes asking:
· Are our assumptions about congregational desires accurate?
· Do we have clarity about our vision and direction?
· Has the pastor clearly articulated their plans, rationale, and outcomes?
· Have we formed a bias regarding the continuation of this ministry relationship?

Leaders must also recognize that not all voices carry equal weight in evaluation. Significant misalignment between leadership and pastor must be addressed directly. Deferring difficult decisions to the congregation can result in greater dissatisfaction and harm.

c. Data Gathering

Data collection should be purposeful and appropriately scaled:
· Design tools that reflect the actual questions needing resolution
· Use broader congregational input only when necessary
· Ensure honesty and clarity in framing questions

If significant ambiguity exists within leadership, this should be addressed before engaging the wider congregation to avoid biasing the process.

7. Review, Reflect, and Celebrate

One frequent challenge is overemphasis on data collection and underinvestment in reflection. For experienced pastors, evaluation centers more on leadership, influence, and perception than task performance.

Simplicity is often more effective than complexity.

While raw data may not be appropriate to share, meaningful summaries and themes should be discussed with the pastor. A second round of self-reflection by the pastor, in light of this feedback, can be valuable.

Above all, these processes should include space for:
· Gratitude for what God has done
· Honest reflection on the past
· Discernment about the future

Even in times of uncertainty, it is rare that there is nothing to celebrate.

8. Final Encouragement

Amid all evaluation and discernment, remember:

You are deeply loved by God, who is actively at work in both pastor and congregation. These processes are not merely about assessment but about faithfully participating in God’s ongoing work in the community.



[bookmark: Model]Appendix 3:  Model for Resources to aid the Pastor – Congregation Relationship

The following framework, based on Johari’s window[footnoteRef:2], helps both pastor and congregation understand the intent and action of various resources developed for the unique pastor – congregation relationship. [2:  The Model below is based on “Design by Alan Chapman 2001 which is further based on Ingham and Luft’s Johari Window Concept.] 
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Self-evaluation & Reflection
Hidden Area
Open/Free Area
Blind Area
Feedback Processes/PCRC
Shared Discovery
Discernment
Congregational Reflection
Known by Congregation
Known by Pastor
Unknown by Pastor










Tell





Unknown Area
Unknown by Congregation









Understanding the Model:

The four quadrants:

Open/free area – this is the space available to both pastor and congregation to work within.  There is a desire to build the best possible environment in which both pastors and congregations flourish.

Blind Area – The pastor or pastoral team need feedback to see, hear and value how gifts are being experienced by the congregation and church leadership.  Both formal evaluations and informal conversations like those with a Pastor Congregation Relations Committee (PCRC) help pastors gain insight.

Hidden Area – It is not always clear what the congregation and church leadership expect and desire most in terms of pastoral performance both within the structure and day to day.  Job descriptions and evaluation experiences help to illuminate for both pastor and congregation what those expectations are and when both are functioning optimally.  Better evaluation exercises allow for the congregation and leadership to speak to themselves so that this area gains clarity and depth.  In addition, the pastor’s reflection and work at defining their role and engagement as a pastor helps this process.

Unknown Area – When entering this relationship, it is both positive and important to name the need for humility as well as anticipation that the Spirit of God has something for all to learn and become aware of. This expectancy of God’s work invites both pastor and congregation to lower that disposition of “knowing” and value more a sense of discovery of gifts and hope yet to be revealed.

Tactics for growth:

Ask – The purpose for several tools like a pastor-congregation relations committee or pastoral evaluation is to help the pastor or congregation be aware of that to which they are “blind.”  The desire is to frame these feedback processes in terms of growth, encouragement and insight.  While some of these processes are mandated the disposition of inviting feedback helps both congregation and pastor to listen better for that which will be helpful.

Tell – Similarly, the congregation’s work in developing a job description, clarifying its responsibility in the employment relationship and ensuring that a healthy workplace is fostered provides insight into the relationship that will shrink what is “hidden.”  Additional tools like the pastor’s self-evaluation and goals setting informs the congregation how they see their gifts and strengths best used within the community of faith.  

When all parties work together at discernment and reflection with a spirit of shared discovery an openness is fostered for God to enlighten all in terms of vision, direction and new possibilities.  While using the best of practice from other areas of life like Human Resource Management, the goal is to hold onto the core identity of being a faith community in which pastors are leaders and they have responsibilities as employees. 


Tools Developed Based on this Model:

1. Pastoral Evaluation/Review
2. Pastor-Congregation Relations Committee
3. Pastoral Job Descriptions
4. Employment Resources including the Employment Agreement


[bookmark: Feedback]Appendix 4: What Makes for Helpful Feedback in a Pastoral Review?

Pastors most often learn how their ministry is perceived through the lived experience of congregants. Much of this feedback is informal, emerging through observation and conversation. When congregations establish Pastor–Congregation Relations Committees or engage in more formal review processes, there is an opportunity for deeper, more intentional reflection.
Helpful feedback generally does two things: it affirms areas of effectiveness and it thoughtfully explores areas for potential growth. Fault‑finding, demeaning, or purely critical commentary is rarely effective and is often harmful rather than formative.

Considerations for Offering Helpful Feedback

1. Is the feedback descriptive rather than evaluative, and specific rather than general?
The focus of helpful feedback is not on labeling something as “good” or “bad,” but on describing how the listener experienced what was said or done. For example, it is far more useful to say, “I was confused by your report, particularly the assumptions being made,” than to say, “Your report was bad.”

Specific feedback creates clarity and opens the door to learning, while general statements often shut conversation down.

2. Is the feedback offered with the needs of the recipient clearly in mind?
A key question to consider is whether the feedback primarily serves the giver or the receiver. If the motivation is to satisfy one’s own frustration or need to “tell the truth,” its helpfulness is doubtful.

Constructive feedback takes into account the recipient’s life experience, stage of ministry, personality, and capacity for change. It also asks whether the perceived concern is something the individual can reasonably address. For example, expecting someone to project their voice in a large space without a microphone—when that is not physically possible for them—is both unrealistic and unkind.

3. Is the feedback clear and well‑timed?
To support clarity, it can be helpful to ask a neutral third party to review written comments to ensure they are understandable without extensive background. Those receiving feedback should also be invited to ask questions where something is unclear.
Timing matters as well. Feedback connected to incidents long past may lose its formative value and risk being experienced as “harping” rather than as constructive reflection. Attending to the teachable moment is an act of care.

A Final Thought

Feedback and evaluation inevitably include an element of subjectivity. When there is opportunity to approach feedback collaboratively, it can become a space for mutual learning and deeper integration. One simple way to foster this is by framing observations using a range such as “needs work,” “better,” and “best.” This approach invites dialogue about why something is experienced as it is and surfaces the underlying qualities and values at play.

As you reflect on your own experience of giving feedback, consider this final question:

Do you see the fruits of the Spirit described in Galatians 5:22–23 reflected in the way your feedback is offered?
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