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Introduction
This reflection paper covers section 3E of the competencies for the Leadership PhD program at Andrews University. This section is part of the Leadership Through Organization cluster of competencies which, as the Andrews University Handbook says “focuses on the organizational aspects of leadership. Leadership sets direction in ways that facilitate achievement of organizational goals” (Andrews University, 2017). The five competencies in this cluster are:
1. Resource development, human and financial – Leadership appropriately allocates and manages human and financial resources for healthy and strategic
outcomes.
1. Legal and policy issues – Leadership applies and understands the scope of a
legal and policy structure appropriate for their field.
1. Organizational behavior, development, and culture – Leadership understands
personal, group, and inter-group behaviors, and how they impact organizational
history, needs, and goals.
1. Implementing change – Leadership involves working with others in order to
collaboratively shape the vision and strategy for change, as well as being capable of facilitating the change process.
1. Evaluation and assessment – Leadership uses appropriate evaluation and
assessment tools to make decisions about programs and plans.
This reflection paper will focus on the evaluation and assessment needed for effective organizational success. Bob Kizlik said assessment, “is the process of making a judgment or measurement of worth of an entity” (Kizlik, 2012, p. 4). We have all experienced this just by attending school. A teacher will share and explain critical material to their students and then at some point a test will be given to determine or assess whether or not their students are grasping the material.
Yambi describes evaluation as a “means measuring or observing the process to judge it or to determine it for its value by comparing it to others or some kind of a standard” (Yambi & Yambi, 2018, p. 6).
Leaders must incorporate evaluation and assessment into strategic planning to support organizational success. It certainly has been a major part of my journey both as I have been taught and led, and as a leader working with individuals to accomplish mission. 
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In my journey as a leader in the Adventist church, I have seen very clearly the importance of using evaluation and assessment in a thoughtful way. Most always the evaluations and assessments carried out are helpful for the leadership to understand and know how to proceed with planning to accomplish mission. There have been times when I have witnessed evaluations and assessments that have failed leadership and ended up being hurtful both to individuals and organizations.
This reflection paper will start with a review of my work and leadership history as it relates to doing evaluations and assessments and the role it played in my leadership journey.
Following the review of evaluation and assessment in my journey, I will present some of the important literature and theories on this topic and how they informed my leadership decision making. 
Finally, we will look at some of the important theories  and how they inform our organizations as to how to use evaluations and assessments in the most productive way.
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Evaluations and assessments have at times been a source of stress and fear for me along my journey. When in school, at the time the teacher wanted to find out how well I was taking in the material being presented, tests were given and grades were assigned. These moments always brings about self-doubt as to how you are progressing.
When I was a teacher, the conference conducted evaluations of your teaching along with the principal’s evaluation. Once again, it was somewhat nerve-wracking to have your students tell your employer through the assessment tool given them whether or not they thought you were a good teacher. Likewise, having your principal sit in your classroom while you teach and create an evaluation of your teaching was quite intimidating especially as a new teacher.
The assessments didn’t stop when I became a pastor. Leading up to my ordination, every year the conference would send out an assessment document to all of my elders and senior pastor to evaluate whether or not they felt I had a calling to be a pastor and how effective I was in my duties. 
When I went in youth work at the conference level, assessments and evaluations only increased on my work. All of the pastors, teachers, and office personnel had the opportunity to evaluate my leadership when it came to youth. These evaluations were then shared with the nominating committee when elections would happen every three years at our duly called constituency meeting which help them decide whether or not to have me continue as youth director. If nominated, I then would be held accountable to all of the constituents at the session with an up or down vote on my leadership.
The state of Michigan and the American Camping Association came yearly to assess whether or not we were operating a safe camp and following all of the standards given to us. These were always stressful times because they had the power to shut your camp down if they felt conditions were not appropriate for campers’ safety and health.
While working as a president, the evaluations and the constituency meetings were just part of the journey. We chose to have evaluations done on us every other year and not just before a constituency meeting. This would give us an opportunity to take the counsel given in these surveys and improve your service to the conference.
The longer I served in a presidential role, the more my attitude changed toward the assessment and evaluation done on me. We called these evaluations a 360. They consisted of multi-rater feedback to gather performance and behavioral insights from my union leadership, direct reports, and sometimes external stakeholders, along with self-assessment, to provide a comprehensive view of strengths and areas for improvement.
As I believe is normal for most, I quickly forgot about the positive comments made and focused on the negative assessments or the “needs improvement” portions of the survey. I believe I did this because I wanted to serve well and do a good job for my constituents and my Savior. I learned to through out the insulting evaluations and focused on those I knew cared about me and my leadership and sincerely wanted me to grow. I began to find this a very helpful and healthy process for my leadership maturation.
For nearly all of my 44 plus years working for the SDA, evaluation and assessment have been an important part of my growth in whatever work I was doing at the time. The key in my leadership was to convince those I led that the tools we were going to use to evaluate their work was not to harm them or label them, but rather to help them see their blind spots and become the most effective leaders they could become in their work life.
As a conference president, we used evaluation and assessment tools to give our employees feedback that could help them grow and also be affirmed in what they were doing serve the constituents. Mostly these evaluations were well received, but sometimes, they were met with resistance and denial. 
I have always found it difficult to manage an individual who was incapable of doing an honest self-evaluation of themselves to keep in front of them the ways they could grow. When peers, supervisors or followers’ reviews were done on them, they often met the feedback with defensiveness, anger, and blame. For some, it was never their problem, only the problem of the peer, supervisor or follower who evaluated them. This put themselves in and the leadership who supervised them in a difficult situation. For the one who could not take honest feedback, they were stuck in their ways without the ability to or desire to grow. For the leadership, helping them grow and understand ways to better carry out their ministry became almost impossible to help them with. This left them in a vulnerable position as to their future employment if the deficiencies were great enough to affect their ability to carry on their duties. 
As a union president, I supported conference leadership by coordinating evaluations through the union office for office teams approaching election at upcoming constituency meetings. This process helped protect participant confidentiality. In nearly every case, the results affirmed leaders by showing that their service was valued and appreciated. Occasionally, however, some evaluations revealed areas that required further attention. If the one who was evaluated took to heart the counsel given through the survey, they usually had no problems with reelection. For a few, however, they refused to acknowledge any deficiencies and were voted out of office. Those are some of the more difficult times for me as a leader when I had to lead the process in which someone lost their job.
In those rare cases, the evaluations and assessments where doing their job, the individual simply refused to acknowledge any area needed for growth. These moments are difficult for the individuals being voted out but are also difficult on the constituents in that while they don’t want to bring in hurt on anyone, they know their responsibility was to protect the health of the conference and its mission. 
I also utilized other evaluation and assessment instruments in my leadership journey. I used such tools as the Myers-Briggs personality test, the Sixteen PF assessment, the Four Personalities tests and the Strength-Finders test. As I said earlier, I used these as tools to help my employees in their own work journey and to help me know how best to give them responsibilities that would match their personality and strengths. I knew of leaders who only used these tests to make personnel decisions but found that to be inadequate in understanding the whole picture of an employee’s strengths and weaknesses.
Observation of the worker, peer and follower referencing and looking at the artifacts of their work performance were a must. The testing in almost every case only verified what the other forms of evaluation were saying. But if the testing did not line up with the other forms of evaluation, then more investigation was called for.
[bookmark: _Toc233977632]Literature Review for Evaluation and Assessment
The literature on evaluation and assessment provides an important foundation for understanding how church organizations can pursue mission effectiveness, organizational accountability, and continuous improvement (Cahalan, 2003; Foppen & van Saane, 2024; Janzen & Wiebe, 2010). Although evaluation and assessment are often used interchangeably, they serve related but distinct purposes. Assessment generally refers to the systematic collection of information about people, programs, or organizational processes (Kizlik, 2012), while evaluation involves interpreting that information in relation to standards, goals, or desired outcomes (Yambi & Yambi, 2018). In a church organization, both practices are essential because ministry effectiveness cannot be assumed merely by the presence of activity, tradition, or sincere intention. Rather, leaders must ask whether programs, personnel, resources, and structures are actually advancing the mission of the church and contributing to spiritual, organizational, and community outcomes.
Evaluation theory emphasizes that effective assessment is not simply a technical exercise but a leadership practice that shapes organizational learning (Patton, 2011). Patton’s utilization-focused evaluation argues that “evaluation should be designed with the intended users and intended uses clearly in mind” (Patton, 2011, p. 33). This approach is especially relevant for church organizations because evaluation results are most valuable when they are understood and applied by pastors, administrators, boards, ministry leaders, employees, volunteers, and constituents. In this sense, evaluation should not be conducted merely to satisfy policy requirements or to document performance for archival purposes. Instead, it should generate information that leaders can use to strengthen ministry, clarify priorities, improve decision making, and align programs with mission.
Nonprofit evaluation literature also highlights the importance of linking evaluation to a clear theory of change. The Bridges pan Group describes measurement, evaluation, and learning as a process in which organizations identify meaningful outcomes, collect quantitative and qualitative evidence, and use that evidence to improve programs and strategy (Collins et al., 2024; Hayi-Charters, Holland, Andrian, & Schwier, 2021). For a church organization, this requires leaders to move beyond simple activity counts, such as attendance, offering totals, number of events, or volunteer hours, and to examine deeper indicators of mission impact. These may include discipleship growth, member engagement, community service outcomes, leadership development, pastoral care effectiveness, financial stewardship, and the health of organizational culture. While numerical measures can provide useful information, qualitative evidence is also necessary because many church outcomes involve spiritual formation, trust, belonging, commitment, and relational health (Stid & Shah, 2012; Tierney, 2006).
Several established evaluation models offer useful guidance for church organizations. Logic models help leaders identify the relationship between resources, activities, outputs, outcomes, and long-term impact (Funnell & Rogers, 2011; Knowlton & Phillips, 2013; Makkai & Reyes, 2006). This framework can be particularly helpful when evaluating ministries because it encourages leaders to ask whether ministry activities are connected to clearly stated outcomes. For example, a youth ministry may report high attendance at events, but a logic model would press leaders to examine whether the ministry is also contributing to spiritual growth, mentoring relationships, service involvement, and long-term commitment to faith (Conrad, Randolph, Kirby, & Bebout, 2016; Frechtling, 2007). Similarly, the CIPP model, which examines context, input, process, and product, provides a comprehensive way to evaluate both the environment in which ministry occurs and the results that follow. In church settings, context evaluation may include congregational needs, community demographics, theological commitments, and organizational history (Stufflebeam, 2007; Stufflebeam & Zhang, 2017). Input evaluation may examine staffing, training, finances, facilities, and volunteer capacity. Process evaluation considers how ministry is implemented, while product evaluation assesses outcomes and impact.
The church context also requires careful attention to the ethical dimensions of evaluation. Unlike some organizations that primarily measure profit, productivity, or customer satisfaction, church organizations evaluate ministry within a theological and relational framework. Evaluation should therefore be conducted with fairness, confidentiality, humility, and respect for the dignity of those being assessed. This is especially important when assessing pastors, teachers, office staff, volunteers, or ministry leaders. Poorly designed evaluations may create fear, defensiveness, mistrust, or conflict. Well-designed evaluations, however, can promote growth, affirmation, accountability, and shared learning. For this reason, evaluation processes should be transparent in purpose, consistent in method, and constructive in tone. Participants should understand how data will be gathered, who will review the results, how confidentiality will be protected, and how the findings will be used. I found if this wasn’t done thoughtfully, the ability to gather useful information was almost impossible.
A review of research on religious leadership further suggests that assessing leadership in faith communities is complex because pastoral and organizational effectiveness are multidimensional. Religious leaders are often evaluated not only on administrative competence but also on spiritual leadership, preaching, teaching, pastoral care, conflict management, relational maturity, vision casting, and the ability to equip members for ministry. These areas are difficult to measure through a single instrument or one-time survey. Consequently, I believe church organizations should use multiple sources of evidence, including self-assessment, supervisor review, peer feedback, constituent input, ministry outcomes, and observable artifacts of work. Multi-rater feedback, when carefully designed and interpreted, can provide a more balanced picture of leadership effectiveness than a single evaluator can provide.
At the same time, the literature cautions that evaluation can be misused when it becomes punitive, politically motivated, or disconnected from learning. Nonprofit scholars have noted that organizations sometimes conduct evaluations because of external pressure, institutional expectations, or accountability demands rather than a genuine desire to improve. Churches face similar risks. Evaluations conducted near elections, during conflict, or after dissatisfaction has already developed may be perceived as threatening or unfair. Therefore, evaluation should be embedded into the normal rhythm of organizational life rather than reserved only for crisis moments or personnel decisions. Regular, formative assessment allows leaders and employees to receive feedback early enough to make meaningful improvements before problems become severe. This is not always readily seen as important, especially to new employees, but it truly is best practice.
Evaluation and assessment also contribute to organizational stewardship. Church organizations are entrusted with spiritual responsibility, human talent, financial resources, facilities, and public credibility. Responsible stewardship requires leaders to ask whether resources are being used wisely and whether programs remain aligned with mission. Assessment can help identify ministries that are thriving, ministries that need support, and ministries that may need to be redesigned or discontinued. This does not mean that evaluation should reduce ministry to efficiency alone. Rather, it means that mission-driven organizations must be willing to examine whether their practices are producing the fruit they are intended to produce. Such reflection is consistent with responsible leadership because it connects faithfulness with learning, accountability, and wise decision making.
Stakeholder engagement is another consistent theme in the evaluation literature. Effective evaluation involves those who are affected by the program or decision being assessed. In a church organization, stakeholders may include members, pastors, teachers, administrators, board members, students, parents, community partners, donors, and volunteers. Including these voices can strengthen trust and improve the quality of evaluation findings. However, stakeholder engagement must be carefully structured so that the process does not become a popularity contest or a platform for personal grievance. Instruments should ask clear, mission-related questions, and leaders should interpret results with discernment. Patterns of feedback are usually more meaningful than isolated comments, and both positive and negative responses should be considered in light of broader evidence.
The literature further supports the use of evaluation as a tool for developing a learning organization. A learning organization is one in which leaders and members are willing to examine experience, receive feedback, adjust practices, and pursue improvement (Darwin, 2017; Garvin, Edmondson, & Gino, 2008). For churches, this posture is vital because ministry contexts change. Congregational needs, community demographics, communication patterns, educational expectations, and cultural pressures are not static. Evaluation helps church leaders avoid relying solely on assumptions or past success. It creates opportunities to ask whether current ministries are still meeting current needs and whether leaders are equipping people effectively for mission. In this way, evaluation becomes not merely a measurement process but a spiritual and organizational discipline of attentiveness (McPhetres & Zuckerman, 2017; Son & Cao, 2025).
In summary, the literature indicates that evaluation and assessment are essential leadership practices for church organizations when they are mission-centered, ethically grounded, and oriented toward learning. Evaluation helps leaders determine whether ministries are effective, whether personnel are supported and accountable, and whether organizational resources are being used faithfully (Janzen & Wiebe, 2010). Assessment provides the evidence needed for these judgments, while evaluation interprets that evidence in relation to mission, standards, and desired outcomes. For church organizations, the most constructive evaluation systems are those that balance accountability with grace, data with discernment, and organizational effectiveness with spiritual purpose (Collins et al., 2024; Funnell & Rogers, 2011). When used wisely, evaluation and assessment can help the church strengthen leadership, improve ministry, build trust, and remain faithful to its mission in changing contexts.
These themes also reflect my own leadership journey, where evaluation and assessment were never merely administrative requirements but important tools for personal growth, organizational accountability, and mission-focused leadership. My experience has shown me that assessment can affirm effective service, reveal needed areas of growth, and help leaders make difficult decisions with greater clarity and responsibility. The following section connects these principles to the practical use of evaluation and assessment in church organizations, especially as leaders seek to strengthen people, programs, and mission outcomes.
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My leadership journey connects closely with the theory and literature on evaluation and assessment because I have experienced evaluation from several perspectives: as a student, teacher, pastor, youth director, conference president, and union president. In each role, assessment was not merely an abstract concept but a lived reality that shaped my understanding of leadership, accountability, growth, and mission. Early in my journey, evaluations often created anxiety because they felt like judgments on my worth or competence. Over time, however, I came to understand that effective evaluation, when conducted ethically and used constructively, can become one of the most valuable tools for leadership development and organizational health.
Patton’s utilization-focused evaluation is especially meaningful in light of my experience. I learned that evaluation is most useful when the information gathered is actually applied by those responsible for making decisions (Patton, 2011). In church leadership, an assessment that simply produces a report but does not lead to reflection, conversation, or improvement has limited value. As a conference and union leader, I saw the greatest benefit when evaluation results helped leaders identify strengths, address blind spots, and make decisions that supported the mission of the organization. This aligns with the literature’s emphasis that evaluation should be designed for practical use rather than merely for compliance or documentation (Foppen & van Saane, 2024; Garvin et al., 2008).
My journey also reflects the value of using multiple forms of evidence when assessing leadership effectiveness. The literature suggests that religious leadership is multidimensional and cannot be evaluated adequately through one instrument or one perspective(Makkai & Reyes, 2006; Patton, 2011). This was confirmed in my own practice. Personality instruments, self-assessments, supervisor reviews, peer feedback, constituent surveys, observations, and evidence of work performance each provided part of the picture. No single tool was sufficient by itself. The most accurate understanding came when several sources of information were considered together. This helped me avoid reducing a person’s leadership to a score, a single comment, or one isolated moment of performance.
The logic model and CIPP model also help explain what I came to understand through experience (Stufflebeam & Zhang, 2017). Church organizations often measure visible activity, such as attendance, events, offerings, or program participation. While these measures are useful, they do not always reveal whether mission outcomes are being achieved. In my leadership journey, I learned to ask deeper questions about whether ministries were producing spiritual growth, stronger relationships, healthier leadership, and more effective service. The logic model’s focus on the connection between resources, activities, outcomes, and impact is helpful because it presses leaders to examine whether what they are doing is actually producing the mission-related results they desire (Frechtling, 2007; Janzen & Wiebe, 2010). Likewise, the CIPP model’s attention to context, input, process, and product reflects the way church leaders must consider not only results but also the environment, resources, implementation, and long-term effectiveness of ministry.
The literature’s concern for ethical evaluation also connects strongly with my leadership experience. I have seen evaluations strengthen people when they were conducted with fairness, confidentiality, clarity, and a genuine desire to help individuals grow. I have also seen how evaluation can become harmful when it is poorly explained, politically motivated, or used primarily as a weapon rather than a tool for learning. These experiences taught me that the process matters as much as the results. In a church organization, evaluation must be shaped by both professional standards and Christian values. Leaders have a responsibility to protect confidentiality, interpret feedback carefully, avoid unnecessary harm, and ensure that assessment leads toward growth, accountability, and mission rather than fear or humiliation.
My experience with 360-degree evaluations also illustrates the literature’s emphasis on stakeholder engagement. Because church leadership affects many people, the voices of those who work with, serve under, and are served by leaders are important. At the same time, stakeholder feedback must be gathered and interpreted carefully. I learned that patterns of feedback are usually more reliable than isolated comments, and that emotionally charged remarks must be weighed alongside broader evidence. When used properly, stakeholder input can affirm faithful service, reveal areas for improvement, and help leaders see aspects of their leadership that they may not recognize on their own.
The theory of evaluation as organizational learning also became increasingly clear to me over time. Early in my journey, I tended to experience evaluation as something done to me. Later, I began to understand evaluation as something that could be done with leaders and for the sake of the mission (Stid & Shah, 2012; Tierney, 2006). This shift changed my approach. Rather than seeing assessment only as a requirement before employment decisions or constituency sessions, I came to value regular formative evaluation as a way to help leaders grow before problems became serious. This reflects the learning organization literature, which emphasizes reflection, feedback, adaptation, and continuous improvement.
Finally, my leadership journey confirms the literature’s connection between evaluation and stewardship. Church leaders are entrusted with people, resources, ministries, institutions, and the mission of the church. Because of this trust, leaders cannot avoid assessment simply because it may be uncomfortable. Evaluation helps determine whether leaders and programs are serving effectively, whether resources are being used wisely, and whether organizational practices are aligned with mission. At its best, evaluation is not contrary to grace or spiritual leadership. Rather, it is one way leaders practice faithfulness, accountability, and care for the organization and the people they serve.
Therefore, the theory and literature on evaluation and assessment help me interpret my own leadership journey with greater clarity. What I first experienced as pressure, judgment, or accountability gradually became a disciplined process for growth, decision making, and mission alignment. The literature provides language and structure for what I learned through practice: evaluation must be purposeful, ethical, evidence-based, participatory, and connected to organizational learning (Yambi & Yambi, 2018). When these principles guide the process, evaluation and assessment can strengthen leaders, protect organizations, and help the church remain faithful to its mission (Kizlik, 2012).
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