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Proposed Review Process  Pastors 

Queensland Baptists 
Geoff Cramb 

 

 

1. Principles 

Regular reviews assist in the overall ministry functioning of a church. It is important that a 

review of a pastor's ministry be seen not as simply an evaluation of the pastor's ministry, but a 

review of the relationship of congregation and pastor. That is, how can the total ministry and 

mission be enhanced? 

 

A Position Description may form a foundation point for a review. However, an evaluation 

must be based as well, on who the pastor is and not upon what the congregation would like 

him or her to be. In a rabbinical story, a rabbi was asked what he would tell God when asked 

why he was not like Moses. The rabbi said that God would not ask him why he was not like 

Moses but rather why he was not more like himself. 

 

It is appropriate nonetheless, that pastors seek congregations where needs and ministry 

opportunities match their gifting. The same is true for congregations: to seek pastors whose 

gifts match the congregational needs and vision. 

 

A number of considerations are incorporated into these procedures: 

• Biblical bases for accountability. 

• A biblical view of the church. 

• The system (interactions and 

interdependencies) of the church impact how a 

person functions. 

• Reviews that have an evaluatory focus, with a 

view to consideration of further appointment or 

not, are different from those considering 

functioning and development. Both have their 

place and time. 

• A review process works best when facilitated 

by a person or group with some expertise. 

• Agreement about a standing review process (itself open to adjustment) is preferable to an 

ad hoc one. 

• The proposed process could easily be adapted for different sized congregations and for 

various staff persons. 

• The process is local church based, recognising local leadership functions and decision-

making. 

• A period of review can be anxiety producing for the person being reviewed, so keeping 

the process relatively simple and completed in a short time frame is helpful. For those 

being reviewed, support during the process is important. 

 

Bear in Mind  

 Empowerment 

 Collaboration 

 Team functioning 

 Whose functioning are we 
seeking to improve? Solely the 
pastor or the church with the 
pastor in the Church system 

 Process works best when 
facilitated by person with 
expertise in church reviews 
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• Agenda of the primary group of church leaders (elders) can be overloaded. This process 

utilises others to oversee it and report to the primary leadership group. 

• In any given year some perform better, some worse 

 

2. Biblical 

The principle of review has its roots in Scripture. Take Jesus' parable of the talents. God gives 

us gifts and talents to serve him and his people. A review has in mind what each person does 

with what God has given. 

 

Pastoring is a vocation. What the pastor actually does, is a 

living out of that calling. There is work to be done. More 

particularly, the church has a mission. 

 

Calling to account is biblical. Consider as an example, Jeremiah  reluctant to accept his 

vocation as a prophet, but the Lord reassures him, "I have put my words in your mouth . . . I 

am watching to see that my word is fulfilled" (Jer 1:9, 12). Such a calling to account is not 

only a matter of challenge, but it also offers support. To serve implies responsibility. "When 

you have done everything you were told to do, should say, 'We are unworthy servants; we 

have only done our duty (Luke 17:10).'" 

 

John in his gospel emphasised a different aspect, "I no longer call you servants, because a 

servant does not know his master’s business. Instead, I have called you friends, for everything 
that I learned from my Father I have made known to you (John 15:15)". Here is support to 

accompany the challenge. 

 

I came across the following comment in an article written in 19991: 

The parable that captures best the twin themes of challenge and support, accountability 

and accompaniment, is the parable of the talents (Matthew 25:14-30, Luke 19:12-28), 

where a man goes on a journey and entrusts his property to his servants. He gives five 

talents to one, two to another, and one to a third. On his return he calls them to give an 

account of their stewardship. He condemns the servant who has neglected to make any 

use of the talent he has given, but  and this is the point to be noted here  he is 

delighted with the servant who had responsibility for the two talents as he is with the 

one who had the five. The responsibilities inherent in our Christian calling do not refer 

to some abstraction of perfection, but are related to our skills and our circumstances. 

                                                 
1 by a Working Party on Clergy Appraisals to the Catholic Bishops' Conference of England and Wales 

and the National Conference of Priests 

➢ A clear sense of overall mission is a necessary beginning point 
(values, vision, goals) 

➢ Decide about a Review Team or a consultant facilitator (Regional 
Consultant) 

➢ Be clear about purposes, goals and objectives of the review process 

➢ What are underlying assumptions of the process? 

➢ Does the process itself reflect these assumptions? 

Such a calling to account is not 
only a matter of challenge, but it 
also offers support. 



How Do We Do a Pastoral Review?  Queensland Baptists    page 3    

 

Jesus was an equipper. He taught disciples and life-relatedly sent them out in ministry. 

Ingredients such as these relate to each other cyclically rather than lineally. That is, there was 

a constant action, reflection, and modelling process. Take as example the sending out of the 

twelve on practice tours.2 The disciples were given some practical experience in preaching 

and working miracles without the presence of Jesus. Their reporting to Jesus of their 

experiences on these tours probably occupied their attention for several weeks afterwards. 

(Matthew 10:1-42, Mark 6:7-11; Luke 9:1-5). 

 

Boundaries were set for them, more restricted than their life's work would involve. They were 

sent only "to the lost sheep of the house of Israel" (Matthew 10:5-6). Later he commissioned 

them to all nations (Matthew 28:19, Luke 24:47, Mark 16:15.) The focus of their preaching 

was that "the kingdom of heaven is at hand." After Christ’s death and resurrection the gospel 
preached would be based on their Lord's suffering and victory. On these practice tours they 

were expected to subsist on the generosity of the people amongst whom they would minister, 

having equipped themselves with a bare minimum of clothing and no money. In later ministry 

they were to utilise their resources (Luke 22:36). Hardship however, would still characterise 

later ministry (Matthew 10:16-42.) 

 

On their return they reported to Jesus: clearly accountability. Their joy of ministry was 

enhanced in the accountability (Mark 6:30, Luke 9:10). Further instruction, training and 

reflection followed. 

 

3. Types of Reviews 

3.1. Informal Reviews 

Besides the formal reviews suggested below, regular informal interaction between 

team leader and pastor is healthy. 

• These meetings are to intentionally address the functioning of the pastor. It is a 

preventative strategy that creates an environment for the resolving of matters 

along the way in the context of encouragement. 

• Frequency should be at least monthly. It is best if, in addition, there is ongoing 

informal coaching. 

• If the pastor is the team leader or no team leader is in place, the primary 

leadership group would be well advised to appoint a designated person from 

among it's number for this function. 

• The intent of all reviews is learning. 

                                                 
2 The sending of the seventy (two) recorded in Luke 10: 1-24 was for a different purpose. These were 

an advance party preceding Jesus’ own coming to an area. 

It is best if there is ongoing, informal 
coaching and interaction 
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3.2. Formal Reviews 

 

Type of Review When? Purpose Who 

Oversees? 

Church Health 

Check-up too? 

A. How's it going? 3-6 months after 

commencement 

Discover issues 

early; encourage 

Church 

Leaders 

 

B. Mini-Review Each year Enhancement and 

development 

Review Group In a minor way 

C. Main Review  Each 3 or 4 

years 

Enhancement and 

development; 

possible re-call 

Review Group Yes 

 

4. "Type A" Review  Early Check-up 

 

This type of review is valuable for a recently appointed pastor. 

See page 10 for suggested questions for interaction between pastor and leaders. 

 

5. "Type B" Review  Mini-Review 

 

This annual review is based on the Covenant of Engagement (Position Description) for the 

pastor. It will be much less extensive than the major review each 3 or 4 years. In their 

interaction with those who have input, the reviewers seek to gain a general sense of the 

church context. A review of a pastor is not of a person in isolation. 

 

Proposed Procedure: 

• Review Group draws up a contextualised series of questions  one list for the pastor, 

another for leaders and other people interviewed. For an example see page 11, 18. 

• Arrange appointments for reviewers to meet with pastor & spouse, elders, 6 people 

from primary ministry group pastor works with. It is preferable that these interviews 

be held on the one day or in two close together. 

• Reviewers prepare a report that summarises the major themes of responses during the 

interviews and makes whatever recommendations are necessary. Recommendations 

relate to areas where something could be improved and may refer to adjustments for 

the pastor, leaders or church. 

• Pastor gets initial draft copy of report and reviewers discuss with the pastor its 

implications, they are able to give feedback on any rewording that might be helpful to 

ensure a positive outcome. Note however the pastor has no right of veto on any matter 

raised in the report. 

• Final copies of report go to pastor and church leaders (elders) for perusal. 

• Since the review is about ministry enhancement, the pastor is the holder of the “file” 
copy. 
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• Follow-up processes will vary according to need, some options: 

o Pastor and leaders meet together and negotiate implementing the 

recommendations and any other changes that they deem necessary. 

o Where the above negotiations may be difficult the review facilitator may 

chair the meeting (in some cases meeting with pastor and leaders first), and 

assist in developing appropriate plans of action. 

o The church congregation should be informed of the review outcomes and 

what will be adjusted as a result of it. 

 

6. "Type C" Review  Major Review 

Where will data be gathered? I suggest the following 5 spheres  

 

Person being 

Reviewed

Those to 

Whom 

Accountable

Sample of 

Those 

Ministered To

Peer Ministers
Spouse & 

Family

 
 

• Review Group obtains a copy of the Covenant of Engagement (Position Description) 

and any other relevant documents (such as letter of call, constitutional requirements, 

ministry policy). 

• Review Group draws up a contextualised questionnaire and circulates copies to the 

primary leadership group (Elders). For an example see page 13. 

• Reviewers arrange interviews with pastor and spouse, a profile group of no more than 

10 from the group primarily ministered to, each of fellow team members, primary 

leadership group (Elders or leadership group of the ministry sphere). An alternate 

approach to meeting with a profile group is to issue a brief questionnaire to 10 

persons nominated by the reviewee3. See pages 17 for examples of questions for a 

profile group. 

• The reviewers make sure the leadership have arranged for support person(s) for the 

reviewee throughout the process. 

• Reviewers prepare a report that summarises the major themes of responses during the 

interviews and makes whatever recommendations are necessary. Recommendations 

relate to areas where something could be improved and may refer to adjustments for 

the pastor, leaders or church. 

                                                 
3 The word "Reviewee" is used in this document to mean the pastor being reviewed. 
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The whole process usually can be completed 
within one month. 

• Pastor gets initial draft copy of report and reviewers discuss its implications, they are 

able to give feedback on any rewording that might be helpful to ensure a positive 

outcome. Note however the pastor has no right of veto on any matter raised in the 

report. 

• Final copies of the report go 

to pastor and church leaders 

(elders). 

• Follow-up processes will vary according to need, some options: 

o Pastor and leaders meet together and negotiate implementing the 

recommendations and any other changes that they deem necessary. 

o Where the above negotiations may be difficult the review facilitator may 

chair the meeting (in some cases meeting with pastor and leaders first), and 

assist in developing appropriate plans of action. 

o The church congregation should be informed of the review outcomes and 

what will be adjusted as a result of it. 

• The whole process usually can be completed within one month. 

• Reviewers’ methodology with various parties will include identification of 
characteristics of the church “system”. 

• It is best if the church has a health check-up regularly (say 3 or 4 year intervals). A 

consultant's report of such a process will provide a healthy context for contextualised 

review of a pastor. 

7. Objectives and Methodology 

Major objectives could include: 

• To provide affirmation and encouragement through reality  

• To identify training and development needs 

• To identify and assess adequacy of support eg remuneration, staff assistance, 

provision of opportunities for refreshing and any appropriate remedial action 

• To monitor adherence to the functions specified in the Covenant of Engagement 

• To refine and renew the Covenant of Engagement (adjusting to changing ministry 

opportunities as well as maximising gifting and interests) 

 

These could be achieved through 

• Understanding of the context: its effect in the ministering of the reviewee 

• Making proposals to leaders 

 

Outcomes can include: 

• Personal development 

• Revitalisation of vision and mission 

• Improved functioning 

• Improved planning 

• Improved coordination 

• Improved flexibility 

• Improved relationships 
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8. The Review Group 
 
The process of review can be facilitated by 
Regional Consultant of Queensland Baptists or 
Local Church Review Group 

 

8.1. A Regional Consultant will facilitate a process (as outlined here). All decisions will 

be made locally.  

 

8.2. An alternative is to establish a local church Review Group. 

A small group appointed by the Primary Leadership Group of the Church will 

oversee the processes of review. I suggest at name such as Staff Functioning and 

Development Group (SFD Group). Such a name has a prospective connotation 

rather than merely a reflective one. I think this group would function well with 2 to 6 

members (including both genders), depending on staff size The terms of appointment 

could be 2 years with the initial group having half of its number appointed for a one-

year term. 
 

• The SFD Group would appoint 2 of its number to form a team for conducting 

the review of a staff person. 

• The reviewee could propose an additional person to join the review team if so 

desired. Such a person will conform to the methodology decided by the SFD 

Group, will cooperate with the appointed team and must be a member of the 

Church. 

• The procedure from commencement to presentation of a report will take about 

one month. 

• The full process will be 

outlined to participants 

and the congregation (by 

whatever means the 

leaders determine is 

appropriate, normally by 

a notice on an 

information board) 

before it begins. 

• The process will include 

a monitoring of any 

agreed initiatives and 

outcomes. 

 

9. Guidelines for the SFD Group for the review of a pastor 

Besides the already outlined process here are some comments and a schematic 

representation. 

• Adhere to time frames 

• Be aware of anxiety 

• Issue questionnaires in time 

• Set realistic deadlines 

• Make sure process is open 

• Prepare a written report 

Caution: 

➢ If there is overt or dormant conflict, it is 
essential to engage an external 
facilitator. Not to do so may lead to a 
perception of a biased process. 

➢ Do not survey the whole congregation 
about the pastor’s performance. 
Pastors can be scapegoated for 
matters that are properly whole-of-
congregational ones. 
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Church Leadership

Review

Team

Set up Appointments

& Meetings between

Review Team and . . .

Local

Organiser

Profile Group

Peers / Ministry Team

Id
e
n
tif

ie
s

Reviewee Pastor &
Spouse

Church Leadership

Individual Persons who
Seek Interview

m
e
e
ts

 w
ith

C
h
o
o
s
e
s

Appoints

 

 

 

Church Leadership

Staff Functioning & Development

Group (Oversees process)

A
ppoints

Appoints

Draw up

Contextualised

Questionnaires

Prepare Questions
for  Interviewing
Pastor, others

Prepare Questions
for Profile Group,

Leaders

Gather:
Covenant of
Engagement

Call letter
Constitution
Last Review

Report

Review

Team

Send Out
Questionnaires

Return to Review  Group

 

 

 Preparation Phase - A 

 Preparation Phase – B 

Local Organiser arranges appointments and meeting times, in consultation with 

the Review Group 

 Data Gathering Phase 
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In addition to meetings and interviews as above, the Review Group receives and collates 

completed Questionnaires. 

 

The meeting with the Leadership Group is best held early in the process and determines 

qualities and characteristics that are desirable and required. If these have not previously been 

documented, a process for review may need to be delayed. 

 

 

 Draft Report Phase 
 

All on the Review Group approve the draft report. It is "run by" the Coordinator of the Staff 

Functioning and Development Group. 

 

 

 Feedback Phase 
 

Meet with Reviewee and give report feedback. Adjust report if needed. 

 

 

 Reporting Phase 
 

The written report will spell out proposals for action. It will follow an outline that includes the 

context of the review, process, observations, and commendations. 

 

 

 Evaluation Phase 
Following completion of the review, the Staff Functioning and Development Group will 

seek feedback about the process from 

• Pastor reviewed 

• Elders (or appropriate leadership group) 

• Reviewers 

 

 

10. In Conclusion 

 

It is important that the objectives are clear at the outset of a review process. A review ought 

not be used as a way to "get at" a pastor. Nonetheless, difficult issues may have to be 

addressed. With regular reviews, pastors will experience encouragement in ministry and an 

experience of strengthening of team. 

 

Well run reviews are times participants look forward to  not highly negative events with 

little positive outcome. 

 

Pastors, of course, are not the only ministry people who can profit from a review! Other 

ministry personnel benefit from feedback. 
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APPENDIX 

 

Various examples of Questionnaires  

and Interview Questions 

 
 

NOTE: These are examples only
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Questions for Pastor's Six Month Tenure Review 
 

Questions for the Pastor: 

1. What have your first six months been like? 

2. How is your family adjusting to the change? Do your spouse and family feel at home in 

the church and community? 

3. What are you discovering about the uniqueness of this congregation? What surprises have 

you experienced? 

4. Do you feel that the people are responding to your ministry? Are there areas where you 

feel resistance? 

5. Do you feel your goals correspond with those of the congregation? What would you like 

to see happen here because of your ministry? 

6. What do you think are areas where changes could or should take place in the church and 

community? 

7. Are there areas in your ministry where you feel the need of more help? If so, what sort of 

help? 

8. Are you satisfied with the terms of your Covenant of Engagement (Position Description)? 

9. How do feel you are fitting in the ministry team? 

 

Questions for the Leaders (Elders) 

1. What are some discoveries you are making 

about your pastor and family? 

2. Is there additional information about your pastor that you would like? 

3. What are some of the important realities about this congregation that you would like to 

emphasise to the pastor? 

4. In general, how do you see the congregation responding to the pastor's ministry? 

5. How do you perceive the pastor is fitting in to the ministry team? 

6. From your present standpoint, how valid is the Covenant of Engagement (Position 

Description) you formulated and the skills required?  What modifications, if any, would 

you like to make? 

7. Identify your pastor's strengths and weaknesses in fulfilling the priorities of this 

Covenant of Engagement. Be specific. 

8. Is there an area where you would like to see improvement? 

9. Do you have any suggestions as to where your pastor needs to place an emphasis during 

the next six months? 

10. Do you have any suggestions as to how to facilitate better communication between the 

pastor and congregation? 

11. Are there any other areas you'd like to discuss at this time? 

This process could be 
used after the first 3 
months of a new pastor’s 
beginning ministry 
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QUESTIONS FOR THE PASTOR INVOLVED IN A PASTORAL REVIEW 

This is an example drawn up for a particular context by Geoff Cramb. It will need to 

be adjusted for each particular review. 

 

Looking Back 
1. What have been the most encouraging and satisfying aspects of your 

ministry in the period under review? 

 

2. What do you think have been the weaker areas of your ministry? 

 

 

 

3. a. What were your key objectives in ministry this past year? 

 

b. How have you gone in fulfilling them? 

 

Spirituality and Balance 
4. How are you sustaining and developing your spiritual journey? 

 

5. a. How do you feel about the balance of your life? 

i.e. spiritually, mentally, emotionally, physically, socially, days off, 

recreationally? 

 

b. What changes need to be made to provide a better balance? 

 

Role, Gifts and Goals 
6. a. Are you happy with the areas of responsibility you have been given in 

your role description? 

 

  b. What areas would you like to change? 

 

7. What do you see as your key gifts and strengths as a Pastor? Do you think 

you are developing these in an effective way? 

 

8. a. What areas do you really struggle with in the ministry? 

 

b. What are you doing to address these issues? 

 

 

9. a. What is your vision for the church? 

 

b. What is your personal vision? 

 

c. What are the goals you want to achieve in your ministry, personal 

and family life in the next 12 months? 
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Professional and Personal Development 
10. a. How has your reading and your attendance at seminars enhanced and 

encouraged your thinking and ministry this past year? 

 

b. Who ministers to you? What support structures do you have? 

 

Interpersonal relationships 
11. Comment on how your ministry impacts on your relationship with: 

a. your partner 

 

b. your children 

 

12. Comment on how you see your ministry and relationships with: 

a. other pastoral staff 

 

b. elders 

 

Practical Issues 
13. Comments about remuneration package 

 

 

14. Are there any other issues you or your spouse wants to raise? 

 

Questions specifically arising from a Covenant of 
Engagement (or other document) 
 

15. There may be several of these 
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Valley View Baptist Church 

Review of Pastor Will B Hopeful 

Questions for Elders and Deacons 

 

The leaders of the church have asked me to facilitate a pastoral review. The underlying question is, 

“How can this ministry be enhanced?” The review does not have within it the issue of whether to 

extend a call or not.  

 

In facilitating such a review, my approach is to avoid “ratings” on different performance matters. 
Your responses to the following questions will greatly contribute to the process. 

 

In our Lord’s service 

Geoff Cramb 

Queensland Baptists Regional Consultant 

 

- 

1. List the practised core values for Valley View Baptist Church (no more than ten). If you are not 

sure of these, consider behaviours and practices of the church people for clues. 

 

 

 

 

 

 

 

 

 

2. What is the vision of Valley View Baptist Church? (That is, what is “the better tomorrow” the 
church is moving towards?) 

 

 

 

 

 

 

 

 

3. What do you understand to be the specific God-given mission for Valley View Baptist Church? 

 

 

 

 

 

 

4. In what ways does Pastor Will Hopeful identify with #1 above? 

 

 

Responder’s Mark: 
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5. How does Pastor Will assist in #2 and #3? 

 

 

 

 

 

 

 

6. List any ways that Pastor Will is “out of sync” or does not assist with #1, 2 or 3. 
 

 

 

 

 

 

7. What do you observe are 3 of Pastor Will’s strengths? 

 

 

 

 

 

 

 

8. What functions do you expect Pastor Will to carry out as pastor of Valley View Baptist Church? 

 

 

 

 

 

 

9. What could be spheres for him to work at improving? 

 

 

 

 

 

 

10. List some words that describe your experience of the church’s leadership team (Elders, 
Deacons, whatever is local terminology): 

 

 

 

 

 

 

11. Please mention any other specific ways that you think that the ministry of the pastor could be 

enhanced. 

 

Responder’s Mark: 

Do not use a rating scale. Ratings 
are inherently destructive of self-
esteem. Such an effect is not biblically 
sound. 
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Profile Group - Pastoral Review  

 

 

 

 

 

 

INTRODUCTION by Facilitator:   
• Our names 

• Why we are here: to facilitate a process of review of S Pastor's ministry 

• We will report to Elders 

• Please don’t expect report on who’s right/wrong. 
• We will regard nothing as confidential  otherwise we cannot do anything with comments 

• Rarely do we put people’s names in reports. If we decide to mention you by name, we will 
contact you to let you know. 

• We may make proposals will be about how everyone can work on any issues that arise. 

• We are interested in YOUR views  please don't report what you think others might say 

• We'll take notes, for our own benefit 

• Any questions about how we are going to proceed? 

 

 

 

 

 

 

 

1. What do you like about this church? 

 

 

 

 

 

 

 

 

2. What is this church seeking to be and do (Its Vision & Mission)? 

 

 

 

 

       

 

 

 

 

3. What gifts & skills do the Elders & Board members contribute to this 

congregation? 

 

 

 

 

 

 

 

 

4. What are the strengths and gifts of the Pastor under review? 

 

 

  5. In what ways does the Pastor and his gifting contribute towards fulfilling the 

needs & vision of the congregation? 

 

 

  

 

 

6. If you could change one thing about the way the Pastor goes about his 

ministry, what would it be? 

 

 

 

      

 

 

 

7. What needs of the congregation are not being met? [RESERVE QUESTION] 

 

 

  8. What do you think is the role of the Pastor in this church? 

 

 

 

 

9. Other Comments?  

 

 

NOTE: These questions were designed for a 45 minute meeting. Context will 

determine the specific questions. 
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[EXAMPLE]   Meeting with Church Elders - Pastoral 
Review  

 

 

 

 

 

 

INTRODUCTION by Facilitator:   
• Our names 

• Why we are here: to facilitate a process of review of Pastor's ministry 

• We will report to Church Elders 

• Please don’t expect report on who’s right/wrong. 
• We will regard nothing as confidential  otherwise we cannot do anything with comments 

• Rarely do we put people’s names in reports. If we decide to mention you by name, we will 

contact you to let you know. 

• We may make proposals will be about how everyone can work on any issues that arise. 

• We are interested in YOUR views  please don't report what you think others might say 

• We will not duplicate the questionnaire here! 

• We'll take notes, for our own benefit 

• Any questions about how we are going to proceed? 
 

 

 

 

 

 

 

1. What do you like about this church? 

 

 

 

 

 

 

 

 

2. What do you understand the church is seeking to be and do (Its Vision & 

Mission)? 

 

  

 

 

3. "What do you expect the Pastor will be doing to fulfil his primary function? 

 

  

 

 

4. Include questions arising specifically from the documented Primary Functions 

of the Pastor 

 

  5.  

 

  6.  

  

 

7.  

 

  8.  

 

  9.  

  10. Other Comments?  

 

 

 


