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Executive Summary of Vital Signs Report for the Congregational Assessment Tool  
Christ Presbyterian Church, Toledo, Ohio  

October 12, 2021 
 

The Congregational Assessment Tool (CAT) was recently administered in your church. 200 persons were invited 
to participate; of these, 108 persons responded to all or parts of the assessment which is a 54% response rate. 
Compared to the current average worship attendance of 65, this is a 166% response rate. A response from 
every member is not required to provide valid results and the margin of error is 1-3%. For a complete readout, 
please review the Vital Signs report.  
 
Satisfaction and Energy 
A significant identifier of vital congregations is the level of satisfaction and energy in the church. 22% of your 
members indicate that they are satisfied with things in the church while 19% clearly believe that there is 
excitement and energy in your life together. These rates are very low when compared to the typical church. In 
a typical church, satisfaction rates are 50-55% and the goal is 70% or more of members bearing witness to 
being clearly satisfied with the church and 85% of the members bearing witness to a level of excitement and 
energy in the church.  
 
This, along with other information shared, indicates the church is in in a Recovery System. In the Recovery 
quadrant (low energy, low satisfaction), the church has a combination of factors which have eroded morale. 
Change is imperative for churches in recovery and members need to find a way to change familiar patterns of 
behavior. Tasks that are required to turn the congregation around and to begin movement towards the 
opposite, Transformational, quadrant include a clarification of purpose, spiritual formation, equipping leaders, 
a shift to an external focus, and tactical flexibility.  
 
Not every element of the church’s life together is of equal importance to the members’ feelings of satisfaction 
and energy. Some parts of the church’s life are considered “drivers,” which means that these are areas which 
are central in determining the members’ experiences. When they feel more positive in these areas, they tend 
to feel more positive overall. Conversely, when members feel less positive about these areas, they tend to feel 
less satisfied with their experience in the church overall. If the drivers are rated as “high” there was a 
significant level of correlation and the members are focused on these issues. All of the drivers for your 
congregation were of a “moderate” degree of focus, which means there was a correlation but some outliers.  
 
Driver of Satisfaction and Energy 

• The leaders of our church show a genuine concern to know what people are thinking when decisions 
need to be made (#3 for Satisfaction and #1 for Energy).  

• The whole spirit in our congregation makes people want to get involved as possible (#2 for both 
Satisfaction and Energy) 

Drivers of Satisfaction 

• The worship services at our church are exceptional in both quality and spiritual content. (#1) 

• A friendly atmosphere prevails among the members of our church. (#4) 

• Being part of this church community has given new meaning to my life. (#5) 
 
Drivers do not indicate if the church is effectively doing these things. They just point to the relative importance 
to the members. All of the listed drivers appear on the Critical Success Factors section which means that they 
were rated lower by the members.  
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Critical Successes 
Improvements in the following internal areas will have the biggest impact on member’s feelings of satisfaction 
and energy of the church. The first nine are rated between 20 and 34 which means they are “significant” and 
should be discussed soon.  
 

1. The worship services at our church are exceptional in both quality and spiritual content. (Driver of 
Satisfaction #1) 

2. The whole spirit in our congregation makes people want to get as involved as possible. (Driver of 
Satisfaction #2 and Energy #2) 

3. The leaders of our church show a genuine concern to know what people are thinking when decisions 
need to be made. (Driver of Satisfaction #3 and Energy #1) 

4. Our church does a good job supporting persons in ministry by reminding them that they are making a 
difference.  

5. Being part of this church community has given new meaning to my life. (Driver of Satisfaction #5) 
6. A friendly atmosphere prevails among the members of our church. (Driver of Satisfaction #5) 
7. Among most of our members there is a healthy tolerance of differing opinions and beliefs.  
8. Persons who serve as leaders in our church are representative of the membership.  
9. Our members understand that they have a spiritual responsibility for life-long learning and formation.  
10. We are willing to adapt our worship to the needs and circumstances of the people we want to reach in 

our community.  
 
It is notable that the 10 Critical Success Factors represent eight areas of assessment: Worship, Morale, 
Governance (2 factors), Readiness for Ministry, Hospitality, (2 factors), Conflict Management, Education and 
Flexibility. This indicates that the congregation is “ministry focused” more than clergy or power focused. This is 
the type of focus churches strive for as the satisfaction and energy are based on the life and work of the 
church and not just the pastor or Session. In a time where a great deal of change and redirection is necessary, 
however, it is important to acknowledge that ministry focused churches are often slower to change (vs. a 
clergy focused church where what the pastor decides the members follow).  
 
Priorities 
When asked where they wanted additional energy placed, the members’ ranking of the seventeen options 
resulted in these top priorities: 

1. Develop and implement a comprehensive strategy to reach new people and incorporate them into the 
life of the church. 

2. Make necessary changes to attract families with children and youth to our church. 
3. Develop the spiritual generosity of the people to financially support the ministry of the church. 

 
These first three are really outcomes of ministry and the life of the church. The remaining top priorities are 
more appropriate for the attention and work of leadership at this time. If the satisfaction and energy of the 
members grow, then they will more likely invite friends, enthusiastically welcome new worshippers and give to 
continue to support what gives meaning to their lives.  
 

4. Create more opportunities for people to form meaningful relationships. 
5. Provide more opportunities for Christian education and spiritual formation at every age and stage of 

life. 
6. Work to renew and revitalize the community around the church by building coalitions with partners. 
7. Develop ministries that work toward healing those broken by life circumstances. 
8. Deepen our sense of connection to God and one another through stronger worship services. 
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In comparison to other churches, two goals that are uniquely higher for your church are: 
1. Develop the spiritual generosity of the people to financially support the ministry of the church. (#3) 
2. Deepen our sense of connection to God and one another through stronger worship services. (#7) 

 
It is worth noting here that giving in the church is just 1.7% of reported income. Average church giving is 3%. 
Therefore, it is realistic to ask members to give more than they currently give as a percentage of their income. 
However, without addressing the reasons that members are unsatisfied and low in energy, this increase may be 
unlikely. If there is a clear, missional reason more funds are requested and these align with the priorities of the 
members, then higher giving may be possible in order to move the congregation into a new place.  
 
There is a great deal of agreement across generations and frequency of worship attendance. Besides the top 
three (that all but the 35< group prioritized), the desire to grow meaningful relationships and provide more 
opportunities for education and faith formation were selected by almost all the groups. Stronger worship 
services was a top priority for <35, >65 and infrequent attender groups.  
 
Each group selected one or more of the “outward” focus priorities. (e.g., renew and revitalize community 
through coalitions: <35, >65 and frequent attenders; direct services: 35-65; and advocate for social change: 
<35). As this aligns with the characteristics of a Transformational church, an outwards focused mission is 
appropriate to consider.  
 
Theological Perspective and Flexibility Style Indices 
The congregation is more progressive than it is conservative in its theological understandings, and there is an 
average amount of diversity in the congregation. If the diversity is respected and tolerated, diversity can be a 
significant strength and an indicator of a healthy congregation. In terms of flexibility and being open to change, 
members view the church as very settled. As noted earlier in the report, being in the Recovery quadrant 
normally means the congregation is resistant to change. Added with this Settled flexibility style, change will 
need to be work on and well communicated.  
 
Combining the church’s progressive theological views with the flexibility scores indicate the culture of the 
church is a “Paraclete” style. This indicates that the church is intellectually open and reflective but balance this 
openness by paying attention to structure and ritual. This culture tends to be less demanding of a particular 
understanding of the faith but more clear about the benefits of a particular liturgical tradition.  
 
In Paraclete churches, the Gospel is not just used for comforting but for transforming people and the church is 
uniquely equipped to focus on ministries of healing. They may develop counseling centers, spiritual direction, 
homeless shelters, food pantries, support groups and recovery services.  
 
The shadow-side of Paraclete cultures is that if they do not find a way to balance their openness with 
reasonable expectations of others, they may end up attracting more needs than the resources required to 
address those needs. And without a clear missional focus, the work can devolve into just going through the 
motions without a sense of deeper meaning.  
 
As the members are witnessing to a lower level of energy than most churches, these shadow-side 
characteristics should be considered. As your church is in the process of “right-sizing” their staff and life to 
your current size and budget constraints, focusing activities, including cutting out some of the programmatic 
side of the church so that expected work is manageable and limits chances for burn out, is appropriate.  
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Performance Indices 
Compared to other churches, the membership’s assessments of the areas, strongest to weakest, are: 

1. Engagement in Education 
2. Worship and Music 
3. Conflict Management 
4. Readiness for Ministry 

5. Spiritual Vitality 
6. Hospitality 
7. Governance 
8. Morale 

 
It must be noted that all the Indexes are rated very low. This aligns with the low levels of Satisfaction and 
Energy and the wide-breadth of the Drivers and especially the Critical Success Factors. There is a lot of work to 
do and prioritizing next steps will be important.  
 
ICU 
The congregation, in the Recovery Quadrant and being very settled on the flexibility scale, is in an area termed 
the ICU. Churches in the ICU have heartbreakingly low levels of satisfaction and energy. Ironically, these are 
the most insistent that priority be given to reaching new members, which your congregational priorities 
reflect.  
 
Right now, the low level of flexibility as well as several other indicators reflect that change is not welcomed or 
currently being pursued. The shift of the operating system into more flexibility will need to be done with all 
awareness and transparency. The congregation will need to learn how to change. Also, because change, 
especially in a settled system, often leads to conflict, the church leadership should be trained in conflict 
management and this learning should be shared with the congregation as a whole. 
 
Just like ICUs in Hospitals, change and improvement is necessary. If the congregation does not learn how to be 
more flexible and instead stays the same, eventually the system will slide into acceptance of their fate and 
slide into “Hospice” where death is inevitable. Right now, there is hope because while a large percentage of 
the congregation reports not having much energy for ministry and the church, members also are highly 
unsatisfied with how things area. If the members begin to accept and become satisfied with this state of being, 
then there is no motivation to even make the effort to change.  
 
Pastoral Leadership 
As the church is well situated in the Recovery quadrant with very low energy and satisfaction and as it is in the 
ICU, it is recommended that before an installed pastor is pursued, that work be done to bring clarity of 
missional purpose to the work of the church. Churches in the Recovery quadrant normally list Strategic 
Planning as the second most important skill for the new pastor. Christ Presbyterian reflects this and they have 
Change Management as fourth. As not every pastor has the same skills or thrives equally in every culture, it is 
recommended to have more of a sense of direction and specific needs before creating the job description and 
seeking out the new pastor.  
 
Churches who are more solidly in the Recovery quadrant are recommended to hire a pastor with the 
leadership style of a Line Coach. A “Line-Coach” pastor is one focused on doing a few basic things extremely 
well. This leader needs to be able to embrace this journey from Recovery to Transformation with faith, an 
optimism toward the future, a spiritual zest, and a thirst for learning. If the congregation does the work to 
simplify and clarify their sense of call and missional focus, then a pastor can be hired who specializes in these 
areas.  
 
If the Session decides to form the PNC and pursue a new pastor now before this work is done, a “Chaplain” 
pastor who will provide worship and pastoral care without much missional focus is appropriate. If the church is 
still experiencing low energy and satisfaction, it is also unlikely any other type of pastor will be attracted to 
accept a call.   
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High Satisfaction and High Energy Congregation Characteristics 
Crabtree writes in his book, “Owl Sight” that there are six characteristics that all high satisfaction, high-energy 
churches have in common: 

1. Worship is experienced as high quality and outstanding (weight of 24%).  
2. Leadership system is experienced as open and not tightly controlled by a few people (23%).  
3. Lifelong learning and growth is desired by the membership (21%). 
4. Spiritual formation opportunities fit the complex lifestyles of their people (12%). 
5. Quality relationships are affirmed that create a positive, friendly atmosphere in the church (12%).  
6. High levels of flexibility rather than simply sticking to established ways of doing things (8%).  

 
As was noted in the Interpretation Session, Christ Presbyterian has identified Critical Success Factors in four of 
these six. These characteristics and Critical Success Factors can provide the framework for the church’s efforts 
for moving towards the Transformation quadrant.  
 
Next Steps 
Listening and Dialogue 
While there aren’t high levels of reported conflict in the church, from the conversation at the Interpretation 
Session and from indicators in the report, there are issues related to how decisions have been made, 
communication and transparency, and openness to conflicting viewpoints or ideas. This disconnect has most 
likely been exasperated by the pandemic and the inability to be in the same space at the same time.  
 
A high priority should be given in the coming months to having opportunities in structured meetings for 
members to gather and share their perspectives and concerns. New or previously used methods of 
communication will need to be utilized. In larger, corporate sized churches, limited communication is accepted 
due to the size and responsibility entrusted to leaders and governance bodies. But as Christ congregation has 
diminished in size, it is appropriate for more information and transparency to be made available to all 
members.  
 
It is also important to note here that the leadership style of the previous pastor may be one of the causes for 
the lower governance, conflict management and flexibility scores. Reports of members wanting to use their 
gifts or perform a task but being rebuffed certainly can explain the sense that their involvement and 
viewpoints aren’t valued. However, it is also too easy to explain the low scores by blaming one person. Stories 
need to be shared and heard with the whole system taking responsibility for allowing the system to exist as it 
is today.  
 
Discerning the Way Forward 
This congregation is at a crucial point in its life. The responses to the CAT indicate that many members are on 
the fence as to the viability of the church and the next steps in the life of the church will determine which side 
of the fence they choose to jump down on. There are many members unsatisfied and with low energy with 8% 
stating that they will be looking at other churches and 29% thinking about it (on the fence).  
 
There is hope for the church as there are members who are satisfied, and, perhaps more importantly for this 
time and place, who report feeling energized about the life of the church. To move your church out of the 
Recovery quadrant will take these satisfied and energized members, intentional action, a willingness to change 
and grow, and a great deal of energy and effort in the immediate months.  
 
As shared in the interpretation session, the organizational intelligence the congregation members have shared 
through the CAT is just one step in the process of discerning what God’s calling is for the church in this time 
and place. Understanding more about your core values and what each part of this body of Christ brings to 
share and give are the next steps in discerning this missional calling.   
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Once the congregation has more of a sense of focused calling, then the church can also go about the work of 
“right-sizing” to the size of church it is now and the available resources. While the church has come to a critical 
crossroads, the opportunity is also available to reconsider not only missional calling but programs, committee 
structures, staffing needs, and the education, training and faith formation necessary to fulfill this calling.  
 
The top priority raised by the membership and the Vital Signs report is the need to rethink and reform 
worship. The pandemic has challenged all congregations to rethink worship and the slow return to in person 
worship provides the gift and opportunity of truly being open to what worship can look like in the future. 
Everything merges here, again, in a wonderful opportunity as the church faces so many different changes. 
Ensuring worship reaches a level of excellence and quality for the majority of members will need to be a top 
concern. 
 
With all of the above work, decisions and dialogues listed above, I also want to state out-loud one of the 
options before the Session in this time and place. There is a great deal of work to do to move a congregation 
from settled and solidly in recovery to transformational and flexible. Not every congregation chooses to try 
and make the changes and take the necessary steps. Not all that do choose to try are successful. It is the 
option of the Session, in conversation with the members, to become satisfied with how things are and to 
continue forward as you are today, fully accepting that the church will continue to slowly decline. To do 
nothing will be passively making this choice as well. But it is a choice that can be actively made.  
 
It is my prayer that you will continue to listen to one another and for God’s leading as you discern what God’s 
future is for your congregation.  
 
Susan Rowland Miller 


