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“… being confident of this, that he who began a good work in you
will carry it on to completion until the day of Christ Jesus.”
Philippians 1:6 (NIV)
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Introduction
Goal Attainment for Ministry Leaders provides a Biblically based approach to consistently attaining your
personal and professional goals. Learning this system will also prepare you to coach others to do the
same. You should read this e-book and implement this system if you want to:
Ø

Achieve challenging goals.

Ø

Get serious about taking yourself to the next level in your ministry.

Ø

Grow your ministry leadership skills.

Please avoid half measures. Make your mind up now that you will follow through on setting goals. In
doing so, you will maximize your kingdom impact in the fulfilling of Christ’s Great Commission and Great
Commandment. You will become a more effective leader and stand out from others who are less
disciplined in setting and achieving goals.
In order to become a leading leader, you must continually work on yourself to break new ground in your
ministry. In the following pages, you will find best practices of other top ministry leaders, passed down
through SOLID’s 30 years of relationships with such individuals.
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1

Ministry Leadership Focus
You already know there is tremendous power in setting focused goals for your ministry, but for some
reason, if you are like most, you neglect doing this as much as you should. Just like you need to know in
what direction your church or organization is headed, you also need to know where you are going—both
professionally and personally.
Great leaders continuously sharpen their focus on personal and professional goals. You may ask: “Why
include personal goals?” We believe it is important that your professional goals align with your personal
goals. Otherwise, your goals produce cognitive dissonance, which leads to poor leadership performance.
If your thoughts (cognitive process) about your ministry and the impact it has on your personal life do not
align (are in dissonance), they produce job dissatisfaction and unproductive behavior.
High-performing ministry leaders are most susceptible to the negative impact of cognitive dissonance.
Such leaders are like high-performance racecars. Step on the gas and they fly off the starting line, but if
one is in reverse—look out! It can cause a lot of collateral damage. Therefore, it is critical for top leaders
to have alignment between personal and professional goals. A leader at church is also a leader in other
areas of life. As an interesting aside, research studies show that leaders are significantly more likely to
raise children who also become leaders. So, watch your children. If you are a leader, chances are you
have offspring who are also destined to be leaders.
SOLIDpastors’ Coaches are trained to help you set and achieve both professional and personal goals. In
the last section of this book, you will find a tool for creating goals—on your own, or with your SOLID
coach.
Accurately Predicting End Results
Leaders are often judged by their ability to accurately predict the end results of any given situation. It is a
necessary skill for success in today’s highly competitive ministry environment.
Having the skill to set achievable goals allows you to better predict final outcomes. This, in turn,
demonstrates your competency to those around you and provides the confidence needed to set and
achieve increasingly challenging goals. The ability to predict end results also enables you to better
navigate your personal life.
If you can forecast your personal needs and the needs of your family, and set goals to achieve those
needs, then you will experience greater life satisfaction and fulfillment. If you can forecast needs at work,
and set goals to meet those needs, then the odds of a project’s success dramatically increase. To say it
another way, leaders have the ability to ENVISION the future; they see what could be and what should
be, by God’s enabling grace, and they make it reality. In a sense, they are predicting their future.
Directed Effort
Webster defines a goal as “the result or achievement toward which effort is directed.” The key words here
are directed and effort. In order to expend effort, you first must be motivated to do so. While external
motivators can affect your attitude toward goal attainment, ultimately all motivation to achieve goals must
come from within. Only those who set goals of their own free will, and who direct effort toward achieving
them, really “own” those goals. If goals are being handed to you, there is often less buy-in to achieving
those goals, and therefore the likelihood of great success is diminished.
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Motivation Comes from Within
You and the Holy Spirit are the source of your motivation to achieve goals. Therefore, you need to
discover what drives you forward and what holds you back. Irrespective of the external rewards,
demands, pressures, or performance expectations, your personal commitment to action is necessary to
ensure success. In order to deepen this level of commitment, you need to identify any barriers that may
be blocking you from getting and staying motivated, and thus from achieving your goals.
Take Action:
Ø

Complete this process of setting professional and personal goals.

Ø

Find a way to be held accountable for doing so.

Ø

Reach out and ask for help. Set a 10-minute call with a SOLIDpastors coach and we will
brainstorm a few ideas that will work for you. You can reach us through www.SOLIDpastors.org.
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2:

Barriers to Goal Attainment
Barriers are issues or situations that prevent you from achieving your goals. They arise both inside and
outside of work. This chapter focuses on the most common barriers to goal attainment.
Everyone has certain barriers that prevent or limit success in the goal-setting process. There are two
types of barriers that prevent you from attaining your goals. The first type is internal; internal barriers
come from within yourself. You generally, to a greater or lesser degree, have control over them. The
second type is external. They are forces outside your direct control, which in most cases you cannot
change without the help of others. We will cover both types and help you identify those barriers that stand
between you and your goals.
Good leaders are skilled at navigating barriers and removing them, even when they seem unbeatable.
For example, a hurricane is a condition that cannot be prevented. These storms often knock down stateof-the-art, hurricane-resistant telephone lines. For decades, nature prevailed despite man’s best efforts.
However, the re-routing of telecommunications to underground systems overcame what we call an
external barrier—something that is outside of yourself. External barriers are often easier to overcome
than internal barriers. Let’s look at why that may be.

Top 10 Internal Barriers
As you scan the following list, you can see why internal barriers to goal attainment can be so difficult to
overcome. An external barrier, like the example we used of a hurricane, was easy to overcome once
enough brain-power was applied to solving the problem. Internal barriers are a different matter. They
come from within you, and can often be spiritual in nature. The good news is Christ can overcome
anything—even your internal barriers to goal attainment. Let’s look at our top ten:
1. Low morale
Low morale—either your own or that of those around you—undermines ministerial success. It can cause
significant problems in the forms of stalled productivity, high employee turnover, volunteer drop-out,
mistrust, loss of members, and/or poor quality of ministry.
2. Burnout
Burnout is a state of physical or emotional exhaustion. It is usually caused by “treadmill syndrome,” where
unclear priorities or work overload can leave you burnt out. In 2010, a Canadian firm surveyed more than
2,000 leaders on human resource issues. Roughly two-thirds of respondents cited employee burnout as a
barrier to achieving their business goals (Right Management 2010).
3. Disorganization
Disorganization affects project deadlines and leadership accountability and can cost businesses money in
lost hours and missed opportunities. In a 2011 survey of 18,000 leaders by Express Employment
Professionals, more than half of those surveyed said that they lose approximately nine hours a week due
to a lack of organization (Brox 2011).
4. Lack of Confidence
A lack of confidence is one of the biggest barriers to success. It takes away your sense of direction and
makes you indecisive. Many ministry leaders struggle with this, which is why some enlist the support of a
coach or mentor to help tame the inner critic. Ultimately, it is how you harness that negative energy and
produce something beneficial that matters. This was one of the most driving factors in the apostle Paul’s
success. Paul understood something powerful: “For I can do everything through Christ, who gives me
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strength” (Philippians 4:13 NLT). No wonder Paul wrote most of the New Testament books and expanded
the gospel further than any other apostle.
5. Apathy
Ministerial apathy is widely recognized as a huge annual cost for American churches. It destroys purpose
and slows action. You’re left wishing you were somewhere else and it creates a “not-my-job” attitude in
the ministry. Apathy highlights the importance of deep self-assessment and goal setting. What makes you
excited?
6. Low Self-Esteem
Low self-esteem affects assertiveness, and thus your ability to make decisions and be competitive.
Lacking the courage to communicate your ideas, because you think they aren’t worthy, sends a message
of incompetency. It is true that some people with low self-esteem can still achieve great things if they are
intelligent and determined. What is missing is their ability to enjoy what they have achieved.
7. Emotional Stress
The stress and pressures of modern life can leave you feeling out of control and frustrated. Emotional
stress can manifest during a major life change, a prolonged interpersonal conflict or a life crisis. It acts
like a mental blockade and causes thousands of Americans to call in sick each day.
8. Job Dissatisfaction
Job dissatisfaction derives from a variety of personal issues: salary expectations not being met, absence
of personal challenge, lack of personal and professional life balance, hours that are too long, work that is
outside your preferred area of expertise, or a lack of support from co-workers and management. The
2013 Conference Board Job Satisfaction Survey found that more than half of working Americans did not
like their job (Ray et al. 2013). While job satisfaction can mean different things to different people, there is
an underlying principle that to be content, you must value your day-to-day work activities.
9. Negative Attitude
According to the Bureau of Labor Statistics, U.S. companies lose about $3 billion a year to the effects of
negativity (Kowalski 2011). When goal setting, it’s essential for a leader to keep an open mind and
approach the task with the right combination of optimism and realism. A negative attitude is a downward
spiral that prevents you from using your better judgment. It triggers other negative behavioral traits too,
such as being unpredictable, reclusive, uncooperative, or reluctant to communicate.
10. Lack of Focus
Focus means having a greater influence on fewer things. You cannot successfully execute a ministry
strategy or project without focus. Some can become overwhelmed by their thoughts and fail to act. It’s
called “analysis paralysis” and it leaves you feeling purposeless. By concentrating, planning, making a
concerted effort, and evaluating your goals, you can push forward to success.

Top 10 External Barriers
External barriers are just that—those outside yourself. As you review this list, see which ones you
struggle with the most.
1. Lack of Information
Incorrect or missing information leads to lost opportunities. Organizations ensure they have the latest and
most comprehensive information by constantly researching and analyzing their operations and how other
churches and organizations operate. A report may detail an operational problem and suggest a solution.
Therefore, ministries need objective, accurate, and concise information to make well-informed decisions.
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2. Inadequate Standards
High standards are the building blocks of success. If your church sets the bar high, paid staff, volunteers,
and even the unchurched will hold you in far greater esteem. Set the bar low, and ineffective ministry
becomes the norm.
3. Organizational Upheaval
Loss of key staff and/or a pastor, while often inevitable, can greatly affect a congregation’s morale.
Having both unity and longevity among staff is one key to ministry success and fruitfulness.
4. Conflicting Direction
A church with conflicting objectives creates confusion and a communication void between the members
and the ministry. Low productivity is the end result. People naturally have their own objectives and ways
of working, but directing everything into a concentrated effort with a clear chain of command helps your
church or ministry achieve its goals.
5. Unclear Organizational Goals
Good leaders set goals that are clear and realistic. When leaders do not have clear goals, they can’t
expect their teams to follow them. This absence of clarity in goals usually stems from a lack of thought
process and communication. It is a sad truth that most church members can’t tell you what their church’s
most important goals are, and even worse, sometimes neither can the staff!
6. Absence of Rewards
People are motivated by different things. Failing to discover those motivations and properly reward your
staff and volunteers is a formula for failure to perform. People who are properly rewarded are generally
happy and productive.
7. Unclear Job Descriptions
Unclear job descriptions cause confusion amongst your team and volunteers and fail to focus individuals
and the team as a whole. Unclear expectations are like a microscope that’s out of focus. People can’t see
what’s important.
8. Dysfunctional Culture
A dysfunctional culture occurs when a church is no longer serving its community. One of the greatest
causes of dysfunctional culture is the “my church is here for me” attitude, or, as some call it, the “country
club mentality.” Perhaps worst of all, news of a dysfunctional culture travels fast, becoming a church’s
greatest liability. This ultimately stems from a lack of leadership and top-down communication. Your
ministry should act as a uniting force, providing a sense of purpose and identity.
9. Lack of Communication
Learning how to communicate clearly and authoritatively is one of the greatest tools a ministry leader
possesses. Poor or insufficient communication causes members to lose focus. When you open up the
lines of communication among the staff and volunteers who run your ministries, you unite them around a
common cause and, over time, win their trust.
10. Interpersonal Conflict
A study by Stockholm University found 33% of respondents had been involved in some kind of workplace
conflict (Oxstierna et al. 2013). Whether or not you’re directly involved in the conflict, you must resolve the
issues and bring all parties to common ground immediately. An environment filled with interpersonal
conflict creates upset and causes the team to lose focus.
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Take Action:
Ø

Take a moment to reflect on the internal and external barriers about which you have just read.
Which ones stick out as major obstacles in your personal and professional life at the moment?

Ø

Complete the assessment in the next chapter.
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3

Assessing Barriers to Goal Attainment
This is an assessment of internal and external barriers you can take yourself or give to someone else.
Rate potential barriers to goal attainment using this scoring system:
1 = Almost Never a Barrier; 2 = Hardly Ever; 3 = Sometimes; 4 = Usually; 5 = Almost Always a Barrier
“Top 10” Internal Barriers
1
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5
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1

2

3

4

5

o o o o o
________________

Low Morale

Unhappy; discontented; unconfident; lacking
cheerfulness

Low Self-Esteem

Less than favorable impression of oneself; lack of
self-respect and self-worth

Burnout

Exhaustion; fatigue; weariness with a given
situation
Poor time management; lack of motivation

Disorganization

Job Dissatisfaction

Discontented; lacking motivation; unhappy with
compensation

Lack of Confidence

Fear of failure; low self-trust, self-assurance, and
boldness

Negative Attitude

Poor self-talk; unhappiness; unresolved anger;
pessimistic outlook

Apathy

Absence or suppression of passion; lack of
emotion or excitement

Lack of Focus

Aimlessness; undirected energy, attention, or
activity; low concentration

Emotional Stress

Prolonged interpersonal conflict; life crises

Internal Barrier Total Score
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“Top 10” External Barriers
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o
1

2

3

4

5

o o o o o

Lack of Information

Needing training and/or instruction; needing
reports, data, and/or research

Absence of Rewards

Inadequate salary, bonuses, incentives, public
recognition, time off, and/or gifts

Inadequate Standards

Missing, incomplete, or unfair feedback and
measurements of performance

Unclear Job Descriptions

Missing, incomplete, or inaccurate job
descriptions; conflicting expectations

Organizational Upheaval

Staff turnover, declining membership

Dysfunctional Culture

Emotionally unhealthy environment; lack of
appropriate boundaries; lack of mission and
purpose

Conflicting Direction

Unclear chain of command; contradictory
directives

Lack of Communication

Inadequate systems; inappropriate channels;
ineffective methods

Unclear Organizational
Goals

Absence of clearly defined church and/or
ministry mission/vision/objectives/values

Interpersonal Conflict

Unresolved issues; antagonistic attitudes;
controversy; hostile church environment

___________

External Barrier Total Score

___________

Overall Total Score (Internal plus External Scores)

Take Action:
Ø

Were you surprised by the results? Why?

Ø

Consider: “What actions can I take in light of the results of my assessment?”

Ø

Now, we suggest you or the person you are coaching complete the following Barrier Assessment
Action Plan.
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Barrier Assessment Action Plan
Based upon the results of the Barrier Assessment, list the top barriers you want to address, and then
develop a set of two or three actions you can take to remove these barriers. Finally, develop strategies for
following these actions through. Ask yourself, “What actions can I take?”
Section 1: Internal Barriers
Use the space below to work on your top internal barriers to goal attainment.
Internal Barriers

What Actions Will You Take to Address This?

Internal Barrier #1

Internal Barrier #2

Internal Barrier #3

Section 2: External Barriers
Now do the same for any external barriers.
External Barriers

What Actions Will You Take to Address This?

External Barrier #1

External Barrier #2

External Barrier #3

© 2018 SOLIDpastors. All Rights Reserved.

Product SP3a.

12

Goal Attainment for
Ministry Leaders

Chapter

4

SMARTER Goal Setting Methodology
Setting SMARTER goals is a proven technique that helps you overcome barriers to goal attainment.
Research indicates that goals need to pass several critical tests in order to ensure the greatest possible
likelihood of being realized. Thus, a SMARTER goal needs to meet the following criteria:



Specific: Is the goal as detailed and well defined as possible? After you finish setting a SMARTER
goal, force yourself to make it even more specific than it already is.



Measurable: How are you going to measure this goal? What criteria will you use? How often will
you measure it? Is it quantifiable?



Agreed To: Is this goal agreed to by key stakeholders? Have you gained the right people’s
agreement?



Related to Mission: Is this goal in harmony with your personal or ministerial mission?



Timetabled: Do you have a specific due date and have you set critical milestones?



Evidenced: Have you identified evidence that proves you are accomplishing your goal? We
suggest adding the phrase “… as evidenced by…” at the end of every goal.



Reviewed: Is your goal reviewed on a regular (e.g. weekly or bi-weekly) basis?

When setting SMARTER goals, the most important criterion is Specific. After you finish setting a
SMARTER goal, force yourself to make it even more specific than it already is. By adding the phrase: “…
as evidenced by…” at the end of every goal, you will naturally make this goal much more specific, and in
our vernacular, “SMARTER.”
Set Personal Goals
Being a ministry leader means that others are following you, which makes you accountable for the
example you set. If you are neglecting important areas of your life, those around you will be negatively
influenced. Therefore, we encourage all our clients to set personal goals as part of any SOLID
engagement.
Write Goals
Research suggests that those who write out their goals are much more likely to achieve them than those
who do not. Putting goals in writing helps them become more real and allows you to better communicate
them. This helps you gain others’ buy-in and support for your goals.
Review Goals
Reviewing goals on a regular basis is of critical importance. If you write out excellent goals, but forget
about them, your chance of ever achieving them is greatly diminished. Create a system for reviewing your
written goals on a regular basis.
Seasons of Life
To have the most fulfilling life possible, it is necessary to identify areas of acceptable and unacceptable
imbalance and take appropriate actions. The seasons of life are best understood by looking at nature in
two ways. First, there is a progression as we grow: spring, summer, fall, winter—from youth, to young
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adult, married, married with children, empty-nesters, senior citizens, and beyond. To continue the
metaphor, there are events such as fires, hurricanes, tornados, floods, and earthquakes—representing
illnesses, injuries, accidents, deaths of loved ones and many more. Any number of life occurrences will
affect the balance in your life. The following exercises will accelerate your growth on that journey.
Dimensions of Life Exercise
Instructions: Number these aspects in order of importance to you.

Top 10 Dimensions
of a Ministry
Leader’s Life
Place one “X” per row.

Current Level of Satisfaction
Very
Dissatisfied

Dissatisfied

Somewhat
Dissatisfied

Somewhat
Satisfied

Satisfied

Very
Satisfied

Ministry
Career Management
Community & Society
Family
Financial & Investments
Friendship & Social
Health & Wellness
Hobbies & Sports
Mission/Vision/Values
Walk with Christ & Self
Growth

Life Wheel Exercise
One of the most powerful discoveries of all time, the wheel represents the possibility of movement, and a
round wheel allows for the greatest possible momentum. This metaphor portrays an idealistic image of a
balanced life, claiming to produce the deepest, richest, and most satisfying experience possible. While
this sounds good, most ministry leaders report that they believe their lives are out of balance. That is
normal. Leaders, almost by definition, work harder and longer than most “normal” people. This is not an
excuse for being completely out of whack. But getting “perfectly balanced” is not something that is usually
grasped by most high achievers. What is important, in our opinion, is for you to honestly assess your
current state to determine what is and what is not acceptable to you.
As you complete the following “Life Wheel,” be open and honest with yourself. Work to identify those
areas that are being neglected. Equally important, identify those areas that are working well.
Step 1: In the space provided, create your life wheel using a pie chart diagram. Think about how you
would divide your life into various “aspects” or “areas.” Answer the question: “What is the most important
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aspect of my life?” Start with this aspect, and draw it in from 12 o’clock to 1, 2, 3, 4 o’clock, etc.,
depending on a combination of BOTH the importance it has for you, and the amount of time you spend in
this area. Move clockwise and list the next-most important area. Continue this process until you have a
complete pie chart representing the various aspects of your life.
Step 2: Assign a percentage from 0% to 100%, indicating your current level of satisfaction in each
dimension of your life today. Following the sample wheel, fill in each section of the circle to your
percentage of satisfaction. Complete Exercise 1 first in order to best do this.

In summary, as long as there is a semblance of balance, your wheel rolls without much effort. However,
if it has flat spots, more energy is expended keeping everything moving.

© 2018 SOLIDpastors. All Rights Reserved.

Product SP3a.

15

Goal Attainment for
Ministry Leaders

Chapter

5

Setting Goals
Now you are ready to set goals. Reflect on your “life wheel” as you do so.
Choose one aspect of your life. You might choose the most important aspect or one that is top of mind.
Set SMARTER goals for that area. Below are blank forms you can use. You can also make up your own,
use someone else’s system, create a spreadsheet, start a goals journal, or capture your goals in any
other of a myriad of ways. The important thing is this: whatever you do, make sure you capture your goals
in writing, ensure they are SMARTER and review them on a periodic basis.
Happy goal attainment!
Your SOLIDpastors Team

Goal #: _____ ___________________________________________________ Due Date __________
_______________________________________________________________________
_______________________________________________________________________
SMARTER
Actions to
Take

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Results
Achieved

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Goal #: _____ ___________________________________________________ Due Date __________
_______________________________________________________________________
_______________________________________________________________________
SMARTER
Actions to
Take

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Results
Achieved

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________
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Goal #: _____ ___________________________________________________ Due Date __________
_______________________________________________________________________
_______________________________________________________________________
SMARTER
Actions to
Take

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Results
Achieved

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Goal #: _____ ___________________________________________________ Due Date __________
_______________________________________________________________________
_______________________________________________________________________
SMARTER
Actions to
Take

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Results
Achieved

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Goal #: _____ ___________________________________________________ Due Date __________
_______________________________________________________________________
_______________________________________________________________________
SMARTER
Actions to
Take

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________

Results
Achieved

☐ ______________________________
☐ ______________________________
☐ ______________________________

☐ __________________________________
☐ __________________________________
☐ __________________________________
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About SOLIDpastors
SOLID Vision
SOLIDpastors is widely known as a valued partner to the local church, helping transform their leaders and
the ministries they run through effective coaching, consulting and certification services.
SOLID Purpose
SOLIDpastors is a non-profit Christian ministry that serves senior pastors, executive pastors, and
executive directors of Christian ministries and their staff by providing coaching, consulting, and expert
systems that enable these organizational leaders to improve their performance, increase their
effectiveness, and transform the organizations they serve.
SOLID Mission
SOLIDpastors’ mission is to serve the Church by making all services easily accessible to heads of any
Christian ministry while mobilizing, training, and certifying semi-retired executives and pastors to provide
these coaching and consulting services. We aspire to provide the best methodology for developing inplace vocational Christian ministers and training semi-retired pastors and executives to become effective
pastor coaches. Because of this work, we see dramatic improvements in personal and organizational
performance in those receiving our services, and greater meaning and purpose in the lives of those
delivering the work, furthering Jesus Christ’s great commission and great commandment.

For More Information:

www.SOLIDpastors.org
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