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Overview:
This report is the culmination of a process that began in February, 2015 in Malta.  Media     
Impact International held a consultation comprised of key Middle East and Western media 
directors on how to improve media response and follow-up efforts for Christian ministries. The 
consultation was seen as a Holy Spirit driven event that would result in significantly increased 
Gospel impact in the MENA region. Over the last year and a quarter, 42 leaders from 26 orga-
nizations around the world have provided counsel, input and key content to this report. This 
report isn’t seen as providing all of the answers, but a strong start in providing key findings 
and recommendations to increase this critically important area of ministry effectiveness...so 
that more people are brought into God’s Kingdom throughout the greater Middle East.

It is important to note that this is a “point in time” report and that the whole area of media re-
sponse and follow-up is changing rapidly:  technology shifts, innovative applications, metrics 
and analytics.  MII has recognized the need to serve as a resource – both to media ministries  
and ministries that utilize media – and to keep this critical data up-to-date as it evolves over 
time.

Vision / Mission / Objectives:

VISION
To enhance the Kingdom of God by ensuring that when someone responds to Christian me-
dia – which targets the Middle East, North Africa and the Muslim world in general – that there 
are effective systems and people in place to come alongside those responders during their 
spiritual journeys. This applies to both non-Christian and Christian responders.

MISSION
To identify and / or design the most effective “media response and follow-up” processes and 
best practices, as well as the technology solutions to support them.  In essence, an overall 
strategic framework for media response and follow-up that can be effectively utilized by minis-
tries targeting the Muslim World. This approach includes the process of facilitating productive 
face-to-face interactions with seekers and their subsequent enfolding into local fellowships. In 
addition, identifying the role and responsibility of Christian media to respond to those Chris-
tians who interact with media entities or media initiatives.  Furthermore, determining the best 
ways to share the group’s findings with the media community, as well as to define methods  
that would assist willing partners to enhance their follow-up efforts. 
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OBJECTIVES

1. To develop an overall strategic approach / framework for media response and follow-up.

2. To understand the “current state” of media response / follow-up in the Muslim World 
today.

3. To understand the potential “future state” of media response / follow-up in the Muslim 
World.

4. To identify the key initiatives / strategies that have the greatest potential to increase over-
all impact and effectiveness, focusing the work of people and processes.

5. To develop a standardized vocabulary related to media response and follow-up in the   
Muslim World.

6. To develop a list of standard metrics / outcomes that could benefit funders and the minis-
tries themselves related to media response and follow-up.

 
7. To define the most productive way for ministries using media – and the key initiatives / 

strategies – to strongly move forward in utilizing key technological solutions.
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Current State Summary:

A significant amount of time was utilized at the Malta Consultation to understand the current 
state of media response and follow-up in the greater Middle East, before an envisioned future 
state could be developed.  International media experts and indigenous ministry participants 
worked together in defining the following key issues.

CURRENT STATE:   Key insights for greater impact

• Need action rather than talk
• Need to clearly define the target audience and have targeted segmentation
• Need a collective strategy, and think it through before we do ministry 
• Need to understand that we are taking people on a journey
• Need to identify influencers and invest in “winners”
• A persona focus is a key element
• Need to utilize “big data” to validate / enhance reaching the target audience
• Need to focus on “clustering” as a key indicator that is showing up in current research 

on reproducing disciples (would also help to direct better utilization of on-the-ground 
people)

• Need to give younger generation more freedom to utilize newer technologies
• Ministry systems need the capability and software solutions to support the next       

generation of follow-up processes
• Need better feedback from field workers (a huge data gap and if not addressed will 

prevent gathering the information needed to determine if new processes are working) 
• Need to have new levels of thinking and technology

CURRENT STATE:   Major Strengths / Best Practices

Top 3:
• Great opportunities to present the Gospel (channels, resources, social media,       

apps, good and cheap technology that is widely available) 
• God is moving among Muslims
• Partnership (connected with underground church; unity between local churches;     

Bible distribution)

Additional Strengths:
• More informal aspects of discipleship (sharing life)
• Relevant discipleship materials (Morocco and Palestine are strong examples)
• Significant broadcasting capacity (“social proof”)

4
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• Ministering to persecuted Christians and trauma counseling
• Social media “community”
• Growing number of leaders from MBB
• Impact of prayer walks
• Leadership development and training available
• Channels are focused on communicating and response
• Openness to challenging assumptions
• More tools for MBBs to grow their personal impact / ministry

CURRENT STATE:  Thoughts on the “The Most Important Thing” that is needed for 
greater impact

• The process “in between” (from the contact through to the local church)
• Clarity / focus on the target audience (personas)

• Partnerships between media organizations

• More time spent with on-the-ground people

• Trust in the next generation and the tools they use

• Agreement on outcomes and how we will measure

• Better intra-media interventions between contact to conversion

• Focus on the people / relationship

• Shouldn’t recreate the wheel

• Focus on “sharing life together” (discipleship)
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Envisioned Future State:

As the vision statement for this effort defines, we want to see a future where someone re-
sponding to Christian media – in particular in the Middle East, North Africa and the Muslim 
world in general – that there are effective systems and people in place to come alongside 
those responders during their spiritual journeys. The workgroups defined the following as the 
four key elements that needed to be addressed to move this critical ministry area to the next 
level of effectiveness:

• People and Process
• Standardized Terminology 
• Reporting Metrics
• Technological Solutions

People and Process:

BACKGROUND 
When Media Impact International convened a meeting of key ministries targeting the greater 
Middle East in Malta in February 2015, the objective was to discuss issues that could increase 
their media impact through enhanced media response and follow-up. At the meeting were a 
group of experts on audience engagement, follow-up and technology.
 

Come alongside like-minded partners and humbly share wisdom and 
knowledge.  Proverbs 9:9

 
This group shared a vision to adopt and leverage effective processes, software and systems 
for media ministries to come alongside both non-Christian and Christian responders during 
their spiritual journeys – utilizing technology and building capacity on the ground so that people 
are connecting with people to maximize effectiveness.
 
Ministries have never had a chance to reach as many people as they have now.  Never before 
could you tell a message and in real time have potentially millions of people engaged in con-
versation. It is not just about viewing, listening or reading, but people can now interact in real 
time to share their journey stories.
 
The group in Malta clearly recognized that ministries have already worked to adapt to the 
significant change that has come about due to the Internet, mobile phone adoption and social 
media growth in the region.  Media is changing at an unprecedented rate, creating signifi-
cant opportunity for ministry in the MENA region. The existing changes and practices already 
adopted by MENA ministries using media – such as building Facebook pages, creating Twitter 
accounts, measuring likes, shares, comments, retweets etc., are the first steps in a long jour-
ney of change that many companies, worldwide, are adopting.
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The goal of this report is to build upon the highly valuable work – which MENA ministries are 
already doing – by showing the importance of adopting enhanced levels of spiritual engage-
ment with their audiences / users.

The Middle East is a challenging environment – especially in light of significant security and 
safety concerns – and “virtual” solutions / relationships may be needed (or even necessary) 
to facilitate evangelism and discipleship. While face-to-face interaction may not be possible, it 
is preferred in a more relationally-based context like the MENA region.
  
This section of the report highlights the importance of audience engagement, the best 
practices to facilitate it, the necessity of knowing the target audience, the essential tool of 
developing personas, the importance of a robust relationship with the local church, as well as 
defining who the people are that can execute the overall endeavor – a complete “end-to-end” 
system.  Also of note are the burgeoning opportunities for stronger engagement through new 
media platforms and technology solutions. This project has clearly shown that this is an area 
that needs significant development in MENA and that doing such will result in higher levels of 
Kingdom growth in size, maturity and multiplication.
 

KEY CHALLENGES 

Success of the Jihadists
In 2010, a research project contracted by the Human, Social, Cultural Behavioral Model-
ing (HSCB) Conference1, was undertaken to study the three main religions’ capability to 
use media in the recruitment of followers. The findings noted that Islamic groups were the 
most savvy in using current media tools and strategies, followed by Hindu groups (partic-
ularly Rashtriya Swayamsevak Sangh), and Christian media groups ranked third.  It was 
observed that Christian groups were deploying “pre-Internet” strategies, though they were 

FORM
(Technology)

FUNCTION
(People)

PROCESS

SYSTEM

OBJECTIVE:  To provide clar-
ity of form (technology) and 
function (people) in the use 
of media in outreach in the 
MENA region (Arabic, Per-
sian, and Turkish speaking 
countries) by understanding 
the interaction of process and 
systems in church planting.
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using social media and websites (strategies often described as “post-Internet,” typically 
defined as after the year 2000).2

 
One of the main reasons for the significant success of the Jihadi groups is that they are 
quite intentional in how they use third generation media strategy in recruitment. In one 
article, it was observed ISIS sends 90 tweets per minute in an effort to find new recruits.3  
Radical Islam sees media presence and recruitment as essential Jihadi activities and 
they achieve high conversion rates. 
 
What can Christians reaching out to Muslims learn from Jihadi methodology?  There is 
much valuable, relatable data, but all should be viewed through the lens of understanding 
that Jihadists do not have the power of God, the name of Jesus and the work of the Holy 
Spirit on their side. But, certain aspects of technology, media platforms, and methodolo-
gies should be considered.  One of the key tenets of Jihadi success is their policy of en-
gagement through media.  Engagement in general is powerful and a Scriptural principle 
for believers. 
 

Engagement
Healthy engagement – or walking alongside and interacting with a person – is critical in 
building the size of the local church and the maturity of its congregants.  The spiritual 
journey is often illustrated as a funnel and the following represents a media-related, 
healthy engagement through the steps of Christian realization, salvation and growing in 
Christ.  Ideally, a seeker who has interest in Christianity enters the funnel and finds a path 
with someone at their side, as well as the Holy Spirit (the Holy Spirit is of course involved 
at each stage in the process, but is the sole factor at salvation.)
 

PRAYER 
Pre-Evangelism (Sowing) / Awareness / Interest

Media 
and the 
Spiritual 
Journey
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Unfortunately, most funnels in the international realm of media ministry look more like the 
following.  Most ministries consistently sow the seeds of the Gospel well, as well as provid-
ing some early cultivation, but then many seekers leave the funnel in large part because 
well-equipped Christians are not available to be fellow travelers. Needed “handoffs” don’t 
happen because there is usually no “end-to-end” process in place. It in effect becomes a 
“choke-hold” on further progression on the Spiritual Journey.

Target Audiences
Another challenge is that many international media ministries do not fully know the true 
nature and breadth of whom they are – or should be – reaching.  The same is true of 
who they have reached/served and who can or should be reached/served.  This can be 
remedied by the proper development of “personas” and using that information for media 
strategy decisions, intelligently understanding respondents and facilitating a more pro-
ductive journey. 

PROPOSED SOLUTION 
Relationship development is at the core of what we do in ministry, including through the 
power of media.  While Jesus preached and healed, He focused on building relationships 
with people during His time on earth.  Now the Holy Spirit leads and empowers us to replicate 
that ministry by preaching, teaching and focusing on relationships while engaging with fellow 
Christians and with non-believers.  Engagement is at the heart of a media ministry’s response 
and follow-up efforts.
 

PRAYER 
Pre-Evangelism (Sowing) / Awareness / Interest

MENA 
Media 
and the 
Spiritual 
Journey
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Engagement
The word engagement is a relatively new term used to describe a very traditional concept 
of a two-way or an interactive relationship.  Engagement is the heart of evangelism and 
ongoing disciple building.  Beginning in Genesis, God reveals that He is interacting with 
His creation – revealing that relationship and interaction are not only something He does 
– but it is fundamentally who He is.  Engagement is demonstrated by Jesus in countless 
interactions with believers, nonbelievers, those hostile to His message, those needing 
healing, and those who loved Him.  It is fundamental to our faith.  

Ministries using media in MENA have the opportunity to provide this interaction with those 
in its “family.”  Media is “family.”  It is relational.  Audiences/users feel drawn to the character 
and personage of media outreaches.  Advertisers and Jihadists recognize this power.  If me-
dia doesn’t personally interact with responders, who will answer the person being prompted 
by the Holy Spirit, or who has an intellectual barrier, or needs to discuss spiritual issues?  
This could be handled by the ministry itself or outsourced to a trusted partner.

Unlike advertisers and Jihadists, Christians have the only answers of true value. And now, 
technology has made direct, two-way interaction easier and more affordable than ever.  
Facebook, WhatsApp, YouTube, SnapChat, email, texting, chat are all tools that enable 
engagement at a new level of virtual intimacy. Media ministries are often the first way in 
which a seeker encounters Jesus in an understandable and safe way.  As such, the minis-
try likely has a responsibility (and the best opportunity) to engage with the seeker/believer 
in a two-way relationship while the interest is robust.

Here are some specific aspects which can lead engagements to powerful outcomes. 
 

Know Your Audience 
To enhance impact, ministries using media must know the target audience to whom they 
have been called to serve.  Knowing that will focus content, platforms, personnel and 
technology towards a far more intelligent strategy.  This will impact people in ways in 
which they will be impacted most.  Not only basic marketing, but basic Christianity. 

 
Personas
When research was done on why Jihadism were successful in identifying people who 
were willing to die for their ideology, it was discovered that the “Jihadi evangelist” did 
not seek to convert just anyone, but sought out people who demonstrated specific 
characteristics that made them a “good jihadi” candidate.  In marketing terms, ISIS 
was seeking to identify people who could be grouped into one persona.  In this case, 
a persona is a generalized representation of an ideal jihadi. 
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When Paul was seeking to reach the Gentile people, he could have preached at the 
bath houses where most Gentiles were clustered.  Though a large population was 
accessible, very few Gentiles were willing to become Christians.  But instead, Paul 
identified Gentiles who were most open to the Gospel.  They normally attended the 
Jewish synagogue, and were identified as God-fearing Gentiles (Acts 17).  He knew 
the personas of his target audience.

If one observes Paul’s strategy, he did several things: 
1. He identified where they were gathered and where his message could be heard
2. He spoke a message that was important to them
3. He set up a training program outside the synagogue so that he could disciple 

God fearing Gentiles in a way they were accustomed (Acts 19:9). 

Persona is a way to develop an outreach strategy by:
1. Identifying a spiritually open target population 
2. Developing a message that is of interest to the target population 
3. Finding avenues to connect with the target population that is “normal” for them.  
            
Persona can also be considered as a generalized spiritual pathway of Christian 
experience that can be clustered around good news for the target population.4  For 
example, John 3 records Nicodemus – a religious scholar – discussing theology with 
Jesus.  John 4 records a broken woman who sought “living water” from Jesus.  John 
6 records crowds seeking to become disciples of Jesus for carnal gain (fishes and 
loaves and political rule).  In each of these Jesus offers the Gospel, but it was “good 
news” for the person’s particular interest.  Each had a different pathway to under-
standing righteousness by faith. 
 
These three personas – religious seeker, shamed based seeker, and carnal seek-
ers – all have different needs for the Gospel.  The “call to action” was specific to the 
persona. In essence, persona can be clustered around what is “good news” for 
the target audience.  Secular research has shown that if media respondents contin-
ue along their persona pathways, then success is markedly increased if media knows 
those personas.5-6  Historical data can be analyzed to help media ministries shape 
their persona strategy. 

From data sets from several MENA media ministries for this study, most respon-
dents to Christian media are from Christian backgrounds. In one data set, Christians 
comprised 97% of the respondents, even though Christians were only 7% of the 
total population.  But, of course, all unbelieving or immature Christians should have 
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help available to them when they are ready to reach out.  Galatians 6:10 commands,  
Therefore, as we have opportunity, let us do good to all people, especially to those 
who belong to the family of believers.  MENA’s ministries should consider how to walk 
with those who are Christ-followers. 

 
High Level Decision-Making
Most Christian media strategies are built on low-level decision-making, where some-
one adds “something” to their current belief structure. This is likened to a strategy 
that attempts to persuade someone to buy trendy clothes or a household product. It 
is similar to a low level, decision-making advertising model.
 
It is recommended that many ministries adopt the appropriate best practices of social 
media and online marketing tools within a spiritual context, and by customizing them 
to fit into a ministry setting.  The ramifications from this proposed solution include:
 
• Creation of Personas (targeted viewer/potential disciple).
• Adoption of a Communication Funnel to maximize response and engagement by 

seekers and disciples.
• Measure statistics that demonstrate discipleship and ministry effectiveness, con-

tinually adjusting ministry content and engagement to increase impact.
• Hiring or outsourcing online and social media personnel to engage with seekers/

disciples.
• Adoption of CRM software to enhance engagement goals.
• Deeper links and clear integration strategies (via software and people) between 

media ministries and discipleship ministries (e.g., on-the-ground ministries).

The ideal goal is to have high personal interaction, but the reality of “the harvest is 
plentiful and laborers are few” means that ministries need to do it fully themselves or 
some may have to seek collaboration.
 

PERSONA CHALLENGES

Some ministries that are reaching out to multiple languages / target audiences 
view implementing personas as challenging, especially when they are inten-
tionally casting a wide net. A persona approach is inherently a narrowing of 
focus. While implementation may be a challenge, overall a persona approach 
results in increased effectiveness (more mature believers at the bottom of 
the funnel). Wisdom in finding the balance for each ministry is the key that is 
needed.



Media Impact International

Revised June 1, 2016          13

I (Paul) planted the seed, Apollos watered it, but God has been making it 
grow. So neither the one who plants nor the one who waters is anything, 
but only God, who makes things grow. The one who plants and the one 
who waters have one purpose, and they will each be rewarded according 
to their own labor. For we are co-workers in God’s service.  I Cor. 3:6-9

 
In personal “high involvement” ministries, there is a fairly seamless transition, and 
the failure rate seems to be minimized. Spiritual growth also appears to increase in 
ministries that delegate the least amount between stages.   

Identity Structure
In high-level decision-making, a person’s identity structure is altered. This is very dif-
ferent than “adding to” an already established identity. In high-level decision-making a 
person becomes  “a new person” as described in 2 Corinthians 5:17.  High-level deci-
sion-making involves “stages, steps and process.” Andreasen7 states there are at least 
five distinct stages that a person will pass through in making a “high-level decision.” 
Within each stage, specific media interventions can help the person move through the 
process. Media interventions need to be tuned to the person and their persona.
 
According to research, people who make high level decision-making do so “in a con-
text with their reference group,” of friends/family/etc. who support their new beliefs.8 
But unlike beliefs that are only positively scaled, reference groups can be positively 
and/or negatively scaled. In other words, they are for or against the emerging belief 
and are ranged from weak to strong. They can either help emerging beliefs by being 
supportive, or hinder emerging beliefs by being resistant.
 
If a person has a strong belief and has weak reference group support, researchers 
predict that the person would act on her/his own belief. Conversely, if a person holds a 
weak belief but has a strong reference group preference (either negative or positive), 
then research would predict that the person would act on the desires of the reference 
group. But if a person has a strong belief, yet experiences strong opposition by the ref-
erence group, then the person will experience cognitive dissonance potentially leading 
to a “cognitive break” with one’s reference group. Some would call this radical conver-
sion if they leave their family and friends to follow their new Christian belief system. 
Overall, working with and building positive reference groups is a key priority for our 
ministry efforts in the MENA region.
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Lead Nurturing:

Lead Nurturing has significant correlations to online marketing, which has years of 
best practices that we can draw from, but again with the caution of viewing through 
the lens of Scripture.  Lead Nurturing has two fundamental elements.  The first ele-
ment is the creation of personas which has been previously discussed in this report.  
The second element is the use of a “Funnel,” which is defined here. 

The secular term is “Sales Funnel,” but we are adopting this process for Lead       
Nurturing and will refer to it as the Lead Nurturing Funnel.  Over the past few years, 
online marketers of all varieties have taken the basic tenants of the sales funnel 
(taking a consumer from not-interested to a purchase) and applied it to both email 
marketing and social media marketing.  We are suggesting that media ministries  
generally do the same thing for ministry follow-up, as the mechanics and metrics of 
both systems are analogous. 
 
For the purpose of this document, we are going to focus in on how a ministry could 
begin using a ‘funnel’ approach to a campaign.  This campaign is something that 
consists of a product, service or message on which the ministry wants to focus.  The 
summary of the campaign is to take that content and turn it into an offer, creating a 
funnel, a presentation/pitch and the hook.

The Formula:
• WHO:  Defines who you are trying to attract, your Persona
• WHERE:  Finds where they are located and what their interests are
• OFFER:  Then offers something that is simple to understand and is of very high 

value to your persona, and begin taking them on a journey through funnels and 
other systems. This could be a video series on marriage, for example.

• RESULT:  The iceberg is the metaphor for initial conversion (tip of the iceberg) 
through the process of discipleship, (portion of iceberg under the water), guid-
ing the new seeker/believer through steps to ultimately become a fully devoted      
follower of Christ.

WHO? WHERE OFFER RESULT
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The funnel might be a set of web pages and emails that a ministry presents to a 
seeker.  It’s the system for presenting the lead nurturing content to the seeker.

The funnel empowers the ministry to provide a simple ‘offer’ and then – for the seek-
ers that are highly motivated and want to move forward – the funnel will offer a “step 
up,” which for those motivated seekers will encourage them to take action.  Likewise, 
for the unmotivated seeker it will still allow them to take a first step.  For example, 
requesting a pamphlet on “Steps to Peace With God.”  Again, all with the leadership 
and the assistance of the Holy Spirit.

Essentially a funnel is a system that allows a ministry to have an initial offer and then 
to encourage the seeker to take more than the small step that is provided in the offer.  

The funnel visually represented as a process flow chart:  

The Offer should motivate the seeker/believer to:
• Do hard things that structure future behavior
• Do hard things that reduce barriers to behavior
• Do hard things that increase peoples’ capability

In the Appendix (The 5 Stages of Gospel Expansion) there are five stages that Chris-
tians traverse on their way to spiritual maturity: (1) lost (2) convert (3) disciple (4) 
worker (5) mature disciple who makes disciples.  All five stages should have different 
strategies in helping the Christian along his or her journey. Lost people need evange-
lism, converts need “milk of the Word” (1 Cor. 3:2), disciples need “meat of the Word” 
(Heb. 5:12), workers need skills (2 Tim 2:2) and stage five disciples need to strategi-
cally exercise their gifts (Matt 28:19-21). 
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In analyzing interviews in the MENA region, most media ministries delegate stages 
three through five to partner ministries, including local believers and churches.  
Stages three through five are the end goal of the Christian experience and some 
or all of those would best occur in the local church when possible. But, this paper 
acknowledges that it is not always possible and the media ministries in conjunction 
with the Holy Spirit can fill some of those roles.  When appropriate, media can play 
an important, on-going role in discipleship and the overall maturation of the believer – 
even virtually when necessary.

But in the delegation process, the research team observed little coordination or con-
sistent reporting between the media ministries and their on-the-ground partners.  For 
this reason – with a few key exceptions – there are limited outcomes for the biblical 
mandate to present mature believers to the Lord Jesus.  Metrics that capture spiritual 
journeys of media respondents are also limited.

KEY RECOMMENDATIONS:
• It is recommended that the MENA ministries do as much in-house as possible 

and find the individuals and funds to support the mission.
• There is growing evidence that paid workers have a higher productivity rate than 

volunteers, but both should be considered based on the individual situation. Hiring 
paid workers should be a balanced and careful approach – especially in a high un-
employment area like the Middle East – that doesn’t encourage people to see faith 
in Christ as a path to prosperity, or paying someone just to share their faith.

• If the stages of interactivity recommended in this report are outside the scope of 
a particular ministry, then it is recommended that the ministry make the adjust-
ments necessary to partner with other ministries who’s vision / calling include 
interacting with believers / seekers – including the raising up of workers.

• It is important that partner ministries share responsibilities, data and outcomes / 
impact – seeing all that they can accomplish together.

• For an “end-to-end” process to be most effective, “handoffs” need to be a key 
focus point – people and responsibilities clearly defined, implemented and man-
aged.

• Additional management will be needed if the size of the ministry’s response rate 
– in conjunction with media platforms used – require an increase in organiza-
tional capacity. 

 
It was not in the scope of the mission for this study, but it seems clear that there 
needs to be significant growth in the size, capabilities and availability of in-country 
people who can connect people with churches and/or other Christians. Funding in 
this area is important, and is the most pressing issue – more so than the selection 
criteria for the people themselves.
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Key Processes:  Relationship Between Media, the Journey & the Local Church

Research on this project also examined the processes of a number of major ministries 
such as Jesus.net, Global Media Outreach, the Navigators, e3 Partners, CBN and CRU.  
More in-depth data about this can be found in the Appendix.
 
It should not be assumed that every group “does the same thing,” nor does this suggest 
that “one size fits all.”  For many factors, each ministry must determine what is “best prac-
tice” for them. Though the process has a pattern, the systems they deploy give different 
expressions of how the stages are implemented. It’s important that every ministry views 
processes in terms of its vision, mission and competencies, no matter the number of steps 
it addresses itself.  As noted earlier, groups use different processes and resources to ac-
complish similar stages / goals, like how they utilize workers and technology at each stage:

17

SCALABILITY ISSUES

One of the challenges to the model is the question of scalability, especially since it is so people-
dependent. (Scalability is the capability of a system, network, or process to handle a growing amount 
of work, or its potential to be enlarged in order to accommodate that growth.)  Following are the key 
factors that will help drive scalability (ultimately, if the model is carried out correctly, it will generate 
workers – part of the virtuous cycle that needs to be in place to see widespread transformation –   
generating reproductive disciples):
• Utilizing strong people selection criteria (emphasizing spiritual maturity)
• Generating stronger financial resources for this critical people investment
• Clearly defining areas / levels of responsibility
• Leveraging volunteers effectively

• Driving consistency in message and relationship with the contact

FTF = Face-to-Face

Stages

RESOURCES:

Lost (outreach)

Convert

Disciple

Train

Reproduce

Navigators

Workers/Tech.

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

E3

Workers/Tech.

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

Jesus.net

Workers/Tech.

Medium Online/
High

Medium Online/
High

Medium FTF/
High

Delegate/None

Delegate/None

CRU Web

Workers/Tech.

Medium Online/
High

Low Online/
High

Medium FTF/
Medium

High FTF/Low

High FTF/Low

GMO

Workers/Tech.

Low Online/
High

High Online/
High

Low FTF/      
High

Delegate/None

Delegate/None
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The intent of the above chart is not to be exhaustive, but to demonstrate that minis-
tries use a variety of combinations of processes, people and collaboration to accom-
plish similar stages/goals. Some groups “do it all” whereas others delegate stages 
to partners.  As Paul teaches in 1 Corinthians  3:6-7, “I planted, Apollos watered, but 
God was causing the growth.”
 
In interviews with a long-term Middle East worker, the question was posed if in their 
career they had ever met or heard of someone who was discipled via on-line meth-
ods. His response was negative.

Yet another MENA worker noted examples in a highly-restricted country in the Middle 
East where converts were discipled online without face-to-face contact. 
 
In a Persian country, a ministry is developing a follow-up approach that is totally 
online because of the restrictive nature of the work – and the quantity of converts – 
exceeds the capacity of local workers to do face-to-face meetings. They note that this 
is not ideal, but they need to take extraordinary measures to meet an overwhelming 
need. 
 
An interview with a Life Agape worker noted that the People and Process Model 
needs to add a fifth stage to the Middle East context: train. He noted that discipleship 
is about character, but training is about skills.
 
In the research conducted for this project, three methodologies were presented to a 
reasonable sample of MENA ministries and largely related to: 

• The stages in which a media organization would walk with respondents on the 
journey

• The best way to incorporate that person into a personal relationship via face-to-
face. 

The following chart illustrates the raw, main responses on each method:

18



Media Impact International

Revised June 1, 2016          19

15

ALL INCLUSIVE
(Media organization handles 
everything)

PROS:
• GET THE JOB DONE

• FULL CONTROL

• CONTINUITY

• FASTER

• FULL RESPONSIBILITY

• EASY TO CHANGE

• EASY TO CHOOSE

• EASY TO EVALUATE / 

REPORT

• CONTROL QUALITY

• COMMON TERMINOLOGY

• IDENTITY

• STRONG MEDIA FAMILY

CONS:
• NOT REALISTIC – 

SACRIFICES QUALITY / 

EXCELLENCE

• DOESN’T REFLECT PARTS 

OF THE BODY

• STRETCHED THIN

• DIFFICULT TO HAVE 

OUTSIDE ACCOUNTABILITY 

(UNVERIFIABLE NUMBERS)

• HIGHER RISK

• DOESN’T LEAD BY 

EXAMPLE

• MYOPIC (SHORT SIGHTED)

HAND OFF FTF    
(Media organization hands off 
 at the face-to-face step)

PROS:
• PARTNERSHIP

• EMPOWERING LOCAL 

PARTNERSHIPS

• MORE CREDIBLE

• FOCUSED ON AREAS OF 

EXPERTISE

• COMPLIMENTARY

• SPECIAL BLESSING IN 

UNITY AND PARTNERSHIP

• GREATER UNITY

• LESS OVERHEAD

• EASIER TO MAKE CHANGES 

WITHIN EACH ASPECT

• LESS STRONG MEDIA 

FAMILY

CONS:
• ROOM FOR ARGUING / 

DISUNITY

• CAN CREATE FAVORITISM

• BREEDS UNREALISTIC 

EXPECTATIONS

• EASY TO BLAME OTHERS

• REQUIRES CONSTANT 

COMMUNICATION

• BREAKDOWN OF DATA 

FLOW

• TAKES THE MOST TIME

• POSSIBILITY OF NASTY 

BREAKUPS THAT CAN 

AFFECT BOTH

• POSSIBLY CONFUSING TO 

THE SEEKERS

• IDENTIFY THE RIGHT 

MOMENT TO KNOW WHEN 

TO HAND OFF

        NUMBER ONE   
  CHOICE

COMPLETE HAND OFF
(Media organization hands off at 
initial response)

PROS:
• CHEAPER

• SPECIALIZED

• PARTNERSHIP

• ACCURATE REPORTING

• MITIGATE RISK

• CONTROLS FULL PROCESS

• SCALABLE

• CONTINUITY OF 

RELATIONSHIP

• NURTURES TRUST

• THERE IS NO LETTING GO

• WEAKER MEDIA FAMILY

CONS:
• EASY TO BLAME OTHERS

• MAY PULL OUT TOO EARLY 

WITH YOUR RESPONSIBILITY

• DIFFICULT TO ASSES 

PROGRAM EFFECTIVENESS

• BREAKDOWNS IN THE 

FEEDBACK LOOP

• HIGH LEVEL OF 

DEPENDENCY

• REQUIRES A LOT OF 

COMMUNICATION

• MEDIA CAN BE FRUSTRATED 

WITH HOW THEY ARE 

HANDLING SEEKERS

• MEDIA CAN LOOSE THE 

UNDERSTANDING OF THE 

IMPACT THEY ARE HAVING

• LEADERS DON’T WANT TO 

LET GO OF CONTROL

• CAPACITY LIMITATIONS

• MEDIA MINISTRY STOPS 

CARING

• MEDIA BECOMES JUST 

MEDIA, NOT MINISTRY

• COMPETITION FOR FUNDS

• SINGLE POINT OF FAILURE
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The vast majority of the respondents determined the best method would be for their 
ministry to walk with that person until it was determined to be timely – and safe – to 
refer them to a person on-the-ground.  Reference was given to the relational / family 
nature of media and that a person (pre face-to-face engagement) would often feel 
more comfortable and open there than with being referred to a third-party organiza-
tion, unless that organization became closely aligned with the original ministry and 
worked in a manner in that showed they were one in belief, knowledge of the aspects 
of the ministry, doctrine, etc. In essence, the responder would sense that he / she 
was still interacting with the same family.

Additional People Issues / Roles

People “make or break” most things.  None of the processes and recommendations 
above will bear much fruit without the right people.  In Matthew 28:19-21, Jesus gave 
the mandate of “making disciples” to people.  And in Ephesians 4:11-16, the Church 
is established by people whose gifts contribute to the body of Christ.
 
It is universally agreed that there is a severe shortage of the right people to come 
anywhere close to meeting the need.  Some general suggestions have been made to 
help remedy this problem:
 
• Recruit new responders who are capable of reaching Muslims seekers from 

media projects. 
• Though people may be willing to serve, it needs to be determined if they are 

“called” and if they are equipped or can be equipped.
• These workers need to demonstrate a commitment to the task.
• The ministry needs to assess the skill-sets necessary for their situation and if a 

candidate is a “match.”
• The media ministry and/or the wider community needs to offer training for the 

worker initially and then on an on-going basis.
• Another recommendation of the working group was to have face-to-face meet-

ings with churches and seminaries to cast a vision for the need for counselors. 
• Improve the User Interface/User Experience (UI/UX) of the software applications 

to make them easier to use for counselors. 
• Nurture mutual relationships between local Middle Eastern churches. 

20
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Assessment / Feedback Loops

Assessment of a ministry’s media initiatives for response and follow-up is vital.  One 
of the greatest shifts and changes in media is the increased ability (and responsibil-
ity) to measure results in nearly real-time. This is a blessing in that programmers and 
follow-up ministries can now know what ‘works’ and doesn’t ‘work,’ and what people 
do and do not respond to.  It’s more work to create and minister to people now than 
it was in the past and there is more accountability than ever.  Another section in this 
reports deals with metrics.

Some assessments need to be done more regularly than others.  Just as all met-
rics are not equally meaningful (i.e. a comment on Facebook is worth more than a 
like and a full view of a 30-minute video on YouTube is worth more than a 3-second 
view):

 
• Daily assessments can define the success of all activities, social media traffic 

and interactions and any email and phone campaigns concluding on that day. 

• Weekly assessments should include a weekly roll-up of daily metrics and a mea-
surement of those against the ‘control’ or standard metrics and historic data (last 
week, month and year)
 

• Monthly, quarterly and annual assessments should include the above compared 
to past month, quarter and year numbers.
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Standardized Terminology:

During the “current state” assessment, it was discovered that there was a broad range of defini-
tions between ministries for a number of common terms. The following key terms (and defini-
tions) were identified as the critical ones that needed a similar understanding by those involved in 
media ministry.  In essence, it is establishing a common vocabulary that key media leaders can 
share.  Please see the Appendix for additional terms and definitions. 

KEY TERMS  

Corresponding:
An essential communication step in the follow-up process that consists of active conversa-
tions and communication between seekers and responders. This step can only occur after 
responding. 

Discipleship:
A key process in which a believer learns the practical implementation of Jesus’s teachings 
and receives guidance from fellow believers to become more like Christ. 

Follow-up:
A long-term process generated by a response. A team engages with those that respond in 
order to further develop a relationship, initiate discipleship, and encourage them to share the 
gospel with others.

Impact:
The effect or impression a ministry is making on its audience. Impact is often deeper than it 
appears and can be difficult to measure since the audience often shares what they learn from 
a ministry with their friends and family.

People Involved in Response and Follow-up:
Common names ministries used to refer to the members of their response and follow-up teams 
are:  Counselor, Coach, Correspondent, Online or Digital Missionary, Volunteer, etc.

All of these names have the same general meaning:
One who is strongly grounded in the gospel message and regularly communicates 
with seekers to share the gospel, provide guidance, give instruction, and answer 
questions. Members of the response and follow-up team may or may not be paid for 
their efforts, and they communicate with seekers via several forms of communication, 
including: phone, chat, text, email, TV, face-to-face, etc.

Note: Many ministries liked the term “ online or digital missionary” as an all encompassing term for this.
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Persona:
An estimated outline, or profile, based on market research and real data gathered from exist-
ing seekers. It is the aspect of someone’s character that is presented to or perceived by oth-
ers. The persona is used to ensure that messaging is targeted to the correct audience so that 
they will be more likely to reach out to the ministry. 

Responder:
An individual that replies to the communication of a seeker or a Christian through various 
forms of communication, such as: email, phone, texting, social media, chat, face-to-face, etc.

Response:
When the target audience reacts via verbal or written communication in regards to a gospel 
message or promotion they encountered.

Salvation*:
When a personal decision is made to have faith in Jesus Christ as Lord and Savior.

A personal decision made for Christ – When a seeker produces a verbal or written 
indication that they want to turn away from other beliefs in order to follow Jesus and 
to learn more about his teachings.

Accepting Christ – When a seeker believes the gospel message and spiritually 
receives Christ as the Lord of their life.

Righteousness by faith – The belief that overcoming sin and accepting Christ re-
quires a secure belief in the gospel message.

*Note:  Many ministries said it is tricky to measure the term “salvation.” Instead, they 
measure evidence of a decision made for Christ, such as the three terms above, as 
well as “profession of faith” or “indicated decision.”

Success: 
The measurable accomplishments achieved by a ministry’s interaction with its audience.

Overall Kingdom Outcomes – When the efforts of all ministries are measured by 
the success of sharing the gospel message and introducing seekers to Christ.
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DEFINED MEASURABLES BETWEEN KEY TERMS

Lost to Seeker:  
If a person visits a site and there is an INTERACTION, then that LOST person would still be 
categorized as LOST. If there is measured ENGAGEMENT between a person and resources 
and other people, we could speak of them as being a SEEKER.

Seeker to Convert:  
In this framework “indicated decisions” seem to be somewhere between the definition of a 
SEEKER and a CONVERT.

Disciple to Learner:
When a worker is in the process of training a disciple through established activities to also 
become a worker, the disciple is referred to as a learner.

Learner to Worker:
When a learner completes the training process of becoming a worker, and is now working to 
introduce those who are lost and other seekers to Christ.
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Reporting Metrics:

Following are the key reporting metrics that have been defined to assess a media ministry’s 
impact in response and follow-up, and to maximize greater ministry effectiveness in the 
MENA region. This is a summary of the five key areas to measure, the important terms, and 
the most effective ways to analyze the measurements for each area.  

What is quickly discovered in measuring engagement is that there are a lot of things one can 
measure. Everything should be measured and stored, but not all data is useful for consump-
tion all of the time. Attempting to capture and understand every measurable metric can 
quickly result in “analysis paralysis.” One must avoid becoming paralyzed by too much data. 
Instead, one should focus on the key metrics that indicate performance, which lead to the 
right actions to accomplish one’s mission. These metrics are called key performance indica-
tors (KPIs). For most, this limited set of key metrics will be 5-7 measurements that, when 
considered together, provide a full view of an organization’s performance. It is also important 
to remember that KPIs can change over time. As desired outcomes shift, so should the KPIs 
used to understand achievement of those outcomes. 

KPIs must be few in number and properly balanced to be beneficial. For example, measur-
ing only website visitors could provide a false positive. It might be possible to have a high 
number of visitors to a site and zero engagement from those visitors. In the same way, if only 
response rate (the rate at which website visitors respond to a call to action) were measured, 
then it might be possible to have a very high response rate, but a low number of people 
who are responding overall. When both visitors and response rate are considered together, 
achieving a high number in each will yield the desired outcome of engaging with the most 
people possible. 

Choosing the right set of KPIs often involves selecting metrics that are both qualitative and 
quantitative. With the example above, the two metrics of website visitors and response rate 
help us to understand how many people we are engaging with (quantity) but tells us noth-
ing about the quality of those contacts. If the quality of engagement were important to us, we 
might consider creating a way to capture the quality of the engagement with website visitors 
and measure that in combination with website visitors and response rate. When all three are 
considered as KPIs, we are focused on achieving a high number of high quality engagements 
with the target audience. 

Focus on the desired outcomes will help ministries make data-driven decisions as opposed to 
using the data to help justify decisions. Ministries must determine which few metrics to focus 
on to help achieve their mission. 
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There are five key areas to consider when identifying and selecting key performance mea-
surements to increase follow-up efficiency: 

1. Social Media (which is mostly Facebook but includes Snapchat, WhatsApp and 
other platforms)

2. Online Video (which is mostly YouTube and Facebook Video, but includes other    
platforms)

3. Website (which can be measured with Google analytics)
4. Email
5. Phone

Why is measuring important? Two major reasons stand out. First, metrics help each ministry 
see what impact they are having and leads to refining strategies, resulting in even greater 
impact. Second, donors/funders want to understand the impact of their donations.  Since they 
are not in the ministry’s offices or countries on a daily basis, they must rely on metrics and 
statistics to measure the effectiveness of their donations. They want to be good stewards of 
the resources God has entrusted to them, and objective third party metrics help them do so.  

Media is becoming increasingly more interactive and therefore more measurable.  Ministries  
have more information to measure than ever before, and it can be overwhelming to measure 
it all.  This report endeavors to help ministries and funders measure the most important met-
rics for media activity and impact.

Each media effort is unique.  As such, the metrics that need to be measured will be different 
than the metrics that another ministry measures.  The list that follows is an overview of doz-
ens of terms that are important to measure in general.  Each ministry should take this report 
and filter it through their own vision/mission to determine which stages of the seeker/disciple-
ship continuum they feel called to accomplish.  This will help them determine the key metrics 
they should measure.  Additionally, ministries should not be expected to adopt selected mea-
surements all at once, but to phase in their use over a reasonable time frame.   

1. Social Media Metrics:

FACEBOOK

LIKES: (least important)
Likes give a definition to the size of the audience you are potentially reaching.  This will 
help ministries refine their messaging to ensure they are reaching their persona. Also, 
they will be able to pay for ads of messaging that they post to their page to reach the 
people that like their page.  Lastly they will be able to create lookalike audiences when 
paying for ads that will help them get their message out to more people that look like the 
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audience that has liked the ministry’s page. It should also be noted that likes does not 
mean reach and likes can be ‘bought’ or ‘boosted’.  Purchased likes sounds like a good 
idea, who doesn’t want more followers?  But in fact its detrimental to purchase likes be-
cause of how Facebook ‘curates’ or limits which of your followers receives your posts. 

 
REACH: (important)
Reach shows how many people are viewing your post.  It is important to remember that 
Facebook wants page owners to purchase ads so it will limit organic posts. Only a small 
amount of the total amount of people that have liked the page will ever see organic posts. 
Facebook not only limits them, but Facebook analyzes which type of posts you like/share/
comment on and sends you more like that (from your 1000 friends) and less from your 
1000 friends who are not like that. 

INTERACTIONS: (more important)
Interactions are: likes (of posts, not pages), comments, and shares.  Interactions show 
how many people are interacting (hence the term) with each piece of your content.  They 
give an idea of how many people are actively engaging with you on a regular basis.  They 
are also important because together, they form one of the variables of the most important 
Facebook metric, which is engagement.

ENGAGEMENT: (The most important)
Engagement is the overall interaction people have had with the ministry’s page. 
Engagement is calculated by adding the number of likes (of posts, not likes of the over-
all page itself – this is an easy miscalculation) plus the number of comments plus the 
number of shares for any given post divided by the number of fans visiting that Facebook 
page that day.  To clarify the “likes” issue, there are two types of likes.  The ‘likes’ of the 
page itself and the ‘likes’ of an individual comment or post on the ministry page.  This 
number is much smaller.  Please ensure that when measuring engagement the ‘page 
likes’ are not counted and only the ‘likes’ on posts and comments are counted.

Engagement Rate has become today’s standard for measuring social media success. 
Like all components of the social media world, Engagement Rates will continue to de-
velop over time, but for now it is the best way to measure peoples interest and interaction 
with your ministry.

GEOGRAPHIC LOCATION: (very important)
Geography is particularly important for media ministries in the MENA region.  A ministry 
may have 1 million likes, but if that ministry is broadcasting in Farsi and targeting Iranian 
Muslims it would want to see the majority of it’s likes from Iran, not necessarily Turkey or 
worse, New Zealand or Thailand. 
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EXTERNAL REFERRERS: (important)
External referrers show you where traffic is coming from outside of Facebook to your 
Facebook page. This metric tells you if your own website is driving traffic to your Face-
book page.  It tells you if your YouTube channel is driving traffic to your Facebook page.  
It also tells you (if you are buying key words on Google) if people are coming from that.  
It can also tell you from which country people are coming (e.g. google.com or google.
co.uk.) 

MONTHLY METRICS: (important)
Measuring statistics and comparing them month-to-month shows momentum for the min-
istries social media impact.  Below is a list of key metrics to compare month to month:
• How many new subscribers this month?
• How many new comments this month?
• How many new shares this month?
• How many clicks on individual posts per month?
• How many private messages responded to per month? (new vs. continuing)
• How many unsubscribes monthly?

WHATSAPP 

METRICS: (important)
WhatsApp is the number one or number two most used social media apps in virtually ev-
ery MENA country.   WhatsApp is a replacement for texting that is free.  WhatsApp does 
not offer a way to conveniently gauge metrics (like Facebook and Twitter) but there are 
rudimentary ways to use the app for ministry purposes and measure engagement.

• Adding a WhatsApp sharing button on all content (similar to a twitter, Facebook, 
email, share buttons) increases the number of people who will see ministry content.  
To track these shares, add a unique URL for your WhatsApp share button. That way, 
whenever someone visits that url (e.g. Mysite. Com/?source=whatspp) you’ll know it 
was (originally) from a WhatsApp shared link. Look up “UTC campaign tracking” for 
Google Analytics.

• Use WhatsApp to follow-up with seekers/believers in lieu of using or in addition to 
using texting, calling, email etc.  In this case, the metrics are the same as when using 
texting.
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SNAPCHAT 

METRICS: (important and becoming very important)
Snapchat allows people to send up to 10-second long videos to any number of people 
in their predetermined group of friends.  A friend can only watch the video once.  People 
also have ‘stories’ where all of their friends can view a video and play it as many times as 
the friend wants for 24 hours (upon which time the video disappears).   A friend can also 
‘screengrab’ one frame from the video that they are watching but if they do, the sender is 
notified.  Snapchat is becoming a more and more popular way for people to share infor-
mation and it is a ‘closed’ loop, i.e. no one other than the senders chosen list of people 
can see the video (as few as one person and as many as everyone in their group of 
friends). There is no public viewing of a video (as there is on YouTube and Facebook).  To 
join someone’s group on Snapchat, you have to have the exact spelling of the person’s 
‘snapchat user name’ and there is no searching for it.  If you don’t know it you can’t join 
their group.  Snapchat does not offer a convenient way to measure metrics and usage, 
but there are manual work-arounds.

• Views (the purple eye):  Probably the best Snapchat metric, views represent the num-
ber of times your snap has been seen. Snapchat does not provide a completion rate 
metric, but if you divide the views of the last snap in your story by the first snap you 
can calculate it yourself. Measuring a completion rate is a good way to gauge inter-
est and engagement from your viewers and potentially help guide you when creating 
future snaps.

• Screenshots (the green arrows):  If users see something in a snap that they want to 
save, they can take a screenshot of what they are watching. This metric is a great 
way to measure interest in the message you are sending out. If you post an exclusive 
offer, a fascinating tidbit of information, or even a silly branded image, this is a great 
metric to see what types of snaps your viewers want to preserve.

• Followers:  This is a tough one because you really need to be on top of it if you want 
to use accurately. As it currently stands, there is no good way to see the number of 
people who have added your account. When measuring this keep a running total. 
When adding to the running total, new followers have to be counted manually. Again, 
this is very susceptible to human error and really should only be used as a ballpark 
estimate of where your follower count is. 
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2. Online Video (YouTube and Facebook) Metrics

Online video viewing is so enormous and it is growing so quickly it is hard to comprehend 
its vastness and importance.  In addition to being massive, it is growing at a geometric 
rate.  It is estimated that YouTube alone streamed 72-100 billion hours of video in 2015.  
Additional stats on YouTube include:

• The number of hours people spend watching videos (aka watch time) on YouTube is 
up 60% year over year, the fastest growth in 2 years.

• Once users are on YouTube, they are spending more time per session watching vid-
eos. On mobile, the average viewing session is now more than 40 minutes, up more 
than 50% year over year.

• The number of hours people spent watching videos on mobile is up 100% year over 
year.

• More than half of YouTube views come from mobile devices.

Facebook is becoming a rival to YouTube on volume of videos streamed.  Currently, over 
4 billion videos are streamed every day on Facebook. YouTube is more of a library of 
videos with a rudimentary card catalog for finding them and Facebook is more of a video 
channel like CNN with interactivity.

In order to determine the sort of awareness that will benefit a ministry and therefore so-
lidify goals for YouTube as a channel, a ministry needs to have defined the consumer and 
influencer personas and then map out a customer conversion funnel. 

Specific Metrics to Track
Below is a list of the metrics that are most relevant when tracking the success of 
YouTube campaigns; split into sections based on the type of content you’re creating 
“Home” or “Hero.”

Home and Hero
Successful YouTube channels are typically comprised of two kinds of content: 
“Home” content and “Hero” content.  “Home” content will form the bulk of your 
channel. The term refers to smaller, more numerous pieces that are relatively inex-
pensive to produce and often form part of a series. These videos are often, though 
not always, informational in nature and focus on providing insight on a specific topic 
relevant to a sub-set of your customer segment.
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Measuring “Home” content
Your aim here will not be viral success, or exposure on a huge scale. For the major-
ity of these pieces, what you want to achieve is engagement with a specific sub-set 
of your target audience, somewhere near the start of their journey towards becoming 
believers or disciples.

Engaged Views within Target Demographic
Views are ostensibly “hits” and, therefore, a fairly meaningless metric without the context 
of dwell time, bounce rate and segmentation by target audience. 

Engaged views = Views x average percentage viewed x demographic 
viewer percent.

While this figure is less than comprehensive, it will give you a reasonable guide with 
which to determine the relative performance of all your YouTube videos in terms of reach 
and exposure, while mitigating against some of the problems faced by raw views as an 
isolated metric.

Shares & Share Rate
Shares are a nice general measure of success since they reflect a level of engagement 
above and beyond just watching the video. Remember to track both the YouTube.com 
instances of your videos and any pages which you’ve embedded the videos on.
Share rate is calculated by dividing the number of social shares from a given social 
network by the total engaged views then multiplying by 100 to give a percentage. E.g. 23 
Tweets/1000 engaged views = Twitter share rate of 2.3%.

Additional ‘Share’ metrics to measure are:
• Number of Shares this month in total and by video
• Share % by demographic per video and in total (i.e. if you are targeting women and 

your share rate is 50% but only 10% of that is by women, there is an issue).

Audience Retention
Audience retention is measured as an inverse of drop-off rate over time, specifically mea-
suring how many users stop watching your video at a specific point, either by leaving the 
page, pressing the back button or closing the window.

This data is the most direct way of understanding how good your audience thinks your 
content is, especially in comparison to other pieces on your channel. The “relative audi-
ence retention” graph measures your retention rates compared with other videos across 
YouTube and is excellent for getting an overview of how users are responding to your 
videos.
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Another important and related number is the Audience Retention By Country.  This can 
be particularly important for ministries whose geographic focus spans multiple countries.

Another way to look at audience retention is video by video, to see where in each video 
viewers are dropping off. This can vary due to many factors including the video’s length, 
content, quality and more.

Referrals from Other Videos in Channel
For “home” content, where you’re likely to have multiple videos around similar topics, 
one method of determining the engagement of your audience is to look at how many 
videos each user watches on average. Unfortunately, YouTube Analytics doesn’t currently 
provide this level of insight, but you can get a guide to overall engagement by looking at 
how many users are referred to a specific video from the suggested column of another 
video in your channel. The “YouTube suggested video” report is under “traffic sources” in 
YouTube Analytics.

Subscribers
Similar to “referrals from other videos in channel”, if you’re creating a series of content 
that has informational or entertainment value, the number of subscribers you accrue is 
a decent measure of your campaign success. However, subscribers, while interesting, 
is not a critical measurement of engagement.  A better number, more indicative of cur-
rent relevancy is Number of Subscribers in the Past 30 days.  This should be looked at 
monthly and measured compared to past months and years.

Measuring Hero Content
Hero content is really designed with mass distribution in mind. While such distribution 
may still be extremely targeted, your goal is invariably for a significant uplift in aware-
ness. For Hero content to be successful, it will normally be expensive to produce – every 
creative campaign should be backed up with significant distribution spend, at least in line 
with the amount spent on the creative itself.

CPSI (Cost Per Segment Impression)
This measurement is when one is doing an ad campaign to gain more viewers.  The ma-
jority of campaigns will have at least a couple of different user segments than the content 
is targeting. This might be a customer within a certain social demographic, influencers of 
potential customers, users with a certain transactional intent etc.… typically, the costs for 
reaching individuals within each of those segments will vary.

This is where your persona research and audience data becomes of immense value — 
until you know whom you should be targeting and for what purpose, it’s very difficult to 
set up an advertising campaign that will serve the right content to the right people and 
thereby generate valuable engagement.
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To measure CPSI, you first need to define the segments you’re targeting for the cam-
paign in question (this should have been done before the creative process) and then 
refine your Adwords campaign to ensure the best possible targeting. From here you 
can then pull out the CPI within Adwords for each segment, using the “targets” report in 
Adwords for video.

Shares and Share Rate
As with “Home” content, shares and share rate tell a valuable story with regards to user 
engagement. For “hero” pieces, pay particular attention to “share rate”, especially where 
paid distribution is concerned.

Metrics That Should Never be Key Productivity Indicators (KPIs)

Raw Views/Impressions
Views, as an isolated metric is not important. No video, no matter how broad the target 
segment, should value all audiences the same; views are only valuable when the audi-
ence is actually watching the content.

While it’s easy to get excited by an impressive view count at the bottom right of the video, 
it’s important to remember how little this metric actually means. Views on YouTube are 
ostensibly “hits” and just because a video gained a lot of views, it doesn’t then follow that 
this campaign had any measurable impact upon the ministry itself. 

3. Website Metrics (Google Analytics)

What is Google Analytics?
Google Analytics is a free tool provided by Google to measure all the data about your web-
site, traffic, users, devices (desktop, mobile, tablet), browsers, user locations and much more.

Google Analytics for User Analysis
There are hundreds of options for looking at data in Google Analytics, but the following are 
7 things you should be looking at least once per week. The most common view is the last 30 
days of data. You should most definitely be measuring a day after you create and post new 
content to your website.
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Sessions
Sessions are the number of times your website was visited in a time period (usually 
measured monthly).  Sessions are NOT users, sessions are like hits, they are the gross 
number of times a person visited your website.  If one person visited your website 10 
times in one month, that’s 10 sessions (but one person).

Users 
Users are unique people that come to the website, i.e. if you have 600 sessions and 300 
visitors, that means that potentially those 300 people visited twice.  Users are a much 
more relevant statistic in measuring ministry effectiveness and website relevancy.

Mobile Overview
Mobile is increasingly important.  Google has put an emphasis on making sure your 
website is mobile ready. That is fairly easy with a Word Press website by changing your 
theme to a responsive design. Just that is enough to make you want to know how your 
audience is getting to your site. 

Referrals
Referrals are where you can see which of your activities (social media and posting) is 
generating the best return on your time investment. There are many bots that muddy up 
the traffic (semalt.com, best-seo-software.xyz and others who try to hijack traffic from 
your websites), yet you can still see Facebook, LinkedIn, Twitter and so on. If it shows 0-3 
seconds, its probably spam, 20 seconds and up is usually a human, and that’s what you 
want to measure.

Behavior
Go to Behavior – Site Content – All Pages.  Looking at behavior flow is great, but know-
ing how many times a page is visited let’s you know where hidden opportunities may ex-
ist. The point was to add a call to action (join our list, free report, etc.) to your most visited 
pages to increase conversions.

Goals
Conversions – Goals – Goals are good. It’s best to measure your successes. Most of the 
time you measure a “Thank You” page after someone has signed up for your email or 
newsletter. You can also measure the success for your eCommerce website. If you have 
not yet set any goals, it is best to start today. Getting people to your Contact page could 
be a measurable goal.

Time Spent On Site (and Per Page)
Time spent on the site is very important as it demonstrates interest in the content that the 
ministry is presenting to the seeker/believer.  It is wise to measure overall time spent on 
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the site and compare that to historical averages, but it is most important to measure time 
spent on pages that have key elements of copy or content that individuals are expected 
to read (i.e. prayer of salvation). If they did not linger long enough to actually read that 
text the page count should be dismissed. So where text is the key offering and there is 
the desire to show impact – like a Gospel presentation or discipleship content – there 
needs to be a word count for the page and time on page gathered so that it is possible to 
tell if the visitor actually interacted with your content.

4. Email Interactions 

Email has historically been one of the primary ways for ministries to engage with seekers/
believers for the last two decades.  Currently, people are trending away from email to other 
platforms of one-to-one communication including What’s App and texting.   

Given this trend, media ministries are encouraged to explore new platform options to follow-
up with believers and seekers.  In the mean time, as ministries are using email, there are two 
types of email ministry to measure: 1. Individual emails and 2. Mass email campaigns.  The 
following are key metrics to measure and analyze in both email scenarios:

INDIVIDUAL EMAILS:

1. Response Time
• The amount of time between the ministry receiving the email and responding to 

the email.  Generally speaking, response time should be measured in hours (vs. 
days) and it should be less than 24.

2. Open Rate
• The percentage of emails that the recipients “open” or read that are sent directly 

to the person from the ministry.  This rate should be very high (well above 50% 
and ideally above 80%)

3. Click Through Rate:
• The percentage of emails sent to people (where a link is involved) divided by the 

number of times people clicked through one email.  This rate should also be high, 
north of 50%.

4. Response Rate:
• The percentage of emails that were sent that should be responded to.  For ex-

ample, if a ministry worker sent an email to a seeker asking them a question, that 
is an email that anticipates a response.  If a ministry worker sends an email to a 
seeker suggesting they read an attachment or a link, that email does not antici-
pate a response.   
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As the organization is consistent in tracking these key metrics, they can add ad-
vanced measurements to assess continuing engagement, like the number of emails 
(and repeat emails) that were received from the seeker, as well as the follow-up 
emails sent to the seeker. 

MASS EMAILS:

1. Open Rate
• The percentage of emails that the recipients “open” or read sent to the person 

from the ministry.  To determine a benchmark rate, the ministry will need to track 
its historical rates as well as speak with other similar ministries and share their 
rates, to see what is a ‘norm’ for the region.  This rate may change by niche (type 
of persona/individual) and or by country/region.  In the U.S. current Open Rates 
vary between 15-30% with most in the low to mid 20% range. 

2. Click Through Rate:
• The percentage of emails sent to people (where a link is involved) divided by the 

number of times people clicked through one email.  To determine a benchmark 
rate, the ministry will need to track its historical rates as well as speak with other 
like ministries and share their rates, to see what is a ‘norm’ for the region.  This 
rate may change by niche (type of persona/individual) and or by country/region.  
In the U.S. current Click Through Rates vary between 1.5-3.5% depending on the 
industry or type of emails sent with most in the 2% range

3. Soft Bounce:
• The Soft Bounce Rate is the number of emails that are not deliverable because 

the individual recipient is not available (possibly on vacation or their mailbox is 
full) at the time of sending but the email was deliverable.  This is a very very low 
number, usually in the .2% range (or 2 out of 1000 sent).

4. Hard Bounce:
• Hard Bounces are emails that can not be delivered, usually because the recipi-

ent’s email no longer exists.  This is also a very low number in the 2 out of 1000 
range or .2%

5. Abuse:
• Abuse is when a recipient clicks on a spam button and states that your email is 

spam.  This usually happens when they don’t remember who you are.  This num-
ber should be .02%, or 2 out of 10,000 or lower.

6. Unsubscribe:
• This is what it sounds like, people who when they receive your email decide they 

no longer want to receive emails from you and click on your unsubscribe link in 
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your email (and don’t count these in your click through rate).  The norm for these 
is in the .1% range or 1 out of 1000.

7. List Size
• Compare list size on a month-to-month and year-to-year basis.  It is likely that 

the numbers will be going down or flat given the migration from email to other 
platforms, but it is still worth analyzing to understand how much of the ministries 
resources (personnel and time) should be dedicated towards email.

8. Frequency
• Frequency of emails sent to the overall list.  This number is usually measured in 

days (not hours or weeks) and should be determined by monitoring both Open 
Rate, Click Through Rate and especially the Unsubscribe Rate.  If the first two 
go down from norms and the last one goes up compared to norms, then consider 
decreasing frequency (i.e. sending fewer email per period of time).

5. Phone/Skype (voice to voice) interactions 

Voice-to-voice communication with seekers/believers has been a consistent method of com-
munication for decades, dating back over 50 years. In this report, we have included Skype 
communication in the category of Phone (voice-to-voice) communication.  There are two 
categories of phone communication: Inbound calls and Outbound calls.  Below are the key 
metrics to measure for each:

INBOUND:

1. Total Incoming Calls:
• The total number of calls for a period of time, ideally daily, weekly, monthly and 

annually. 

2. Missed Call Percentage:
• This is the percentage of calls that come inbound to the ministry divided by the 

number that are answered by a human being.  

3. Unanswerable Calls Percentage
• These are calls that come in to the ministry that are not answered because the 

caller hangs up so quickly that it is unreasonable to expect a person to answer it 
so quickly (for an example 20-30 seconds).  

4. Outcome of Call
• There are many outcomes that can be measured, including: salvation, prayer 

request, request for follow-up, request for material/information, request for in 
person meeting etc.  
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5. Topic of Call
• Ideally, a ministry can track the primary topics of calls, to get a better idea of how 

to both staff the call center/train employees/volunteers and to determine which 
topics being handled by calls can be migrated to more efficient forms of commu-
nication (i.e. email, text, etc.)

OUTBOUND:

1. Total Outbound Calls:
• The total number of calls made per employee (or volunteer) over a period of time, 

ideally an hour and a day.  The averages will likely be different (and should be) 
for employees (higher) than volunteers (lower expectations). This needs to also 
include the number of calls connected / completed. 

2. Outcome of Call:
• What was the outcome of the call?  This is somewhat subjective, but really the 

most important measurement.  Did the caller profess Christ?  Did they have a 
positive experience and was their faith moved forward?  

Conclusion:

There are five key areas to measure metrics: 

1. Social Media
2. Online Video  
3. Ministry Websites (Google Analytics.  
4. Email interactions 
5. Phone/Skype (Voice to Voice communication). 

These five areas hold the bulk of the metrics that should be measured to understand 
media ministry effectiveness in the MENA region.
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Technological Solutions:

The Challenge
The majority of ministries using media to achieve their vision in the Greater Middle East, do 
not have technology that fully supports their current ministry process, nor do they have tech-
nology that can support next generation ministry processes.

Objective 
The current and future role of technology in Follow-up will be examined in this section of 
the report.  First, a review was done of the technology currently used by ministries in their 
follow-up process.  Second, we examined what type of technology would be needed to sup-
port next-generation ministry processes.  Third, we reviewed what technology solutions that 
currently exist or are in development, which could be used to support next generation ministry 
processes.  At all times our guiding principle has been that ministry process should establish 
what technology will be used rather than a particular technology driving the ministry process. 

Current State of Follow-up Technology
As technology is constantly changing, this study is a snapshot in time of the technology used 
in ministry follow-up. This snapshot occurred between February 2015 and April 2016. In the 
review of current technology used by ministries for follow-up, we found a wide variety of 
solutions in use. Almost no two ministries used the same tools and most of those tools were 
either custom coded for that ministry or were distinctively modified for them. In addition, other 
software tools were recommended by a number of ministries for different media aspects.  A 
list of these is available in the Appendix.

Table of follow-up tools used by major ministries in 2015:

System

GRMS*

ARC

RDS

ERS

SmarterTools

Mentor Center

GCP

Type of System

Salesforce Based 
Customized

Custom CRM

Custom CRM

Custom CRM

Commercial CRM

Ministry CRM

Ministry CRM

Capabilities

Tracking email 
interactions

Email & OTT** 
messaging

Tracking email and 
messaging

Tracking email 
interactions

Email, messaging 
and phone call 
tracking

Email, messaging 
tracking

Email, messaging 
and phone call 
tracking

Hosting

Cloud

Cloud

Dedicated

Dedicated

Dedicated/cloud

Cloud

Dedicated

Ministry

Global Response 
Mngmt System

GMO

Christian Vision

Billy Graham

CBN

Power to Change

Life Agape

*   GRMS is no longer in existence as of the latest revision of this report. It is being relaunched under Open Doors as B1 Solutions.
**  OTT: Over The Top messaging includes FaceBook Private Messages, SMS, In-App Chat and Live Chat.



Media Impact International

Revised June 1, 2016          40

Among smaller ministries, SalesForce was a very common foundation for many who did not 
have fully custom coded system or a commercial system. However, there was very little uni-
formity in configuration and integration between ministries.

Table of Follow-Up Systems used by some ministries in the MENA region based on SalesForce:

System

Unnamed

Unnamed

Unnamed

Unnamed

Unnamed

Type of System

Salesforce based

Salesforce based

Salesforce based

Salesforce based

Salesforce based

Capabilities

Tracking email and 
phone interactions

Tracking email and 
phone interactions

Tracking email and 
phone interactions

Tracking email, phone 
and messaging 
interactions

Tracking email, phone 
and messaging 
interactions

Hosting

Cloud

Cloud

Cloud

Cloud

Cloud

Ministry

Ministry A*

Ministry B*

Ministry C*

Ministry D*

Ministry E*

*To encourage openness, ministry names are not reported.

Of the ministries working in the MENA region who were contacted and used a SalesForce 
based solution, the majority reported it to be inflexible, require specialty IT skills to modify, 
relatively expensive and not deeply integrated into their follow-up systems. One example 
was a ministry that handles tens of thousands of phone calls a year and their phone system 
was not integrated into their SalesForce CRM. This required staff to enter phone numbers by 
hand, which were subject to key entry errors.  

Another common refrain from ministries that were using SalesForce based systems was that 
their system had never been set up to record normalized data – that is no systems had been 
put in place to insure that data fields with a limited range of data were standardized.  One 
example of this is the city name field, which was an open data field. In that system there were 
scores of variant spellings of city names when it was possible to add an automated city name 
suggestion field that would have enforced standard names. This lack of normalization greatly 
hindered ministry data analysis. 

Additionally, ministries also reported that due to the lack of system integration and data nor-
malization processes there were in effect an excessive number of data fields that staff were 
supposed to fill in for each contact. This often lead to incomplete records and many duplicate 
records as partial data may have been recorded in one interaction with a follow-up con-
tact and the next interaction with that contact might result in a new record as there was not 
enough data from the first contact to find the initial record. 
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Because SalesForce was a common layer in many small to medium sized follow-up systems 
an interview was conducted with an IT firm that had experience setting up SalesForce based 
follow-up systems. They were asked what they perceived to be the main reasons that there 
were so many issues with SalesForce based follow-up systems.  There were 3 key ideas 
relevant to this study:

1. SalesForce is not designed specifically for ministry follow-up and therefore many of the 
key features for successful ministry have to be custom additions. This adds expense, 
complexity and lack of uniformity between follow-up systems. 

2. Reliance on “off the shelf” software like SalesForce does allow for a rapid launch of mini-
mal functionality, but it comes with the problem of building a follow-up system on top of a 
foundation that is constantly changing. Therefore, the more customization that is done, the 
more that can break as the vendor changes the platform.

3. SalesForce development and modification requires a specific set of IT skills that the vast 
majority of ministries do not have “in house.” Therefore even small changes require bring-
ing in contract help and creating a “project” for those changes.

While no ministry reported their follow-up system to be a “blocker” to ministry there were a 
number of common issues that appear to be hindrances to supporting ministry process mod-
els that rapidly increase the number of follow-up contacts who go on to become reproducing 
disciples:

• There was a common problem with acquiring data from the field when a follow-up contact 
was “handed off” to ministry partners on the ground. It was clear that a simple, and secure 
system is needed to push new contacts to field ministry partners and to pull results from 
those field face-to-face contacts back into the follow-up system CRM.

• Most ministries found it difficult to share ministry contacts, as there was almost no data 
interchange between ministries built into their tools.

• The majority of follow-up systems in use were not capable of supporting persona-based 
ministry processes. 

• Follow-up systems in use were not or could not be configured to distinguish between min-
istry activity and ministry impact. Therefore it was difficult to acquire metrics which could 
be used to refine and improve ministry effectiveness.
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Requirements For Next Generation Follow-up 
In developing criteria for technology for the next generation of follow-up system, it is critical 
that it supports a clear and specific ministry process model.  We describe that model in the 
People and Process section.  

Eight key technical elements have been identified which are needed to support the proposed 
process model. In some cases ministries may not need the full capability of each element but 
overall these elements will be important for the majority of ministries.

1. Configurability / Usability – Any technical solution has to be configurable enough to 
support the work process of a ministry while maintaining a high level of usability. The lack 
of balance of configurability and usability results in inefficient data entry, data errors, poor 
acceptance of the system by staff and excessive cost in system modification.

2. Highly Secure - System should be built from the ground up with security in mind.  The 
MENA region has always been security conscious but personal data about possible con-
verts from Islam could become a high value target for cyber attacks and physical attacks 
by radical Islamic groups.

3. Cloud Based - While larger ministries have the IT staffing and infrastructure to host and 
maintain a full follow-up system, the vast majority of ministries do not currently have that 
capacity. Adding such capacity would be a significant new ministry cost.

4. Support Ministry Personas – Personas are a series of attributes that describe the minis-
try needs of a segment of the focus population. Personas help to organize and focus the 
most appropriate resources on the needs of individual ministry contacts. 

5. Knowledgebase – A knowledgebase is a system that stores and indexes ministry re-
sources. This can be used very effectively during live interaction with a ministry contact. 
The knowledgebase allows the ministry worker to quickly access media and other resourc-
es that can address questions and needs of ministry contacts.

6. Lead Nurturing – This is a tool that allows a ministry to step by step develop relationship 
with the ministry contact by meeting their needs with a range of ministry media focused on 
key life issues.  This allows the ministry contact to see the relevance of Christianity in their 
life.

7. Universal Communication Hub – This tool allows all response staff to interact with the 
ministry contact though a wide array of communication channels (email, SMS, phone call, 
web chat, social media, etc.) while retaining the context and details of the ongoing conver-
sation, even across multiple staff members and multiple platforms.
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8. Advanced Analytics – The system should facilitate the collection and analysis of data 
about ministry impact. This can support predictive metrics that help the ministry target 
ministry contacts in more effective ways; also, providing a feedback loop so that ministry 
content and processes can be made more effective.

COMMUNICATION CHANNELS

The process model being proposed in this report depends on feedback loops for 
refinement of ministry effort. These feedback loops in turn depend on data about 
how end users interact with ministry products and services. The more this data col-
lection and analysis can be automated, the more rapidly refinements can be made 
and the more effective a ministry will be in reaching and disciplining end users. 

However, there are many channels of communication popular with end users which 
are difficult or impossible to integrate into follow-up systems. For example, at the 
time of this study, there were a proliferation of “chat apps,” many of which did not 
offer an API for integration into communication hubs. Yet, it is critical that ministries 
“meet people where they are” in the communication channel that the end users 
prefer, even if that channel is not integrated or visible to the follow-up system. This 
can create a tension between the process model and efforts to connect with an 
audience over a hot new communication channel. 

Ultimately, the process model being proposed is only a tool to help ministries be-
come more effective in their outreach and discipleship. It is not to be seen as a one 
size fits all prescription for success. When ministries use channels of communica-
tion that can not be easily monitored, it is important that an effort is made to deter-
mine how effective that channel is reaching end users and weigh that against the 
loss of feedback data and potential loss of ministry effectiveness.

Current and Emerging Follow-Up Systems
As ministry follow-up is similar to client development in marketing, we first looked at the 
market leaders in “call center” and marketing technology. Avaya and Cisco hold about 90% 
market share in call center technology. Both of these vendors offer systems that cover six of 
the eight core requirements. Neither offered a cloud-based solution at the time of this study. 
Additionally, as both of these systems required self-hosting, all security measures would be 
self-hosted and maintained as well. Neither vendor offered an “off the shelf” solution. Both 
vendors would need to license multiple platforms to a ministry and then these would have to 
be integrated and configured for each situation. There were three main components:

• Unified Communications Center 
• Workflow Optimization Package
• Marketing Engine (usually provided by a third party vendor) 



Media Impact International

Revised June 1, 2016          44

Because each installation would involve unique integration and customization, it was not 
possible to get exact pricing. However, a general cost outline was possible. Avaya provided 
a starting estimate of  $2,500 per seat annually for a system that covered 5 of the 8 core 
requirements.  This did not include integration or customization. This also required the client to 
have IT resources to host and maintain the system. Additionally a separate marketing engine 
would have to be purchased and integrated to provide the lead nurturing capacity. 

Chart of Sales Engine costs per month - 2015:

Sales Engines are relatively complex and expensive tools. One very concerning finding has 
been that many Sales Engines do not appear to support right to left languages – like Ara-
bic.  Sales Engine prices vary greatly as do their capabilities. It was possible to collect some 
pricing data on the leading systems from industry evaluation websites.  Prices are on a per 
month basis – and depending on the product – there can be a per seat charge as well. All 
systems require extensive setup and configuration.  An average price per month for a sales 
engine is $1,500 and that does not include any additional per seat charges nor setup and 
configuration.  

For a 5 concurrent seat system, it would be $12,500 for the Avaya system license – plus 
$18,000 a year for the sales engine – to cover 6 of the 8 core requirements. In addition to this 
is initial setup and configuration, estimated at $5,000, plus the hardware and staffing required 
for hosting and maintaining the system. Assuming that the ministry was able to task an exist-
ing IT staff member at 20% of their time, the estimate would be $10,000 a year. The hardware 
and internal hosting costs would be an additional $1,000 a year. Total estimated price for the 
first year is $41,500 and an ongoing cost per year of $35,500, or $7,100 per user per year – 
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or $592 a month per user per month average cost. This $600 per user per month estimate is 
clearly not affordable for the vast majority of ministries.

In contrast to this, CBN has been experimenting with Smarter Tools™ a system that supports 
limited persona-based profiles, and a knowledgebase. The license cost at the time of this 
report was $3,500 with no per seat charges and is self-hosted. The tool does not come with 
any core security measures, nor unified communications, nor advanced analytics.  However, 
it has proven to be useful and cost effective for the functions that it supports.

There are many cloud based call center offerings on the market. Some designed as a virtual 
helpdesk others as full-featured social media hubs. Of a dozen systems reviewed at the time 
of this study, none offered more than 3 of the core requirements. 

LIFE AGAPE
Life Agape uses a custom system called GCP. It can import data from ARC (a system by 
Global Media Outreach) and allows for tracking of contacts across multiple channels of com-
munication. This system also generates metrics reports that can be used in a feedback loop 
for ministry improvement. The system was designed as multi-tenant and could be extended to 
accommodate users who are not currently Life Agape partners. At the time of this report, the 
system did not support ministry personas and many processes were manual. For example, 
the metrics report is generated manually on a monthly basis. Life Agape is open to potentially 
making their system available to other ministries.

JESUS.NET
Jesus.net has assembled a follow-up system from multiple components  and is called the 
Follow-Up Toolkit. This system has proven to be effective in developing disciples, but is not 
presently designed to do lead nurturing as envisioned in this report.  In addition, it currently 
doesn’t support inbound and outbound calling. However, they are open to integrating with ex-
isting systems. Historically, Jesus.net only provided the Follow-Up Toolkit to Jesus.net partner 
ministries. During the time of this study, Jesus.net has offered to provide use of their system 
to ministries in the MENA region without requiring them to become Jesus.net partners. Jesus.
net has also stated they are prepared to provide their Follow-Up Toolkit in a way that is brand-
able by each MENA ministry.

One of the key features of the Follow-Up ToolKit is the CODEX™ discipleship platform, which 
has a solid performance record in Europe and shows potential in the MENA region. The 
Follow-Up Toolkit was designed to share contact information with all Jesus.net partners. How-
ever, Jesus.net is prepared to provide a segmented database that allows MENA ministries to 
keep contact information segregated, while still preserving the ability for ministries using the 
Follow-Up ToolKit to easily share information with select ministry partners who are also us-
ing the Follow-Up Toolkit. The pricing model of the Follow-Up Toolkit is donation based, so a 
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ministry could choose to use it for free, but a donation to cover operating costs is requested. 
While pricing changes on a yearly basis, at the time of this report the recommended donation 
was 500 Euro a month per ministry, with no per seat charges. However, to encourage data 
sharing between MENA ministries, Jesus.net is prepared to offer the Follow-Up ToolKit at a 
continuously increasing discount to ministries who share data with each other.  For example, 
if two MENA ministries were to share data with each other they would divide the 500 Euro a 
month cost and pay 250 Euro a month each. If five ministries decided to share data with each 
other the price would drop to 100 Euro a month each.

GMO
Global Media Outreach (GMO) uses a custom system called ARC. At the time of this study, 
ARC did not support inbound and outbound calling and was not designed to be a multi-tenant 
system. GMO does share ARC with close ministry partners but becoming a follow-up system 
supplier for ministries in general is not part of their core ministry focus.

NEED HIM GLOBAL
Need Him Global has been using a system called ECHO™ which is produced by SociallyU. 
ECHO™ has been supplying an integrated chat and SMS response system for Need Him 
Global that covers several core requirements and is currently in early beta with Mohabat TV 
for inbound and outbound calling support. The development roadmap for ECHO™ indicates 
that when development is complete it will offer all eight of the core requirements, at various 
levels, identified for a next generation follow-up system.  It also is designed as a multi-tenant 
system that can be configured for each ministry.  At the time of this study, ECHO™ offered 
chat, SMS, inbound and outbound calling (beta), and integrated email support.  ECHO™ also 
has a clear pricing model:

ECHO™
PRICING
CHART

small

1-5
concurrent

users

$475
monthly
$150 each

additional seat

setup fee:
$1,995

medium

6-10
concurrent

users

$900
monthly
$150 each

additional seat

setup fee:
$1,995

large

11-25
concurrent

users

$1,325
monthly
$150 each

additional seat

setup fee:
$1,995

enterprise

26-40
concurrent

users

$1,750
monthly
$50 each

additional seat

setup fee:
$1,995
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ECHO™ is an intriguing system that promises to provide all the core requirements for a next 
generation follow-up system, but at the time of this study it was still in development and did not 
offer a full, unified communications center, nor complete persona support, knowledgebase, nor 
advanced analytics. It is thought that these features will come online in 2016 but as with the 
development of any large complex system there is a risk that timelines will lengthen.

Recommendations 
We make recommendations in two areas. The first is in the area of follow-up system software 
and the second is in the area of field communication for follow-up.

Follow-up System Software
In our study only Avaya and Cisco appear to offer products that could be configured to 
deliver the core requirements of a next generation follow-up system today. However, these 
systems are too expensive for the vast majority of ministries and require significant IT 
infrastructure. 

GMO’s ARC has potential but at the time of this study was not generally available to non-
partner ministries. ARC would have to be extended and modified to provide the entire set 
of core requirements recommended in this study.

Smarter Tools™, while an excellent value, does not appear to be on track to support the 
majority of the core requirements of a next generation follow-up system.

Life Agape’s GCP can import from ARC and other systems, as well as provide metrics for 
development of feedback loops. There is an openness to making the platform available to 
other ministries, however it appears significant development would be required to support 
the process model proposed in this study.

The systems that present the greatest promise of supporting effective development of 
disciples would appear to be ECHO™ and The Follow-Up Toolkit by Jesus.net.  ECHO™ 
is on track to supply a product that will offer all the core requirements of our process and 
technology model. The Follow-Up Toolkit does not offer the full suite of requirements for 
our process model, but does present a promising platform that is highly affordable, offers a 
clear path for data sharing and can be adapted to existing ministry systems.

Field Communication System
One of the issues that cuts across every ministry we interviewed was the problem of com-
munication with field partners. This communication consisted of passing ministry contacts 
to field partners and receiving updates from the field partners about the status of minis-
try contacts.  All ministries who “handed off” ministry contacts to a field ministry partner 
– whether that was an internal or external partner – described communication with field 
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ministry partners as a hindrance to their ministry and something that prevented them from 
knowing the status of ministry contacts on their spiritual journey. It is critical that this com-
munication link is “owned” by one of the ministry partners – who will take responsibility for 
its functionality – and provide accountability for mission critical information flow.

There are currently two systems that are on a roadmap for development that could make 
an impact on this area:

The first is ECHO Connect by SociallyU. This system would integrate with the ECHO 
follow-up software, and perhaps other systems, and allow ministries to push contacts to 
field partners by SMS or mobile app, and allow field partners to reply via the same. The 
system is designed to look like normal SMS or app traffic so as not to raise the concern of 
local authorities.  A beta test system based on the ECHO connect concept is being devel-
oped for a field project in India.

The second is ARC Connector by Global Media Outreach (GMO). This system would use 
a web app and potentially a multichannel API that would allow media partners to push 
ministry contact information to field partners and allow field partners to supply information 
about ministry contacts in a natural way on whatever device they would choose to use. 
This system is currently viewed as a product to be integrated into ARC, so it would not be 
generally available to ministries not partnered with GMO. 

Next Steps:

In order to foster implementation of the findings and recommendations in this document, 
MII will be actively focused on disseminating and utilizing this report with both ministries 
and funders serving the MENA region. Over the next number of months a number of 
key initiatives will be pursued . . . so that more people are brought into God’s Kingdom 
throughout the greater Middle East:

• Utilizing an e-learning series and online resources on key findings / recommendations.
• Conducting live, interactive teleconferences with updates on social media, technology, 

cyber security, and audience engagement for ministries and funders.
• Providing on-going research on this key area as technology evolves and give proac-

tive recommendations on process / technology solutions for effective follow-up. 
• Conducting multi-group training events for MENA ministries on personas, follow-up, 

social media and audience engagement, as well as providing virtual consulting to 
reinforce application of the concepts from the training events.

• Launching a beta process with 1 or 2 ministries who are focused on applying the key 
findings and recommendation on this report for greater ministry effectiveness.
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• MIke Ansari, Mohabat TV
• NIck Runyon, CV Global
• Rick Stoller, StratCom International
• Scott Hughes, The Next Agency
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Report Reviewers:
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executive summaries and have provided counsel, input and key content for this document.

• Al Hayat
• Arab World Media
• Bible Society
• CCC
• CCM Media
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• Crowell Trust
• CRU Life Agape
• CV Global
• CV Middle East
• GMO
• Henry J. Lloyd Trust
• Leading The Way
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• OneHundredFold
• Open Doors
• Pioneers
• PLM
• SociallyU
• SRG
• StratCom International
• The Next Agency
• Together
• VisionSynergy
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Additional Terms / Definitions:

Channel:
A medium used to communicate goods and services to the consumer. A channel can be a 
variety of things, depending on the goods and services being offered. A few examples are: 
social media, TV, printed brochures/flyers, radio, store advertisements, etc. 

Church:
Where two or more people are intentionally gathered in the name of Jesus.

House Church – A  church that is independent from traditional denominations or or-
ganizational norms. The gathering typically takes place in someone’s home. Another 
term for this is Simple Church.

Physical Church – The physical building, whether temporary or permanent, in which 
2 or more people meet in the name of Jesus.

Virtual Church – When two or more people gather together online (or a combination 
of online and in person) to meet in the name of Jesus; also referred to as “church 
online.”

Conversation:
A dialog between a responder and the audience; happens during correspondence.

Convert:
When someone of a different religion or no religion at all makes a personal decision to have 
faith in Jesus Christ.

Discipleship Movement:
A united effort to mentor and guide believers; a united understanding of the importance of 
discipleship and the actions needed to equip, motivate, and launch others to reproduce more 
disciples.

Disciple:
A believer who is knowledgeable of the practical implementation of Jesus’s teachings and 
often receives guidance from fellow believers in encouragement to consistently become more 
like Christ.
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Engagement vs. Impact:
Engagement is a deliberate follow-up with an intention to bring seekers closer to Jesus.
Impact is a result of engagement and can be identified by the reactions and communications 
from the seeker.

Explorer:
A seeker who is in the midst of researching the claims of Christ, or delving into unfamiliar 
thoughts and processes of faith. 

Great Commission:
Instruction given by Jesus to his disciples, charging them to spread the gospel into all the 
world.

Interaction vs. Engagement:
Interaction is a single conversation that can potentially lead to engagement. Engagement 
consists of several conversations that include deeper dialog in which there is more revealing 
of the heart, more openness for questions, and a sense of relationship begins to develop.

Kingdom Approach:
The viewpoint of measuring growth and success by following and successfully adhering to 
Kingdom Values. It can also refer to a non-traditional business method in which decisions 
or actions are made slowly, a nd is sometimes used as an excuse for poor performance or 
inactivity.

Kingdom Mindset:
An established attitude and behavior pattern determined by the spiritual reign or authority of 
God.

Kingdom Outlook:
A point of view or general attitude that is determined by the spiritual reign or authority of God.

Kingdom Values:
Principles and behaviors defined by the heart of God, designated for believers to use as 
guidelines for life.

Leadership:
A demonstrated ability to provide guidance and direction while leaving a lasting, positive 
impact in the lives of others.

Learner:
A disciple who is being equipped to minister to others and generate more followers of Christ.
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Lost:
Non-believers who are not showing an interest in God or the gospel and are not actively 
seeking truth.

Media:
An alternative resource used to communicate with an audience other than face-to-face con-
versation; generally a digital audio and/or visual message.

Cross Media:
Combining different platforms and means of communication to share information, i.e. 
TV to Twitter. 

New Media:
An alternate form of mass communication via digital technology that is available on 
demand and typically contains interactive user participation. New media does not 
include radio.

Social Media:
Websites and applications that enable users to create and share content while en-
gaging in social networking and virtual community. Current examples are: Facebook, 
Twitter, Snapchat, What’s App, Kik, Viber, Telegram, etc.

Missional Movement:
The missional movement is focused on having a vision for God and the gospel in every 
aspect of life. A counter force to the traditional method of “doing church, it does not measure 
success by the number of people in church attendance or the amount of activities on the 
church calendar. Instead, spiritual growth is measured by one’s willingness to engage in mis-
sion work, participate in community outreach, and focus on personal development.

Muslim Background Believer:
Someone who was once a part of the Islamic culture faith but has changed their faith to 
Christianity.

Persons of Peace:
A person that is not a Christian but is someone who is receptive to the Christian person and 
operates as a gatekeeper, opening relational doorways into their network of relationships. 
Phrase is typically used in church planting efforts. Leaders interviewed did not typically use 
this phrase, but have heard it used by others.
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Platforms:
A set of systems or processes that enable evangelism and produce measurable results. Plat-
forms are typically set up as computer applications that merge different forms of communica-
tion, while automating and logging interactions for future reference.

Seeker:
A non-Christian who desires truth and takes initiative to ask others and obtain information.

Worker:
An equipped disciple who is currently leading others to Christ and/or discipling them.
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Additional Software Tools:

The following are additional software tools that were recommended during the course 
of this study:

• Agora Pulse (www.agorapulse.com)

• Frontline SMS (www.frontlinesms.com)

• Hapyak (corp.hapyak.com)

• Lightning (developer.salesforce.com/lightning)

• Typeform (www.typeform.com)

• Twilio (www.twilio.com)

• Wistia (www.wistia.com)
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Background Research:  Five Stages of Gospel Expansion

SECTION 1:  PROCESS  
To arrive at the stages of Gospel expansion.

The Navigators defined four distinct stages in Gospel expansion: 

             STAGE   

1. Lost / Unbeliever

2. Convert

3. Disciple

4. Worker

PROCESS

Evangelization

Establish

Equipping

Enhancing

OUTCOME

Understands

Able to Evangelize

Able to Evangelize & Establish

Able to Evangelize, Establish 
and Equip

The Navigators define each process with training objectives that each stage. In the book 
In Lost Art of Making Disciples by LeRoy Eims, the author outlines training objectives or 
steps within each of the four stages outlined above. It exceeds the purpose of this docu-
ment to discuss these processes, but it is worth noting that there are four district stages, 
and with processes that have multiple steps and at least one measurable outcome. The 
overarching objective is Ephesians 4:13 mature believers who are able to perform leader-
ship functions (leadership defined as influence and not limited to authority) in helping the 
body of Christ to replicate. 

In E3 Church Planting Strategy, Nathan and Kari Shank outline four stages in          
Kingdom Growth:

1. Empty “no Gospel”
2. Gospel seeds planted
3. Discipleship of converts
4. Church formation. 
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Observe that all four functions revolve around leadership development and multiplication. 
What they mean by this is leadership is started with the first interaction with the person 
in the “empty field”  - before evangelism- by building qualities in the unbeliever that will 
accompany him/her throughout the next stages of kingdom growth. This is different than 
other models such as the Navigator model where leadership (maturity and replication) 
comes after a person moves from convert to disciple. 

Jesus.net uses this approach they call the Stepping Stones:

1. Access: connect need and link to the Gospel
2. Know: Start to know God
3. Grow: Discipleship
4. Share: involve others

In the Access Stage, they note that the body of Christ needs to “come alongside” seekers 
to help them find their way to God.  

Jesus.net uses local driven strategies and local partners.  They facilitate the process by 
giving the strategy focus and leadership.  Three important factors comprise Jesus.net 
strategy: (1) full process to lead searchers to God and local community (2) real collabora-
tions (50+ partners) (3) local ownership.  What is important for this paper is their Stepping 
Stones model that uses four stages noted above.

CRU International’s strategy involves a “Win, Build, Send” model.  

If one considers the pre-conversion stage of lost that has to be won, then they have four 
stages, similar to several models above. 

Global Media Outreach (GMO) has a three step process:
1. Share
2. Grow
3. Connect (to a body of believers)

Since GMO was founded from CRU, it has similarities in philosophy. Like CRU, a “pre-
step” of lost could apply.  Though it’s “connect” could be considered an extension of 
“disciple” in that the discipleship process continues “in the fellowship” context, it is as-
sumed reproduction would occur as one grows in Christ.  But this step is outsourced to 
local fellowships and GMO does attempt to authenticate if GMO converts reproduce other 
believers, disciples etc.  In personal conversations with leadership, they are interested in 
identifying ways to validate that reproduction is occurring. Antidotal evidence of reproduc-
tions is many of GMO’s 6000 on line missionaries (OLM) seek face-to-face conversations 
with respondents.  GMO reports of conversions occurring in the millions each year and 
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understands 6000 workers are unable to meet with the totality of discipleship needs of 
converts.  They provide on-line discipleship support material to meet the gap.

In interviews with a long term Middle East worker, the question was posed if in their career 
they ever met or heard of someone who was discipled via on-line methods. His negative 
response is supported by Don Little’s PhD research Approaches to Spiritual Formation Re-
viewed for Insights into Discipling Arab Muslim Background Believers, where Dr. Little reports 
face to face discipleship insured spiritual reproduction.  Yet another worker noted an example 
in a highly restricted country in the Middle East where two converts were disciple on line 
without face-to-face contact, but the worker indicated this was not ideal. In a Persian country, 
a ministry is developing a follow approach that is totally on line because restrictive nature of 
the work and the quantity of converts exceeds the capacity of local workers to do face-to-face 
meetings. They note this is not ideal, but they need to take extraordinary measure to meet an 
overwhelming need.  

The interview for this report from the Life Agape worker noted that People and Process Model 
needs to add a fifth stage to the Middle East context: train. He noted that discipleship is 
about character, but training is about skills. Skills in multiplication can only be executed in a 
face-to-face and in a labor-intensive approach. Skills are highly context oriented and relate to 
the disciple’s gifting.  This is reflective of Ephesians 4:11-18 where gifts are developed and 
deployed to “build up the body.”  In other words, mass media can provide some temporary 
and remedial help for converts, but face to face discipleship is necessary for converts to be 
reproductive in the fashion described in Matthew 13 of reproducing 30-60, and 100 fold. 

Summary:
The above processes in the models can be summarized in this chart:

Stages

Lost

Convert

Disciple

Train

Reproduce

Navigators

Lost

Convert

Disciple

Worker

 

E3

No Gospel

Convert

Discipleship

Leadership

Church

Jesus.net

Access

Know

Grow

Connect

Share

PLM

Meet Need

Evangelize

Follow-up

Connect

CRU

Lost

Win

Build

Train

Send

GMO

Share

Grow

Grow

Connect

Connect

It should not be assumed that every group “does the same thing.” Though the process has a 
pattern, the systems they deploy give different expressions of how the five stages are imple-
mented. 
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SECTION 2:  SYSTEMS
To observe that groups organize themselves in accordance to goal of presenting every person 
complete in Christ (Eph 4:8-16)

A system is a set of principles and procedures that are implemented to accomplishing some-
thing, for example the stages noted above. A simple system solves simple problems (turning 
on a light switch to activate a light bulb to illuminate a room) to a complex system (a power 
grid). Systems have the ability to self organize and self correct if they have a feedback loop. 

In the above chart different groups may have similar stages but implement different systems 
to address problems or issues the groups observe from their own paradigm and values. 
Essentially every group uses a range of media and response approaches to fulfill the Great 
Commission. The Process and People working group does not want to compare which sys-
tem is better or worse, but to understand how groups are organized so that collaboration can 
be facilitated. 

When comparing interlocking systems such as multi-organizational approaches to accomplish 
a similar goal (example: “presenting every person mature in Christ”) organizations will react in 
collaboration in three phases (1) from stable to (2) dynamic to (3) adaptive.  Stable is nor-
mally a condition that a group operates when they are not in collaboration, whereas dynamic 
is open to consider alternative processes within their system because they feel collaboration 
will benefit them in some way.  Adaptive is incorporating at least partial aspects of others sys-
tems so that resources can be shared and mutual benefit can be obtained between groups.  
It is not assumed groups will naturally progress from stage to stage, but could become firmly 
established in one phase for a myriad of reasons.  

It is not the purpose of this working group to suggest what change should be, but to note that 
through collaboration, media ministries could become somewhat dynamic and adaptive. Later 
this paper will attempt to map out systems within stages of the “mature in Christ” objective.

SECTION 3:  ROLE OF PEOPLE AND TECHNOLOGY

In Matthew 28:19-21, Jesus gave the mandate of “making disciples” to people.  And in 
Ephesians 4:11-16, the church is established by people whose gifts contribute to the body of 
Christ. But technology, even simple technology such as writing of epistles, could be useful to 
people in accomplishing the will of God. 

In Master Plan of Evangelism, Robert E Coleman notes that Jesus strategy “needed people 
who could lead the multitude.” (p 28). This principle is echoed in Eric Hoffer’s treatises on 
mass movements “when people are ripe for mass movements, they are usually ripe for any 
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effective movement, and not solely for one particular doctrine or program.” (p 16).  People are 
always the essential method of spreading a movement such as a church planting movement. 

But what kinds of people?  In John Wesley as Church Growth Strategist by George Hunter, 
the author notes: 

Wesley observed that “The Lord of the Harvest” is almost continually moving among 
some people to prepare a “harvest” for His Church to gather. He thereby discovered the 
principle of priority outreach to receptive people while it is “harvest time.

Hunter further explains Wesley’s method of recording, classifying and then choosing to invest 
time and workers among “receptive people” who could in turn further the movement. Though 
his “technology’ was rudimentary, the goal was to find the receptive people that could obtain 
maximum impact.  Wesley’s “circuit riders” invested in groups, bit more importantly “gifted 
people” who had the capacity to lead in the Methodists movement. This is not much different 
from Luke 10:1-11 where Jesus appoints 70 disciples to cover a large outreach territory but 
instructed them to pray to the Lord of the Harvest to illuminate “harvesters” who are from the 
“harvest.”  

Hunter observes that the Wesley “system” was to identify the most productive people:
Mr. Wesley taught the Methodists to identify and reach out to receptive people. This 
strategy became a standard principle of Methodist evangelization. Excerpts from the Min-
utes of Several Conversations Between the Rev. Mr. Wesley and Others are especially 
memorable:   

Q. Where should we endeavor to preach the most?
     A. 1. Where there is the greatest number of quiet and willing hearers. 
     A. 2. Where there is most fruit....

Q. Ought we not diligently to observe in what places God is pleased at any time to 
pour out his Spirit more abundantly?
     A. We ought; and at that time to send more laborers than usual into that part of the 
    harvest. (Works, VIII, 300-301.)

Jesus preached to the crowds, but invested time in a few “disciples” who would lead the 
movement.  Wesley distributed tracts and held tent meetings, but dispatched circuit riders to 
train those that showed most promise. 

Extracting principles from these examples, technology (even rudimentary technology) can 
identify those that are most open for the limited workers to concentrate their efforts. Workers 
effectiveness is augmented by technology. Technology is effective to measure, identify and 
manage information on the work of the Holy Spirit, but not to supplant God’s use of people. 



Media Impact International

Revised June 1, 2016          62

Life Agape notes they measure how many people their workers shared with, how many made 
decisions, but the most important number was how many face-to-face follow-ups occurred. 
Experience taught them the final category demonstrated movement growth whereas the other 
categories were process items toward the reproductive goal of 30, 60, 100 fold.   

It is worth noting that workers are not the servants of technology. Though this can seem ludi-
crous to consider, the possibility to put technology as a higher value that that workers can be 
an inclination of media ministries whose reliance on technology is significant. 

SECTION 4:  INTERACTION OF PROCESS AND SYSTEM, PEOPLE 
AND TECHNOLOGY 

As noted earlier, different group use different processes to accomplish similar stages. In 
groups like Navigators and E3 take a low to non-existent technology approach in reaching 
their goals. Other groups such as CRU Web (as opposed to CRU campus ministry) and GMO 
use technology more precisely in finding seekers, and presenting the gospel to seekers. 
Jesus.net uses partners who use technology and have a mixture of people and technology 
throughout the stages. In the reproduction level, observe that Navigators and E3 and are 
highly engaged at this level with “ground troops” doing Face to Face (F2F), whereas Jesus.
net and GMO often delegates this activity to partners. 

The intent of the above chart is not to be exhaustive, but to demonstrate that ministries use 
a variety of combinations of processes to accomplish similar stages, with emphasis that 
some groups “do it all” whereas others delegate stages to partners. Again, no group is “right 
or wrong” but that there exists a mixture of technology, ministry worker involvement, and 

FTF = Face-to-Face

Stages

RESOURCES:

Lost (outreach)

Convert

Disciple

Train

Reproduce

Navigators

Workers/Tech.

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

E3

Workers/Tech.

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

High FTF/Low

Jesus.net

Workers/Tech.

Medium Online/
High

Medium Online/
High

Medium FTF/
High

Delegate/None

Delegate/None

CRU Web

Workers/Tech.

Medium Online/
High

Low Online/
High

Medium FTF/
Medium

High FTF/Low

High FTF/Low

GMO

Workers/Tech.

Low Online/
High

High Online/
High

Low FTF/      
High

Delegate/None

Delegate/None
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collaborative delegation at certain stages.  As Paul teaches in 1 Corinthians  3:6-7 I planted, 
Apollos watered, but God was causing the growth. So then neither the one who plants nor the 
one who waters is anything, but God who causes the growth. 

SUMMARY
This paper sought to provide clarity to the processes that are considered to be foundational 
to follow-up ministries. Five stages were identified: Lost, Convert, Disciple, Train and Repro-
duce. Each follow-up ministry applied different levels of personnel and technology in pursuit 
of the five stages. Influences on choices of the use of personnel and technology are calling, 
focus (board ministry versus focus ministry) and location restrictions. The utopia goal is to 
have high personnel interaction, but “harvest is plentiful and laborers are few” requires min-
istries to seek creative and often collaborative solutions, including increasing dependence of 
technology at the cost of individual attention to the seeker’s spiritual journey.  Comparing one 
ministry with another is not as helpful as the evaluator realizing that a choice matrix has been 
applied to each ministry’s deployment of resources. 
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