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Focus on the Family (FOF), a non-profit Christian organization, identified 
a need to establish a sense of purpose and community within.  
Management desires to accomplish this task with minimal disruption to 
workflow and with financial integrity.  FOF possesses a servanthood 
philosophy and it desires employees who understand and are committed to 
the mission in their hearts and minds. 
  The Human Resources department formed a Staff Development branch 
for the main purpose of devising a strategy and model for an improved 
staff training program that emphasizes leadership.  The strategy begins by 
providing awareness to everyone employed at FOF that they have a 
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common worldview and that they are part of a community united toward 
one purpose.  The desired results are that each will understand how their 
work contributes to the overall mission of FOF and they will have a 
passion about what they are doing. 
This study investigates FOF’s development of goals and corresponding 
training courses that highlight hiring technique, organizational philosophy, 
leadership skills, and worldview.  The new training program is evaluated 
for success in relation to three measures.  They include level one 
evaluations according to Kirkpatrick’s model, the results of two internal 
surveys, and trends in turnover rates.  Information is gathered through 
observation and collection of available data.  Results are displayed in 
graphs and signify success of the transformation process.   
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CHAPTER 1 

INTRODUCTION 

Background 

Focus on the Family (FOF) is a non-profit evangelical Christian organization that 

was founded in 1977, by Dr. James Dobson.  It is an international organization with 

approximately 1,400 employees.  Its mission statement declares, “Focus on the Family’s 

primary reason for existence is to cooperate with the Holy Spirit in disseminating the 

Gospel of Jesus Christ to as many people worldwide as possible - specifically, to 

accomplish that objective by helping to preserve traditional values and the institution of 

the family.”  (FOF, 1999).  See the Appendix for the Guiding Principles of FOF.   

The organization is comprised of over 70 components that it calls “ministries” 

since they are services provided to the public.  These ministries include more than ten 

radio programs; more than ten periodicals; on-line publishing; numerous films and 

videos; software; providing resources to numerous groups such as youth, elderly, 

physicians attorneys, pastors, corporations, etc; international communications and 

resources; book publishing; constituent correspondence; a newspaper column; and many 

more.     

FOF’s budget is derived completely from donations.  In its brochure available to 

the public titled, “Focus on the Family:  Who we are and what we stand for” (FOF, 

1999), it describes its financial integrity in fund raising.  It states, “We believe that the 

way an organization handles its finances is a reflection of its integrity in every area.  

Therefore, we have established strict limitations on the way our resources are used.”  It 

goes on to describe thirteen fund-raising policies.  In summary, FOF states, “…we will 
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try to remember always that Jesus Christ is our possessor and our dispossessor.  He 

ordained and blessed this ministry.  It belongs entirely to Him.” 

In the same brochure, many statements can be found that indicate FOF’s 

servanthood philosophy regarding its external as well as internal relationships.  Here are 

some examples: 

• “…beginning within our own families and then reaching out to a 

suffering humanity…” 

• “We are therefore accountable to (God)…for a life of service…to 

humanity” 

• “We believe that all human life is of inestimable worth and 

significance…” 

• “…Focus on the Family is a reflection of what we believe to be the will 

of the Creator himself…” 

Dr. Dobson made a statement that has been titled “The Campaign For 

Righteousness” (FOF, 1997) and serves as guidance and inspiration to all employed at 

FOF.  This statement challenges employees to eight goals, the last of which is, “…to 

inspire those who are working at Focus to love one another in a way that is pleasing to 

(God) and displays to all the love of Christ.”  This and the final sentence of the 

“Campaign For Righteousness” are direct statements of FOF’s overall philosophy on 

internal relationships.  “Let this mission burn within the hearts of every member of the 

Focus on the Family staff, and let it take root in each department, program, magazine and 

broadcast of this ministry.”  
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From the two previous paragraphs it is apparent that FOF desires employees who 

understand and are committed to the mission not only in their heads but also in their 

hearts.  FOF desires that this commitment be outwardly visible in the attitudes and job 

performance of its employees.  This is the primary goal of the new training program. 

 Two independent boards of directors govern FOF:  one for their United States 

operations and the other for their ministry in Canada.  This study will concentrate on the 

US operation only.  The president, Dr. Dobson, heads the executive cabinet, followed by 

three executive vice presidents who each are responsible for several department vice 

presidents.  The Human Resource department (HR) falls under the executive vice 

president of Constituent Services. 

In late 1998, the organization restructured its HR department, adding a Staff 

Development branch (SD).  SD is responsible for planning and carrying out all staff 

training.  One of the first and primary tasks for the new branch was to develop a new 

strategy and model for employee training.  

Before SD was formed, FOF offered organizational Philosophy Training and Boot 

Camp to newly hired managers and supervisors.  The former was an introduction to the 

organization’s purpose, mission, and values. The latter was a one-day seminar that 

covered the logistics of employee relations.  SD, however, believed its supervisory 

personnel could benefit from leadership training that addressed more than just the 

logistics of the position.  Furthermore, they envisioned an entirely new approach to all 

staff training. 

Several issues led FOF to consider pursuing this new approach to its training 

program.   Together, unfavorable turnover rates, trends in exit interviews and information 
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extracted from its first internal survey produced a desire for a change in training strategy.  

FOF took this matter seriously since it strives to be a transformational enterprise with 

minimal distraction to pursuing its mission.  Most importantly, however, FOF planned to 

take full advantage of the fact that it, as a whole, has an established worldview (see page 

7 in the Literature Review for a definition of this term). 

Statement of the need 

 FOF identified a need to establish a solid sense of purpose and community within 

the organization.  They believe this will result in improved employee job satisfaction, 

performance and lower turnover rates.  The Human Resources department made a 

commitment to fulfilling this need and planned to accomplish it by taking the staff 

training program through a transformation in strategy while emphasizing increased 

leadership knowledge and skills.   

Purpose of the study 

The purpose of this study is to examine the steps taken by the SD branch of FOF 

as they transformed the strategy of their staff training program.  The new program’s 

effectiveness will be evaluated by looking at several characteristics of the organization 

before and after changes and additions are made. 

Questions to be answered 

1. What is the new strategy of training at FOF?   

2. How is this strategy being put into place? 

3. What changes have been observed in the organization as a result of the new 

training program? 
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Significance of the study 

 This study will demonstrate the uniqueness of the organization’s strategy for 

successful leadership and show how the success of the strategy contributes to the goals 

and objectives of the organization.  

Assumptions 

Throughout this study, emphasis must be placed on FOF’s mission, principles and 

financial integrity.  FOF belongs to the Evangelical Council for Financial Accountability 

(EFCA) and therefore adheres to its standards.  It is of great concern to FOF that no 

money is wasted and that personnel are not pulled away too often from their primary 

duties. 

Outline of research 

This study will look at FOF’s philosophy behind their new training program and 

their strategy for change.  The study will then show how the new strategy was and is 

applied to the organization’s training process.  Results seen thus far by the organization 

will be presented and analyzed for success of the process.  The questions listed above will 

be answered and conclusions will be deduced from the findings as to the effectiveness of 

the transformation.  
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CHAPTER 2 

LITERATURE REVIEW 
Organization of this chapter 
 This review will begin with a look at the basis for FOF’s financial accountability 
since it affects all decisions made by the organization. 
 The next topic reviewed is the definition of worldview by current sources.  This is 
an important concept to understand since FOF has an established organizational 
worldview (Christianity).  This is a unique characteristic of FOF. 
 The study proceeds into a Christian perspective on leadership as well as a secular 
definition of leadership in current terms.  Next, the review addresses leadership training, 
mentoring, and then illustrates the techniques of some of those who are considered 
benchmarks in leadership today. 
Purpose of this review 
 This review will establish the framework under which FOF operates, financially 
and in a common belief system.  Then it will describe current views on successful 
leadership techniques from both Christian and secular viewpoints for the purpose of 
comparison and contrast. 
Financial accountability 
 Since FOF is a nonprofit Christian organization, the research began with a visit to 
the website of the Evangelical Council for Financial Accountability (EFCA).  FOF is a 
member of this organization and, since the process of bringing about change in any 
workplace will involve an investment of time and money, it was necessary to become 
familiar with the appropriate guidelines.  EFCA’s purpose is to help its members “earn 
the public’s trust through their ethical practices and financial accountability.”  EFCA 
requires of its members full financial disclosure and adherence to seven standards of 
responsible stewardship.  This information explains why FOF has such a strong sense of 
stewardship and is careful to spend money on staff development only if it is convinced 
ahead of time that there will be a significant return on investment. 
Worldview 
 FOF has an established worldview by which definition it hires all of its 
employees.  The worldview of FOF is Christianity, therefore all of its employees are 
professed Christians.  A review of the definition of worldview is necessary in 
understanding its implications. 

According to Sire in his book The Universe Next Door: A Basic Worldview 
Catalog (1997), “a worldview is a set of presuppositions (assumptions which may be true, 
partially true, or entirely false) which we hold (consciously or subconsciously, 
consistently or inconsistently) about the basic makeup of our world.” 

Noebel (1991) in his book examining several established worldviews defines the 
term as “any ideology, philosophy, theology, movement, or religion that provides an 
overarching approach to understanding God, the world, and man’s relations to God and 
the world.”  He goes on to quote Norman Giesler and William Watkins who stated, “a 
worldview is a way of interpreting all of reality.  It is an interpretive framework through 
which or by which one makes sense of the data of life and the world.” 
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This idea of worldview will be interjected throughout the remainder of this 
chapter to point out instances whereto it is being referred or inferred, consciously or 
subconsciously. 
Christian perspective on leadership 
 The next type of literature reviewed was a Christian perspective on leadership, or 

how a Christian worldview perceives effective leadership.  The article “True Leadership” 

(1996) describes leadership with reference to the Bible passage Matthew 20:27, where 

Jesus says, “Whosoever will be chief among you, let him be your servant.”   The 

emphasis of the article is that, by Jesus’ example, a true leader puts himself in a position 

of servanthood toward his subordinates, which is “a universal, unselfish love for one’s 

fellow beings.”  Leadership demands “outwardly moral actions, but an inner purity of 

thought and motive.” Additionally, “true leadership comes from serving God,” through 

“(Whose) power alone, men and women find the courage to be humble and the humility 

to be courageous.” 

Wolford (1994) lists his views of Jesus’ leadership qualities.  He points out that 

through Jesus’ “steadfast dedication, he achieved extraordinary results…(and) never 

forgot who his boss was.”  Wolford adds that Jesus “worked with a staff that, in spite of 

illiteracy, questionable backgrounds, fractious feelings, and momentary cowardice, went 

on to accomplish the tasks he trained them to do.”  Hamm (1997) also describes Jesus in 

this capacity as a mentor, the first two of Jesus’ pupils being the apostles Peter and Paul.  

Hamm contrasts between “leadership in a genuine religious community and leadership in 

a cult.”  The latter is power achieved by the leader’s ability to “charm and control 

others,” while the former is power from “readiness to be charmed and controlled by God, 

who (gives) unfettered freedom.”  In an attempt to explain this concept more clearly, one 
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who wholeheartedly submits himself to God’s direction according to the Bible is given 

freedom without restraint to lead others down the same path. 

 Throop (1997) reviewed a book titled The Leadership Lessons Of Jesus: 

Timeless Insights for Today’s Leader, by Bob Briner and Ray Pritchard, in which Jesus is 

placed in a role of leadership mentor.  Throop acknowledges that “there is indeed 

something important and eternal in Jesus’ leadership method.  His followers changed the 

culture and conscience of the ancient world, and we still follow his teachings today.”  

(Jesus established a new worldview.)  Throop warns, however, that one should not 

“impose our own agenda on the biblical text instead of being challenged by it.”   

Lackey (1998) draws from the same source in her article which describes some of 

the leadership principles of Jesus.  She goes on to describe that Briner & Pritchard 

believe these principles (worldview) need to be taught and mentored.  (However, a 

worldview isn’t established until the individual accepts it.)  In contrast, “Being Better 

Followers” (1995) states that a person becomes a better leader and follower when he 

“make(s) a wholehearted effort to grow in faithfulness (to God).”  The point is that, 

instead of formal training, being a better follower of Jesus automatically makes you a 

better leader and follower of men.  In other words, if a person accepts the Christian 

worldview (i.e., accepts Jesus as their Lord and Savior) and then learns (through prayer 

and Bible study) and is mentored by other Christians, then he will become a better leader. 

Leadership defined (secular) 

With these ideas in mind, I went on to find out how good leadership is being 

defined in the secular business world today.  I found that this definition, as complicated 

as it may seem, parallels the Christian prospective.  After all, as diversified as this 
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country has become, it was founded under a Christian theistic worldview.  Regardless of 

the attempts by this country in the last decade to accommodate all worldviews within its 

physical boundaries, the Christian worldview remains the predominant influence on 

decision-making. 

As discussed in Kouzes and Posner’s book (1995) and in Abernathy’s article 

(1998), it is general knowledge that, in the last decade, people have surpassed technology 

as an enterprise’s most important resource.  In order to maximize results, people must and 

have become more interdependent, which means relationships must be positively 

developed.  CEO Bob Haas, in Abernathy’s article states, “Leaders create an environment 

that is intimate and defines how an individual feels about the larger organization.”  So, 

leadership is about making sure everyone is united toward a goal or vision – a sense of 

community.  Some leadership qualities emphasized in this article are integrity, trust, 

respect, self-discipline, keeping promises, observing, vulnerability, humility, direction, 

risk-taking, mentoring, and leaving a legacy.  The list appears to be a moral code.  One 

might surmise that this is an attempt at establishing a common worldview 

Peters (1995) contrasts between successful leadership and management, 

demonstrating that the latter is ever-changing in technique, but that the former is 

constant.  He believes that “leaders are more or less born, not made,” that effective 

leadership is “in the genes.”  He uses words to describe leaders such as passion and 

integrity.  Peters goes on to describe “five constants that mark success sustainers.”  These 

include decentralization, empowerment, passion for the product, great systems (methods 

of organization), and paranoia (disruption of status quo).  Since Peters believes you either 

have it or you don’t (according to the organizations worldview?), he suggests that 
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leadership should be emphasized in the hiring process.  This would suggest that the hiring 

organization must determine whether or not the candidate for a leadership position 

possesses a common worldview 

A psychologist and author, Daniel Goleman (1998) suggests, however, that 

effective leadership “is more art than science,” and “different situations call for different 

types of leadership.”  He emphasizes that although IQ and technical skills are crucial 

leadership ingredients, one is not truly a superb leader without a high degree of emotional 

intelligence (EI).  Goleman lists six components of EI:  self-awareness, self-regulation, 

motivation, empathy, and social skill.  He describes a study he completed through 

analysis of competency models from 188 companies.  This study linked EI to excellent 

employee performance at all levels of an organization.  It also revealed that “the higher 

the rank of a person considered to be a star performer, the more emotional intelligence 

capabilities showed up as the reason for his or her effectiveness.” 

Goleman goes on to suggest that individual EI can be developed with the right 

approach.  He cautions that EI training must be aimed at the brain’s limbic system, which 

“learns best through motivation, extended practice, and feedback.”  He also stresses the 

importance of an individualized approach in which the individual must sincerely desire 

change and make a concerted effort.  Goleman believes that a company is making a wise 

investment if it provides EI training to its employees. 

Van Eupen and Rajan (1997) describe specific ways in which an organization can 
address leadership in the workplace.  These include recruiting for “people skills,” 
embedding leadership in the corporate culture, providing leadership development 
tools to employees (such as practical advice, training, coaching, networking 
opportunities, and self-assessment tools), providing experiences that expand 
employees’ horizons, and encouraging risk-taking.  This article emphasizes that 
effective leadership is achieved most effectively through mentoring, distance 
(venturing out of comfort zones), and experience; as opposed to taught learning.  
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It cautions, “It is one thing knowing what it means to be a leader, but actually 
trying to become one is a different thing altogether.” 

Leadership training 

So, what do companies really think of leadership training and how are they going 

about it?  The American Society for Training and Development (1995) researched that 

particular question and discovered that 6 out of 10 companies consider leadership 

development a high priority.  More than ¾ of the companies say they offer such training 

and it most often targets middle managers.  Specific issues addressed, in order of highest 

percentage offered, include total quality, managing change, building a high-performance 

workplace, strategic planning, reengineering, and so on.  This list is interesting since the 

topic is supposed to be related to leadership development.  Contrarily, these issues appear 

to address management and corporate wellness. 

Conger (1993) addresses this same point when he states, “It is a way (many 

companies) say they are concerned about developing leaders when, in reality, they feel 

more secure with managers.”  His article discusses “personal growth” training and 

whether or not it is an effective tool for developing leadership within an organization.  In 

the end, he believes it can benefit the well being of an individual, but it doesn’t 

necessarily make him or her better at leading others.  (In other words, one may be able to 

reinforce their own worldview, however this does not guarantee success among a group 

consisting of mixed worldviews.)  The most significant statement Conger makes is in the 

last paragraph of his article where he says that companies are looking for quick-fixes to 

leadership development instead of focusing on making themselves “fertile ground for 

nurturing risk-oriented leaders.”  This statement parallels the idea that an established 

worldview will allow leaders to be successful. 
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Sherman (1995) echoes this argument when he quotes Peter Senge who states, 

“You don’t teach people a different way of being, you create conditions so they can 

discover where their natural leadership comes from.”  Sherman develops the notion 

further, saying, “Creating the right environment is a symphonic process, involving such 

disciplines as selection, appraisal, job assignment, and mentoring.”  These ideas are very 

similar to those of Van Eupen and Rajan as described above.  Although Sherman 

encourages investing in formal employee training and education, he emphasizes that 

“peak learning experiences occur on the job” through “a carefully thought out series of 

varied and challenging work assignments characterized by lots of responsibility and real 

risk of failure.”  Sherman goes on to promote the idea of mentoring as a mode of 

leadership training.  He believes that mentoring promotes confidence, growth, positive 

energy, and free marketing of ideas. 

The last two paragraphs/ideas emphasize the creation of organizational 

environment, conditions, and strategic process as key to success for leaders.  These keys 

are defined by the established worldview. 

Bassi, Cheney, and Lewis (1998) build further on the idea that organizations 

“need not so much teach leadership as provide an environment in which it can flourish.”  

They believe that an organization must define leadership as it applies to their uniqueness 

and then lay out a plan to implement this definition, noting that this is a proactive vs. a 

reactive process.  Additionally, the process must be “interwoven with an organization’s 

strategic process.  This gives future leaders the ability to renew their organizations’ 

vision, mission, and strategic direction as a part of the leadership development process.” 

In Nanus’ book (1992) he states, “Vision is your key to leadership, and leadership 
is the key to organizational success.”  He contrasts leaders and managers and illustrates 
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four roles (direction setter, change agent, coach/mentor, and spokesperson) that he 
believes “define the job of the visionary leader.”  Nanus also addresses how the leader 
“makes (the vision) happen” through the four roles of the visionary leader that he 
describes in the first chapter of the book.  Nanus goes on to emphasize that a vision must 
be monitored along with change so that the leadership will know if and when the vision 
needs to be revised. 
Mentoring 

By this point in the review of literature, it was noticed that the idea of mentoring 
kept popping up wherever leadership was being discussed, so the research followed this 
direction next.  To get the negative out of the way, the first article reviewed is called, 
“How not to become CEO” (1995).  The premise of this article is that being in a 
mentoring relationship takes so much of one’s time that it distracts from “introspection 
and analysis.”  This article found that mentoring “had no relationship to a manager’s 
abilities or job satisfaction.  Nor did it enhance supervisory judgements or promotability” 
and it resulted in “lower vision and planning skills.”  One might argue that the study, by 
Dr. Janice Joplin, does not appear to be scientific nor does it appear to be based on a 
well-planned mentoring system. 
 Andring (1997) presents mentoring as “involv(ing) two or more individuals who 

work together to develop the skills and abilities of one or more persons…in order to 

provide the participating employees the opportunity to experience the totality of the 

organization.”  He describes how both mentors and learners must be prepared and 

evaluated for their abilities to participate in such a relationship before it begins.  Next, the 

parameters of the relationship must be clearly defined and specific projects must be 

planned.  Finally, the process must be evaluated according to criteria set in advance.  

Andring notes that mentoring can be done on an individual basis, but he believes that a 

formal organizational program can provide future leaders with a needed “organization-

wide prospective” (worldview?) “to be effective and to develop a vision capable of 

addressing the variety of challenges which will face corrections in the future.” 

 Next, it was interesting to take a look at the thoughts of a couple renowned 

mentors on the topic of leadership.  Galagan (1998) describes Peter Drucker, who has 

authored 30 books concerning management and leadership and is considered a mentor to 

many famous business leaders.  Drucker is quick to express his dislike for the word 
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“empowerment.”  He prefers to talk about “pushing responsibility as far down as one 

possibly can.  That leads to authority.”  He believes leadership must be grounded in 

responsibility, constitution, and authority; otherwise, “it will lead to tyranny.”  Drucker 

also believes that management and leadership have everything to do with one another; 

they are not separate issues, just different.  Finally, he states, “The test of any leader is 

not what he or she accomplishes.  It is what happens when they leave the scene.  It is the 

succession that is the test.” 

 Many also consider Roger Enricho of PepsiCo a leadership mentor.  Tichy and 

DeRose (1995) discuss Pepsi’s program called Executive Leadership:  Building the 

Business.  Enricho leads the 5-day seminar that is constructed around his five leadership 

tenets.  They are: 1) think in different terms (big ideas for the future), 2) develop a point 

of view (a vision statement and communication plan), 3) take it on the road (win over 

people on your ideas), 4) put it all together (communicate your goals and strategic 

imperatives), and 5) make it happen (communicate).  Enricho believes the time demand 

of mentoring is well worthwhile and that organizations will “limit their growth unless 

they personally invest in developing the next generation of leaders.” 

Benchmarks 

 The Magic Kingdom is considered a benchmark of leadership to many 

organizations today.  Taylor and Wheatley-Lovoy (1998) describe some of the factors 

that have made this leadership style so effective.  They talk about the cultivation of great 

leaders where employees are encouraged and rewarded for involvement and for using the 

authority given to them.  There is an orientation program that “begins building pride and 

an emotional connection to the company.”  The Magic Kingdom also emphasizes 
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leadership involvement, customer satisfaction, and problem solving.  Judson Green, who 

is responsible for the Magic Kingdom’s shift in leadership approach six years ago, states, 

“True leaders create an environment that inspires and motivates everyone with whom 

they come in contact…whether they be employees, peers, or even their bosses.” 

 Both PepsiCo and the Magic Kingdom are examples where formal leadership 

training (along with other methods) appears to have been successful.  Sogunro (1997) 

actually performed scientific research to determine the impact of training on leadership 

development.  His study was based on a 19-year-old leadership training program from 

which he concluded, “Training can improve a participant’s leadership competency on the 

job.”  Success was found in four areas:  an “increase in leadership abilities as a result of 

the training; changes in participants’ leadership behavior on the job; participants’ 

perceptions of interest, applicability and usefulness of the program; …and participants’ 

leadership performance outside the workplace.”  Sogunro also points out that 

organizations today need to develop the leadership potential in every employee, retrain 

leaders in various leadership skills, and organize more dynamic training of this kind. 

 If leadership is to be trained, an organization must first evaluate what kind it 

desires and where it currently is in relation to that goal.  Sherman (1995) answers the first 

part of that question by stating, “The people we are putting in key leadership slots are 

those we deem to be terrific role models.”  This implies that those at the top form and 

model the organization’s desired leadership qualities (and worldview).  The latter 

challenge, Sherman believes, is best tackled through 360-degree evaluations.  This is 

accomplished using a “detailed questionnaire pegged to the behaviors the corporate 

culture values most.  Each supervisor is evaluated by his/her boss, peers, and 
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subordinates.  Sherman believes that the greatest benefit from this evaluation process is 

that each supervisor learns about his/her strengths and weaknesses and then he/she can 

take responsibility for any needed development.  There are many courses this path can 

take.  The most important thing an organization needs to focus on during these types of 

evaluations, Sherman believes, is that the desired qualities are being reflected in the top 

positions and hence the corporate culture. 

 Finally, leadership evaluation, or any kind of evaluation, must be looked at as a 

building and growth process, as pointed out by Marshall (1997).  He reminds us of W. 

Edwards Deming’s writing, “Drive out fear.  Create trust.”   Evaluation should emphasize 

performance improvement and should be continuous, “so that quality is built into the 

process,”  (Marshall).  Besides accomplishing the goals, Marshall believes this attitude 

fosters the pulling of people together (a sense of community) and ensures ownership of 

the process (or worldview).  

Summary 

 It is evident throughout the literature reviewed above that an established corporate 

culture, whether or not it is realized to be a common worldview, is desired and is believed 

to be necessary for success.  Relationships and environment are two key factors that 

companies are concentrating their efforts toward in pursuit of success.  They are looking 

to their leadership to possess and to infect the entire organization with their desired 

qualities in these areas.  The process begins in hiring and continues on into training and 

mentoring. 
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CHAPTER 3 

METHODOLOGY 

Description of research approach 

 This research will begin with a preliminary study of the organization’s structure, 

culture, and desire to develop a training strategy that would be consistent with its values 

and goals.  Emphasis was placed on FOF’s intent to install leadership (in addition to 

logistical management) training.  A study of literature, as presented in the previous 

chapter,  was also one of the first stages of research. 

Steps taken and changes made by the organization were studied next, as well as 

applicable documents.  Information was collected through observation of the organization 

during visits and researcher participation in several training sessions. 

Definition of terms 

1. Turnover rate – the percentage of personnel that needed to be replaced. 

2. Level one evaluation  - According to Kirkpatrick’s four levels of criteria 

(Smither et al, 1996), this reaction level “…refers to participants feelings or 

attitudes toward the training intervention…”  It is a measure of customer 

satisfaction.  A positive reaction does not insure learning, however a negative 

reaction almost certainly reduces the possibility of learning occurring. 

3. Level two evaluation - According to Kirkpatrick’s four levels of criteria 

(Smither et al., 1996), this level “…of learning [italics added] involves 

determining how much of the training material participants have absorbed.”    It 

is a measure of understanding that should result in increased skills, improved 

knowledge, and/or changed attitudes of the participants.   
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Selection of subjects 

 This study includes the entire organization of Focus on the Family with an 

emphasis on the SD branch.  Since this study includes four years of statistical data, 

anyone employed by FOF since January of 1997 is represented therein. 

Instrumentation, data collection and data recording 

 The primary means of data collection for this study was through observation by 

the researcher.  She attended three training courses and met with HR and SD staff 

members.  Her observations and the information she collected are summarized and 

discussed in Chapter 4. 

An additional source of data collected as an indicator of training success is results 

extracted from two internal surveys produced by FOF.  All individuals employed at 

FOTF (both part- and full-time but not volunteers) at the time each was administered 

were required to respond to the survey.   The first survey was taken in November of 

1997, and the second in November of 1999.  

Another source of data collected are the results collected and recorded by FOF 

from Level One evaluations of the Philosophy Orientation training course. 

A final source of data came from turnover rates produced by FOF from January of 

1997 through the conclusion of this study, August of 2001. 

Data analysis 

 Turnover rates were plotted on a line graph and analyzed for trends over the 

course of the transformation of the training department.   
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 Although the two surveys were not identical in their entirety, the researcher was 

able to compare the responses to six similar questions.  The results were plotted on a bar 

graph and analyzed for trends. 

 The Level One evaluations done on Philosophy Orientation were analyzed for 

trends and compared with the goals of the training. 

 The researcher summarized her comparison of information gathered through 

observation and staff discussions with the results of the three instruments listed above.   

Assumptions and limitations 

1. The process analyzed in this study takes place over a period of approximately 

four years.  There has obviously been a turnover of personnel at the 

organization; therefore each conclusion is based on the employee population 

at that particular time.  It must be assumed that all conclusions represent the 

organization’s staff as a whole. 

2. Since FOF has an established worldview, others who do not share this 

worldview sometimes show contempt toward them.  In the interest of 

protecting their mission, the organization is cautious about the type of 

information it provides to non-employees or those not in the need to know.  

This fact limited the amount of information the researcher was able to obtain. 

3. The researcher shares the same worldview with Focus on the Family and may 

present a bias accordingly. 

4. The organization performed level one evaluations on its revised and new 

training courses for about the first year each was in place.  After that, the 

results were informally discussed, most of them were destroyed and the 
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evaluations were discontinued.  The only records kept were a limited amount 

of Level One evaluations of Philosophy Orientation. 

5. A significant amount of information for this study was obtained through 

discussions with SD staff since their documentation of steps in the process 

was insufficient.  This information is subject to the bias and memory of the 

researcher.  

6. The staff members with which the researcher spoke in gathering information 

on the process of change were the primary “minds” behind the changes.  They 

may have unconsciously presented a bias toward their ideas.  

7. FOF staff provided the researcher with the results of only six questions from 

the surveys.  The reason for this is because FOF made a commitment to their 

employees that the results of the surveys would be kept confidential.  

Therefore, a staff member chose questions that he felt would apply to this 

study and not threaten the promise of confidentiality.  Consequently, this 

study includes only a limited amount of information gathered by FOF from 

the two surveys. 

8. It should be noted that this study began after the process of change had 

already commenced and was concluded before the process was complete. 

Summary 

 This chapter has described the methodology of the research.  The next chapter 

will present a discussion of the statistical findings, present an analysis and comparison of 

the results, establish a relationship between these results and the statement of the need, 
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and present an application of everything learned to the “Questions to be answered” from 

Chapter 1.  
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CHAPTER 4 

FINDINGS OF ANALYSIS OF RESULTS 

Introduction 

 This chapter will present a discussion on the findings from the data collected on the changes FOF 

has made to its training program and on the results these changes have had on the organization.  This 

chapter will present answers to the three questions stated in Chapter 1 and summarize the relationship 

between the findings and the statement of the need. 

Discussion of findings 

 Through conversations with the vice president of HR, the researcher learned FOF’s intent in 

establishing the SD branch in late 1998.  Previously, there existed a department called, “Employee 

Relations.”  The office was stigmatized with a negative connotation since its responsibilities were remedial:  

employee discipline, helping with relational problems, and so forth.  The SD branch, however, was created 

to be proactive so that the organization can avoid or reduce to a minimum those types of problems.  This is 

done by preparing and enabling the staff so they are set up for success.  SD’s plan to accomplish this is by 

providing awareness to everyone employed at FOF that they have a common worldview and that they are 

part of a community united toward one purpose.  The desired results are that each employee will 

understand how their work contributes to the overall mission of FOF and they will have a passion about 

what they are doing.  This is the philosophy behind the transformation of the training program at FOF. 

 HR and SD formed a plan of action for transforming its training program.  Four complementary 

goals were established.  They are to (1) equip supervisors to hire candidates that share FOF’s worldview; 

(2) regularly reemphasize FOF’s worldview to all employees, (3) teach leadership skills to all supervisors, 

and (4) invoke a contagious compassion in upper management and leadership toward the importance of 

FOF’s mission in light of society’s conflicting worldviews.  A training course was designed to accomplish 

each of these goals. 

 It should be noted that three of these four goals and their corresponding training courses are 

designed for the supervisors and upper management within the organization.  FOF recognizes that 

organization-wide improvements must begin with the leadership staff so they can effectively serve their 

subordinates.  This is exactly the idea of Christian leadership referred to in Chapter 2 where a passage in 
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the Bible, Matthew 20:27, is quoted:  “Whosoever will be chief among you, let him be your servant.”  It is 

also in line with Bob Haas’ statement (Kouzes & Posner, 1995) that, “Leaders create an environment that is 

intimate and defines how an individual feels about the larger organization.”  

The first goal listed above is accomplished through a training course that commenced in mid 1999, 

called Hiring the Right People the Right Way.  It is offered quarterly as part of a series of training called 

Management Orientation.  Other parts of the series address legalities and policies associated with 

management of personnel.  All managerial staff is expected to complete the entire series. 

Hiring the Right People the Right Way provides supervisors with the knowledge and skills 

necessary to interview candidates for a position and to choose the one who is best qualified.  FOF screens 

applicants for their worldview so that everyone who accepts a position with FOF professes to hold the same 

worldview as that of the organization.  The only direct means for measuring the success of this training 

course were Level One evaluations that were not kept for record. 

 The SD branch revised a course intended for all employees called Philosophy Orientation to 

accomplish the second goal in the training plan.  The new version of this course is intended to reemphasize 

and renew the worldview in the minds and hearts of attendees so as to improve their knowledge, attitudes, 

and skills necessary to be successful at their work.  

The new Philosophy Orientation was installed in January 1999, and is offered every 2-3 months.  

All staff members (supervisors and management included) are required to attend within a few months of 

being hired.  Employees are also encouraged to repeat the course every few years or less in order to renew 

their learning experience.  Different members of the staff (mostly executive staff) teach different segments 

of the course.  Topics covered include building a sense of community, history of FOF, the mission, the five 

guiding principles, the Campaign for Righteousness, work as worship, core values, business practices, 

response standards, and developing a sense of calling vs. career.  The worldview at FOF is a theme 

throughout the full day of dynamic speakers. 

Philosophy Orientation has earned an outstanding reputation within the organization for being 

entertaining, emotionally moving, and personally challenging.  Those who have attended highly 

recommend it to other staff members.  Level One evaluations of this course are represented in Figure 1.  

Questions one, two and three of the evaluations and responses to them indicate that attendees feel they have 
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improved knowledge of the FOF mission, improved attitude toward their work, and improved ability to be 

successful at their work, respectively. 

The third goal of the transformation process is achieved through a course called Basic Supervisory 

Skills.  Like the hiring course discussed above, it is one in the Management Orientation series and it was 

first offered in mid 1999.     

At the beginning of the Basic Supervisory Skills course, a model of the desired characteristics of a 

leader at FOF is presented.  The instructor then goes on to explain how a supervisor can become this type 

of leader through the practice of several skills.  Unknowingly, this course mirrors the recommendation of 

Bassi, Cheney, and Lewis (1998) to define leadership as it applies to the uniqueness to the organization and 

then lay out a plan to implement this definition.   The model of desired leadership taught is, of course, 

founded in FOF’s Christian worldview.  Supervisors are challenged to assess, articulate, allocate, and hold 

themselves accountable for their personal credibility and professional capabilities. 

As with the hiring course described above, the only direct means for evaluating the success of the 

Basic Supervisory Skills course were through Level One evaluations that were not kept for record.  It is the 

opinion of the researcher that this course presents valuable leadership training to managers that should be 

revisited periodically. 

The final step in the process of transforming the training program at FOF is the implementation of 

a course called Christian Worldview.  The intent of this course, as described above, is to invoke a 

contagious compassion in upper management and leadership toward the importance of FOF’s mission in 

light of society’s conflicting worldviews.  One of FOF’s three executive vice presidents teaches the 

differences between the Christian worldview and the popular Naturalistic worldview of sociology.  The 

point is to understand the strategy FOF must take to achieve its purpose.  

The Christian Worldview training course is newly developed at this point and has only been twice 

piloted earlier this year.  It consists of six two-hour sessions over the course of a five-day workweek.  It 

likely will be offered infrequently since it is so time-consuming and must fit into the schedule of the 

executive vice president who teaches it.  The only form of evaluation of its success obtained so far is a 

great deal of positive verbal feedback from those who have attended. 
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FOF has made an effort to measure the success of its transformed training program.  Back when 

the idea was new, an internal survey was administered as discussed in Chapter 3.  The survey was 

administered again two years into the change process.  FOF intends to continue administering it on a 

regular basis. 

The results of six questions are displayed in Figure 2.  They measure employees’ understanding of 

the principles behind the mission at FOF, their contribution to the mission, and successes that have been 

achieved.  These questions are in alignment with the philosophy behind the transformation process and 

indicate success of the new training program.  Although results from the first survey were very positive, the 

results of the second were yet improved. 

One more indicator of success of the new training program exists.  It is the trend in turnover rates 

at FOF over the course of the program‘s transformation.  As illustrated in Figure 3, rates begin to 

consistently drop beginning in March 1999, just two months after the inception of Philosophy Orientation.  

Another significant drop is observed in June 1999, shortly after the inception of the two Management 

Orientation courses described above.  Although there are innumerable factors that can influence turnover 

rates, these correlations are too strong not to give at least some of the credit to the new training program. 

Figure 3 also illustrates a year of steadily rising turnover rates from August 1999, to July 2000.  

Although the cause of this trend is unknown, one could speculate that it is economically related.  FOF is 

located in Colorado Springs, Colorado, which ranked as the 18th fastest growing city in the United States at 

the time of this study (“Colorado Springs Overview,” 2001).  Concurrently, the unemployment rate is 

below 3%, and salaries are competitive.  Since FOF is a non-profit organization with self-imposed strict 

limitations on its resources, it cannot compete with the high salaries currently offered in the private sector.  

What is significant and important to realize is that FOF overcame the yearlong upward trend and rates have 

fallen back down to the low experienced after the induction of the training courses as described in the 

previous paragraph. 

Everything above considered, it is now possible to summarize the findings of this study by 

answering the questions posed in Chapter 1, as follows. 
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Question one answered 

 What is the new strategy of training at FOF?  The strategy is to offer training that is proactive in 

employee awareness of the group’s common worldview, how each individual and part of the organization 

contributes to its mission, and how they are each a part of its success.   A concentrated effort is directed 

toward the leadership staff so as to produce a downward infection of servitude and passion toward work. 

Question two answered 

 How is this strategy put into place?  FOF transformed its training program by forming a plan of 

action consisting of four goals and installing four courses to satisfy these goals as described above. 

Question three answered 

 What changes have been observed in the organization as a result of the new training program?  

Several changes have been observed in the organization that can be assumed to be a result of the new 

training program.  First, employees are appreciative of the courses being offered by the SD branch.  Some 

divisions have even been asking SD for training/assistance to meet specific needs.  Second, training 

evaluations indicate that employees feel they have improved knowledge, skills and attitudes.  Third, 

surveys show that employees have a better understanding of the principles behind the mission, their 

contribution to it, and its successes.  Finally, turnover rates declined, overcame an economy-induced rise 

and declined back to the rates achieved by the installation of the new training program. 

Summary 

 FOF devised a new philosophy for its training program.  It then came up with an action plan 

consisting of four goals and developed a training course to fulfill each of these goals.  All four courses have 

been installed, and measures have been taken and will continue to be taken to determine the success of 

each.  

 

 



6 

CHAPTER 5 

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 

Summary 

FOF has taken its training program through a transformation in strategy over the last 2½ years.   

The organization identified a need for an improved staff training program in 1998, and developed a plan to 

fulfill this need.  An appropriate philosophy was defined, a specific process was planned, and the process 

was put into motion.  Additionally, indicators of success were monitored during the transformation. 

Conclusions 

The process is still underway, yet the results are already apparent.  They indicate the 

organization’s success in establishing a solid sense of purpose and community within.   

Recommendations 

 The HR and SD staffs at FOF have numerous outstanding ideas for future additions to their 

training program.  The researcher recommends that these be expressed and recorded during regular staff 

meetings.  Ideas for follow through can then be discussed, goals can be developed, and staff assigned to 

accomplish them.  Goals can be revisited and updated or changed periodically or as needed. 

 This and other processes should be documented and kept for future use.  Memos for record should 

be kept on successes as well as needs.  Examples would be written summaries of the annual surveys and 

level one training evaluations, especially if they are discontinued. 

 Another recommendation is for the Hiring People the Right Way course.  This would be an 

excellent opportunity to incorporate worldview into the hiring process.  The concept, its importance, and its 

application to hiring new personnel would be taught to supervisors.  

 Finally, as mentioned in Chapter 4, the Basic Supervisory Skills course contains valuable 

information and tools to supervisors who attend.  The researcher recommends that the course be offered 

more frequently and that attendance by all supervisors be a periodic requirement. 
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APPENDIX: 

THE GUIDING PRINCIPLES OF FOCUS ON THE FAMILY 

The Preeminence of Evangelism 

 We believe that the ultimate purpose in living is to know and glorify God and to 

attain eternal life through Jesus Christ our Lord, beginning within our own families and 

then reaching out to a suffering humanity that does not know of His love and sacrifice. 

The Permanence of Marriage 

 We believe that the institution of marriage was intended by God to be a 

permanent, lifelong relationship between a man and a woman, regardless of trials, 

sickness, financial reverses or emotional stresses that may ensue. 

The Value of Children 

 We believe that children are a heritage from God and a blessing from His hand.  

We are therefore accountable to Him for raising, shaping and preparing them for a life of 

service to His Kingdom and to humanity. 

The Sanctity of Human Life 

 We believe that human life is of inestimable worth and significance in all its 

dimensions, including the unborn, the aged, the widowed, the mentally handicapped, the 

unattractive, the physically challenged, and every other condition in which humanness is 

expressed from conception to the grave. 

The Relationship of Church, Family and Government 

 We believe that God has ordained three basic institutions – the church, the family 

and the government – for the benefit of all humankind.  The family exists to propagate 

the race and to provide a safe and secure haven in which to nurture, teach and love the 
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younger generation.   The church exists to minister to individuals and families by sharing 

the love of God and the message of repentance and salvation through the blood of Jesus 

Christ.  The government exists to maintain cultural equilibrium and to provide a 

framework for social order. 
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PHILOSOPHY ORIENTATION EVALUATION RESULTS 

Figure 1.  Philosophy Orientation evaluation results for courses taught in 1999. 
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Question 1:  As a result of today's session, I have a better 
understanding of the FOF mission, the 5 Guiding Principles, 

the Core Values, and the Campaign for Righteousness.
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Question 2:  The information clarified or validated my sense of 
calling to FOF and gave me a greater sense of appreciation for 

the FOF community.
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Question 3:  The material presented today will be helpful in my 
work.
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SURVEY RESULTS 

Figure 2.  Responses to six questions from two surveys administered at Focus on the Family in 1997 and 

1999. 
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Question 1:  I could provide a clear explanation of the five 
guiding philosophies of FOF.
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Question 2:  I understand the biblical principles that 
determine FOF public policy.
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Question 3:  If asked, I could provide a clear explanation 
of my department's mission.
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Question 4:  I understand how my department helps 
contribute to the overall mission of FOF.
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Question 5:  I could describe how families have been 
impacted by FOF.
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Question 6:  I could describe how people have come to 
Christ through FOF.
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TURNOVER RATES 

Figure 3.  Trends in turnover rates at Focus on the Family during transformation of their training program.  
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Trend in Turnover Rates at FOF
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