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ABSTRACT

The purpose of this study was to explore how ltargs pastors have orchestrated
conflict in order to lead significant change. Sfirsint or adaptivechanges, according to
the literature related to leadership, are changaspertain to established behaviors, long
held beliefs, and habitual practices. The litemtffirms these changes require the
orchestration of conflict.

Many pastors report a strong tendency to avoidliwbnThey prefer to comfort
their congregations because they want to avoid paith and the dangers inherent in
orchestrating conflict.Pastors also report a gap between their expeatatimining, and
experience, especially concerning pastoral leagerblevertheless, they recognize that
both congregational systems and individuals neethémge in order to grow spiritually,
engage in the mission of shalom, and move fromlanky to engaging people outside
the congregation.

The study is significant in many ways. It may semgea helpful resource to
pastors who desire to lead significant change aly provide a catalyst to seminaries to
consider implementing course work that will bridge gap between training and
experience regarding leading change. This studyatsnyprovide necessary information
concerning how to move a congregation toward thekwbshalom.

Three research questions guided this study: 1)tWifams a long-term pastor’s
understanding of leading change within the locairch? 2) In what ways and to what
extent have long-term pastors experienced coratia result of leading change? 3) In

what ways and to what extent have long-term past@tsestrated conflict in order to

! Ronald A. Heifetz and Martin Linskj,eadership on the Line: Staying Alive through tleners of
Leading(Boston: Harvard Business School Press, 2002), 30.
% |bid., 14-15.



lead significant change? The study utilized a qa@ie design using semi-structured
interviews with eight pastors who have served astléen years in fulltime ministry. The
pastors represent three Presbyterian denominatiodsserve churches that have been
established for over ten years. The unit of analy&s the critical incident method, and
the resultant data was analyzed using the constemparative method.

The findings of this study confirmed that a gapsexbetween pastors’
expectations, training, and practice of pastordéeship. All of the pastors experienced
conflict. All reported leading what they definedsagnificant change, but only three said
they did so by strategically orchestrating confl&ll of the significant changes the
pastors reported leading, with one exception, wesard focused.

The study provided three primary conclusions. Fpastors are generally
unwilling to strategically orchestrate conflictonder to lead significant change within an
established church. This means they are less ettlio lead adaptive change. Second,
while all pastors report-experiencing conflict, tigpes of change they led within their
churches were internal, i.e., issues related f@rsgagovernance, worship, and
leadership styles. In other words, changes thastoam a congregation’s culture to be
more missional and outward focused occurred thraeglondary means rather than
through the pastor’s strategic efforts. Third tla# pastors experienced conflict within the
day-to-day operations of pastoral leadership. Hamawne felt prepared for it as a
normal aspect of pastoral leadership until theylteseh in the pastorate for a few years.
This suggests that pastors’ expectations and h@ithd not align with their experiences,

which often creates serious personal and profeskissues.
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CHAPTER ONE
INTRODUCTION
In his book,Until Justice and Peace Embraddicholas Wolterstorff asks, “Will
the church, once it sees clearly that its callggat to turn away from the social world
but to work for its reformation, become an actigerat of resistance to injustice and
tyranny and deprivation?'His question is born out of his understanding thahanity—
and especially the Christian community—is an “ethaommunity.” For Wolterstorff,
the concept of an ethical community is shapeckatlto some degree, by his robust
understanding of biblical shalom.
Shalom, for Wolterstorff, means more than peaceegertttan “merely the absence

nb

of hostility,” and “merely being in right relationshipSErom Wolterstorff's perspective

shalom incorporates human beings “dwelling at p&aed their relationships: with God,
with self, with fellows, with nature”The concept is further expanded when Wolterstorff
writes that shalom “is perfected when humanity aekedges that in its service of God
is true delight.® With these things in mind, Wolterstorff writes,
Can the conclusion be avoided that not only is@habod’s cause in the world
but that all who believe in Jesus will, along whilm, engage in the works of
shalom? Shalom is both God’s cause in the worldoamdhuman calling. Even
though the full incursion of shalom into our histavill be divine gift and not

merely human achievement, even though its episndigsion into our lives now
also has a dimension of divine gift, nonetheless shalom that we are to work

% Nicholas Wolterstorffntil Justice and Peace Embrace: The Kuyper Lestfioe 1981 Delivered at the
Free University of Amsterda(®rand Rapids: W.B. Eerdmans, 1983), 144.

* Ibid., 71.

® |bid., 141.

® Ibid., 69.

" Ibid.

% Ibid., 70.



and struggle for. We are not to stand around, hésidsd, waiting for shalom to
arrive. We are workers in God’s cause, his peaceys. Themissio Deiis our
iecinn ®
mission.
God'’s mission, according to Wolterstorff, is thession of shalom and thus
shalom is also the mission of those who profedgetong to Jesus. This mission,
however, is larger than the notion of peace addtes to dealing with conflict. Rather,

the mission of God’s people is to “work and strgiglr™*°

the restoration of people in all
aspects of life. It is in this service, this wottkat human beings will find true delight.

This mission of shalom being the missio Dei andédfte also the mission of
God'’s people is a compelling idea. It is well kngwmowever, that “ideas do have
consequences;”something that Wolterstorff acknowledges. The sstjgn that the
church should be actively engaged in the work afah brings up two questions. First,
what is the work of shalom that Wolterstorff isaefng to?

A second question relates to the manner in whiemttssion of shalom is to be
accomplished. Wolterstorff's statements imply tharch of Jesus is not fulfilling or
even adequately participating in the mission of@hnaThat failure to fully engage in her
primary mission suggests that the church needsdoge. With that in mind, another
guestion emerges: how do pastors lead their coagoes through the sort of changes
that will be required in order to embrace the nad3ei?

While the answer to the first question is crucrad @aecessary as a starting point,
the focus of this study is on the second questioother words, it is essential to have a

basic understanding of shalom as well as a graigecéffectual work it would entail.

Only then can one effectively address the questidrow pastors are able to lead their

% bid., 72.
10 1 pid.
1 bid., 141.



congregations to the significant changes in beheis practices required to fulfill the
mission of shalom.

According to Wolterstorff, the Christian commungyould see her mission of
shalom in the world as one that is concerned vighfliourishing of other human beings.
A basis for this idea is found within Jesus’ adntionito his disciples in Matthew 5:9,
“Blessed are the peacemakers, for they shall becctile sons of God-® Wolterstorff
contends that the meaning of this text should edtrbited to resolving conflicts. In fact,
he suggests that Matthew 5:9 and texts within lsarad the minor prophets are
concerned with human flourishing as a part of Géitigdom?® Further, Wolterstorff
suggests that Jesus’ words could be translateBlassed are those who struggle for
shalom.**

James Hunter agrees with Wolterstorff. He suggastspart of conforming to the
likeness of Christ means that Christians oughetadncerned and to work for the
flourishing of others human beings. Hunter writes,

And so until God brings forth the new heaven arertbw earth, he calls

believers, individuals and as a community, to canfto Christ and embody

within every part of their lives, the shalom of Gdame and again, St. Paul calls

Christians to “shalom” (1 Cor. 7:15), to “followtef the things which make for

shalom” (Rom. 14:19), to “live in shalom and thedGx love and shalom will be

with you” (2 Cor. 13:11), for He is “the Lord of alom” (2 Thess. 3:16). In this

Christians are to live toward the well-being of@th not just to those within the

community of faith, but to aff’

Perhaps one way to understand what Hunter meaosasider that the

Christian ethical community extends beyond the €iam community and into love for

12 All scripture citations are from tHeSV Study Bible, English Standard Versiamgess otherwise
indicated.
13 Nicholas Wolterstorff, interview by Mark Huttonh@rlottesville, VA, 16 November 2009.
14 H

Ibid.
15 James Davison HuntéFp Change the World: The Irony, Tragedy, and Pdlisilof Christianity in the
Late Modern WorldNew York: Oxford University Press, 2010), 229-230



neighbor. One pastor summed it well up when he Sard/thing you want for yourself
and for your children you want for your neighbonsl @aheir children. We have to be
convinced that human flourishing is intrinsic te flove of neighbor® In others words,

if a Christian mother wants her children to be stk from hunger, fear, and harm; to
be properly educated and clean; and not be subjéztéiscrimination due to race,
gender, or special needs; it stands to reasorstieatvould desire and work for the same
things for other children in her community.

Certainly churches and Christians are concernedtaheir neighbors in some
respects. Unfortunately, there are times when ¢ime@rn for human flourishing may be
obscured by personal desires. For example, whitestiins may be generally concerned
about the flourishing of others, their willingngsgake action in a specific situation may
be influenced by their political views just as mashtheir understanding of Jesus’
teaching.

While this mindset can be true for people of alitm@l persuasions, James
Hunter focuses on the politically conservative Glan. He writes,

Christians who are politically conservative wantavhll people want: namely, to

have the world in which they live reflect their olkeness. The representation of

social life they imagine and desire is not a reitecof the reality they live, but
rather their highest ideals expressed as principlegrdering individual and
collective passions and interests. It is a visibhwmnan flourishing, but one
obviously framed by the particularities of theistitict worldview'’

In other words, party identification and Americaslifical ideologies begin to shape the

ways in which Christians understand human flounigtand thus the mission of shalom.

In essence, the work of shalom may require Christiaspecially those within the United

16 Jeff White, interview by Mark Hutton, New Song Qmnmity Church (Presbyterian Church in America),
New York, 16 December 2009.
" Hunter, 111.



States, to examine their lives against a gridithabme respects cuts across their
cultural, political and ecclesial influences. B&far church can become an “active agent
of resistance to injustice and tyranny and depiovat'® it will, in many respects, have to
change its behaviors, beliefs, and practices.

Wolterstorff's interest in this matter is more thaerely academic. He suggests
that “one way to change practice is to persuadeishaals that the practice is wrong.
Moral discourse is sometimes effective in actiaatipularly if those to whom one
speaks are persuaded that right and wrong are geatin the will of God.* What this
suggestion may not take into account, howevehasature of the church and her people
with regard to change—especially the sort of chaegeired for the mission of shalom
to be a fundamental practice within the church tiredives of her people.

The church is known to be an institution that Eis&ant to change. In fact it has
been suggested by one study that the resistarat®tme is “more pronounced in
churches® than in businesses and other organizatfbsich strong resistance to change
presents a huge challenge for those in leadersitifonvthe local church, particularly
pastors. If pastors are interested in leading bhueah to change its behaviors, beliefs, and
practices to align with the missio Diiat Wolterstorff and Hunter suggest, then they wil
have to know how to lead significant change ingteay that is not only resistant to
change, but is also unfamiliar with the robust nieguof shalom.

Most pastors are not prepared to lead their cgagi@s through such a process.

Author Kevin Ford underscores this reality whemhiges, “Leading change in a change-

18 Wolterstorff, 144.

Y bid., 142.

20 Kevin Graham Ford[ransforming Church: Bringing out the Good to Ge@Great 2nd ed. (Colorado
Springs, CO: David C. Cook, 2008), 29.

“ Ibid.



resistant subculture is a tough gig. Leading chamgeade even tougher by the fact that
most pastors, by their own admission, lack chaegeérship skills?* Leading change
within the church is made all the more challendorgpastors by the fact that churches
are the way they are to some degree by desigrgtad by Harvard Kennedy School
professors Ronald Heifetz and Marty Linsky:

The reality is that any social system (includingoaganization, country or family)

is the way it is because the people in that syg&reast those individuals and

factions with the most leverage) want it that wayAs our colleague Jeff

Lawrence poignantly says, “There is no such thimg dysfunctional

organization, because every organization is péyfatigned to achieve the results

it currently gets #

Pastors have to be aware of the systemic aspettieiotongregation in order to
lead any sort of significant change regarding bairaybeliefs, and practices. Here is
where the second question, which is the focusisfrésearch project, comes to the
forefront: How do pastors lead their congregatithmeugh significant change that
impacts behaviors, beliefs, and practices? Thisagroblem at hand.

In order for churches to change their behavioceiets, and practices,
congregations will have to be led through a diffigrocess. As has been stated, churches
are the way they are because that is the way thitsm the church want to be, whether
they are cognizant of that fact or f0fThis is not to suggest that everything within the
local church must be changed, nor to insinuateghatything is wrong. At the same

time, to assume that nothing needs to change a@bewtays in which churches engage

their local communities is equally false.

2 |bid.

% Ronald A. Heifetz, Alexander Grashow, and Martingky, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization andWerld (Boston: Harvard Business School Press,
2009), 17.

* Ibid.



The work of those in pastoral ministry requireslieg congregations through
significant change. This work falls to pastors heseait is what Christ has called them to
do. The Apostle Paul wrote in Ephesians 4:11-13,

And he gave the apostles, the prophets, the eviatgyehe shepherds and

teachers, to equip the saints for the work of myipjgor building up the body of

Christ, until we all attain to the unity of thetfaiand of the knowledge of the Son

of God, to mature manhood, to the measure of tarst of the fullness of Christ.
It is not a stretch to see that this text requieaslership of those in pastoral ministry.
However, leading people to change their concephafom—their behavior toward
others, or their beliefs about themselves and fhlate in Christ, or their daily practices
as His followers—creates an environment ripe fosi@n?° resistancé® and conflict.

What makes leading substantive change all the prat@ematic is that many
pastors view tension, resistance, and conflicbasething to be avoided (due to the
danger it represents), or as a challenge that beustercome quickly. Others view
conflict as merely an opportunity to showcase thepgl through biblical
reconciliation’’However, there is ample evidence that suggestsehaion, resistance,
and conflict are actually good indicatBtand even alli€s for the process of leading
significant change.

It is true that the majority of the sources thatazite for leveraging conflict

come from outside the ecclesial wotfdNonetheless, the theories and practical

% James Harold Herrington, Jim Bonem, and Mike Awegding Congregational Change: A Practical
Guide for the Transformational Journégan Francisco: Jossey-Bass Publishers, 2000), 100

% James P. Osterhaus, Joseph M. Jurkowski, and Alatid, Thriving through Ministry Conflict By
Understanding Your Red and Blue Zof@sand Rapids: Zondervan, 2005), 112-113.

2 Ken SandeThe Peacemaker: A Biblical Guide to Resolving Peas€onflict 3rd ed. (Grand Rapids:
Baker Books, 2004), 22.

2 Heifetz and Linsky, 110.

29 Osterhaus, Jurkowski, and Hahn, 112-113.

30 Examples include Heifetz, Grashow, and LinsKye Practice of Adaptive Leadership: Tools and
Tactics for Changing Your Organization and the WipHeifetz and Linskyl.eadership on the Line:



indicators of these studies are relevant to padeadership and significant change. In
fact, some Christian authors encourage pastorsrsider strategically orchestratitig
tension® resistancé? and conflict in order to lead chantfe.

It needs to be said that the sort of tension, taasi®, and conflict that is being
advocated is “productivé®in that it is generated with great caution, concand
wisdom. Despite the urging of proponents, the wfearchestrating conflict is not
something that is clearly seen in practice amoagggl Needless to say, the way that
pastors view tension, resistance, and conflict stitipe the ways in which they lead a
congregation through significant changes.

It is a given that trying to lead people to chaliigelong behaviors, beliefs, and
practices is difficult, if not downright dangeroumgwever, it is something that is required
of pastoral leadershifiThough pastors play a critical role in leading #igant change,
many of them believe they lack the skills to nategde sorts of strategies necessary to
do so. If that is the case, how do pastors lead tbagregations through significant
change?

Problem and Purpose Statement

Part of the pastoral vocation is helping congriegat as institutions and as

individuals, to change in significant ways. In partar, Ephesians 4:11-13 suggests that

God has given the church “pastors and teacherguip ¢he saints for the work of

Staying Alive through the Dangers of Leadiagd Dean WilliamsReal Leadership: Helping People and
Organizations Face Their Toughest Challen¢@an Francisco: Berrett-Koehler, 2005).

31 Heifetz, Grashow, and Linsky, 149.

32 Herrington, Bonem, and Furr, 100.

33 Osterhaus, Jurkowski, and Hahn, 112-113.

34 Ford, Herrington, Bonem, Furr, Osterhaus, Jurkayesid Hahn.

% patrick LencioniThe Five Dysfunctions of a Team: A Leadership F&Bén Francisco: Jossey-Bass,
2002), 202.

% Heifetz and Linsky, 2.



ministry, for building up the body of Christ, untile all attain to the unity of the faith and
of the knowledge of the Son of God, to mature madhto the measure of the stature of
the fullness of Christ.” To be equipped in this waguires significant change in the life
of a believer. A case in point is found within J8siew commandment to His disciples
in John 13:34 to “love one another.” At the sameetithis new commandment does not
replace Jesus’ teaching that the highest call sfdificiples is to love God and neighbor
(Matt. 22:37-40). To obey Jesus’ teaching requardegree of significant change, a fact
made all more the clear by Jesus’ parable of thed@amaritan from Luke 10:25-37.

Significant changes, which Heifetz and Linsky refeas “adaptive® are those
changes that pertain to established behaviors;hetdjbeliefs, and habitual practices.
Leading this sort of change is difficult becausenynpeople are averse to the pain often
associated with change, and therefore resist fadfy many pastors are averse to asking
parishioners to change, because they want to lbongort to their people. Pastors are
also averse to the dangers of pushing againsttemnsys established behaviors, long-held
beliefs, and habitual practic&s.

With those things in mind, it is easy to see why/¢hurch is perhaps one of the
most change resistant institutions in the wdtldeading significant change within the
church without a clear understanding of the systaththe people within that system
may prove to be unwise for the pastor and detrialé¢atthe congregation. Nonetheless,
pastors are still required to lead their congregegtitoward maturity in Christ, as

expressed by Paul in Ephesians 4:11-16.

%7 1bid., 30.
%8 |bid., 14-15.
% Ford, 29.
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While it is clear that pastors are called to Ida&rtcongregations in significant
change, it is also clear that such efforts cantersarious problems, including a decline
in giving, a decline in membership, or even the lokthe pastor’'s job. What makes this
problem all the more acute is that pastors, by then admission, do not feel they have
the necessary leadership skills (including stratptanning and conflict management) to
lead change or to deal with the tension, resistaame conflict that comes witht.Many
pastors also lack the crucial ability to diagndsegystem in order to assess the sort of
changes needed and the ways to go about leading thange$: To compound the
matter, there is a seeming contradiction betweadimhg change by orchestrating conflict,
and a common teaching within the Christian comnyuthiat conflict is to be managed
toward restoration and reconciliation rather thezhestrated to facilitate growth and
change.

Despite these challenges, the need for changenwatime churches is critical.
The needed change may have to do with the facthiateighborhood around the church
is changing and the church needs to change wilthnitay be that the church needs to
change its approach to missions or discipleshiph®@may it moves in love toward one
another. Whatever the reason and whatever the ehpagtors and leaders need to lead
congregations through the process.

The purpose of this study was to explore how l@rgitpastors have orchestrated

conflict in order to lead significant change.

% 1bid.
! Heifetz, Grashow, and Linsky, 7.
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Primary Research Questions
The following research questions will be useduag this study:

1. What informs a long-term pastor’s understandinggafling change within an
established church?

2. In what ways and to what extent have long-termqvastxperienced conflict as a
result of leading change?

3. In what ways and to what extent have long-termgrasirchestrated conflict in
order to lead significant change?

Significance of the Study

This study is significant in many ways. First 8f & may help to bridge the gap
between two opposing views related to conflict.ddek it may serve as a helpful
resource to pastors who desire to lead significaahge within the local church. Third, it
may provide a catalyst for seminaries to consiaggriémenting coursework that is
designed to help future ministry leaders understhadlynamics of leading significant
change. Fourth, this study may provide a greatpthdef understanding of how long-
term pastors have maintained their personal weltheilong with the wellbeing of their
congregations, in the midst of leading change. fmally, this study may provide
necessary information to the researcher with regardoving a congregation toward the
work of shalom.

Definition of Terms

Significant change Change that pertains to institutional or indiatlbehaviors, beliefs,
or practices. This type of change is referred ttadsptive” in some literatur&.
Long-term pastors. Pastors who have served full-time in ministrytem years or more,

though not necessarily with the same congregaliba.researcher feels that some

2 Ford; Heifetz, Grashow, and Linsky; Osterhauskdwski, and Hahn.
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pastors may have learned a great deal from beiagongregation a short time, i.e., they
may have been asked to leave due to their leageoshack thereof.
Shalom or mission of shalomWolterstorff describes the experience of shalomwlasn
a person is “dwelling at peace in all his or héatienships: with God, with self, with
fellows, with nature * Furthermore, explains Wolterstorff, shalom will fperfected
when humanity acknowledges that in its service ofl @ true delight* Shalom is an
expression of love for one’s neighbor that is mestéd by active concern for the
neighbor’s flourishing that is akin to concern éore’s own flourishing. Wolterstorff
explains:
Shalom in the first place incorporates right, hamioas relationships to God and
delight in his service.... Secondly, shalom incorpesaight harmonious
relationships to other human beings and delightsiman community. Shalom is
absent when a society is a collection of individual out to make their own way
in the world.... Thirdly, shalom incorporates righirmonious relationships to
nature and delight in our physical surroundingsal&in comes when we, bodily
creatures and not disembodied souls, shape oudwuitth our labor and find
fulfillment in so doing and delight in its resufts.
Established church A church that has been particularized for terryea longer,
according to the dictates of the Book of Churchedf the Presbyterian Church in
America, and the Book of Order of the EvangeliaasByterian Church and the
Presbyterian Church U.S.A.

Missio Dei God’s mission in the world.

43 Wolterstorff, 69.
“4bid., 70.
5 |bid.
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System “A system” according to Richard Swartz, “can lafiged as any entity whose
parts relate to one another in a pattern... Humatesysinclude everything from an
individual’s personality to a nation, and also ird# belief systems'®

Missional/ Outward-facing: Refers to the mindset of churches that activelgpe ways
to love their neighbors. This mindset goes beyandrig a “missions department” to
developing strategies that focus the whole churchwsing God’s mission together.
Each component of the church is geared to figuténow to both disciple the
congregation and reach the community. For exantipéechoir may be involved in
community work related to the arts and music initamluto serving the church on

Sunday mornings.

“® Richard C. Schwartnternal Family Systems Therapyhe Guilford Family Therapy Series (New York:
Guilford Press, 1995), 17.



CHAPTER TWO
LITERATURE REVIEW

The purpose of this study was to explore how l@rgitpastors have orchestrated
tension, resistance, and conflict in order to Isigdificant change. A pertinent body of
literature was reviewed in an effort to understeun@t informs a long-term pastor’s
understanding of how to lead significant changeugh the orchestrated use of tension,
resistance, and conflict. The literature relatethts study has been arranged under two
general headings: a) restoration and b) orchestrafihese two headings are further
categorized to provide more focused attention @tifip areas of importance.

The first area to be reviewed is the general af@aamagement towards
restoration and the normative dynamics of conflithin a congregational system and its
impact on pastors. This literature area refershatw@eems to be the dominant approach
to the subject of conflict within the local churdiwo viewpoints are expressed within
these resources. One viewpoint focuses on mandgenepnflict as it develops or exists
within the church system for the purpose of restoma The second viewpoint addresses
conflict as a normative presence within congregaicystems and discusses the ways in
which conflict impacts pastors. The researchergezes the importance of the resources
on management/restoration. However, the reseaschbjéctive is to explore what
informs a long-term pastor’s understanding of howetad significant change through the

orchestrated use of conflict.

14
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Therefore, conflict orchestration literature is #ezond area to be reviewed. This
area will focus on resources that provide insight the orchestrated use of conflict. This
area is subdivided into American History (specificthe Civil War and the Civil Rights
movement), Leadership (both in the marketplacepastioral contexts), and Gospel
(specifically noting Christ’s use of conflict).

Conflict: How Pastors Manage It, Experience It andRespond to It
The Pastor as Peacemaker

The first area of literature reviewed is categatias management towards
restoration. This body of literature examines tlewthat conflict is something to be
managed and or worked through to reach a poirggibration. The significance of this
body of literature is that it represents a greal déthe material on the subject of pastoral
leadership as it relates to managing conflict. Thiws researcher, while recognizing the
contribution of this literature to the life of tleurch, can only provide a small sampling.

The Peacemaker: A Biblical Guide to Resolving Peas&onflict,by Ken Sande,
was the first book reviewed. This book is signifitto the research because it is
representative of the principles espoused by PeacamMinistries and their approach to
managing church conflict. Sande, the presidentaicEmaker Ministries, wrote this book
with the “primary focus*’ of helping individual Christians “throw off worlglideas
about resolving conflict and become a true peacenigk

Sande defines a peacemaker as a Christian whe#&reed to “turn conflict into

an opportunity to strengthen relationships, prese@aluable resources, and make their

47 sande, 15.
“8 | bid.
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lives a testimony to the love and power of ChrfétThis premise is further supported by
Sande’s conclusion that “Peacemaking can involweda variety of activities, all of
which may be summarized in four basic principlesnadr directly from Scripture>® and
which together fornThe Peacemaker’s Pledgehe pledge states,

As people reconciled to God by the death and restion of Jesus Christ, we

believe that we are called to respond to conflia way that is remarkably

different from the way the world deals with contligVe also believe that conflict
provides opportunities to glorify God, serve otpeople, and grow to be like

Christ. Therefore, in response to God's love anmeéliance on his grace, we

commit ourselves to respond to conflict accordm¢he following principles:

Glorify God . . . Get the Log out of Your Eye .Gently Restore . . . Go and be

reconciled’

The approach, according to Sande, is effectivevamyetype of conflict because it
is “based solidly on God’s Word®Thus the principles espoused in the book are
intended to “equip and assist Christians and ttteirches to respond to conflict
biblically” because, “God has provided a way fota®vercome our innate weakness as
peacemakers and learn to respond to conflict cactately.” >

It is important to note that Sande defines configt'a difference in opinion or
purpose that frustrates someone’s goal or desiféddhflict “always begins with some

"5 and others that are not

kind of desire,” some of which may be “inherentlyong
wrong at all. “We keep fighting to achieve our desdwelling on our disappointment,

and allowing our desire and disappointment to @rur lives.”® The result is generally

4 bid., 12.

%0 |bid., 259.

51 |bid., 259-260.
52 |bid., 12.

3 |bid., 12-13.
54 bid., 29.

%5 |bid., 102.

%6 |bid., 102-103.
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“self-pity and bitterness toward those who standunway,” or the destruction of
“important relationships,” as well as being dravenvay from God.*’

Unmet desires have the potential of becoming idfbighich are at the heart of
conflict.>® Conflict of this nature has the potential to “nadof immeasurable time,
energy, money, and opportunities in ministry oribess. Worst of all, it can destroy our
Christian witness®® “Fortunately,” Sande writes,

God delights to deliver us from our slavery to glahd enables us to find true

freedom, fulfillment, and security in his love aobvision. And as we break free

from the desires that have fueled our conflicts cae resolve seemingly hopeless
disputes and become more effective peacem&kers.

Sande, however, also sees the potential for gotdthinconflict is “an opportunity
to solve common problems in a way that honors Gutladfers benefits to those
involved.” The opportunity that Sande is referring to isteslato “resolving conflict
constructively,®® as a “steward® As Sande explains,

Whenever you are involved in a conflict, God hagegiyou a management

opportunity. He has empowered you through the daspentrusted you with

abilities and spiritual resources. His word clearkplains how he wants you to
manage the situation. The more faithfully you diawhis grace and follow his
instructions, the more likely you are to see a ttotive solution and genuine

reconciliation®

Following the foundational principles developedd®n Sande, Alfred Poirier

develops the idea of “stewardirf§tonflict in his book entitledThe Peacemaking

> |bid.

*% |bid., 104.

%9 bid., 115.

% bid., 12.

® bid., 115.

®2bid., 22.

%3 |bid., 20.

* Ibid., 38.

% |bid., 39.

% Alfred Poirier,The Peace Making Pastor: A Biblical Guide to Resg\Church Conflic{Grand Rapids:
Baker Books, 2006), 38.
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Pastor: A Biblical Guide to Resolving Church Coctfliwhile Sande focuses on
Christians in general, Poirier narrows his insigbtpastors. Poirier submits, “Conflict is
everywhere ®” However, many “young pastors enter their calliniyaly, believing that
orthodox preaching, well ordered worship, and &caht number of different venues for
discipleship will be all they need to grow theirmigership in faith and their church in

numbers.’®®

However, these pastors soon find themselves iflich@nd discover they
do not posses the skills to deal with it in an @ffee and wise way.

Agreeing with and building on the principles of pemaking offered by Sande,
Poirier suggests pastors “must understand thatahgicts people are in are conflicts in
people—conflicts in their hearts, conflicts of desi demands, and idol®’As such,
Poirier contends that pastors should see confligtaait of ministry and not as a hindrance
or interruption:

It is strange that we as pastors, called to prédaelgospel of grace to sinners, balk

at having to deal with real sinners with real simeal and messy situations. If we

are to apply the Word of God to every aspect eHikin and all—we must
change our attitude about conflict. Since it is @od his purposes we tend to
forget in conflict, it would be best to start bykensgy: who is God, and what are his
purposes with respect to conflit?

Poirier, like Sande, points to peacemaking as timegoy purpose of conflict. He
urges pastors to see reconciliation and peacemakitige “embodiment of pastoral
ministry even as Christ is the embodiment (incaomatof the God of peacée* Poirier

writes,

Peacemaking is not one skill among many that pa&ep in their ministry
toolbox . . . By word and by deed, every momerd phstor’s life is a moment

5 Ibid., 72.
% bid., 9.

% bid., 66.
bid., 72.
™ bid., 87.
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wherein we call others to be reconciled to God. Auery word we preach or

counsel ought to be the Word (John 1:1) that isdiugrace and truth—the Word

of peace’?

Both authors suggest that peacemaking is a pripayose of conflict and both
pinpoint desire as the source of conflict. Whilm&aargues that unmet desffdsad to
conflict, Poirier utilizes the imagery of war, “Miesires cause conflict. And my desire
can break a marriage. They are set over againstifais desires, so | wage war with her
to get what | want. The source of conflict, thennot something I lack or need but rather
something | want— my desire§®

Poirer, like Sand& sees tension, resistance, and conflict as songethimanage.
Poirier submits that pastors, and the church sulesdty, are to be engaged as mediators.
After stating this argument using Christ's commaedta and various examples from
scripture, he sums up his argument in the followiray:

| am emphasizing the central role of the churchnediation in order that we as

pastors might be encouraged again to see thatmme&ogy is not a task reserved

for lawyers or professional mediators. It is outicg. It is what it means to

"rule” over a church. Christ has given us the chywith its duly appointed

elders, as the specific context for resolving dapudtes, for restoring peace and

justice, and for bearing the sweet fruit of recbaton.

Others within the Christian community share SandkRoirier’s views regarding
conflict as something to be managed towards rasalutVhile other writers differ on the
management principles and causes of conflict, teeg to share the view that conflicts

are matters to be managed until a resolution isheh Marlin Thomas, a pastor from the

Mennonite tradition, is a case in point.

2 |pid.

™ sande, 102.
" Poirier, 51.
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Thomas provides insight into managing conflictha fournalDirection. In his
article, “The Pastors Role in Managing Conflictfidmas suggests that “one in ten
congregations” are dealing with stress broughtyimterpersonal problen§.However,
these congregations “have little understandingefinternal dynamics of the conflict””
In these congregations, according to Thomas, mastauld not view ministry as
“business as usual,” and the church should notthéHe same way a healthy
congregation is led®

Like Sande and Poirier, Thomas suggests pastorst‘thimk of themselves as
specialists.” A minister “must be more than jugiaagtor; he must be skilled in the taming
of hearts,” because “God desires to use sensitkited human agents in that effort”
At the same time Thomas acknowledges that mosbisasave trouble dealing with

conflict&°

Thus he points out that the “pastor's ministry eary quickly become
undermined unless he can move from being a gesetralbeing a specialist, or is able to
secure some sort of knowledgeable, specializedjdrihelp.?!

Thomas goes on to suggest ways in which a pasadniésto “move from general
ministry to specialization in conflict caréHe writes,

Whatever role one plays in encountering conflidhi@ church, it must be

undertaken with a great degree of sanctified peadeslism and human dignity.

One must know what he is about, and where theutsnolproject is to go before
he starts. Once one is in the midst of the whirtivimere is no turning baég.

® Marlin E. Thomas, “The Pastor's Role in Managirm@h Conflict,”Direction 19, no. 2 (Fall 1990):
66.

" Ibid.
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Like Sande and Poirier, Thomas affirms the spemgdlunderstanding a pastor or
leader must have in managing conflict. Charles @nsgand Dennis Hatfield agree, and
contribute to the principles of managing confltréstoration in their bookzhurch
Conflict: The Hidden Systems Behind the Fightsese authors utilize Family Systems
Theory in an effort to “help church leaders deahvahurch family conflict in a way that
furthers the journey of the church toward becontivggfamily God intends it to b&?

The authors acknowledge they “value the insightstanhniques that the more recent
conflict management field has brought to pastaatiership.> However, they suggest
their approach “offers its own strategies for deghlvith church conflicts” and “provides
a framework of interpretation for practicing cooflmanagement techniques more
effectively.”®

Hugh Halverstadt proposes “a Christian vision @lsim” as “the most fitting
goal for an ethical process of conflict managementiis bookManaging Church
Conflict®” Halverstadt agrees with Sande and Poirier thagrijing conflicts is a
ministry of reconciliation.” He also notes that, 8o not do the reconciling. God
does.® Like the previously mentioned authors, Halversmdvides a multi-step conflict
management model, effectively encouraging his neaesee themselves as managers of

conflict®® “Managing conflicts,” Halverstadt suggests, “ipracess of intentionally

intervening by proposing constructive processewligh to deal with differences®

8 Charles H. Cosgrove and Dennis D. Hatfi@tiurch Conflict: The Hidden Systems Behind the tSigh
(Nashville: Abingdon Press, 1994), 18-19.

% bid., 21.

% |bid.

8 Hugh F. HalverstadManaging Church ConflictLouisville, KY: Westminster/John Knox Press, 1§91
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The idea of proposing constructive proceSsisssomething that Jerry
Schmalenberger affirms in his article, “Pastorirtgd@’s People: Pathology and Ministry
Strategies for Conflicted Congregations.” Writimgrh the perspective of an Evangelical
Lutheran Church in America (ELCA) Global Mission Mnteer and faculty member at
the Lutheran Theological Seminary in Hong Kong,rBalenberger is concerned about
the “pandemic already infecting congregations adatine world: congregational
conflict.”® Utilizing a variety of sources, the author prosigeocesses for dealing with
antagonists? recognizing the sources of confliéfsand managing conflict to a
resolution® Schmalenberger suggests this method of managinfjatdo resolution
“will improve the habits that the congregation ldaifted into in handling inevitable
conflict.”® In this way Schmalenberger aligns with Halverst&ainde, Poirier, Thomas
and author George Bullard.

In his bookEvery Congregation Needs a Little ConfliBullard agrees with
Schmalenberger’s notion of improving how a congtiegehandles “inevitable
conflict.”®” Bullard suggests, “Conflict is a necessary pathefChristian experience, as
the old self comes in conflict with the new sel&ily we are in conflict to be more
Christlike.”®®At the same time the author divides conflict ineathy and unhealthy,
noting that healthy conflict is not necessarily esidable: “Therefore, we should not be

afraid of healthy conflict. Rather we should wel@ihas an opportunity to bring forth

1. L. Schmalenberger, "Pastoring Chloe's Peopitidfogy and Ministry Strategies for Conflicted
Congregations,Currents in Theology and Missi@4, no. 1 (2007): 44.

2 bid., 38.

% |bid., 37-38.

% bid., 41-42.

% |bid., 42-44.

* bid., 44.

7 Ibid.

% George BullardEvery Congregation Needs a Little Confli@olumbia Partnership Leadership Series
(St. Louis: Chalice Press, 2008), 12.
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positive spiritual and social change. We shouldtrmagealthy conflict as a challenge to
the love of Christ, and the fellowship of the ceeggation.®®

Bullard’s “primary focus is to suggest that eveongregation needs a little
conflict so it can learn how to deal with healtlontlict and use it as an empowerment
vehicle.®In this way Bullard joins with Sande and Poirigho suggest Christians
view conflict as an opportunity for the ministry refconciliation™®* Bullard provides
seven intensity levels of conflict in order of setye He wants to help churches learn
how “to assess their congregations according teetivgensities, how to educate their
congregations through healthy processes of decrs@king at lower intensities of
conflict, how and when to bring in outside assisggrand how to confront dysfunctional
and destructive conflict:®? His hope is that congregations learn to deal tuitthealthy,
high-intensity conflict” by developing the “skillnd habits” at “lower intensities of
conflict.”**®

The author defines conflict as “the struggle ob wbjects seeking to occupy the
same space at the same tim¥.He believes that “conflict begins as a neutraligaknd
that it “is not an objective fact; it is a subjeetiexperience’ Thus, according to
Bullard, “People interpret conflict as positiver@gative, healthy or unhealthy,” and so

the “value assigned to conflict will help determimkether the conflict can be resolved or

must be managed® Bullard writes, “Specifically, congregations needearn how not

% |bid.
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to escalate conflict unnecessarily, but rather dethl issues of conflict when and where
they occur. Those who are conflict illiterate néethecome conflict literate®’

Dan Allender, like Schmalenberger, Sande, PoiHatyerstadt, Cosgrove,
Hatfiled and Bullard, affirms that, “Leaders inality face conflict.°® However, in his
book,Leading with a Limp: Turning Your Struggles intoeBgths Allender focuses on
how leaders manage themselves, encouraging thémartee and face and deal with your
failures as a leaders... in the open and in froho$e you lead™® In the course of his
book, Allender approaches the inevitability of dmfthat a leader will face by
highlighting the relationship conflict as crisis.

Citing the etymology of the word crisis, Allenderggiests that crises “stir things
up and divide the wheat from the chaff>’At the same time he points to “seasons of
death, divorce, lawsuits, negative press, harassohanges, financial downturns, and
staff conflict” as “crises that threaten our vidtgiland integrity.*** Furthermore,
Allender adds,

Few crises—and even fewer of your routine decistiend| be simple.... Each

decision you make is a jump into the unknown, engathallenges that cost your

organization time, money, and possibly morale. leagers escape the second-
guessing or, worse the adversaries that materiaimsponse to their decisions.

Many times conflict escalates into assaults anchlgal—with the heartache that

comes when confederates turn against you. No wdadders feel exhausted and

alone. No wonder they suspect that other membeisedkeam are withholding

the very information they need to make better decss No wonder the intensity
of the challenges causes so many to burn out o/ Gui

197 bid.

1% pan B. Allender|eading with a Limp: Turning Your Struggles intoeByths(Colorado Springs, CO:
Waterbrook Press, 2006), 37.
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“Leaders,” writes Allender, “can be in a room faflleaders, all of whom love the
Lord... and still there can be terrible conflict betm radically different views*** The
problem from Allender’s perspective is that crisesn become an addiction, and when a
period of relative peace and calm comes, the alksafnatensity can lead to boredom
and irritation.*!* Thus, he warns, “some leaders unwittingly create orises and drama
at the first hint of peace—which, in their mindsgividence of complacency and
compliance with the things of the world"®

The researcher recognizes that Allender’s conneetith the preceding authors
is limited. However, Allender is a well-known authand speaker within the Christian
community. He also serves as the President of Malr&raduate School near Seattle.
Thus the researcher believes that Allender’s irtsigkgarding the relationship of conflict
and crises inform long-term pastors understandfrigaaling significant change in an
established church.

In addition to understanding managing conflict todveestoration, the literature
also examines the normative dynamic of conflichwitcongregational systems. Within
this area of literature the researcher briefly exah literature that speaks of the
presence of conflict within the church, churchefwasg systems, and how conflict
impacts pastors. These are in actuality not theparate discussions, but one, due to the
nature of literature reviewed.

Dean Hoge and Jacqueline Wenger agree with Allefigrer, and Sande when

they write, “Conflict is part of life; psychologstonsistently remind us that it should not

113 1pid., 131.
114 pid.
115 pid.
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be seen as something inherently b8 Plowever, Hoge and Wenger’s research was
designed to understand why clergy leave parishatmniln their bookPastors in
Transition: Why Clergy Leave Local Church Ministityese authors state that conflict
within a church system is normative, and has aifsignt impact on a pastor’s decision
to leave ministry.

Hoge and Wenger interviewed more than 900 formstopa from five
denominations. As a result they learned that threés of dealing with conflict'’ is one
of the top two reasons ministers leave parish rmni3he authors state, “Our research
agrees with all earlier studies in finding that iech distresses many Protestant ministers
and ultimately drives some of them awa3?”

After assessing through their research, the auttansluded that conflict, “with

parishioners, with other staff members, or withatemational officials™*°

was a driving
reason for leaving parish ministry. According te euthors, “Many ministers felt
blocked or frustrated in their efforts to bring nkf& to their congregations, and this led
to disillusionment with their members and with thé@nominations**°

In addition, the research suggests that conflss abntributed to pastors leaving

ministry because of “strain, weariness, burnoud, famstration.*?* In fact the authors

saw that the “borderline” between these feelings ‘@astors who left due to conflict”

e pean R. Hoge and Jacqueline E. WenBastors in Transition: Why Clergy Leave Local Churc
Ministry, Pulpit & Pew (Grand Rapids: William B. EerdmaR805), 76.
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was “indistinct; indeed, the two often overldp?Hoge and Wenger also noted that
senior pastors and associate pastors experienfiecceomewhat differently.

Senior pastors reported conflict within the congtean as one of the key reasons
behind their leaving parish ministry. As a restltonflict with congregants, senior
pastors reported feeling “loneliness,” “self-doabbut their abilities, and more marital
problems more often than did associatéd The conflicts senior pastors dealt with were
more often related to “pastoral leadership stytgrices, changes in worship style,
conflict among staff or clergy, and new buildingrenovation issues:®*

In contrast, associate pastors reported more “lesome conflicts with staff or

"125 a5 opposed to conflicts with congregants or denatitinal leaders. The

clergy,
conflicts were generally over “pastoral leaderdtipes,” and they reported “difficulties
with their senior pastor$® as a reason for leaving ministry. They also regzbet degree
of disillusionment given the differences betweeratthey expected to be doing, and the
actual job responsibilities as a reason for leawnmgistry. Some of the associates
reported feeling powerless. Associate pastors tegdthat their senior pastors were
controlling or micromanaging.” Some senior pasteese “unaccustomed to having an
associate and did not welcome them; still othdsdbstaff members whose personal

issues affected all their colleagues. Associatiesus they often felt unable to control

their lives because they were too much subjedi¢anthims of the senior pastdf:’

122 |pjg.
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In addition, Hoge and Wenger also noted that pas®perience conflicts along
the lines of their expectations. The researchexsogered that minsters “hoped to devote
themselves to preaching, teaching, and pastorasnyiri*?® Instead the “majority of
their time” is spent “on institutional tasks, adistration, and program plannin?®
Hoge and Wenger suggest,“The gap between whatterisigould ideally like to do in
their work and what they are actually requiredadsla problem for seminary educators
and denominational officials. It is a structurabiplem contributing significantly to
burnout.*%

With both senior and associate pastors, Hoge antg@/eoint out the
“everyday, prosaic natur& of the conflicts they face. Generally, the conflizere not
“doctrinal differences or inflammatory issues sastthe ordination of gay and lesbian
ministers, but rather the day-to-day functioninghef congregation: the style of the
pastor and of worship, the relationships amond,stafl the handling of finances and
building space. Congregations clash over smalggif? The authors conclude that “the
conflicts most often experienced by our particigaare ones that could probably be
resolved and in the process offer growth experiefmeboth pastor and congregation.
Instead, they become catapults out of parish mjnist*

Hoge and Wenger note that “Conflicts arise in thed of all pastors” and they

will not “be going away.™*** Conflict is a normative part of ministry withinchurch

system. This reality is something that Osterhaurkalvski and Hahn also discuss in

1281pid., 119.
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their work, Thriving Through Ministry Conflict: A Parable of MoResistance Can Be
Your Ally. They contend that “Every church leader who hageskin ministry for more
than, say, six weeks has experienced conflict. $ungeabout life in the church and in
parachurch organizations seems to create a ridhoanvent for conflict to bubble up and
sometimes explodeé-* The authors’ purpose is to help pastors understaatdconflict

is our friend” and “ally**®in pastoral leadership.

Pastors get into trouble with conflict when theyra realize “conflict is
inescapable . . . ; that the problem is not conflid how people reactto it. . . ; conflict is
both good and necessary because it elicits diftgreimts of view, clears the air, and
makes it possible to resolve extraordinary comseuxes.*’ However, the pastors they
consulted were “heartbroken, disillusioned leadefse to “poorly handled conflict:*®
The authors reason this is due to the pastorstyfassumptions about two things:
pastoral expectations, and the nature of conftefi"**°

According to the authors “faulty pastoral expectagi’ around conflict lead
pastors to “become exhausted, sometimes destrtyanglives and those of their
families.”*° Again, suggesting that conflict is a normative enignce in any church
system, the authors offer insights into the waws technical and adaptive change are
associated with conflict. They state, “Adaptivedesship for the pastor involves creating

an environment in which the congregation can weestth the competing values and

implications associated with this problefAgreeing with the work of Ron Heifetz and
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Martin Linsky, whose work will be reviewed latehgtauthors write, “a leadership failure
that afflicts too many organizations is the tengetactreat adaptive problems with
technical solutions?

Herrington, Creech and Taylor agree with Osterhduskowski, Hahn, Hoge, and
Wenger with regard to the normative presence oflicbmithin church systems and its
impact on pastors. In their bookhe Leader’s Journey: Accepting the Call to Persona
and Congregational Transformatipthe authors desired to help pastors understénad “t
as a leader you are part of a living human systeemgagement and relationshif§®
Pastors and leaders should understand the rolerttations play in how people within
the system relate to one another so that pastoreaen to “navigate [the systems]
wisely.”44
“Conflict,” according to Herrington, Creech, andyl@, “is perhaps the most
obvious of the symptoms in a living systefi>In fact, “conflict emerges during time of
anxiety when togetherness forces combine withratiaihing thinking. People begin to
insist on their way as the only wal/® Again, Hoge and Wenger also recognized the
certainty of conflict in churches. They suggestedflict

is an inevitable part of any close relationshipeesally relationships in which

people have a strong personal investment . . .cbhmembers and their pastors

make a similar emotional commitment to their chutminging sometimes
radically different, unacknowledged ideas of jusivithe church should function
and what its goals should be. In both cases, a@vmdlia strong indicator that

people are invested—that they really care aboutheir church. Where conflict
is present, apathy is not a problé&th.
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A congregational system is a living, relationalteys. Within that context,
“Whenever you engage in a relationship that is {targ, intense, and significant, you
become emotionally connected to one another ivireglisystem.**® Conflict is “one of
the most obvious symptoms in a living systéeif!.People who are part of a living system
will be impacted by the “anxiety and behavior dfers.**°

Herrington, Creech, and Taylor agree with the oleens of Osterhaus,
Jurkowski, and Hahn and suggest, “systems theadiqis . . . if we eliminate the
conflict without dealing with the anxiety that prezbs it, the symptom is sure to recycle
itself and show up” in another fort In fact, the authors note, “a congregation
relatively free of conflict might simply be dealimgth its anxiety in other ways->?

With that in mind the authors point to an underdiag of systems theory as a
means to understanding how conflict impacts théopas well as the system. The
authors contend that the “two variables work irdam in every emotional system,
governing its function? It is important for the leader to understand tambtional
maturity of the people in the system” along witlwhihey themselves have been shaped
to deal with anxiety and conflict. In other wortlse leader must know the “level of
anxiety and tension to which the system is subj&ét.

In his bookHealthy Congregations: A Systems Apprqodeéter Steinke makes a

similar point, but he also notes the importancthefways in which leaders respond. He

points out “A significant measure of the healttted congregation is not where it stands
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in moments of comfort and ease, but rather, whesiunds at times of challenge and
crisis.”*>® Within “healthy congregations,” pastors and miryiséaders need to pay
attention and “respond” to the anxiety within tlystem. They also need to “focus on
their response to conditions.” Leaders are “guichede by their own horizons than by
the things they see on the horizdn®”

Congregational leaders should be aware they atefpan emotional, relational
system:>" Steinke contends, “When we think of the congregetis a system or a whole,
we also consider all of the interactions of theagand the emotional environment in
which those interactions take placé®Within a congregational system, everything is
linked in “relationship to something.” Nothing stinalone®> As a result, “change in
one part produces change in another part... thexeipple through the system®®
Individuals impact the system and everyone infgr‘people an important part of any
environment is other people. We affect them; tHéscaus.™®*

Steinke’s chief concern is helping leaders, askbg stewards,” to promote
“congregational health” within the systéfif.One component of a healthy or “whole”
system is understood in relationship to shalomdeteribes shalom as “balance among

God, human beings, and all created things. Allgare interrelated. Each part

participates in the whole. Thus, if one part isiddrwholeness (shalom), every other part
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is diminished as well®® This is not to suggest that conflict or pain wittiie system is to
be avoided.

Rather, according to Steinke, a healthy systemits&®sources and strengths to
manage conflict*** Part of the management of conflict is recognizimgvalue of pain
within a system. Just as pain is an important $ignéne body, so it is for the health of a
congregational system, and pain is often a waytiithvthe system grow$? Steinke
asserts that,

If an organization is like an organism, it needs@s a messenger . . . blocking

the congregation’s awareness of pain, the congoeget at risk . . .By escaping

what is unpleasant, the instruction of pain is edsPeople learn little from their
crises. They only risk greater danger in the fut@wertainly people look to the
congregation to be a place of safety and comforHealthy congregations can
grow through the challenges of pain. They discewength in managing it, and
they head off many of its negative effects in thecpss-*°

With the usefulness of organizational “pain” innahj Steinke provides insights
into the dangers of church leadership not helgnegslystem to move toward change. In
fact, he suggest a rigid stance can be “hazardoas brganization’s health® The
change, akin to the notion of shalom, is one tlatlhtle connection if any to a numeric
metric as a sign of health. Instead he pointssgséem existing for the sake of others,
beyond itself. He asks,

How many congregations believe they are in the éwist for ourselves” business

rather than the “we are in mission to the commuymtaen the world” business?

How many congregations confuse “the way we have dbimgs for decades”

with the “larger apostolic purpose”? How many caggtions mistake the means
for the ends?®

163 |hid., 118.
164 1hid., 20.
185 1bid., 409.
186 |hid., 50-51.
187 1bid., 74.
188 1pid., 75.



34

In Church Conflict: The Hidden Systems Behind thétSigCharles Cosgrove
and Dennis Hatfield provide additional insight isigstems theory. The authors explain
that “a family-like system . . . powerfully detemmais the way that church members relate
to one another, do business together, care fomnather, and fight with one anothéf®
In light of that dynamic, Cosgrove and Hatfieldaguize that conflict “is normal in
family life and the emotions that go with it (angustration, exasperation) are also
normal."°

Cosgrove and Hatfield recognize that while a fgmystems approach helps
congregational leaders see conflict as normativdso “means viewing so-called
problem people as likely signs of wider unhealttthiea church family. It asks what there
is about the congregational family system that armges and sustains the problem
person’s objectionable behavidr'* The authors also point out that people within the
system will not “change unless change happenseisyatems in which they livé’?

These viewpoints—management to restoration anddhmative dynamics of
conflict within a church system,—overlap in mangpects. However, the researcher is
concerned with finding resources that advocatetbkestrated use of conflict in order to
lead significant change. While the foregoing researhave provided insights into
managing conflict to reach restoration, they preuittle information regarding the

orchestrated use conflict. The researcher now tartise second area of literature and its

subcategory of orchestration.
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Orchestration in American History

The Lincoln Presidency: Changing Attitudes to Preseve the Union

The pages of American history inform the way leadging about change
through orchestrating conflict. A case in pointhis presidency of Abraham Lincoln.
Three historians show how Lincoln orchestrateduge of conflict in order to change the
attitudes and behavior of the northern states iaffamt to preserve the Unioff>

In his booKkTried by War: Abraham Lincoln as Commander-in-Chlafnes
McPherson notes, “From the moment of his electoprasident on November 6, 1860,
Lincoln confronted issues of policy and strategytegarding the disunion of the once
United States. Within weeks of Lincoln’s electisouthern states began to secede from
the Union, forming militias and seizing “federalts) arsenals, and other propetfyas
they formed-"® “Even though he would not take office for almasuif months,*””
Lincoln worked to “explore his options™ for what he could legally do to maintain the
union once officially commander-in-chief, thoughvas very mindful of “the abyss that
could easily open beneath his fekt”

Doris Kearns Goodwin asserts that Lincoln undetus duty as President was

to preserve the Union, even if it meant doing saigy of force. According to Goodwin’s
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bookTeam of Rivals: The Political Genius of Abrahamcbim, Lincoln’s vision for
union sprang from “the sentiments embodied in teel&ation.**® Goodwin writes,

Two days later, speaking in Independence Hall iiteBélphia . . .he asserted . . .
“something in that Declaration,” that provided, fi®oto the world for all future
time. It was that which gave promise that in dugetthe weights should be lifted
from the shoulders of all men, and that all shawdde an equal chance.” If the
Union could “be saved upon that basis,” he wouléimeng the “happiest men in
the world”; but if it “cannot be saved without gig up that principle,” he
maintained, he “would rather be assassinated srsfiot than to surrender i£*

James McPherson agrees with Goodwin. He pointghatLincoln, though
powerless until being sworn in as commander-infchiegan planning and exploring his
options. McPherson writes,

Without power to do anything before he took officacoln nevertheless began
to explore what his options would be when he lggaéicame commander-in-
chief on March 4, 1861. “Ours should be a goverrtroéfraternity,” he
acknowledged in conversations with his private etacy John Nicolay in
November and December 1860. “The necessity of kegehie Government
together by force” was an “ugly point.” Still “theery existence of a general and
national government implies the legal power, rigimg duty of maintaining its
own integrity.” The president-elect insisted thiite' right of a State to secede is
not an open or debatable question . . . It is thg df a President to execute the
laws and maintain the existing Government. He caantertain any proposition
for dissolution or dismemberment?

In The Civil War: A NarrativeShelby Foote is in union with McPherson and
Goodwin. He points to Lincoln’s inaugural addras$darch of 1861 as a commitment to
the vision of union. Foote writes,

Then followed sterner words. “I shall take caretheesConstitution itself
expressly enjoins upon me, that the laws of theolibie faithfully executed in all
the states. Doing this | deem to be only a simply dn my part; and | shall
perform it, so far as practicable, unless my riglhtfiasters, the American people,
shall withhold the requisite means, or in some auwiidtive manner direct the
contrary...”®
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From the outset Lincoln had a clear vision; he alzaged with keeping the
union together. Although Lincoln “never deviatedrfr these principlest®* he had to
decide “how to carry them into practi¢&”given the fact that southern states were
seceding and northern and western states weréadtiing of seceding®® Foote notes
that, “Lincoln was confronted with division even ang the states that had stayed
loyal.”*®” Some citizens, as Foote contends, were unconceitieenaintaining the
Union. He notes that moderates were saying, “Leething sisters depart in peacg®”
while extremists said, “No union with slaveholdetsVay with this foul thing . . . The
Union was not formed by force, nor can it be maired by force.**°

There was also a “growing rancbt® that existed among Lincoln’s party.
Goodwin points out that his party was split int@teamps, each arguing their view on
how to deal with the Soutfi* The Conciliators “believed that with the proper
compromises, the eight remaining slave states dmeikkpt in the Union, hoping that
without expansion, the secession movement wouichaiely die out.**? The Hard-liners
“ranged from those who thought compromise wouldy @mhbolden the South to
extremists who believed that military force alonewd bring the South back to the
Union fold.”™®* Goodwin notes that Lincoln “had to balance two &gimgy poles of the

Republican Party*®*
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Goodwin, McPherson, and Foote all point to thelehales Lincoln faced within
his cabinet. Goodwin considered them a “team @flsiv**> McPherson and Foote
highlight the drama that was playing out as Linaolade up his mind about Fort
Sumter'* Regarding the approaching conflict, Foote noted Seward

...believed that if the pegs that held men’s nereesvged tight could somehow
be loosened, or at any rate not screwed tighterctisis would pass; the neutral
states would remain loyal, and in time even theded states would return to the
fold, penitent and convinced by consideration. itendt believe that Sumter
should be reinforced or resupplied, since this wdod exactly the sort of incident
likely to increase the tension to the snapping{poin he was supported by most
of his fellow cabinet members’

However, Lincoln would need something in orderdaite the North before he
could move to divide and conquer the Sodtfi. According to Foote, Goodwin, and

McPherson, Lincoln needed something to exert enpugbsure on the South to

1199

“provoke™ " them to action and bring about the change of mmdlattitude necessary to

unify the North?*® According to Foote, Lincoln found that catalysfort Sumter.

Walking the midnight corridors of the White Houdteathe day-long din of
office seekers and divided counsels, Lincoln knleat his first task was to unite
all these discordant elements, and he knew, tab thie most effective way to do
this was to await an act of aggression by the Saxtérting in the interim just
enough pressure to provoke such an action, wittxerting enough to justify

it . . . he saw Sumter as the answer to his needrfiting the NortHf*

According to Foote, McPherséff and Goodwin?® Lincoln realized the

powerful symbol that Fort Sumter represented tdélderal government and friends of
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the Union?** With this in mind, Lincoln ordered Sumter to beupplied. Foote notes
that Lincoln sent a message to Governor Pickei@ath Carolina to notify Pickens that
“an attempt will be made to supply Fort Sumter wtbvisions only.?®® This action,
according to Foote, “maneuvered” the South, “iti@ position of having either to back
down on their threats or else to fire the firsttstficdche war. What was worse, in the eyes
of the world, that first shot would be fired foletimmediate purpose of keeping food
from hungry men#®

McPherson points out “The nature of the Sumter éijpa had changed in a
crucial way?®’ because Lincoln had “conceived a plan to sep#hatguestion of
reinforcements from that of provision®® Just as Foote and Goodwin suggest,
McPherson notes, “If the Confederates fired on mneaktugs carrying provisions, they
would stand convicted of attacking a ‘mission ofrfamity’ bringing ‘food for hungry
men.”?*® McPherson describes Lincoln’s ploy as “a strokerifiance.?°
In effect Lincoln flipped a coin with Confederateepident Jefferson Davis,
saying; “Heads | win; tails you lose.” If the Cod&rates allowed the supplies to
be landed, the status quo at Charleston would ma&tipeace would be preserved
for at least a while, no more states would secad@ Seward’s cherished policy
of “voluntary reconstruction,” whereby a coolingpdssions would bring the
presumed legions of Southern closet Unionists bttliecloset, might have a

chance to go forward. But if Confederate guns ogédine, the responsibility for
starting a war would rest on Jefferson Davis's $thens*'*
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On April 12, 1861, confederate guns opened fir&ort Sumter in response to
Lincoln’s attempts to provide provisiofi¥. The following day the fort was surrendered.
In their bookHow the North Won: A Military History of the CiwWar, authors Hattaway
and Jones suggest that “The Confederate captieroSumter required [them] to fire
upon it, because Lincoln forced the issue to toatg?** Foote and McPhersdii point
out the cumulative effect was to provide the spa&essary to unify the North
Goodwin makes a similar observation, noting “Therf on the flag’ produced a
‘volcanic upheaval’ in the North ” which led to “@mthusiastic outburst of patriotic
feeling,” and “every Governor of a free State pralyip®*® promising his quota of
soldiers?!’ In his diary, George Templeton Strong said, “Wgibé¢o look like a United
North."8

The historians Foote, Goodwin, McPherson, Hattaway Jones concur that
Lincoln’s use of the tension surrounding Fort Surted to a significant change of belief
and practice among people, specifically in the NloWhile not the main thrust of their
books, these authors inform the reader of Lincadtrategic use of conflict in an effort to
preserve the union. It is important for the purpokthis study to turn from the Civil War

to another somewhat related aspect of Americaotyistthe civil rights movement.
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The Civil Rights Movement: A Child Shall Lead Them

Another area of literature within American histamat informs the way conflict
has been orchestrated to lead significant changis géth the civil rights movement. The
researcher plans to explore insights from this moes and its leaders.

In their bookLeadership on the Line: Staying Alive through tlren@ers of
Leading Ronald Heifetz and Marty Linsky contend that&ad is to live
dangerously?* The authors suggest that “when leadership cowsttsn you lead people
through difficult change, you challenge what pedpé& dear—their daily habits, tools,
loyalties, and ways of thinking—with nothing mocedffer perhaps than a
possibility.”?2° With this in mind, Heifetz and Linsky provide exples of how people
lead what they term “adaptive change,” i.e., chahge “stimulates resistance because it
challenges people's habits, beliefs, and valéfésOne example that Heifetz and Linsky
point to is Martin Luther King, Jr. and the civigjhts movement??

Heifetz and Linsky point to the gap between thetesed values” and “actual
behavior” that existed between the “traditional Aicen values of freedom, fairness, and
tolerance and the reality of life for African-Ameains®?* for much of America’s history.
The authors highlight King’s work in forcing “mamy us . . . to come face-to-face” with

the gap. As a result, the “country chang&d.Ih order to highlight that gap, King had to
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help create situations that would lead to ch&igkle had to “challenge authorities
across the natiorf®

One situation of interest to the researcher wagthiklren’s Crusade in
Birmingham, Alabama, because it illustrates thatg<mot only had to work to change the
values, beliefs, and behaviors of political offfc@ders, but also of the local church
leaders. King and others considered Birminghanpeasbably the most thoroughly
segregated city in the United States.” Segregatioogrding to Townsend Davis, “was in
place everywhere?®’ In downtown shops where, as Davis notes, “Blackeevpermitted
to shop,” but only as “long as they used separatkipg lots, elevators, water fountains,
and fitting rooms.??® Segregation existed within the local church ad,weiere, as
David Garrow notes, “almost every white church imBngham refused to admit black
worshipers.??

Segregation was not the only reason King was dtavBirmingham. He was
concerned about the injustice and brutality thad wiaited on African-Americans. King
noted that Birmingham had an “ugly record of policatality . . . unjust treatment of
Negroes,” and “more unsolved bombings of Negro twaral churches . . . than any city
in this nation.?*° In his “Letter from a Birmingham Jail,” King respded to an attack

from liberal, white clergyméi' published in th&irminghamNews King wrote,
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I am in Birmingham because injustice is here. dgghe eighth-century prophets
left their little villages and carried their “thgaith the Lord” far beyond the
boundaries of their hometowns; and just as the #e&aul left his little village

of Tarsus and carried the gospel of Jesus Chrgtactically every hamlet and
city of the Graeco-Roman world, | too am competiedarry the gospel of
freedom beyond my particular hometown. Like Paunhulst constantly respond to
the Macedonian call for aid . . . | cannot sit iblyin Atlanta and not be
concerned about what happens in Birmingham. Iigestnywhere is a threat to
justice everywheré*

Heifetz and Linsky contend that King, though in fistant fear for his life*®

“provides an example of the gambles of provocatiiiecause he “deliberately

d835 f36

create a crisis that was intended to get “people’s aiverit>® to “bring focus®*” on
the issue of “racial injusticé*® King knew, the authors suggest, that “once he had
people’s attention®®* he would “not have to be so provocativé”Instead he would
have “moral authority*! that could create change.

The Autobiography of Martin Luther King, Jibears Heifetz and Linsky out.
King relates the use of children and students iatwAme to be called the Children’s
Crusade, which took place in Birmingham, Alabam&lay of 1963.

According to King, despite the fact that his “pEpwere demonstrating daily and
going to jail in numbers?*?the movement in Birmingham was up against the ¢ihe

n 243

officials’ stubborn resolve to maintain the stadu®” <" of racial injustice and
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inequality. They needed, as he related it, thertdiic new dimensiori* of involving

the “students of our community* King writes,

| called my staff together and repeated a convictibad been voicing ever since
the campaign began. If our drive was to be sucaksgé must involve the
students of our community . . . Our fight, if wenyevould benefit people of all
ages. But most of all we were inspired with theirget® give to our young a true
sense of their own stake in freedom and justice.

This “stake in freedom and justi¢”would require children and students to be

subjected to the reality of violence as well aineratior?*® Yet, King saw the

involvement of children and students as an actwizatid be both a catalyst of change

and following in the footsteps of Chrf$f At a meeting in Birmingham, addressing the

parents regarding their children being involvedid<said,

Don’'t worry about your children, they're gonna Beright. Don’t hold them back
if they want to go to jail. For they are doing & joot only for themselves but for
all America and for all mankind. Somewhere we réadittle child shall lead
them.” Remember there was another little child justlve years old and he got
involved in a discussion back in Jerusalem . . sédd, “I must be about my
father’s business.” These young people are abeirtfdthers’ business. And they
are carving a tunnel of hope through the great reong of despair . . . We are
going to see that they are treated right, don’trwabout that . . . and go on and
not only fill up the jails around here, but judt €ip the jails all over the state of
Alabama if necessafy’

In the end King affirmed the decision as “one @ wisest moves we mad&”

largely due to the fact that it “brought a new irop@ the crusade, and the impetus that
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we needed to win the struggl®? The impact and impetus came, according to King,
when “Bull Connor abandoned his posture of nonvioée® King added,

The result was an ugliness too well known to Ansrgcand to people all over

the world. The newspapers of May 4 carried pictofggrostrate women, and

policemen bending over them with raised clubs;halidcen marching up to the

bared fangs of police dogs; of the terrible forEpressure hoses sweeping bodies
into the street&>*
This was the crisis that King wanted to creatajsiscwhich made “moral indignation” to
spread “throughout the land” and fostered widespfegmpathy created by the
children.”?*®

King’s use of conflict and tension in the Childrei€rusade is noted by a number
of historians, including David Garrow, Taylor Brémd ownsend Davis, and Baynard
Rustin. All four writers show that King strategilyalised conflict and tension to bring
about change.

David Garrow, in his booBearing the Cross: Martin Luther King, Jr., and the
Southern Christian Leadership Conferenimeused on King’'s argument: “To cure
injustices you must expose them before the lighturhan conscience and the bar of
public opinion, regardless of whatever tensions éxposure generates. Injustices to the
Negro must be brought out into the open where taeyot be evaded® The moral

requirement, in short, was to “set out to prectpigcrisis situation that must open the

door to negotiation®’
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Garrow quotes King as saying, “If you create erfotgnsion you attract
attention to your cause,” and “get to the consaesfche white man?®® According to
Garrow, King, along with James Bevel and Wyatt Walknade the decision to use
children as a part of exposing the tensiorTaylor Branch?®® author ofParting the
Waters: America in the King Years, 1954-6®jhlights this strategy as well. James
Bevel, as Branch points out, “was instrumentalefpimg King to come to the conclusion
that children as young as six should be allowetidoch against segregatioff™

According to Branch, Bevel contended that “anyahild enough to belong to a
church should be eligible to march to j&f*Garrow noted this decision turned out to be
“one of the wisest the Southern Christian Leader€hinference (SCLC}®?

However, as Garrow, Branch and Davis point outdihasion to use children
was not without controversy. People on both sideleissue in Birminghaffi* “were
upset by the decision to use high school childfénl# fact, according to Branch, the
level of discomfort rose as the age of those b#atigwed to march against
segregatiorf?® swiftly fell.?°’

Branch points out, “Birmingham’s white leaders sabded to head off a swell of

public sympathy for King by denouncing his use lmfdren. Mayor Boutwell told the

city that ‘irresponsible and unthinking agitatdnsid made ‘tools’ of children to threaten
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lives and property?*® Further, Davis points out, “Recruiting schoolchéld to face lines
of armed police without protection was untested, mxany people in the community
were against it*°

However, “These attacks came too late to faze Kfitas Branch notes. King
and his “fellow preachers noted that this tendécisade for Negro children had never
produced much concern over their consignment temaide schools or other injuries of
segregation.” Bevel asked King some pointed questitHow could he and King tell
six-year-old church members that they were old ghda decide their eternal destiny but
too young to march against segregation? How cdndg keep church members out of a
nonviolent movement that embodied Christian teay$@if’*

King ultimately agreed!? citing the need to keep the press interestedyioné
importantly, so that students could live out Chaisteaching.”® In fact, as Branch notes,
King saw children going to jail in Birmingham asufering for what they believe . . .
suffering to make this nation a better nation.” ginewed the experience as “not only
bearable for their children but a ‘spiritual expece’ to be welcomed, even longed
for.”?"* Noting the tension that the decision created, 81auggested,

For King, too, the moment brimmed with tension.HEigears after the bus

boycott, he was on the brink of holding nothinglbdgight long months after the

SCLC convention in Birmingham, he was contemplatingaction of more

drastic, lasting impact than jumping off the roétiy hall or assassinating Bull

Connor. Having submitted his prestige and his kodgil, and having hurled his
innermost passions against the aloof respectabilityhite American clergymen,

268 |pid., 761-762.
269 Davis, 63.
21%Branch, 762.
21 |bid., 755.

272 |pid.

273 |bid., 754-755.
2% |bid., 764.



48

all without noticeable effect, King committed hsuse to the witness of
schoolchildrerf.”

According to Branch and Garrow, the SCLC leader&hgal calculated for the
stupidity of a Bull Connor . . . We knew that theyphe of the white redneck was such
that he would inevitably do something to help camse.”’® Despite the dangers,
hundreds of school children faced Bull Connor’defd use of dogs and water hoses to
clear the streets.” Davis points out that the “sight of jets of wapeishing the children
around like rag dolls” not only “shocked the wo'fd® but also “began to soften . . .
white negotiators, who had witnessed the protéstth&nd during a lunch bredk® to
the point of reaching an agreement of tefffBull Conner’s violent response—turning
police dogs and high-powered water cannons onremid-gained national attention due
to the presence of the medfalt also caused the “atmosphef&’in Birmingham to be
“even tenser2®® which ultimately led to negotiation&?

Garrow noted “King was hesitant about unleashimguhtrained teenagers,
especially when black adults were arguing thatdcéil should not be used as the shock
troops of the movement®® At the same time both Bevel and Walker were “ojstiin
that the young masses, and the attendant intdrbiak adults, would be just what was

needed to evoke segregationists brutality fromtrilgger-tempered Connof® The use
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of children by King, Bevel and Walker was meantgrecipitate crises, crucial crises in
order to expose what the black community was ufnaga. . There was premeditation
and calculated design in that for which | don’nthive ever made any apologi€&””
Bayard Rustin, iTfime on Two Crosses: The Collected Writings of Baya
Rustin affirms Branch, Davis, and Garrow. Rustin, aneatac figure of the civil rights
movement® discussed the use of pressure to bring changérinirgham. In a 1963
pamphlet, Rustin asserted,
The Negro community is now fighting for total frexd. It took three million
dollars and a year of struggle simply to convirfee powers that be that one has
the right to ride in the front of a bus. If it tak#nis kind of pressure to achieve a
single thing, then one can just as well negotially for more—for every
economic, political, and social right that is presedenied . . . Birmingham has
proved that no matter what you're up against if avafter wave of black people
keep coming prepared to go to jail, sooner or lditere is such confusion, such
social dislocation, that white people in the Scarth faced with a choice: either
integrated restaurants or no restaurants at &lgiated public facilities or none at
all. And the South then must make its choice feegnation, for it would rather
have that than chao§®
The study of American history provides insight®itite ways that leaders such as
Lincoln and King have orchestrated conflict in arttelead significant change. Both
Lincoln and King are illustrative for leadershigtry. Those who study leadership have
provided a wealth of insight into the orchestratidrronflict in order to lead significant
change, and their work will be reviewed in theduling section.
Orchestration in Leadership
The following two subcategories inform the way a@stnating conflict leads to

significant change: orchestration in leadershiptir@nd orchestration in pastoral

leadership. There are a number of resources witieiicategory of leadership theory that
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provide insight into the practice of orchestratiblowever, there are relatively few
resources within the genre of church or pastoeaddeship that encourage the use of
conflict.
Orchestration in the Leadership Theory and Practiceliterature

The first resource reviewed was Ronald Heifetz® Bliarty Linsky’sLeadership
on the Line: Staying Alive Through the Dangersedding.Both Heifetz and Linsky
served as principals of Cambridge Leadership Assesiand as faculty at the John F.
Kennedy School of Government at Harvard Univerditye book is built upon their
combined experience of listening to people (inatgdilergy) who enjoyed leadership
success, but who also “carry wounds from the titheg gave voice to a point of view
that disturbed peoplé™®

Heifetz and Linsky wrote their book to help leaden “how to survive and
thrive amidst the dangers of leadersHipl. The authors contend adaptive leadership
requires living “dangerously” because a leader rfulstllenge what people hold
dear.”®? At times a leaders must do so with little “moreofter perhaps than
possibility.?%®

Throughout this book the authors make a distindietween leadership that
brings about technical versus adaptive change.daptive changé®* according to

Heifetz and Linsky, is one that “stimulates resis@because it challenges people’s

habits, beliefs, and value&’® Leadership that brings about adaptive change @eigsle
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to “take a loss, experience uncertainty, and ex@ness disloyalty to people and
cultures.” Adaptive change often “forces peoplguestion and perhaps redefine aspects
of their identity,” while it also “challenges thaiense of competenc&® This kind of
change requires leaders to help people, institstiand families to “change their hearts
as well as their behavior€> and to “relinquish something—a belief, a value, a
behavior—that they hold deaf’®

As part of the process of meeting adaptive chg#enHeifetz and Linsky suggest
that leaders will “rarely, if ever . . . escape plets anger when leading any kind of
significant change® Nevertheless, the authors contend that an adaghiege is
something that is orchestrat&tby leaders. The authors acknowledge that confiintbe
dangerous and can “generate casualfi®sfowever, Heifetz and Linsky suggest the
importance of orchestrating the conflict in a wagttdoes not allow the community to
become “immobilized or spin out of contrdP? They further acknowledge that changing
the “status quo generates tension and producedpeaifacing hidden conflicts and
challenging organizational culturd?® While it is important for a leader to “reduce the

804

heat,” " it is also important, according to the authorsréise the temperature and

tension®%in order to lead significant change.
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“Deep conflicts, at their root,” from the authopgrspective, “are the engine of
human progress:*® This means that there are times within an instituthat a leader
needs to “create a crisi” in order to lead a system forward. Thus tensiahleat are
necessary, “within a tolerable rang®in order to cause “people to sit up, pay attention
and deal with real threats and challenges faciamtti®® In fact, Heifetz and Linsky
suggest, “Without some distress, there is no irgeriior them to change anything®

The authors note, “When people come to you to destne distress you are
causing, it might be a sign that you have touchedrae and are doing good work*In
the process of orchestrating conflict for leadidgtive change, Heifetz and Linsky
suggest the leader “bring attention to the handessand keep [attention] focused
there.®'? Leaders should “let people feel the weight of cesibility for tackling those
issues.” The authors noted that “conflicts willfage within the relevant group as
contrary points of view are heard-®

To orchestrate tension and conflict, Heifetz anasky provide four strategies:
“create a holding environment for the work; secarahtrol the temperature; third, set the
pace; and fourth, show them the futu?& While all four ideas are significant, it is
important to note the fourth idea in particulaitaglates to vision. Heifetz and Linsky
suggest, “To sustain momentum through a periodfi€at change, you have to find

ways to remind people of the orienting value—thsifpee vision—that makes the
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current angst worthwhile®*® Furthermore, the authors point out that “makirg\tsion

more tangible®®

will help the leader to avoid becoming the symtfotonflict and a
“target of resistance®*’

Vision is an important aspect in the adaptive lestip framework and something
that tiesLeadership on the Lin®gether with Heifetz and Linsky’s follow-up bodkhe
Practice of Adaptive Leadershipools and Tactics for Changing Your Organization an
the World “Effective visions have accuracy and not justgmation and appeal,” write
co-authors Heifetz, Grashow and Linsky. “An incesstatement of the key issues that
underlie a messy, complexified discussion orieetgabe and helps focus attention
productively.®'® Furthermore, the authors point out,

Defining a shared purpose is often a challengirgmnful exercise because

some narrower interests will have to be sacrificetthe interests of the whole.

But it is also a valuable corrective. When you fadeugh decision, or when

prospects for success look bleak, reminding onéhanavhat you are trying to do

provides guidance, sustenance, and inspiration.

This second Heifetz and Linsky bodkje Practice of Adaptive Leadershguds
the insights of an additional author, Alexandersbow. Grashow is the managing
director at Cambridge Leadership Associates, aayleladership development practice.
The purpose of this book dovetails witbadership on the Linleut seeks to provide
“practical application®?° and resources to help leaders cultivate adaptagdrship in

their work. %!
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In this second work the authors continue to askattin order to bring about
adaptive change, leaders need to orchestrate coifiifetz, Grashow and Linsky write,
“Orchestrating conflict is a discipline,” requirimtifferent degrees of “couragé® it “is
not easy;” however, orchestrating conflict is “egg# when an organization is falling
short of its aspirations®®® Again, the authors insist conflict and tensioncheet be
destructive in essence, but rather constructitberiong run. Orchestrating conflict
requires leaders to tolerate “a lot of hostilf§because “forward motion in
organizations and communities is also a produdiftdrences that generate creative
tension and that, properly orchestrated, will resdhto a more integrated whol&®

As in Leadership on the Linghe authors equate orchestrating conflict with
raising and lowing the temperature in a roSfrin this way a leader can keep “the
intensity of the disequilibrium” generated by trenflict “high enough to motivate
people to arrive at creative next steps . . . lotiso high that it drives them away or
makes it impossible for them to functioff.” The authors go on to suggest that adaptive
leadership requires a willingness to stir thingsTmey write,

Exercising adaptive leadership requires that yowillieng and competent at

stepping into the unknown and stirring things umsipeople prefer stability to

chaos, clarity to confusion, and orderliness tdflacinBut to practice leadership,
you need to accept that you are in the businegsrdrating chaos, confusion,

and conflict, for yourself and others around y&u.

In both books the authors encourage leaders &viaee of the temperature in the

system. At the same time they speak to the negexsself-knowledge and well-being.
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In fact, Leadership on the Lineforms leaders, “we bring ourselves down by fatigg
to pay attention to ourselves.” The authors not¢ éxercising leadership is not simply
something outside of leaders, but a “personal igtithat challenges leaders
“intellectually, emotionally, spiritually, and phigally.”?° In bolder termsThe Practice
of Adaptive Leadershigalls leaders to “Take care of yourself rather tvank to
exhaustion . . . not as an indulgence but to erth@rpurposes you join have the best
chance of being achieved® The authors encourage leaders to engage theistiéar
while doing the work to “connect with the valuesl|ibfs, and anxieties of the people you
are trying to move3*2

Both works call for the orchestration of conflictorder to lead people to change
values, beliefs, and behaviors, and thus changstars. At the same time Heifetz,
Grashow and Linsky address the importance of vigorpose, self-care, and the well-
being of the leader. This is something that Deallidiis calls attention to in his book,
Real Leadership: Helping People and Organizatioasd-Their Toughest Challenges

As the title suggests, the purposdRefal Leadershifs to help organizations,
communities, and nations interested in “improving human condition . . . face their
toughest challenges® To do so Williams focuses readers’ attention @al'r
leadership,” which, he asserts, “gets people tdroahreality and change values, habits,

practices, and priorities in order to deal with thal threat or opportunity the people
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face.”*To achieve this goal, Williams points out thatdess must first recognize the
value of conflict and tension. Williams writes,
Creative work by nature is intensely emotionaleofturbulent, and riddled with
conflict . . . A degree of tension, and even caiflis necessary in a creative
process; it should actually be encouraged, notdeehibecause it can generate the
sparks that allow for new ideas to develop. Thdlehge is to keep everyone in
the room long enough to achieve a breakthroughteasdre they do not fle&>
Williams, a faculty member of Harvard UniversitKkennedy School of
Government in the Center for Public Leadershipeagiin principle with Heifetz,
Grashow and Linsky. He asserts that in order tdwih the real problem, real
leadership “orchestrates social learning in regambmplex problems and demanding
challenges®® even if the process is “painful or disturbirig”In his view,“It is easy to
be self-righteous about one’s values and goalsfaihtb realize that the work of
progress always resides with the people—in thdiresa habits, practices and
priorities.”3®
Williams suggests, “The first challenge of leatdgrgs to get people to wake up
to the fact there is a problert® Much like Heifetz, Grashow, and Linsky, Williams
characterizes calling attention to the problemdivist challenge, that is, a challenge in

which there “is an unwillingness to change . .luga or thinking to accommodate some

aspect of reality . . . people are in denial, tasis ignorant, or, for whatever reason,
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simply refuse to budge’® While these situations are dangerous for leadersdesire to
lead significant chang& Williams asserts that,

Activist leadership is needed because things arewweing, problems are being

ignored, and people are playing it too safe innéme of maintaining harmonious

relations, keeping the peace, and appearing I&galthe group or organization, if
leadership is not exercised to get the people néront reality, danger awaifé?

The leader, according to Williams, needs to utittze power of provocation. He
suggests “the power to provoke metaphorically ‘sidg@m in the face’ with an
infuriating and jarring challenge to their belietiseir certainties, and their prevailing
assumptions*2 An intentional provocation “stirs people to actipforcing them to
confront what they cannot see or refuse to se®raovocative intervention might throw
the people into a temporary state of disarrayjflquioperly orchestrated, it also generates
a tremendous opportunity for deep learniffyf.”

Williams, like Heifetz, Grashow, and Linsky, recazes the dynamics
provocation has on an organization. He assertdehders should be sensitive to the
organizational culture and not run roughshod owsitiye elements that should be
acknowledged and preserved.

Often in their rush to change, leaders do not gikequate attention to what must

be preserved, honored, and cherished. This isahaspect of leading a

transition—to ensure that essential aspects ofultare are not discarded but

kept to enrich the life of the group and to maimtedntinuity and well-being

Williams further suggests that in the processatfigg people to face what they

do not want to face—through evocative and proveedtterventions—the leader puts
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him or herself in a vulnerable position, since augr can get defensive, even hostile.
Therefore, the ability to read the dynamics ofgb#ing and combine it with smart
strategy is essential to succé¥s.

Williams, Heifetz, Grashow, and Linsky are joinggdPatrick Lencioni in
asserting that essential aspects of conflict anside in bringing about significant
change. Lencioni is an expert in executive teaneligment and organizational health;
he is also the founder and president of the Talbtei® His bookThe Five Dysfunctions
of a Team: A Leadership Fablis written to inform leaders, and clergy in peutar,
about behavioral pitfalf8’ that impact leaders and organizations. One opitflls
Lencioni highlights is the fear of conflict.

Lencioni suggests, “All great relationships, tmee that last over time, require
productive conflict in order to grow’® Productive conflict, according to Lencioni, is
conflict which is, “ideological . . . limited to coepts and ideas, and avoids personality-
focused, mean-spirited attacké¥Both ideological and personality-driven conflist i
filled with “passion, emotion, and frustratiofr® Lencioni agrees with the previous
authors in asserting the importance of helping te@mbers see that “conflict is
productive,®** especially as it relates to building a cohesivganization. He points out
that leaders may have to become “miner[s] of doti#-someone who extracts buried

disagreements within the team and sheds the ligiypon them. They must have the
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courage and confidence to call out sensitive isandsforce team members to work
through them %2

John Kotter, professor of Leadership at HarvardiBess School, agrees with
Lencioni, Williams, Heifetz, Grashow, and Linskg. his bookLeading ChangeKotter
focuses his attention on helping leaders understdmydiransformative change efforts
often fail. Kotter warns, “A good rule of thumb@major change effort is: Never
underestimate the magnitude of the forces thafawie complacency and that help
maintain the status qud™ To overcome complacency, Kotter recommends estibl
a shared sense of urgency: “By far the biggestakéspeople make when trying to
change organizations is to plunge ahead withoabéshing a high enough sense of
urgency. . . This error is fatal because transféiona always fail to achieve their
objectives when complacency levels are hig.”

Kotter acknowledges that “Creating a strong semsegency usually demands
bold or even risky actions” that “tend to increaseflict and to create anxiety, at least at
first.”>>> However, the risk is worthwhile because, as Kateslains, “leaders have
confidence that the forces unleashed can be ditéatachieve important end$*

Leaders, Kotter asserts, can create “artificiaasirather than waiting for
something to happeft in order to lead change. At the same time, Kattgees with
Heifetz, Grashow, Linksky, and Williams concernthg importance of vision when

using a crisis in order to lead change. Kotteresrit
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Of the remaining elements that are always foursliztessful transformations,

none is more important than a sensible visionVision plays a key role in

producing useful change by helping to direct, gleymd inspire actions on the part

of large numbers of people. Without an appropnéen, a transformation effort

can easily dissolve . . . people will not make gi@ess, even if they are unhappy

with the status quo, unless they think the potébgaefits of change are

attractive and unless they really believe thaaagformation is possibf&®

Mark Gerzon, president of Mediators Foundatiomgag with Kotter. In his book,
Leading through Conflict: How Successful Leadetan&form Differences into
Opportunities,Gerzon is focused on providing the “skills of thediator” for “every
person who wants to deal more effectively and orelgtwith the conflict in his or her
life.”3°° The author has leaders in a variety of fields indnincluding those within
churches, adding that they “will become more effecif . . . [they] have mediation
skills.”*® At the same time, Gerzon admits, “No book, mettowdraining can ‘fix’
conflict . . . Like the sun or the tides, conflista powerful force that only a fool pretends
to have mastered®

While Gerzon’s purpose is not the orchestratedofisenflict, he does agree with
Heifetz and Kotter. He suggests that leadershipireg “more than ordinary
‘management skills,” or ‘conflict resolution,” ‘pptem solving,’ or basic ‘management
skills.” Leadership requires “an integral visiohwhere the organization is going and a
strategy for getting there.” Without vision, “coiets would eat away at the vitality and
energy” of an organization; however, with visionphflicts could become a vital and

catalytic part of the organization’s strategy fohiving its goals*?
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A clearly articulated vision, the assertion of iensand resistance, and
recognition of conflict’'s importance in leading clg all tie the contributions of the
authors in this subsection together. To some dabese elements are found in the
orchestration in American history subcategory ak. Wéhile the literature categories
examined thus far may inform a long-term pastoeustanding of leading change, the
authors examined in the following section specifjcaddress ecclesiastical leaders.
Orchestration & Pastoral Leadership

In his book,Transforming Church: Bringing Out the Good to GeGreat Kevin
Ford affirms the orchestrated use of conflict idesrto lead change within the local
church. Ford, a managing partner with TAG Consgltlrelieves churches that do not go
through “transformational chang®®that is focused on their mission will “did® Thus,
the book is about “churches that have the courageibrace change and to confront
adaptive issues head-off” The work of Heifetz, Grashow, and Linsky clearly
influenced Ford.

The challenge, according to Ford, is that theéumté most churches have toward
conflict is based on the “lie that change can oexitiout conflict.”®® This tendency is
further exacerbated, Ford claims, when pastors rtrekémistake of believing that part
of their job is to protect people from pain—mosteafby minimizing conflict.2®

However, in order to lead what Ford terms tramefiironal change, a leader must
be able to control the pace of the change pro€esd.suggests, “There are times when a

leader must slow down the change process to reggimority. And there are times when
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a leader must orchestrate conflict to begin chgltemexpectations®*® Like Heifetz,
Grashow, Linsky, and Lencioni, Ford affirms, “Chargannot occur without healthy
conflict . . . your task is to raise conflict®®

Ford is focused on church leaders and affirmsrtict pastors, “by their own
admission, lack change-leadership skifi€ The change-resistant atmosphere present
within most churches further complicates the preaddeading constructive chanife,
because it is an environment that is “committetbt® and peace,” where “it seems
disagreeable to disagre¥*Ford maintains, however, “when a church discowsage
conflict, it fails to make the kinds of changes e&sary for ongoing health and
relevance "

An effective leader may have to orchestrate canfitroduce competing values,

or close down a ‘good thing’ in order to raise theperature. If the resistance is

too great because people fear loss, the leaddreamibw the dialogue to a

specific issue so the pace of change is more tiealis. Transformation, then, in

a fundamental sense, means conflict . . . Chargevi® conflict and conflict

follows change . . . Resistance and change go imamahd®"*

While the previous subcategories promote orchéstraff conflict as key for
significant change within social, political, andgorate arenas, Ford contends conflict
orchestration is necessary for pastoral leadersHe@ncourages ecclesial leaders to
“Embrace conflict and ambiguity,” because, “changly occurs near the edge of

chaos.®”® Ford is not alone in his view; Jim Herrington, iBonem, and James Harold

Furr join him.
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The authors ofeading Congregational Change: A Practical Guidethe
Transformational Journeyontend with Ford that, “Church leaders must ackadge
that tension is a necessary part of the process it is clear that creative tension
generates some level of discomfort that drivesctienge process. Leaders must embrace
that reality.®’® Herrington, et al., suggest two aspects of credéwsion: generating
tension and sustaining it. Leaders are respongbleoth. “Creative tension,” according
to the authors, “is generated when the gap betwesdity and vision is made clear.
Without this sharp contrast, tension will not octtlf The generation of this tension “is
the assignment of leaders” both “in their own liaesl in the life of the congregatiof®

At the same time, “it is the role of leaders todguthe process of developing and
communicating a clear picture of current realitd @nclear vision of God'’s preferred
future.”’® Agreeing with Heifetz, Grashow, and Linsky, thehaus assert that creative
tension “occurs when a compelling vision of theufetand a clear picture of current
reality are held in continuous juxtapositiofi>This juxtaposition will lead to change
because the desire to change,

...Is driven when a significant gap exists betweers@an of the future that

people sincerely desire to achieve and a cleaedbas they are not achieving

that vision. As this recognition grows, so doesrthw@lingness to change their
perspective and to try new approaches. This ipti@ at which they are
experiencing creative tensiot:

Leaders must sustain this creative tension whilé{eifetz, Ford, and Bullard

also suggest, distinguishing between crisis orrdetive tensiorf>? and keeping things
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“strong enough to motivate change, but not so seehat it becomes destructivd>The
authors suggest that “The discipline to generatksaistain this driving force is
indispensable for change leadets’”

However, Herrington and his co-authors recognia¢ tHuman nature moves
individuals to reduce creative tension.” It is imfamt for leaders to realize that “Change
efforts fail, in part because the leaders are ablnwilling to sustain creative tension
long enough to allow learning and change to octUr.”

This observation is something that is shared bgP&teinke, whose insights
regarding organizational systems were highlightatiex. While not necessarily
advocating conflict orchestration as a tool forralpe Steinke, regarded as a
congregational systems expert, does suggest, “Mictinee congregation is incongruent
not only with reality but even more with biblicéleology.®°

The central focus of Steinke’s book is to be aues®for congregational leaders
during “anxious times.” As such, the author asséftise last people we would expect to
create a general disturbance are the congregateagdrs themselves. However, a time
may come when you, the leader, will have to chakethhe congregation, upsetting its
balance.®®’ Steinke observes that congregational leaders gfeskl if a disturbance

taught the congregation anything, and whether amytthanged; if not, then the

“suffering will have yielded no benefit®
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Steinke, like Heifetz, Grashow, Linsky, and Fomaggests that leaders will at
times need to “rock the emotional bodt”Using the language of adaptive leadership,
Steinke writes,

To recognize and treat a problem as an adaptivieeolga will rock the emotional

boat. Leaders cannot expect members to changewvitfigection. People expect

their leaders to offer certainty, not to disturbrthwith unknowns . . . without the

willingness to challenge people’s expectationswtkjand easy solutions, a

leader will be subservient to those expectatiansf.no behavior pattern or

viewpoint has significantly changed and deep prokléave not been addressed,

the problems will persist and the boat must beedck . Self-management is

critical, even more so in the boat-rocking timi&s.
James Hunter, author @ Change the World: The Irony, Tragedy, and P ol#silof
Christianity in the Late Modern Worlégrees with Steinke. Hunter is concerned about
fostering a theology of faithful presence whichllfge&hristians to enact the shalom of
God in the circumstances in which God has placethtand to actively seek it on behalf
of others. This is a vision for the entire churé. The author begins with the premise
that “Christians share a world with others and thay must contribute to its overall
flourishing.”%? Hunter's practice of faithful presence suggesas the mission of the
church is the mission of shalom. He asserts thisd®n of shalom falls to church
leaders” and the “obligations of shalom fall toafllus to the extent that we wield any
influence at all.*** Hunter recognizes that the practice of faithfidgamce is one that
will be contested, by both the church and socté&fyany Christians would undoubtedly

object to this broader understanding of faith, h@wel love and even more, object to

creating common space in which those outside thréestzin community can also
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appropriate meaning, purpose, beauty, and belorigfigurthermore, asserts Hunter,
“Christians cannot demand for themselves what theyld deny others. A right for one
is a right for another and a responsibility for"af’in addition, Hunter argues,

To enact a vision of human flourishing based ingbalities of life that Jesus

modeled will invariably challenge the given struetiof social order. In this

light, there is no true leadership without puttatgisk one’s time, wealth,
reputation, and position. In a related way, thefca of leadership is selfless in
charactef®

Aware of the risks and the objections, Hunter affirthe role of conflict and
resistance. He writes, “culture itself represertsraain in which boundaries are contested
and in which ideals, interests, and power strugglea realm in which institutions and
their agents seek to defend one understandingeofthld against alternatived® At the
same time conflict is a “permanent fixtuf&’when it comes to bringing about cultural
change.

Critical resistance is both creative and consivedor the church, because it
allows the church to resist “late modernity anddidgninant institutions and carriers,” in
order “to retrieve the good to which modern ingittns and ideas implicitly or explicitly
aspire.®@ It is important, according to Hunter, for the attuto purposefully resist in
order to “oppose those ideals and structuresuth@érmine human flourishing, and to
offer constructive alternatives for the realizatifra better way**°

The need for critical resistance applies to leddpraithin the church as well. He writes,

Nowhere is the task of critical resistance moreeatghan in the church itself for
the ways that it too has accommodated to the githe late modern age. St.
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Peter is right to say, “judgment begins with thei$ehold of God” (I Pet. 4:17).
Antithesis, then, means that the church’s strustarel its own engagement with
the world must be continually scrutinized. Hereeesally, critical resistance must

always be creative and constructive, guided by tiewdo the beloved

community?®*

Hunter’s view of critical resistance is unique & application. Nevertheless, the previous
area of review consisted of works that focused botlchurch leadership and leadership
in general. The researcher now turns to a fina afeeview, the Bible. Within this area
of literature the researcher will be examining stdd texts in order to understand how
the Bible reflects an orchestrated use of coniicirder to lead significant change.
The Bible and the Orchestration of Conflict

The final area of literature to be reviewed isBigle. This area presented a
challenge to the researcher given that the majofitgxts written related to conflict and
the Bible are focused on management toward regiardthe researcher wanted to
understand how the Bible shaped each pastor’s staaheling of conflict, especially as it
relates to the strategically orchestrated use oflicbto lead significant change.

Several texts were examined from the Old and Nestament. First, the
researcher wanted to see if the Bible providedyhtsiinto conflict as a normative
experience for various men and women. Second gdearcher examined texts, using
insights from Heifetz and Linsky, to see if thereraroccasions within the Bible where
conflict was orchestrated to bring about significetmange. The researcher then selected
representative texts that highlight an orchestrassdof conflict to lead significant
change.

It is important to note the majority of the texte &om the gospel accounts of

Jesus’ life and ministry. Given that Jesus’ disssphre called to look “to Jesus, the

401 |pid., 236.



68

founder and perfecter of our faith,” (Hebrews 122V) it seemed appropriate to
examine how Christ encountered and used confligad significant change. In addition,
a brief table is provided that presents texts ftbedNew Testament. The summaries
provide brief insights into how Jesus used confbdbring about significant change in the
lives of those within a system. In order to hightighe specific area of change, the
researcher has utilized the definition of adaptivange from Ron Heifetz and Marty
Linsky.
To lead is to live dangerously because when leagersounts, when you lead
people through difficult change, you challenge whedple hold dear—their daily
habits, tools, loyalties, and ways of thinking—witbthing more to offer perhaps
than a possibility . . . Adaptive change stimulatesistance because it challenges
people’s habits, beliefs, and values. It asks thentake a loss, experience
uncertainty, and even express disloyalty to peapk cultures. Because adaptive
change forces people to question and perhaps nedasipects of their identity, it
also challenges their sense of competéfice.
This definition is also used to examine the wayd flesus orchestrated and used conflict.
Jesus, Conflict and Change
Peter Steinke, although not specifically advocatiogflict orchestration, stated
that Jesus “upset people emotionafl$?’In fact, he states that the life of Jesus and thus
Christianity “takes place against a backdrop opgtsn, opposition, and crucifixion”
and is “underlined with conflict®®* There is so much conflict in the story of Christla
his interaction with religious leaders that “Temsleads to crucifixion*®

Steinke is not alone in this observation of JeBgsrington, et al., also suggest

that Jesus “was the master at generating and singia@ireative tension’® These

02 Heifetz and Linsky, 2, 30.
403 Steinke Healthy Congregationd,07.
404 i
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authors point out the ways in which Jesus countdéreddea of “the righteousness of the
Pharisees” with the “righteousness of the Kingdtvatf 5:20)."°’ In addition Jesus
purposefully challenged the “image of a leader” &héir notions of what was most
important in life (Luke 12:16-21)% At the same time, Jesus “sustained this tension in
the face of opposition on all side€®

These authors seem to suggest that Jesus wagjistiaterchestrating the use of
conflict and tension in order to lead significahtinge. However, it is important to
examine the biblical accounts to gain a more cotaglerspective. The following section
will review a number of texts that record Jesugrapch to working towards adaptive
change in the hearts and minds of his listeners.

Jesus & Circle-Making: Matthew 5:9

“Blessed are the peacemakers, for they shall bedcabns of God.”

In the Sermon on the Mount, found in Matthew’s sJesus challenges the
ways in which people think about relationships amwdking for peace/ shalom. In his
commentary on the Gospel of Matthew, Frederick Balener connects the word
peacemaker with the idea of making a circle. Thenaf peace that Jesus is referring to
is not “inner tranquility” or “an absence of wahit rather “biblical shalom?*° The way
to understand biblical shalom is to think of a lg@no which every relationship is in

order. “It means communal well being in every dil@t and in every relation. The
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person in the center of the circle is related yugtlevery point on the circumference of

the circle.”!?

Nicholas Wolterstorff contends biblical shalom mg#hat “each person enjoys
justice,” and dwells “at peace in all his or hdat®nships: with God, with self, with
fellows, with nature *# He asks, “Can the conclusion be avoided that niytie shalom
God'’s cause in the world but all who believe inudawill, along with him, engage in the
works of shalom?*2

Bruner highlights the conflictual nature of Jesmnistry. Even as Jesus affirms
the work of “shalom making,” his life was not esjadly peaceful. He “had to pass
through a spiritual war with [his] family, the daspand Bible teacheré™ With this in
mind, Bruner suggests, “Peacemaking for Christiangs defined by the life and death
of Jesus. The way Jesus does peace shapes theavyity This way is rough**°

Jesus and Racism: Luke 10:25-37

And behold, a lawyer stood up to put him to the, tesying, “Teacher, what shall
| do to inherit eternal life?” He said to him, “Wtha written in the Law? How do
you read it?” And he answered, “You shall love ltled your God with all your
heart and with all your soul and with all your sigéh and with all your mind, and
your neighbor as yourself.” And he said to him, tMeoave answered correctly; do
this, and you will live.” But he, desiring to julstihimself, said to Jesus, “And
who is my neighbor?” Jesus replied, “A man was galown from Jerusalem to
Jericho, and he fell among robbers, who strippeddmnd beat him and departed,
leaving him half dead. Now by chance a priest wasgdown that road, and
when he saw him he passed by on the other sidikeddse a Levite, when he
came to the place and saw him, passed by on tlee sitte. But a Samaritan, as
he journeyed, came to where he was, and when haisawe had compassion.
He went to him and bound up his wounds, pouringiband wine. Then he set
him on his own animal and brought him to an inn ok care of him. And the
next day he took out two denarii and gave thenméarinkeeper, saying, ‘Take
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care of him, and whatever more you spend, | wpbyeyou when | come back.’

Which of these three, do you think, proved to mei@hbor to the man who fell

among the robbers?” He said, “The one who showednhércy.” And Jesus said

to him, “You go, and do likewise.”

Jesus challenged their beliefs and ways of thinkéggrding another race. He did
so creatively, by illustrating what it looks like bbey God’s command to love one’s
neighbor. Jesus turned up the heat in the situaiydirst making the hero a man from a
despised people group. He also turned up the heert Wwe asked the lawyer to answer
the question, “Which of these three, do you thprkyved to be a neighbor to the man
who fell among the robbers?”

Jesus Confronts Grumbling Scribes: Mark 3:1-6

Again he entered the synagogue, and a man waswitéra withered hand. And

they watched Jesus, to see whether he would haabihithe Sabbath, so that they

might accuse him. And he said to the man with tfieexed hand, “Come here.”

And he said to them, “Is it lawful on the Sabbatldd good or to do harm, to

save life or to kill?” But they were silent. And loked around at them with

anger, grieved at their hardness of heart, andtedlte man, “Stretch out your
hand.” He stretched it out, and his hand was redtorhe Pharisees went out and
immediately held counsel with the Herodians aganirst how to destroy him.

(See also Matt. 12:9-14; Luke 6:6-1)

Jesus challenged the behavior, values, and prastibe scribes. The text
highlights the fact that they wanted “to see whetieewould heal him on the Sabbath, so
that they might accuse him.” It is also statecdhia text that Jesus called to the man,
intending to heal him. Jesus asked the scribesttiréls it lawful on the Sabbath to do
good or to do harm, to save life or to kill?” Tlisuld be seen as a provocative question.
It is apparent from the text that Christ wantethtpact the hearts of the scribes and that

he was both angry and grieved at their “hardne$®aft.” It is also clear from the text

that Jesus knew what the scribes wanted to acdosartd purposefully confronted them.
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Jesus confronts grumbling Pharisees: Matthew 9:1-8

And getting into a boat he crossed over and carhéstown city. And behold,
some people brought to him a paralytic, lying dred. And when Jesus saw their
faith, he said to the paralytic, “Take heart, mg;sgour sins are forgiven.” And
behold, some of the scribes said to themselvess‘filan is blaspheming.” But
Jesus, knowing their thoughts, said, “Why do yookkevil in your hearts? For
which is easier, to say, ‘Your sins are forgivear,to say, ‘Rise and walk’? But
that you may know that the Son of Man has authamtearth to forgive sins”™—
he then said to the paralytic—‘Rise, pick up yoeadland go home.” And he rose
and went home. When the crowds saw it, they weesdafand they glorified

God, who had given such authority to men. (SeeMisik 2:1-12)

This text highlights Jesus’ use of conflict in egmg “evil” in the hearts of

scribes. On the one hand Jesus could have igndratitie scribes were thinking and

saying to one another. However, Jesus spoke directhem, addressing the issue head-

on. He took the opportunity to push against theiy wf thinking, their behavior, and

their beliefs regarding his authority to “forgiveas.” The result was that many in the

crowd “glorified God.”

Jesus Allows A Rich Man to Sit in Tension: Luke 1824

And a ruler asked him, “Good Teacher, what must iadinherit eternal life?”

And Jesus said to him, “Why do you call me good?Ne is good except God
alone. You know the commandments: ‘Do not commifitedy, Do not murder,
Do not steal, Do not bear false witness, Honor yatirer and mother.”” And he
said, “All these | have kept from my youth.” Whezsuds heard this, he said to
him, “One thing you still lack. Sell all that yoawe and distribute to the poor,
and you will have treasure in heaven; and comigviome.” But when he heard
these things, he became very sad, for he was eallyaioh. (See also Matt 19:16-

22; Mark 10:17-22).

In this text Jesus allows a wealthy man to siemmston. Apparently the man had

done well at keeping the law, especially as it régd relationships to others. However,

the list that Jesus provides does not includeiteefbur commandments related to his

relationship with God. Jesus exposed the man’sjssut of love for him, but he did not

soothe or ease it. Rather he left the man to delalwhat he had said. In this way Jesus
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challenged the man’s values, loyalties, habits,vaay of thinking with regard to wealth
and his relationship with God.
Jesus and a Woman Caught in Adultery: John 8:1-11

Early in the morning he came again to the templeth& people came to him,
and he sat down and taught them. The scribes andharisees brought a woman
who had been caught in adultery, and placing h&rermidst they said to him,
“Teacher, this woman has been caught in the aatioltery. Now in the Law
Moses commanded us to stone such women. So whatudeay?” This they said
to test him, that they might have some chargeitgglagainst him. Jesus bent
down and wrote with his finger on the ground. Asdlzey continued to ask him,
he stood up and said to them, “Let him who is witrgin among you be the first
to throw a stone at her.” And once more he bentrdamd wrote on the ground.
But when they heard it, they went away one by begjnning with the older
ones, and Jesus was left alone with the woman isigbéfore him. Jesus stood
up and said to her, “Woman, where are they? Hameaondemned you?” She
said, “No one, Lord.” And Jesus said, “Neither dmhdemn you; go, and from
now on sin no more.”

In this text the scribes come to Jesus with a wothay have caught in the act of
adultery, an offense punishable by death. Therntexkes it clear that they were interested
in catching Jesus in order to bring a charge aghins However, the text seems to
support the notion that Christ used this situaisan opportunity to challenge their way
of thinking of others and self. He presented thdth an option of “Let him who is
without sin among you be the first to throw a stahber.” Jesus challenged their view of
sin and sinners, giving them a glimpse into themrs; he also forced them to examine
their practice of stoning out of judgment as ifitlaee without sin.

Jesus and the Boldness to Confront an Erring BroMatthew 18:15-20

If your brother sins against you, go and tell hisflault, between you and him

alone. If he listens to you, you have gained yoother. But if he does not listen,

take one or two others along with you, that evérgrge may be established by
the evidence of two or three witnesses. If he e=fue listen to them, tell it to the

church. And if he refuses to listen even to therchulet him be to you as a

Gentile and a tax collector. Truly, | say to youhatever you bind on earth shall
be bound in heaven, and whatever you loose on shalhbe loosed in heaven.
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Again | say to you, if two of you agree on eartloatanything they ask, it will be
done for them by my Father in heaven. For wheredmbree are gathered in my
name, there am | among them.

This text highlights the fact that Jesus intendgleople to be marked by a
willingness to speak into the lives of erring beathThat is, “If your brother sins against
you, go and tell him his fault, between you and hlone.” This text seems to support a
change related to behavior, habit, and way of thopkit also seems to support the notion
that Jesus intends for his people to be willingdofront one another, and in a sense, be
willing to orchestrate conflict in order to promatignificant change in the life of another
believer?®
Moses, the Exodus and Turning up the Heat: Exodls2 5

Afterward Moses and Aaron went and said to Pharéidiys says the LORD, the

God of Israel, ‘Let my people go, that they maydhalfeast to me in the

wilderness.” But Pharaoh said, “Who is the LORB&ttl should obey his voice

and let Israel go? | do not know the LORD, and rawee, | will not let Israel go.”

God called Moses to return to Egypt with the int@mbf using him to lead his
people out of slavery and out of Egypt. To do sa Gent Moses and Aaron to ask
Pharaoh to let the Hebrews go. Each time Moseshanoh went Pharaoh, he rejected
their request. Each time God seemingly turned ef#at with various plagues. God
himself seems to orchestrate conflict in ordeetlto significant changes for Israel. The

significant changes seem to include a change ad\heh practice, loyalty, and way of

thinking for both the Egyptians and Israel.

418 |pid., 221-223.
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The following table is provided to highlight addital texts. In the following

sample conflict is both normative and used to behgut significant change to specific

systems. The same criteria are utilized to defdagptve or significant change.

Text

Adaptive Change

Mark 10:1-12 Jesus confronts divorce
practices

And Pharisees came up and in order to test h
asked, “Is it lawful for a man to divorce his
wife?” He answered them, “What did Moses
command you?” They said, “Moses allowed a|
man to write a certificate of divorce and to ser
her away.” And Jesus said to them, “Because
your hardness of heart he wrote you this
commandment . . .What therefore God has
joined together, let not man separate.”

Challenged practice, beliefs,
behavior regarding marriage and
ndivorce. Note that in traditional
wedding service the text “What
therefore God has joined togethe
let not man separate” is often use
d
of

Luke 10:25-38 The Good Samaritan
And behold, a lawyer stood up to put him to th
test, saying, “Teacher, what shall | do to inher
eternal life?” He said to him, “What is written i
the Law? How do you read it?” And he
answered, “You shall love the Lord your God
with all your heart and with all your soul and
with all your strength and with all your mind,
and your neighbor as yourself.” And he said tg
him, “You have answered correctly; do this, a
you will live.” But he, desiring to justify himsel
said to Jesus, “And who is my neighbor?” “Th
one who showed him mercy.” And Jesus said
him, “You go, and do likewise.”

Challenged views regarding racig
aand religious practices, values, a
itbeliefs toward Samaritans.

n

=

od.

Matthew 18:21-35 Jesus and the Command t¢
Forgive from the Heart

Then Peter came up and said to him, “Lord, h
often will my brother sin against me, and |
forgive him? As many as seven times?” Jesus
said to him, “l do not say to you seven times,
seventy-seven times . . . So also my heavenly
Father will do to every one of you, if you do ng

20 regarding speaking to a broth
owho has sinned against you, Pet
asks how often a person is
required to forgive. Jesus
pahallenges the view that there is
limit to forgiveness and says

p After the command in Matt 18:15}

viforgiveness is to be from the heart.

forgive your brother from your heart.”
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Matthew 12:22-37 Jesus and a Brood of
Vipers

Then a demon-oppressed man who was blind
and mute was brought to him, and he healed
him, so that the man spoke and saw. And all t
people were amazed, and said, “Can this be t
Son of David?” But when the Pharisees heard
they said, “It is only by Beelzebul, the prince @
demons, that this man casts out demons.”
Knowing their thoughts, he said to them . . .
“You brood of vipers! How can you speak gog
when you are evil? For out of the abundance

Belief, behavior, way of thinking,
values, and habits. Clearly Jesus
stirs things up with these
Pharisees. He speaks hard word
hiato their lives, exposing their
hattitudes toward him and toward
gpmething good that God has
fdone.

d,
Of

[92)

the heart the mouth speaks.”

In an effort to understand what informs a long-tg@amstor’'s understanding of how

to lead significant change, the subject of conflias been briefly reviewed. The previous

section attempted to show the ways in which tleeditre contributes to the

understanding of this topic. In the next sectibe, inethodology used to study this topic

will be presented.



CHAPTER THREE
PROJECT METHODOLOGY

The purpose of this study was to explore how l@rgitpastors have orchestrated
tension, resistance, and conflict in order to Isigdificant change. The assumption of
this study is that learning takes place in the eéxindf ministry, particularly during
critical incidents that shape a pastor’'s understand herefore, a study was conducted
utilizing qualitative research to allow the resdwrcto get pastors’ viewpoints regarding
their experiences and what they learned from tleaperiences.

In order to obtain the information needed for 8tisdy, methods consistent with
gualitative analysis were utilized. This chapteplexes this methodology and provides
details regarding the study’s design and how das awllected and analyzed.

Design of Study

Qualitative analysis assumes that “meaning is eadxbth people’s experiences
and that this meaning is mediated through the iiy@sr's own perceptions:*’ The
“key concern” of qualitative analysis is to inveggstie the research questions from the
participant’s perspectives, rather the researciperspectives'® Nonetheless, the

419
S

researcher is the “primary instrument for dataemlbn and analysis;™ and must

modify her approach in order to be “responsiven®dontext.**° This posture of

17 Sharan B. MerrianQualitative Research and Case Study Applicatiorsducation 2nd ed. (San
Francisco: Jossey-Bass Publishers, 1998), 6.
418 i
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flexibility and responsiveness enables the reseaichbetter derive meaning and
understanding from the participants’ experiencakstarconsider the “total context” of a
particular incidenf?

It is this human aspect, or the allowance for “gday-world situations*? of
gualitative research, that makes this methodolaggppropriate for looking into the
guestion of how long-term pastors have orchestriaiesion, resistance, and conflict in
leading significant change. Qualitative researtbwad a researcher to examine
experiences relevant to the research questionsmpérsperson and case-by-case. This
methodology allows the researcher to better unaledstach research participant’s
context by allowing them to give full responsesdasearch questions and visiting them
where they work and live when possibfa.

A qualitative approach allows the researcher tesgmsights from each
participant. It also allows for greater flexibilias the researcher spends time listening in
order to gain an understanding of the researclestibjinsights and experiences. The
meaning that each subject ties to their experiepo@gdes the data that helps the
researcher gain an appreciation and understandgayding the item of interest, in this
case the ways in which the pastor understandsrimestration of tension, resistance, and
conflict. Sharan B. Merriam helps to clarify thispact of qualitative research.

The philosophical assumption, as | noted earliponuwhich all types of

gualitative research are based is the view théityes constructed by individuals

interacting with their social worlds. Qualitativesearchers are interested in

understanding the meaning people have construttadis, how they make sense
of their world and the experiences they have inibed.*?*

421 pid.
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By listening to a pastor share from her experietieeresearcher is able to collect
data that takes the pastor’'s ministry context adoount. At the same time, the researcher
serves as the “primary instrument” for both dattection and analysi&> The
researcher takes an “inductive stance,” and is didmto “derive meaning from the
data*?®in an effort to develop a theory. Again, Merriahelpful, explaining,
“Qualitative researchers build toward theory frobpservations and intuitive
understandings gained in the field. In contrastdductive researchers who “hope to find
data to match a theory, inductive researchers tompied a theory that explains their
data.”?’ Various mechanisms are used in order to facilgatlering data for inductive
research. However, for this study, the use of gudar experience called a critical
incident was utilized.

Broadly speaking, the critical incident method ilwas asking each participant to
speak about an event that has helped to shapeutiggrstanding of the world. Zeroing in
on a specific critical incident is designed to allpastors to focus their attention on one
area while providing insights about their underdiag of the event itself. For this study,
eight pastors were interviewed separately and askspeak about an incident in which
they led significant change.

Participant Sample Selection
The eight pastors were chosen using purposiveiterion-based sampling. This

sampling method was chosen because it allowecdeearcher to use essential attributes

to locate appropriate research subjéttdhe first criterion was that the pastors share

425 |pid., 7.
428 |pid., 17.
427 |pid., 7.
428 pid., 61.
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some common characteristics. The first elemeritasdll eight pastors serve within the
Presbyterian, and thus Reformed, tradition. Thisolawas of interest to the researcher
given that it represents his own tradition.

Additionally, the pastors selected were “long-teqma’stors who have served in
full-time ministry for a minimum of seven yearsptigh not necessarily at the same
church or in the same position. This element altbte researcher to gather data from
pastors who have a broad scope of critical incglentwhich to draw from.

It was also important that pastors were currerglyiag or had previously served
in an established church rather than in a churahtpllhe researcher defined an
established church as a congregation of any satehtis been in continual existence as a
church for a minimum of three years. Limiting tlesearch pool to pastors who have
served in established churches is significant bezagtablished churches, even those that
are relatively young, have established beliefsjes| behaviors, and practices. The
purpose of this study is to learn how long-termti@ashave led significant change,
defined as a change in beliefs, behaviors, valndegactices. Ron Heifetz and Marty
Linsky provide helpful insight, “Leadership addresgmotional as well as conceptual
work. When you lead people through difficult changeu take them on an emotional
roller coaster because you are asking them tog@kh something—a belief, a value, a
behavior—that they hold deat*®

The second criterion for selecting the participasis counter-point to the first.
While it was important for the pastors to share emmmmon elements, such as being
Presbyterian, it was equally important that theyeha range of experiences. Thus while

all eight pastors are Presbyterians, they reprébesd denominations: Presbyterian

29 Heifetz and Linsky, 117.
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Church in America (PCA), Evangelical Presbyteridrueh (EPC), and Presbyterian
Church United States of America (PCUSA). The pasigare all seminary-trained, but
they represent various seminaries and have difféegals of training beyond a Masters
of Divinity degree. Though all are from the Unit8thtes, they are from different regions
of the country. The selected participants have tattbus pastoral roles and have served
congregations of varying sizes.

These factors were important because they provitedesearcher insight from
varied perspectives. The diversity of backgrounds,vinowever, balanced by the narrow
constraint of the first criterion. Combined, thetements provided data regarding
leadership and the way it is practiced across adunad, denominational, demographic,
and geographic lines.

The eight pastors selected for this study wereuresat through networking. The
researcher consulted pastors, seminary facultycbradministrators, elders, and
members in order to produce a list of potentiataesh subjects. The researcher also
utilized his own relational networks. Once the Vists complete, the researcher contacted
the pastors and arranged for an interview.

Data Collection

The interviews were conducted using a semi-stradtunterview protocol. This
less structured arrangement allowed the pastqgeotade meaning from their own
experience rather than having the researcher defines and experience. This approach
closely follows the spirit of qualitative researéhsemi-structured interview protocol

allows the “individual respondents [to] define therld in unique ways,” which helps the
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researcher to be open to new ideas he had notdesadibefore conducting his
research®

The pastors were interviewed based on a schedittesufficient time spaced
between each interview. This meant that the rebearnade initial contact with the
pastor to offer a choice of dates and times. Thweoience of the interviewee was the
principle concern of the researcher. The reseamserattempted to conduct the
interviews in person. However, given the geograghement, several of the interviews
were conducted over the telephone or via Skype.sthedule was based upon the
general availability of the interviewee.

The research questions (RQs) represent three @fr@asrest to the researcher.
During the first interview the researcher made s@®to how to improve the questions
to provide clarity, without leading or defining tes. The spacing of the interviews
allowed the researcher to make necessary adjustrhetween each interview. The
pastors were not asked the RQs, but rather a sdregsestions that were based on the
RQs. Following is a brief sample of the questidrat tvere asked, each under the
heading of an RQ.

1. What informs a long-term pastor’s understandinggafling change within the
local church?
a. If you were designing a seminary course on leagersihat would you
want to teach your students specifically about tmead change?
b. How would you define significant change?
c. How would you rank yourself as a strategic leadpecifically as it relates
to how you understand significant change?
d. Why do you think some efforts to lead change fail?
I. What part does conflict avoidance play in failegdership?

e. How do you assess what “things need to change’inwtbur church?
What role does vision play in leading change?

o

430 Merriam, 74.
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2. In what ways and to what extent have long-termgvastxperienced conflict as a
result of leading change?

a. As you think on your life in ministry, can you thiof a time (an incident)
when you led change where you experienced resestégasion, or
conflict?

Why do you think there was resistance, tensiorpoflict?

Did you expect it?

How did you react to it?

How prepared were you for tension, resistance,candlict with regard to
pastoral leadership?

Are tension, resistance, and conflict a sign ofiéeahip failure?

®ooo

o

3. In what ways, and to what extent have long-termiqgua®rchestrated conflict in
order to lead significant change?

a. When you think about the work of Christ, do you ka® using resistance,
tension, and conflict to bring about significanaioge in the lives of
people?

b. How does your understanding of Christ’s use ofstasice, tension, and
conflict shape your understanding of your role ast@r?

c. Have you intentionally “stirred things up” as atpafrleading change?
Can you think of a time in your ministry when yoame “orchestrated”
tension, resistance and conflict in order to |eaahge?

d. Do you think it is a good idea for pastors to
orchestrate/use/manage/leverage conflict in oaerihg about change?
Why? Why not?

The interviews were conducted under the promismsofidentiality. Each
participant signed a research subject consent fanchwas given a copy to keep for his
records. The researcher kept a copy as well. kffart to further protect the identities of
each of the participants, their real names ana#mees of the institution they serve will
not be given. Each participant has been givenias &r purposes of this report. The
interviews were recorded on a digital recordereAthe interviews were completed, they
were transcribed to a Microsoft Word document usirggsoftware program Express
Scribe. Once the interviews were transcribed, #ta dias analyzed. At the end of the

research, the interview recordings will be destdoye
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Data Analysis

The data from these interviews was collected udiegconstant comparative
method of analysis. Merriam is helpful in undersiiag this method. She defines the
constant comparative method as a process of “congpane segment of data with
another to determine similarities and differencesthe overall object of this analysis is
to seek patterns in the data. These patterns i@egad in relationship to each other in
the building of a grounded theor§?*

Each interview was listened to, transcribed, anéeveed. The researcher looked
for key words, ideas, and word images that linkesights together by agreement or
disagreement. In essence the researcher workexhtpaze each interview. As Merriam
explains, these comparisons “lead to tentativegoates that are then compared to each
other and to other instances. Comparisons areamthstmade within and between levels
of conceptualization until a theory can be formedat**? Categories were arranged in a
Microsoft Word document table and coded. This afldwhe researcher to arrange data in
order to see an emerging pattern in an effort teens@nse of the dat&’

Researcher Position
As Merriam points out, the researcher is the “prymastrument for gathering

and analyzing data and as such, can respond sittfagion™**

that arises during the
interviewing process. At the same time, the redearis also limited in some respects
simply because people are given to mistakes arsg4li& In this case, the researcher is

coming from the position of a pastor within the $trgerian tradition. As such, he has a

431 |pid., 18.
432 |pid., 159.
433 |pid., 178.
434 pid., 20.
435 |hid.
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vested interest in the insights of long-term pasteino have led significant change,
particularly the ways in which they have orchestaension, resistance, and conflict to
do so. It is the position of the researcher thatrtiission of the church is bound up in
Christ's commandments to love G&8 each othef?” and one’s neighbdr® The
researcher believes this mission is best underdtoadthe perspective of shalom, or as
Nicholas Wolterstorff contends, tieissio Deiand thus the mission of the chufcA.
The researcher, while holding a highly conservatiesv—biblically, socially,
theologically and politically—believes that the si@n of shalom entails the church
being concerned and actively working for the flshimg for those in the church and
those outside.
Study Limitations

Due to limited resources and time, only eight pashave been interviewed. The
researcher met personally with five of the eiglstpes for a face-to-face interview.
However, due to the costs associated with trakelrésearcher utilized a telephone and
Skype to conduct interviews with three of the pesto

The eight pastors are from within the Presbyteaiath Reformed tradition. All
live within the United States. The pastors atteral@edmber of different seminaries.
Limiting the diversity of theological positions tife participants strengthened the
research focus by providing insight into how aipatér tradition leads change,
especially in relationship to tension, resista@acel conflict. By focusing on the pastors

from this tradition, the researcher has been abtgther data and knowledge of best

438 Deut. 6:5; Matt. 22:34-40; Mark 12:28-34; Luke 2D

437 ev. 19:18; Ps. 85:10; John 13:34-35; Rom. 121808; Gal. 5:13; Eph. 4:2; 1 John 3:11, 23.

438 ey, 19:18; Matt. 22:34-40; Mark 12:28-34; Luke 2%-28; Rom. 13:8-10; Gal. 5:14; James 2:8.
439 Wolterstorff, 72.
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practices through an existing network. The focuthisf study is limited to gathering data
on how these pastors have strategically orchedttatesion, resistance, and conflict in
order to lead significant change. Many of theseéqyasare well-known throughout their
respective denominations.

The study included an attempt to present a reasenaliew of the pertinent
literature. However, the literature review is inway be exhaustive. It is important to
note that the conclusions of this study will beited to the data gathered from the
experiences of the pastors being interviewed. @ata will be collated with data
gathered from selected readings. The conclusiomkeftam the interviews and their
analysis are not necessarily universally applicébla! times and situations. It may be
possible to apply some of the results of the swélpdings to other parts of the United
States and to other denominations. However, thdgecoose to generalize the study’s
findings and apply them to their own setting shalddso with their own context in mind.
It is important for those who read this study tderstand that the nature of a qualitative

study requires conclusions to be applied to theecarof the reader and not universally.



CHAPTER FOUR
FINDINGS
The purpose of this study was to explore how l@rgitpastors have orchestrated
conflict within an established church in an effimriead significant change. Eight
reformed Presbyterian pastors from the United Statre interviewed. Three research
guestions guided this study:

1. What informs a long-term pastor’s understandinggafling change within an
established church?

2. In what ways and to what extent have long-termgvastxperienced conflict as a
result of leading change?

3. In what ways and to what extent have long-termgrasirchestrated conflict in
order to lead significant change?

Introduction to Research Participants
As outlined in the methodology section of this styohstors were asked to speak
confidentially, thus their names and the namese@if churches have been changed in
order to protect their identities. In addition, #pecific denomination and the city where
each pastor serves has not been included. Thevioljatable is provided for the reader to
reference for biographical and ministerial backgwbun addition to the table, each

participant will be briefly introduced in order bighlight the ministerial context of each

pastor.
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Table 1

Current Position
And
Previous
Experience

Geographical Locatio
of church, type of
community

Seminary &
Degrees

Age of
Church

Size
of
Chur
ch

Years in
Ministry

88

Years at
church

D. Jeter 1) Senior South East/ Town Covenant— | 120 1000 15 12
1°' Pres 2) Associate MDiv

3) Planter DMin
B. Ruth 1) Associate Mid-West / Large City| Covenant- | 170 2000 | 14 11
Bayside 2) Assistant MDiv
Pres.
M. Mantle 1) Co-Pastor South / Large City Princeton — | 150 1500| 13 11
Lee 2) Site Pastor MDiv
Memorial 3) Associate European
Pres. Univ - PhD
Y. Berra 1) Senior/Solo | South / Large City Fuller — 20 400 | 40 plus 12
Brookville | 2) Associate MDiv
Pres. 3) Para-Church Fuller -

DMin

L. Gehrig 1) Senior Mid-West / Town Reformed — | 20 500 | 35 plus 22
Redeemer | 2) Planter MDiv
Pres. RTS - DMin
J. DiMaggio | 1) Senior Mid-West / Large City| Covenant- | 20 250 | 20 plus 7
Cornerstone| 2) Planter MDiv
R. Maris 1) Senior South University/ Covenant— | 11 300 | 14 12
Western 2) Planter Town MDiv
Heights Assistant
Pres. Para-Church
P. Rizzuto | 1) Senior South / Large City Princeton — 12 250 | 21 8
Holy Cross | 2) Solo MDiv
Pres. 3) Associate Westminster

— DMin
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Biographical Data

D. Jeter is the senior pastor of First Presbyte@harch, a one-thousand-member
church in a midsize town (two hundred forty-fivitisand people) in the southern part
of the United States. First Presbyterian is a histthurch, just on the edge of the city
center, where it has been located for nearly alisaf20 years. It is also on the same
picturesque city block as a thriving liberal artélege. The congregation consists of
many community leaders, faculty, students, protesds, executives, homemakers,
children, and teenagers.

Prior to becoming the senior pastor of First Presign, Jeter, who attended
Covenant Theological Seminary, held various pabpmsitions. He was an associate
pastor at another historic church located in adanity. Before taking that call Jeter
served as a church planter. In total, Jeter has $&®ing in ministry for over seventeen
years. Jeter is married and is the father of twinlin.

B. Ruth, like Jeter, also attended Covenant Thecdb&eminary. He serves as
associate pastor of a large, over one-hundred-gldazhurch called Bayside
Presbyterian. Like First Presbyterian, Baysidelsrge congregation with over two
thousand congregants. Bayside’s congregants, nkeFirst Presbyterian’s, are
predominately well-educated, professional men aach@n who represent various white-
collar fields. Many of them are lifelong membersi@an point to their family being a
part of the church for several generations. Baysiddso a very strong church for
families and thus draws a number of parents witmgochildren. Bayside is located near
a number of large universities and graduate programd thus draws a number of

students and faculty.
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Unlike Jeter, Ruth has served only as an assquési®r. In fact, Ruth is not
looking to move into a senior pastor role. Havitegted in ministry fourteen years ago in
college ministry, he feels he is headed towarcattaemy in the future. Ruth has been
married for twelve years and has three children.

M. Mantle has been in ministry for a little moreththirteen years. He is married
with four children. He obtained his MDiv from Preton Theological Seminary and is a
doctoral candidate. He is currently serving at Mesmorial Presbyterian Church in a
large southern city. This historic congregatioroeér fifteen hundred members is, like
First Presbyterian and Bayside, made up of prajessiand highly educated men and
women, as well as parents with young children. H@reMantle’s position with Lee
Memorial is in a state of transition. Mantle, untlez oversight and cooperation of Lee
Memorial, is co-leading a site church in the hedthe poorest communities within the
city.

Unlike Jeter, Ruth, and Mantle, Y. Berra servegstablished, though relatively
young church. Brookville Presbyterian Church hasnbestablished for a little more than
twenty years. It is a community church, locateth® suburbs of a large southern city.
Like First Presbyterian, Bayside, and Lee MemoBagokville’s four hundred
congregants are predominately highly educatedepsidnal men and women. The
church also has a strong ministry to families andents. Brookville takes its role in
moving beyond their neighborhood into the brokeates$ of their city very seriously.

Rev. Dr. Berra (MDiv and DMin from Fuller TheologicSeminary) has been in
ministry for over forty years. During the early dayf his ministry, Berra served a large

para-church ministry known as Young Life. Berrd tee Young Life staff after serving
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for over twenty years, when he took his first eallan executive pastor of a large non-
denominational community church. He left after gegwthere for five years and
ultimately became the pastor of Brookville. Hehie bnly full-time staff person and has
served at Brookuville a little more than ten ye&ts.is married, has two daughters and
multiple grandchildren.

Rev. Dr. L. Gehrig (MDiv and DMin), like Berra, hbgen in ministry over
thirty-five years. Twenty years ago, Gehrig, alevith his wife and children, left a very
large church in the South where he had served assuotiate for twelve years in order to
plant a church in the Midwest. Redeemer Presbyté®iaurch has grown from a few
people to an average Sunday attendance of ovehdindred.

Redeemer’s congregation resembles its communitjaiit is a family-based
church. Under Gehrig's leadership, Redeemer has ffom meeting in borrowed
facilities to purchasing property and building egkafacility. At the same time, Redeemer
has not lost sight of establishing new churched,thay have planted a number of
churches within the community.

While Berra and Gehrig have thirty and forty yeairpastoral experience,
DiMaggio has been serving in ministry for a litthere than twenty years. After
completing his MDiv at Covenant Theological Semyn&iMaggio began his ministry
working with middle school and high school studeAfi$er serving in a para-church
ministry, he served for a number of years as aocieste pastor at a west coast church
plant. Eventually he left to plant an urban churcthe Midwest called Cornerstone

Presbyterian Church.
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Cornerstone is a multi-racial, multi-ethnic congregn in the heart of a working-
class community. The area is also home to refufyjessAfrica, Asia, Latin America and
parts of the Middle East. Thus there are multipfgguages and cultures represented in
the congregation, and this diversity impacts ew#nyension of the church community.
Economically, the majority of the two hundred aifty fcongregants live well below the
poverty line; many receive some form of governnassistance. DiMaggio, along with
his wife and three children, have served this ceggtion for over six years.

Like DiMaggio, R. Maris attended Covenant Theolagi8eminary. After
seminary, Maris began his ministry serving with &efed University Fellowship (RUF),
a college ministry related to the Presbyterian Chum America. Maris served for four
years with RUF at a large university in the south@art of the United States. It was
during that time that he began to discern a cathiarch planting.

An opportunity developed for Maris to plant a ctuinc a large university
community in the southwestern part of the Uniteat€3t. For the past eleven years Maris,
along with his wife and four children, have laboteastablish a church. The Lord has
blessed their efforts and now each Sunday, Madslaree hundred men and women
gather for worship at Western Heights Presbyte@iharch.

Rev. Dr. P. Rizzuto (DMin Westminster) has speptl#ist six years of his twenty
years in ministry working to rebuild Holy Crossclaurch in a large city in the South.
Rizzuto, after attending Princeton Theological S&ry, began serving as an associate at
an affluent thirty-year-old congregation. Ultimatéle became the solo/senior pastor of

that church before moving with his wife and twoldhen to serve an urban church plant.
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Holy Cross is an ever-changing congregation. Whiéee are usually three
hundred in attendance for worship, there is a cbasi rate of turnover among
congregants due to the transient nature of the aoityn This is due primarily to the
number of people who move into the community terattgraduate school and to the
transitory nature of postgraduates in their fiodtg after university. The congregation is
mostly young men and women in their late twentied @arly thirties who are highly
educated and interested in social issues. A pimcipncern for Rizzuto and his
congregation is to bring the hope of Christ to hgaon the city through renewal.

In summary, all eight pastors have at leasttézur years in ministry and serve
in Presbyterian churches. All of the pastors holéast a Masters of Divinity, two hold
Doctor of Ministry degrees, two are pursuing a oacf Ministry, and two are pursuing
a PhD. The patrticipants represent four semina@iesenant Theological Seminary,
Reformed Theological Seminary, Princeton Theolddseaninary, and Westminster
Theological Seminary. They represent three dendmimawithin American
Presbyterianism: Evangelical Presbyterian Churoest®terian Church in America, and
the Presbyterian Church, USA.

The churches are a cross section of the Unite@$Statith churches from the
Atlantic and Pacific coasts, southeastern and sestern regions, and the Midwest.
While they differ in size, all the churches havemestablished for at least ten years with
four churches being in existence for over one hedigears. The churches also represent
demographic and geographical diversity (urban,lystdburban, and university towns).

There is some diversity regarding education amibgconomic status within the

sample. Cornerstone Presbyterian Church has arefggee population and thus has a
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wide range of ethnic, cultural, and educationalehsions. While Lee Memorial
Presbyterian Church is predominately highly edutated Caucasian, the associated site
church is racially and educationally diverse, vatter half of the congregation being
African-American. The remaining congregations aedpminately middle-to-upper-
income, highly educated Caucasians. The reseadbelieved a select diversity would
provide a fuller understanding of how pastors Igigdificant change.

Shaping a Long-Term Pastor’'s Understanding of
Leading Significant Change

Eight pastors were interviewed in an attempt toeusihnd how long-term pastors
lead significant change in an established churble.first area of questions relates to
understanding what informed each long-term pastorterstanding of leading
significant change. The researcher asked eachrastries of questions related to this
area of interest. First, participants were askedefine pastoral leadership and to provide
insight into what shaped their understanding otgratleadership. Second, the
researcher asked the participants to define sagmfichange. A number of themes
emerged from each area of research.

Defining Pastoral Leadership

Two themes emerged from asking the participantiefme pastoral leadership.
First, participants tended to emphasize one sigmstoral leadership over another.
Generally, the participants who focused on leadermid so by talking about the
importance of vision/mission and a pastor’s abilityead the church in that direction.
Those who focused on the pastoral elements of Edst@dership tended to talk about

spiritual nourishment and the implications of tmegzhed word.
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A second theme is bound up in the first, in thatipi@ants defined pastoral
leadership more by what it is not more than by vithiat Generally these pastors
provided anecdotal examples of “bad” pastoral lestdp gleaned from their experiences
in an effort to define “good” pastoral leadershipey mentioned a spectrum of pastoral
approaches using the terms “hero leader” or “chapta describe pastors.

Emphasizing Pastoral Leadership

Gehrig defined pastoral leadership as “the abitittake a church in a particular
direction.” That direction, according to Gehrighssed upon what the senior or solo
pastor believes God wants for the church. He Shliklieve that the role of the pastor is
to discern from the Lord what kind of church he tgams to be.” In his view, pastoral
leadership focuses on communicating a particuipriand mission to the congregation,
staff, and leadership.

Gehrig suggested pastoral leadership is when ampeat “demonstrate his own
sense of passion, interest, and zeal for the péatidirection he believes the Lord wants
him to go. Then he finds a few people who are aardbavith that and builds those
dreams and directions into them.” These men andemdpecome the pastor’s advocates
and help change the system by persuading otheisapproach allows the pastor to
make proposals but prevents him from doing anythdegadical, because he must have
enough support to “make it go.”

Maris provided a different perspective, a sort adafe ground, in that he
described pastoral leadership as a balance betpastoral care and leadership. He
suggested that pastoral leadership is first anehfost having a “strong interior identity

in the gospel,” which “needs to be continually nskhied and developed.” Self-care is an
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important part of maintaining a strong gospel idgnaccording to Maris. He also
suggested that pastoral leadership consists dhftaiproclamation of the implications of
God’s word and the kingdom for a given congregatmaquip them to make visible the
kingdom of Christ.” The pastor then, from this gerstive, is “the leader of that
proclamation and the making visible of that worki’many respects Maris’
understanding of pastoral leadership reflectednaphasis on the mission of shalom.

Maris also brought attention to the need for “natitgg relationships” as a part of
pastoral leadership. He stated that leadership ofieans gathering the courage to work
through the resistance and competing opinions troowgt by advancing significant
change. He suggested that pastoral leadershipresdibiuilding consensus for a direction
while staying connected with those who dissent frioim

Berra also emphasized the pastoral side of padeadérship, but did so based on
personality. He suggested that while the leadds ‘&® agenda, values and priorities,”
pastoral leadership style ultimately “depends oo wie person is.” People have
“different temperaments,” as reflected in persapalipe frameworks such as Myers
Briggs, he said, and they bring those personatiystto their pastoral work. Some
people are “teachers and preachers, some are chgages, some are big on fellowship
and pastoral care.” According to Berra, “thererasmy different ways to define pastoral
leadership,” because there are so many differemwiskof people. At the same time he
pointed out that “over half the churches in thetBahiStates are under one hundred
people. You don’'t need to be much of a leader énctiurch of under a hundred.”

Berra concluded that pastoral leadership shoulablo@t “faithfully teaching the

scriptures and shoring up the foundation of pesieés” rather than “stirring things
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up.” Pastoral leadership, according to Berra, iskimg to discern where the people want
to go and then helping them to get there. He adsaribed himself as “pastoral by
nature” as opposed to a “you need to get oveoitt af pastor. In other words, according
to Berra, a pastor’s role is much like a doctorthiat they should seek to “do no harm and
ensure the congregation experiences as little digmd as possible so as to avoid harm or
a split.”
Pastoral Leadership: What It Is Not Versus Whé It

A number of the participants defined pastoral lesldie more by what it is not
than by what it is. In doing so they used term$iaag“hero leader” and “chaplain” to
describe behaviors that do not reflect true pakleaaership. Pastor Jeter, for instance,
spent a number of years serving in assistant asatede roles in large, established
churches prior to becoming a senior pastor. Duttvagytime he observed the way that
two high profile pastors in two different denomioas led. Both pastors shared traits that
he felt were not the best model for pastoral lestidpr He described them as “classic hero
leaders.”

Jeter described a hero leader as an “unflappa#énttess, don't let ‘em see you
sweat sort of man,” who “keeps his chin up and showchinks in his armor.”
According to Jeter, a pastor who is a hero leadiéutilize the power of language to
shape direction more than “doing or being.” Rathan providing hands-on leadership
built on trust and relationships, the hero leads wiords and by marginalizing those in
opposition. Generally, according to Jeter, conflictl anything related to anxiety or

“turning up the heat” in the system is avoided.
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Jeter described situations where a distance exigaeen pastors and those they
were called to shepherd. Interestingly, he notadlttihose pastors seemed to be unaware
of the distance that existed between themselves, staff, and the congregation. These
experiences led Jeter to realize a “disconnecti/iben a pastor who serves as chief
speaker and one who is focused on pastoring a egatjon.

Jeter further described the hero model of pasteaalership as lonely. In many
ways the hero leader was out of touch with how feewjithin the church system actually
felt or experienced him. In some cases the stafftbavork around the pastor rather than
with him. Unfortunately, Jeter observed, “most ain@s want a hero leader” rather than a
catalyst for significant change, or someone whgoisg to lead them toward cultural or
community engagement. Simply stated, they prefestor’s “presence and ability in the
pulpit” rather than someone who will model fleshmg the gospel beyond the church;
nonetheless, congregations still say they want som&ho is “pastoral.”

Pastor Ruth also served in an associate role wrdatrhe described as a “classic
hero leader.” From his perspective, pastoral lesddprshould be more of a “basketball
team rather than a wrestling team.” Rather thatfaning in singular roles, pastoral
leadership requires a collaborative effort thatdsuup the ministry of the whole rather
than “the one.” That includes everything from deyday operations to defining vision.
Collaboration was not what he experienced. Rutth sailearned “what not to be” from
working “for” rather than “with” a hero leader past

Several participants spoke of another sort of pakteader. This model followed
what Jeter described as a chaplain and Mantleibbescas a “care-taker.” This sort of

pastoral leadership focuses primarily pastoral catteer than leadership. A caregiver
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model, participants suggested, works well in smatlerhaps aging congregations. Jeter
and Mantle observed that while this leadership rhodgy be helpful in some ways, it
does little to shepherd people toward significdrange.
The Shape of Pastoral Leadership

The researcher also asked participants to reflegtleat had given shape to their
expectations and understanding of pastoral leagerftvo themes emerged from this
area of research. First, the participants felt seainary did not and perhaps could not
have fully prepared them for the demands of pakkeadership. In fact, a number of the
participants reported that their seminary trairpngpared them for pastoral roles that are
actually inconsistent with their experience anddbmands of the office. Second, all
eight participants felt that experience and seltigd learning had helped them to
understand pastoral leadership. These informatilegmethods tended to help them
understand themselves as pastors and shape tlderstanding of their role and ability.

The first theme that emerged from this area ofarsdeis how seminary had given
shape to their expectations versus what they hpdrnced. All of the participants felt
that seminary prepared them well for what was reteto as the “contemplative
pastorate.” In other words, seminary provided droglraining in theology, exegesis,
hermeneutics, preaching, teaching, and to somatxeaunseling and shepherding.

As a result, participants shared that seminaryeghépeir expectation of the
pastoral life as one of study, teaching, prayed, spending time with people. Several of
the participants said that they expected to del administrative tasks to some extent,

but they did not see those tasks as the bulk af taéing. However, in the first few
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years of ministry they spent more time in meetiagd doing administrative tasks than in
study, particularly if they were not in lead preachor teaching roles.

Participants felt they had been well-prepared wetpard to study, preaching, and
teaching, but were not prepared for the day-toafsrational side of leading the church.
Even participants who said their seminaries treedrovide an element of preparation in
the areas of leadership and organizational manageheleill-prepared for the reality of
their vocation. Mantle was one pastor who feltwhgght of this burden in his first few
years of ministry.

Mantle commented that while seminary opened upihigerstanding of
“missional theology,” in particular the missionsifalom, he came away with an
idealistic vision of the church. While he was pnegkto think theologically about sin, he
was not, as he said, “prepared to deal with the pemple sin against one another and
against their pastors within the church.” “Seminahe said, “prepared me to spend part
of my day in my study, preparing and writing sersicend the rest of my day on
horseback, riding through my parish visiting my gaygants.”

Mantle said he was not prepared to lead committe#grepared to deal with the
harsh realities of church politics, and not pregdoe the role of an assistant pastor in a
large, established, historic congregation. Mardld,s‘l had no idea what | was getting
into. The first few years of ministry were challé@mgand at times depressing. A bunch of
times | wanted to quit. | was not trained or prejplfior the reality of what ministry is like
day-to-day. It knocked the wind out of me.”

Ruth said that at his seminary “everything was ggaoward applying things to

pastoral leadership,” but some professors were suceessful in making those



101

applications than others. Part of the reason isamumber of the professors, while
having served as pastors, did so in small churotasy years prior to teaching his class.
Many were more academic in temperament. One prafesggested all he needed to do
to “survive” a large, established church was sinpl§get in there and love the people
and serve them.”

A number of the participants felt the need to depeh the area of leadership
within their first few years of ministry. Berra,tée, Ruth, Mantle, and Maris all read
books on leadership by authors Lencioni, Heifetd lainsky. Pastors Gehrig, Dimaggio,
Mantle, and Jeter said they asked more experigpasirs for advice, with varying
degrees of success. Most of the pastors citeddatigiconferences or seminars hosted by
their denominations and seminaries in an attemget@lop leadership capacity. Berra,
Jeter, Mantle, Gehrig, and Rizzuto felt their Do@bMinistry studies were invaluable in
helping them improve in leadership.

All of the pastors suggested that their seminatcation could not have fully
prepared them for “real life within the church” natter how thorough the curriculum.
As a result, they turned to other sources. Contistéh the emerging theme, most of the
resources on leadership they found were from anbssileadership perspective rather
than a pastoral leadership perspective.

Defining Significant Change

In addition to understanding what had given shapepastor’'s understanding of
pastoral leadership, the researcher wanted toofindhow pastors defined significant
change. Two themes emerged from this area of resehirst, the same leadership

experts had influenced a number of the participdntact, the participants used nearly
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the same language to define significant change s€bhend theme that emerged
suggested that the direction of significant chaegeled to be focused inward, whether
on an individual basis or on an operational dynamiother words, a significant change
is reflected within a particular person within tteurch (change of behavior), and/or it is
a change in the way the system operates (changadtice). In either case, the
significant changes in their churches related leypghastors were “inward facing” rather
than “missional” or “outward facing.”

The first theme emerged in the process of askistppaito define significant
change. All eight of the pastors were familiar whle same leadership experts. In fact,
Jeter, Maris, Dimaggio, Gehrig, Mantle, and Rutadusearly identical language that
came from the work of Ronald Heifetz, Martin Linsldtexander Grashow, and Dean
Williams. In fact, the pastors were familiar enowgth Leadership on the Line: Staying
Alive Through the Perils of LeaderstapdThe Practice of Adaptive Leadersh
describe significant change as “adaptive.” In da@ogthese participants pointed out that
a significant change is related to an “adaptivesweitechnical change.” Generally they
pointed out that a significant change would reqaihange of behavior, practice, belief
or tradition?*° a concept that can be tied to the previously reetl leadership experts.
When asked about these sources the participamgepdo self-guided learning as well
as DMin programs. They also noted that these clsaagevery often, in their experience,
connected to conflict.

Mantle also provided a sociological perspectivardmg significant change. He
said that significant change is required “wheredhg cultural movement, and

suppositions are challenged, and there are a nesf assumptions that govern people’s

449 Heifetz and Linsky, 30, 177.
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behaviors.” Mantle suggested that significant cleaisghot “just adding new things into
one’s repertoire—but a fundamental rethinking @uasptions,” which then leads to a
new set of behaviors and patterns.

The second theme that emerged from six of the @agfticipants reflected an
inward focus. While the participants recognizedsigant change as change of behavior,
practice, belief, or traditioff," the focus of the definition was related to sormmeghiithin
a particular person or within the operational eleta®f the church system.

While not directly citing Heifetz, Linsky, Grashcamd Williams, Berra suggested
that a significant change happens when pastorsga@pportunities to be “agents of
reconciliation” (2 Corinthians 5:19). He said, “Theare certain people who choose to
identify a need. They choose to lead in that dioacand the situation tends to find the
person.” From his perspective, providing his coggres opportunities to pour
themselves into something positive allows themhange. That has been a helpful
approach for him given the issues that his denadmoiméas been experiencing in recent
years.

DiMaggio, while aware of the ways in which Heifatizd Linsky define “adaptive
change,” suggested significant change is “movingpjee not institutions, toward
sanctification.” He believes that as people chahgesystem will change organically.
Rizzuto suggested significant change is more a@@atrticular person rather than the
whole of the local church.

The researcher would like to note that Maris, Diilagand Rizzuto serve
congregations that have a missional or outwardd@sutheir primary purpose. They have

had a missional perspective from the start. Geddgg serves a congregation that had an

441 pid., 30.
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outward focus at its inception, given that it washarch plant oriented towards
evangelism and outreach. DiMaggio, Maris, and Rzaerve congregations that
consider themselves to be “agents of shalom.” ¢h the vision for each of these
churches is quite similar, especially with regardgaching broken people within their
communities and working toward their flourishing.

Mantle, unlike Maris, serves congregations whengul@ge such as “mission of
shalom” is seldom used; however, the concept ig Ferch on his mind. The researcher
noted that neither pastor used the term “missiashafom” during the interview, but
both made the connection between leading significeange and the mission of shalom.
These pastors defined significant change as mdtigig congregation to change
behaviors, practices, beliefs or traditions to lwreroutward-facing in terms of working
for “the flourishing of others.” The remaining past focused exclusively on significant
internal change that impacts the functions and gmree of the local church.

Gehrig defined significant change as a “changmfaoclassroom, knowledge-
based, Christian education programs to a life-tsdiscipleship emphasis.” This kind of
change moves beyond the “walls of a classroom’eiadinvested in each other’s lives.
Gehrig noted that this movement can be a “pretgychange if you're in a traditional
classroom-based Christian education church.” Howeasenoted, Gehrig’s church began
as a missional church whose congregation desiregbtth the unchurched and non-
Christians within their community.

Pastors and Conflict
The second research question focused on the waysxaant to which long-term

pastors have experienced conflict as a resultasfitey what they described as significant
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change. The participants were asked to reflectanitiaal incident in which they had
experienced conflict while leading change.

The following section outlines critical incident®iin selected pastors. Six of the
participants expressed concern that the incidéetg shared could lead back to them.
Five consented to have their incident referencatlabked the researcher to take care so
as not to cause damage to them or their churclesreBearcher has endeavored to
provide as much detail as possible without jeogandithe confidentiality of the
participants. All eight participants had experiahcenflict and three themes emerged.

The first theme that emerged is that conflict isiething “that happens to a
pastor.” Four pastors said conflict arose as dtrestheir leadership. In other words,
they were the “recipients of conflict;” it just “daof happened.” As Rizzuto said, “Most
conflict comes to me, | don’t need to stir things ldo not have to go out looking for
conflict because it comes looking for me.” Gehmgrdsthat he learned that conflict is
“simply something that arises” as a part of pasteadership.

Ruth realized in the early days of his ministryttha “didn’t handle the conflict
that arose as wisely as | could have, or do thingswould have minimized it in the long
run.” Though he described himself as being “harcedii for conflict, he was not
prepared for the lack of support he received ireffisrts to bring vision and clarity to his
ministry team and staff. One important factor weat Ruth’s boss, the senior pastor, felt
that his leadership was being questioned.

In an effort to bring about some clarity, Ruth méh some of the senior
leadership. In the beginning, they were on bodtl ks suggested changes for bringing

about greater unity around the vision and missiahe church. However, it soon came
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to light that the senior pastor felt Ruth had netgld to include him. The senior pastor
said that Ruth had not asked enough questionsoerdad enough information. There
were a number of large “blow-ups” among the stadft tarose while Ruth was attempting
to bring about unity of vision.

Berra also experienced conflict. He said that hdri’tlreally parse conflict well”
in his first church context. After serving for twigryears in the leadership of a para-
church ministry, Berra was called to serve as Rez@tive pastor of a large church on the
east coast. Berra had been acquainted with thekweWn senior pastor at this church for
a number of years and had a great deal of respebtrh. However, Berra realized in the
first few months of joining the staff that the sempastor’s expectations and his were not
aligned. Berra had expected to be engaged in “@dstork.” Instead, he found that he
was expected to “advance the ministry of the sgoastor.” This difference in
expectations led to conflict between the two meth Berra “eventually needed to move
on.”

A second theme, somewhat related to the first,thaisthree of the pastors
mentioned being “surprised” or “caught off guard’donflict in the early days of their
ministry. Even though their seminaries tried toganme them for the reality of conflict in
ministry, they were surprised it “happened to tHe@ehrig was representative of this
group. Though he did not consider himself to beadie still “ never dreamed conflict
would happen” to him.

For Gehrig, conflict developed over the use ofdherch building. Members of
his congregation were involved in home-schoolirgirtbhildren and needed a central

place to meet with other families. Eventually theirch leadership was asked if the
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church facility could be used during the week fos fpurpose. Gehrig and the session
readily agreed.

Over the course of a few years, however, the goopbilosophy of education and
the church’s outreach efforts began to clash. Thed, which ultimately used the
building five days a week, was one that, accortinGehrig, was not open to people who
did not agree with their views regarding family adlcation. The church, however, was
striving to be a place where everyone was welcqasicularly those within the
neighborhoods that surrounded the church. In faetchurch had been planted years
before in an effort to bring the gospel to that caumity.

It became clear to Gehrig and others on the lehteteam that the relationship
between the church and the school would have trdeessed. What started as a
wonderful relationship between a Christian schoal #he church ended in a heated
season of intense conflict. Gehrig found himseihgeidiculed, and a number of
families left the church. The whole issue was @psse to Gehrig. He was caught off
guard and wondered how such intense conflict haggkened” to him.

Mantle also described being “caught off guard” &wprised.” Recalling his
idealism coming out of seminary, he was amazedwatdifferent the reality of pastoral
leadership was from what he expected. He was hire@velop strategies for outreach
and mission, and he expected that people in thgregation would readily support those
efforts. However, in the early days of his ministihen speaking about the need to “care
for the poor,” and “do the work of bringing resttioa and hope to the city,” he was often

called a “social liberal.” Mantle said the confligas so intense and so shocking during
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his first five years that he was not sure he wasgyto make it, which points to a third
theme.

Conflict, according to all eight participants, hetito provide insights into their
hardwiring. All eight participants suggested thanftict helped them to understand what
they brought to ministry, especially with regarchmdling conflict as a part of the
pastoral office. Ruth was the only pastor of tigheivho stated that he is “hard-wired to
step into conflict.” Gehrig, while stating that &eoided conflict, admitted that conflict is
a tool that had shaped him and compelled him tmlabout himself. He said, “Conflict
is good in that it helps you to become a bettetgpa&od uses conflict to shape us.”

Six of the eight pastors, including Gehrig, leartieely were “conflict-avoidant by
nature.” These six used words such as “survivdlidsh point,” and “life-defining” to
describe their experiences. Their responses tdicor@nged from a “temptation to run
away,” to a determination to “not back down.” Orasfor said he was “not sure [he] was
going to make it.” Several of the pastors mentiofesting overwhelmed by the conflict
incident(s) and recalled how the conflict bled iotber areas of their life and ministry.
Five of the participants shared that conflict régddnow their tendency to be “people
pleasers” or “feelers” impacted their leadershypest

Berra said he learned that he tends “to take thiegsonally,” and that as a
“feeler” he wants people “to feel good and get gldile said he is learning that he
needs “to set some of that aside” in order to |&mlra commented on Lencioni’s book
The Five Dysfunctions of a Teaaxpressing surprise that healthy conflict is seaey

for a healthy team.
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Jeter said he learned that he has tendency todryraake people happy by
working for consensus.” Working in a highly anxiaystem where conflict consistently
came his way allowed him to realize that his remgtiwere connected to wanting the
approval of those in authority. This meant he wigasnotempted to “fix the problem”
rather than let others sit in the issue, deal withemselves, and “grow up.”

Jeter shared that it took a difficult season fon ko learn this about himself, but
ultimately the experience helped to keep him fraadming a “hero leader.” While
serving as an associate, he found himself mandgangystem so that senior leadership
did not have to deal with “the issues” or with danf Eventually however, Jeter knew he
needed to wade into conflict with a particularlyyssful man. The man was “advocating
for something” that Jeter knew would not work. Ntempt to dissuade the man would
deter him. Jeter realized that the best approachteviet the man go ahead and embarrass
himself.

The end result was that the man exploded in abgedeter knew that he had to
let it happen. His prior tendency was to rush id éix things out of a need for approval.
In this instance, letting the situation play outheut his interference resulted in Jeter
having to endure the rage that followed. Jeter,éh@r, remained steadfast, and told the
man he needed to “grow up.” This pattern happerfedvanore times, but each time “the
conflict was not as scary” for Jeter.

In describing the critical incident, Jeter saidderned some important leadership
lessons. Despite his tendency to avoid confliderJeaid he had to learn to push through

his normal reactions. “I know that the tension in Ineart can dominate the way | relate
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to people,” he said, but he has learned to “wattetire conflict” instead of trying to
resolve the tension by “fixing” the situation.

Maris also learned that he is “a feeler.” He sdifgel dissent pretty strongly and
it makes me overreact or run away.” His “knee-pex&ction” is to “take control” and “fix
things.” Often that has meant leaving people ouhefprocess, which has contributed to
conflict. As a result, he learned and continudgaon to “slow down, stay calm, and get
people involved.” He also learned that he needécttoain calm and present and to
practice brokenness in the midst of tension argisctiThat, he said, is hard to do,
“because you want to get over it” as quickly assgas. He recognized that he will most
likely continue to vacillate between taking contaold bringing people along, but conflict
led him to understand things about himself thaehehanged his approach to pastoral
leadership.

Mantle had a similar experience, however, the adrifle experienced helped him
rethink his understanding of pastoral leadershigpstated earlier, he was accused of
being “one of those liberals” because of his pastovork toward shalom and his desire
to see the church “engaged in the life of the tipllowing that accusation, he
encountered a great deal of resistance and comlidirst he despaired, but ultimately he
came to a better understanding of his office.

Mantle said, “I began to see myself journeying wadople on a movement
toward the kingdom.” He got to know people at tearhlevel and to see them “as
powerful potential ministers of the gospel.” He &edo see his role as “helping to equip
them to do that work.” To do so, he said, “I hadligcard traditional models of pastoral

ministry that were implicitly given to me in semigal had to rediscover new models of
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pastoral ministry that were more about storyteltamgl shepherding rather than lecture
and dictating action.”

As an associate pastor, Mantle was able to preadhhais be one of the
“storytellers” for the congregation. Preaching &saching allowed him the opportunity
to think through the how the biblical narrative lipeshape the congregations’ vision” of
who they are and should be, especially as it rekat¢he mission of shalom. Second, he
discovered his “role as a shepherd” and the impoda&f being shoulder-to-shoulder
with those he was leading (rather than face-tojface

Mantle learned the value of serving side by sidi wWiose he was called to serve.
Rather than only preaching and teaching, thatiisgoace-to-face, he learned how vital
it is to be engaged in outward work along with esh&lantle realized that, as difficult as
it often was, the “inefficient, messy, person-tago® ministry” was ultimately what
allowed him to help move a small part of the chumkard the mission of shalom. In no
way was he able to change the whole culture otltuech, but at least a portion of the
congregation was engaged in the mission of shalanbe sure, conflict and resistance
were still part of the process. Yet, Mantle begasde himself “journeying with people
on a movement toward the kingdom.”

Rizzuto had a different reaction than Maris an@rJéde said that his experience
with conflict helped him to understand his rolect as a strategist but as a peacemaker.
Rizzuto said the source of his conflicts alwaygkoharound “programs” because
churches have “too many pet programs.” In facsuggested that “80 percent of church

conflicts can be traced to a choir.”
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While not a timid man by any stretch, Rizzuto adeditthat he has become
“fearful of conflict” because of the way it draihgn emotionally. He also dislikes the
way conflict drains resources away from the missibthe church, particularly the
mission of shalom. Therefore, although Rizzuto kedkmat no change occurs without
conflict, he shies away from it, electing insteadkéep the mission and vision in front of
his people.

The learning experiences these pastors had withicadso extended to their
marriages. All eight pastors shared how their eepee with conflict had an impact on
their spouses. Six of the eight pastors said itaifisult to know whether to share the
full nature of their experience with conflict witheir wives. However, none of the six
were able to “hide it” from their spouse. In fabter's wife once remarked, “Your stress
is oozing out of your pores.”

Maris said that as the “heat goes up in the chutr¢trns up the heat in the
marriage relationship. It all just gets thrownagéther.” He said his wife hears his
“agony” and must manage it on two levels: she bateal with how it impacts him and
“process it” from her own perspective as well. Gglagreed. He too said his wife feels
the impact of the stress of conflict he encountdessaid, “You know, the wife always
suffers more than the guy.” Several of the pagtorsided insights into how they
approach their own self-care and care for theiusps as well.

Maris and Gehrig pointed out the need for trusttwpftiends for both the pastor
and his wife. Maris learned the importance of adefits for he and his wife early in his
ministry. However, finding people they can talkojgenly has not been easy. Gehrig

shared this feeling as well. He said “these friemdsgenerally not close by” because
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their local context “doesn’t seem like a place vehgou could trust a whole lot of
people.”

Another theme emerged regarding self-care for paldeaders. Maris, Gehrig,
Jeter, and Mantle spoke of the importance prayeiméheir lives. Jeter mentioned that
he had to “go back to the gospel a lot.” Maris spokthe minister needing “a strong
interior identity in the gospel” that must “be contally nourished and developed—both
through personal devotional practices and thougingea close-knit group of friends to
walk alongside.”

All four of these pastors mentioned the ways inchitgonflict had led them to a
deeper understanding of their need for prayer. $/gp0ke of his devotional practice. He
kept a prayer journal during the worst season®oflict. Mantle and Maris have utilized
the Book of Common Prayer and a lectionary as davalt aids. Gehrig expressed a need
to carve sufficient time out of his life in orderlbe present in prayer.

Orchestrating Conflict to Lead Significant Change
Towards the Mission of Shalom

The third and final research question asked in wifzgts and to what extent these
long-term pastors had orchestrated conflict in ptddead significant change. Having
established that each of the pastors had expederw#lict, albeit more generally as
recipients rather than orchestrators, the reseavctieted to understand whether pastors
made a connection between pastoral leadershipestreting conflict, and leading
significant change, especially as it related tortfigsion of shalom. In order to gather the
data, the researcher asked the participants asdrgpiestions. The first question asked
whether pastors perceived from scripture that €brishestrated conflict in order to lead

significant change. The second question askedcaatits how Christ’'s orchestration of
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conflict had shaped their view of pastoral leadgrsiind whether they had orchestrated
conflict in order to lead significant change. A féndings and themes emerged.
Pastors, Jesus, and Orchestrating Conflict

The first finding is that all eight pastors affirchthat scripture portrays Christ
using conflict in order to lead significant chantyeaddition, four of the pastors
suggested additional examples from the Bible incwi@od, as Gehrig put it,
“sovereignly used conflict.” Jesus, according tonifia, orchestrated conflict with people
all the time.

Referring to the account of Jesus and the rich gouter in Mark 10:17-27,
Mantle said, “Jesus was a master at using comflicive. He used this moment of
tremendous tension to provoke change in the ricimgauler.” The key here is that Jesus
loved him. Mantle said, “He engaged the man’s hieaatway that was better than simply

saying ‘you’ve got to stop loving money.” Jesusswdilling to let people sit in tension,

“much like a pastor does in counseling.” Drawingnfr Jonathan Edwards, Mantle

suggested, “The heart needs to change, to be wannegw affections,” and Jesus
facilitated that by turning up the heat in the yguman'’s heart.

When asked he had ever considered a strategid gsaftict in order to lead
significant change in light of Christ’s actionsdétnal themes emerged. The four
pastors who responded “no” were asked to explaytivdy had not. Three themes
emerged from their responses. Three pastors sag]™gnd were asked to provide
additional information. Three themes emerged frbis group. Finally, one pastor’s

response is treated separately because it didewt\cfit into either of the previous two

categories.
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Themes from Pastors Who Responded “No”

Four of the pastors replied no when asked whetiesr had ever considered a
strategic use of conflict in order to lead sigrafit change. From their answers explaining
why they had not, three themes emerged. The fieshé was related to what they had
learned about themselves from previous conflictagions. The second theme was related
to an earlier theme wherein some pastors positgdctnflict is simply a general part of
ministry that naturally comes to the pastor. Thelyrwt view conflict as a means to an
end. The third theme deals with the idea that pastee “not Jesus” and thus may not be
qualified to use conflict in the way that He did.

Related to the first theme, all four of these pashad referred to themselves as
either conflict-avoidant or as “people pleaserslialf asked whether he had ever
considered a strategic use of conflict in orddesal significant change, Gehrig
answered, “Not really. | mean, frankly, I'm a caodflavoider by nature, so I'm not
looking for any more conflict.”

Rizzuto shared the same feeling. While affirmingi€its use of conflict, Rizzuto
said, “But | hate it. I'm very fearful of conflict.He explained that his avoidance stems
in large part from the negative emotional impagtftict has on him, and from the way
conflict drains resources away from “doing ministiy that regard, he disagrees with
author Ken Sande. Sande writes,

To some, conflict is a hazard that threatens teepwiieem off their feet and leave

them bruised and hurting. To others, it is an afdstthat they should conquer

quickly and firmly, regardless of the consequenBes.some people have learned

that conflict is an opportunity to solve commonlgems in a way that honors
God and offers benefits to those involV&d.

442 3ande, 22.
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Berra, when asked whether he had ever considestrdtagic use of conflict in
order to lead significant change, replied, “Funow’d be interviewing me. I’'m one of
those people who don’t like conflict. ’'m more pastl. I'm a maintainer or a builder.”

From within this discussion a second theme emerglatkd to the pastors’ views
regarding conflict. These four pastors expressatidbnflict is something that “just
comes” to the pastor. DiMaggio, who acknowledgeddpeonflict-avoidant, agreed that
Christ orchestrated conflict. Citing James chaptes, he suggested that conflict is
something God uses to sanctify his people. He S&itkre is no doubt that God intends
to use conflict, trials, and challenges to chamgdagrow us, and to mature us as
individuals.” However, DiMaggio added, orchestrgtoonflict is for God to do and to
allow. “I don’t think we have to go out creatingit looking for it. Conflict will come
along the way and what we’ve got to do is not lmesicared to avoid it.” He also
suggested God uses conflict mostly to change psopdarts and that pastors should not
use it to try and change a system. Change is detaté&sod’s growth in our lives,
personally.” From his perspective, significant apais related more to individuals than
to institutions or organizations. Leading signifitahange is connected to his
understanding of pastoral leadership and is “daraugh relationships.”

Gehrig agreed with DiMaggio’s assessment of the oblconflict. While
acknowledging that Christ orchestrated conflictnientained that if “God sovereignly
works it, great. We’ll deal with it. But I'm not &eely seeking to see that happen as a
means to an end.” At the same time, Gehrig saskle conflict as “a pathway to greater
intimacy, greater communication, and even deepemdship. “ Nonetheless, he believes

that “intuitively pastors know not to create stréfied not to create division.”
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Gehrig, agreed that a pastor must sometimes “fphe heat,” but said he did
not think of it as orchestrating conflict. As a fpairmaking a “stand on building truth” a
pastor must also “be patient and wait for the righe—and it may not be in your
lifetime that some things will happen.” He saidtpas have enough conflict that is just
part of “doing ministry. There is no need to go ordating it, making it happen.” In
terms of strategic planning and direction, a pastauld “trust the Lord” to help them
“know when it’s the right time to push and whenritg. So, when the time is not right
you just back off. But you continue to cast theons’

The third theme that emerged from this group dedlt the idea that pastors are
not God (as Jesus is), and thus may not be quhtdi@rchestrate conflict as He did.
Berra, while affirming Christ’s use of conflict,ida“l’'m not Jesus. The scripture is not a
handbook for leadership, no matter what John Malxsesis.” Rather, the Bible is
intended to shape our attitudes and charactergifglace for an “attitude check.”

Rizzuto agreed, saying, “I'm very fearful of conflbecause we are sinners. Even
our best work is marred with imperfections and temded bad consequences.” Rizzuto
acknowledged that change does not happen withowt $evel of conflict, but said he
prefers letting it come his way rather than intendilly orchestrating conflict. Gehrig also
agreed, stating that pastors have to avoid crediiigion and strife.

Themes from Pastors Who Responded “Yes”

When asked whether they had ever considered agitratse of conflict in order

to lead significant change, three participants ga&l These three pastors provided

insights from the perspective of strategically estinating conflict in order to lead
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significant change. Maris, Jeter, and Ruth reguat they have “turned up the heat”
within their respective congregational systemsnttboeir insights three themes emerged.

Much like the four pastors who don’t orchestrateftict to lead change, the first
theme is related to what they learned about tharesgbut with different results. Second,
the three pastors focused on some element of vésidmmission (statement or goals) to
orchestrate conflict, even as they cultivated retesthips and developed collaborative
groups. Third, all three pastors led change that speecifically addressing governance or
operational concerns within their systems. In taees the change was not related to an
outwardly focused missional congregation; one gasedirectly related to an outward
focus.

All three pastors referred to their personal sttles@nd weaknesses. However, in
this case those pastors who articulated their [@etthn to conflict avoidance worked
through that to orchestrate conflict in order tadavhat they considered significant
change.

Maris suggested pastors need to “grow adaptiviertgges in order to become the
leaders our organizations need.” At the same tiemgehognized his bent for handling the
situation quickly and on his own. Regarding oné&aai incident, he said his initial
reaction was, “I'm going to handle this on my owhdter he realized how important it
was for him to bring his elders into the conversatio allow them to wrestle with him
through the difficult situation. Since then he hzade efforts to do just that.

Jeter referred to himself as a “people pleased’@nfessed that he often wanted
people in authority to approve of him and his w@ker time, however, he realized that

tendency was personally detrimental, and thasi &indered his ability to lead
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pastorally. That was when he began to allow thdse depended on him to “fix the
things that made them anxious” to deal with theinassues. Although he agonized over
it, he was thankful that he made the switch to estfate conflict by allowing the
situation to develop.

Ruth was the only one of the eight pastors whiedidl’'m hard-wired to step
into conflict.” However, Ruth recognized that thé&se difference between “creating
conflict in the flesh and doing it in a relationpgstoral way. I'm learning about that.”
His tendency early on in ministry was to “do coctfin the flesh,” which he said made
him “want to fight, withdraw, be sad, eat pizzan#heer and cope rather than live in the
tension.” Since then he has learned to slow doway, fhings through, develop
collaborative teams, and work to orchestrate thpagtorally.

A second theme developed from each pastor leathatdeading change requires
allies. All three pastors recognized in the proadssrategically orchestrating conflict to
lead change that they could not do it alone. Eagtqp identified a group or team that
helped in the process. Those teams were each unjtacghared purpose, generally in the
form of the mission and vision of the church.

As an associate pastor, Ruth often struggled tggkabout change he felt was
needed in order to help foster spiritual growththfd same time, every effort he made to
bring about necessary changes to the church’sipeaanet with resistance and conflict.
Initially, as stated earlier, he “took conflict lkan.” He soon realized that would not
work in the long run.

Eventually he began to realize the importance thieeifinding or creating

collaborative bodies. Soon he realized that hedcgalto existing bodies and help to
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bring about change simply by asking questions. &ilé lse would “go to the gatekeepers
of different ministry teams in order to get thirgggng.” Simply asking those leaders to
help him with a situation that was specificallytiveir area “always caused conflict,” but
it also got the conversation started. At the same he developed other collaborative
bodies made up of key stakeholders who then hetpbdng about specific change. This
strategy also created conflict, but at least it evgsoup who “owned the change” rather
than just one person.

Jeter shared a similar insight. Knowing that hisgregation was used to having a
hero leader, Jeter began the work of undoing thedigm. In the process of developing
a strategic plan for vision, mission, and goal&rlereated a team made up of several
subgroups. Rather than simply giving the congregdtis vision, Jeter “gave the work
back to the people,” refusing to “just tell thenmeihing.”

The result, initially, was hesitancy. Most of theople were anxious about the
change to participatory leadership, and in somestsey were resentful. However, Jeter
pulled together the teams of people and stratdgiaaéd the “anxiety” in order to create
a workable, sustainable vision and mission forctmerch.

Maris recognized the way he often handled situatisas destructive in terms of
the relationships between he and his elders. Heratgnized how important it was to
keep the church’s mission and purpose—its coretitgenin front of them. So rather
than rushing in to fix things, he now works closefiyh the session and staff teams. In
challenging situations he often allows colleague$sit in the tension” in order to wrestle
through difficulties, especially as they relatehe identity of the church and what God

has called them to do.
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Finally, the third theme that emerged from thisugreaoncerned the focal point of
orchestrated conflict and significant change. Tkemngples that two pastors provided had
internal implications for the local church. In otlveords, the changes were focused on
governance or operational issues of the churchy ®akis indicated the concern related
to an outwardly focused congregation.

Maris’ efforts to strategically orchestrate cortflelped to keep the church on
track as a “gospel-and-kingdom-oriented, urbanwatd-mission-focused kind of
church.” At one point early in his ministry, Mahsd to deal with a situation where the
core identity, vision, and mission of the churchsye&ing brought into question. In order
to keep the congregation from moving away frommtssional purpose, Maris turned up
the heat. It is important to note that the churets founded with missional principles as a
core of their identity. However, over time thereswaove to shift the church’s identity to
an inward-facing focus of preserving doctrine artetalating key truths.

Though he did not feel he orchestrated this pderatonflict very well, Maris did
succeed in focusing his attention on the adapttare of the problem. He said he views
adaptive challenges as positive, because pasta@éiship requires growth through
adaptive challenges “in order to become the leaithatsour organizations need.” Maris
explored the idea that significant change is coteteto process and an expectation for
“rough waters.” Being willing to orchestrate conflallows leaders to protect the vision
and core identity of the church.

Maris went on to suggest that “good leadershipgeizes the things that need to
be protected at all costs” against those that tmatet go off.” He shared an experience

that helped him to see that crisis in the churalotsoccasional, but ever present. He



122

believes crises can actually help keep the chunamigsion, and help the pastor to lead
with people, shoulder-to-shoulder.

Jeter’s situation is different from Maris in thas lsongregation is over one
hundred years old. He desires to lead his congmegatvay from “doing a lot of stuff—
and doing it well—but just a lot of stuff.” For &et simply asking questions and not
providing quick answers can raise the temperafihis, he says, is because the
congregation wants a hero leader. However, asdséaier, Jeter is committed to giving
the work back to the people.

Jeter is strategically turning up the heat witthie $ystem and orchestrating a
level of conflict, even with those on his staff asebsion who are conflict-avoidant. He
has pulled together a team of people who are heghoitoring vision alignment, which he
views as vital for the future of the church. Hisabis for the church to “bring blessing to
the community.” To make that a reality, Jeter sa@must “use anxiety for that vision to
be comprehended—and owned.”

Ruth also said he had orchestrated conflict inot@éead significant change.
However, as an associate pastor he felt he hatetingipportunities to appropriately do
so. Ruth spoke of helping the staff work togetinemuch better ways through
establishing communication practices and focusimg@ shared vision and mission.

Pastoral Leadership, Conflict, and the Mission ldlS8m

Only one pastor, Mantle, represents the final gripen Mantle was asked if he
had ever considered a strategic use of confliotder to lead significant change, he was
reluctant to answer yes or no. Rather, he relatzdieal incident that shaped the way he

understands pastoral leadership. In essence, Manitg averse to orchestrating conflict
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on order to effect change, but does not feel hel@mstitutional authority to do so.
“I'm not in charge,” he said. “It is difficult torehestrate change when you are not in
charge.”

Nonetheless Mantle is passionate about the misgishalom, and he desired to
bring the larger congregation into that work. Tima&ntion, as stated earlier, was a source
of conflict and resistance in the early days ofrhisistry. Looking back, Mantle said, he
thought that experience had been good becauskpédkim develop the “disciplines of
patience and love.” While not able to bring the {ehaf the congregation into the
mission of shalom, Mantle continued to work in tmection.

Along with a team of people who were of the samedhaibout the mission of
shalom, Mantle and his wife relocated to a troulalezh within their city. Guided by the
gospel and John Perkin’s framework (redistributi@ipcation, reconciliatiorf)** they
began working for renewal. While this was not afic@l endeavor of the church, over
time the efforts of his team provided an opportufor the church to embrace the work
as their mission.

Mantle did not view his actions as “raising theth@athe system. Rather, he saw
them as living out the mission of shalom faithfulBventually the church was in a
position to develop a site ministry as part ofweagk that Mantle and others had been
doing. Mantle is now serving as co-pastor at tteerministry.

The researcher asked Mantle to give some thoughitaivchestrating conflict in
order to lead significant change. From Mantle’sspective, pastors should stir things up

and leverage crisis for change. However, Mantlgsstgd, pastors should endeavor to

443 Charles Marsh and John Perki¢elcoming Justice: God's Movement toward Beloveur@onity
Resources for Reconciliation (Downers Grove, ILPIBooks, 2009), 47-49.
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live out of the law of love, and therefore only usmflict in love, as Jesus did. A real

problem can develop, he said, if pastors use ainflimanipulate a situation.

Table 2

Current
Position

Do you see
yourself as a

Did Christ orchestrate Have you orchestrated conflict tc
conflict to lead

lead

strategic leader’

significant change?

significant change

R. Maris Senior Yes Yes Yes — internal concernalash
D. Jeter Senior Yes Yes Yes - internal concerns
B. Ruth Associate Yes Yes Yes — internal concerns
M. Mantle | Co-Pastor Yes Yes Special Category—eistiadd site
Y. Berra Senior No Yes No
L. Gehrig Senior Yes Yes No
J. DiMaggio| Senior No Yes No
P. Rizzuto Senior Yes Yes No

Summary of Findings

The purpose of this study was to explore how l@rgitpastors, in an effort to
lead significant change, have orchestrated conflittin an established church. Eight
pastors were interviewed using a series of resaprehtions that guided the study.

This chapter examined the ways in which a long-teastor’s understanding of
leading change within an established church had fwened. This exploration included
discovering the factors that had shaped their kadgd and expectations for pastoral
leadership, conflict, and significant change.

Two themes emerged from asking the participantiefme pastoral leadership.
First, participants tended to emphasize one sigmstoral leadership over another. A
second theme is bound up in the first, in thatipigents defined pastoral leadership
more by what it is not, than by what it is.

In addition to understanding the factors that sbgmeestors’ understanding of
pastoral leadership, the researcher wanted toofindhow pastors defined significant

change. Two themes emerged from this area of @sefirst, the same leadership
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experts had influenced a number of the participdrtie second finding that emerged
suggested that the direction of significant chaegeled to be inward-focused, towards
individual change or internal operations dynamics.

The researcher also asked participants to refleettaat had shaped their
expectations and understanding of pastoral leagerftvo themes emerged from this
area of research. First, the participants felt seaminary did not and perhaps could not
have fully prepared them for the demands of pakkeadership. Second, all eight
participants felt that experience and self-guidsadning helped them better understand
pastoral leadership.

This chapter also examined the extent to whichopafiave experienced conflict.
The second research question focused on the waysxa@nt to which long-term pastors
have experienced conflict as a result of leadingtwihey described as significant change.
All eight pastors had experienced various levelsoofflict as a result of change. Whether
it was directly or indirectly related to their int@nal orchestration was dependent upon
a number of factors. Participants were asked teaebn a critical incident, and three
themes emerged.

The first theme that emerged was that conflicoimathing “that happens to a
pastor.” A second theme, somewhat related to tkg fvas a sense of surprise or being
“caught off guard” by conflict. A third theme redstto the ways in which conflict
provided personal awareness as pastors contendletiovi they respond to conflict and
the resultant impact on their leadership.

This chapter also examined the ways and extenhtohAong-term pastors

orchestrated conflict in order to lead significahtinge. The first question asked whether
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pastors perceived from scripture that Christ ortthésd conflict in order to lead
significant change. All eight pastors affirmed Ghdoing so. The pastors were also
asked if they had orchestrated conflict to leadifitant change. The third research
guestion asked in what ways and to what extent-teng pastors have orchestrated
conflict in order to lead significant change. Tlkeult was three distinct groups and

multiple themes.



CHAPTER FIVE
DISCUSSION AND RECOMMENDATIONS
Summary of Findings

The purpose of this study was to explore how l@rgitpastors have orchestrated
conflict in order to lead significant change. Sfieally the study was designed to find
out how pastors in established churches have Eddbngregational systems to become
more outward-facing. The following chapter provides results of that study.

Two areas of pertinent literature were reviewece Titst area of literature
focused on leading change in organizational syst@imat literature suggests the only
way to lead significant change is through the sgiat orchestration of conflict. The
majority of this literature was written about notekesial organizations.

The second area represented literature from wébahesial concerns. This
literature focused on conflict within the churchptesented insights regarding conflict
management and the restoration of relationshipsat\Wécame clear is that an
inconsistency or gap exists between these two afddsrature and their understanding
of conflict. The two literature areas differed gilgirconcerning the role of leaders,
mostly because the literature written from an exialeperspective views pastoral
leadership differently than general leadership.

Pastors interviewed for this study indicated anokired of inconsistency, this one
between the expectations of pastoral leadershipdbeeloped during their preparation

for ministry, and their subsequent experience sgrin churches. For this study | spoke
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to twenty-five pastors from the United Statesyathin reformed Presbyterian
denominations. Fifteen of these pastors particthatdormal interviews, while the
remaining ten agreed to speak with me informaftyprivate conversations. From the
pool of fifteen formal interviews, | chose eight which to focus this study. These eight
pastors were chosen based on length of experigaography, and years the church has
been established. The pastors selected were atsertivecause they represent three
denominations within Presbyterianism. Three ovériagresearch questions guided this
study. Those questions are:

1. What informs a long-term pastor’s understandinggafling change within an
established church?

2. In what ways and to what extent have long-termquasgxperienced conflict as a
result of leading change?

3. In what ways and to what extent have long-termgrasirchestrated conflict in
order to lead significant change?

The following chapter is both a summary and a dis@n of the findings. The
study highlights the relationship between pasti@adership, conflict, and leading what
would be considered significant change in a chuftis study has shown that a gap
exists between the expectations, training, andréxpee of pastors. In order to provide as
clear a presentation as possible, the discussidiniged into three sections, guided by
the aforementioned research questions. Followie saction | will provide
implications and suggestions based upon the rdséadings.

Discussion of Findings

The following discussion will be divided into thrgeneral areas. First, | will

present findings related to pastoral leadershig. §é¢tond area will cover findings related

to pastors and their experience with conflict. Tiied area will focus specifically on the
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ways in which pastors have led significant chamgeugh orchestrating conflict. Each
area will be subdivided based on particular thethasemerged in interaction between
the interviews and the literature review.

Pastoral Leadership

The first area of interest can be summarized bytteearching question that
drove this part of the study. What shapes a pastortierstanding of pastoral leadership?
In the process of answering this question, a nurabgctors emerged that provided
insight; however, these factors can all be plagetkbuthe heading of expectations versus
experience.

Before | briefly examine each of the factors itngortant to provide an
explanation. During the process of interviewing ¢inght pastors and examining the
literature, it became clear that the ministry thstprs expected to do was not what they
ending up doing. In other words, while they feltnsgary had prepared them for one
aspect of ministry, seminary failed to prepare thenpastoral leadership.

Thus, to some degree, their expectations and ¢lperiences are not the same.
Two questions brought this to light: Did seminarggmare you for pastoral leadership?
How would you define pastoral leadership? The foifgg summary provides insights
into the findings. The first deals with seminaryglaontinuing education. The second
area looks at how pastors define pastoral leagershi
Expectation Versus Experience
Seminary and Continuing Education

All eight pastors said “no” when asked whether s&my prepared them for

pastoral leadership. That is not to suggest ttet thspective seminaries did not attempt
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to prepare them. In fact, Ruth, Mantle, and Jdteffirmed that their seminary did try to
speak into the dynamics of pastoral leadership. él@w the overall consensus was that
as much as seminary tried to prepare them for pseadership, it either did not or
could not.

Author Albert Poirier affirms that new pastors a equipped for pastoral
leadership. He stated that many young pastorsréme@ calling naively, believing that
orthodox preaching, well ordered worship, and écaht number of different venues for
discipleship will be all they need to grow theirmigers in faith and their church in
numbers.*** His argument is that young pastors need a bediedlb on how conflict
should be managed.

Mantle suggested that his seminary had prepareddgpend his days studying
and “riding horseback” around his parish to vis# parishioners. Instead he found
himself working on committees and dealing with dichfs his missional ideology came
in conflict with long-held practices, values, arehhviors. He felt ill prepared for what
he experienced in the early days of ministry.

Ruth expressed that his seminary attempted tostetfents make pastoral
leadership applications. Nevertheless, he recodrarenconsistency between his
expectations and his experience when he joinedt#ftof a large established church.
The advice he received from his seminary professasssimply to go and love people
well.

Hoge and Wenger write that pastors often find thredves doing work they did

not expect when they entered ministry. Many of threxpress feelings of “strain,

444 Poirier, 9.
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weariness, burnout and frustratidfi™and, as a result, leave ministry. These authors
further state that most pastors enter ministry etipg to “devote themselves to
preaching, teaching, and pastoral ministry bueadtfind that they need to spend the
majority of their time on institutional tasks, adhisiration, and program planning*®

The pastors | spoke with agree with these autltwge and Wenger suggest that when a
pastor is “forced to do unwanted tasks, especaltgide one’s specific professional
skill,” it impacts them emotionally and professitpd*’

Mantle said in the first few years of his miniskig was not sure he was “going to
make it.” That feeling was due to an inconsistelpetyveen what he felt he had been
prepared to do as a pastor and what he found Hichgi@lg. In fact, each of the pastors
pointed to an inconsistency between the trainiey tleceived in seminary and actual
day-to-day pastoral leadership. Seminary, spedlfied the Master of Divinity level, did
little to prepare them for administrative work, tileg with conflict, committee work, and
leadership that is a normative part of a pastakl c

As a result, all eight pastors pursued additionadysand equipping through
continuing education (i.e., reading, conferenced,@ Doctor of Ministry programs) or
self-directed reading and study. Four of the epg#tors obtained a Doctor of Ministry
degree. One pastor, Maris, is pursuing his PhDreBstated that his Doctor of Ministry
program provided the key training he felt he needddny of the pastors attended
conferences on leadership or conflict managemeaugfn their denominations or other

venues.

4 Hoge and Wenger, 115.
4% bid., 116-117.
7 bid., 117.
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Five of the eight pastors had read Ron Heifetz t\lainsky, and Patrick
Lencioni as part of their additional training aredfsstudy. How well they had
incorporated that literature into their ministrysuaot specifically assessed. However, it
became clear in the case of Maris and Jeter thgtfeit orchestrating conflict was a
necessary part of leading change. No other pastationed a connection between
Heifetz and Linsky and their willingness to orchatd conflict.

Only Gehrig mentioned sources that were writtemftbe perspective of church
leadership. In other words, when asked what thelydaae to help close the gap between
their seminary training and their experiences, sefghe pastors turned to secular
sources. Interestingly, when it came to examineaglership, no one mentioned studying
the Bible or looking at the leadership of Christafid mentioned keeping a check on
being gospel-centered. Berra suggested the Bibdenatintended to be a book on
leadership. In fact, he suggested that outsidecesisuch as Heifetz and Linsky were
preferable.

Defining Pastoral Leadership

It was clear from each of the pastors that ttraining in seminary had not
prepared them fully for their experience in padti@adership. However, given that all
eight of them had pursued additional studies reggnehinistry leadership, it seemed
appropriate to ask each pastor to define pasteaadrship. | asked the pastors to provide
either a definition or an idea of how they wouldige a seminary course on pastoral
leadership. Their answers highlight a second wayphstors have come to understand
pastoral leadership through the perspective of &ggien and experience. Two notable

factors emerged.
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First, the pastors tended to emphasize either trd pastor or the word
leadership. What is interesting about this is horlates to those who cited leadership
theorists as a source and those who did not. éwachses, those pastors whom Heifetz,
Linsky, Williams, Lencioni, and Ford had influencietused on the leadership dynamics
of pastoral leadership. The second factor is hostqua reflected on their experiences as
associate or assistant pastors in order to defintopal leadership. Their experience was
directly related to their relationships with otls¢aff, most notably senior pastors. These
respondents focused on examples of what past@aétehip is not, based upon their
experience and relationship with other pastors.

An Emphasis on Pastoral Care or Leadership

It is important to define what | mean by emphagjzsme word (pastor or
leadership) over another. In the case of emphag&ipastoral side over leadership,
pastors tended to focus on the shepherding dynaRith and Jeter described this as a
“chaplaincy” style of pastoral leadership. In tmedel pastors are caretakers.

For instance, Berra noted that pastors shoulddsefteeused on stirring things up
and more focused on “faithfully teaching the senips and shoring up the foundations of
people’s lives.” He suggested he was more padtgrahture, which meant that he was
more concerned with building consensus than beiregalyst for change. He said that
trait served him well, given that churches like &wen of under a hundred people “don’t
need much of a leader.” The demands he faceshuaralt of that size are different than
those faced by a pastor in a larger congregatidnléthere may be more emphasis on
the pastoral side of leadership in a smaller cayegien, | would suggest that need for

leadership is still very evident.
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In his book,The Peacemaking PastdPoirier states, “Peacemaking is the
embodiment of pastoral ministry even as Chrishésémbodiment (incarnation) of the
God of peace . . . every moment of a pastor’'sdii@ moment wherein we call others to
be reconciled to God**® Marlin Thomas calls pastors to move from genestis
specialists in an effort to shepherd hearts. A stémi“must be more than just a pastor; he
must be skilled in taming of the hearts,” becausd @lesires to use sensitive, skilled
human agents in that effot*®

In contrast, the language of vision could be heandng those pastors who
seemed to focus more on the leadership aspeefimrh pastoral leadership. Gehrig
pointed out that pastoral leadership is when sopasin “demonstrate their own sense of
passion, interest, and zeal for the particularctioe they believe the Lord wants them to
go.” In other words, Gehrig believes pastoral legklg focuses on taking a church in a
well-defined direction towards a clear vision anidsion.

Consistent with this view of pastoral leadershighars Heifetz, Grashow, and
Linsky highlight the importance of keeping a visiarfront of people within an
organization, especially during difficult times. &hwrite, “To sustain momentum
through a period of difficult change, you haveitalfways to remind people of the
orienting value—the positive vision—that makes ¢herent angst worthwhile**°
Although not cited by any of the pastors, authoriMaerzon agrees with Heifetz et al.,

pointing out that leadership requires “an integraion of where the organization [is]

going and a strategy for getting thefa”

448 poirier, 87.

“9Thomas, 67.

50 Heifetz, Grashow, and Linsky, 120.
41 Gerzon, 67-68.



135

Maris and Mantle are the only pastors who seematknbto sit in the tension
between the words “pastor” and “leader.” When agkedefine pastoral leadership,
Maris focused on a pastor’s ability to build redaships, focus people on the
“implications of God’s word,” and “build consensaround a particular direction.” His
definition seemed to focus on pastoral leadershipva equal parts of the pastoral
vocation. It is important to note that Maris is afehe pastors who understood the value
of orchestrating conflict in order to lead sigréfit change, which | will address later in
the chapter.

Experience as a Teacher

Pastors also reflected on their observations adrgtastoral leaders to construct
their definitions of pastoral leadership. In othards, pastors defined pastoral leadership
based on their experience serving under the lebigestyle of other pastors, especially
senior pastors. In the course of the interviewsyraber of the pastors reflected on
specific experiences in their careers and usectargeriences to define what they
believed to be either good or bad pastoral leag®rsh

In their research, Hoge and Wenger cite conflithwther staff as one of the
reasons for ministers leaving parish miniéfiin fact “troublesome conflicts with staff
or clergy”is one of the top reasons that associate pasioosteel for leaving parish
ministry. The conflicts were generally “over pasideadership styles” and often
involved a senior pastér®

Hoge and Wenger report that associates felt “p@ssyl and that their senior

pastors were “controlling or micromanaging.” Soraglgheir senior pastor was

%52 Hoge and Wenger, 29.
3 bid., 80-81.
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“unaccustomed to having an associate and did nlcowes them.” Others felt they were
“subject to the whims of the senior past&'”

Interestingly the pastors who focused on the lesdderof other pastors as a way
to define pastoral leadershipserved in associate positions, either previously or
currently. As a result of their negative experien¢bey were determined to go in the
opposite direction of what they had experienceayl$hared insights about the
difficulties of working for pastors they termed thé leaders.

Berra recounted having to leave his first call lnseaof conflict with his senior
pastor over differing expectations. Berra expetteoe doing “pastoral ministry”
consistent with his gifts. Instead, Berra said,gbeior pastor expected Berra to advance
his boss’ ministry. In other words, Berra felt fJob was more about serving the needs of
the senior pastor than the needs of the congregatio

Jeter and Ruth shared their experiences with éiffienero leaders. In both
instances, the senior pastor was highly confliciidant, was the chief speaker and
singular voice for the congregation, and led staff parishioners primarily with words
versus modeling behaviors. Jeter and Ruth botltHeit job was to make sure the
anxiety levels of the system were bearable fotebder.

Mantle felt he was unable to make a lot of changéss area of ministry due to
the impact it would have on senior leadership.llithaee cases, these pastors talked
about having to work around the senior leadershipsome degree, in learning how to
work around the senior leadership, they learned/gihge of working with teams of key

stakeholders around a shared vision.

44 pid., 81.
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Implications

Experience is a grand teacher. A challenge to legrfinrom experience is found
when seminary training prepares pastors to havainegxpectations, especially as it
relates to pastoral leadership. The pastors irsthidy all reported an inconsistency
between what they had been taught and what thesriexyged in the day-to-day pastoral
call. All of them turned to continuing educationsome form to help bridge the gap.

It is clear from this study that experience, mdra@nt seminary training, taught the
pastors in this study about pastoral leadership.nbt a simple task for seminaries to
provide pastoral experience for students, butnieisessary task and one that needs
improvement. In some cases the experiences thaasters’ related were painful and
caught them off guard. This is something that télexplored further in the second and
third sections of this chapter. Nevertheless, tipaseful experiences, especially as they
relate to pastoral leadership and conflict, areitaeilities that seminaries can better
prepare pastors to encounter as normative.

Perhaps seminaries should teach future pastosgtreto continue their
education, particularly in the area of pastoratlérahip. Rather than giving the graduates
impression they have mastered what they need taw kmorder to lead a church,
seminaries could help pastors understand the weleel life-long learners. Seminaries
should continue to focus on what they do well, dab prepare pastors to be students of
their congregations, experiences, emotions, andgregational systems.

In addition, most pastors leaving seminary are gtinserve in assistant and
associate roles. They will do more administrativekithan they anticipate. They will

face conflict, and they will need to work with otrstaff. Seminary training leads some
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pastors to expect to be in private study more thaositions of significant leadership.
Seminaries should work much more closely with tieal church in order to help bridge
the inconsistency between what pastors actuallgrsmpce and what they are being
taught to expect.

Pastors and their Experience with Conflict

The second area of this study focused on pastarshair experiences with
conflict. A second research question guided tres @af research. The question asked in
what ways and to what extent have long-term pasbgoerienced conflict as a result of
leading change. In the course of the interviews$ eex every pastor shared that they had
experienced conflict as a part of the pastorate.

The pastors also shared what they had learnedtfreimexperiences with
conflict. Their responses can be divided into tweaga. One aspect of their experience,
when brought together with the literature, hightggtwo distinct perspectives related to
conflict and pastoral leadership. Pastors are deugfiveen two approaches to conflict,
either managing conflict to resolution or orchestigrconflict for change.

Each pastor’s preference for one of these two @mwes shapes how they
understand the source and nature of conflict, toéérin the conflict, and how conflict
relates to pastoral leadership. Each pastor’s petise also informs a second aspect.
While the first section addresses the pastors’ gapee of conflict related to its source,
the second section focuses on what pastors leatyead themselves and their approach

to pastoral leadership.
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Perspectives on the Source of Conflict

All eight pastors had experienced conflict in reiny, and all eight said their
seminary training had not fully prepared them fa éxperience of pastoral leadership.
As a result many turned to various books, confegs@nd Doctor of Ministry programs
in order to understand how to navigate the watbpastoral leadership. Depending on
where they turned, they developed different idegarding the relationship between
conflict and pastoral leadership.

The literature and the participating pastors regmmesarious perspectives on the
source of conflict. These different perspectivékience how pastors respond to the
conflict they experience as part of pastoral leslder The two responses can be
categorized as either conflict management or adndlichestration, and each will be
evaluated in light of Jesus’ model of redemptiveftict.

Management

The literature | classified as management towagdtoration contends that
conflicts within the church are due to conflictifay different) desires. Sande and Poirer
define conflict as “a difference in opinion or page that frustrates someone’s goal or
desires.**® George Bullard defines conflict as “the strugdiévm objects seeking to
occupy the same space at the same tfftfe.”

Sande suggests that conflict “always begins withes&ind of desire,” some of

Ab7

which are “inherently wrong,”" and others that are not wrong at all. These uniestes

have the potential of becoming id8f which are at the heart of conflit® Conflict of

485 poirier, 29; Sande, 29.
458 Bullard, 11.

47 sande, 12.

458 bid., 14.
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this nature has the potential to “rob us of immealsie time, energy, money, and
opportunities in ministry or business. Worst of dltan destroy our Christian witness.”
Poirier says that conflict results “when my desiegectations, fears, or wants

collide with your desires, expectations, fears ants,*°°

and that conflict “brings chaos,
darkness and confusion.” He views the role of th&tqr as a “peacemaker” who must
enter into the conflict “with the brightest of lasidn order to “guide his fellow brothers
and sisters who have been blinded by conflitPoirer further states that conflicts
“arise over conflicting allegiances to people onistiry styles.*?

In his book Managing Church Conflict®® Hugh Halverstadt joins Sande and
Poirier in their assessment of the way conflictsgem. He sees “a Christian vision of
shalom” as “the most fitting goal for an ethicabpess of conflict management.”
Halverstadt agrees with Sande’s and Poirier’s wtdrding that effective pastoral
leadership involves peacemaking and “managing wisiflas “a ministry of
reconciliation.” He also states that, “We do nottde reconciling. God doe&* Like the
previously mentioned authors, Halverstadt provaesulti-step conflict management
model that encourages readers to see themselvearagiers of conflict® “Managing
conflicts,” Halverstadt suggests, “is a procesmtdntionally intervening by proposing

constructive processes by which to deal with déffires.*®® In other words, conflict can

be summarized simply as differences.

459 |pid., 115.
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Orchestration

In contrast to this perspective on conflict, HeifeBrashow, Linsky®’ Williams,
Ford, and Lencioni suggest that conflict is a ndmpaat of leadershifi®® While
recognizing the dangers of poorly handled conftleese authors contend that conflict is
necessary for the health and progress of any sy3tkeay view conflict as a useful tool
for leaders.

Heifetz and Linsky suggest that conflict is a norpeat of leadership, especially
as it pertains to leading adaptive change. An &daphange is one that “stimulates
resistance because it challenges people’s habiisfd) and values.” Adaptive change
“asks them to take a loss, experience uncertaamy,even express disloyalty to people
and cultures.” Adaptive change also “forces petplguestion and perhaps redefine
aspects of their identity.” Additionally, it oft¢challenges their sense of competentd.”

Dean Williams shares a similar insight. He suggtst“real leadership . . . gets
people to confront reality and change values, bapiiactices and prioritie”™ To do
this, a leader must recognize the value of condlicd tension within a system. Williams
contends that work is “intensely emotional, ofterbtilent, and riddled with conflict:™
Rather than managing conflict as a sinful problarfdegree of tension, and even conflict
... should actually be encouraged, not avoidedabse it can generate the sparks that
allow for new ideas to develop. The challenge iketep everyone in the room long

enough to achieve a breakthrough and ensure thayptdtee.”’?

67 Heifetz and Linsky, 2, 101, 151.
68| encioni, 202.

469 Heifetz and Linsky, 30.
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Lencioni adds that relationships are not healthgssthere is a certain degree of
constructive conflict. According to him, that priple extends into all areas of life: “All
great relationships, the ones that last over themyire productive conflict in order to
grow. This is true in marriage, parenthood, frigmgsand certainly business.” Lencioni
clarifies that “It is important to distinguish practive ideological conflict from
destructive fighting and interpersonal politi¢4>

Kevin Ford suggests the challenge is that theudtiimost churches have toward
conflict is based on the “lie” that “change canwcwithout conflict.*”* That lie is often
cemented when a pastor makes “the mistake of egjelat part of their job is to protect
people from pain—most often by minimizing confliéf> He believes that “change
cannot occur without healthy conflict’®

With these things in mind, Heifetz and Linsky as#ieat leaders should not
manage conflict but rather “orchestraté’conflict. The authors confess that despite their
default to “limit conflict as much as possible,&theality is that “deep conflicts, at their
root, consist of differences in fervently held bé&di and differences in perspective are the
engine of human progres$® In other words, conflicts are generated as behsyio
values, loyalties, and practices are challengeds@&lthings need to happen if an
organizational system is going to change. The asthaggest that leaders must “live
dangerously” because they must “challenge whatlpdugd dear*’®in order to lead

adaptive or significant change.

473 Lencioni, 202.
474 Ford, 135.
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Jesus’ Model of Redemptive Conflict

Another significant contrast exists between tha ittt conflict should always be
managed to restoration and the model of Jesus fouthe Bible. Sand&° and Poirier
suggest that Jesus was a peacemaker, and so [®siold be as well. Poirier writes,
“Failure to train our people and our leaders axeemkers is a failure in Christology, for
peacemaking is Christology® Poirier points out that Jesus was about the wbrk o
reconciling sinful man to God through his atonirggth and resurrection. He asserts the
“gospel of Jesus is the message of peacemakingvéhpaistors bring to our people in
conflict.”*®? Further, “the mode or manner of peacemaking ipathdy Christ himself,
who was humble and gentle of heart and would nedlbr bruised reed®

The problem with Sande and Poirier on this poirthésr view regarding the
presence of conflict within the church and what@esare supposed to do about it.
Equating “peacemaking” and “Christology” is shagtgied with regard to what Jesus
calls his people to do. Poirier is overly simptistthen he suggests, “Conflict and sin are
necessarily complex. Conflict brings chaos, darknasd confusion. Peacemaking is . . .
deliberate and necessarily simpf&*”

In contrast to the assertions of Sande and Paihergospels show that Christ
stirred up conflict. In calling people to be “peawkers,” Christ may actually be calling
them to push against behaviors, beliefs, habit$ l@yalties. In other words, Jesus is an

example of a leader who orchestrated conflict imkivay towards adaptive change.

480 5ande, 32.
481 pojrier, 26.
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The gospels report that in some instances, Chelgiatately created conflict. A
case in point is in Mark 3:1-6. Jesus knew in thssance that the Pharisees were in
opposition to him. He knew that they planned to thgeman with a withered hand to trap
him into “working” on the Sabbath. His questiortihem was provocative. The text is
clear that he was grieved and angry over theirressl of heart. Jesus wanted these
people to be reconciled to God, and he used coirilian attempt to expose their hearts
and help them see their need for reconciliationatt®aved people to sit in an
uncomfortable tension. Whereas Sande and Poiriatdrassert that the ultimate goal is
always reconciliation, there is no indication thasus pursued these men after that
exchange to try and bring about reconciliationestaoration.

In another instance, Jesus cast the demons ounahavho was blind and mute
(Matthew 12:24-37). The people were amazed, buPtieisees accused Jesus of being
the “prince of demons.” Jesus clearly created acirifly exclaiming, “You brood of
vipers! How can you speak good, when you are éwl?out of the abundance of the
heart the mouth speaks.” Jesus’ words do not tetecapproach to peacemaking that
Poirier describes as being “shaped by Christ hitpalo was humble and gentle of heart
and would not break a bruised reétf”

Peter Steinke, although explicitly advocating fug brchestration of conflict,
stated that Jesus “upset people emotion&fi§If his interview, Mantle affirmed that
Jesus was a master of letting people sit in tensierexplained that the life of Jesus (and

thus Christians) “takes place against a backdragquspicion, opposition, and

*bid., 27.
“88 peter L. Steinkelealthy Congregationsl07.
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crucifixion” and is “underlined with conflict.” Matfe also pointed out that Jesus
orchestrated a “tension” that was so acute it ttedrucifixion.”

Herrington, et al., also suggest that Jesus “wasraster at generating and
sustaining creative tensiof®” Granted, Jesus was doing the work of restoringleeto
God and to one another, but the conflicts he ertyagerere not simply about differing
desires, but rather about fundamental beliefs adwiors.

Sande and Poirier have established their ministdyeork on the basis that
pastors and all Christians are to be peacemakedrie Wiere is a degree of truth in that
assertion, it seems to fall short of the full measaf what Jesus meant. It is clear from
the gospel accounts that Jesus could not have\simgdnt an absence of conflict or a
healthy management of conflict within his churcls kfe and ministry were filled with
conflict, much of which he orchestrated.

In his commentary on Matthew 5:9, Frederick Dalari&r makes a similar
distinction. Jesus said, “Blessed are the peaceamdke they shall be called sons of
God.” Bruner contends that “biblical shaloor“peacemakers” is less about “inner
tranquility” or “an absence of war” and more aboght relationships between people,
and between people and GB80Of course peacemaking includes reconciliation ragtat
relationships, but Bruner explains that Jesus’ waido point to biblical shalom.

Nicholas Wolterstorff contends biblical shalom meésach person enjoys
justice,” and is “dwelling at peace in all his @rhielationships: with God, with self, with

fellows, with nature ®° He asks, “Can the conclusion be avoided that niytie shalom

87 Herrington, Creech, and Taylor, 101.
88 Bruner, 1:176-177.
89 Nicholas Wolterstorff, 69.
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God'’s cause in the world but all who believe inudawill, along with him, engage in the
works of shalom?*°

Bruner points out the conflictual nature of Jesusiistry. Though Jesus affirms
the work of “shalom making,” he had to “pass thioagspiritual war with [his] family,
the devout, and Bible teachers.” Bruner suggeBwsatemaking for Christians . . . is
defined by the life and death of Jesus. The waysldees peace shapes the way we do it.
This way is rough** In other words, peacemaking is not simply aboutctiting over
conflict; sometimes peacemaking requires creatdlict.

If peacemaking includes concern about the flounighuf others, then pastors
must encourage believers to develop a level of @onthat includes action on behalf of
others. That sort of change can be very difficulfoster. It would require telling people
not to think of their own needs as their first atyoconcern. That challenge alone would
push against personal beliefs, behaviors, and wialysnking. This transformation of
personal focus is closely connected to the idesdaptive change. Jesus is calling his
people to do the adaptive work of biblical shalom.

The fact that Jesus did indeed orchestrate cordlict direct contrast to the notion
that conflict is something to be managed and wotkealigh in a particular way. Pastors
are caught between the common notion that condlitti be managed and Jesus’ model
of strategically orchestrating conflict. No mattenich approach they espouse, pastors
must deal with conflict. All eight pastors interwied for this study had experienced

conflict many times.

490 bid., 72.
4°1Bruner, 178.
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While all of the participants realized they wouddé conflict, and to some extent
had been prepared for it, four of the eight exmdsaurprise that conflict “happened to
them.” In fact, the notion that conflict just happeel was a common refrain of
participants. Conflict seemed to be a key reasopaillreight pastors said they did not
feel prepared for pastoral leadership. Indeed,limbig one of the top reasons that pastors
leave ministry*® It seems clear from the interview data that pastornot understand
the relationship between conflict and pastoral éeslaip.

Gehrig’s statement that “I never dreamed confliotld happen to me,” was
representative of numerous other interviewees. Witk saying he was hard-wired for
conflict, Ruth was still surprised that it “arogerh somewhere.” Other pastors
consistently used language such as “conflicts ams&onflict sort of happened” when
talking about their experiences. In other wordsileviney knew that conflict could
happen, they did not think that it would happethtem. They weren’t prepared for the
plain truth that as leaders of congregational systgastors will inevitably be involved
in conflict.

Sande and Poirier foster this view that conflicilismormal in their books. Sande’s
perspective is that conflict is something that pessshould be prepared to respond to and
see as an opportunity to glorify God. In his Peaaen Pledge, participants promise,

As people reconciled to God by the death and restion of Jesus Christ, we

believe that we are called to respond to conflia way that is remarkably

different from the way the world deals with conflic . We commit ourselves to

respond to conflict according to the following miples: Glorify God . . . Get the
Log out of Your Eye . . . Gently Restore . . . Gal&e reconciled®

492 Hoge and Wenger, 29; Poirier, 9-10.
93 Sande, 259-260.
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Poirier uses similar language. Building on Sanfl@sework, he suggests that
young pastors emerge from seminary somewhat nid&/eays that “once in the pastorate
. .. the reality of conflict and an inability tegpond to it in a wise, godly and gospel
manner soon cripple both their effectiveness aopaand their church’s witnes&*

Given that so many of the pastors in my study lead titerature focusing on the
orchestration of conflict for leadership, | wasitiyto understand if they made the
connection between the conflicts they experiencetithe fact that orchestrating conflict
is an important aspect of pastoral leadership.magrity of pastors did not. As Rizzuto
stated, “I don’t have to go looking for conflict,domes looking for me.”

| found that two of the eight pastors, while wokitmrough their experiences, did
link conflict with pastoral leadership, largely laese they had been impacted by Heifetz,
Linsky, Ford, and Lencioni. Insights from thesehaus helped them take a step back and
begin to do things differently, instead of contmgiin their default responses as “feelers”
and “people pleasers.” None of the other pastotisarstudy mentioned a connection
between their leadership and the conflict they esdlu

In summary, six of the pastors did not see condigchormative in pastoral
leadership. Rather, they considered it as abnowoabf place, and something to work
through. To some degree they saw conflict as arfaibf leadership and not a part of
leading change. Yet, six of the eight pastors $emtelves as strategic leaders. All eight
of the pastors talked about how going through dartilad impacted them and their
understanding of pastoral leadership. Howeverp#stors experience with conflict

extended beyond the source of conflict and otheaisaof their lives.

4% poirier, 9.
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Learning from Conflict: EQ Self—Soul Care and Pastoal Leadership

Dan Allender writes, “Leaders inevitably face dartf and observing the
relational struggles involved in such conflict raleea person’s charactet’® He is not
alone in his views regarding the way conflict rdgemgreat deal about those who are
going through it. Herrington, et al.., support toatention that leaders need to
understand the dynamics of conflict and its persmnpact. The authors suggest that
leaders need to “see the anxiety in [themselvesjmthe systems around [thenif®
They also suggest that in order to be a calm poesenthe midst of difficulties, it is
important for leaders to “acknowledge the tendesfdgheir] hardwiring and the regular
encouragement from [their] culture to blame andjdase . . . It takes intentional,
consistent effort to change these habfité Furthermore, Herrington et al. suggest that
leaders “who want to become less anxious learndwitor their feelings*®

All eight pastors shared that they had learned aldout themselves and about
pastoral leadership from their encounters with kcniGehrig said, “as | look back on
our conflicts, I wouldn’t trade them in. I'm thankfoecause they taught me and shaped
me and matured me and strengthened me and scaradohad! that, but you need scars.”
He feels that God uses conflict to shape peoplefatdonflict helped him to become a
better pastor. At the same time, the process ofileg.from conflict was not simple.
Many of the pastors expressed feeling like theyeveamply trying to survive. Mantle

said, “l wasn't sure | was going to make it,” asrbkated his experience in the first five

years of his ministry.

9 Allender, 37.
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Some described particular conflict situations &g ‘defining.” The reason for this
relates to Allender’s remark about the ways in \wtdonflict reveals character. While
working through the emotional elements of conflchumber of the pastors discovered
more about who they are. Some mentioned learnaigttiey were “feelers” and “people
pleasers.” Berra expressed being a feeler andhéhatants people to “feel good and get
along.” He also learned that part of pastoral lestip requires putting those feelings
aside. This process of acknowledging one’s emoti@sponses is valuable because
before a pastor can be engaged with the hearthefsthey need to be “engaged with
[their] own heart.**°

The emotional aspect of conflict is important bessathe impact on pastors spills
over into their marriages and ministry. Three @& gastors shared how their spouses
could tell they were stressed and dealing withassimply by the way they looked. Jeter
said he became aware of the “tension” in his headtnoted that it impacted the way he
felt about and treated others. He, like Maris, twalgarn to push through his emotions,
recognizing them but not allowing them to domirfaite, in order to continue to lead
change.

Being aware of the emotional dynamics of leaderghimportant. Heifetz and
Linsky suggest, “We get caught up in the causefarget that exercising leadership is, at
heart, a personal activity® These authors recognize that leaders involvedrfict

often feel “beat up, put down or silenced®The pastors | spoke to said they were

impacted both physically and emotionally by cortflideifetz and Linsky say it is “easy

499 Heifetz, Grashow, and Linsky, 38.
%00 Heifetz and Linsky, 163.
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to confuse yourself with the roles you take onaduiryorganization and community®?
One way to avoid doing this is to “keep confidamatsd don’t confuse them with
allies.”*

Maris and Gehrig made similar suggestions. Botthefm learned the importance
of having people in their lives with whom they cdglpeak openly and honestly. They
also pointed out how important it was for their @svto have confidants and close
friends. Heifetz and Linsky suggest that the

job of a confidant is to help you come through phecess whole, and to tend to
your wounds along the way. Moreover, when thingsgaing well, you need

someone who will tell you that you are too puffer] and who will point out

danger signals when you are too caught up in selé@tulations to notice

them>%

A number of participants reported the necessityusftworthy confidants, both
for themselves and their spouses. Kevin Ford asognizes the need for relationships
and extends an invitation to his readers to corméhbthim and his organization. He
reminds pastors, “God has created all of us asnpbete by ourselves,” and as such
pastors need do the work of developing relatiorshiyond their local church?

That advice is consistent with insights from Heifésrashow, Linsky, and
Williams. These authors help leaders become awdreve conflicts impact them. This
knowledge is important for the health of the leaal®d the system. In every case, pastors
said that the emotional side of dealing with canfimpacted their pastoral leadership.

Rizzuto stated that he was fearful of conflict. bédieves he is to be a peacemaker

and not a strategist. Gehrig talked about beindlictiavoidant. In most cases, even

502 |pid., 187.
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when it was necessary to turn up the heat, he veas than willing to let things go for a
long period of time rather than push too hard. 8stated that though his experience
with conflict revealed he was a people pleasewen’t as concerned about leadership
issues in his context, because “you don’'t need nofiehleader in a church under a
hundred.”

What was clear in all the conversations is thaflairhad an emotional impact on
these men and their families. They did not go mtoistry in order to fight. They went
into ministry because they felt called to be alibatwork of gospel ministry. They had
certain expectations that came with that callingaling with conflict that arose as a
result of being in relationship to others withir tthurch surprised them, at least to some
extent. They were also unprepared to deal wittethetional impact conflict had on
them. It was one thing to talk about conflict imseary; it was quite another to
experience it as part of their vocation and calling
Implication: Conflict as Normative in Pastoral Leadership

All of the pastors in this study experienced canfin one form or another. The
interviews and the literature —including the Bibleupport the reality that conflict is
part of the warp and woof of humanity. The literatand interviews also support the idea
that conflict is normative and leaders must de#h\wione way or another. Peter Steinke
notes that a “conflict-free congregation is incaregt not only with reality but with
biblical theology.®®

While the presence of conflict is normative, theeys/in which pastors undersand

and experience it vary. First and foremost, no endtbw healthy a congregation is,

508 Steinke, 1109.
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pastors need to be aware from the start therébevilonflict. Conflict is part of every
organizational system. As a result it, cannot Io@igd or avoided.

Every family, marriage, and other sort of relatioipshas conflict. Hopefully the
conflict is healthy and constructive, but that rieggi good leadership. It does not just
happen. Healthy conflict is something that peopleehto work towards. Avoiding
conflict also means avoiding the relational wor&ttresults from engaging in healthy
conflict.

Second, it is important that pastors be trainaghiderstand the relationship
between pastoral leadership, leading change, amtiactoOne pastor | spoke with shared
his surprise when he started making suggestionglauges in an area of ministry for
children. He was caught off guard when older membéthe congregation accused him
of trying to take over their church. In fact oneman was so angry over changes to a
nursery she pointed her finger in his face andasuesl, “There are too many baptisms
here. We need to keep these kids in the basemieist skink.”

The pastor was surprised because he thought hdairag something good and
positive. He could not see how anyone could mistoasis motives to provide good
ministry for children into a political agenda. $timportant to note that this pastor had
been trained in conflict mediation through Peacesndkinistries.

Pastors need to think differently about conflict grastoral leadership. Seminary
could provide valuable help in this area. In essgpastors’ expectations and training are
not matching up with their experience of the dayl&y running of the church. This
inconsistency also impacts the ways in which pagpoovide leadership for their

congregations. Throughout the interview processraber of the pastors said they did
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not orchestrate conflict because they were cordlidant or people pleasers. Their
response was the same whether conflicts “arosedioaitvrong desire, or could “arise”
as a result of strategically orchestrating conflicvrder to lead change.

However, if Heifetz, Grashow, Linsky, Williams, illp and Lencioni are correct,
no adaptive or significant change happens withonflict. Kevin Ford suggests the
attitude of most churches is a major challengectétgends that many pastors and
congregants believe “the lie that change can oaitiiout conflict.®®” Making matters
more challenging, Ford states that pastors makeisiake of “believing that part of
their job is to protect people from pain—most oftsnminimizing conflict.®*®

| believe a paradigm shift is needed in how pastoderstand pastoral leadership
in four ways. First, a shift needs to occur inwWey we look at Jesus as our Master and
Lord. Clearly Jesus calls us to follow him. Thisane that pastors, like all Christians, are
to do all that they can, relying on the Holy Spitit emulate Christ's example. Imitating
Christ does not necessarily mean adopting Sand@ainiér’s interpretation of Christlike
peacemaking.

From my reading of the gospel accounts, it is dlear Jesus often orchestrated
conflict in order to lead significant change. Jesas known for orchestrating conflict in
order to push against the behaviors, beliefs, t@gland values of men and women. If
Jesus used conflict in this way, pastors shouldedk | will look at this area in more
detail in the next section on Pastoral LeadershgpSignificant Change.

Second, as a result of Christ's example, pastot negonsider the way they

understand pastoral leadership, especially ataiteto conflict. Pastoral leadership is

507 Ford, 135.
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connected to Paul’'s admonition in Ephesians 4:1fefjrding the work of spiritual
maturity.

And he gave the apostles, the prophets, the eviatgyehe shepherds and

teachers, to equip the saints for the work of myipjgor building up the body of

Christ, until we all attain to the unity of thetfaiand of the knowledge of the Son

of God, to mature manhood, to the measure of ttarst of the fullness of Christ,

so that we may no longer be children, tossed tdfianiy the waves and carried
about by every wind of doctrine, by human cunnimggraftiness in deceitful
schemes. Rather, speaking the truth in love, wéoageow up in every way into
him who is the head, into Christ, from whom the \ehaody, joined and held
together by every joint with which it is equipp&ehen each part is working
properly, makes the body grow so that it buildslitap in love.

From this text in Ephesians, the apostle Paul aag®s those who have been
called to “equip the saints” to speak “the truthdwe.” That notion supports the idea that
pastoral leadership requires pastors to push,dmfiastors and leaders, against behaviors
and beliefs that are not in accord with spirituatanity and growth. Doing so will almost
certainly cause some level of conflict. This apptodoes not wait to respond to conflict,
but rather steps right into it.

The life of pastor Martin Luther King, Jr. offess instructive example. King was
a controversial figure in the church. Many pasteithin the reformed community feel
his understanding of scripture was not orthodoxughdo use him as an example. Others
contend that his orthopraxy is questionable. Howeweelieve that King® led change
within and outside of the church context out ofmslerstanding of God'’s call for
justice, at least initially. For King, the call frstice extended beyond himself and his

congregation into the civic realm. It is clear froime literature that King orchestrated

conflict in order to push against the injusticeat tivere placed upon African-Americans.

®09 Branch; King and Clayborne Carson.
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The call to the mission of shalom requires a sinté&ck. In my experience over
the last ten years in ministry | have heard a nurnbpastors talk about the mission of
shalom. Most of these pastors were associatedahiilch plants. | have often wondered
if established churches could make the sort of gadhat would allow them to become
outward-focused as opposed to insular, so thatabeld work for the flourishing of
others. | have come to the conclusion that thimghacan only happen if pastors are
willing to orchestrate conflict in order to leadsificant change.

With this principle in mind, it is important to wsider a third dynamic. Conflict is
a normative experience for pastors, whether theyegiically orchestrate it or not.
Pastors feel conflict, sometimes deeply; it sigaifitly impacts their ministries and
families.

Thus, it is important for pastors to understand gastoral leadership and conflict
go hand in hand. It is normative for them to fésel €motional impact of conflict. In my
opinion, it is preferable for pastors to learn howvisely and gently orchestrate conflict
rather than merely respond as recipients and rdeosic

Seminaries should continue to offer instructiort tielps pastors understand
themselves and how they respond to difficult sitret. Churches would do well to do
the same sort of work with their officers and st8fore someone is allowed to take on
a leadership role, it would be wise to ensure treyable to articulate how they respond
to conflict and how they interact with others.

Pastors and elders should know, prior to theiiragllhow they respond to
conflict. What is their normal reaction to confiddow are they going to handle it

when— not if— it comes? How does conflict impadtitirelationships with their spouse,
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their children, and those they have been callesttee? How do they define pastoral
leadership?

In the final analysis, conflict is normative. Too&¥ conflict is to avoid pastoral
leadership. To avoid conflict is to avoid learnoteep truths about the gospel and
ourselves. To only see conflict as something toagarand not something to orchestrate
is to avoid the real work of leading congregatitmsard significant change that could
have a positive impact on our cities, neighborhpadgyhbors, and families.

Pastors Orchestrating Conflict for Significant Charge

The final area of interest involved discovering treys and extent to which
pastors have orchestrated conflict in order to Egdificant change. This is the area that
| felt would shine the greatest light on how pasiorestablished churches lead what they
consider significant change. In the course of netwag the literature and conducting
interviews, | was trying to understand how pastorsstablished churches had led the
sort of change that helped an established congoegat be outward-facing and/or
engaged in the mission of shalom.

| asked the eight pastors to define significarstinge. Then | asked how they
determined what significant change is needed im tdoagregational system. This line of
guestioning was an attempt to understand how East@uate what needs to change
within their congregation. | also wanted to undmnstwhat value they placed on vision,
how they factored system dynamics into their thmgkiand how they carried out the
change.

Second, | asked the eight pastors to reflect omsJas a leader. Did they see Jesus

using conflict in order to lead change? It is intpat to note that all eight pastors agreed
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that Jesus used conflict, and even orchestratadatder to lead significant change.
Mantle said, “Yes, Jesus was a master of orcheggraonflict.” Jeter said, “Oh yeah. |
see him doing that a lot. | see him creating cotflie used anxiety and conflict to get
people to move —all the time. There is a leaderskilbthere that's hard.”

With that in mind, | asked the pastors if they lsadsidered Jesus’ example as
one to emulate. Had they orchestrated conflictdento lead significant change? If so,
they were asked to describe it, and if not, theyevesked why they had not.

This line of questioning was designed to determvhether they had orchestrated
conflict in order to lead what they defined as gigant change. | also wanted to
understand how their study of the life and ministfylesus factored into their decision-
making, especially with regard to pastoral leadgrahd change. What emerged from
this area of research is a considerable differaneeng the pastors and the churches they
are leading.

In the following section | hope to highlight thediéferences by describing the
ways pastors defined significant change. This saaiiill also provide insight into the
ways that vision and systems impacted each pastillisgness and ability to orchestrate
change. In addition, Jesus’ orchestrated use dficband a pastors’ willingness or
unwillingness to follow his example will be expldrdn the final area | will discuss the
implications the findings have for pastoral leatigrs
Definition and Direction of Significant Change

Throughout this study | have used the terms sicguifi change and adaptive
change, and | have done so deliberately. From ewpoint the words are

interchangeable. However, given that a majoritthefpastors | spoke with were familiar
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with the work of Heifetz, Linsky, Grashow, and Walns, | did not want to overly
influence the direction of the conversation.

| was hoping to hear each of the pastors defind ey considered a significant
change in their own words. When asked to defineifstgnt change, six pastors (Jeter,
Maris, Dimaggio, Gehrig, Mantle, and Ruth) usedvloed adaptive at some point during
the conversation. This point is important becausemling to the literature that
advocated orchestrating conflict, (particularly fe&i, Linsky>*%and Ford}'* a
significant or adaptive change will not occur witthdhe orchestration of conflict. This is
an important factor given that the majority of pastin the study referred to themselves
as conflict-avoidant or people pleasers. Alsas itmportant to note that all of them said
they were not as prepared for pastoral leadershtpey could have been when they
entered ministry. It is clear from the literatugvacating conflict orchestration that
leadership requires the willingness to enter intiicdIt matters and provide direction.
Often that means stepping into conflict, or eveating it, as the situation warrants. As
Heifetz and Linsky have written,

Exercising adaptive leadership requires that yowillieng and competent at

stepping into the unknown and stirring things umsipeople prefer stability to

chaos, clarity to confusion, and orderliness tdflaxinBut to practice leadership,

you need to accept that you are in the businegsrdrating chaos, confusion,

and conflict, for yourself and others around y&u.

Williams agrees. He contends that leadership regigetting people to see
reality, to see things for what they are, and togaize the problems that need to be

addressed. Doing so requires leaders to stir “metpéction by forcing them to confront

what they cannot see or refuse to see . . . Prtivedatervention might throw the people

*1% Heifetz and Linsky, 30.
> Ford, 135.
*12 Heifetz and Linsky, 206.
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into a temporary state of disarray, but if propenghestrated, it also generates a
tremendous opportunity for deep learning’”

The challenge for pastors is that orchestratindlicomequires them to make
people uncomfortable. Some pastors, including Bamaunlikely to adopt that
approach, because they believe a pastoral leadaldsprovide comfort and create as
little disturbance as possible. Williams, on thieesthand, states that leaders cannot allow
“problems to be ignored,” or allow people to plajtoo safe in the name of maintaining
harmonious relations, keeping the peace, and aipgdayal. For the group or
organization, if leadership is not exercised totgetpeople to confront reality, danger
awaits.®*
Nevertheless, six of the eight pastors understivodh the conflict orchestration
literature, that a significant or adaptive changghw a church would mean challenging
what people hold most dear— their beliefs, prastiteditions, ways of thinking, and
loyalties. These six participants presented a numbi@sights. Mantle provided a
sociological perspective regarding significant a&n

Mantle said a significant change is one “wheredhgrcultural movement,
suppositions are challenged, and there are a nesf assumptions that govern people’s
behaviors.” Within that category the way peoplewahers and their needs will need to
change. That sort of change is significant chaMgtle suggested that significant
change is not “just adding new things into theparoire, but rather a fundamental
rethinking of assumptions,” which then leads tea set of behaviors and patterns. He

did not, however, connect that such change woutdrahrough conflict.

SB3williams, 72.
14 bid., 64.
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Berra suggested that a significant change happbes wastors provide
opportunities to be “agents of reconciliation” (2ridthians 5:19). In some respects, this
definition of significant change echoes the missasbshalom. He said, “There are certain
people who choose to identify a need. Then thepshdo lead in that direction. The
need tends to find the person who will do the wafrkddressing it.” From his
perspective, providing his congregants opportusitttepour themselves into something
positive allows them to change. That has beengliedpproach for him, given the
issues his denomination has been experiencingentgears. He made no mention of
orchestrating conflict in order to make positivacpes.

While aware of the ways in which Heifetz and Linslgfined “adaptive change,”
DiMaggio suggested significant change is “movingge, not institutions, toward
sanctification.” He suggested that as people chahgesystem will change organically.
Rizzuto suggested significant change is more adgatrticular person rather than the
whole of the local church. In other words, chargahbout impacting the heart of a person
rather than system.

Gehrig defined a significant change as one in whiehe is a “change from a
classroom, knowledge-based, Christian educatiogrpro to a life-on-life discipleship
emphasis.” This change moves beyond the “wallsaissroom” to being invested in
each other’s lives. This movement can be a “pit@tiychange if you're in a traditional
classroom-based Christian education church.” Howeasenoted, Gehrig’s church began
as a missional church whose congregation desiregbtth the unchurched and non-

Christians within their community.
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One key item emerged from this area of researdhgtdd critical importance to
understanding how pastors lead change in establldh@ches. The majority of the
change mentioned by the pastors was directed irsvaitte examples provided by
interviewees had primary implications for the cagation, the staff, or for the
governance structures of the church. In other wadyg efforts to help the church to be
more outward-facing were secondary.

There were two exceptions. Only Maris and Mantuged on leading change
that had outward-facing, mission of shalom implimas$ outside of their church. In these
instances of change, pursuing a mission of shalasaf primary importance. Of note is
that these two pastors serve congregations thatratiee opposite end of the age
spectrum in terms of the number of years they lmen established.

While | recognize the importance of internal mattee., governance structures,
operations, and staff relationships, this study desgned to look at how pastors help
established churches become more outward-focuskdcame clear to me through the
interviews that these pastors were primarily conedrabout operational issues,
congregational development, and caring for parighie. The following section
addresses how pastors evaluated what constitigigshificant change and what factors
they considered.

Evaluation, Vision, and Systems

After asking pastors to define significant charigesked them how they

determined what significant changes needed topkdae within their congregational

system. | was hoping to discover the tools thatqrasised to evaluate those changes and
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to see how they understood the importance of vigrahof systems theory. The
following discussion relates those findings in ratgion with the literature.

Berra’s church holds an all-church leadership ettexery year in order to re-
examine their core values and purposes. Heife@asl@@aw, and Linsky support such
periodic re-examination because “effective visibase accuracy™ that members of an
organizational system can tie into. Over the coofdbe retreat there is a great deal of
discussion, and many questions related to whergl@aoe theologically and
emotionally. There is also an effort to help charfhere they are trying to go and how
they are going to get there. This process affdidddadership an opportunity to come
together on what needs to change in light of thision.

Berra shared that his session is “gun shy” becatissues that his church and
denomination have been facing for some time. Oweltdst few years a number of
people have left the church over significant issuigkin the denomination. His session,
recognizing the dynamics of the family system, waot“minimize the issues.” In some
regards Berra’s system is conflict avoidant. Heifet al., warn that leaders must “let
people feel the weight of responsibility for tackji>'® hard issues and concerns. To do
so, however, would elicit conflict that Berra doex want to face.

DiMaggio focused on spiritual dynamics. He saié aray he discerned what
needed to change was through a “convergence ehiigg to God and listening to
people.” Change, he said, happens through reldtipssind the fact that Jesus is building
his church. Jesus brings people into his churaotthe work he is calling them to do.

DiMaggio did recognize that system dynamics pl@ad. He said, “The greatest anxiety

°1% Heifetz, Grashow, and Linsky, 113.
> bid., 109.
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and the darkest times in ministry come for me whieawve forgotten that that the church
is a body and Christ is the head.”

Herrington, et al., remind us that a congregaisoaliving, relational system.
They say, “Whenever you engage in a relationshapithlong-term, intense, and
significant, you become emotionally connected te another in a living systen:”
DiMaggio feels he is able to provide leadershiphfiercongregation because he is with
them, listening to them, and learning who theyaaré what they are dealing with.
However, he doesn’t see himself as the lone soldierecognizes that he is part of the
congregation.

Mantle shared similar insights. He said in thdyedays of his ministry he
struggled and at times wanted to quit. Eventualbyyever he was able to see that Jesus
was calling him into the messiness, the inefficiescand the difficulties of doing
ministry life-on-life. He had gone from thinking ofinistry as being “face-to-face,” as a
preacher to a congregation, to “shoulder-to-shaoiil@es a pastor on a journey with his
people. That metaphor shaped the way he underttealstem and how he made
decisions about what changes to make.

As Mantle got to know the congregation, he redliteat the changes they needed
to make were the same changes needed within hirkieKaid, “I was able to assess
what needed to change because the things thagsavated me about the congregation
were also in me. | was working in a church that giaslar to my childhood and to my
white, middle-class culture.”

Mantle is doing the work of trying to understand #motional and spiritual

maturity level of his parishioners. He recognizeat he is a bridge-builder or translator.

" Herrington, Creech, and Taylor, 29.
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He wanted to help the congregation move from b&imgsions minded” (in the sense
that they outsource missions) to being an outwacify, missional church. In order to
do anything at all, however, he recognized he wbiale to be a shepherd and know his
people. Osterhaus, et al., help to make this clday suggest that as part of any system
it is important that leaders to know their peopid ghe system in which they operate.
“Leaders,” they write, should understand “the e maturity of the people within the
system as well as how they have been shaped taviteanxiety and conflict>?®

Jesus’ Orchestration of Conflict

In the course of the interviews | asked pastorgtiect on the work and ministry
of Christ. | asked if they could see Christ usinghestrating conflict as a way of
leading significant change. All of the pastors agréhere were occasions when Jesus
orchestrated conflict as a way of leading signiftcehange. Gehrig said that God
“sovereignly used conflict” a great deal throughting scriptures. Mantle concluded that
Jesus was a master at allowing people to sit ineth&on of conflicting beliefs and
assumptions. He focused on the account in Mark7t@71of Jesus and the rich young
ruler.

Outside of the Bible, | was unable to find litenst addressing Jesus’ use of
conflict. In contrast, there is much written ab@iirist as peacemaker and his ministry of
reconciliation. Bible commentaries that focus oacsfic texts do provide some insight
into Jesus’ use of tension and conflict, however sfated earlier, Bruner's commentary
on Matthew 5:9 highlights the ways in which Jesusiistry of peacemaking often

required his involvement in conflict and spiritwedr. This explanation of Jesus’ ministry

518 Osterhaus, Jurkowski, and Hahn, 33.
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is consistent with the idea that Jesus orchestaetlict to advance authentic
reconciliation.

Peter Steinke, though not necessarily advocatinthe orchestrated use of
conflict, does point out that Jesus “upset peopiet®nally.”®® He states as well that
Jesus’ life and ministry—and thus the whole of @eistian story—was “underlined
with conflict.”?° Herrington, et al., agree with Mantle that Jesuas the master at
generating and sustaining creative tensfSh.”

In a way Herrington, et al., point to Jesus malddgptive changes when they
describe how he countered the idea of “the righgress of the Pharisees” with the
“righteousness of the Kingdom” (Matt. 5:23}.In addition, Jesus purposefully
challenged the “image of a leader,” as well asrthetions of what was most important
in life” (Luke 12:16-21). They also note that Je&isstained this tension in the face of
opposition on all sides’®

However, it is important to consider that whileukesay have “challenged the
image of a leader,” the way individuals value oderstand conflict impacts the way they
understand pastoral leadership. It seems cleaStrade and Poirier view conflict as the
result of desires wrongfully applied. Therefore &aand Poirier consider conflict as
primarily about interpersonal relationships thatstrhe managed. They focus on Jesus as
the one who can bring healing to conflictual relaships. | believe this is true as well,

but | also see that Jesus often orchestrated cbh#iween people in order to lead them

*19 steinke, 107.
520 |bid.
2! Herrington, Creech, and Taylor, 101.
522 H
Ibid.
523 |bid.
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to a saving, reconciling relationship with hims@&finging them to relationship with
himself often required challenging their ideas, svafthinking, behaviors, and beliefs.

The pastors | spoke with and a few authors withendonflict orchestration
category of literature agree that Jesus orchedtcaeflict in order to lead significant
change. However, Jesus never instigated confliatdaoflict's sake; he always connected
conflict to leading change. According to the litera, at a minimum leaders must be
aware that conflict is a natural part of leadingrofge and that it must be managed
responsibly.

Pastors and Orchestration of Conflict

Given that pastors affirmed that Jesus orchestagaflict to lead significant
change, | asked if they had considered doing thees&our of the eight said no; three
said yes. One provided insights into why he wasiaaimnt about his ability to do as
Christ had done; those insights will be examined separate section.

Again the importance of pastors’ willingness totmstrate conflict is related to
the way significant change happens. The literaduggests that changes in behavior,
belief, practice, etc., do not happen unless th@istguo is challenged. It is clear from the
gospel accounts that Christ used conflict in thediof people to lead change.

The first group of pastors who said they do nohestrate conflict reflected on
their experiences and what they had learned abeutgelves. The literature affirms that
leaders should be aware of the personality traidsciaracteristics they bring to their
roles. It is important for pastors to understand lsonflict and all aspects of leadership
will impact them. Self-care is a big part of leatép, according to Heifetz and Linsk/.

However, while it is important for leaders to tdéw and take care of themselves,

2% Heifetz and Linsky, 163.
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doing so is not a reason to disregard their respibibgto use conflict for pastoral
leadership.

When asked whether Jesus used conflict to orcliesthange Berra said, “Yes—
but I'm not Jesus.” He described himself as a pevgioo is averse to conflict and wants
to make sure people are happy. Lencioni’s bddle Five Dysfunctions of a Teahad
opened Berra’s eyes to the idea that healthy atnflinecessary for a healthy team or
staff. Berra was working through the implicationshis own life and ministry, but he was
not inclined to orchestrate conflict.

Gehrig offered similar insights. He said, “I'm céaof avoidant by nature. So I'm
not looking for any more conflict.” He knows Godessconflict to shape lives and make
better pastors. He said it is fine if God allowsftiot to come up, but he is not going to
go out and stir things up. At the same time he #&de are times when a pastor needs to
“turn up the heat in the system” and pastors shbaldware of the “tensions and
anxieties” going on around them.

It is important to consider Rizzuto and DiMaggigéther. Both of these pastors
serve mission-focused congregations. These contpagare similar in that they are
urban, nearly the same age, and serve diverseeajtmips. Both congregations are
concerned about the mission of shalom, even st#taigocus in their promotional
literature. Neither of these pastors felt that esthating conflict is part of their gifting or
calling. In fact, from their perspective, conflgtould be avoided because it takes time
away from ministry.

Rizzuto said he hated conflict and that he is fdaf it because of the ways it

negatively impacts mission. In fact, he has decafgainst program-heavy ministries at
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his church specifically because they were a soofrcenflict in the past. He believes
conflicts drain away resources for ministry, anel arthreat to being on mission together.

DiMaggio confirmed that God uses conflict to chafle and grow individuals,
and therefore it is God’s business to orchestrandlict. He felt that the purpose of
orchestrating conflict, even for Jesus, was abbanging individuals rather than
systems. In other words, he is unwilling to consmehestrating conflict within a
congregational system in order to bring about $icgmt change. However, he is willing
to let people sit in tension in a counseling sesdMaggio is in a context in which the
needs of the congregation and the community neaaltgh. The congregation itself is on
mission together and that mission is largely outisfacused. Discipleship in his context
has implications that impact the community.

It is important to keep in mind that both of th@sestors are leading mission-
focused congregations. When | asked them aboutictsnivithin their congregations,
both said similar things. In essence, they saig tieenot have a lot of time for petty
conflicts. They felt the needs of those around tietheir community are too numerous
and too serious to allow for petty conflicts.

Both Rizzuto’s and DiMaggio’s congregations undamstthey are on mission
together. Heifetz, Grashow, and Linsky have arghatan “incisive statement of the key
issues that underlie a messy, complexified disonssiients people and helps focus
attention productively® DiMaggio and Rizzuto feel a similar dynamic isairk in
their congregations. While people have certainky tieeir differences, they could see

those differences in light of what the church ysrtg to accomplish.

°2% Heifetz, Grashow, and Linsky, 113.
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Vision and mission do not negate conflict. In flaé$ through vision and mission
that leaders are able to strategically orchest@dict for significant change.
Developing vision and mission often create confispecially if the vision is taking the
congregational system in a new direction.

The importance of a unifying vision and mission evenportant for the three
pastors who said they had orchestrated conflicllithree cases the pastors had to work
from a unified vision of where they wanted to lekdr Maris, the conflict was about
keeping the missional vision of the church int&or Ruth and Jeter, orchestrating
conflict was about establishing a vision and thiggnang ministries with that vision.

In fact, all three pastors recognized that theasghey were bringing up were for
the good of the whole, to help the congregatiofilifits larger purposes. Heifetz, et al.,
point out that “Defining a shared purpose is ofterhallenging and painful exercise
because some narrower interests will have to héfisad in the interests of the
whole.”®?® Maris had to face just that situation.

When | asked about his experience orchestratinfiichMaris pointed to an
incident that occurred within the first ten yeafsh® church’s establishment. From the
start, Western Heights wanted to be a church ihad lout the mission of shalom within
its context. As the church grew, they attractedgetrom other congregations within
their community. These people, inadvertently peshapt pressure on Maris and other
elders to adopt a philosophy of ministry that waserinward-focused. Essentially, they
wanted the church to become more insular in itstm@s. Maris recognized this pressure

as a threat to the core identity of the churchamhed against it. He utilized the shared

528 |pid., 40.
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vision and mission of the church to orchestratecth@lict needed to keep the vision
intact and outward-facing.

Maris’ response is consistent with Williams’ insigiegarding getting people to
“wake up to the fact that there is a probl&Mvithin the system, especially a problem
that threatens core identity. Ruth, while serviaga associate, recognized that his
abilities were limited by several factors. Firgner leadership had no agreed upon
vision and mission. Second, he was serving undaeletdership of someone he described
as a classic hero leader. This senior pastor waictcavoidant and highly “allergic” to
anxiety within the system. Third, the system wasddid into distinct ministry teams that,
while cordial, served their own purposes. Ruth gatxed that the church was in a
difficult place.

Eventually Ruth approached the senior leader vaghsituation. He was met with
resistance during this first encounter, but aftedsde began to work with other ministry
teams to promote a unified vision for where thingald go. He recognized, like
Williams, that as a leader he was going to be dgaliith “an unwillingness to change”
with regard to “values or thinking to accommodaime aspects of reality?® Ruth
began to organize collaborative teams of key stalkleins in specific areas to try to
overcome this resistance to change. In the meantimeontinued to have conversations
with the senior leader. He was able to provide smsights and bring about some
aspects of change within the system. However, duha course of working to bring
about internal changes, Ruth recognized he had thkegs as far as he could. As a

result he felt he needed to leave to pursue ottierasts.

527 williams, 59.
28 bid., 62.
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It is true that leadership is dangerdéskotter warns that a “good rule of thumb
in a major change effort is: Never underestimagentfagnitude of the forces that
reinforce complacency and that help maintain theustquo.®*° Jeter met those
challenges after becoming a senior pastor. Haviagipusly served as an associate
under hero leaders, he was committed to beingferelift kind of pastor than the two he
had worked under. Immediately he began the wogpkughing against the expected
behavior of a senior pastor.

Jeter recognized in the early days of becomingheoseastor that his
congregation was accustomed to a hero leader @amzarg. Recognizing the dangers, he
put together a team from within the session andratbngregational leaders to develop a
vision and mission. When people asked for his wiga the church he was willing to let
them sit in tension rather than give into theiriaty«—or his own. Jeter recognizes that
he is a people pleaser and wants to win the affiomaf those in authority. Yet he
pushed those things aside in order to developvigioough a collaborative effort.

Kevin Ford explains, “There are times when a leanest slow down the change
process to regain authority. And there are timesmdnleader must orchestrate conflict to
begin challenging expectation” It seems that Jeter was doing both of these at the
same time. By not giving in to the demands for asweer, he turned up the heat within
the system.

It should be noted that in all three instancesstbrificant change had the

ministry and vision of the congregation as a prymaurpose. Maris was working to

29 Heifetz and Linsky, 2.

%39 3ohn P. Kotter and Dan S. Coh&hg Heart of Change: Real-Life Stories of How Pedgthange Their
OrganizationgBoston: Harvard Business School Press, 2002), 42.

31 Ford, 139.
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maintain an outward-facing vision rather than wogkio change the vision. Nonetheless,
even in that situation the matter of significandbe orchestration had an inward focus.
The implications related to Maris’ efforts will lokscussed later.

Mantle and the Mission of Shalom

One anomaly in this conversation emerged with kgaMantle, an associate
pastor in a long-established congregation. Mardkelieen greatly impacted and
influenced by the concept of the mission of shalalong with the work of John Perkins.
When | asked if he had considered following Chsigtkample of orchestrating conflict in
order to lead change, he was reluctant to ansvier r&dason was simply that he was not
sure if he was qualified to do so.

“I'm not in charge,” Mantle explained. “It is diffult to orchestrate change when
you are not in charge.” Second, he had concernp#stors would use manipulation and
guilt instead of love in the process of orchestratin other words, when Jesus
orchestrated conflict he was doing so out of thned&love. A real problem can develop
if pastors are not keyed in to their hearts andvast

It is important to note that Mantle and a teamade have begun a ministry
much like that of Rizzuto and DiMaggio. This woskdoming out of a larger, long-
established congregation. The ministry includesoeship service, a center for vocational
training, tutoring, medical services, and legal didis holistic ministry came first, and
then the established church began to support the.dh other words, Mantle worked on
something outside of the larger church cultureesi@blished a work that is vibrant,
growing, and engaged in the mission of shalom. [@fger, long-established church

endorsed it after the fact.
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Implications and Summary

In the course of the research regarding the wagieatent to which pastors had
orchestrated conflict to lead significant chanbeg¢ implications emerged. These
implications impact the ways in which pastors cesvjgle responsible and adequate
leadership for their congregations. The first irogtion involves established
congregations and the mission of shalom. The setwudives the direction of the
significant change. The third implication has towdth the role of biblical imagination
and the Pastor.

Established Congregations and the Mission of Shalom

Though Mantle did not orchestrate conflict, andltrger culture of the
congregation has yet to show definite change, geaq@ seeing what a mission-minded
congregation can do as they watch Mantle and hrs te@ach out to their urban
neighbors. The larger church is being drawn todhefforts and they applaud them.
However, the work is still viewed as a mission dffather than the church viewing itself
as missional.

Mantle and his team shared a passion and visiobriieging the gospel to bear on
the city. Initially he tried to get the church inved, but the church resisted. On his own
he and others took a page from John Perkins anednioto the city. His church was not
directly involved. Mantle moved into the neighbookdcand created a non-profit agency
to provide a holistic social service ministry tearesidents. Eventually he and a few
other pastoral staff added a worship service.

At a later point Mantle was able to get the chumslolved. Perkins reminded

Mantle and his team that their efforts should benexcted with the church. It was after
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Mantle and others were already invested in thesptdhat the church came on board. In
other words, the project had already been startddrvas doing well before the Session
approved it.

The above comments are not meant to take awayvirdoat the Lord has done
through Mantle. In fact, his approach may be a wiag to get a large, established,
affluent congregation to move toward the missioshalom. Mantle’s approach may
have been especially appropriate given the fatththas an associate and felt he did not
have the formal authority to orchestrate change. diliture may be slowly changing, as
Mantle observed, but the needs of the communitydcoot wait for the church to make
the long, slow turn toward the mission of shalom.

Mantle stated that he was not in a position to estiate change because he was
an associate pastor. It is fortunate for the pewples city the Lord was able to raise up a
team around him that shared the same passionif@ifg shalom to the city. One
implication from Mantle’s case is that if he hadited on the church to make the change
he would probably still be waiting.

In the early days of his ministry Mantle was accugEbeing a social liberal. That
reaction was a shock to him because he felt th& abringing restoration and renewal
to their city was part of the work of the gospertpof the fruit of discipleship. In fact, he
shared he had been taught this perspective ofonalsiheology in seminary.

Nevertheless, in serving an established, middlegier-middle-class
congregation, Mantle’s perspective was challengedunately, Mantle, his wife, and
some close friends shared the view that the gadprlld be making an impact on the

broken places of their city through their lives. M@iMantle was on staff with the church,
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he family and some friends moved into the city wit hope of brining renewal and
restoration.

Mantle continued to try to speak to the visiontd thurch but received little
more than a polite hearing. All the while, he amlteam were building relationships
within the community, helping in the schools, deyaéhg vocational training centers, and
securing legal and medical aid for the communitythe meantime the congregation was
planning to create a site church in a high-end,geswing area of the community. Very
soon the decision was made to purchase propetty,the hope of building a facility and
beginning a worshipping community in the area.

In the meantime Mantle’s family and some friendstowied to live in the urban
community and to develop relationships. Howevezytvere aware that their efforts
needed to be connected to a local church. Theybad shaped by the work of John
Perkins, who focuses on bringing renewal, recastodin and redistribution to broken
communities through the church. Mantle and therstihvanted to do the same.

Over a period of time, changes in the economy haddlationships and trust they
had developed in the community led to Mantle arsdéam starting a worship service in
the community. This worshipping community is difgdied to the work that Mantle and
others began when they moved into the neighborhdadtle and the other families
moved into the urban area of their own accord;as wot something that was part of the
church’s strategic plan for mission and outreach.

Eventually, when the senior leadership and othetdes began to see the sort of
work they were doing, they were drawn to it and tedrto support it. While they

supported Mantle personally, as an institution tiveye only able to get behind what he
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was doing “on the side” after other options did wotk out, i.e., the church plant in the
suburbs was impacted by the economic downturn.

In other words, Mantle, to some extent, worked idetshe normal context of
ministry in order to bring about a significant cgarwithin the larger system. He was,
along with his wife and friends, able to estabhsimission-focused work that was
eventually supported by the established congregatiifile it did have an impact on the
established church, the church as a whole did ecdiine outward-focused.

One implication of Mantle’s experience is the féwt if he had waited for the
church leadership to get on board, it would hawenteelong, slow, and uncertain process.
As an associate, he did not feel he had the aditychestrate change, though he did try
to speak into the process and build relationat.tidsvertheless, when it came time to
move toward the city or move toward a site in thiewsbs, the senior leadership moved
toward a suburban site, despite the fact that Maat the pastor over missions, was
encouraging them to pursue missions in the city.

It took an economic downturn before the seniordesiaip was able to get on
board with what Mantle, his family, and friends weaiready doing. In other words, the
established church did not lead the change to rmaakepact on the city. It was through
an “end around” that Mantle was able to get thaldisthed church engaged in an
outward-focused ministry. This was not a delibersteategic move on Mantle’s part, but
in essence just the way things worked out. Ideallghurch’s senior leadership asks how
their discipleship efforts are impacting the sundimg community. | believe long-
established churches will need to step up and deggmamine their behaviors, beliefs,

and practices in order to be part of what God nmearying to do through them.
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Direction of Significant Change

As each of the pastors defined significant chahgas initially focused on the
idea that they were predominately impacted by #mesauthors and ideas that call for
orchestrated conflict as a tool to lead adaptivange. Most of the pastors mentioned the
word “adaptive” when they defined significant changlowever, it was not until | was
working through the data that | began to realizedinection of the changes the pastors
mentioned; they always pointed toward the innerkimys of the local church.

All of the pastors mentioned leading change. Howewany of the changes they
mentioned were along the lines of changing elemeittsn worship services, hiring
staff, moving classrooms, and changing curriculiikile pastors might experience
conflict as a result of these changes, they arenikely technical rather than adaptive
changes given that behaviors, beliefs, practiaesways of thinking are not being
challenged.

That is not to say the inner workings of the chuachnot important. They are
very important for the day-to-day operations of ¢thaerch. It may be that these sort of
changes need to be enacted in order to gain theemtom needed for the church to
become outward-focused. After all, as stated eathe purpose of this study was to
explore how long-term pastors have orchestrateélicbim order to lead significant
change. However, | am specifically interested idemstanding how pastors have helped
an established church to become outward-facing.

As | listened to each pastor and then reviewedl#ta, | realized that all the
pastors, except for Mantle and Maris, were focusedignificant change that primarily

had internal implications for the local congregatiti may be that the pastors | spoke
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with did not mention that they were working to be@more outward-facing as part of
the process. However, | do not think this is theeca

| believe the findings highlight that congregatibleadership is focused on the
inner workings of the local church as a primarydtion of their responsibilities. Such a
focus may not have any direct or indirect impacthwse beyond the church doors. The
change has implications for the larger communitly @as a secondary matter, and
generally that is not intentional. The primary pase of the pastors in this study was to
put together a better operating session or a ¢leaien statement. While those things
are important, they don’t necessarily indicatergantional, strategic move to be
outward-focused.

As | listened to Maris, | began to realize anotigsortant implication. From
what | was able to gather about Gehrig’'s and Berahgregations, they began with a
similar core identity and purpose as that of Mabiddaggio, and Rizzuto. In essence
they started as mission-minded, outward-focusegregations. Both churches started in
rapidly growing parts of their community. Their @nal visions were to be congregations
who shared the gospel in a new part of the communiteir churches were evangelistic
in focus and practice.

It seems from the interviews that while Gehrig'sl &erra’s congregations were
once outward-focused and engaged in evangelistin,civeent focus is geared toward
the day-to-day operations of running a church.theowords, their core identity and
focus has shifted from outward-focused to insuldo not think being insular is a mark
of gospel health. When the majority of a churcliferés and time are spent on itself, the

church does not seem to be in a position to bropetho a broken community.
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Maris shared that he had orchestrated conflict@eoto retain the church’s core
value of being outward-focused. The threat to idhttity of being outward-focused
came from those who wanted the church to simplg t@rthe needs of its members after
the first few years of the church’s establishméottunately, Maris was able to lead
adaptive change to keep them focused on beingsiana congregation.

In essence, Maris became aware that his eldersheang pressured by
congregants to provide more for their needs. THerslwere unaware that the pressure to
provide greater congregational care in various fofimcluding Bible studies) was an
attempt to make the church like other reformed ches that were sectarian and highly
insular. Maris led an adaptive change effort byllehging the elders’ and congregants’
views regarding the mission of the church. Mantheir ideas regarding the purpose of
the church had been shaped by experiences in @hgregations where the needs of
those within the church came before anything éltis challenged those beliefs, and
helped them focus on the vision and mission thastte the church’s core identity.
Biblical Imagination

Pastoral leadership requires courage. It is diffimudo things—or not do
things—that disappoint people. Pastors, by cakling training, want to bring comfort to
God'’s people. Therefore it is difficult for mostgbars to allow congregants to sit in
tension and to create challenges that raise aegidtievertheless, pastoral leadership
requires a willingness to confront behaviors, ligliand loyalties that keep people from
growing in spiritual maturity or that threaten todermine God’s purposes in the world.

All systems have conflict, but healthy systems Hasalthy conflict. Leaders

must be willing to determine how to help the systerbe healthy. That often means
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speaking the truth in love to those within the sgstAccording to Kevin Ford, leaders
must be willing to orchestrate conflict in orderéad adaptive changé The
experiences reflected in the data of this studystiat gospel ministry will bring
conflict. Challenging people’s beliefs, behaviawgys of thinking, and loyalties does
create conflict; however, such conflict may be 3seey when those issues are keeping
them from being fully reconciled to each other(3od, to creation, and to their
neighbors’*

However, five of the eight pastors | spoke with &vkard-pressed to consider
orchestrating conflict to lead significant changererethough they saw examples of
Jesus doing that very thing. That, | believe, ssgaificant problem identified in this
study. | believe one reason for this disconneatleck of biblical imagination and the
neglect of the law of love.

| was surprised when Berra, after affirming thatu¥edid orchestrate conflict,
said, “Yes—but I'm not Jesus.” His reasons for oxmhestrating conflict were based on
his personal concerns as much as not wanting edaarm to the church. Gehrig and
Rizzuto had similar issues.

I would say those concerns reflect a love of salier than love for others. |
would also suggest these pastors have failed tottakbiblical narrative into account.
What | mean is that the law of love calls Christiam put self aside and step into the
messy, difficult situations that come from beingommunity with other believers. The

law of love means that | am willing to make you amdortable for the sake of seeing

%32 bid.
%33 Heifetz and Linsky, 2, 30, 171.



182

you come to know Jesus more fully. A biblical imagion helps me to see that when |
live faithfully, God will act.

Adopting a biblical imagination does not mean #arything works out
smoothly. In fact, many of God’s prophets died assalt of faithfully proclaiming the
truth. This is where the law of love dovetails watlbiblical imagination. Romans 8:31-39
says it most clearly,

What then shall we say to these things? If Godia$, who can be against

us? He who did not spare his own Son but gave pifloiuus all, how will he not

also with him graciously give us all things? Whalsbring any charge against

God's elect? It is God who justifies. Who is to@emn? Christ Jesus is the one

who died—more than that, who was raised, who thatight hand of God, who

indeed is interceding for us. Who shall separatieam the love of Christ? Shall
tribulation, or distress, or persecution, or famimenakedness, or danger, or
sword? As it is written, “For your sake we are Igekilled all the day long; we are
regarded as sheep to be slaughtered.” No, inedktthings we are more

than conquerors through him who loved us. For sane that neither death nor

life, nor angels nor rulers, nor things presentthorgs to come, nor powers, nor

height nor depth, nor anything else in all creatisill be able to separate us from
the love of God in Christ Jesus our Lord.

It is important to be self-aware and to acknowlettgeway conflict impacts us
personally. It is important so long as it doeslmmtome an excuse for not moving into
difficult leadership moments. Pastoral leadershguires a willingness to look to Jesus,
to follow him, to shepherd as he shepherds.

| believe that one of the great challenges to pakteadership is that pastors can
become overwhelmed by fear and anxieties whendakypeople to faithfully follow
Jesus. Rizzuto shared that he “hates conflict’taathe is afraid of it. Ruth and Jeter
talked about their experience with hero leaders whre impacted by anxieties within

the congregational system to that point that Ratheter felt they had to serve as

buffers for these senior pastors.



183

It is no easy thing that we, as pastors, are ¢ppigople to do. Pastoral leadership
requires courage that comes when we have a rolnlisiabimagination and are shaped
by the law of love. Having that courage means veenalling to orchestrate conflict
within a system and with individuals in order t@ $be fruits of adaptive change. Pastoral
leadership requires courage if pastors are to puBad’s purposes over their own.

In order to exercise pastoral leadership, pastees @ more robust biblical
imagination, looking to the ways in which Jesushestrated conflict in a redemptive
way as an example. Pastors must recognize thailtheal stories are true, because the
implications of the stories about Jesus and hlsevars are as true today as they were
then. God gave us the biblical story not only fo& pulpit and classroom, but also so that
we, as the shepherds of his sheep, may be encaui@gde the difficult things he has
called us to do—not in our own strength, but ingtrength and wisdom that God gives.
Summary

In order to provide a through summary of findimdgsve included a series of
tables to give an overview. The tables focus on pdwstors did or did not orchestrate

conflict and the implications of their decisionglaactions.

Why Pastors Do Not Orchestrate Conflict |

Personal concerns, i.e., conflict avoidant, pepfgaser, fearful of conflict,
sensitive to anxiety
Concern for lack of training in the area of padttgadership
Understanding of Pastoral Leadership
» Pastor’s call is to bring comfort and cause no jpaistress to the system.
Previous experience
View themselves as recipients of conflict
* Do not understand connection between leadershigamiict, i.e.,
leadership is a direct cause of conflict (recipsenitconflict).
Position
* Mantle felt his position as associate kept him fie@mg able to orchestratt
change. Literature highlighted associate pastetationship with other
staff and job descriptions as a concern relatgrhgbors leaving ministry.

D




Implications if Pastors Do Not Orchestrate Conflict
No Significant Change
« According to literature, system will not changesignificant way3**
» Thus difficult to help church be outward-facing/pue mission of shalom

Threats to Identity
» From perspective of Maris, threats to core idendftgongregation will not
be met properly if pastors are unwilling to engageflict.
Pastors will experience conflict as part of leadamgl calling.
Assistant and associate pastors will sometimediieaheed to work outside the
system in order to become missional or outwardgedusee Mantle).

Why Pastors Orchestrate Conflict

See Christ doing so and willing to do the same
Influenced by orchestration literature
Overcome their personal concerns
» While aware of their reaction to conflict, are atmevork through it to lead
change
Are concerned with mission of shalom
Lead by mission and vision, working with a team

Implications if Pastors Do Orchestrate Conflict

By working through their personal concerns theyadnie to see growth in others,
themselves, and the system.
» See Jeter, working with a difficult person and abléelp them to grow
despite personal concerns
Helps in moving the system toward significant cheaagd to protect core identity
» See Maris, threat to identity of congregation asvaud-facing
Move system to become outward-facing/ pursue msgfshalom

How Pastors Orchestrate Conflict

Influenced by orchestration literature, pastorsried to
* Understand power of systems and their part of yjseem: EQ-Self, EQ-
Others.
* Aware of the anxiety within the system, understbod much anxiety the
system could take
Vision/ Mission Driven & Team-based
» Pastors worked in collaborative groups under arejwision and mission
With this framework they were able and willing ttoev people to sit in
tension and orchestrate conflict to move the systemard change.

53 Ford, 208, 222.
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Put Personal Concerns Aside
» Pastors were aware of how they were reacting aglohég and the impact it
was having on their family. They had networks c#rids, worked on
spiritual formation, and encouraged their spouses.

Recommendations for Further Research

Further study could help identify and describedhallenges to core identity that
happen within the first fifteen years that a chunels been established. It may be of
interest to see at what point the mission and meomes under attack, particularly if it
is outward-facing. It would also be of benefit toyide insights into the ways that
pastors orchestrate conflict in biblically rederaptivays. Perhaps a third area of research
should investigate how assistant and associatengasn orchestrate change. In addition
it would be helpful to investigate the ways in whgeminaries could work to select men
and women for admission in order to properly pregaem for pastoral leadership.

Final Words

The purpose of this study was to understand hatopmhave led established
churches to change. My original inquiry began dut oombination of my experiences in
the Southern region of the United States, and rmgduction to the work of Dr. Nicholas
Wolterstorff. Having established an area for Youlufg, | was asked several times if |
had considered being a church planter. After spegta over a dozen church planters
who are eagerly trying to establish their congregatto be outward-facing, | wondered
about the future of the established church. Caessablished, successful, church change
and become more missional and engaged in the mis§ighalom?

That question has driven this research. It wag ¢teen my research and personal

experience that the work involved in leading that sf change requires a great deal
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from pastoral leaders. | believe that pastoralédesitip is impacted by a gap that exists
between what pastors expect prior to going intastiy (including expectations formed
during the training period), and their experienokpastoral ministry once in the church.
It will take some time for pastors to learn thatdership often requires them to risk their
jobs in order to bring about significant changewsduwer, that kind of leadership is a

requirement of the law of love: a love of God, efghbor and each other.
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