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Abstract

The two most pressing pastoral leadership chalkeagethe need to convince the
church congregants that they must change, ancgfp®nsibility to lead that change. The
task is complicated by several factors. First,dhegregation may not want to change.
Second, the pastor may not have experience inrgadliange. Finally, the change
required is difficult because it involves an adeptthange at the level of the values and
beliefs which have been imbedded in the congregdtiomany years. The purpose of
this study was to explore how congregants expegi@astors leading adaptive change in
an established congregation.

This study was designed to answer the followingstjaas. How did the pastor
motivate the congregation to change? How did tls¢opdead the change? How were the
cherished beliefs of the congregation challengetiatvddaptations did the pastor make
throughout the process? All of these processedvaveadership challenges and require
skills to meet those challenges. In order to urtdacsthe process of change within an
established congregation, the following areastefdiure were considered: works that
discuss the dynamics involved in leading changeksvthat demonstrated leadership
within organizational systems, and a brief disaussif leadership within a biblical and
theological framework.

The researcher designed the study to utilize tee saudy method of qualitative
research. The study was limited to the periodroétinvolving one church’s decision to
join a new denomination, and the researcher coedws®mi-structured interviews with
eight members of the congregation who were activbe church at least three years

prior to the pastor’s arrival. The researcher fothvat to successfully lead such adaptive



change in a church environment, leaders must een(@latist, listen to the heartbeat of
the people, learn to be real, and give themsetvpgtsonal times of refreshment, study,
and self-improvement.

The study is important because the statistics atdithat success in these areas is
not as common as it should be. Instead, pastodisiteisioned and congregations are
broken. The researcher hopes that this study niberage pastors as they endeavor to

lead in their local congregations.
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Chapter One
Introduction

It is the first Sunday in November. Pastor Markvas early as he prepares to
deliver his first sermon at his new church. Heeisetived warmly; there is a sense of
anticipation in the air. His new congregation isieed about the possibilities for their
church. He is excited as well. Mark looks around almost immediately he sees some
changes he would like to make. The lighting is damgl the carpet is old and worn. The
old piano is out of tune, and the hymnals areadteHe makes a mental note to
investigate these and many other practical corsicers for potential updating or
eliminating.

The service ends with Pastor Mark’s benedictiomfthe back of the church. He
observes that many within the congregation do ebug from their seats but remain to
socialize with their fellow worshippers. The viggexit as he greets them, and then he is
left alone for a few minutes to ponder what helisawving. He is reminded of a question
that he was asked by the pastoral search commaitiea interviewing for this job. They
had asked him why no visitors stayed in the chpeadt the first or second visit, and they
wanted to know whether he had any ideas about bdix the problem. He makes more
mental notes. Mark receives a few encouraging camsrfeom the congregation as they
break up their conversations and head toward tbe do

As Mark leaves the church after the service, hpebdhat he has not made a

mistake. He observed so much that he feels the toegthnge. He considers the



members of the congregation and wonders aboutitteurity level. As he considers the
obvious, he is aware that an additional realitygesxiAccording to Phil Douglass,
professor of practical theology at Covenant Senyinarhis bookWhat Is Your Church’s
Personality? Discovering and Developing the Minisatyle of Your Churgl{There is

no guarantee that spiritually mature people wiltkwyell with one another. While they
usually share the same ultimate goals, there sssarance that they will agree on the
best way to achieve these godi©buglass continues to explain, “Strongly held

"2 Mark is concerned that

convictions and mutually exclusive plans can leadanflict.
his own convictions may conflict with those of tfeurch membership. This is just his
first day, and already he can see the potentidlicornrhey forgot to mention this part of
the job when he was in seminary.

In the weeks that followed, Mark discovered matheoareas of the church’s
established structure that needed to be over hadkdvondered where to begin? How to
begin? This was a long-established congregatioay Tilad existed on this property for
more than one hundred years. The out-of-tune paaasoa gift from one of the elderly
women in the church, given in memory of her decgéasether, alongside a brass
nameplate bearing her name. Mark has been infos@eeral times of its significance.
The sentimental value of the piano makes propduatian of its usefulness by the
congregation very difficult. The church has beemctioning the same way for a very

long time. Mark is going to have to help them letarevaluate their situation and adjust

their expectations. The expectations that have lreplace for years are going to need to

! Philip D. DouglassWhat Is Your Church’s Personality?: Discovering @beveloping the Ministry Style
of Your ChurchPhillipsburg, NJ: P & R Publishing, 2008), 3.

% lbid., 3.



change. According to Bob Burns, Tasha ChapmanPaméld Guthrie, in their book
Resilient Ministry: What Pastors Told Us About $uing and Thriving “Ministry nearly
always involves working with people, and peopleéhdivergent amounts of influence
and differing interests®They wryly continue, “Where two or three are gagoe
together, there are politics.Pastoral ministry involves working with peopledaviark is
learning that those people have various ideas abmmwtthings should be done.

Mark was not adequately prepared for the task abehom. He thought his days
would be spent in study and visitation, encouragiregchurch members in their spiritual
growth. He soon discovered that practical leadprahd spiritual growth are closely
linked. According to Burns, et al., “In order foagiors to survive in ministry, they must
accept the fact that they are leaders and man&yeiesnow realizes that the
organization he is called to lead needs a majorhag. The change will begin with his
sermons and teaching, but it must be worked out actual people, possibly including
real conflict along the way. The church will neede willing to change. Mark will need
to be patient as he waits for change. Unfortunafedpple don't like to wait. The Barna
Research group explains:

Many pastors are not given an adequate opporttmsizine. Our work has found

that the typical pastor has his or her greatesistnjnimpact at a church in years

five through fourteen of their pastorate. Unfortigihg we also know that the

average pastor lasts only five years at a churtdrfeiting the fruit of their
investment in the church they've pastofed.

% Bob Burns, Tasha Chapman, and Donald C. GutResijlient Ministry: What Pastors Told Us About
Surviving and ThrivindDowners Grove, IL: IVP Books, 2013), 28.

4 |bid., 28.
® Ibid., 26.
® The Barna Group, “A Profile of Protestant Pastor&nticipation of ‘Pastor Appreciation Month,”

Barna.org, http://www.barna.org/barna-update/aticbarna-update/59-a-profile-of-protestant-pasitors
anticipation-of-qpastor-appreciation-monthq (aceddsebruary 8, 2013).



The Barna research points to an atmosphere thairesqquick results. A pastor has only
so much time to effect change. The long-establisiredch may desire real change, but
such systems do not change easily. The road ahiddzbwdifficult.

Pastor Mark’s experience is not unusual. When apestor arrives, there is great
hope for fresh ministry in both the congregatiod #me pastor. The sad reality is that in
many cases, those hopes are not realized. The past@ongregation often become
locked in a battle of wills or confused in a seaidunderstanding. There is pressure for
change to happen quickly, before both pastor andcbhose interest. This reality
underscores the difficulty of the task at hand.a&tpr is called to lead a group of people
who volunteer their participation. Pastors areinat position to hire and fire in order to
become more successful or proficient. They aregdthwith the task of leading those
who have chosen to attend their church. They aaegeld to work within the organization
as they attempt to bring about the needed change.

The church members form an organization, which iting to Ronald Heifetz
and Marty Linsky is a not a single system. Theylaixpthat such organizations are
complex, advising, “Every organization is not onlye overall system but a set of
subsystemsThere are those within the church who are intetest a quick solution.
They are hoping the new pastor will get right tarkv@ here are some who want change,
but are convinced that they do not need to chamgmgselves — rather it is others who
need to change. And there are also those membergustwant everything to stay the

way it is. The effective pastor must walk a dekchalance of leading a group of people

"Marty Linsky and Ronald A. Heifett,eadership on the Line: Staying Alive Through tleaers of
Leading(Boston: Harvard Business Review Press, 2002), 54.



with different expectations, all of whom may or nragt want to be led. James
Plueddemann, Professor, and chairman of the misipartment at Trinity Evangelical
Divinity School states, “Effective leaders are the#o are able to assess their followers
for their level of interest, competency, maturapd motivation and adapt their
leadership style accordingly. The pastor needs time to make these assessments.

The concept of leadership strategy, which requhiesntentional assessment
proposed by James Plueddemann, resounds througluahtof the research on
leadership. The authors express their understamditigs principle in variety of ways. In
Ronald Heifetz, Marty Linsky, and Alexander Glast®Whe Practice of Adaptive
Leadershipthe writers substitute the word diagnosis for Ptlesdann’s assessment,
arguing, “The single most important skill and mastervalued capacity for exercising
adaptive leadership is diagnosis&n important part of that diagnosis is knowing himv
manage the exceptions of one’s allies as well @setlivho are not yet convinced of one’s
direction. The pastor must also manage the hop#seé who are on his side. Heifetz
and Linsky explain, “Disappointing your own coreporters, your deepest allies on your
issue, creates hardships for you and for themy¥etmake yourself vulnerable when
you too strongly give in to the understandablergetsi enjoy their continuing

approval.™®

8 James E. Plueddemanreading Across Cultures: Effective Ministry and it in the Global Church
(Downers Grove, IL: IVP Academic, 2009), 152.

° Ronald A. Heifetz, Marty Linsky, and Alexander Gnaw, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and Wierld (Boston: Harvard Business Review Press,
2009), 7.

19 Marty Linsky and Ronald A. Heifetzeadership on the Line: Staying Alive Through tle@ers of
Leading(Boston: Harvard Business Review Press, 2002), 46.



Pressure from allies can cause the leader to aaddy or too strongly on a
project, leaving the large group alienated fromphecess and costing the leader valuable
credibility. The leadership challenge is compleequiring careful assessment and
diagnosis of the present organizational systemrelimeist be careful attention paid to
each subsystem, including allies and those whoetrget convinced.

Leadership begins by determining what the partitipactually need. This
involves a comprehensive look at the system asagdtlhe participants. Heifetz, Linsky,
and Grashow suggest that in leading, one may beodaous to what the real need is.
They note, “Maybe our product, even though we libvis not what the market wants*”
The challenge is to do the difficult and tediougkvof diagnostic assessment: to
differentiate between the need for an adaptive ghamn simply a technical change.
Heifetz and Linsky teach, “What makes a problenmmézal is not that it is trivial; but
simply that its solution already lies within theganization’s repertoire!? An adaptive
change means that fundamental change is necessheydace where the problem
originates. They postulate that most often the gharthat take place are on a technical
level, because a technical change involves usingicuunderstanding and know-how.
They recount:

Indeed the single most common source of leadefaliipe we’ve have been able

to identify — in politics, community life, business the nonprofit sector — is that

people in positions of authority treat adaptivellgmages like technical problems.

In times of distress, when everyone looks to adutilesrto provide direction,
protection, and order, this is an easy diagnosistake to make?

YRonald A. Heifetz, Marty Linsky, and Alexander Graw/, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and Wierld (Boston: Harvard Business Review Press,
2009), 117.

“Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tlem@ers of
Leading(Boston: Harvard Business Review Press, 2002), 18.

Bbid., 14.



When people look to a leader for answers, it iBatift for them to have the
leader respond with diagnostic questions. Leadersféen reluctant to do diagnostic
assessment because the “people who look to yasofations have a stake in keeping
you focused on what is right in front of your eyé3lt is in the tasks that are presented
each day that leaders find a measure of completlooh demonstrates their competency,
as well as meeting their own need to feel a sehaecmmplishment. This must be kept in
check if these leaders are going to make timedti change. Heifetz and Linsky address
this problem when they write, “Without the willingss to challenge people’s
expectations of you, there is no way you can esbap® dominated by the social system
and its inherent limits*®

Heifetz and Linsky explain, “The deeper the chaiige greater the amount of

new learning required, the more resistance theltéoesi™®

This principle makes the
change process difficult for all involved. Congriggas have an interest in the status quo.
They do not invite new pastors to upset their lives Heifetz and Linsky say, “Generally
people will not authorize someone to make them fetat they do not want to facé’”

The average church member is often aware that ehianeeded. They hired their new

pastor in hope that things would change. What #reynot interested in is change that

14 Ronald A. Heifetz, Marty Linsky, and Alexander Ghaw, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and Yderld (Boston: Harvard Business Press, 2009), 7.

15 Marty Linsky and Ronald A. Heifett,eadership on the Line: Staying Alive Through tleaers of
Leading(Boston: Harvard Business Review Press, 2002), 20.

18 1bid., 14.

7 bid., 20.



costs them something as an individual. Thus, Heded Linsky teach, “...leadership
requires disturbing people, but at a rate theyatmorb.*®

The challenge that is presented involves bothopastd church. The church has
been functioning in its present system for a loagqul of time. The system may not be
perfect, but it works as it is. The church has enpénted the present system in response
to challenges that they have faced. The respohaéfiave worked are now part of the
system they know as their church. The new pasts seme problems. The church
members may see problems as well, but they arewbtd think they have dealt with
them in the best possible way.

The church has organized around a culture whimtksvfor them. Church pastor,
author and seminary professor Glenn Daman, wri@dfure involves how people
formulate their understanding of life, how theywitheir world, what motivates them to
action.™ The church’s culture requires change at the lef/éie members’ belief
structure. Heifetz and Linsky call this change psscan “adaptive challeng®because
it requires learning a new skill set that is noeatly part of the church culture. It also
requires the pastor to demonstrate a unique detidérship skills. As Heifetz and Linsky
point out, “You appear dangerous to people whenguamstion their values, beliefs, or
habits.”* The pastor’s leadership task would be “a safe nakieg™? if the church

members already had the skill set they neededabvdén their problems.

8 bid., 20.

9 Glenn C.Daman,Shepherding the Small Chur¢Brand Rapids, MI: Kregel Academic & Professional,
2002), 33.

2 Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tleaers of
Leading(Boston: Harvard Business Review Press, 2002), 14.

2 pid., 12.



However, if the organization is dealing with an giilae challenge, then by
definition the members do not have the skills toesdt. The challenge will be to identify
the necessary changes and then convince the ctaudchthe hard work of
accomplishing the change. The pastor is in a mosuihich requires a deliberate but
flexible plan of action. Michael Fullan, professdmpolicy studies at the Institute for
Studies in Education of the University of Toron&ys, “Leaders need to become more
confident in the face of complexity than the cir@tamces warrant, but not so certain that
they ignore realities that don't fit their actiotap.”?® In order to survive in ministry,
pastors must learn the art of leadership.

A pastor must identify the changes necessarydrchiurch and move people
towards those changes at a workable pace. MichdkelnFasserts, “Change is a process,
not an event? This requires an understanding of those the pastoying to lead.

Pastors must learn to listen to their people. Sté&¥€ovey is cochairman of the Franklin
Covey Company an international firm devoted to imgjpndividuals, organizations, and
families to become more effective writes, “Seektfio understand, then to be
understood® The Apostle Paul reflects Covey’s understandinigninstructions to his
disciple Timothy when he writes, “Do not rebukecdler man but encourage him as you

would a father, younger men as brothers, older woasemothers, younger women as

22 |pid., 13.

% Michael Fullan;The Six Secrets of Change: What the Best Leadete Belp Their Organizations
Survive and ThrivéSan Francisco: Jossey-Bass, 2010), 119.

#Michael FullanLeading in a Culture of Changeev. ed. (San Francisco: Jossey-Bass, 2007), 40.

Stephen R. Coveyfhe 7 Habits of Highly Effective Peoptev. ed. (New York: Free Press, 2004), 237.
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sisters, in all purity® These instructions teach Timothy the correct peste should
have towards the people he is to lead. Accordirfgatal, leaders must identify the
persons they are addressing and respond accoalmlgya those persons are. The
principle is one of respect and acknowledgemethaf particular place in the
organization. Pastors must hold the change proodsgasion with the fact that the reason
they exist within the organization is to serve pleeple. For example, if the budget sheet
is in the black, then the end product is not a §iradinancially healthy system, but
mature and healthy congregants.
Problem and Purpose Statements

The two most pressing pastoral leadership challeagethe need to convince the
church congregants that they must change, anefp®nsibility to lead that change. The
task is complicated by several factors. First,atiegregation may not want to change.
Second, the pastor may not have experience inrigaiange. Finally, the change
required is difficult because it involves an adeptthange at the level of the values and
beliefs which have been imbedded in the congregdtiomany years. The purpose of
this study was to explore how congregants expegi@astors leading adaptive change in
an established congregation.

Resear ch Questions

The following research questions guided this study
RQ 1. What leadership challenges did the past@ &&cahe church considered a
denominational change?

Interview questions:

1) Tell me what your church was like before the nestgaarrived.

| Timothy 5:1.
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2) What were some of your favorite things about ydwrch?

3) How would describe your friendships within the athi?

4) How had the church changed during the time you \@areember before the new

pastor arrived?

5) What were some of the things that you wanted takaaged in your church?
RQ 2. What was it about the pastor that causeddhgregation to stay in the change
process?

Interview questions:

1) What were some things the new pastor changed dhatised you?

2) How did the pastor begin to implement the changes?

3) Were you able to talk over some of the changes ethkrs in the church?

4) What, if anything, did the pastor do to help burlast within the congregation?

5) Were there any specific changes that were diffi@ultyou personally?

6) Would you be willing to describe how you were faglduring that time?

7) How did you feel about changing denominations?

RQ 3. What was the cost for the congregation?
Interview questions:

1) Throughout the process was there anything spebidicyou are willing to

describe that was particularly difficult?

2) Will you tell me about how you were feeling duritigat time?

3) How did you feel when some of the church membetsrdened they did not

want to be part of the change and left the church?



12

Significance of the Study

It is easy to misjudge the challenges presentg@astoral leadership. The
Schaeffer Institute published a study covering t&igh years of research in which they
explain that “Pastors are in a dangerous fSiTheir research points to leadership issues
as one of the primary hazards of the pastorate.sirvey of 1050 pastors, 825, or
seventy-eight percent, said they were forced tigme3 hey report, “Four hundred and
twelve (or 52%) stated that the number one reatdmy fesigned] was organizational and
control issues. A conflict arose that forced tharhlzased on who was going to lead and
manage the church — the pastor, elder, key layopers faction.*®

The driving force behind such pastoral resignatisrtee challenge related to
congregational leadership. Seminary training dad¢grepare pastors for the challenge of
leading an established organization. The trend shewsign of diminishing. In the same
survey, “sixty-three percent said they had beexdffrom a pastoral position at least
twice.”® It is apparent that some pastors are not learfinimy their mistakes. As a result,
both pastors and churches are suffering.

This study was designed to hear from a pastor aiwmhgregation to determine
what type of leadership skills was helpful in gaglthe congregation during a period of
adaptive change. The researcher explored the mageshich an established church
transitioned from one denomination to another. dlienge required significant adaptive

change on the part of an established congregaflmstudy was designed to answer the

" Richard Krejcir, “Statistics on Pastors,” IntoThgvd.org,
http://www.intothyword.org/apps/articles/defaulp@articleid=36562&columnid=395@ccessed February
13, 2013).

2 bid.

# |bid.
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following questions. How did the pastor motivate tongregation to change? How did
the pastor lead the change? How were the cherlslezfs of the congregation
challenged? What adaptations did the pastor makeghout the process? All of these
processes involve leadership challenges and regkiite to meet those challenges. The
study is important because the statistics indittsiesuccess in these areas is not as
common as it should be. Instead, pastors areuds®lthed and congregations are broken.
The researcher hopes that this study will encoupagéors as they endeavor to lead in
their local congregations.
Definition of Terms
For the purpose of this study, the following ddfomns are given to help guide the

reader’s understanding.

Adaptive challenge — The gap between the valueplpgwesently stand for (that
constitute thriving) and the reality that they fdtteeir current lack of capacity to realize
those values in their environmenit.)

Adaptive work — Holding people through a sustaipedod of disequilibrium during
which they identify what cultural mores to conseavel which to discard, as well as
inventing or discovering the new cultural mores thidl enable them to thrive anet.

Technical problem — Problems that can be diagnasddsolved, generally within a short

time frame, by applying established know-how armtpdures?

% Ronald A. Heifetz, Marty Linsky, and Alexander Gnaw, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and Yderld (Boston: Harvard Business Review Press,
2009), 303.

*1pid., 303.

32 |pbid., 307.



Technical work — Problem-defining and problem sadvihat effectively mobilizes,

coordinates, and applies current sufficient expertprocesses, and cultural norfhs.

% |bid.

14



Chapter Two
Literature Review
There are many leadership books written from thepeztive of the leader. The
research points to recognized principles succdgsiged to bring about change in
organizational structures. These books, of whiendtare many, are very helpful. What
their research does not discuss is how those whbeing led in the change process
experience the change at the grass roots levekxample, what motivates the assembly
line employee to embrace change; or, in the caieegbresent study, why did the
average church member remain in the change precasshange that involved a
significant different direction from that to whithey had been accustomed? Therefore,
the purpose of this study was to explore how thenbegs of an established congregation
experience pastoral leadership involving adapthange. In order to understand the
process of change within an established congragatie following areas of literature
were considered: works that discuss the dynamigdvad in leading change, works that
demonstrated leadership within organizational systeand a brief discussion of
leadership within a biblical and theological frantelu
L eading Change
What Does a Change Leader Look Like?
Those called to lead change come in all shapesiaed -- men, woman, young
and old. There is no one specific profile. Effeetshange leaders, however, do have

several things in common with others who have destrated success. The literature

15
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points to several factors that have led to suc&®@sange leaders have a vision of where
the organization needs to go; they demonstrateageun the face of difficulty and care
for the people they are leading.

The role of the pastor in this study was one dfi@ange leader. The congregation
had been in one denomination for many years. Te®pé&ed the congregation into a
different denomination, which included some sigrafit changes in governmental
structure as well as the observance of sacraméergdecause of the magnitude of that
change that literature on leading change was selexg an area for review. The topic of
leading change has been a part of conversatior #iecfirst people formed the first
human organizatiolhe desire for change is everywhere. However, geaplo possess
the skills to effectively lead change are not comnithe literature reviewed contained
several recurring themes, which will be summariaed presented below.

Change Leaders as Learners

Effective change leaders understand that theyiateof all learners. As
professors of leadership and authors of severdigon leadership, James M. Kouzes
and Barry Z. Posner explain: “The more you are gadan learning, the more successful
you are at leading®® Change leaders must possess an attitude of hyrtiléty must
always be in a position to learn. They questionstiagus quo, asking, “Why do we do
this?” and “Is it necessary?” They seek to deteemvhether each established mode of

operation is a “tradition or a necessify.If it is a tradition and not a necessity, theykoo

#James M. Kouzes and Barry Z. Posfiére Leadership Challengéth ed. (San Francisco: Jossey-Bass,
2008), 203.

35 |bid., 184.
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for ways to move toward changing the process, heg ¢ncourage those they lead to do
the same.

Professor emeritus and author Michael Fullan exyg®tearning in leadership as
one of his secrets of change. He proposes, “Thetsleehind ‘learning is the work’ lies
in our integration of the precision needed for ¢stest performance — using what we
already know — with the new learning required fontinuous improvement® Fullan is
making the assertion that the change leader mustdreready to add to what he already
knows. There is a necessity for individuals in kExatiip to grow as they lead. Pastors and
authors Jim Herrington, Mike Bonem, and James H: &tvise that leaders often
struggle to acknowledge that they must be learagrgell. They confess, “Our own role
of leadership made it difficult to accept the rofdearner.®” They continue self-
disclosure by asserting: “There is a certain wahaity that comes from acknowledging
that we don’t know what we need to know to succ&ed.in today’s rapidly changing
environment, leaders are increasingly requirecettebrners>® They invite leaders to
join them on the journey to success that requinestétude of humility. The type of
humility they are speaking of recognizes that ideorto survive as a change leader,
ongoing learning is a must.

The internationally recognized leaders in the afeamotional intelligence,
Daniel Goleman, Richard Boyatzis, and Annie McKasnt out, “Too many leaders fail

to invite truth, which can leave them prey to tHe(Cdisease — being a leader who is out

% Michael Fullan;The Six Secrets of Change: What the Best Leadete Belp Their Organizations
Survive and ThrivéSan Francisco: Jossey-Bass, 2010), 76.

373im Herrington, James H. Furr, and Mike Bonéerding Congregational Change: A Practical Guide
for the Transformational Journgan Francisco: Jossey-Bass, 2000), 5.
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of touch and out of tune’® They imply that the change leader must be in tavith the
times and ready to learn what the times demandy Phepose a “learning agend&in
place of the typical performance plan designedxta turrent problem; they encourage
focus on the possibility of change, tying changartandividual’s hopes and dreams. The
idea is a full involvement on the part of the legslentellect as well as emotion. Change
leaders inspire those they are leading to do theesaeading others to change involves
getting others to grasp the change on an emotiewel. Goleman, Boyatzis, and McKee
argue, “Life is the laboratory for learnin§‘"declaring, “It's important to bear in mind
that plans that tend to simply focus on specifidggenance goals are less effective than
those drawn from comparing your ideal self with yoeal self.”*? They call for a total
learning experience, not merely a change in hiabita change at the emotional level. It
is at the emotional level that the change is mikedyl to become permanent.

Change leaders are called upon to recognize gijlithat they are not in a place
of absolute certainty concerning every detail. JBhKotter is a professor emeritus at
Harvard Business School and cofounder of Kottegrhrdtional, an international
leadership organization. His writing includes twehest sellers; he asserts that great
leaders are “lifelong learners:® They must be ready and able to learn not only &tteu

organization they lead but also and just as imptstabout their inabilities. Kotter

%9 Daniel Goleman, Richard E. Boyatzis, and Annie Melrimal Leadership: Learning to Lead with
Emotional Intelligenc€Boston: Harvard Business Review Press, 20048, 19
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continues, “Lifelong learners humbly and honestifferct on their experiences to educate
themselves. They don’t sweep failure under theorugxamine it from a defensive
position that undermines their ability to makeaaél conclusions™ This can be very
difficult at times. It means admitting that thedea is fallible. The change leader learns
from mistakes and moves on. Leading change isanahé faint-of- heart.
Leading Change Is Not for Wimps

In order to be successful in implementing changddhders must be willing to
take responsibility for their actions; that is, Wnat they do and what they fail to do. The
leader is always in a position to be observed dsaseriticized. Kotter acknowledges,
“Risk taking brings failure as well as success. égineflection, listening, solicitation of
opinions, and openness bring bad news and nedatdback as well as interesting
ideas.*® Leaders open their lives to a steady flow of femitb There is no guarantee that
it all will be positive. Heifetz and Linsky advis&/ou appear dangerous to people when
you question their values, beliefs, or habits bfesime.”*® When the change leader
desires to challenge a lifetime habit or beliefjtean must be observed. There is no
assurance that the feedback will be given in agggibnal manner or with a philosophical
attitude. It may become very personal and hurHelrrington, Furr, and Bonem,

speaking about their own journey, add, “On manyasmmns the conflict became very

4 bid., 190.
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personal. Our motives and character were challengedy times.*” When an

individual's character is challenged, there is asigueven when the intention was not to
attack. There are times when well-meaning peopiebezome hostile and insensitive.
The leaders, as they respond, are also capableodssing hostility. The position of
leadership requires a significant measure of saitrol and restraint. There is constant
pressure surrounding leadership. Heifetz and Lirdtgr encouragement in the face of
difficulty:

Receiving anger, then, is a sacred task becatsststus in our most

sensitive places. It demands that we remain tra@eporpose beyond

ourselves and stand by people compassionately,\elren they unleash

demons. Taking the heat with grace communicatgegeot$or the pains of

change.”®
A gracious response to the heat on the part cddideledemonstrates the leader’'s own
commitment to the change process.

Heifetz and Linsky suggest that the leader is wable to four basic forms of
danger. They say, “When exercising leadership y&lkugetting marginalized, diverted,
attacked, or seduced'® These forms are only a generalized list; therevaritions in
each category. The dangers presented are reaft@mdcatch those who lead unaware,
complicating the response. They acknowledge:

It is difficult to resist responding to misrepretadion and personal attack.

We don’t want to minimize how hard it is to keepuy@omposure when
people say awful things about you. It hurts. Itsfldamage. Anyone who

47 Jim Herrington, James H. Furr, and Mike Bonéeading Congregational Change: A Practical Guide
for the Transformational Journgan Francisco: Jossey-Bass, 2000), 7.
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has been there knows the pain. Exercising leageosten risks having to
bear such scarg

The reality is that leadership in any capacity tiesicriticism. The criticism may be based
on facts but that does not diminish the pain. Aticsm is personal, because a person
receives it. The criticism, which is unfounded, @@nmore difficult. The words spoken
cause pain and leave scars. The leader must barpcefor this eventuality.

The literature confirms the difficulty of leadingange, though not all authors
speak about the potential for personal criticisime Dest-selling author Jim Collins says,
“The good to great leaders never wanted to becangeli-than -life heroes. They were
seemly ordinary people quietly producing extracadjrresults.®* The change process is
long and painful; leading change is not for thataif-heart. Fullan agrees that change

does not come easily. He calls the change procesalturing,®

explaining that change
has to be implemented, not just structurally, lhat eultural level. Commenting on the
change process he says wryly: “Reculturing isrdax sport that involves hard, labor-
intensive work.”* The difficulty in stimulating change must not hederestimated.
John Kotter remarks, “Ask almost anyone over thathput the difficulty of
creating major change in an organization and tisevanwill probably include the

equivalent of “very, very, tought® Wise leaders are aware that they will encounter

difficulty within the organization they seek to clge. They are always observing and
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growing both in work- related knowledge and emadlamderstanding of themselves and
those they lead. The difficulties may not be restd to organizational problems but as
already proposed can become personal. Once aw#res# realities successful leaders
will need to approach their task with a sense @dliness each day, accepting the
possibility of attack, which comes with the ternto

The process of change, though exciting, can atstimeeome demanding. Kouzes
and Posner encourage their readers to “think of kgadership assignment as an exciting
adventure through unexplored wilderne¥sThe wilderness metaphor implies hardship,
giving leaders a renewed perspective as well ansesof excitement about the value of
what they are doing. Such enthusiasm is contagious.

Creating and Sustaining Motivation

One of the great challenges of leadership is mtiggpeople to a sustained
movement in a new direction. John Kotter emphadizatsthe process must be embraced
by a segment of the group. He suggests, “establishisense of urgency is critical for
gaining needed cooperatiorf. The organization must be convinced of the need for
change.

The motivation for change must begin with a claaron for why the change is
necessary and where the change will lead. Kottentaias, “Whenever you cannot
describe the vision driving a change in five misube less and get a reaction that

b7

signifies both understanding and interest, yourafer trouble™’ The vision must

%5 James M. Kouzes and Barry Z. Posfiére Leadership Challengdth ed. (San Francisco: Jossey-Bass,
2008), 184.
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connect to those who are being called to engatieeichange process. Goleman,
Boyatzis, and McKee echo Kotter’s call for claritfyvision. However, they encourage an
additional feature as part of the call, saying thatgoal is “to connect with the
possibilities of the future, to be given a charmda something about it¥ They are
proposing an emotional connect with the process giles the participant a stake
beyond the intellectual only. They gain commitmainthe emotional level as well,
generating ownership of the process. Accordingate@an, Boyatzis, and McKee,
“People change when they are emotionally engagedammitted.? This does not
mean the process will go quickly or without its iidrages. As people engage on an
emotional level, the prospects for success incréasgzes and Posner would agree.
They explain, “If a vision is to be attractive t@ra than an insignificant few, it must
appeal to all who have a stake in it. Only shatietbrus have the magnetic power to
sustain commitment over tim&>The goal is get as many as possible to buy irgo th
vision, not only because it is a good idea but beedhey will benefit personally from
the change as well.

The change process requires patience and visibn.Kotter observes, “When it
becomes clear that the effort necessary for qualitgrams or cultural change will take a
long time, urgency levels usually dropP.He continues to explain that such a condition

requires a clear diagnosis of the present circumsstand “a multi-step process that

%8 Daniel Goleman, Richard E. Boyatzis, and Annie Melrimal Leadership: Learning to Lead with
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9 bid.

€9 James M. Kouzes and Barry Z. Posfiére Leadership Challengdth ed. (San Francisco: Jossey-Bass,
2008), 125.

®1 John P. Kotter.eading Change, With a New Preface by the Au¢Boston: Harvard Business Review
Press, 2012), 12.



24

creates power and motivation sufficient to overwhall the sources of inertid®
Therefore Kotter encourages the creation of “stesrh wins.”®® The short term wins
combat complacency, encouraging those in the charogess to continue. These short-
term wins are crucial to the long-range plan. Thegome a helpful tool in maintaining
enthusiasm for the process and building a patidhhgness to remain in the process.
Kouzes and Posner concur. They explain:

Leaders know they have to break down big problerttssmall, doable

actions. They also know that you have to try afdittle things when

initiating something new before you get it righbth\ll innovation works,

and the best way to ensure success is to experim#ma lot of ideas, not

just one or two big ones. Successful leaders hbiprs to see how

breaking the journey down into measurable milestar@ move them

forward.®*

The successful leader sets measurable goals. Eie @@ both reachable and tangible.
Attaining the goals builds enthusiasm for those wleocommitted and adds interest to
those who may still be unsure of the process.

Kotter is careful to remind the reader that itustjas important not to declare a
victory before it has happened. A premature detitar&an cause people to assume the
change has been accomplished and no further warcisssary. A delicate balance
between declared victories and further goal-settgt be reached.

Managing the Pace of Change

The change leader is tasked with orchestratingpéioe of change. If change is

attempted too rapidly, the existing system maytsoéable to support it. On the other

52 bid., 22.
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hand, the process must not drag or enthusiasnwaile. There must be a careful plan of
a systematic change process in place with measugalls. Then it is a matter of trusting
the process. If the change process is constanithyg lowverhauled, the mixed messages
will lead to confusion. Fullan concurs, “Successftganizations deliberately build in
differences and do not mind disturbing the equilibr; they trust the learning process
they have set up>® The change leader must allow time for the plawadk. The

disturbing of the equilibrium is as much an artiicais a science. Heifetz and Linsky
explain, “Conflicts can generate casualties. Bepdeonflicts, at their root, consist of
differences in fervently held beliefs, and diffecen in perspective are the engine of
human progress® The process of change does not happen without &mmeof
discomfort. The desire is to create an atmosphlechange without exhausting those in
the process. The differences in perspective gseto the possibility of change as well as
its difficulty. Pace and timing are critical.

It is not to be assumed that just because a |lezhesee the direction an
organization must take that those within will seasiwell. The motivation as we have
seen must be both an intellectual as well as artienab process if it is to be effective.
The leader then is tasked to bring about the cmmditthat allow the organization to see
its need. This is done in several ways. Heifetzlandky propose that the leader must
allow an issue to “ripen® They explain that a responsible leader who iskihmand

acting ahead of the organization must make sursettitey are leading can see the issue

®Michael FullanLeading in a Culture of Changeev. ed. (San Francisco: Jossey-Bass, 2007), 43.
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as well. They propose allowing an issue to ripegifétiz and Linsky declare, “An issue
becomes ripe when there is widespread urgencyabowdth it.”°® The importance of an
issue is now apparent to the group. Leaders greresl to demonstrate both wisdom and
patience as they wait for this development. Whenidbue is obvious, the leader then
acts and/or motivates others to act.

Heifetz and Linsky suggest that there are timesnWbadership needs to cause an
issue to ripen. While referring to the conceptipéning they explain, “Sometimes you
have to hold steady and watch for the opportuiitywever, if you notice that there is
never a time for your issue, you may have to crérsepportunity by developing a
strategy for creating urgenc$”They are proposing an intentional ripening onghg of
leadership. They suggest intentional ripening byt@dling the heat of an issue. They
explain:

If you try to stimulate deep change within an oigation, you have to

control the temperature. The first is to raisehlibat enough that people sit

up, pay attention, and deal with the real threatschallenges facing

them. Without some distress, there is no incerfivéghem to change

anything. The second is to lower the temperaturenwiecessary to

reduce a counterproductive level of tension.

The balance of tension between the present situatid the future change within an
organization is critical. A leader must be vigilamtmonitor the amount of tension the

organization is capable of withstanding and cofitrglthe heat through the process, at

times turning up the heat and at others dialitudk down.
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Herrington, Bonem, and Furr agree. They call ferl¢ader to “generate and
sustain creative tensiori”The idea is that a leader must bring an issuigho &nd allow
the organization to wrestle with the implicatiofmbey believe:

Change is driven when a significant gap exists betwa vision of the

future that people sincerely desire to achieveankar sense that they

are not achieving that vision. At this point rectigm grows, so does their

willingness to change their perspective and try apwroaches. This is the

point at which they are experiencing creative t@mst he discipline to

generate and sustain this driving force is indispbte for change

leaders’?

The tension necessary for change must be regulateatare. The organization must be
able to handle the process without unnecessaryugéish. Herrington, Bonem and Furr
suggest that the ability to regulate the crea@vesion which an organization can live
with is an “art.”® It is an art because it involves an intellectusderstanding combined
with emotional maturity, each in correct measura aghtly timed.

The literature involving leading change is consaddde. The reason for the vast
literature is the fact that change is difficult.eTleader is challenged both intellectually
and emotionally, which requires continual learnihigere is no room to become
complacent. Each day brings with it a new oppotjuta learn and grow.

The change leader must also be prepared to ineespmally in the process. This
is because there will be difficulty along the wkegding some to respond out of fear and

then possibly attack. It is during those times thatlers must demonstrate that they are

fallible and human. At the same time they mustdwaiin their plan and remain willing

™ Jim Herrington, James H. Furr, and Mike Bonéeading Congregational Change: A Practical Guide
for the Transformational Journdan Francisco: Jossey-Bass, 2000), 100.
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to continue to move forward. The greatest challeage creating and sustaining the

motivation to change through the process. Thoselwed may lose focus or interest if

there is no creativity in the process. This caav@ded when the leader learns to control

the pace of change by waiting for some issuegtnrand turning up the heat on others.
Systems L eader ship

Literature concerning systems leadership was wedebecause of its relevance to
the present study. The pastor involved in the stidgped into a functioning
organization. The organization had been in pladberpresent location for more than
one hundred years. That meant that there was gleeagstem; that is, a way of doing
things that first had to be observed and undersémadthen changed for the better, if
possible.

Systems leadership is critical for each changege®. The system itself, rightly
understood, includes not only each of the indivighzatts but something additional --
each component of the system as it is related tbabther parts. The systems approach
does not isolate problems without an understandirigpw they relate to the whole. No
part changes outside of the whole.

Systems Thinking

Systems thinking begins with the acknowledgmerntttiere is a system in place.
That may seem obvious, but in many cases leadiéesifquately to account for the
system causing heartache and failure. The leagbectlaillenge never occurs in a vacuum.
Leadership, according to pastors and counselorgidimngton, R. Robert Creech, and

Trisha Taylor, “always takes place in the conteéh bving system, and the system plays
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by a set of observable rule$ The rules may be observable but not always obwébus
first glance. The leaders are confronted with @aesgshat was functioning before they
arrived. The system itself has worked to some aegnel is resistant to change.
Herrington, Bonem, and Furr define systems thinkiSystems thinking considers
interactions between different parts and causdstiag not be obvious’® The system in
place brings about a cause and effect that islnatya the sum of the parts.

There is, according to Goleman, Boyatzis, and M¢Hklee power of culture
within an organization. They explain: “Even the t@svelopment processes — those
based on exploring the five discoveries -- will hetp to change the organization if they
focus only on the personal and do not take intoatthe power of the emotional reality
and the culturé® They are suggesting that a change program willwaok if the system
itself is not accounted for. The system requirad@anity to itself. New employees are
often unaware of how they have conformed to théesysvithin a short period of time.

The system must be accounted for, according toetieiGrashow, and Linsky.
Systems prove to be “tenaciod$.They explain that systems become tenacious quickly
They add:

As early as the second gathering of any groupdi¥iduals, the
structures, the cultural elements, and defaultisritake up the

* Jim Herrington, Robert Creech, and Trisha L. Teyltie Leader’s Journey: Accepting the Call to
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organization’s systems begin to take root. Behavibagin to transform

into patterns, and patterns over time become ectiezh Everyone present

contributes to the creation and maintenance o$yiseem with every

action they také®

When people gather together, patterns of behavi@rge. Each participant acts
and reacts to the other members of the gatherimgevAsystem is born, a system that
must be reckoned with if a change in directionasg to take place. The interesting
phenomenon is that for the most part those invoaredunaware of the system. Or they
are complacent within the system. Heifetz, Grashawd, Linsky point out ironically,

“Six months into a new job, you are probably nogeneven aware of your
organization’s unique systematic characteristig:he organization becomes an entity
in and of itself. It is not merely a sum of its leakive parts.

The leadership challenge is to recognize thistseahid remember that leaders are
also a part of the organizational system they seekange. Change leaders of any
organization are charged with seeing themselvespast of the system, and they must
learn to think about systems while engaged withendystem. According to Herington,
Creech, and Taylor, “learning to think systems nsdaarning to ask and answer two
guestions: ‘What is my role in keeping this problenplace?’ and ‘How can | change my
role?®® They are suggesting that the leader is responfsiblgerpetuating the system as

it is. The only way to effect change is for chategaers to acknowledge their own role

and then work from that understanding toward change

8 bid., 50.
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The Nature of Systems
Systems develop their own cultural environmentdeaders must acknowledge
and work within those cultural environments, evertheey work to change them. A
delicate balance must be struck in order to gagrctioperation of those impacted by the
change. The atmosphere has to remain positiveféindiag. Michael Fullan has
observed, “When the environment turns nasty, pefmgles on self-preservation.
Managers become more concerned with taking credittdéaming others for poor
performance ® This type of contentious environment is counterdpictive to change
because it takes the focus off the goal and plaaesthe individual. The system will
thrive when all participants are involved in “meagful pursuits®? that go beyond the
bottom line. These pursuits engage the individudliwthe whole, causing both to grow
and move towards a productive change.
Technical Challenge
Within every system there is an ability to meetligmges and adjust to the
specific challenge. A system grows stronger asntioues to meet these new challenges
and adapt to them. It is in this way that a syséetnally learns. The learning can be a
healthy response, provided the new learning brgnga/th and a measure of innovation.
The difficulty within most systems is the need taimtain a level of stability. The typical
response to challenge within a system that desiremmain stable is what Heifetz and

Linsky call a technical change. They assert, “Whakes a problem technical is not that

#Michael Fullan,The Six Secrets of Change: What the Best Leadete Belp Their
Organizations Survive and Thrig8an Francisco: Jossey-Bass, 2010), 62.
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it is trivial; but simply that its solution alreadigs within the organization’s repertoifé”
that is, the people within the organizational alsehave the skill set necessary to make
the change. The organization then is not challepgetlits own boundaries.

Jim Collins says it this way: “Few people attaredj lives, in large part because
it is just so easy to settle for the good life. Tast majorities of companies never
become great, precisely because the vast majardgrbe quite good — that is their main
problem.® The response to the next challenge is most likeehe met with a tried and
true method that is within the organization’s preésskill set. This approach keeps many
organizations from growing to greatness.

All change scenarios require some technical chanigesefore, to respond with a
technical change is not always invalid. The diffigus found in the fact that technical
solutions are often not enough. Those within tlganization will need to be challenged
beyond their existing skills and patterns if theg 8 experience change. The change
leader is challenged to lead within this dynantics important to note that the
organization has become what it is because ofis @nd present leadership. The
organization cannot bear all of the responsibilitgre were those in leadership who
allowed the process to continue.

Adaptive Challenge
An organization is challenged when it does not theepresent skills or mind set

to meet a new opportunity for change. The auth@iéetz and Linsky propose that an

8 Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tleaers of
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adaptive change must take place. They explainathaidaptive challenge is when the
skills to meet the challenge are not presentlyragdahe organization. An adaptive
challenge according to Heifetz and Linsky will:

Require experiments, new discoveries, and adjussrisam numerous

places in the organization or community. Withowairkeng new ways --

changing attitudes, values, and behaviors -- pecgol@ot make the

adaptive leap necessary to thrive in the new enwient. The

sustainability of change depends on having the Ipasiph the problem

internalize the change itséff.

The people within the organization then are calipdn to go beyond the
technical change, solution only, to new ways afikitig. New learning is required. These
new ways of thinking may challenge their cherisheldl beliefs or deeply seated values.
This is something they did not sign up for. Heifete Linsky advise:

Generally, people will not authorize someone to entdem face what they

do not want to face. Instead, people hire someopedvide protection

and ensure stability, someone with solutions teqtire a minimum of

disruption. But adaptive work creates risk, confland instability because

addressing the issues underlying adaptive probfeaysinvolve upending

deep and entrenched norffis.

The conflict created by the adaptive change legoieisthem at risk within the
organization. The adaptive change is going to sostething. For most people the cost at
first appears too great. Goleman, Boyatzis and Mc&gree, explaining, “Because most

groups and organizations revolve around the statosfighting off anything that

threatens it, this level of change requires couvagédeadership, stamina, and unswerving

8 Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tleaers of
Leading(Boston: Harvard Business Review Press, 2002), 20.
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commitment.?” The work of adaptive change is, as noted eariigrfor those leaders
unwilling to endure conflict. At times the conflican be intense and personal.
Working Within the System

It is the nature of a system to engage participantsirious levels through the
organization. There are “power people” embedddtersystem. James Plueddemann
suggests, “Certain people have more power, infle@me status than othef§.The
power of people’s influence cannot be underestithdteaders must learn to identify
who the power people are. And gage their influemtéhe others in the organization.
They must understand who and what is valued béffeye can effectively move towards
change. Misunderstanding in this area will leathtlure. A system, no matter how
convoluted, must be understood and respected befafehange can be realized. The
system has within it a set of expectations. Aséesdcquire understanding of the system,
they place themselves in a position to effect clkang

A change at the adaptive level, which is at thelley belief and values, is the
challenge of the change leader. Goleman, Boyatnis McKee report, “People can and
will change when they find a good reason to dd_sadership change takes people to the
point of understanding what they want and h8.eaders then must gage the ability of
their people to respond to the change effort. Thegt be ready to move things at a pace
that the system can handle. They are called to niekeeason for change not only

acceptable but also preferred by those they lead.
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Managing Expectations

A great challenge of leading change is working it differing expectations of
those in the process. Those who are willing toofelthe leader are often in a hurry
because they have seen new possibilities. Leadessmow learn to be prepared to upset
their allies for the greater good of the systemfeétz and Linsky point out, “When you
are trying to create significant change, to moeemmunity, the people in your own
faction in that community will have to compromideray the way.”® These people
support the change but usually at the expenseosktin the other faction. Heifetz and
Linsky continue, “ Disappointing your core supposteyour deepest allies, creates
hardship for you and for then’® A balance must be struck if the process is toeemtc
The leader enjoys having allies. The strength ppsat must not push change leaders
past where they want to go. Again Heifetz and Lynsport: “Over and over again we
have seen people take on difficult issues, onlyet@ushed by their own faction so far
out on a limb that they lose credibility in theivo community.”? The challenge is
significant to maintain a balance. A measure ofrage and confidence in the plan will
be necessary.

Edwin Friedman uses the term “well-differentiatedder” to describe the type of

person who can manage expectations. Friedman’siléatisomeone who can manage

% Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tlea§ers of
Leading(Boston: Harvard Business Review Press, 2002), 45.

1 bid., 46.

9 |bid., 46.
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his or her own reactivity to the automatic reatyidf others, and therefore be able to
take a stand at the risk of displeasifigFriedman continues as he observes:

Living with crisis is a major part of leaders’ lseThe crises come in two

major varieties; (1) those that are not of theikimg but are imposed on

them from outside or within the system; and (2sththat are actually

triggered by the leaders though doing preciselytvtey should be

doing?*

The leader must prepare to manage expectatiorlgding their own. Their leadership
may cause a crisis that they must be ready towd#al even those crises that were
unanticipated.

Considering the daily pressure of the change pdle leader is often caught up
in a myriad of detail. The detail can obscure ttiect the process is having on the leader.
Heifetz and Linsky suggest that the leader “gethenbalcony® This is their simile for
separating the leader from the action in order®eove from a different vantage point.
They suggest that the leader is also an activeeplaythe change process. This makes the
leader vulnerable to mistakes if they do not tddeetime to see the larger picture. They
explain,

Typically only a few people see these dynamicdayg happen. Swept up

in the action of the meeting, most never noticeeyTsimply play their

parts. The observational challenge is to see thiéedies that normally go

right by us. Seeing the whole picture requiresditajmback and watching

even as you take part in the action being obse®ettaking a balcony

perspective is tough, too, when you are engageatiedance floor, being

pushed and pulled by the flow of the events and atgjaged in some of
the pushing and pulling yourséff.

9 Edwin H. FriedmanA Failure of Nerve: Leadership in the Age of theédRuFix (New York: Church
Publishing 2007), 14.

% bid., 27.

% Marty Linsky and Ronald A. Heifetz.eadership on the Line: Staying Alive Through tleaers of
Leading(Boston: Harvard Business Review Press, 2002), 46.
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All leaders are part of the organization they asing. They contribute to the system as
it functions, and care is needed to observe thveir as well as others’ behaviors.

Herington, Creech, and Taylor point out, “We amyaver, also emotionally
wired together in systems such that we react tcamiogher, often without even being
aware that we are doing st.They continue: “When anxiety rises, we becomeerath
predictable. Our thinking becomes less clear anterreactive.®® They define anxiety as
a response to a threat, real or perceived. HediiedizL inksys’s balcony approach presents
an opportunity to gain perspective. Herington, Che@nd Taylor add, “It is easier to
know and do the right thing if we can be clear dratis going on emotionally for ug>
They are encouraging the leader to be aware aof e person in the process. This
involves careful attention to emotional intelligenc

In Goleman, Boyatzis, and McKee’s define “emotibintelligence,” which they
define as “how leaders handle themselves and tihleitionships.*® That is the leader’s
ability to be part of an organization and at theeaime lead. The challenge is
complicated by the fact that leaders find it diffictco obtain accurate information about
themselves and their performance. Again Golemaga&es, and McKee suggest,

Whatever the motives, the result is a leader wisodmdy partial

information about what is going on around him. Tdisease can be

epidemic in an organization — not just among CHD$ also for most
high-level leaders. It is fed by the natural instito please the boss,

97 Jim Herrington, Robert Creech, and Trisha L. Teyltie Leader’s Journey: Accepting the Call to
Personal and Congregational Transformati®an Francisco: Jossey-Bass, 2003), 30.

% bid., 31.
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1% baniel Goleman, Richard E. Boyatzis, and Annie MekPrimal Leadership: Learning to Lead with
Emotional Intelligenc€Boston: Harvard Business Review Press, 2004), 6.
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resulting in a widespread tendency to give posiiezliback, and withhold
the negative whenever information flows upwatd.

The information flow is complicated if leaders hawa positioned themselves to
receive it. The balcony as a tool works as thedeatkps out of the fray,
observes, and steps back in to lead. By demonsjratnotional intelligence
leaders acknowledge their part in an organizatimriyding their own limitations.
They control their reactions through self-underdiag.

Biblical/Theological Framework

The research that guided this study concerneffl vtsth the dynamic of
leadership in an established church organizatibe.type of leadership examined
concerned a local church pastor and the church reesntesponse to the change
leadership process. Therefore a biblical and thggodd study was conducted, because the
Bible has a great deal to say about leadershispadifically leadership within the
church setting. The church setting is not immunihéostruggles involved in the change
process. The purpose of biblical leadership, adliother leadership, is to effect positive
change.

The local pastor is not able to avoid the respalityilof leading. Burns, Guthrie,
and Chapman advise, “Once pastors come to gripstiet fact that ministry requires
them to lead and manage, they must learn to cantinerpolitical realities and
expectation embedded in these taskéThey add somewhat humorously, “In short,

Jesus might well have also said, ‘Where two ordlane gathered together, there are

101 hid., 93.

192Bob Burns, Tasha Chapman, and Donald C. GutResilient Ministry: What Pastors Told Us About
Surviving and ThrivindDowners Grove, IL: IVP Books, 2013), 27.
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politics.”*® The pastor and the people make up an organizattemorganization by its
very nature has its own unique way or system oftioning. The result is politics. The
church, because it is a system, is not immunestovin brand of politics.

Both the older and newer testaments of the Bibld@achange. The Bible calls
the individual to change from a “me- centered” ustinding of the world to a God-
centered attitude. This call to change is radiegblise it goes against the very nature of
the human condition. Because it is radical, biblateange is very uncomfortable. It is,
however, the beginning of a call to leadership.tBedling authors and management
experts Ken Blanchard and Phil Hodges define lesdniieias follows: “Leadership is a
process of influence. Anytime you seek to influetieethinking, behavior, or
development of people in their lives, personalrofgssional, you are taking the role of a
leader"*® The biblical writers give to us examples of leathgp in the context of real
people who have differing goals, and differing goaliten lead to conflict. One of the
many challenges of biblical leadership is to infloe people to set aside some of their
personal goals in favor of other objectives. THéisdo move away from the individual
as the central focus; the individual is to be acfioming part of the greater whole.

Servant Leaders

When looking at leadership in the Bible, the leatgr presented is servant
leadership. The biblical model of servant leadgrshidemonstrated in multiple ways and
places throughout the scriptures. The Apostle Pardduces himself as a “servant of

Jesus Christ®®® He repeats this theme in the letter to the Coiants saying, “Though |

103 hid., 28.

104 Ken Blanchard and Phil Hodgeead Like Jesu@Nashville: Thomas Nelson 2005), 4.
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am free from all, | have made myself a servantlto'® The title of servant is also the

designation assumed by Jam¥eter:?® Jude®

and Johrt!® Jesus, whose favorite
self-reference was “son of mart?* declares, “For even the Son of Man came not to be
served but to serve, and to give his life as acar®r many.**? One of the primary
themes of biblical leadership is servanthood.

The biblical leader first learns to serve. Leadarderstand that their first service
is to God, who is the true leader of his people.the purposes of this study three
examples of biblical leadership will be examindds Inot the intention of the present
work to be exhaustive, so highlights of preparafmmeadership as well as
implementation of leadership style will be conseterWe will look briefly at Moses in
the older testament of the Bible and Jesus and fhiyria the newer testament.

A Bush Blazing
The leaders who emerge from the pages of scripigrealled and prepared by
God for their tasks. The preparation of Moses beddms birth. His mother, Jochebed,

was Hebrew slave woman, and her people were uhderake of Egyptian bondage. The

male children of the Hebrew slaves were to be @dieath by Pharaoh’s command.

1% Romans 1:1.

1981 Corinthians 9:19.
197 James 1:1.

1982 peter 1:1.

19 Jude 1:1.

10 Revelation 1:1.

1 Mark 10:45.

12 Mark 10:45.
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When Moses was born, Jochebed remarked at hissziyihg, “He was a fine child*
She hid him from the Egyptians. When she could hideno longer, she set him into a
basket and put him into the river. The daughtePlmdraoh rescued Moses from the river,
adopted him, and raised him in the house of heefaiThe New Testament book of Acts
records, “And Moses was instructed in all the wisdaf the Egyptians, and he was
mighty in his words and deed$:* It was during his time in Egypt that Moses discede
his true nationality. The Bible states, “One dahiew Moses had grown up, he went out
to his people and looked on their burdens, andchlreas Egyptian beating a Hebrew, one
of his people. He looked this way and that, andhgeeo one, he struck down the
Egyptian and hid him in the santf®

Moses committed murder, thinking he was helpingpleigple. And the writer of
Acts explains, “He supposed that his brothers womlderstand that God was giving
them salvation by his hand, but they did not urtdes™*® Moses acted in the way of
the Egyptians, thinking that he would win favor amtierstanding from the Hebrew
people, his people. Because of the murder, Mosdsfifibm Egypt and lived as an exile in
the land of Midian.

Moses’ preparation for leadership that began inpgEgyas completed during his
exile on the backside of the wilderness. Afteryfgrears of life in the wilderness, God

called Moses. The book of Exodus reports:

113 Exodus 2:2.
14 Acts 7:22.
15 Exodus 2:11-12.

116 Acts 7:25.
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And the angel of the LORD appeared to him in a 8aovhfire out of the

midst of a bush. He looked, and behold, the bushbuaning; yet it was

not consumed. And Moses said, “I will turn asideee this great sight,

why the bush is not burned.” [4] When the LORD d<hat he turned aside

to see, God called to him out of the bush, “Mosésses!” And he said,

“‘Here | am.”

Moses is busy tending sheep when God calls to huirsands him back to Egypt.
Moses is going to lead the Hebrew people out froeland where they have been
enslaved for the past four hundred years. His patjoa includes forty years in the finest
schools in the world at that time and forty yearsding sheep. God calls Moses to lead
his people out of Egypt, yet Moses, despite aleiserience, is reluctant. Pastor,
counselor, and author Paul Tripp, writing aboutdhk of Moses, comments:

But Moses is neither willing nor hopeful. Exoduaril 4 record Moses’

argument with God. Moses’ personal assessmenaiithis completely

unable, unprepared, and unqualified to do the tthag God has called

him to do. God’s response is simple: “I will go wigou.” Moses’ bottom

line is just as simple: “Oh, my Lord, please seomhsone else™’

The reality is that Moses does not want to go.dH&ot the same man who killed
the Egyptian forty years earlier. His educationas enough to inspire the necessary
confidence. Tripp suggests the reason for Mosdsctance is “because he is being
betrayed by the fear of his own hedf®The man Moses is no longer able to rely on his
understanding of Egyptian politics or culture. lddrightened by his own inadequacies.
Moses has learned humility. He has learned tork&irant, and to go back into a

prominent position is frightening. This is the naad has chosen to lead. The

7 paul David TrippPangerous Calling: Confronting the Unique Challesgé Pastoral Ministry
(Wheaton, IL: Crossway, 2012), 66.

118 hid., 66.
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preparation God had designed for Moses had accsenhaaliits work. Moses, the one-
time prince of Egypt, has learned humility.

After God, through Moses, has led the childrensoéél out of Egypt, God
commands Moses to ascend Mount Sinai. It is on M8umai where Moses meets with
God. In the valley below the children of Israel\grired of waiting for Moses. They
fashion for themselves a golden calf and worshiip ihe manner of the pagans. The
ruckus of their activity is so great that Joshulapws waiting further down the mountain,
interprets the noise as war.

In this moment Moses’ leadership is tested. GderefMoses a new beginning.
In the book of Exodus we read, “And the LORD said/toses, ‘| have seen this people,
and behold, it is a stiff-necked people. Now therefet me alone, that my wrath may
burn hot against them and | may consume them,dardghat | may make a great nation
of you.”**® God is telling Moses that he will make a greatarafrom Moses in place of
Abraham. This is an overwhelming proposal giveMtises. To this proposal Moses
responds by asking God not to do it. Moses rem@ald of His mercy. Moses, the
servant of God, is essentially arguing for thediwé the children of Israel. Pastor and
author James Montgomery Boice calls this momentagdginest hour.**® The servant
of God, Moses, in service to his own people arguids God, contending for their lives.
The murderer educated by the Egyptians is now aleigervant. He places his own life

on the line for the lives of his people. He hasried the meaning of servant leadership.

119 Fxodus 32:9-10.

120 3ames Montgomery Boic&rdinary Men Called by God: a Study of Abraham, &% sind David
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The man Moses has been molded by God to be a $dingaiof God. He
demonstrates the transformation as he serves tptepef Israel. He willingly pleads for
the lives of the people of Israel. He does thisselg God'’s offer to make of him a “great
nation.”*** Moses the man has become Moses the man of God.

Son of Man

Jesus’ leadership began with his incarnation. Tititk bf Jesus in Bethlehem, an
infant laid in a feeding trough made for livestasla visual demonstration of his
leadership style, which is one of humility and anpdete understanding of himself. In
John’s gospel we read Jesus’ own wordsir“Fcame from God and | am here. | came
not of my own accord, but he sent nt&By his own admission Jesus was following the
plan of another. The plan he followed was his Faghelis leadership was a reflection of
what his Father wanted. In John’s gospel Jesus Shyay, truly, | say to you, the Son
can do nothing of his own accord, but only whasées the Father doing. For whatever
the Father does, that the Son does likewi§&His purpose, his understanding, is tied up
in his Father’s purpose and understanding. Jesusmgrates how leadership in the
church is to be conducted. He knows whom he isfohg and whom he is leading.
Jesus explains, “My sheep hear my voice, and | kin@m, and they follow me. | give
them eternal life, and they will never perish, aoedone will snatch them out of my

hand. My Father, who has given them to me, is grehtan all, and no one is able to

121 Fxodus 32:9-10.
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snatch them out of the Father's hatfd.Jesus never claims to be on his own. His identity
and his leadership flow out of relationship witls Rather.

It is out his relationship with the Father thatukeprepares his followers for the
leadership he would require of them. In the gospdlatthew, chapter twenty, Jesus is
speaking about leading. He contrasts the leadessyip of the Gentiles to what he
expects from his followers. Jesus says to themu“daow that the rulers of the Gentiles
lord it over them, and their great ones exercighatuy over them. It shall not be so
among you.*® The disciples are told they will not lead as ttenfiles lead. This will
require a change at the very baseline of their istaleding. What makes this so
interesting is that Jesus gives these instruciionsediately following a request from his
disciples for honor and notoriety. The biblical wes to that request is the greatest
among men will be “servant of alt?® Jesus does not merely call his disciples to serve.
To serve implies “helping.” Jesus tells them theyta become like a “slavé?”
Theologian and author D. A. Carson, commentingesug’ use of the word “slave” in
this passage, says, “In the pagan world humilitg veagarded, not so much as a virtue,
but a vice. Imagine a slave being given leadershegls’ ethics of the leadership and
power in his community of disciples are revolutiopna?® Carson’s use of revolutionary

implies a major shift from how leadership was usti®rd at the time of Christ. The

124 John 10:27-29.
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leader was not a servant and certainly not a slas@ders used their authority to serve
themselves.

The late J. Oswald Sanders, former director of €e@s Missionary Fellowship,
adds, “If the disciples figured to learn about lexathip on the fast track and with the
appropriate perks and bonuses, Jesus soon deilksgithem. What a shock it was to
discover that greatness comes through servantlamoldeadership through becoming
slave of all.”*?° The disciples were often confused by the way Jéilithings. At one
point two of them asked Jesus if they should conthime to come down on a group of
people who did not receive them. Jesus rebuked foetheir understanding. The
disciples were part of a culture where might magletr The submission of slavery was to
be avoided.

Francis Schaeffer, theologian, author, and thedeuof L'Abri Fellowship, adds,
“We are not greater than those over whom we hatleaty. If we have the world’s
mentality of wanting the foremost place, we arequatlified for Christian leadershig®
The disciples will be taught this principle timedaagain through the life and teachings of
Jesus.

The biblical leadership model begins with a chaoigeeart. According to author
and university professor Henri Nouwen, the bibliealder does not strive to be the most

il 31

“relevant™”" of people. The Christian leadership that is spéegtely needed is not that

of the super competent person. Rather, it comas €bristians who, according Nouwen,

1293, Oswald SanderSpiritual Leadership: a Commitment to ExcellenaeHeery Believe(Chicago:
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are “called to be completely irrelevant and to dtamthis world with nothing to offer but
his or her own vulnerable seff* The life and ministry of Jesus demonstrates his
understanding of self and purpose. Leadershiptiselédriven; it originates in another.

Jesus’ life demonstrates the type of leader he bl followers to be. He teaches
his disciples to follow him using his own examplesus carries out the plan of his father.
A plan that calls Jesus to become the “servantl 6f% His disciples learn to lead others
by learning to follow Jesus. The path of Jesusdéeship is humility.

What Paul Told Timothy

The Apostle Paul’s disciple Timothy is charged layyRo carry on the work in
Ephesus. The once-strong church has fallen undanfluence of the surrounding
culture as well as false teaching from withif.Paul tells Timothy to remain in the city
and work within the church to correct what appearse some severe problems. Timothy
is young and timid. Paul has to remind him of tlee ffaith he has been taught by his
mother and grandmother. He encourages Timothy; fibatne despise you for your
youth.”*° The task ahead is going to be difficult.

There is pressure for Christian leaders to do seimgbig in response to big
problems. Pastor and author Eugene Peterson okséBanventional wisdom tells us
that when a problem is large, the strategy musatye.”™¢ Yet Paul’'s instruction to

Timothy about how to handle the goddess Dianatgpiity and false teachings in

¥ Ibid., 30.
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134 Timothy 1:3-7.
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136 Marva J. Dawn and Eugene H. Peterd§dte Unnecessary Pastor: Rediscovering the,@all Peter
Santucci (Grand Rapids, MI: Wm. B. Eerdmans PublgiCompany, 1999), 128.
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Ephesus is “to remain at Ephesus so that you mangelcertain persons not to teach any
different doctrine.**” Peterson explains, “Pastors are in charge of keepie distinction
between the world’s lies and the gospel’s trutlacté®® Certain teachers who were
deceived and attempting to mislead people trouthlecthurch at Ephesus. Timothy's
instruction from Paul was not to attack, but tacteand instruct. He was to teach those in
the church and to rebuke false teaching insideliuech’®

Timothy is commanded to demonstrate what Burnsp@ilaa, and Guthrie call
“fruitfulness in ministry.**° They explain, “We came to believe that Christieaders are
to bear fruit by sharing their faith and nurturthg fruit of God’s grace in their own lives
and in the lives of otherd* The way false teaching is overcome is by faittéskto
correct teaching. Timothy is called to guard hismamderstanding and then to display
that understanding before the church. Again Paubsds to Timothy: Keep a close
watch on yourself and on the teaching. Persidtis) for by so doing you will save both
yourself and your hearer$® The straightforward act of holding to the trutidan

demonstrating that truth is what Paul commands Thsnto do. This is not ostentatious

instruction; it is a call to trust the faithfulnessGod and his word.
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Biblical leadership begins with recognition thatd3umself is leading his people.
The call to lead the people of God is a call tohtréaul gives these instructions because
he says, “The aim of our charge is love that is$uges a pure heart and a good
conscience and a sincere faiti*Paul does not command Timothy in this instance to
confront the cultural spirituality head-on, buthat to instruct the church. His instruction
is to be carried out in humility. Paul’s teachem®thy with these words[D'o not rebuke
an older man but encourage him as you would arfayloeinger men as brothers, older
women as mothers, younger women as sisters, puatl.”*** Instruction in truth and
godliness is the primary call of the pastoral lealgp.

The Christian leader serves the church in humilitye humility recognizes the
call to lead comes from outside themselves. Thikchideader is leading at the command
of another. Moses was called by and equipped Ggo toack to Egypt to carry out
God’s plan for his people. Jesus submitted to tileovhis Father. His prayer in the
garden of Gethsemane is “not as | will but as ydl"W* This speaks to his commitment
to his Father’s plan. And Timothy obeyed the instians of Paul in the face of the
difficult task in Ephesus. The call to biblical ¢eaship is not for the faint-of-heart but for
those who understand that it is God himself whis@d who equips his people to carry
out his purpose.

Summary
In chapter two three areas of literature relatmtpadership were reviewed. The

three areas examined, involved leading changegmgskeadership, and a biblical and

1431 Timothy 1:5.
1441 Timothy 5:1-2.
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theological study of leadership. The research’sexewf the literature was not intended
to be exhaustive but chose a sampling of the titeeaas representative. In chapter three

the researcher will present the methodology fompttesent study.



Chapter Three
Design of the Study

The purpose of this study was to explore how cagegnes experience adaptive
change led by pastors in an established congregaiqualitative research study was
designed to examine and analyze the experienagaiticular congregation. The
researcher focused on certain individual membeswére actively involved in the
church before, during, and after the adaptive chdagk place. A qualitative study was
chosen because it is designed to identify and pteke experience of the participants.
Sharon Merriam, author and professor of adult etlutat the University of Georgia,
explains, “The overall purposes of qualitative eesh are to achieve an understanding of
how people make sense out of their lives, delindaerocess (rather than the outcome
or product) of meaning-making, and describe howpfeemterpret what they
experience *® Therefore, this study was conducted to ascertapoint of view of the
congregants, as well as that of the pastor, adetiermine how the congregants
experienced change within the church system.

The study presented here utilized a case studyadethqualitative research.
Merriam states, “The single most defining charasterof case study is delimiting the
object of study, the case"*’ That is, the study has a specific group of peaplelved in

a specific event. The event happens within a measuperiod of time. The case study

15Sharan B. MerriamQualitative Research: A Guide to Design and Imm#atation 3rd ed. (San
Francisco: Jossey-Bass, 2009), 14.
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method was also selected because the actual éliahted to change were not readily
predictable. A distinct advantage of the case stsidlyat, according to Merriam, it allows
the investigators to learn about what they havanrahcontrol over. She expresses,
“Also, the less control an investigator has ovecoatemporary set of events’ or if the
variables are so embedded in the situation as impessible to identify ahead of time,
case study is likely to be the best chotég”

There were many variables involved in the changegss, including individual
people with different experiences and expectatitingas the variables embedded in the
specific situation that were of interest to theeggsher. For the purpose of this study, the
perceptions and bias of the participants were oesleand recorded by the researcher. It
was the perceptions and bias of the participamtsatided color to the phenomenon of
change. Merriam concludes, “The decision to foaqua gualitative case study stems
from the fact that the design is chosen precisebabse researchers are interested in
insight, discovery, and interpretation rather thgpothesis testing™*° This study was
designed to gain insight into the interpretationthaf change process by church members.

The qualitative study was limited to the periodiofe involving the church’s
decision to join a new denomination. The decisimtess took place over an eighteen-
month period. Each interviewee was an active membtre church. An active member
is described as a person who attends regular Swgsataiges and participates in
congregational meetings involving regular decismaking for the church, as well as

ongoing participation in church ministry. Each mviewee was an active member in the

148 hid., 45.
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church for a minimum of three years prior to thaahainational change process, and
each continued as an active member of the chutehtak change took place.
Participant Sample Selection

This study includes interviews of eight memberghefcongregation who were
active in the church at least three years prigdhéopastor’s arrival. The interviewees
ranged in age from approximately twenty to eighaggang. There was a mix of both male
and female interviewees. Their participation in ¢herch varied from leadership roles to
regular attendees. The criterion for those beibgruewed was specific to the overall
guestion. The interviewees were those who had beest invested in the church. Their
active role in the church had set the directiotheforganization prior to the change.

The researcher determined to study an establishegiegation. The established
members were not necessarily interested in chahga they hired the new pastor. In the
church being studied, which had been in the sawedit;m for over a hundred years, the
average pastor served for four and a half years.significance of this particular
congregation was simply that they were a typicalnegle of today’s church. They were
accustomed to new pastors making changes. Thesga$chowever, had always been
technical changes, the type of change they alrbBadythe skill set to accomplish. New
paint colors in the sanctuary, a change of room#® nursery were the types of changes
that had happened before. A change in denominegquired new learning. The re-
evaluation of how the church should be governededsas how sacraments should be
observed involved rethinking cherished beliefs. #lthese changes needed to be made
at a personal level. The church members experieacb@nge in their value system,

which was a difficult and painful process. The lgngf active participation and age
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range were important aspects in determining whaatdeship skills were helpful in
facilitating change. The insights gathered fronsthawho experienced life in the
congregation were also helpful. In examining howirthew pastor guided them through
the hard work of change, the researcher hopedowade valuable understanding from
the members’ experiences.

Data Collection

The data was collected through interviews usingstai-structured interview
method. According to Merriam, “In this type of inteew either all of the questions are
more flexibly worded or the interview is a mix obne and less structured questiofs.”
The semi-structured format allows freedom withie tiiterview for the interviewee to
give factual accounts of the incident, as wellmsdmment on the outcome. The result is
a dialogue that is directed but remains fluid, opgithe incidents to a comprehensive
analysis. The participants are contacted by theareber before the interviews and asked
to reflect on the process involved in the changeesfominations. They are encouraged
to express their own presuppositions, questiordcancerns involved in making their
decision.

The interviews in this study were conducted in peysecorded on a digital
recorder, and transcribed for further study. Tiveeee follow-up conversations, if
necessary, to ensure that the researcher undesstaiceach interviewee intended to
convey. The names of those who participated aregedhin order to protect the privacy
of the participants. The interviewees were givéteaearch Participant Informed Consent
Form for the Protection of Human Rights. The intexees were asked to read carefully

and then sign the form, which was forwarded torédsearcher’s educational institution.

1501hid., 90.
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I nterview Protocol

The following is an interview protocol. The quessoare formulated around a
semi-structured interview, using the primary reskajuestions presented in chapter one
as a guide. A sample of pilot interviews was conedco evaluate the clarity and
effectiveness of the questions in extracting appatg data. The interview process also
required the use of probe questions, which wergyded to gather clarity and depth from
what has already been stated. Probe questionsalgereised to redirect the interviewee
as necessary.

Interview Questions

RQ 1. What leadership challenges did the past@ &adhe church considered a
denominational change?

Interview questions:

1) Tell me what your church was like before the nestpaarrived.

2) What were some of your favorite things about ydwrch?

3) How would describe your friendships within the athi?

4) How had the church changed during the time you \wereember before the new

pastor arrived?

5) What were some of the things that you wanted takaaged in your church?
RQ 2. What was it about the pastor that causeddhgregation to stay in the change
process?

Interview questions:
1) What were some things the new pastor changed dhatised you?

2) How did the pastor begin to implement the changes?
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3) Were you able to talk over some of the changes ethkrs in the church?
4) What, if anything, did the pastor do to help burlast within the congregation?
5) Were there any specific changes that were diffi@ultyou personally?
6) Would you be willing to describe how you were faglduring that time?
7) How did you feel about changing denominations?
RQ 3. What was the cost for the congregation?
Interview questions:
1) Throughout the process was there anything spebidicyou are willing to
describe that was particularly difficult?
2) Will you tell me about how you were feeling duritigat time?
3) How did you feel when some of the church membetsrdened they did not
want to be part of the change and left the church?
Data Analysis
The transcripts of the interviews were analyzedgi$ihe constant comparative
method of analysis. Sharan Merriam says, “[Thislhnod involves comparing one
segment of data with another to determine simiéwriand differences. The overall object
of this analysis is to identify patterns in theaddf! The patterns in the data
demonstrated a “rich descriptidi? of the individual experience of the intervieweisT
allowed the researcher to see beyond statistiosamtactual experience through the eyes

and ears of the interviewee.

151 hid., 30.

1521bid., 16.
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Resear cher Position

The researcher in this study has the positiomdfrssider—outsider*® The
researcher experienced the change process thdtevagstudied alongside those in the
established congregation. In that dimension, teearcher was an insider. The fact that
researcher was the new pastor who led the chaogegs being studied gave the
researcher an outsider perspective. The reseaickeowledges limitations concerning
both positions. Merriam states, “Both parties bitmgs, predispositions, attitudes and
physical characteristics that affect the interacaod the data elicited. A skilled
interviewer accounts for these factors in ordezvtaluate the data being obtainéd”

The researcher is an evangelical Christian whdokas ordained as a minister in
the Presbyterian Church in America (PCA). The retes holds an undergraduate
degree in education, as well as a Master of Diyidégree. In addition to these degrees,
the researcher is a Master Licensed Plumber anddesan independent business
owner. As a pastor, the researcher is functiomrg second career. The researcher’s
previous experience as an active church membelagridader adds unique perspective
to the research. As a former church member antt&der, the researcher is interested in
the experiences of the average church member whbden active in church for many
years. The researcher examined the attitudes athsof the congregation in order to
determine what helped them to consider and ultiipalecide to stay involved in the

change process.

153 hid., 108.

%4 |bid.
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This section has detailed the proposed methodaddggsearch and data
collection process. In the next section, the ssoofethese church members’ individual
experiences during the process of change will bsented.

Study Limitations

The study was limited to one group of people whoewgart of one congregation.
The interviewees were limited to members who haenlwith the church at least five
years; however, the group did not include all & ¢thurch members who met that
criterion. The goal was to select a representa@aple and to limit the number based on
time constraints and resources. The study did thetn@t to review all literature on this
topic. The researcher has considered as muchtliteras possible, given the parameters
of the study, limiting the areas of literature peesific themes. The conclusions of this
study are limited to the experiences of those @aents as well as the literature as
presented in representative readings. The reseatoks not claim that the results
presented are universally applicable in every p&aavery time. They do, however,
represent a real-time case study. The findingkigigtudy may apply to similar church
congregations and should be viewed as such. Asallifualitative studies, the readers

are responsible to determine what part, if any|yafaptheir specific circumstances.



Chapter Four
Findings

The purpose of this study was to explore how cageynes experience adaptive
change led by pastors in an established congregdtiarder to research this subject, it
was important for the researcher to understanddwwregants experience leadership
during the process of change. The following redegrestions guided this study.

1. What leadership challenges did the pastor fadbeachurch considered a

denominational change?

2. What was it about the pastor that caused thgregation to stay in the change

process?

3. What was the cost for the congregation?
In this chapter, eight research participants welifitroduced and their insights
concerning the study questions will be presented.

Study Participants

In the following paragraphs the study participamiit be briefly introduced. The
names have been changed in order to maintain antnyrhe introductions will allow
comparisons and contrasts to be made we the rbsegmesents their responses to the
interview questions.

Jason’s family attended the church before he was. lbte was raised in the

church, attending regularly each Sunday. He padted in the youth group program
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through high school. He also volunteered his tisia gouth assistant. Jason was married
in the church and has one child. He continuestemdtwith his family each Sunday.

Michele has attended the church regularly sinc&®18¥%e has assisted with the
financial records of the church and “served on ipldtcommittees” over the years. She
has been active in Bible studies and teachingvisltap each Sunday morning.

Bill was also raised in the church. He was marmmethe sanctuary and continues
to attend with his wife and children, though re&ehts children left to attend college and
settled in different communities. Bill has beenazin youth leadership as well as in the
role of deacon. He attends church regularly amavislved in Bible studies.

Mary likes to say that she was carried in her mtghgomb to the church. She
does not like to divulge her age but says onlydVe been around here a very long
time.” Mary has been active in the church choir aen/ed for many years as a
“deaconess.”

Lou has attended the church for approximately elepgars; he is the least
tenured of those interviewed. He is a small gragalér and cares for several elderly
members of the church family. Lou also serves theah as an elder.

Karen has attended the church for fifty years. lsiseserved faithfully as a
children’s Sunday school teacher for approximaftetty of those years. She also led
Pioneer Clubs, which is an outreach to childrethefcommunity.

Dave was matrried in the church in 1957 and has beegular attendee with his
wife, children, and grandchildren. He has servedl leadership capacity for more than

forty years. He presently serves as an elder ichiuech.
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Samantha has attended the church for many yedrsoniy one exception. She
left for a time just before the new pastor arrivBte explains that the former pastor was
difficult to get to know, which made her and hesband uncomfortable. She returned
because many of her friends still attended and itingted her to meet the “new guy.”

L eadership Challenges

The researcher has divided leadership challemjegaur categories based on the
interviewees’ responses during the interview precAscording to those interviewed, the
new pastor faced at least four leadership chalenfiee four leadership challenges
identified by the researcher were as follows: Imgrfrom past experiences, division over
how to proceed, fear of an uncertain future, andvation for the word of God. The
researcher will present findings categorized bgéHeur challenges.

A Hurting People

While the researcher was primarily interested en¢hange process, he recognizes
that change does not happen in a vacuum. Changesdoca real place in real time. To
that end, the researcher began by identifying tmelition or situation in which the
change occurred. During the research process, thtesgiewed explained the
preexisting condition of the church before the mpastor arrived. Those interviewed
gave their impressions, including examples of teddion of the church. The
interviewees’ own words are recoded and preserdesl h

The church members were hurting as a group asasefidividually. The pain
which the church endured assailed the congregétiom several directions
simultaneously. The interviewees explain that the did not only come from leadership.

They also hurt one another, which led to confusind personal pain. Jason commented,
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“It was a church that had been, | would say, hurharous times -- a church that also
really does a good job of wearing out a pastoxals$ just pretty much a mess.” Michele
concurred, “We were pretty much at odds, with ol dissention. The last one out of
town turned out the lights, you know?” She contohu&he church had gone down from
two services to one; maybe on a good Sunday wetrhagre thirty or forty people. Jason
remembers those days as well. He said, “Some Sarilaye were thirty people in
church, and | was hoping for someone to come inséiadte things up.” The dwindling
numbers indicated the hurt of those who left ad agethose who remained. Dave
explained, “We have been through some disappoittimgs; there were some conflicts;
some leaders had resigned out of frustration dtthie fellowship.”

The hurt was not limited to those who left the diuindividual members who
stayed carried the emotional pain as well. Samaexp&ined that her “husband would
no longer go to church” because of the strife. ls vaised in a pastor's home and never
missed church. Karen added that all the “cominggoidg bothered me.”

Bill suggested that it was not always the congréegammo were hurtful to one
another; sometimes the pastor was insensitive ansed hurt. He described the former
pastor’s inability to relate to the people, expiagn

He was very literal in his transcribing and apptyin the books he read to

the practice that he used. And he left out the [me. It was not that these

are not great theoretical concepts; they just dowook unless you

implement them with some compassion and love. Aatlwas not there,

and that hurt a lot of people. | know a lot of pledpft. They said that
regardless of what changes happened, they wemmnohg back.
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The hurt inflicted by the church members toward anether, as well as by the
leadership, left in its wake a hurting communitypebple who were divided in
purpose. Those who remained carried the scarbuadkaen fellowship.

A Divided People

As the participants told their stories, they redagd that they were a church
divided. Their suffering had not produced a cldegdion. Mary conceded, “We were a
church in turmoil; we had been in turmoil twicerkairecently.” Speaking about the new
pastor decision to come to the church, she addedytild not have wanted to come into
this church.” Michele agreed with Mary’s sentimesgmmenting, “People were at odds
with one another. We were not learning. We weregnowing as Christians. Everybody
was more out to get each other -- that type ofitn. The fact was that we were losing
people; we did not see them anymore.”

Jason remembered, “There was a lot of dissenti@netwere people yelling in
the middle of the services sometimes, which doésvodk and is not good. It was not
that close friendship that | talked about earlieat bond was starting to fall apart.”
Michele agreed, explaining: “A few of the peopladkiof ruled the church, rather
than the leadership. At that point, throughout,tive had deacons who would not
stand up and take charge. It got to the point wheople were running the church
and not the deacons and the pastor.”

Karen’s understanding is reflected in her stateni®é needed focus, direction,
and unity. | saw a lot of divided opinions.” Biledcribed the church as “a divided
congregation.” He explained,

There were a lot of people that had been alierateldurned off. | mean,
again in the past, there were and there may still la lot of “us” and
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“them” between people who were newer or who hadoeen as involved

in leadership roles within the church before. Aheytwould look at

families, my family being one of them, that had meeth the church a

couple of generations (and say,) “Oh, they arecthech and they control

everything that goes on in the church.”

The disunity surfaced during the pastoral searoogss. Mary commented on the
way the church chose pastors; she remembers téavetif incidents. When speaking of
the first, she said, “There was something with (eamthheld). Well, he was voted on
also — and voted down. That was very hurtful.” Rethering a second incident, Mary
explained the way the congregation confronted drikeir pastors:

When a previous pastor was not making people happyad a meeting

and it was in what | call the Prayer Meeting Roomy the Nursery. But

they had tables in the center, you know, big tableschairs all the way

around the edge. But if you did not pick your sgat) could not have

gotten out of there without a lot of notice. Andids talked into going,

and, of course, | dragged my mother with me. Arg ibwas awful. |

thought it was awful. | did not say anything, batree people did. And he

(the pastor) was there. | just felt so bad for him.

The people of the church, suffering from a lacklefar direction, struggled to
treat one another in a civil manner. The pastorm were attempting to lead, were
subject to insensitive people as they tried to nbkegs right. Jason explained that it was
a time when “there were just a lot of interim pastinat were like ‘I want to be full time’
and that is not what they came for.” He continu@they had been called to be interim;
but because of the leadership void, they triedke the pastorate. Those who were called
to be pastors said they were going to do one thimgthen did not follow through with
that.”

Jason, then speaking about the challenge to a astempexplained:

He has the challenge of a church that is dividediak pretty much old

people, young people, which was pretty much homoitked. The old
people listened to their old people music and theéng people listened to
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their young people music. | mean that was the lsggeblem | saw. How

is whoever comes in going to take these peopledtteatl do not want to

say, two separate churches and mash them together?

The church congregation was damaging itself andretiThey were divided over
how to repair the church, as evidenced by the antgdivision and struggle. Dave
summed it up very simply; he wryly said, “There btave some patching up of
relationships.”

A Fearful People

Along with the hurt and division, the church exgex$ a measure of fear
concerning the future. Karen explained that thmwgse “kind of up and down; we were
wondering what could happen.” Bill stated, “Thererevpeople fearing change,
inevitable in any transition, although the chured been through multiple changes.” He
pointed to the number of different full-time pastdwe experienced in his time at the
church. He said, “There is an average of a six-g&ar for most of our previous ministers
over several decades.” He speculated that thiteldas the uncertainty that the church
feels and added, “We were in limbo, and the peoes struggling with what our
identity was going to be.”

A Hungry People

In the midst of the pain, division and fear, thoseaining in the church were
hungry for God. They expressed a desire for somegthood to happen. Michele said in
exasperation, “It got to the point where peopleanasking the former minister, ‘When
are you going to preach? When are you going to Bible study?’” She continued,
“Most of us that were still left were not willing tet it go.” The desire to hang on was

expressed by Bill when he said, “There is a cotebiat God was here, is here.”
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The hunger for biblical preaching and teaching exadent. The fact that sound
exegesis was not happening accounts for the tronlbkee church. Jason pointed to
“pastors that were preaching on the signs of tlikazo...Yeah, there were twelve of
them and twelve apostles.” He added, “I mean,ithahat it was like; that is why the
church was hurt, and it was divided in that respecause some people could not see it
because they were being led astray.”

Dave, who has served the church in a leadershipcttghis entire adult life,
understood the frustrations of those who remaikiedbelieved that the church had
drifted in a direction different from its heritagée pointed out, “There was a long
tradition of Baptists preaching in that church.’eld¢ore of that teaching, he believed, left
people hungry for the scriptures. As he furtherstdered the question of the teaching
and preaching, he admitted that there were probléd#esexplained:

Well, as | have already said, when you had seelardly and then there

was a lot more illustration from TV programs anbestsources, not total

neglect. But | can remember people saying, “I amgedting anything; |

am not being spiritually fed.” That said to mettive did not have good

expository preaching at that period.

The missing dynamic of biblical teaching and préaghaccording to Dave, left
the church community without a clear direction. dtared, “It is true; we were
looking for someone who had direction. We had khbesugh a couple of
disappointing experiences previous to this, ancefoee, we were somewhat open
for change.”

Staying in the Change Process

The researcher uncovered the conditions into winemew pastor was called to

lead change. Those challenges were experiencld ahtirch organization level and also
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on a personal level for the church members. Theareker then sought to determine
what caused the individuals to remain in the paipfacess of change. The participants
identified at least four motives and/or values ttaised them to stay in the process.
Those values will be presented below.
This Church is My Home

In dealing with an established congregation, opeetsthat cannot be overlooked
is the perception of ownership. It was stated @avet over by the participants that this is
“my church,” and the feeling that the church is véhhey feel comfortable, where they
know people, proved to be a strong motivation faying. Jason expressed:

The great thing about the church was that you Haeapeople that you

knew, loved, and grew up with. It was full of a tdtpeople that had

always been there. | mean the friendships; thexr@eople in that church

that | have known my entire life and they are $tdte. These are people

that | have grown up with. Those are some thirtgs, ho matter what

your denomination is, that no matter what changegaing on, they are

not going to change. It is a very nice tight-krmtamunity, and that has

stayed the same through any change that we have had
The church endured change in the past, but theaeships of family and friends
remained throughout the process. The strengthnofitaity helped the
congregants to process the changes.

As Mary reflected on the church as her home, sla¢gecka story that summed up
her feelings; she smiled as she began:

Well, you know, like | said before, | am a litthleclined to think I wish it

were just the same as it used to be when | wad arid you came in, you

knew what you were going to see and when you weirgggo sing and

when you were going to do this. And then becaug® blder, and you got

to stop telling people | was here all my life.

As Mary continued to explain her perception of therch as her home, she admitted that

for a time she left the church. Her reason for ilegwas simple: “I did not like the
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pastor.” In that time she visited other churchesat\brought her back was the familiar.
She admitted, “You know, they were not home to Arel he (the pastor) cannot last
forever.” She added in closing, “And | swore | wdulever do that again. So you are not
getting rid of me that easy.” The sense that ‘thinine” is a powerful motivator.

Michele revealed that the church has always beemrelfor her. She
explained that she trusted some of those who veadirilg. Her trust was
expressed in comments concerning the denominatebraaige. She explained, “I
guess | figured when we changed that is people(fikene withheld) and guys
like that could be okay with this, | guess it isagK The presence of the church
and church family plays an important role in alhef decisions. She related a
recent conversation:

My cousin and | were talking recently, and this hathing to do with this

thing, but eventually | am going to sell the houses getting to be more

than what | can really take care of. He asked nhevds thinking of going

someplace. My kids want me to move in with my sjstéhatever. | said,

“I really do not want to leave, because my chuechare. My friends are

here and that type of thing.” The church has besav#r a lot of times

for me.

The thought of leaving what is familiar about heuich gives her pause as she makes
plans for the future.

Karen stated simply, “I had been in that churclever. It was like home to me. It
was a place to go where | was welcome and accelpiahd friends.” Lou expressed his
feeling concerning the first time he attended terch, “I felt this enormous relief that
we don’t have to go to every church in the couatmymore to find a home. We found the

home.” And Dave added, “My commitment has beemédommunity of believers at

this church.”
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The Pastor Taught From Scripture

The desire to remain in the change process exuldgste interviewees was
fueled by the pastor’s teaching and preaching fsoripture. As previously discussed, the
church members were displeased by the fact thgtitae not been hearing sermons or
having Bible studies expounding the scriptures.yMdrserved that the teachings were
more like a “gloss over of the good life.” Inste#tig participants expressed their desire
to learn from the Bible.

Dave explained, “We had had a problem...findingstpr who was an expository
teacher.” What the church desired was a pastoteauther who would spend time
teaching from the Bible, a pastor who would “giveeseme sense of being part of the
church universal, a sense of Christian communDave conceded, “There were things
that we had not thought a lot about previously. e pastor helped us broaden our
thinking and put a better foundation under us.ttt@ed their attention to “focusing on
Christ rather than all of the immediate problemstaunggles that can happen in a
fellowship, and that brought harmony in place olvpostruggle types of things.” Dave
summarized his thoughts by asking and then ansgarguestion. He added, “And of
course, why did they stay? He brought teachingveaslopen to share who he was.”

Jason, speaking of the new pastor, pointed out:

He taught what was in the scriptures; he lookati@scripture and said,

“Look we cannot just look at this verse; we havéotik at this whole

book behind it. We cannot just look at chapter fove have to look at

chapter five and six; we have to look at chapteze¢hwe have to look at

chapter one and two before that. We cannot just lo&Romans; we have

to look in Matthew.”

The new pastor spent time opening the Bible, tewrtiie congregation how to

read and study the scriptures for themselves. kplasmed that as the new pastor
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began in the scriptures, he observed, “Well, thg fiest thing was that we heard
a different approach to the gospel and a challématgust because he (the pastor)
said it, that was not enough ...he (the pastor) ehgkd us to go back to the
Bible, go through it, research it ourselves, ancbbee well versed in it.” Lou

went on to explain that the pastor was not to keutimate authority but the
pastor’s desire “was to help.” His leadership wasdnstrated as more of a
“servant-hood type of leadership, saying, ‘Thisvigat the Bible says and I'm

here to help you to understand.”

Jason agreed with Lou’s assessment that the pdidtaot take an authoritarian
role but explained the teachings. That did not ntearpastor was unsure of himself.
Jason explained, “The pastor presented the infoomat a way that he was right. |
mean, when the facts are there, they are thereg@ndannot deny them.” He went on to
make the point that some did try to argue. But hs left with the conclusion that “the
facts are so straightforward; they are so well ¢imwut; they are there and it is a fact
you cannot argue with. It is not an opinion...itight there in front of you.”

Michele remembered the first sermon the new pakglivered. She recalled, “I
remember the first day that we walked in the chamth (the pastor was) preaching. The
whole atmosphere of the church was so that youdaellithe Holy Spirit was in the
church that day.” She went on to say, “We had albtthat for a long time.” The content
and delivery of the sermon was one of “love, foegigss, and grace.” She remembered
hearing others say, “This guy is okay; he preadilues the Bible.” She added, “I love the

sermons. | love the Bible studies. | am learning.”
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Mary would agree with Michele’s assessment of tleaphing. She shared,
“There would be great agreement that the new gayeally preach a sermon.” She
further agreed with Michele, saying, “I like alklBible teaching. It is not only the
teaching and preaching but also the delivery as Wwed not want somebody to stand up
there and give you what you should do during the @hat is boring; you can hear that
on any talk show.” The sermons related to wherg#aple live.

Samantha remarked, “I got a lot out of the sernimtause | was not brought up
in a Christian family. The preaching made the serumteresting and made it so that a
person like me could understand.” She furtherared that she did not attend church
until she married the son of a Baptist ministem8&8atha repeated, “| mean, | really get a
lot out of them; they include things that help mmaihderstand the why and the what of
the Bible.” And the Bible classes “are very, vegfdiul to me.”

Bill explained that not only did the biblical teat and preaching help him, but
he also really enjoyed the biblical theology classte especially liked the pastor’s
approach to the classes, describing them as arrtoppy to learn. The pastor, according
to Bill, would say, “This is where | am coming frotrunderstand this is where you have
been, and this is where it meets up. And this isre/tthere are differences.” Then the
differences were examined against the scripturdissadd it was “very important” to take
that type of approach because “as the men walkedgh the Westminster Confession,”
the men felt as though they were heard as wellaght. He remarked, “I thoroughly
loved it.”

The pastor met the church’s desire for sound tegcénd preaching, and the

congregation was pleased with the result. Jasoemdrared that his aged grandmother,
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who was a regular attendee in the adult teachisgsel, used to say when the pastor
asked what she thought about the class, “Well,ithahat it says in my Bible.”
The New Pastor Respected Us

The participants in the study believed that the pastor demonstrated respect for
them as individuals. The subject of respect waseein each interview. The
participants commented that the pastor was actimelylved with them as a group during
“family talks” as well as on an individual basidé pastor held multiple “family talks.”
“Family talk” is a reference to a type of town magtwhere the congregation and the
pastor discuss what is happening in the churcimiopen forum-type format.

Dave remarked that the pastor “earned our resg@ause of his insights.” The
teachings as presented were new in some ways¢cgetdang to Dave, “He was not
dogmatic; he never wavered in terms of his commitrb@ the principles, but he did not
treat us in a way that made it sound like anyone did not agree was ‘out to lunch,’ if |
can to put it that way. But | think that he was sistent; he has always been consistent.”

An important demonstration of the pastor’s respacthe participants was a
willingness to listen. Dave said simply, “He liséehto people.” Karen concurred with
Dave when she remarked, “He went around and gataactpd with everybody and
talked to everybody. He was pleasant. He was alistéen.”

The Reformed perspective of the scriptures wastoghe congregation, as well
as the polity of the Presbyterian Church in Ameri¢aren felt “challenged” by the
Reformed perspective. She added, “He was challgngia was a little intimidating, but
you felt like he knew who you were and you could@dim any time you wanted to.”

Dave remembered that the new pastor “carefullyarpt those changes and gave
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opportunity to respond, like in family talk sesssand what have you, to help people
understand what changes were happening.”

The changes implemented by the pastor were no¢donpon the congregation
without discussion. The process moved slowly aa@eghat helped the congregants to
feel comfortable. There was not “a lot of pushwas a reasonable approach,” explained
Karen. She also observed that the pastor was narmg in his commitment to the
teaching of the Reformed understanding. She remedlikat he would say, “Accept me
or do not accept me. This is the way | am.” She Bked the emphasis on involving the
men more in leadership. She explained:

We began to be acquainted with the process andiffieeences that were

going to be there. They were not objectionable yMere challenging,

like something to take on. Maybe this is wortHtitvas slow. It was

certainly involving the men to be responsible,tgtioose on the women

a little. | thought that it was agreeable. It wagoad atmosphere.

The atmosphere was an important factor identifigthle participants. The
feeling that the pastor respected who the peopte aed was willing to take time to
explain was very important for Bill. He observedttthe pastor approached the
congregation “respectfully.” He explained his uredanding of the pastor’s approach:

The pastor began respectfully. | think out of cdesation for where

everyone had been; very honestly, he (the pasaad) ‘4.00k, | am here. |

may not be what you want, but this is who | am’dbuyknow, being honest

and open. “This is where | am coming from and I \eiad as long as | am

asked to lead or guided to lead. And if it is nbiatvis needed, if it is not

what God wants, then | will move on so the rightspa can be here.”

The respectful attitude of the pastor helped thegpegation as they considered the
changes that they were being asked to embracerdiogao Bill, the pastor was willing

to answer the challenging questions that thoskarcbngregation had concerning the

changes. The pastor understood and “respectedhelsg thallenges were there.” Bill
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said they resulted from “some of the misdirectioatthad been there in the past.” He
conceded, “I do not believe | ever heard the pdstttle anyone or discredit their belief
on any subject.” Those conversations included &gl talks, as well as “overheard
conversations, especially some of the discusstuatsfollowed sermons.”

The pastor’s willingness to “respect why those lemgles were there” went a long
way in building trust within the congregation. Laommenting on the pastor’s attitude,
said, “He was here to help us; his leadership wseneant-type, which says, ‘Il am here to
help you.” That was very encouraging for Lou. Hadsthat even though a “few resisted,
they were not singled out and torn apart, but vgéheincluded and were a part for quite
a while.” Those who chose not to stay were, acogrth Lou, “extended the right hand
of fellowship as they went out the door.” He sdudttthose who left were “told that any
time they wanted to come back we would hug therd vee would and still would.” The
congregation was reflecting the attitude of theeqrag hey were demonstrating the
respect that they had seen in the pastor towaose tfew who chose to leave. Jason
revealed that some of the people were mean toaspduring that time. He
acknowledged that he did not know what they saithégpastor in private, but in public it
was difficult.

Jason agreed that the atmosphere and tone d&t pas$tor was very helpful and
encouraged the congregation to consider the champescongregation had time to
consider these things before they voted to chargerdinations. The process was done
in an open manner, not just decided by a few. KHeréed, “I mean it was an open
discussion. It was always open. | mean, we alwaig $Hey we are going to talk about

this; come down and talk about it; get here arkddbbut it.”” The talks he is referencing
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were the family talks as well as the adult Sunddnpsl. As the scriptures were taught,
the principles of Reformed theology were expoundéu attendees had ample
opportunity to listen, ask and discuss. Jason exgaia

| would definitely say that he (the pastor) did pt stand up and say

radically, “This is what | am; this is what | bal@” It came with

forewarning. He definitely said that he did notibe¢ everything that

others might believe and that we are going to aékéut it, and that if you

decide that it is not what you believe and that gounot want to change,

then that is fine. It was the right way to dotitwias slow; it was not

dramatic; it was not just “drop the hammer, anceheis.”

The practice of meetings, which included an opeittation to all who were
interested, set the tone for the change. The clsaageording to Michele, “did not come
at the start.” The pastor spent a great deal ¢ amd energy building trust, “trying to
convince people” that the changes were good chafgesadded, “He was very slow in
taking on the changes.” Mary’s words echoed Mickekhe commented, “He drew us in
before he said, ‘We are going to change, and $hi®w it is going to be.” Jason thought
the process was done at the correct speed anlalpful order. He interpreted the
process this way:

It started out the right way; we did not jump righto why we should

baptize babies, and the pastor said, “We are goitglk about that, but

we are not going to talk about that right now.ivds a good phrase

because there were so many people that wantetktaltaut those kinds

of things right then. It was not important at thred, because you cannot

talk about it if you do not understand what beiefprmed means.

Jason felt that the reason the congregation cHikegastor was because of his
ability to relate to the people where they werthatmoment. He talked in a way that

they could understand. Jason said that the newrgdtd stories that related to the

people.” The pastor explained his own walk, sayfigjs is how | struggle, how |
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grow.” The openness of the pastor demonstratecce$pr the congregation and
encouraged their desire to stay in the change psoce
The Pastor Became One of Us

The researcher uncovered an additional themehhbagetinterviewed considered
important for them as they continued in the chgmgeess. It is the idea that the pastor
became “one of us.” The researcher has separatédi®theme from the theme of
respect because although the themes are simigpatticipants discussed the
“transparency” and “humanness” of the pastor. Thests, along with his willingness to
become one of them, were contributing factors &irtstaying involved in the change
process.

As Mary reflected on previous pastors of which Bas “experienced many,” she
said, “I think some ministers get all over beingiister, you know, they just.... You
know what | mean? ” She added that it wasn't st e new pastor. “Like, | think |
could tell him about anything and he would underdti because he is more human than
a lot, you know; some are just so holy.” A “holtean thou” attitude on the part of the
pastor can inhibit trust in a congregation. Samafikted the fact that the pastor was
“real,” saying, “He lets me pick on him.”

Michele, speaking about the new pastor, said, #Heauman; he admits his
wrongs; he was right there along with the restfHe could step down off the pulpit
and be preaching to himself.” Dave, in his usua} whsaying things clearly and simply,
concurred, “The pastor was certainly transparemtidd been right from the beginning.
He identified himself with those of us in the coaggtion as opposed to setting himself

apart.”
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The congregation expressed that the pastor’s gaation in the church member’s
lives in ordinary ways was encouraging. Dave exgdi

| think that the unique set of talents that he gtduo our ministry has

made some difference -- the fact that he can ard dork with members

of our church to improve the facility and that sofrthing. A little thing

along that line, perhaps, is the fact that he reizegl that many of our

congregation are what we call “blue-collar workeesyd therefore he did

not overdress in terms of his presentation fronpthigit, along with the

warmth that he brings to the relationships. Thgsghvidends; | mean

there is no question in my mind.
The pastor recognized the make-up of the congr@yatd worked within their identity,
which helped form trust in relationships.

Lou expressed the same theme in terms of the sarthahthe pastor preached.
He said, “In the sermon, whenever he would talkualimngs, he would include himself;
he wouldn’t put himself on a pedestal as lofty stmmg. He put himself right down
where we were at.” It was as if the pastor wasd‘alst in the pews listening to himself.”
This posture went a long way to gaining the trdghe congregation. Lou believed, “It
gave the pastor credibility, because he’s realkirig to himself, too.” Karen, reflecting
on the human approach of the pastor’s preachingaered, “He went visiting, getting to
know individuals, as well as sharing his humanmeskhis struggles. He is real, not just
there for the sermon.”

As Bill reflected on the humanity of the pastor dmsl willingness to be a part of
the congregation, he explained that the pastor dstreied “a compassionate approach, a
Christ-like approach to leadership.” Bill said,

The pastor made himself a real person; | meanjched lead by sitting on a

cloud and lording it over everyone. He came anediamong the people and

shared in their pains and sorrows and experienusvas tangible. The pastor

shared himself with the people from the first dag aontinues to do so. It was
just last Sunday morning when the pastor said,sThimy life. This is my family.
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We are not perfect. We struggle. My kids are notgqoe. My marriage is not

perfect. But it is a work in progress, and we m@atyGod to make it work. And we

rely on our fellowship with you to make it work.”
Bill continued,

With the pastor it was never an “l-am-holier-théwod” sort of thing. And

that goes a long ways toward having people undeistg their own

relationship with God. And, again, within the coegation, | think people

said, “This guy is real.” | mean, he was real biotim the pulpit and on a

personal level.

The congregation saw in the pastor a real persanfaim the beginning
of their relationship was willing to admit to stiglgs and the need for ongoing
grace and encouragement. The pastor admitted édstoavalk among the
congregation as one of them even as he was calledd them. The congregation
responded with trust and respect.

The Cost for Congregants

The researcher has explained the condition of llnecth congregation in this
study as a people divided, hurting, and longingsemse stability. Their new pastor led
them through a process of painful and difficultrefpa The researcher has examined and
presented some of the prominent factors that eagedrthe congregation to stay in the
change process. In this last section the reseavaligresent in the words of those
interviewed some of the costs related to the changeess. Those findings will be
divided into three sectiongrowing pains, letting go of long-held cherishedidfs, and
the testing of longstanding family relationshipsl émendships.

Growing Pains

The participants expressed the cost of the chpragess in terms of various

types of pain. Those interviewed recognized thatesof the pain was a necessary part of
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growth. In that regard, each of them pointed téed#nt circumstances that resulted in
painful but healthy growth. Lou remarked, “I thithkere was somewhat of a problem in
the early leadership. There was an understandatgrthsn’t appropriate for the
Reformed doctrine that was being taught.” He wentaosay that the church had
previously been going in a different direction dred“recognized that the church
leadership needed to be changed.” The change \boinig the leaders in line with
Reformed theology. Jason agreed that the teachaisgo@coming clearer and the church
was going to have to grow in a new direction. Heesbed:
We are growing; it is not about numbers but our bera are up as well.
People who had left the church because they disdgwvéh doctrine are
coming back and they are embracing it now, anglnii¢ce to see them
here. I like all the changes, even though theyikeehose growing pains
that hurt and they are tough; they are hard tahgetigh.
Jason’s perspective is that growth is painful ldessary. Bill agreed, “I had a
lot of mixed feelings. There was a lot of anggjuéss, over some of the friends
that | had grown up with in the church.” He was regsing the pain concerning
the change of direction. He was distressed tha¢ tiwvere some unwilling to make
an effort to look at things a bit differently. Frdms own observations, he
concluded, “Having matured and looking back in aerabjective way, | believe
it was my friends’ personal egos saying thingsraxehappening the way they
think they ought to.” And because they thoughtetghtly, they left. Bill
suggested that they “were not yielding to the wayg @as showing them.”
Jason understood their difficulty; he said, “Thsseies that we talked

about, predestination and baptism, those wereithertes for us. They're hard

things to wrap your brain around.” He continueday that when they were



taught, “we took time; we did not rush through Bill agreed with Jason; he
summarized the growing pains as a good thing cdnai “The changes that we
were making, the hurt that people had sufferedreend some of the hurt that
people were experiencing was because things wearggahg; we were not going
back to what we had been, which was really a gbodt’ The participants
expressed that growing pains, tough painful, wérenately fruitful for the
church as well as the individuals involved.

Cherished-Held Beliefs

The growing pains that the congregation experiemveoved areas of
biblical understanding as well as everyday procadactivities. Those
interviewed were people who were the product afietilne of teaching. The new
pastor was challenging what could be termed “chedsheld beliefs.” For the
purpose of this study, a cherished-held beliefbglgef system that has been
taught and believed for many years. Furthermong galestioning or challenge to
that system results in a measure of anxiety opd#neof the belief holder. In
other words, to let go of a cherished-held belidf @use a measure of pain.

As Bill explained concerning the doctrinal chandd$iere were people
who just said, ‘No, it is different. | do not waartything to do with it, and | am
not going to try to understand it.”” Others, he d@dinhad questions for him. The
guestions involved the change in doctrinal undeditey. The doctrinal changes
threatened the heart of their faith as evidencedqnestion like: “Is it God’s
church? Have we gone too far over the edge? stiarChristian body anymore?”

The distress of letting go was very painful for gomhey began to question

80
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whether the church was even Christian. Jason agvigedBill, explaining that
those who left “never opened it up really to trglamderstand it.” Jason observed
that the few who left were “harsh” in their conwvaren with the pastor. He added
that the pastor “did an incredibly gracious jokatlbwing them to leave nicely.”

Dave, who has been a member of the Baptist chuarctiftfy-plus years,
explained that the questions surrounding baptisne We most difficult. He shared, “I
have been brought up in the tradition of baptisninopersion, and that was opened to
some question.” Dave eventually was able to redetice question of infant baptism in
his heart and mind. It was not the same for Michelg was raised as a Baptist. She
explained that she had “problems with the changésptism.” She admitted, “I still
struggle with that one, but | convinced myself tihaloes not affect me. | do not have
anybody being baptized.”

Tested Relationships

The researcher has noted that the congregatidnisistudy has been in existence
on the same property for more than one hundredsy@&ae significance of this fact is
observed in the longstanding relationships seenuhi-generations of families who
attend the church. These family relationships aisolve deep friendships with other
families who have long attended the church. Theagbarocess strained relationships
within families as well as friendships. The intewees talked about some of their
experiences.

Bill was frustrated as he watched people leaveeXfdained, “I could see what
was developing; what was coming was something tbeti@u know, not only for the

immediate church, but also for the community.” Hesweferring to some people who
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had spent a long time in the church. He concedHugre were people who walked away
who really had contributed a lot to the church ioteof positive ways in the past.” He
added, “There were relationships that had beer tlaed those were strained with
guestions.” The questions he was referring to wegequestions of doctrine —
specifically, baptism. Bill admitted, “It was hata watch.” Michele acknowledged her
feeling of sadness, “l was sad that | could notvawre them to stay and be part of the
change; I just could not convince the people toeustdnd where the pastor was coming
from.” One of the friends who walked away was theicleader. Michele, Mary, and
Samantha all grieve the loss of the choir.

Jason’s relationship with his in-laws was straibedause they are “very Baptist,
who believe you need a choir, that you need anmoaga a piano because that is part of
every good Baptist Church.” The doctrinal changassed “some intense conversation.”
That is still happening. Michele understands Jaspnint; she has had similar
conversations with her Baptist family. She relatéghy time | get together with anybody
on that side, if something comes up about churdoorething, | have to sit and argue
my point.”

Karen summarized the feeling of those interviewdeén she remarked:

| was sorry to see the break-up of people thatlkmown for a long time.

| felt sorry for them and felt that it was good fe. On the other hand, it is

sad to see disagreement and people wanting theimay. That thing

bothered me. | just felt that it was sad in a settssee a small group of

people, rather than other people appreciating wiaatreally there for

them. It was something you live with and you evatijuget over.

The change process brought pain. The growing pasied family and friends as it

revealed the cherished-held beliefs of the congi@yarl he testing resulted in a few

people walking away, leaving the congregation iechef healing.
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Summary
In this chapter, the researcher presented thecddégted from the interview
process discussing the four leadership challertgasatere identified. The data was
presented in the words of those interviewed in otdgive a thick and rich description
of the events, thoughts and attitudes of those pénbicipated. In the next section, the
researcher will present the literature reviewedhapter two along with the data of
chapter four in order to compare and contrastitbeture with the actual experience if

the interviewees.



Chapter Five
Discussion and Recommendations

The purpose of this study was to explore how cageynes experience adaptive
change led by pastors in an established congregati@rder to research this subject, the
researcher needed to understand how congregargsenqge their pastor’s leadership
during the process of change. The following redegrestions guided this study.

1. What leadership challenges did the pastor fadbechurch considered a

denominational change?

2. What was it about the pastor that caused thgregation to stay in the change

process?

3. What was the cost for the congregation?

In chapter two, the researcher examined literateleged to the effectiveness of
leadership in guiding organizations through thengeaprocess. The three literature areas
included works that discuss the dynamics involvelkading change, works that
demonstrated leadership within organizational systeand a brief discussion of
leadership from a biblical and theological framekvor

In chapter three, the methodology of the study prasented. The researcher
designed the study to utilize the case study metiiogialitative research. Sharon
Merriam states, “The single most defining charasterof case study is delimiting the

object of study, the case"* The study was limited to the period of time involy one

1% sharan B. MerriamQualitative Research: A Guide to Design and Impatation 3rd ed. (San
Francisco: Jossey-Bass, 2009), 40.
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church’s decision to join a new denomination. lamter four, the data from the interview
process was presented in relationship to the relseprestions. In this final chapter, the
researcher will draw conclusions and make recomidénts. The conclusions and
recommendations will be presented through compamthcontrasting the literature from
chapter two with the data analysis presented iptelndour as they pertain to the research
guestions.
Discussion of Findings

In this section, the data gathered from the liteateview will be used to analyze
the interview process and will demonstrate thetp@soutcome of the leadership
approach pursued by the new pastor in this studythe desire of the researcher that
other pastors called to lead in difficult churclcamstances might gain valuable insight
as they plan their own leadership strategy.

The Nature of Systems

Leadership does not happen in a vacuum. Each Eagdespportunity takes place
within a system. The system is a preexisting coonlithat must be acknowledged,
studied, and managed if lasting change is to beraptished. Every congregation has an
existing system. The system includes proceduregelisas “power people’®® The power
people in a congregation are those within the systho have the most influence. They
may often be a small group with a larger followidgmes Plueddemann suggests,
“Certain people have more power, influence andisttitan others'®’ It was observed

that the congregation that the researcher studesdwatching to see how this group

136 James E. Plueddemarnreading Across Cultures: Effective Ministry and &iis in the Global Church
(Downers Grove, IL: IVP Academic, 2009), 93.

157 |bid., 93.
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would respond to a given circumstance, as suggéstddichele’s comments: “A few of
the people kind of ruled the church, rather thanléadership.” Within a system, there is
the additional factor of the collective. Individudentities make up the system, but the
system has an identity of its own. There is, adogrtb Goleman, Boyatzis, and McKee,
the power of culture within an organization. Theyplain, “Even the best development
processes, will not help to change the organizatitrey focus only on the personal and
do not take into account the power of the emotioeality and the culture*®® They are
suggesting that a change program will not worké system itself is not taken into
account. Change cannot happen in the parts ofydtera without touching the whole. An
example of this is when the church being researtbreithis study was working through
some changes. Michele remarked, “I figured wherchanged that if people like (names
of leaders omitted) could be okay with this, | guewas okay.” She allowed those whom
she respected to help her as she struggled tostaddr
Leadership Challenges

The new pastor whose leadership of change wasutieds of this study
encountered leadership challenges from the vesy$iunday he entered the church.
Mary explained, “We were a church in turmoil.” Skaded, “I would not have wanted to
come into this church...People were at odds withaaher. The fact was that we were
losing people; we did not see them anymore.” Jasorembered, “Some Sundays there

were thirty people in church, and | was hopingdomeone to come in and shake things

up.

138 Daniel Goleman, Richard E. Boyatzis, and Annie MekPrimal Leadership: Learning to Lead with
Emotional Intelligenc€Boston: Harvard Business Review Press, 2004), 226
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The condition of the church at the time of the rpastor’s arrival was difficult.
There were several contributing factors that ledrt@tmosphere of unrest. Michele
confessed that they were “pretty much at odds, wotftinual dissention.” The church,
according to Karen, was a place of *“disunity” ddvided opinions.” Karen added that
the church organization was in need of “focus angction.” It was not surprising
because the leadership was unable “stand up aactkatge,” conceded Michele. There
was a hunger for Bible-centered teaching and pregch was Jason who uncomfortably
admitted, “Pastors were preaching on the signeetbdiac; yeah, there were twelve of
them and twelve apostles.” He added, “I mean,ithahat it was like; that is why the
church was hurting.”
Leader asLearner

The pastor is often blind to their own need todmee a learner. Herrington,
Bonem, and Furr confess, “Our role of leadershigenadifficult to accept the role of
learner.**® Michael Fullan proposes, “Learning lies in oureigrtation of the precision
needed for consistent performance — using whatirgady know — with the new learning
required for continuous improvemerf® James M. Kouzes and Barry Z. Posner explain,
“The more you are engaged in learning, the moreessful you are at leading®*

Goleman, Boyatzis, and McKee agree, “Life is tHmfatory for learning*®? The

159 Jim Herrington, James H. Furr, and Mike Bonéeading Congregational Change: A Practical Guide
for the Transformational Journdgan Francisco: Jossey-Bass, 2000), 5.

180 Michael FullanThe Six Secrets of Change: What the Best Leadete Belp Their Organizations
Survive and ThrivéSan Francisco: Jossey-Bass, 2010), 76.

161 James M. Kouzes and Barry Z. Posfiére Leadership Challengéth ed. (San Francisco: Jossey-Bass,
2008), 203.

182 Daniel Goleman, Richard E. Boyatzis, and Annie MekPrimal Leadership: Learning to Lead with
Emotional Intelligenc€Boston: Harvard Business Review Press, 2004), 193
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difficulties identified in the church were the résaf various influences. Bill points out,
“The church had been through multiple changes.s&ld, “There was an average of a
six-year stay for most of our previous ministergmseveral decades.” He speculated that
this has led to the uncertainty that the churclsfemnd he sighed as he added, “We were
in limbo, and the people were struggling with wbat identity was going to be.” Dave
explained that the new pastor “listened,” and Kardded that he “acquainted” himself
with the congregation. She went further, sayingthed to everyone,” and he was
“pleasant.” It is the observation of the researt¢hat the comments concerning the
pastor’s willingness to listen and to become aaugfedi with the church members
underscore Michael Fullan’s “integration” of presknowledge with “new learning'®®
Teaching and Preaching

Dave conceded, “I can remember people saying, ‘hatrgetting anything; | am
not being spiritually fed.” That said to me that éid not have good expository preaching
at that period.” Biblical preaching and teachingeveery important for this
congregation. In this study, the congregationsirécent past had not received a balanced
biblical regimen. In the words of Michele, “It gt the point where people were asking
the former minister, ‘When are you going to preadft¥en are you going to lead a Bible
study?”” Dave explained, “We had had a problem.. ifugda pastor who was an
expository teacher.” After the new pastor arrivigdry remarked, “I like all the Bible

teaching. It is not only the teaching and preacthuagalso the delivery as well. | do not

183 Michael FullanThe Six Secrets of Change: What the Best Leadete Belp Their Organizations
Survive and ThrivéSan Francisco: Jossey-Bass, 2010), 76.
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want somebody to stand up there and give me wétaduld do during the day. That is
boring; | can hear that on any talk show.” The pastlated scripture to the
congregation. Samantha concurred, “The preachirdgrtiae service interesting and
made it so that a person like me could understavidry added, “There would be great
agreement that the new guy can really preach agefm
LeadingisNot for Wimps

The leader is always in a position to be observebaiticized. John Kotter
acknowledges, “Risk taking brings failure as wsllsaiccess. Honest reflection, listening,
solicitation of opinions, and openness bring bagsand negative feedback as well as
interesting ideas™®* Leaders open themselves up to a steady flow dtadi is, after
all, their church, but the pastor needs to be seasp the needs and desires of those in
the church. At the same time, however, the past@tmot be swayed from the path he
knows is necessary to bring about change. Daversyaents underscored this principle.
He explained that the pastor “earned our respeaxuse of his insights.” The pastor had
understanding and insight into what the church edednd though the pastor “was not
dogmatic,” Dave added, “He never wavered in terftacommitment to the
principles.”

In the face of challenges, the pastor demonsti@igilingness to persevere.
According to Jason, “even when people were meé&e,’bastor did not lash out. Instead,
he remained in open conversation, even thoughrit Herrington, Furr, and Bonem,

speaking about their own leadership journey, adi®imh many occasions the conflict

%430hn P. Kotterl_eading Change, With a New Preface by the Au(Boston: Harvard Business Review
Press, 2012), 190.
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became very personal. Our motives and character efellenged many times® The
pastor faced contention from some of the membeasr@sponse to the fear of losing
something. Bill stated, “There were people feaghgnge, inevitable in any transition.”
The difficulty of the change process is underscdrgtieifetz and Linsky who advise,
“You appear dangerous to people when you questiein Yalues, beliefs, or habits of a
lifetime.”*®® The directional change was shedding light on qoesthey had never
examined. The congregation was asked to considadéa that there could be another
way to do things. Bill admitted, “The changes tatwere making, the hurt that people
had suffered before, and some of the hurt thatlpesere experiencing was because
things were changing; we were not going back totwieahad been, which was really a
good thing.”

Heifetz and Linsky suggest that the leader is walbke to four basic forms of
danger. They say, “When exercising leadership y&ugetting marginalized, diverted,
attacked, or seduced® The dangers presented are real and often catsk thioo lead
unaware, complicating the response. They acknowtedg

It is difficult to resist responding to misrepretaion and personal attack. We

don’t want to minimize how hard it is to keep ya@mposure when people say

awful things about you. It hurts. It does damagey@ae who has been there
knows the pain. Exercising leadership often riskeifg to bear such scaf®.

185 Jim Herrington, James H. Furr, and Mike Bonéeading Congregational Change: A Practical Guide
for the Transformational Journdgan Francisco: Jossey-Bass, 2000), 7.

186 Marty Linsky and Ronald A. Heifett,eadership on the Line: Staying Alive Through tlem@ers of
Leading(Boston: Harvard Business Review Press, 2002), 12.

187 1bid., 14.

168 |hid., 44.
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Fullan asserts that change does not come eastheré is to be lasting change, it will
require a sustained effort over a long periodmgti He calls the change process

“reculturing,”™®®

explaining that change has to be implementedjusbstructurally, but
at a cultural level. Commenting on the change m®cee says wryly: “Reculturing is a
contact sport that involves hard, labor-intensiveea >

The difficulty of trying to stimulate change musitie underestimated. If there is
to be lasting change, it will require a sustaindreover a long period of time. The
motivation to stay in the change process is diffitnmaintain. John Kotter observes,
“When it becomes clear that quality programs otwral change efforts will take a long
time, urgency levels usually drop’® In the present study, the congregation was weary;
they had endured several seasons of contentionprBveous leadership had failed to
direct the church. Jason explained some of theak®st “Some had been called to be
interim; but because of the leadership void, thiegtto take the pastorate. Those who
were called to be pastors said they were goingtorg thing and then did not follow
through.” The church was in a state of confusiohicW is not unusual when so many
changes occur. Two keys to motivating people taonghaare clear communication and
attainable goals. Kouzes and Posner explain, “Lsddeow they have to break down big
problems into small, doable actions. They also ktizat you have to try a lot of little

things when initiating something new before youiggght.”*"?

%9 Michael FullanLeading in a Culture of Changeev. ed. (San Francisco: Jossey-Bass, 2007), 44.
1701bid., 44.

1 John P. Kotterl_eading Change, With a New Preface by the AugBoston: Harvard Business Review
Press, 2012), 12.

172 James M. Kouzes and Barry Z. Posfiére Leadership Challengédth ed. (San Francisco: Jossey-Bass,
2008), 192.
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The atmosphere and tone set by the pastor washefpful and encouraged the
congregation to consider the changes. The congoedadd time to consider these things
before they voted for change. The process was thozie open manner, not just decided
by a few. Jason asserted, “I mean it was an oEmussion. It was always open. | mean,
we always said, ‘Hey, we are going to talk aboig;tbome down and talk about it; get
here and talk about it.” The talks Jason was refgrto were the “family talks” as well
as the adult Sunday school. The changes were disg¢urs public meetings where all
church members could atterid each of the meetings, the reasoning was predent
without a heavy hand. Again Jason explained, “I¢ wat just ‘drop the hammer, and
here it is.” Lou, commenting on the pastor’s aittié, said, “He was here to help us; his
leadership was a servant-type, which says, ‘I ama teehelp you.”” That was very
encouraging for Lou. He added that even thouglew tesisted, they were not singled
out and torn apart, but were still included andeneepart of things for quite a while.”

As Bill reflected on the humility of the pastor, &gplained that the pastor
demonstrated “a compassionate approach, a Cheskladership.” Bill said, “The pastor
made himself a real person; | mean, he did notbgesltting on a cloud and lording it
over everyone.” Dave agreed: “The pastor did resttus in a way that made it sound
like anyone who did not agree (with him) was ‘autunch,’ if | can to put it that way.”
The best-selling author Jim Collins says, “The gtmdreat leaders never wanted to
become larger-than -life heroes. They were seemimiglinary people quietly producing

extraordinary resultst*®

173 Jim Collins,Good to Great: Why Some Companies Make the Leaql.Others Don’t(New York:
Harper Business, 2001), 28.
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Manage the Pace of Change

The literature suggests that managing the pachafge is a leader’s
responsibility. Heifetz and Linsky propose thatréhare times when leaders need to
cause an issue to “ripen’* While referring to the concept of ripening, theypkain,
“Sometimes you have to hold steady and watch ®otbportunity. However, if you
notice that there is never a time for your isswe; mmay have to create the opportunity by
developing a strategy for creating urgenty.Herrington, Bonem, and Furr agree; they
call for the leader to “generate and sustain oredénsion.*’® This is the idea that the
leader must bring an issue to light and allow tiganization to wrestle with the
implications. They believe:

Change is driven when a significant gap exists betwa vision of the

future that people sincerely desire to achieveankar sense that they

are not achieving that vision. At this point rectigm grows, so does their

willingness to change their perspective and try approaches. This is the

point at which they are experiencing creative t@mst he discipline to

generate and sustain this driving force is indispbte for change

leaders.”’
Herrington, Bonem and Furr suggest the abilityetgutate the creative tension
that an organization can live with is an “art®

The church members agreed that the pace of chaag@&wportant. The changes,

according to Michele, “did not come at the stafiie pastor spent a great deal of time

and energy building trust, “trying to convince pEjghat the changes were good

174 |bid., 146.
175 bid., 148.

176 Jim Herrington, James H. Furr, and Mike Bonégading Congregational Change: A Practical Guide
for the Transformational Journdan Francisco, CA: Jossey-Bass, 2000), 100.

7 bid.

178 |bid., 101.
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changes. She adds, “He was very slow in takindnerchanges.” Mary’s words echo
Michele’s; she comments, “He drew us in beforedid,sWe are going to change and
this is how it is going to be.” Jason thought ffrecess was done at the correct speed
and in a helpful order. He remarked, “It startetitbe right way; we did not jump right
into why we should baptize babies, and the pastior, Ve are going to talk about that,
but we are not going to talk about that right néw.’
Why Stay in the Change Process?

As previously stated, the change process can lgedod at times difficult.
Heifetz and Linsky advise, “You appear dangerouyseople when you question their
values, beliefs, or habits of a lifetim&®They add, “It demands that we remain true to a
purpose beyond ourselves and stand by people caeiopately, even when they unleash
demons. Taking the heat with grace communicatgeoesor the pains of chang&®

The researcher desired to know why the congregates willing to remain in the
process. Three factors were observed, includinghbulimited to the following: the
pastor gained trust, the pastor stuck to his caoiovis, and the congregation felt that the
church was their home. These influences, thoughdkerlap with others that have
already been mentioned, are significant enougletexdamined here.
Trust Gained

The interviewees explained that they came to theshew pastor. Mary
commented, “I think | could tell him anything and Wwould understand; he is human.”

That attitude was reflected by Karen who said, “¢ould go to him any time you

9 Marty Linsky and Ronald A. Heifett,eadership on the Line: Staying Alive Through tlem@ers of
Leading(Boston: Harvard Business Review Press, 2002), 12.

180 |hid., 146.
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wanted to.” “He admits his wrongs, He was rightéhalong with the rest of us,” said
Michele. Dave added, “The pastor was certainlydpanent; he had been right from the
beginning. He identified himself with those of nsthe congregation as opposed to
setting himself apart.” Karen stated, “He was abliesten” Daniel Goleman, Richard
Boyatzis, and Annie McKee, assert, “Too many lesdait to invite truth, which can
leave them prey to the CEO disease — being a ledu®is out of touch and out of
tune.®!

The congregation learned to trust, as the pasterheaest and authentic
in the presence of the people. Karen said, “Hepl@ssant. Michele’s impression
of the pastor was that “he could step down offgghkpit, and be preaching to
himself.” The interviewees expressed their apptemeaof the pastor’'s honesty.
He was willing to stay open to what the Holy Spivainted to do in the church.
Jason explained:

The pastor began respectfully. | think out of cdesation for where

everyone had been; very honestly, he said, “Loakn Ihere. | may not be

what you want, but this is who | am”—you know, kgimonest and open.

“This is where | am coming from and | will leadlasg as | am asked to

lead or guided to lead. And if it is not what iseded, if it is not what God

wants, then | will move on so the right person barhere.”

The congregation appreciated the open and horedsggdie that took place as the
change process continued. The conversations ceatjraven though some were very

difficult, and in Jason’s words “challenging,” megfs. It is the researcher’s observation

that this open and honest attitude went a longiwdyilding trust. As Bill remarked, “I

'8 Daniel Goleman, Richard E. Boyatzis, and Annie MekPrimal Leadership: Learning to Lead with
Emotional Intelligenc€Boston: Harvard Business Review Press, 2004), 193
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do not believe | ever heard the pastor belittleoaeyor discredit his or her belief on any
subject.” He added the pastor attitude demonstraikidgness to “respect why those
challenges were there.” As trust was built, thengiegprocess was able to move forward.
ConvictionsHeld

Dave remarked that the pastor “earned our regpaztuse of his insights.” The
teachings as presented were new; yet accordingve,DHe was not dogmatic; he never
wavered in terms of his commitment to the prinagplaut he did not treat us in a way that
made it sound like anyone who did not agree wastwilunch,’ if | can to put it that
way. But | think that he was consistent; he hasagibeen consistent.”

Jason agreed that the pastor held to his conugimthe presence of differing
opinions. He commented, “He definitely said thadigenot believe everything that
others might believe and that we are going to adléut it.” The fact that he was willing
to talk about things encouraged people in two whss; they felt that they were not
going to have things “pushed” on them, accordingdth Jason and Karen. And
secondly, the conversations with the congregatemahstrated the strength of the
pastor’s conviction. Jason explained that the pdat@ht what was in the scriptures; he
looked at the scripture and said, “Look, we canusitlook at this verse; we have to look
at this whole book behind it.” Lou added, “Wellethery first thing was that we heard a
different approach to the gospel and a challenggjtist because he (the pastor) said it,
that was not enough ...he (the pastor) challenged ge back to the Bible, go through
it, research it ourselves, and become well vensed’i

The pastor, according to Bill, would say, “Thisnkere | am coming from. |

understand this is where you have been, and tinkése it meets up. And this is where
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there are differences.” Then the differences wgesrened against the scriptures. Bill
said it was “very important” to take that type ppaoach because “as the men walked
through the Westminster Confession,” the men ®lhaugh they were heard as well as
taught. He remarked, “I thoroughly loved it.” Thee® factors helped the congregation
stay in the change process.
My Church

Mary said, “This is my church,” and Dave commentddly commitment has
always been here.” Michele said that the congregatias her church and that the church
had been “a savior a lot of times for me.” Maryebkio say that she was carried in her
mother’s womb to the church. She does not likeitalge her age but said only, “I have
been around here a very long time.” She recalledincident when she left the church
for a while because she “did not like the pastbr.that time, she visited other churches,
and what brought her back was the familiar. Sheiteld) “You know, they were not
home to me. And he (the pastor) cannot last foré@re added in closing, “And | swore
| would never do that again. So you are not gettidgf me that easy.” For some
members of the congregation, their willingnesstéy & the process was the fact that
they had attended the church for a long time. Tdwsidered the church to be their
home.

What Did it Cost?

Bill admitted, “I had a lot of mixed feelings. Tigewas a lot of angst, | guess,
over some of the friends that | had grown up withhe church.” They were leaving
because of the doctrinal changes. The pain was aoute for Bill because they were

people who just said, “No, it is too different.d dot want anything to do with it, and |
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am not going to try to understand it.” It was hardvatch because Bill “could see
something better coming.” Jason and Michele expththat it was difficult to be around
extended family. There were some “intense convierssit’ said Jason. Michele added,
“Any time | get together with anybody on that sidesomething comes up about church
or doctrine, | have to sit and argue my point.” Toagregation’s willingness to stay in
the change process was costly. They felt the hebeertaf watching relationships drift
apart because of the changes.
Recommendationsfor Practice

The researcher, having presented the findingsi®fstiidy, suggests several
words of encouragement for pastors who are calldéelad. First, consider your calling as
a pastor; you are there on behalf of another, tird lesus Christ. Francis Schaeffer
points out, “We are not greater than those overmwiae@ have authority. If we have the
world’s mentality of wanting the foremost place, are not qualified for Christian
leadership.*®? This means that the people you lead are God'slpdmiore they are
yours. The success or failure of the church isndtely in Jesus’ hands. The pastor is
called by God and invited by a congregation to bkeg. He is not there to satisfy his
own needs, but to meet the needs of others, ahask impossible outside of the grace
of God. Careful attention must be given to thig.fate call to faithful service can only
be answered if the pastor keeps his eye on hisstpherd, JesuBy his own
admission, Jesus was following the plan of anofhiee. plan he followed was his
Father’s. His leadership was a reflection of whatFather wanted. In John’s gospel,

Jesus says, “Truly, truly, | say to you, the Som @da nothing of his own accord, but only

182 Francis A. SchaeffeNo Little PeoplgWheaton, IL: Crossway, 2003), 69.
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what he sees the Father doing. For whatever theeFdbes, that the Son does
likewise.™® The pastor is to emulate Christ.

Secondly, learn to listen to the heartbeat of ymmople. Dave, Karen, and
Michele each remarked that the pastor “listeneds 1oo easy to make those who attend
your church the enemy of those you want to attBitlacknowledged that the pastor
valued the congregation in the midst of the chagk=nand was willing to “respect why
those challenges were there.” This insight madeoag impression upon the researcher;
the congregation is called into being by God, noaby individual pastor’s call.

Thirdly, learn to be real. As a member, Mary watthew the pastor interacted
with the congregation. She said, “I think some stigis get all over being a minister, you
know; some are just so holy.” This insight led thsearcher to conclude that the pastor
must always be mindful of the advantage that he Hasas the benefit of an advanced
degree, time to study, and time to reflect on trg@tures during the week. Bill agreed:

With the pastor it was never an “l-am-holier-théwod” sort of thing. And

that goes a long ways toward having people undeistg their own

relationship with God. And, again, within the coegation, | think people

said, “This guy is real.” | mean, he was real biotim the pulpit and on a

personal level.

Finally, give yourself to personal times of refresnt, study, and self -
improvement. The researcher was impressed by tloemnof work the change process
entailed. The pastor as well as the congregatianfully engaged in the activity. The

lines between events became blurred over timengem, Creech, and Taylor point out,

“We are emotionally wired together in systems sthet we react to one another, often

183 John 5:109.
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without even being aware that we are doing’§6They advise, “When anxiety rises, we
become rather predictable. Our thinking becomesdtsar and more reactivé®® They
further explain, “It is easier to know and do tight thing if we can be clear on what is
going on emotionally for us:® They are encouraging the leader to beware of Hirimse
the process. This involves careful attention to #onal intelligence. The congregants
were looking to the pastor’s leadership throughBHhxe studies, Sunday sermons, and
personal visits. The congregation needed a pagdtorwas alert and engaged. Rest and
refreshment is critical if a pastor is to maintparspective.

Recommendationsfor Further Research

There are many wonderful churches that have weadh#namatic changes and
have grown stronger as a result. Their storievang seldom told; the reason for this
may be that the numbers of such churches are smidiéir locations may be out of the
way. The research most often covers the big ss&tesies. These stories are not easily
imitated because in a small congregation, resowaeBmited.

The researcher would recommend, first of all, nsduelies of small, ordinary
churches that are doing extraordinary things. Tump@se of this would be to look for
discernable patterns of success. The stories sétbleurches could be published, and
other small churches could identify with the ster@d find encouragement. These
stories would also be beneficial for pastors oflsomngregations who need refreshment

and encouragement to continue in the good work éneycalled to do.

1843im Herrington, Robert Creech, and Trisha L. Tayltre Leader’s Journey: Accepting the Call to
Personal and Congregational Transformati®an Francisco: Jossey-Bass, 2003), 30.

185 hid., 31.

186 |hid., 34.
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Secondly, because of the limited scope of the ptegady, more research into
the dynamic of change needs to be undertakencpkatiy as change touched the various
ministries within the church. A study of how a demoational transformation impacts
the way youth ministry is conducted or how the watseninistries respond to the larger
context of change would be very interesting.

Third, a study of how the preaching and teachintpefscripture (specifically
from the reformed perspective) influenced the ceggtion to navigate the change
process would give valuable insight into the chanigeess.

Finally, the researcher would recommend a followstyaly of this particular
congregation at the time of their next pastoratgdeso determine whether the changes
made under the present pastor were driven solelydgersonality or by an actual

change in the church culture.
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