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Abstract

The purpose of this study was to investigate hamisters develop effective
leadership teams in congregations. To gain thig, daé following primary research
guestions were used: 1) What are the main stegteginisters use to create effective
leadership teams in congregations? 2) What issiade it difficult to develop effective
leadership teams in congregations? 3) How haest@fe leadership teams impacted the
life and vitality of congregations? 4) Why haversostrategies used by ministers to
create effective leadership teams been successful?

The researcher conducted a thorough review obtitee, including academic
literature from the world of business studies, welttere has been intense interest in
leadership development. Systems theory, adaptadgelship, and emotional intelligence
in leaders and organisations were areas in acadgenature that are pertinent to
developing leadership teams. It was also necessagnsider approaches taken to
leadership in theological/ecclesiastical literatdreis strand of research yielded many
examples of attempts to develop effective leadprsdams, as well as rich veins of
information and illustration in the secular worldsport, politics, and the military.

The researcher employed a qualitative approadhmigastudy, selecting eight
interviewees through “non-probability purposive gding.” A small number of
participants were carefully selected to yield aadetl picture of church leadership in a
wide range of situations. The research uncoverellesi strategies that lead toward the
successful development of effective leadership sedrhese strategies include watching,
teaming, framing, communicating, experimenting, arehtoring. In analysing why these

strategies might succeed, the researcher concthdéévery approach or strategy must



have as an integral characteristic the tendeneypb@ance vision and unity among team
members. Without these two factors all strategididoe significantly defective and

likely to fail.
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Chapter One
Introduction
“For sudden the worst turns the best to the brave.”

These words from “Prospice” by Robert Browning insg Sir Ernest Shackleton
and his men to accomplish some of history’s greéd¢ess of Antarctic exploration and
endurancé.Shackleton is recognised as one of the world’atgst Polar explorers and
most effective leaders of ménde had the ability to think, anticipate, organisieeer,
and inspire. He was a character both steely anghassionate. He led through the most
harrowing expeditions when all seemed hopelessnsfered confidence and motivated
men to almost superhuman achievements. Testing tme gifted leadership can be
catalysts for great achievements.

Successful leadership in any sphere involves amgdiecharacter, motivation,
change, relationship, and growth. Leadership iagbintensely demanding, and in the
church of the twenty-first century, the enormitytioé challenges often seems
overwhelming. If the church is ever to flourishtime most difficult of secular times, the
best leaders must bravely engage faith and evedygiM@n ability to inspire their
members to work and witness together, not jussdvival, but for growth. A great deal

of this depends upon fellowship, unity and coopenaih creating a team. According to

! Louis UntermeyerCollins Albatross Book of Verse: English and Amemi®oetry from the Thirteenth
Century to the Present Dgy.p.: Collins, 1973), 435.

2 Margot Morrell and Stephanie Cappar&hackleton’s Way: Leadership Lessons from the Gxagrctic
Explorer (London: Nicholas Brealey, 2001), 188 and 213.

3 Ibid., 205.



George Cladis, author akading the Team-based Churddow Pastors and Church
Staffs Can Grow Together into a Powerful Fellowsbfiheaders“A healthy church
leadership team with trusting relationships radidtealth and vitality throughout the
church organization and its whole system of retediops. Just as powerfully, a
dysfunctional team radiates pain and dissensiautirout the congregatiofl.”

Interpersonal relationships communicate themseluession spreads unseen, and
so does trust and genuine friendship. Church lsddee huge challenges as they seek to
guide God’s people forward to fulfil the commissitiat Christ gave two thousand years
ago. In the twenty-first century, the basic spaitand emotional needs of people remain,
but there are practical challenges that are nawingstry structures and organization. In
an age of free choice and individualism, one ofgreatest challenges is to “keep the
fellowship” — to remain united in vision and purppsgeveloping healthy relationships
among leaders and members so that personal amdapgrowth can be nurtured.

One of the traditions that the Presbyterian Churdheland (PCI) has developed
over centuries is the “one man ministry,” whichohxes an individual minister carrying
the weight of almost all responsibility for minigtin the congregation. This was never a
healthy form of leadership. At the 2011 Generaéeksbly of the Presbyterian Church in
Ireland, the Leadership Panel of the Board of @lansTraining reported:

We live in a changing world and an unfortunate aspé&that is an unrelenting

decline in Church attendance especially amongsgdbager generation. Society

is becoming increasingly secular and distant fromal. 3’ he models and patterns
of leadership in the Presbyterian Church in Irelafidn date from a by-gone era

of “Christendom” when the Church did not face thelsallenges. Perhaps that is
part of the reason why leaders are overstretehed.

* George Cladid,eading the Team-based ChurdHow Pastors and Church Staffs Can Grow Together
into a Powerful Fellowship of Leadersst ed. (San Francisco: Jossey-Bass, 1999), xi.

® Presbyterian Church in Irelan@gneral Assembly Annual Repofisp.: PCI, 2011), 195.



The weaknesses in the traditional leadership stre®f the PCI have been
greatly accentuated over the past three decadesam@g changes in society have
rendered this model ineffective for growing vibrahurches.

We have enlarged our knowledge of the world, ssstineedoms once only

dreamed of, expanded rights, opened the doorduafagion, lifted hopes, and

mightily multiplied our prosperity. But in ordes £njoy these manifold benefits,
we have had to pay some stiff costs. Modernizdtesalso blighted our lives by
cutting our connections to place and communitgyaing our levels of anxiety,
and greatly diminishing our satisfaction with gaios. It has spawned pervasive
fear and discontent. It has contributed to thalkdewn of the family, robbed our
children of their innocence, diluted out ethicalues, and blinded us to the reality
of God. It has made us shallow. It has made usyefnp

Large numbers of people have better educatiomat@reocial competence, access
to technology and information, a heavy dose of scism and the confidence to express
it. Changes such as these have caused considprabfire as ministers have sought to
adjust their leadership styles and maintain umttheir congregations. These pressures
have often been very difficult for any who wanntaintain things as they have always
been.

Leadership styles that do not resonate with tlitlewcommunity and church
members will be ineffective and result in an outedachurch and leadership stress. In the
General Assembly Annual Reports of the same yéatisscs were presented of the
overall numbers of families and members claimitiglawith the denomination over a
thirty-five year period. The figures are causedeep concern to anyone interested in the
health of the church. In the thirty-five years beén 1975 and 2010, the number of

families dropped from one hundred and twenty-etgbtisand to one hundred and four

thousand, representing a loss of twenty per carthd same period, the number of

® David F. WellsGod in the Wasteland: The Reality of Truth in a Mof Fading Dream¢Grand Rapids,
MI: William B. Eerdmans, 1994), 12.



individuals of all ages dropped from three hundxad eighty thousand to two hundred
and fifty thousand (over one third).

Figures which present a very similar impressianauvailable across the spectrum
of churches in the United Kingdom. In 1979, chuatlendance in England stood at 5.4
million (11.7 per cent of the population). Ninetegars later, in 1998, this had dropped
to 3.7 million (7.5 per cent of the population).iFfs a significant change, and the deeper
concern is that it has happened so rapidly, aadtiate when the population has gro{vn.

There is nothing new under the sun. Christian®#san tempted to think that the
challenges facing the contemporary church haverrsen encountered before.
However, New Testament leaders also dealt withasacid spiritual change and
challenge. They had been commissioned by Christ&after the ascension they no longer
had his physical presence in a hostile world. Befeaving, he had warned them that
they would be “brought before synagogues, ruletsarthorities” and “handed over to
be persecuted and put to death, and...hated bytahsasecause of mé.”

In the New Testament, small groups of believedsthrir leaders worked
together to strengthen the church and drive ils@mice. There are many examples of
this, including the leading group at Jerusafefmtioch*® and the many groups of

individuals with whom Paul had contact on his missiry journeys: Paul wrote openly

" Eddie Gibbs and lan CoffeGhurch Next: Quantum Changes in Christian Minigtrgicester: Inter-
Varsity, 2001), 21-22.

8 Luke 12:11; Matthew 24:9.
% Acts 15:4, 22.
0 pid., 13:1-3.

1 Romans 16.



of his joy, struggles and anguish in ministry. Hgad leaders to be firm and wise in their
work with the church, where there was often tension

Paul relied heavily upon others to help him. Rafiee is often made to Paul and
Barnabas as a mission te&hit is also important to draw attention to the Ergeams.

As Paul was returning to Jerusalem, it is recottlatihe was accompanied by seven
fellow workers?® while in his letter to Philemon, he mentions fotker workers who
were with him at the tim&.

In Acts 20, Paul calls the elders of the churcBE@tesus together to say farewell
and also to urge them to watch over the flock amdware of the problem of divisidn.
Later, he writes to the church and discusses fite @od has given individuals in church
leadership so that the body can be built up and togjether in lové® In his second
letter to Timothy, he warns about quarrelling andsibn, emphasising that the Lord’s
servants must be kind, not resentful, and willmgéntly instruct” Later he provides
touching insight into his personal needs and pratctircumstances — he needs company,
his coat, and his scrolls. His need is urgent,lendants Timothy to come quick!§.n
his letter to Titus Paul instructs him to appoildees in each town to provide leadership

in the churche&®

12 Acts 13:13, 46; 14:23.
3 bid., 20:4.

14 Philemon 23-25.

13 Acts 20:28, 30.

16 Ephesians 4:11-16.
72 Timothy 2:24-26.

18 bid., 4:9-15.



One of the clearest insights into the sense df/@amd team in the early church
comes from the very personal greetings given toynfiad@nds and fellow workers in
Romans chapter sixteen. Of the thirty-seven peogheed or individually referenced, ten
are described as workers or servants in the chilitehexpressions used are “fellow
worker,” people who “worked very hard,” or “servanitthe church.” Out of the
remaining twenty-seven, there may be more who Wedi@v workers, but these terms
are not used. It is very obvious that Paul shaegegdansibility and burdens with a great
number of people who worked alongside each oth#rain different localities. This
chapter provides a clear sense of fellowship, combund, and united service among
these people as they lead the early church. These dynamic and effective teams.

It was crucial that the early church authoritiexevcapable of leading believers
from diverse and conflicting backgrounds. The chukas a new phenomenon in the
world, and society had little understanding of wihatas. These Christians were to
impact the world — to grow, to spread, and to ieflce society. The New Testament
shows a full spectrum of church life and work, r@ireg churches with amazing
generosity and willingness to suffer for the gospslwell as exposing a darker side of
these congregations, involving secret sin and grieetthis context, the leaders of the
New Testament church exercised their leadershipramiled to foster growth. By his
practice and instructions, it is clear that Palielved in team ministry, depended heavily
upon others to play their part, and worked hanshaintaining relationships and effective
leadership in the church. Without a close bond ofual support, these leaders would
have become isolated, intimidated, ineffective, amentually extinct! There were few if

any lone leaders in the New Testament church.

19 Titus 1:5.



Leadership for a vibrant and effective churchwenty-first century society must
change its traditional approach. While the curreotld is a very different world from
that of the first century, some structures in tadyechurch will prove to be relevant for
revitalization in the modern church.

Statement of the Problem

Surveying the PCI today, one can find numerousmgt@s of ministers
struggling, including lone leaders who are worn damith exhaustion and embattled
leaders who are anxious with opposition. In 1988 was recognised and widely
discussed by the General Assembly in its annuarteff The Divine Healing
Committee spent three years studying the incidefs&ess in the ministry and
considering what might be the causes of this probkemong their comments on the
problem was the following:

...22 per cent of the respondents indicated an exeelevel of stress. 9 per cent

had already been off due to stress during the pusvihree years. 17 per cent had

given prolonged consideration to moving out of futie ministry altogether, and
for 3 per cent it was a case of both time off aodsidering a move odt.

Clearly, there is a significant issue here, andyrsruggle with the burdens of
work and responsibility. In a final published repp@ntitled “Stress in the Christian
Ministry,” the question was addressed at a numbkvels, but two that have
significance for this dissertation are the mattérahat the report called “Structural
stress,” and “Operational stress.” Structural stisshe administrative structure of a PCI

congregation and the long-developed perceptiontligaininister must do everything and

be in sole charge of running the church. Some ®ptirases used in the code (the rule

% presbyterian Church in Irelan@eneral Assembly Annual Repafitsp.: PCI, 1996), 233-235.

2\bid., 234.



book) of the PCI seem to infer this or at leastehbgen interpreted in such a way. This
inevitably places the minister in a pressurisedtiprs The report called for work to be
done to clarify the structures and governing resfmlities within a congregation. The
assertion was made that it is:
...not impossible to draw up a more appropriate dgson that sets out more
clearly the roles of the Teaching and the RulingeiEd, and of their relationship
within the Kirk Session and congregation, and hbese roles and relationship
should work out in practice. Such a revision wogihdsome way to correcting the
false perceptions and expectations that exist t6day
Closely linked with this, the term “organisatioséiless” referred to the fact that
teamwork is generally not well-developed within RGhgregations. The following
comments are taken from the same report. The follgpwuotation is from a section of
the report which has put together a miscellanyeafarks and observations from
Presbytery responses invited by the committee:
What concerned us most about the results of theegwras the perceived lack of
teamwork in many congregations. In Presbyteriaritsrteam is of crucial
importance. This is true, but unfortunately in Pygerianism the team is left
undefined and so we end up with a problem: “the QNEN BAND concept is
very strong.” “Many congregations, elders and nters still see ‘clericalism’ as
the norm. This is a mixture of tradition, inheritedes and what is most
comfortable.” The omnicompetent minister is a faplerception that must be
changed in the light of Scripture and for the gobthe Churct?
The governing structure of typical Presbyteriangregations has not clearly
required or encouraged a sharing of leadershipresipility, and this has resulted in
“one man ministries,” weak concepts of team world ministers who often find it

difficult to develop effective leadership teamshare burdens and responsibilities.

Sadly, these problems are not confined to the Pire is ample evidence of similar

% Rev. Ivan Hull,Stress in the Christian Ministi§Presbyterian Church in Ireland. Divine Healing
Committee: 1977), 24.

Zbid., 27.



issues damaging churches and leaders in many deatoms. Eddie Gibbs, professor of
church growth at the Fuller Theological Seminarix@&s of World Mission, is well
gualified to comment on the church in Britain anorth America. He laments, “The
casualty rate among church leaders has reachenthdrgjly high levels as leaders leave
local ministry because of burnout, stress-relatadss and disillusionment?®

Jim Herrington, Robert Creech, and Trisha Taylaeharitten extensively on
church leadership and transformation. In their elepee of dealing with church leaders,
they have recognised the fact that many are faillingy insist, “Far too many are
fatigued and spiritually empty. The day-to-day s¢ref managing an institutional church
— small or large — robs them of their personaligg@t vitality. In this condition, they
simply cannot provide the effective leadership mesflito lead a congregation down a
path of change®

Gibbs also highlights the changing cultural cods faced by the modern
church. He believes that Christian leadership rabiahge significantly if the church is to
make an impact upon contemporary society. He disésges in economics, which create
great pressures upon the family, resulting in loleeels of commitment to church
fellowship; changes in demographics, resultinggeiag congregations and greater
ethnic diversity, therefore requiring a wider ramje@ppropriate ministries; changes in
information technology, resulting in leaders wharmat keep abreast with everything and

who must therefore find and use more people withwkadge and skills to meet the

24 Eddie Gibbs|.eadership Nextinter-Varsity Press: 2005), 19.

% Jim Herrington, Robert Creech, and Trisha L. Teyltie Leader’s Journey: Accepting the Call to
Personal and Congregational Transformatidrst ed. (San Francisco: Jossey-Bass, 2003), 3.
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widening challenges, particularly in the areas@iftommunity life is developing and
how human relationships are conduct&d.

His chief conclusion to all this is that hieramddileadership structure is not the
most effective way to forward the purpose of aryamisation in the twenty-first century.
He insists,

Hierarchical organizations are too cumbersome aowlafithic to operate

effectively in a context of diversity and rapidtesf unpredictable, changes.

Networks, on the other hand, are flexible, respanand empowering precisely

because they have no control centre and are agi®#pexponentially.

It is very difficult to lead an organisation withiaihe active support of a small
team of key leaders who carry authority among teentvers. John Kotter, world-
renowned expert and author on leadership at thearhBusiness School, and Dan
Cohen, principal with Deloitte Consulting LLC., lmemphasised the need for “effective
guiding teams” to provide leadership for changeaditussing this need in their bodke
Heart of Changgethey list a number of companies that are faiting to the lack of a
genuinely united and effective leadership teaniThe Blues verses the Greens,” they
describe an enterprise created by the merger oétsieer companies. On the surface, the
new leadership team, formed by executives from bothpanies, seems to be working
together acceptably. In reality, there was a venépoliteness covering deep issues that
were being avoided, and everyone was watching tpgiosite number with suspicion. It
was only with the help of a facilitator that opasadission began. Kotter and Cohen

write, “This dynamic changed only when someone sftbemotionally honest and open

behaviour, spoke the unspeakable, connected te¢tings of others, and was able to do

% Gibbs, 46-48.

27 bid., 55.
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so without being shot down. Then a team that cdulee change began (slowly) to
form.”®
Kotter and Cohen illustrate the need for guidiegns to be formed from people
who carry authority and respect, as well as thiéssstand capacity for leadership. There
must be honest and trusting relationships, witmamenmunication and a growing bond
and sense of togetherness. Such teams hold thatipbte guide organisations through
change to greater success. In his discussion ofi@ddership styles in the church must
change, Gibbs reaches the same conclusion:
We are faced with a complex intertwining of issuésnsequently, we need
interdisciplinary responses. That is one of theoea why churches may be more
effective if they move beyond the concept of a l@ngader to one in which
leadership is exercised by a team with one indaiiderving aprimus inter
pares— first among equafs.
The development of such a team is one of the mgsbitant challenges in ministry. Two
simple proverbs emphasise the effect and blessirgjaiionship with fellow leaders.
“Wounds from a friend can be trusted ... As iroarglens iron, so one man sharpens
another.®
Any church leader who addresses the challengeeating effective leadership

teams must deal with a number of issues that areram in most denominations. These

challenges will now be discussed.

%8 John Kotter;The Heart of Change: Real-Life Stories of How Pedpange Their Organizations
(Boston: Harvard Business School Press, 2002), 41.

2 Gibbs, 56.

%0 proverbs 27:6, 17.
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Theological Issues

There are many congregations where the sessiondheear biblical vision of
what the church should be. As previously discuseste is a tendency within the PCI
for main ministers to be placed in exalted pos#giomith unreasonable leadership
demands placed upon them. Much of this has arissauglly due to a deficient
understanding of the church and biblical leaderdniaddition, Kirk sessions often have
elders who have been elected purely because offéwnijjal attachments to the
congregation, and these leaders can be motivatee Inyahe desire to maintain tradition
than to lead the church appropriately. The prakc#nod spiritual qualities that are so clear
in the scriptures are in danger of being forgottesuch circumstances.

Structural Issues

In many denominations, elected office bearers (odtdled elders) are recognised
as the sole seat of authority in the local congregaWhen this structure is applied
rigidly, especially when it is also lacking in ctdaadership vision, there is a significant
hindrance to effective and creative leadershipré&ieelittle place for any other group to
develop leadership potential. In every organisatibere is a need for different types of
leadership, but when one group clasps to itseljusitgovernance authority, but all
levels of leadership, then the structure becomsgwdtive.
Additionally, it has been the experience of manggregations that the Kirk session can
become ineffective, as the group can be too laligeled in opinion, and with few

visionary people to drive the church forward toweh@nge.
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Authority and Communication Issues

In congregations where there are a number of ifmktmembers of staff (in the
PCI context this is almost always larger congregegtiof over 250 families), there is
always a potential tension between full-time séadfl volunteer leaders. The full-time
staff must be careful to ensure that others unaledsand support the direction in which
they are seeking to move. In every organisationnged to ensure regular, clear
communication is vital. Patrick Lencioni, a manageitconsultant specialising in
organisational health and executive team developrpéates great emphasis upon the
need for clear communication throughout an orgaioisaln this way everyone in the
organisation begins to “get” what is happening.edplains, “The only way for people to
embrace a message is to hear it over a periothef ih a variety of situations, and
preferably from different peoplé®In seeking to develop an effective leadership téam
will be necessary to take account of these potigotidolems, ensuring that clear
communication happens consistently, and that veknpart-time workers are fully
integrated into the leadership structure.

Personal Issues

In all teams, there are a variety of personali@se of the central tasks of the
team leader is to nurture a bond of unity, so ¢aah member understands what unites
the team and how individual preferences must dieget aside in the interests of
synergy. Goleman writes about the major mistakdeaufers, noting, “Ignoring the

realities of team ground rules and the collectiv®gons in the tribe and assuming that

31 patrick LencioniThe Advantage: Why Organizational Health Trumpsriténg Else in Businesdst
ed. (San Francisco: Jossey-Bass, 2012), 142.
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the force of their leadership alone is enough ieedpeople’s behaviour? In contrast to
this, George Cladis writes of “Covenanting Teanhsitt‘Ministry teams are communities
that covenant to be in fellowship together and bu¢ the love of God. The members of
these teams covenant with one another both to aeefationship of God’s love and to
agree on their purposes and plans and the waysve toward their fulfilment3®

His point is that being bound together by a commaoal gives the team strength
to overcome division and problems. Without refeeetecbiblical concepts of fellowship,
Goleman emphasizes the same point. He recogniaegrtbup decisions are normally
superior to those of even the brightest individoalll but one circumstance, which is “If
the group lacks harmony or the ability to cooperdéeision-making quality and speed
suffer ... even groups comprising brilliant individsiavill make bad decisions if the
group disintegrates into bickering, interpersonadlry, or power plays3*

Looking around the church in general, it is poesib find examples of
congregations thriving under effective leaderskgmts. It is also apparent that there are
sad examples of divided congregations, shrinkinglers and leaders at loggerheads.

Purpose Statement

The purpose of this study was to investigate hamisters develop effective
leadership teams in congregations. This requirgag@ement with academic literature
from the world of business studies, where thereble@s intense interest in leadership

development. It will also be necessary to consagbgroaches taken to leadership in

32 Daniel GolemanPrimal Leadership: Learning to Lead with Emotiomatelligence(Boston: Harvard
Business School Press, 2004), 176.

3 Cladis, 10.

34 Goleman, 173-174.
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theological/ecclesiastical literature. This strafdesearch yields many examples of
attempts to develop effective leadership teamsrelraee also rich veins of information
and illustration in the secular world of sport,ipc$, and the military.

A number of areas in academic literature are penti to developing leadership
teams. These include systems theory, adaptiverngaigeand emotional intelligence in
leaders and organisations. In each of these atesagnportant to continually relate
concepts and ideas about human behaviour to tipgers which guide Christians in
regard to the structure, relationships, power anggse of the church.

Primary Research Questions

A major part of this dissertation has been takewitlp original research, in
which the researcher contacted a carefully selegptedp of church leaders and drew
from them information and stories relevant to tektof developing effective leadership
teams. To gain this data the following primary egsh questions were used:

1. What are the main strategies ministers use toeedédctive leadership teams in
congregations?

2. What issues make it difficult to develop effectleadership teams in
congregations?

3. How have effective leadership teams impacted theahd vitality of
congregations?

4. Why have some strategies used by ministers toeceftgctive leadership teams

been successful?
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Using these research questions, along with supplEmequestions arising in response to
information and opinion offered, brought out mangidents and approaches. These were
then analysed and related to the themes comingfdhe academic reading.
Significance of the Study
From the evidence of struggle in the ministry ardlidie in the denomination
presented earlier, it is clear that the issue adiéeship in the church is a significant
problem. This has been recognised at the highesk ¢ the PCI. In 2011, th&eneral
Assembly Annual Repoiitsdicated, “The Presbyterian Church in Irelandhidecline
and is facing a situation which is moving relerglggsoward crisis point. ... In the face of
any crisis, effective leadership is absolutely inapige. Both the Bible and history teach
this.”®
The goal of this study was to show how the curliéeriature on leadership and
organizational development can correlate with sargpand be applied to congregational
life. Additionally, the researcher sought to explexamples of best practice in church
leadership development in the British Isles. THended outcome was to provide
information and examples for contemporary churellégs — in particular to show how
the lone leader and the embattled leader can taks soward developing effective
leadership teams to take the church forward.
Definition of Terms
Congregation- The people of all ages who are considered menavexdherents of the
local church. In the PCI, full members have beditiafly admitted to communion

following a profession of faith and a contributianthe finances of the congregation.

% Presbyterian Church in Irelan@gneral Assembly Annual Repofitsp.: PCI, 2011), 195.
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Effective leadership teamThere have been many attempts to define the term
“leadership team.” Patrick Lencioni gives the fallag definition: “a small group of
people who are collectively responsible for achmgva common objective for their
organization.®® For such a group to lead effectively, there wallrbany important
features observable in the life of the team. Like bbasic definition, these aspects have
been expressed in many waysTime Advantagd.encioni brings clarity and simplicity

to the fundamentals. He lists five behaviours thi#ltbe evident in a cohesive leadership
team. These include trust between members, thigyabilpositively work through
conflict, commitment to the cause (even when tieksagreement), accountability, and
focus on results (achieving goafé)n contrast to this, it is not difficult to vistsé an
ineffective team — a collection of people who imeaare working together, but in fact do
not trust each other, are preoccupied with thein awmediate problems or personal
ambitions, who either explode or quietly clam upewhhere are differing opinions, who
want to be left alone to do their own thing, andbvelne uninterested in the failures or
achievements of the project. Sadly, these poimeallustrated from church life in
many places.

In the context of the PCI, it is worth pointingtdhat in a situation that is less
than ideal, an effective leadership team may niatially have the final authority in the
congregation. This authority always lies with thiekksession — the eldership. However,
in cases where the Kirk session is not functiomirgperly, progress may have to be
made pragmatically with an unofficial leadershigrtemade up of various members. It

may include a number of the ordained elders, aral&alection of others who, because of

36| encioni, 21.

%7 \bid., 27-71.
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their character, qualities, and personal influebegpome de facto leaders. Such a group
will be active in offering vision and leadershiprt@mbers, seeking to engender unity,
and supporting the general direction of ministry.

Minister — The person ordained and appointed to minister teaal the congregation. In
the PCI, this is the person at the top of the loocalgregation’s leadership structure - the
key leader. The term “minister” is used in thissgigation because it is the common term
used in the PCI. In other denominations, the tépastor,” “rector,” “vicar,” “priest,”

and “clergy” are commonly used.

Kirk Session/Elders In the PCI, this is a group of men and women wéeehbeen

elected by the congregation and ordained by thebtery to do the work of spiritual
oversight of the congregation. This group is orddito work along with the minister in
the leadership of the congregation, and it is Witk group that final governing authority
in the local congregation lies. This is, of courgays subject to the higher authority of
the Presbytery and the General Assembly. In lazgegregations, the Kirk session can
number up to fifty persons of widely diverging ojpim, and therefore it can be difficult to
unite and lead. In contrast, there are often casgall congregations where the number
of elders is small, and the elders are very olé PEI does not currently operate any

form of rotation of active ruling elders.



Chapter Two
Literature Review

“Rome groaned beneath an unremitting tyranny, xhieas fatal to almost
every virtue and every talent that arose in thaappy period,” so wrote Edward Gibbon
in his seminal workThe History of the Decline and Fall of the Romarpkm
commenting on the lives of Emperors such as Tike@aligula, and Nerd Tyrants
such as these had a view of leadership foundedwep fear, and command, and rarely
in history have there been leaders so extremeuidtmore recent times, leadership has
been largely bound up with strong authority to md&mands of people. Dean Williams,
internationally recognised consultant, speaker,exhgtator on leadership and change,
has written about leadership in the modern marleatep saying, “The goal is to get the
people to do what you want them to do. To showntag and get people to follow, this
model suggests that leaders must craft a visiotivate people through persuasive

communication, be an example, and employ a systgrarashments and incentives to

sustain action.?'9

The emphasis is upon a leader, followers, andrgnosed goal. There have been
many terms used in recent decades to highlighelksad of this nature: directive,
authoritative, autocratic. The term “scientific mgement” came to be widely used in the

early years of the twentieth century. Henry Fomktthe organization of production

3 Edward GibbonThe Decline and Fall of the Roman EmpiRenguin Classics (London: Penguin Books
Ltd., 1978), 108.

%9 Dean WilliamsReal Leadership: Helping People and OrganizatioaséTheir Toughest Challenges
1st ed. (San Francisco: Berrett-Koehler, 2005), 4.
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lines, the breakdown of work to simple repetitiasks, and a time and motion study to
new levels of efficiency. Ford’s main managememtstdtant, F.W. Taylor, refined these
methods and brought mass production to levels pusly thought impossible.

Mass production had three significant outcomesdustry. The close and
constant monitoring of work, management’s distafsvorkers, and worker’s fear of
management. As fear and distrust increased, workéiative, sense of responsibility,
and satisfaction decreased. Work became impersoidaémployees had little sense of
ownership of the overall task. Professor of leduiprand management at the Harvard

Business School, Amy Edmondson writes, “Taylorisaswuthless. The individual’s

worth was measured by his or her contribution edhterprise gainsf".q Dean Williams
argues that this approach to leading an organizatil managing people cannot function
effectively in the complexity of modern organizatsoand communities that have

emerged from the age of globalization. The methodtmo longer beléader-follower

and goalbut the dynamic dieadership-group and reality41

The purpose of this dissertation was to investigate ministers develop
effective leadership teams in congregations. Taddeship methods that have been
briefly outlined above have also been experienneathurch life throughout the centuries.
Dick Keyes, director of L’Abri fellowship in Masshuasetts, has explored cynicism in its
many forms in modern culture. He recognizes thatatym is directed toward the church
for many reasons. The character of church leadessahtimes led to a negative, alienated

attitude in many toward the church. Keyes notegmiplaints seem to focus on

0 Amy C. EdmondsonTeaming: How Organizations Learn, Innovate, and @eta in the Knowledge
Economy1st ed. (San Francisco: Jossey-Bass, 2012), 17.

1 williams, 5.
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arrogance, highhandedness and authoritarian ldagersiear grievances about the
minister as a CEO, who does not listen and whaatds no criticism or alternate views.
One might conclude that the church is a private ttuuphold his ego and careéf.”

The research questions in this study focused am-eased leadership that can
overcome these issues of alienation and negativitgy were intended to discover
strategies or approaches that are used to crdatdied teams, the difficulties that are
often encountered along the way, and to measunengh&ct that an effective team can
have upon the wider group. The research also iipast reasons for the success of
some strategies.

These questions pointed the researcher towardsaadsyation of how groups
function — group dynamics and how individuals relat one another while facing
challenge and change. Interpersonal relationshigoa@ver simple in situations of
change, uncertainty, and threat, but as leademsl@j@greater understanding of these
relationships, they can avoid many pitfalls. Utilg systems theory and understanding
emotional intelligence helps leaders offer direttio organizations adapting to new
circumstances and challenges. In view of the négdss the church to adjust to the very
real challenges to its existence in thé Zkntury, three aspects of academic interest that
are relevant to contemporary leadership will beestigated: systems theory, adaptive
leadership, and emotional intelligence.

The researcher chose these three because of éngiolbvious application to the
challenges of leadership in a church setting. Wénigaging with these areas of

understanding and seeking to tease out applicatibissalso essential to show how a

“2 Dick Keyes,Seeing through Cynicism: A Reconsideration of thed? of SuspicioiDowners Grove,
IL: IVP Books, 2006), 207.



22

biblical understanding of leadership qualities ahdrch fellowship relates to the analysis
provided from these academic disciplines in tha afdhuman behaviour. This will be
done toward the end of the literature review.

Systems Theory and the Church

Donella Meadows in her bookhinking in Systemxplains that the world is
composed of many types of systems. She lists a&rahfamiliar systems — a school, a
city, a factory, a national economy, a human baatyanimal, a tree, a forest, and the
earth. She gives the following definition, “A systés an interconnected set of elements
that is coherently organized in a way that achiescesething.*® In each of the systems
listed above it is obvious that there are numemigconnected elements organised to
achieve various purposes. The same can also bé&sadahurch.

To begin to understand how any system works, hanay be developed, and
how it may be improved, it is vital to understahd tndividual elements, their
interconnectedness, and the system’s function grgse. In terms of human
organizations, such as a church, systems analghis fdentify elements such as
individual members and material components likédmgs and finances. Often elements
that seem insignificant and pass almost un-notaredn fact critical factors in an
organization’s development or decline.

Systems analysis can become very complex, butyiteras method of thinking
helps leaders evaluate the interconnections beteieements and identify behaviour
patterns that either help or hinder the organin&ioverall purpose. Understanding the

parts leads to a greater understanding of the wholgarticular, systems analysis

3 Donella H. Meadows and Diana Wrigfthinking in System@ondon: Earthscan, 2009), 11.
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stimulates open questions about what functions ttoglpossible, and allows leaders to
be “creative and courageous about system rede$ign.”
Sub-Systems

The individual elements referred to above interlimio groupings known as sub-
systems. There are usually many sub-systems vathentire system or organization.
These sus-systems take on a life of their own andiunction with a large measure of
independence while still contributing positivelyttee system’s overall purpose and life.
Examples of these are different departments irctifg, such as materials procurement,
production, stores, freight, research and developnsérategic planning, sales, and
directors. In a church, the sub-systems will raingen youth, worship/music, pastoral
care, eldership, mission, and usually many morer& will also be informal groupings
such as a number of young families who happen fodx@dly with one another, or a
group of members who are particularly keen on gedgyles of Church music or
emphasis in preaching.

Sub-systems interlock with each other in a hiergrahd leaders must maintain
the correct level of control and freedom over esursystem. Meadows and Wright
explain,

To be a highly functional system, hierarchy musabee the welfare, freedoms,

and responsibilities of the subsystems and totesy — there must be enough

central control to achieve coordination toward l#rge-system goal, and enough
autonomy to keep all subsystems flourishing, fuomitig, and self-organizing®

Leaders must actively encourage sub-groups wittenathole system to fulfil the tasks

that only that particular group can achieve. Thisstrbe done for the purpose of

4 bid., 7.

S bid., 85.
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maintaining the overall vision and function of thestem. When the sub-systems take on
a life of their own and ignore overall function thie system will become dysfunctional.

Churches often face problems of this nature. Thegngs listed above may be
seeking resources from the overall budget thatidfieult to find. There can be tensions
as each group feels its work is worthy of greatgp®rt. Similarly, some of these groups
may need help from a certain number of memberss& heembers may be torn between
which group or activity they are able to fully s@pp Tensions can rise and sub-systems
can become protective of their own areas or prsjecthe detriment of others.

Jim Herrington, Robert Creech, and Trisha Taylarehmany years of pastoring,
counselling, and leadership experience in a choociext. They have co-authorétle
Leaders Journein which they apply systems theory to church IReople in church are
emotionally connected to one another in a livingtegn. There is a “wired-
togethernes$® where church members constantly interact withamether. Leaders
must understand the rules governing these interactBy doing so, many pitfalls can be
avoided, as Herrington, Creech, and Taylor explain,

Understanding how people are enmeshed in a liwstes and how it affects

both our congregation and us is vital to transfdiromal leadership. The reason

for this is simple: leadership always takes placthe context of a living system,
and the system plays by a set of observable riile® are to lead in that context,
we need to understand the rufés.

The viewpoints, attitudes, and emotions of othéxsgs affect leaders. These

deeply rooted outlooks and traditions develop sjoavler time, become embedded, and

are very influential to the fundamental nature mbaganization. Leaders’ level of

“6 Herrington, Creech, and Taylor, 31.
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understanding about these traits and how leadelsresd or questioned these traits will
determine the general wellbeing and future directibthe system.

In 1914 when Ernest Shackleton was forming a cremven to face many months
of darkness in the frozen deserts of the Antafetisearched for men who were not just
adventurers, but more importantly those who wo@ddyal to each other. His approach
to interviewing was unconventional. He often as&sanuch about their temper and
whether they could sing, as about their experiefi@venture. “How candidates
answered was more important than the content afiiyglies. The Boss was listening for
enthusiasm and for subtle indications of theirigbib be part of a teant® Morrell and
Capparell summarize his approach to team buildidge those who share your vision.
... Surround yourself with cheerful, optimistic pe@plhey will reward you with the
loyalty and camaraderie vital for succe$$Shackleton was creating a system, a team of
men, which would be tested to the limits of humadwance. Above everything else
each member had to form healthy, unbreakable bavitseach other.

The Big Picture

Ronald Heifetz and Martin Linsky, who serve on theulty of the John F.
Kennedy School of Government at Harvard Univerdigye written extensively on
leadership issues and have developed insightaipdy very powerfully to the
responsibilities and pressures of church leaddtdedders have felt the pressure to
conform to the way things have always been donédar people think they have always
been done). In explaining systems thinking, Heitetd Linsky show how the mores of

any social system can be so powerful as to rerdelers like puppets on string. Only as

8 Morrell and Capparell, 60.

4% bid., 75.
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leaders understand this powerful equilibrium of ¢beial system can they begin to
change the system effectively. Heifetz and Linskg the analogy of “getting off the
dance floor and going to the balcorYto emphasize that gaining the widest possible
perspective on an organization is vital to undeuditag what is happening within it.
Leaders need to gain understanding of all growgtiogiship nuances, all facets of past
experiences, all the differences and tensions letyeople, and even all individual
members’ hidden, unexpressed longings.

This is well illustrated by another example frore teadership of Ernest
Shackleton. The Endurance had been sent ahead_trodon to Buenos Aires while
Shackleton finalised his arrangements. By the timarrived in Buenos Aires the crew
had been by themselves for over three months. $taokdid something that must have
seemed strange at the time. Instead of settlitigarship immediately he stayed for
several days in the nearby Palace Hotel. He waslisig back and observing. In fact
there were issues among the crew and also adnaitivetred tape at the port that needed
dealt with. These few days of assessing the prabemboard paid dividends.
Shackleton approached the highest authority in gadtobtained all the necessary
permissions. He then proceeded to sack four ofrers who he had observed were not
suitable for the rigors of crew life on a polar egjiion>" All this was done before

getting engrossed in the daily hubbub of prepatanigave for the South Pole.

Y Ronald A. Heifetz and Marty Linsky.eadership on the Line: Staying Alive through thengers of
Leading(Boston: Harvard Business School Press, 2002), 51.

*1 Morrell and Capparell, 85.
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Resilience

Just as a yacht can have a keel loaded with bdllasging stability and the
capacity to self-right itself, so every human systeas deeply embedded traditions and
practices thakeep the system constant. Donella Meadows idestiffies as inbuilt
resilience or the ability of self-organization. ‘G hability to self-organize is the strongest
form of system resilience. A system that can evobue survive almost any change, by
changing itself.*? An organization that can adjust, experiment ambvate has an innate
resilience against problems and dangers. Thidersé is a stabilizing factor.

It is important to note that there is a subtle, impgortant difference between
creative resilience adapting to challenges, anobsitn resistance against challenges. The
first will make positive change possible, the latteay in some circumstances be
protective against genuine dangers, but in othreumstances can result in an
organization being encrusted in tradition and Igsis health, effectiveness and ability to
adapt. A leader’'s major task is to assess wheligerasilience is protective against
damaging influences, or whether it just blind, umting resistance, preventing
development and progress toward a better future.

Leverage Points

When leaders seek to introduce change to the systemnneed to understand that
there are often leverage points where small chacge®¥e made which bring significant
results. This idea is commonplace in popular tmgkas Meadows and Wright say,

It's embedded in legend: the silver bullet; thentab; the miracle cure; the secret
passage; the magic password; the single hero whe the tide of history ... We

2 Meadows and Wright, 159.
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not only want to believe that there are leveragatppwe want to know where
they are and how to get our hands on them. Levegaiygs are points of powet.

The problem is in finding these leverage pointeeytcan range from how information is
communicated and to whom, to introducing a new mgaaradigm to the organization.
Each and every system (including church systemihewe its own sub-groups with
differing responsibilities and staffed by a unicpet of people. The leverage points will
rarely be obvious, but a major task of leadershio ifind, understand, and use them with
the purpose of enabling the entire system (i.eotlganization) to achieve its purposes.
As an illustration, Meadows gives a number of exi@spf leverage points
relevant to global trading. One in particular hatrang bearing upon any church. She
proposes paradigms as very significant leveragetposhe defines a paradigm as “The
mind-set out of which the system — its goals, $tmes, rules, delays, parameters —
arises.? This deals with what people believe, how they thamkd the rationale for how
they act. To bring a paradigm change will rarelystmeple, but paradigm shifts hold the
possibility of significant and lasting change. Sx@lains,
You keep pointing at the anomalies and failurethéold paradigm. You keep
speaking and acting, loudly and with assurancen fitve new one. You insert
people with the new paradigm in places of publgshiiity and power. You don’t
waste time with reactionaries; rather you work vettive change agents and with
the vast middle ground of people who are open-nuifide
Meadows illustrates this from the experience ofl&a¢iavel reflecting on the

process of change that brought about the Czechliiepu

| had wanted to make history move ahead in the seayea child pulls on a plant
to make it grow more quickly. I believe we mustrfeto wait as we learn to

3 bid., 145.
5 bid., 162.
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create. We have to patiently sow the seeds, aasstluwater the earth where they
are sown and give the plants the time that is . One cannot fool a plant
any more than one can fool histGfy.
The most astute leaders will have learned patiandebe able to build up those whose
thinking and outlook is creative and progressiveeQime ideas take root, and also over
time individual people influence others. Step psthange will come. There will be
periods of slow and almost unseen change, and ioosasf rapid transition.
Models

The process of developing leadership and makinggdavill be laborious. Most
often, it will proceed in small increments. Meadquesnts out that, in her own
experience, paradigm change has come when a miilhe system has been built that
lifts minds out of the existing system to see atremew syster! In terms of church
life, this can be illustrated by pointing to marfitiee new non-denominational churches
that have arisen in recent decades and the significdifferent paradigm by which they
function. These groups have challenged norms anthiny cases enabled others to see
new ways of facing challenges. They have often lusex as a lever to introduce change
in more traditional churches.

At the 1984 General Assembly of the PCI, a weléagshed report was presented
on the development of what was then called “Spéa#bwships.?® These new
groupings had been developing in many locationsraddreland. Established churches
were concerned and saw these special fellowshifakasy away membership from

them. The report sought to understand both theatarand excesses these groups

%% |bid., 103.
5 \bid., 164.
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engaged in, but also to recognise why there wa$t aded among many younger
Presbyterians for something of greater spiritualitg The General Assembly’s annual
report explains,

Might it not be that what is happening around aegdnd the fringes of the

Church today is summoning us to repent of that daogmcy which keeps us

from being as open and obedient to God as we rhigye¢ been? And could it be

that God is rebuking our pride by doing somethirgolv does not quite fit in

with our ideas of how things should be dotie?

In the following three decades, PCI received a ssgion of reports and
initiatives responding to many of the lessons doatld be drawn from the growth of
these special fellowships or new churches. In Seipée 1990, after a number of years of
preparation, a special assembly was held in theddsity of Ulster, Coleraine. The
declared purpose of this was to, “...impart a renewsidn to the Presbyterian Church in
Ireland, freeing us FOR more effective service, BROM outdated and unbiblical
traditions, and renewing our life, witness and vagrso meet the challenges of a rapidly
changing situation®

This special assembly opened up many questionsnande possible fresh
guestioning and thinking about the mission of therch in the future. Since this time,
the church has regularly thought and discussedihimwist respond to a rapidly changing
world. During the 359 anniversary celebrations of the founding of thé, @ number

of seminars were held on the issue of secularidsun,Ahe PCI receives many on-going

reports from agencies such as the Strategy foridigSommittee, which between 1992

bid., 249..

% presbyterian Church in Irelan@eneral Assembly Report of the Coleraine Assembigraittee(n.p.:
PCI, 1991), 1.
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and 1998 shaped much of the thinking about futesetbpmentS§? The PCI has
continued to seek ways of responding to the chaagéshallenges faced in
contemporary society?

These reports clearly show that the drivers fongeahave been both awareness
of a problem (i.e. loss of members) and observingets that show a new way of doing
things. These new paradigms challenge past assumpiihey also show that adaptation
and change is possible and, when properly managstdable.

Five Disciplines

Peter Senge is founder and director of the Sotoet@rganizational Learning
and senior lecturer at MIT. He believes ttia ability of individuals and groups to learn
and adapt to new challenges is the most cruciédifac the survival and success of any
organization. InThe Fifth Disciplinehe outlines five disciplines that are essential to
produce “innovative learning organizations.” Thesdude shared vision, mental
models, team learning, personal mastery, and sgdi@mking. Senge names systems
thinking as the most significant because it holtitha disciplines together. Systems
thinking is, “the discipline that integrates thedaplines, ... By enhancing each of the
other disciplines, it continually reminds us tha tvhole can exceed the sum of its
parts.® It is only when leaders begin to understand tistesy that they will be able to

learn how to properly relate to each other and perate in moving forward effectively.

%2 presbyterian Church in Irelan@eneral Assembly Annual Repofitsp.: PCI, 1998), 252.

% presbyterian Church in IrelanSiiructures Review Panel: Report to the General ibsg(n.p.: PCI,
2014).

% peter Sengédhe Fifth Discipline: The Art and Practice of thedrning Organizationrev. and updated
ed. (London: Random House Business, 2006), 12.
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Senge writes, “A learning organization is a pladeere people are continually
discovering how they create their reality. And hinry can change it®

To encourage continual discovery among the mendfeas organization, leaders
must actively cultivate each of the disciplinesciEdiscipline that Senge identifies helps
give impetus in building organizations that aremésg and continually enhancing their
ability to achieve their goals. When organizatioossistently develop and use shared
vision, mental models, team learning, and persorastery while constantly evaluating
everything through the lens of systems thinkingytket themselves apart from the more
familiar authoritarian and controlling organizatson

Personal Mastery is all about developing a persomiadi-set and outlook that is
perceptive and visionary — focused on values a@hfrereativity, patience, and open-
mindedness. When an organization welcomes andeddsaiividual development,
guestioning and inquiry, challenging the status, @nal creating new visions and positive
progress, individuals grow in personal mastery.

Mental Models can be defined as deeply held inteassumptions of how the
world works, images that limit people to familiaays of thinking and acting. Often
individuals may not even be fully aware of theirnta¢ models, but they do have a major
affect upon how they act. Mental models are venyartant, but they need to be
guestioned and understood. People must carefutigider the reasoning that underlies
their actions.

In the learning organization, there will be regwdad open inquiry, helping each
individual to express their views and explain whgyt hold them. When organizations

encourage systems thinking, people will think man@adly, leading to “mental models

% bid.
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that recognize longer-term patterns of change bedihderlying structures producing
those patterns>® Meadows’ concept of paradigms is very similar tnental model.
Both Senge and Meadows recognise that the assumpbeliefs, and practices of
paradigms or mental models are hugely influentiany organization, shaping and
sometimes limiting what that group of people can do

Shared vision is defined by Senge as, “Picturespbaple throughout an
organization carry. They create a sense of comntgithat permeates the organization
and gives coherence to diverse activiti&s&n organization must genuinely share vision
rather than impose it from on high. As many pe@s@ossible must be actively involved
in creating the vision because they must own te®riand believe in it. Senge says,
“Vision becomes a living force only when peopldyroelieve they can shape their
future.”®® Again, there is a strong need for systems thinkéoghat people come to see
how the current reality and vision has been shaged how they can begin to work on
the forces in the system which shaped that reafitycan shape a future vision.

Team learning happens when a group of people imttesir purpose, and each
offers their own abilities and insights to complermene another’s contributions. It is
always difficult to create and maintain an effeetteam. When people come together and
begin to critique progress and share ideas, defemsss is inevitable. Problems are often
seen as having been created by some action oranaxfta team member. Discussion of
these issues can quickly degenerate, and somguickly resort to a defensive routine to

protect from threat or embarrassment. These defemnsutines invariably prevent

% bid., 192.
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learning. The key leader must ensure that the teansafe place where reflection,
inquiry, and dialogue is natural and not condemmyaMyhen these qualities are part of
team life, members are given respect, feel frdgetavrong, and are more willing to learn
and develop.

Senge, like Meadows, believes that systems theslpsheaders identify both
opportunities for organizations to evolve, and aksmsons why change is often hindered.
It has already been noted that Meadows wrote atmifibrganization or resiliené@.In
other words, people become set in the ways andipeamf the organization and cannot
see another way of developing or changing. Theg teriit in with what they imagine is
expected. Senge also describes this controllingchgyd an organization,

The nature of structure in human systems is sllgitause we are part of the

structure. This means we have the power to altectstres within which we are

operating. However, more often than not, we dop@oteive that power. In fact,
we usually don't see the structures at play mualaRather, we just find
ourselves feeling compelled to act in certain ways.
These tendencies are often protective against asky-reactions, bringing stability.
However, this stabilizing tendency can also hintsrded development, bringing
stagnation. Either way it is important to recogritsa “the system causes its own
behavior.”*
The systems outlook constantly reminds leaderkebtg picture. It demands that

everything be questioned and understood in relatdhe whole because “Structure

produces behaviour, and changing underlying strastoan produce different patterns of

%9 Meadows and Wright, 159.
Senge, 44.
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behaviour.”? Thus, structural explanations of why things hapipean organization are
the most significant. These focus on finding andarstanding underlying causes that
bring about certain patterns of behavior. Whendesafind the underlying causes, they
open up possibilities of significant change.

Senge writes about the need to understand “dynaeomplexity, not detail
complexity.”® Rather than gaining a simple summary of a sitnagioone particular
moment, processes of change must be traced. Wiaeniead, these processes will
reveal numerous interrelationships and pattermchahge. There are many important
guestions that will help tease out how a systenkgerWhat are the main elements in
the system? What is the purpose of the organiZzatghat elements make it less
effective in fulfilling the purpose? What outsidectors affect the organization? How
well are the various parts or departments in tigamization co-operating? What
conflicting interests and personalities exist ia tiniganization? What adjustments can be
made to facilitate progress? As these questionarsweered the structure and complexity
of any system comes into focus. Many layers araticglships interlock, and the degree
to which these co-operate and advance togethearmdny will dictate the organization’s
effectiveness.

Commonality or Coercion

The following quotations from the world of sportaogifully express the high
ideals of effective teamwork and a healthy system,

What made the personalities of nine different mei&es meld into a single

agreeable entity? Reciprocity is the answer. Tonymeeople (especially bosses)
demand or try to foster teamwork without graspisgnost crucial aspect: a team

2 bid., 53.
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is just another version of a community. The sanmecpples apply to any

communal undertaking, whether you are talking alaoctmmunity garden, a

neighbourhood watch, or racing around France: uf want something, first you

have to give it. You have to invest inft.
The leader of any team has a special role in gesiinexample through serving and has
the possibility of discovering the strength and gdyommunity. The quotation above
continues, “l don't just do it so that they’ll doet same for me in the Tour de France. |
also do it because it feels better than solitudenore gratifying than riding purely
alone.”™
These words are memorable quotations that exprgsesat deal of truth, but they
also powerfully illustrate the difficulty of genwéty managing a healthy system and
creating an effective and enduring team. Agairistlaims of outstanding team harmony
and concord, the author of these words—Lance Aongi—has now been shown to be a
cheat and manipulative bully.

Seven times winner of the world’s hardest bike raeacer survivor, inspiration
and superhero to millions, Armstrong had for yesirsngly denied and effectively
defended himself against almost constant accusatibdoping. Eventually years of
intense investigation burst the bubble, and theddnStates Anti-Doping Agency
(USADA) found Armstrong guilty of cheating througltaall of his years as a tour

winner. The investigation demonstrated that Armgji® achievements along with his

team, “were accomplished through a massive tearinggeheme, more extensive than

" Lance ArmstrongEvery Second Countsondon: Yellow Jersey Press, 2004), 166.
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any previously revealed in professional sportsonyst™ It is now an accepted fact that
Armstrong’s personal ambition and use of presdees, and coercion drove the teams
that he led. As the secrets began to come out, feamer teammates went public to
reveal just how difficult it was to handle the téarstress and deception.

Tyler Hamilton, a top rated cyclist and former Atnesig team member, wrote
about life under Armstrong’s leadership. He sai@rice had always been secretive
about his methods; even back when Kevin and | wetlee inner circle, there was
always the sense that there was one more circleesen’t seeing.”” Hamilton’s entire
book is an exposé of the cheating and intense ymesserted upon team members to
collude. Over time, this proved to be damaging ggsionally and personally to many of
those team members. Hamilton wrote, “Secrets ammpoThey suck the life out of you,
they steal your ability to live in the present,thriild walls between you and the people
you love.”®

What has emerged from this period in cycling isciype of widespread and
highly sophisticated doping within the entire systef professional cycling. Because
doping had become almost the norm, if a cyclisttesno compete for prizes at all, he
had to cheat. Another Armstong teammate confesisestruggle, “Early in my

professional career, it became clear to me the¢ngihe widespread use of performance

enhancing drugs, by cyclists at the top of thegssion, it was not possible to compete at

8 U.S. Anti-Doping AgencyReport on Proceedings under the World Anti-Dopimgi€and the USADA
Protocol. USADA V L. Armstron@olorado Springs, CO: USADA, October 10, 2012), 5

" Tyler Hamilton and Daniel Coyl@he Secret Race: Inside the Hidden World of the fielFrance:
Doping, Cover-Ups, and Winning at All Co¢iew York: Bantam, 2013), 225.
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the highest level without them. | deeply regret tteice and sincerely apologize to my
family, teammates and fan&”

Overall, the governing body turned a blind eyehis tssue. This created
additional internal and external pressures. It appthat Armstrong and his coaches and
doctors were simply the best in every aspect ospiet and the additional aspect of
deception. Armstrong held his team together, apg Were very effective at winning
races. However, his main levers seem to have lmrea 6f personality, coercion, fear,
and ostracism. This leverage worked for a few yéare frames in sport are short
anyway). Armstrong’s cycling team is an exampla sfystem with many sub groups:
administrators, cycling teams, staff members, ngdind riders. The subgroups lived in
an unsustainable tension. The countless divisageis could not be buried forever.

The following words from Peter Senge echo much lméitd.ance Armstrong
wrote about team life, “There is commonality of pose, a shared vision, and
understanding of how to complement one anotheftstsf Individuals do not sacrifice
their personal interests to the larger team visiathier the shared vision becomes an
extension of their personal visior’S.Members of a good team will align with each other
— but it must be genuine rather than forced, coadki or imagined. This alignment takes
time, hard work, honest communication, and trust.&church leader to create an
effective team, he or she must understand systaththa myriad complexities that they

contain.

®bid., 362.
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Adaptive Leadership

In his autobiography,ong Walk to FreedonNelson Mandela describes his
thinking as he wrestled with the challenges andhgka faced by the opposing sides in
the closing years of the Apartheid regime in Sdftica. Toward the end of his twenty-
seven years in prison, it had become apparentidhmt a significant change in approach
was needed to effectively bring about freedom f@rgone while avoiding disaster,

We had been engaged in the armed struggle for tharetwo decades. Many

people on both sides had already died. The enemysts@ng and resolute. Yet

even with all their bombers and tanks, they muselsensed that they were on

the wrong side of history. We had right on our siulé not yet might. It was clear

to me that a military victory was a distant if moipossible dream. It simply did

not make sense for both sides to lose thousam rhillions of lives in a

conflict that was unnecessary. They must have knibvgras well. It was time to

talk
Mandela had the perception to realise that botbssial this conflict were ready for
change. The reforms, on both sides, needed torlsedahing and radical. There was no
other figure alive who would have been capableafling this nation to such adaptive
change. Mandela pioneered a path for adaptive tehigethat modern leaders must learn
from and follow as they lead in a rapidly changiglpbalised world.

A Changing World

In the pastmany organizations continued their activities ford years at a
reasonable level of success and internal conteaessdiowever, in a rapidly changing
modern world, this is now almost impossible. Evaspect of human interaction, morals,
and belief are now the subject of vigorous critiguessure for change. The impact of

globalisation, technological advance, and post moagemeans that the status quo no

longer holds sway. Any organisation that refusesutgject itself to questioning and

81 Nelson Mandeld,ong Walk to Freedom: The Autobiographyndon: Abacus, 1996), 626.
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development will either become unable to commueigéath the wider world and
therefore irrelevant, or unable to reproduce itaall therefore extinct.

Adaptive leadership is about helping an organisatiavigate through a period of
discomfort or disequilibrium, to reach a place ajer stability and effectiveness or
equilibrium. There have been periods in history wleadership faced much simpler
challenges: slow or unnecessary change with aroabwnext step. Today, this is not the
case. Heifetz and Linsky statéeadership would be a safe undertaking if your
organizations and communities only faced problesnsvhich they already knew the
solutions.®

Technical or Adaptive Problems

Decisions which are relatively simple and do nguree thinking that is radically
innovative are defined as technical problems. Agagiroblems are more significant and
difficult. Cambridge Leadership Associates, whigveloped from the work of Heifetz
and Linsky, expresses the differences betweenttbes follows:

Technical problems can be solved by an authorigxpert. They have a known

solution. Adaptive Challenges are quite differditey have no known solution —

the skills and answers are outside your repertéideptive Challenges are those
you have to grow into solving and require mobilgpeople’s hearts and minds
to operate differentl§®

Managers are the specialists in finding solutiangthnical problems. They
depend upon already existing knowledge and slatid, apply them to the problem.

These old skills may have to be used in new waysessentially solving technical

challenges brings nothing new to the table. Whenearcounters a problem (or

8 Heifetz and Linsky, 13.

8 Cambridge Leadership Associates, “Adaptive Leadprsaccessed September 1, 2014,
http://www.cambridge-leadership.com/index.php/at@pteadership/.
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opportunity) of a different order where existinglisknowledge, or technology is
ineffective, then leaders must seek greater changenew solutions. Adaptive
leadership, “...helps individuals and organizatiodag and thrive in challenging
environments. It is being able, both individualhydecollectively, to take on the gradual
but meaningful process of adaptation. It is abaagmiosing the essential from the
expendable and bringing about a real challengedstatus quo®
Alan J. Roxburgh and Fred Romanuk, consultantisarfield of missional
leadership and authors dfhe Missional Leadediscuss very similar themes and relate
them to the church in the twenty-first century. ¥ihave developed a model of missional
leadership that accounts for the changes and cigaiethat have been previously
discussed. They recognise,
Through much of the twentieth century, congregatitmived in a relatively
stable and predictable context where churchgoingtiva accepted norm.
Denominations did well as a source of identitygeople. Throughout the century
denominations .... invested heavily in producing &xadvith a highly developed
capacity to perform the requirements and expectstod a church in this stable,
predictable environment. The result is multiplegations of leaders with little
experience or knowledge of how to lead when theecdnips out of stability into
discontinuous chand@.
In fact for many centuries, the church faced preidamtly technical problems as
it sought to maintain its witness in societies thate stable and largely sympathetic to a
general Christian outlook. In stark contrast, therch today exists in a world that is
subject to globalization, instant communicationaficial opportunity/hazard, and

moral/spiritual subjectivism. These rapid and ratahanges present the church with

huge challenges. This necessitates adaptive changeeriments, new discoveries, and

8 bid.

8 Alan Roxburgh and Fred Romanuke Missional Leader: Equipping Your Church to Reac
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adjustments from numerous places in the organizatfoOne of the greatest challenges
for church leaders today is to be able to see Hustoo long many have struggled to
apply technical solution® adaptive problems and the results have beetrdtims,
exhaustion, and the slide into irrelevance.

The Cycle of Decline and Development

Roxburgh and Romanuk have developed a model ofoneldeadership that
helps in understanding how the church must adapiciern life. They present a
framework to, “Assist leaders in understandingdtaptive shifts in leadership style
required amid such chang¥.1n addition, the model helps congregations idgritieir
stage of change and then understand what is rear@dapt and to progress.

The model is composed of three major zones of ¢hiifie; and each zone has
two parts—upper and lower. Roxburgh and Romanuéraisat every church will in
time cycle through each section of the model. Eliding is a healthy process as the
world the church inhabits is constantly changing.r&main relevant the church must
adapt. The three main zones are performative,iveaetind emergent. Colours have been
suggested for each zone to symbolise aspects chtirehes condition in these periods.
The colour blue is used in the performative zong sisggests strong predictable
performance of certain essential activities inliteeof the church. Red is used for the
reactive zone indicating crisis or threat to thél Wweing of the church. Green is used in

the emergent zone symbolizing health and new growth

8 Heifetz and Linsky, 13.
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Fig 1. Three Zone Model of Missional LeadersHip.

The performative upper zone describes where mangchls were about fifty
years ago. Such a congregation had “the organrmdtgiructures, skills, and capacities
required to perform well in a stable environmerdtsas the middle decades of the
twentieth century® Churches in the performative zone focus uponzirij already
existing skills and capacities to maximise growthe goal for the performative zone is
to pass on well-established knowledge and pratticeew leaders and workers. The
performative zone is about effectively performinglirdefined and accepted practices in
a stable environment where society and successdicpable. Churches in the lower

sector of the performance zone are coming outparend of crisis and need the stability

8 bid., 41.

8 Roxburgh and Romanuk, 45.
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that can come from the consistent performance tofitees such as well organised
worship, Bible teaching and pastoral care. Theiatuneed in this sector is to find
stability and regain confidence after a periodradis.

The reactive zone is a period in church life wredter a time of stability,
discontinuous change has become prominent. Thellsistruggling to maintain itself,
and it is coming to crisis. The old methods thaictioned well in the past are no longer
effective, and among the members, there is a n@xdtihankering after the past,
confusion, and perhaps anger at the leadershipimisg inability to maintain the life and
health of the congregation. Roxburgh and Romangkrdee the typical leader seeking to
navigate through this difficult reactive zone,

Leaders work harder, for longer hours, and withefleresources at what they

have been doing all along. They find they must eslslever more crises with

little time to imagine alternatives. But the answgenot trying harder and working

longer. ... Productivity declines, creativity disappe and stress grows. As the

congregation or denomination moves deeper intesctesaders face demands to
put out fires, manage dysfunction, and furnish sohs. These demands leave
them with neither time nor energy to do the j6b.

Church in the reactive zone will inevitably facésis. The leader must help
people see that “performative strategies, valudsagproaches will never work.
Decisions must be made and actions taken thatmgetdit an established paradigit.”
The adaptive leader must seek to bring togetheshallles of opinion in the church “into a
place of dialogue and engagement amid cri§i®tedictably in the uncertainty, there will

be both radical and traditional voices, and thisceum presents considerable challenge

for the adaptive leader. Roxburgh and Romanuk obséit is in the tension of

% bid., 49.
1 bid., 54.

% bid., 55.
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managing the polarity that the potential for crggtiand new life can begin to emerge
from among people themselves. But this is not amitable or evolutionary process; the
congregation and its leaders must consciously ehtius direction.*®

As leaders and members come together in hondegds with commitment to
one another, and for the fellowship of the chuthky will begin to move out of crisis
and into the lower section of the performative zdar@achieve this, leaders must help
everyone to identify and agree on the key elemaintise congregation’s life that must be
maintained and strengthened. Some examples of kiegselements are worship,
preaching, fellowship, prayer, and community inveshent. These must be done with
excellence and form a bedrock of stability so ffedple become confident to be creative
and take risks. Roxburgh and Romanuk write abounbees making transitioff: they
begin to make changes of mind and attitude in nespdo the situation they find
themselves in. Careful adaptive leadership makedrdmsition possible.

The emergent zone in the missional leadership muwelghs to apply when a
congregation becomes confident enough to innovaddake risks. This zone is,
“characterized by creativity, energy, and the lomghof new forms of mission and
ministry as it enters, listens to, and engages thighcommunity in which its people are
located.®® Building upon the stability and trust that haseleped during the transition
from crisis and confusion, the leader will draw tieirch into a period of
experimentation. Initially there will be much dission, many variant ideas, periods of

activity, failures, and reviews. Eventually, a molear and stable approach will develop

% bid., 56.
% bid., 58.
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as the most effective new behaviours and arrangesnbexcome established. It is
necessary to provide the emerging organization sothe stability. Only over time does
a clear structure and plan develop. Emergent zeamers—adaptive leaders—focus on
the abilities to,

...manage ambiguity and don’'t need the quick closfigesolution or a large

plan. ... create an environment where failure is jiéech because they know it

will happen often. It's more important to createudture that values and permits

risk. ... keeps the congregation free of hierarchy tap down or expert

authority. ... sees challenge not as a crisis orpgi@e to be managed but as

opportunity to be embraced. ... learn to cultivatgagement and experiments

that release the missional imagination of the petpl
Roxburgh and Romanuk have succinctly summarisedcapptied much of the thinking
regarding adaptive leadership outlined in theditigre referred to above. The model they
have developed has application in many churchtsiis, and leaders facing the
challenges of finding ways forward for their congagons will find consideration of the
six stages of development a very useful tool inaustinding both where the church is
and how it can move forward.

Five Stages of Change

Once an understanding of what stage of developmeanhgregation has reached,
Roxburgh and Romanuk offer a model of missionahged which helps leaders
understand the path of change and how it is ndxa&ightforward. They illustrate this
model by drawing a comparison with sailing where direction of a boat changes
regularly as it navigates a course into the wirfte Tontext of change in the church is the

upper emergent zone of the missional leadershipeimadhere the most significant

adaptations and advances are made. Change rdteydkace in a straight line and each

% \bid., 44-45.
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of the five stages they outline will take varyingriods of time depending upon the
circumstances in each congregation.

The first stage of change is awareness of the 3ssne problems that challenge
the church. The second stage is an understanditing @bots where these issues came
from and how different people react to them. Theltktage of change is an evaluation of
how the church is currently working, and how it ¢egin exploring other possible
activities to address the adaptive challengesligtnahead. The fourth stage is
experimentation: beginning to try new approacheshtach life. This is not just changing
or revamping activities, but working with entirelgw methods. It is about testing and
discovering what is most effective in breathing lfack into the local church. The fifth
stage of change is commitment; mistakes will beeratt discounted, while successes
will be recognised and adopted. Very soon more lgewpl begin to gain confidence that
there is a way forward. A new way of being churdh emerge *®

Roxburgh and Romanuk sum up the impact of workiitg this model of
missional change,

As the initial experiments bear fruit, others ie tongregation begin to see that it

is possible to imagine and practice new habitsamidns without destroying

what they know and love. This encourages increasomfjdence in the change
process and starts to change the culture of thgregation, gently shifting it from

a reactive or performance zone toward an emergemd eulture. The process

takes time, but it embeds new habits and valuéserrongregation from the

bottom up rather than the top down.

Having outlined this process in detail, it is imamt to reiterate the vital

distinction between technical and adaptive chalblsn@echnical challenges simply

require leaders with authority to instruct peop@pply the methods they have always

% Roxburgh and Romanuk, 81-105.
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been using more effectively and vigorously. The eledf missional leadership and
change recognise that something more profoundadete— new thinking and approaches
that may be very different from previous strategigss will rarely be easily seen or
achieved. Heifetz and Linsky identify, “the singh®st common source of leadership
failure ... is that people, especially those in posg of authority, treat adaptive
challenges like technical problen$”

Leading people to understand the degree of chaagessary for growth is a
complicated challenge. As Heifetz and Linsky sdy,mobilizing adaptive work, you
have to engage people in adjusting their unrealestpectations, rather than try to satisfy
them as if the situation were amenable primarilg technical remedy. You have to
counteract their exaggerated dependency and pratmitaesourcefulness® Heifetz
and Linsky candidly explain the difficulty and clelge of this leadership approach,
“Adaptive change stimulates resistance becaudwltenges people’s habits, beliefs, and
values. It asks them to take a loss, to experiancertainty, and even express disloyalty
to people and cultures®

lllustrating their point, they detail Linsky’s inlx@ment in the early stages of the
Northern Ireland peace process. On one occasiaskiiwas involved in lengthy
discussion with a number of the opposing politiatities. At a tense meeting when some
of the protagonists began speaking to each othehédfirst time, it became clear that
each side, while wanting to move forward, was \aesgare of its own emotional and

political baggage. They each shared the same fypeblem, “They understood that the

190 Heifetz and Linsky, 14.
% bid., 15.
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way to peace meant giving something up, but eathedf factions wanted to be
represented by someone who promised not to yiefthig.” %

In this—and many similar situations—the chief negfoirs are out ahead doing
difficult work engaging with the problem/enemy, gag new insights, and being
challenged more deeply than ever before. The radKike do not have the same
experience and become suspicious of any changengoromise — they do not see the
need to change. They only want others to changleesocan retain or increase their
advantage.

Teaming

Amy Edmondson, Novartis Professor of LeadershipMadagement at the
Harvard Business School, acknowledges these clgalein any organization. In her
book Teaming she brings together insights from systems thaadyadaptive leadership
approaches to show how leaders today must brirggheg many individuals to learn,
develop, co-operate, and make progress.

Many organizations today are complex adaptive syste groups that are
dynamic, adaptable, diverse, self regulating, dtehainpredictable. She uses the term
teaming to describe “a way of working that bringople together to generate new ideas,
find answers, and solve problem&*Group members must be dependent upon each
other, developing interpersonal skills to help deigh disagreements and tensions, and
keep on wrestling with problems and ideas untiytfied resolutions.

The challenge for adaptive leadership is very gfedinondson states, “Today,

people engaging in teaming at work need to be resple, accountable individuals who

103 hid., 46.

104 Edmondson, 24.
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respect each other, understand the inevitabilityoofflict, and accept the responsibility to
sort through such difficulties™® Leaders must hold these groups together, encotiage
freedom to experiment, stimulate questioning artecat analysis, protect and value the
individual, and reassure that learning comes froth Isuccess and failure. Trust and
respect among team members is vital to team inpertience, wellbeing and learning.
Edmondson says, “Unless people are aware of thieirdependence with others for
accomplishing whole jobs, teaming cannot get undgrit’®

Four Teaming Behaviours

Roxburgh and Romanuk’s model of missional changeplaaallels with
Edmondson’s list of four behaviours which driven@ag success. She asserts that there
are four specific behaviours that drive successaming: speaking up, collaboration,
experimentation, and reflectidff’ Edmondson outlines the value of each of these
behaviours showing how they contribute to heald#ants that make progress in the
challenges they encounter.

Speaking up is foundational to all progress. Tmeust be open and honest
communication between all team members to dravl theskills, insights and
experiences of individuals. Edmondson explainsgé&mg up is particularly crucial
when confronting problems or failures of any kiki¢hen people are willing to engage
with each other directly and openly, they are betbde to make sense of the larger

shared work and more likely to generate ideasnfimroving work processes® This

105 hid., 41.
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behaviour is not one that comes easily. In reatiost team members are slow to speak
out because there is the fear of looking foolisagpearing unnecessarily
confrontational. The leader is responsible to mertuspirit of freedom and safety in the
group to allow each to share their views and asical questions in an atmosphere of
respect and unity.

Collaboration is fundamental to any team as thaust be mutual respect and
shared goals. Each individual must co-operateasesdim works, discusses, and searches
for better ways of moving forward. In larger orgaations, this applies not just between
individuals but also between departments.

Experimentation is all about constantly findingywaf improving. There will be
constant trial and error. There will be a willingsg¢o make mistakes and move on. When
this behaviour is present in a team, it will opgnall kinds of insights and possibilities
for improvement.

Reflection “is the habit of critically examininbé results of actions® There
will be the speaking up and openness to learnmpdave. This can happen both in more
organised plenary sessions, but also as work ggoamg. In many activities there is
instant feedback and immediate learning is possible

Edmondson emphasizes execution as learning as eokegpt; that is creating “a
way of operating that is deliberately and consdipiisrative, where action and
reflection go and in hand* For this to happen each of the three previous\beties

must be freely happening; “people work togethetismnose and identify problems, to

109hid., 55.
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brainstorm possible fixes, and to experiment withuons.”** Leaders in learning
organizations set directions but then encourageyexe to be actively engaged as
thinkers, learners, and contributors to the pradédmondson states, “These four
behaviours are pillars of effective teaming ... leadeho themselves embrace these
behaviours make it easier for others to act in vagis support teaming:*
Approaching Conflict

Inevitably, all teams have tensions and confli®en a leader’s first instinct is
to find a way to minimise the conflict as it is asged this will have a negative impact
upon the team. Roxburgh and Romanuk write abostissue in the context of church
life. “We have trained pastors to minimise confliCulture and families teach us to avoid
it, neutralize it, give in to make it go away. Vauin to dread conflict and demonize
others with whom we differ, rather than accept deal with the conflict.*'3

However, conflict is not so simple, Ignoring ormimising issues does not solve
them, and rushing to confrontation only exacerb#teglivision. The most difficult
response is to actively pursue a resolution. Toigse of action demands the highest
gualities and skills of a leader, but it also hdlus prospect of finding new and better
ways of developing the organization and moving v Edmondson writes,

Management researchers who study conflict in te@eme concluded that conflict

is productive, as long as teams stay away fronpénsonal and emotional aspects

of conflict. Task conflict — a difference of opim@bout the product design — is

useful. Relational conflict — personal frictionemotionality — is
counterproductive and should be avoid¥d.

" bid., 224.
" bid., 56.
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This is a clear distinction between two typesaiftict, but in reality it is very
easy for task conflict to spill over into relatidmanflict unless great care is taken to
ensure that team members practice the four behaviouhealthy teaming. Leaders can
defuse difficult situations through helping peoptelerstand the type of conflict they are
facing, keeping communication open especially dicdit issues, and constantly
reminding people of their shared goals.

Heifetz and Linsky write about creating a holdemyironment where tension’s
heat can be controlled as difficult issues are eskid. They explain,

A holding environment is a space formed by a nektvaedrelationships within

which people can tackle tough, sometimes divisivestjons without flying apart.

Creating a holding environment enables you to ticezative energy toward

working the conflicts and containing passions tmatld easily boil ovet™

Patrick Lencioni, management consultant and bgsiaeathor, has written
extensively on organizational health. He asse#siths the greatest advantage that any
company can achieve.

The kind of trust that is necessary to build agteam is what | call

vulnerability-based trustThat is what happens when members get to a point

where they are completely comfortable being trarsqut, honest and naked with
one another ... When everyone on a team knows vieay@ne else is vulnerable

... and that no one is going to hide his or her wieakes or mistakes, they

develop a deep and uncommon sense of trust. Tdeaksnore freely and

fearlessly with one another and don’t waste time energy putting on airs or
pretending to be someone there’re not. Over thmedreates a bond that exceeds
what many people ever experience in their Ii#és.

When team members are more interested in undemstpadd supporting one

another rather than blaming others then the gregprnes a healthy organization where

all the other skills and abilities of individualsiMpe harnessed and applied to advance

115 Heifetz and Linsky, 102.
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the activities and goals of the organization. Miisresult in the organization moving
forward and achieving its goals.
Framing

Linked with the issues of organizational health aadflict is the challenge of
framing. All team members have frameworks of un@eding about how their team
functions. These frameworks are usually subconsgmesuppositions that may have
developed over time. Edmondson uses the term figiifito describe the task of a leader
who is working to help team members think aboutettgp, and advance their work.

A significant challenge for the leader is to de#&hvself-protective frames that
team members have developed as a defence mechahesmsomeone questions or
criticises another team member. If someone is agdki offer adaptive leadership in an
organization, they will inevitably be involved wittelping team members reframe or
develop new ways of thinking about the work. Theuasption behind this is that, “it is
difficult to change behavior to obtain differensudéts without changing the underlying
cognitions that give rise to and support the dddirehaviors.*'® Put more simply, “How
we think shapes our behavidr?

Edmondson explains, “Project leaders need to f@sgdrared understanding of the
goal, the purpose, and desired behavib?$They must consistently strive to help

everyone understand their personal role and impoetéo the overall goal of the group.

17 Edmondson, 83.
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How everyone thinks about the work and how all@epared to co-operate are the
essential factors leading to improvement and sgcé&ageryone in the team is important.
Relational Leadership

Strong personal relationships lie at the hearingfsuccessful adaptive change in
an organization. Perhaps above all else, the adalg@der skilfully nurtures and protects
these relationships when many tensions mitigatenafghe openness and positive
attitudes that are foundational for unity and cleardgifetz and Linsky see this as
thinking politically. They explain,

Partners provide protection, and they create aéarior you with factions other

than your own. They strengthen both you and yaitiatives. With partners you

are not simply relying on the logical power of yauguments and evidence, you
are building political power as well. Furthermaiteg content of your ideas will
improve if you take into account the validity ohet viewpoints — especially if
you can incorporate the views of those who diffarkedly from you. This is

especially critical when you are advancing a difiicssue or confronting a

conflict of values:?*

It is vital to develop partners. In addition Heéf@nd Linsky stress other key
strategies: keep the opposition close, accept nsdpitity for your part in the problem
rather than shifting blame everywhere else, ackadge the pain that others feel in the
loss that change brings, model sacrificial behaviather than demand it of everyone
else, and accept that there will always be cassadtimong those who simply will not or
cannot chang&? They say,

The lone warrior myth of leadership is a sure rdatkeroic suicide. ... You need

partners. Nobody is smart enough or fast enougimgiage alone the political

complexity of an organization or community whersifacing and reacting to
adaptive pressures. Relating to people is cemtriglading and staying alivé®

121 Heifetz and Linsky, 78.
122 |pid., 85-100.

1231hid., 100.
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At the 1995 Rugby World Cup final held in South iéf, Nelson Mandela
engaged in some of the boldest public symbolismaatzagtive leadership the world has
seen. Just one year into his presidency, he crdssgtaries and adopted symbols that
spoke more powerfully than any words. At the timhdandela’s death, Mick Cleary,
rugby correspondent fdrhe Telegraphreflected,

He was acutely aware of the significance of thertament. This was a chance to

bridge the cultures, to extend hands across tre greide. He was vilified by his

own for even thinking of doing so. Yet from the mamhhe acceded to the

Presidency in 1994, he made it an imperative tovsthat he was prepared to turn

his back on old prejudices, that if South Africarevaot to descend into civil war,

reconciliation, not confrontation, had to be toptaf agend&**

Having worked tirelessly with his own people ang tarmer enemies and having
gained their trust and respect, Mandela walked tregitch at the final game wearing
the Springbok rugby jersey. At that time, Springlakigby jersey represented both the
badge of honour of white South Africa and was ointh® symbols most hated by black
South Africans. His joy, his confidence, his hutgilihis sacrifice impacted an entire
nation teetering on the brink of catastrophe. Ha wmation over. His life experiences of
prejudice and conflict, combined with his generspsit had made him ready and able
for the tasks of leading his divided nation awapnirthe catastrophe of a race war and

into democracy and peacemaking. He saved his natiibs time of greatest danger. He

powerfully modeled so much that is essential irpsigla leadership. In the Telegraph

124 Mick Cleary, “Nelson Mandela Seized the Opportyoit the Rugby World Cup 1995Telegraph ,
December 6, 2013, http://www.telegraph.co.uk/newslimews/nelson-mandela/10140763/Nelson-
Mandela-seized-the-opportunity-of-the-Rugby-Worldpcl995. html.
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obituary following Mandela’s death, Archbishop Desmd Tutu was quoted, saying, “If
this man wasn't there, the whole country would hgere up in flames'®

Adaptive leaders search for innovative, new sohgias their organizations
encounter challenges and difficulties that ariseobehanging circumstances in society.
More often than not, the only effective solutiotiadind completely new arrangements
and methods rather than working harder at whatdeag in the past. Bringing adaptive
change is often a process, and it is always demgratid stretching. Key to making
successful adaptations are the issues of open carmoation and positive relationship
referred to above and illustrated by examples ftioenlife of Nelson Mandela. If these
are ever to be achieved, leaders must develop sstheir emotional intelligence.

Emotional Intelligence

Albert Mohler, president of the Southern Baptisedlogical Seminary, observed,
“Leaders without emotional intelligence cannot lefféctively because they cannot
connect with the people they are trying to le&d . Daniel Goleman, Richard Boyatzis,
and Annie McKee have researched and written extelyson the role of emotional
intelligence in leadership. The opening pages eif thook,Primal Leadershipoutline
the importance of “the emotional impact of whéeader says and doe¥.” They assert
that this aspect of leadership is of first impoctaim all groups and organizations across

history and culture, saying, “Throughout histongan cultures everywhere, the leader

125 «Nelson Mandela Obituary Part One: One of the Mospiring Figures of the 20th Century -
Telegraph,” December 5, 2013, http://www.telegraphuk/news/worldnews/nelson-
mandela/8286419/Nelson-Mandela-obituary-part-one-@frthe-most-inspiring-figures-of-the-20th-
century.html.

126 R. Albert Mohler,The Conviction to Lead: 25 Principles for Leadepsfihat Matter§Minneapolis:
Bethany House, 2012), 31.

127 Goleman, 4.
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in any human group has been the one to whom olbekgor assurance and clarity when
facing uncertainty or threat, or when there’s atmbe done. The leader acts as the
group’s emotional guide:®
Definition

Emotional intelligence is about the qualities df-savareness, self-regulation,
motivation, empathy and social skill. Tim Sparrdaynder of the Centre for Applied
Emotional Intelligence (El), and Amanda Knight, &tor for the Centre, have defined
El in the following way, “Emotional intelligencetegrates feeling, thinking and doing. It
is the habitual practice of thinking about feelang feeling about thinking when
choosing what to dd* They give a more specific working definition stefithat there
are three habitual practices bound up with El. €hae: “using emotional information
from ourselves and other people; integrating thtk wur thinking; using these to inform
our decision making to help us get what we wannftbe immediate situation and from
life in general.**

In practice, this means that the emotionally ligeht person will notice feelings
—both personal and those of others, pay attentiohetm, think about their importance,
and take them into account in decision making. din@hasis is on the multifaceted

nature of El. Sparrow and Knight use the term eomatli intelligence as shorthand for,

“All those related, but separate variables whidetber characterise the behaviour of

128 1hid., 5.

129 Tim Sparrow and Amanda Knighpplied El: The Importance of Attitudes in DevelgpEmotional
Intelligence(San Francisco: Jossey-Bass, 2006), 29.

1301hid., 32.
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those people who integrate their feeling and ttieitking when choosing what to do, and
therefore excel at self management and relationshaipagement'®!
Emotional Intelligence in Organizations
When the members of a group interact with eachratiite emotional intelligence,

an environment is created which leads to orgamisatihealth and effectiveness.
Goleman further explains the importance of El ig arganization:

In any resonant human group, people find meanirigair connection and in their

attunement with one another. In the best orgamizatipeople share a vision of

who they are collectively, and they share a spetiamistry. They have the

feeling of a good fit, of understanding and beingerstood, and a sense of well-

being in the presence of the othtls.
This is a description of an emotionally intelligemganization. Emotional intelligence is
about how individuals understand themselves and eter and how best to
communicate and cooperate. Emotional intelliges@bbut healthy relationships.

The Significance of the Emotionally Intelligent Hern

Emotional intelligence is needed throughout ergnganizations. However, it
almost always begins with the leader and multigdliem there. A leader will interact
with individual members of the wider organizatiather with resonance or dissonance.
Resonance is when two or more people are on the samtional wavelength. Resonant
leadership happens when the leaders “passion dhdsgastic energy resounds

throughout the group*®*When a group has such a leader, “people feel aahabmfort

level. They share ideas, learn from one anothekendacisions collaboratively, and get

131 bid., 33.
132 Goleman, 218.

1331hid., 20.
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things done. They form an emotional bond that h#dpm stay focused even amid
profound change and uncertainty®

In strong contrast, dissonance in a leader rapidigtes tension and disharmony,
“Dissonant leadership produces groups that feeltiemally discordant, in which people
have a sense of being continually off-key. Jusaaghter offers a ready barometer of
resonance at work, so rampant anger, fear, apatleyen sullen silence signals the
opposite.*** Many problems arise when leaders and organizatiams low emotional
intelligence. In these circumstances, discord aeffectiveness begin to mushroom.
However, every challenging situation can be manalgedington uses the illustration of
a reservoir to explain how the anxieties and terssio every system or organisation can
be kept in control by emotional intelligence. Emofl maturity is like the wall of a
reservoir. Tension or anxiety is like the wateribdtthe wall. Herrington explains, “The
larger the reservoir (that is the greater the de=gfeemotional maturity), the more
anxiety it can contain without spilling over andgucing a problem for the syster?®
Emotional maturity is protective of organisatioasabling tensions to be managed in
creative ways so that positive relationships arentased and the goals of the
organisation forwarded.

Emotional intelligence can be applied to numerasses that churches are facing.
Peter Steinke shows how the insights of systenmyhend EI help churches understand

problems in organizations. He explains,

1341bid., 21.
135 hid.

138 Herrington, Creech, and Taylor, 33.
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When anxiety is high, resilience is low. Behavioars extreme and rigid,;
thoughts are unclear and disjointed. Anxious pesptak harsh words or cut
themselves off from others through silence. To rgartaeir threatening situation,
people hurry to localize their anxiety. They blaamal criticize. ... A system that
maintains its stability by reactivity alone will hbe stable in the long run.
Continuous reactivity creates three processegtieatnt the system from being
resourceful and flexible — a shrinking of perspesta tightening of the circle,
and a shifting of the burden. Consequently it isap to repair itself, plan for the
future, and find a new directidfi’

Sadly there are countless examples of churchéséean to have been
overwhelmed by anxiety and division arising frora tfhallenges of living in modern,
secular society. This problem is compounded wheretls traditionalism and
unwillingness to explore new perspectives. If themezlow emotional intelligences and
sinful attitudes among leaders and individualhmfellowship, then stagnation will
likely mark the congregation. In many cases, chesaleact by battening down the
hatches, cling on desperately and becoming bitfainat both the outside world or any
other church which seems to be growing and mowngdrd positively.

Thankfully there are many practical steps to benao develop a greater
emotional intelligence quotient (EQ) in any orgatian. Emotional Intelligence is
“highly influential of our personal and organizatad outcomes, and is something we can
do something about®®® People can change and develop if they are givenamel vision
of what is possible. It is often the case that befgsing above fear and becoming willing

to embrace change, there is a period of crisis, @aid hardship. Sparrow and Knight

say, “Learning to live with change, to embracend aot be frightened by it is a task for

137 peter Steinkelow Your Church Family Works: Understanding Congttazns as Emotional Systems
(Herndon, VA: Alban Institute, 2006), 43.

138 Sparrow and Knight, xiii.
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us all, and involves not so much cognitive ab#itses appropriate feelings and
attitudes.***
Three Steps Toward Emotionally Intelligent Orgaticas

Leaders must rely heavily upon emotional intelligeas they face the challenges
of change in their organisation and the world. Gaa seeks to plot the path forward. He
outline three key steps in seeking to create artiemally intelligent and effective
culture: discovering the emotional reality, visaalg the ideal, and sustaining emotional
intelligence*°

Discovering the emotional reality means comingriderstand what everyone in
the organization views as essential. Goleman nétnties “sacred centre"** It is vital
that the leader understands what is widely accaptdte group as important and that
these feelings and beliefs are treated with resgady when leaders genuinely honour
these values can they make effective attemptslpodikers see if something has to
change. People must be genuinely brought into aersation about the system and its
culture if they are to grasp the dream and theipiites of positive change. Goleman
explains, “Both the coaching style — where a leae&ply listens to individuals — and the
democratic style — where a group in dialogue bulnissensus — can ensure that people
are brought into the change process in a way thidsbcommitment**?

When the truth about the cherished values of tharoration is clear, the main

leaders can see that changes are needed. Thennthst be a bottom up approach.

139hid., 3.
10 Goleman, 218.
141 bid.
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Leaders from every level of the organization mesehgaged in conversation about the
current situation and the future vision. A sigraint part of the conversation will be
focused on identifying cultural norms that hinderfprmance. This aspect will likely be
difficult and require the most sensitive touch.sTprocess will take time but ensures that
everyone participates in dialogue and growing hedpeut what might be possible. Even
with the most painstaking preparation, change iesdyeans guaranteed. There must be
a point where people are willing to move forward &ake hold of new possibilities.

Visualizing the ideal is the second stage in boddihe resonant organization.
This is about helping everyone develop and shamnavision or dream. As Goleman
explains, “The movement needs to be directed: tdwa dream, toward collective
values, and toward new ways of working togetHé&t Once again, the leader carries the
main responsibility for giving shape to a visiong8od vision can grip the attention of
group members as they grasp what might be posasifalehe constructive changes that
will follow. Group members need to attune — to deel and touch the values and the
vision”**and actually own them personally. In all of tiispple are more important
than strategy. The goal must be to “create conmedty focusing on what people really
want and need, and by deliberately building a caltbat supports good health in the
tribe. When a leader focuses on people, emoticoradi® are created that are the ground
in which resonance is sowri*®

Sustaining emotional intelligence focuses uponéhder living and acting in

such a way as to embody the very soul of the orgdion. When a leader (or group of

1431hid., 220.
144 bid.

145 hid., 221.
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leaders) has clarified a new vision and begun toroanicate it, the main challenge will
be in getting it accepted and established. Theeleanist consistently and practically
demonstrate the new values and vision by attitadiégons, and example. Vision must
then be followed up by changes in structure antesy$o match the vision and make it
tangible. Goleman explains, “Change the ruleseéchbe, to reinforce the visioh'®
Goleman writes about the myths and legends of segdaadership. By this he means the
overall influence of a great leader, “Leaders havenormous impact on the overall
emotions of an organization, and they are oftehetentre of the organization’s
stories.™*” The emphasis is upon the inspiration of a resoleaiter opening people up
to new possibilities, and then through changeggaolations and practices, the new
vision is fixed in a structure that will become epted by everyone.

These three steps — discovering the emotionaktyesisualizing the ideal, and
sustaining emotional intelligence — are esseniatte leader who hopes to bring change
to any organization. Such leaders will bring pedplgether into relationship, be the
catalyst for developing new vision and the degradhieve it. Goleman says, “These
kinds of leaders build with positives: They craftision with heartfelt passion, they
foster an inspiring organizational mission thadégply woven into the organizational
fabric, and they know how to give people a senaettieir work is meaningful*®

Emotional Triangles
In seeking to understand why interpersonal relatigrs within organizations are

often fraught with difficulty, Herrington, Creechnd Taylor in,The Leader’s Journgy

148 bid., 222.
147 bid.

148 1hid., 223.



65

relate insights from systems theory and emotioretuinity to an organization’s micro
level. They write about “Emotional Trianglé&®which they describe as the “molecules”
of emotional systems. They note that just as twapfgerelate to each other, they will
almost always share their thoughts with one otleesqn, creating three person triangles.
Among any group of people, there will be numerausriocking triangles. As thoughts
and attitudes are shared within and between thiesgles, there is a strong impact upon
a community or group such as a church. These tearggan work positively or

negatively, and the information shared about omsqrein a triangle will impact how
other individuals (and other triangles of peopkdate to that individual.

This is a very significant issue for any leadelkgggto unite the group and move
it forward in a positive way. Herrington, Creechgdalaylor explain,

The greater the leaders capacity to see the symtenwatch the process by

observing the triangles, the greater the leadgradity to remain a calm presence

and make a difference in the congregation’s lifés ivhen we do not understand
what is happening around us that we grow most aisxigvery living system has

a myriad of triangles operating interdependentl¢ simultaneously, thus making

the dynamics in the system highly comptéX.

Herrington, Creech, and Taylor give particular epben of emotional triangles
both in scripture and typical congregational lifesus encouraged certain triangles when
he advised how to behave in situations of tens$eak first directly to the individual,
then if necessary for resolution draw another pemspshould this not work seek to share

the matter with the wider chur¢® Herrington, Creech, and Taylor offer another stant

this teaching, explaining that there are triangfes leaders are best to keep their distance

149 Herrington, Creech, and Taylor, 52.
0 pid., 53.

151 Matthew 5:23-24; 18:15-17.
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from, rather than be drawn into an alliance thay pr@sent problems. When Jesus was
asked to arbitrate between two brothers in a despbbut an inheritance, he declined to
be drawn in to one side or the oth&r.

Herrington, Creech, and Taylor give a number ofhexias of typical church
emotional triangles: a church member complainingrte staff member about another;
asking someone for a comment in the knowledgeithall create an ally supporting one
view point against another; one individual assgrtmthe main leader that “everyone” is
expressing a negative opinion about some matter.

Differentiation

The emotionally mature leader is able to see them®gles, understand their
importance, and help everyone work through thems.ithportant to “de-triangle” or
remain “differentiated,” that is to remain “emotally connected to the other two players
while being emotionally neutral about the symptdmissue.™* It is vital to remain
composed, aware of what is happening, not rushingkie sides, not counter-attacking
under provocation, not taking responsibility foe ttelationship of the other two, not
withdrawing or becoming silent, but instead leadeust maintain open relationships
with all sides. Herrington, Creech, and Taylor expl “Part of the arsenal of effective
leadership is the wisdom to see the anxiety irsgistem for what it is, the serenity to
take a more objective view of what is transpiriagg the courage to act on principle

rather than react to pressuré>

%2 Luke 12:13.
*3Herrington, Creech, and Taylor, 54.
' bid., 55.
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These are some of the challenges and skills redjait a micro level of
leadership. It is in these basic building block$h&f emotional system that problems
begin to grow, but it is here also, that leadersfeghion solutions. The level of difficulty
for the leader is very significant and, requiresagmaturity, and high emotional
intelligence. In a church situation, where misslatenge is required, it is vital to have a
leader, “...who is self aware, authentic, and presettie realities and concerns of those
being led. An emotionally aware and mature leasliéest equipped to navigate the
complexity of discontinuous change®

Relationship Capital

The term “relationship capitdf’ is used by Burns, Chapman and Guthrie in their
bookResilient Ministry This is authority or influence based on the refeghips that the
leader has. They explain that “It is derived frdma telational status one has in a
community.™®When accrued by a leader, this capital carrigsifsignt influence
among members of a community. Burns, Chapman atidri@suggest there are three
elements in building relationship capital. These “antentionality, time and
vulnerability.”*° Leaders should be deliberate in seeking to buitthg and trusting
relationships, especially with other influential migers of the organization. This will
demand time and it will include informal social tact as well as formal working co-
operation. The willingness to be vulnerable andhdpescrutiny is very important.

“Pastors who only share in generalities and daxpiose the realities of their own human

1%6 Roxburgh and Romanuk, 127.

157 Bob Burns, Tasha Chapman, and Donald GutReésjlient Ministry: What Pastors Told Us about
Surviving and ThrivindDowners Grove, IL: IVP Books, 2013), 214.
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struggles will not create authentic relationshiff8 ¥hile formal authority gives a leader
power to make decisions, it is relationship caphat has more long term effectiveness
in creating the personal links that can lead tdthgarganizations and change.
The Influence of Emotional Intelligence

A very powerful illustration of many of these asfgeaf emotional intelligence is
seen in the leadership of Abraham Lincoln. Durimg American Civil War, many of the
nation’s leading politicians were locked in rivaliyut Lincoln offered leadership that
rose above personal differences and animosity.rBgiger Doris Kearns Goodwin writes
in summary of Lincoln’s achievements,

This, then is a story of Lincoln’s political genitessealed through his

extraordinary array of personal qualities that ¢éghihim to form friendships with

men who had previously opposed him; to repair ggueelings that, left

untended, might have escalated into permanentibggth assume responsibility

for the failures of subordinates; to share credlih wase; and to learn from

mistakes. . . . His success in dealing with thengfregos of the men in his cabinet

suggests that in the hands of a truly great pa@itithe qualities we generally

associate with decency and morality — kindnesssieity, compassion, honesty,

and empathy — can also be impressive politicaluess.*"

These qualities are of immense value in workindhwliffering personalities in
any life situation. Such qualities are essentitdalders are ever to exercise emotional
intelligence. Perhaps never was the power of hasatiter, the generosity of his spirit,
and the wisdom of his mind, more clearly seen thans second inaugural speech.
Lincoln gave the speech in March 1865, just betbeeend of the Civil War. He knew
that though bloodshed might be ending, the immé&seof healing and uniting a

divided and hurting nation still lay ahead. OncaiagLincoln illustrated emotional

160 1hid., 216.

181 Doris Kearns GoodwinTeam of Rivals The Political Genius of Abraham bin¢London: Penguin
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intelligence, knowing that someone must lead theldd nation beyond hatred to bring
healing, harmony, respect, and peace. Lincolrdalpon his fellow countrymen,
With malice toward none; with charity for all; wittmness in the right, as God
gives us to see the right, let us strive on tasfirthe work we are in; to bind up
the nation's wounds; to care for him who shall Hamene the battle, and for his
widow, and his orphan - to do all which may achiaxe cherish a just, and
lasting peace, among ourselves, and with all nafitn
Lincoln is credited with being one of the greatippcdl leaders in history, and without his
mighty influence, America may never have recovérenh the Civil War.
Biblical Insights
The academic literature does not use the biblieatept of “fellowship,” but
many of the values being described in three magasaof leadership study are akin to
those seen in any healthy, Christian fellowshigtays theory, adaptive leadership, and
emotional intelligence. The missing element in f&diterature is an emphasis upon the
bond of belonging and love that comes through Chrisfluence and power. Christ takes
the system to a higher level than will ever bellike the secular world. The following
section considers each of these leadership studys an the light of relevant, scriptural
principles and illustrates them with actual exaraleawn from the Bible. Ultimately,
the church is to be shaped and guided by scripatiher than secular ideologies of
organization and leadership theory. However, mdrnlese business practices do not
conflict with, and may even have a genesis inpseral values. Recognising that this is

true, church leaders can usefully study insights @mactices from the world of business,

focusing and refining them further by biblical pedent, instruction, and insight.

182 1hid., 699.
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Systems Theory

There are many biblical examples of an understandifuman relationships in
terms of groups or systems. People are bound tegetitlose associations where one
can help the other. King Solomon showed an undaistg of these important human
relationships. In his writings he stated, “Wounis1i a friend can be trusted ... As iron
sharpens iron, so one person sharpens andtidRéflecting on loneliness he wrote,
“Two are better than one, because they have a gaiorh for their labour; if either of
them falls down, one can help the other up. Byt @ityone who falls and has no one to
help them up***

In teaching his disciples, Jesus indicated thatthas a “system” in the kingdom
of God. He used the imagery of a vine to show éhationship between himself and his
disciples—the church. Christ is the vine (main pdthe plant), and his followers are
branches that must attach and draw life from thimplant®® In this system, drawing
upon the resources of a close bond and relationgitinpChrist leads to the church’s
success and fruitfulness. There is an active ihtarge and on-going connection between
believers and their Lord. This emphasis upon m@heip is further shown in the prayer
of Christ for the church. John records the word3esfus as he prayed for the unity of his
followers, “that all of them may be on&®

The imagery of the vine and the prayer of Jesus gitlear picture of relationship

both within the Godhead and throughout the chuietthors in the business literature

183 proverbs 27:6, 17.
164 Ecclesiastes 4:9-10.
185 John 15:4-5.
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referenced earlier in this chapter define the inddattionships among a group or
organization as being a system. We do not needdptdanguage from the secular
business world without thought, but it is cleartttieere are applications and insights in
this literature that help us analyse the churcH,iadeed offer fresh insight to instruction
that is already available through God’s word. Fsampture, it is clear that in
divine/lhuman relationships, there is a unity ofgmse and an interconnection between
Father, Son, Holy Spirit, and church. George Cladisis booki_eading the team-based
churchrefers to the Trinity as an illustration of hovatenships should function in the
church. “The divine community of the Trinity proes a helpful image for human
community that reflects the love and intimacy & thodhead. Hierarchical distinctions
in human community give way to a sense of the laidyhrist, with each part equal and
important.*®” He views the Trinity as a model of what a churemmunity should be.
The earthly life of Christ and the community of #ely church are further illustrations
of how a system can function. It was Jesus whogatayost clearly for his church, “that
all of them may be one, Father, just as you areérand | am in you**®

Significant parts of Jesus’ ministry were aboustulibances (sometimes called
disequilibrium) in the system. For example, Jesamed his disciples that they would be
thrown out of the synagogd€’ As a Jewish boy and young man, Jesus himself éad b
very much a part of the system of Judaism in Istdelalso spent much of his first year
in public ministry visiting and speaking at the agongue. However, his teaching and

actions often challenged the status quo and brdughtnto conflict with many of the

167 Cladis, 5.
168 30hn 17:21.
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prominent leaders. One of his first recorded pudfipearances was in the synagogue at
Nazareth:’® He read the scriptures and began to teach. Iyitthlere was a very positive

response of amazement, but the people’s responsetto fury as he began challenging
the status quo — the system.

Throughout the gospels, there are numerous exarapteese tensions within the
system. In Luke chapters five and six, the Phasiggestion and criticize Jesus about his
associations with outcasts, his apparent disintandasting, and his seemingly lax
Sabbath observance. Jesus confounded his critids;l@early communicated that changes
to would be necessary. When he commented aboueta: for new wineskins, he
challenged the old system and asserted that chaagieoming through his ministfy*

Tension grew as Jesus continued his ministry aftieég and action. Luke,
perhaps, most succinctly captured the divided opsmiand tension just after Jesus had
healed a crippled woman on the sabbath. “When idetsig, all his opponents were
humiliated, but the people were delighted withtlaél wonderful things he was dointf?

Jesus was part of a system, but not captive bo itis ministry he drew key
people together to begin the work of forming a catly new system. Mark records his
first public declaration, “Jesus went into Galifgeclaiming the good news of God. The
time has come, he said, The Kingdom of God is rfieapent and believe the good

news!’3

170) yke 4:14-30.
1 bid., 5:37-38.
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In the early days of the church, members had a bdeeg of love, unity, and co-
dependence among themselV&<Christ taught and prayed for exactly this dynanfitee
church held regular meetings for worship and fedlbip. The church shared material
possessions and grew its numbers significantlylthieeelationships formed with few
hindrances to growth in this system.

The Apostles Peter and Paul give many instructiegarding leadership in the
church. Much of the academic literature has draitenton to the importance of leaders
setting the direction and standards of an orgaoizaBiblical examples mirror this
emphasis upon the importance of leaders in thesydElders are to be appointed in
churches, and they are to be people who have easspdct. Peter urges elders to be
careful shepherds, caring for the flock and setampsitive example of willing
service!” In this context, he also instructs those who aiadled, particularly younger
members, to submit to and respect the leadershig.dmphasises to Timothy that
overseers are to be leaders whose personal anly fares are well ordered, and whose
reputation in the community is good and above raghd’® Paul also urges Titus to
appoint elders who have the same qualities andastself-controlled, upright, holy
and disciplined.*” All of this advice is about establishing an orgational system.

The case of the church at Ephesus is of particalavance when it is considered

in the light of systems analysis. Paul had staledetbriefly at the end of his second

174 pcts 2:42-47.
1751 peter 5:1-5.
1761 Timothy 3:1-7.

7 Titus 1:8.
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missionary journey. He left behind Priscilla andulig to carry on the fledgling work®
Early on his second missionary journey he retuaratispent two years there
evangelising and building the church. He would hiagen very familiar with the church
family there, and he found great fellowship witk Hellow workers in Jesus Christ?
At a later stage he reveals insights to some oflitequilibrium in the system. Writing to
Timothy who was a later leader of the church in&qs he names three men who had
been the cause of much trouble and harm: HymenBéilsfus and Alexandéf Paul
was aware of a variety of tensions in this chuaeid so he urged Timothy to be faithful
in his leadership and, as has already been natéx, active in appointing elders —
leaders who will shape the system. The commen®abfck Lencioni could almost arise
directly from these examples. Lencioni writes,

If an organization is led by a team that is noteheburally unified, there is no

chance that it will become healthy. It's kind ddia family. If the parents’

relationship is dysfunctional, the family will bea. That's not to say that some

good things can’t come out of it; it's just thaetfamily/company will not come

anywhere close to realizing its full potenti.

Adaptive Leadership

In challenging the Jewish system, Jesus exercidaptiae leadership. His

teaching on the kingdom consistently confrontedsystem and caused considerable

disequilibrium. For example, Jewish leadership exxptl many as they came to the

temple for worship. The leadership lacked trueteghsness. Hypocrisy was rampant,

178 Acts 18:19-21.
1 Romans 16:3-4.
1801 Timothy 1:19-20; 2 Timothy 2:17; 4:14-15.

181) encioni, 19.
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and there was more interest in commerce than pray&s, God’s people forgot their
mission to every nation because of their extrentiemalism.

At Jesus’ birth, during his ministry, through h@nemission to the disciples, and
after the resurrection, Jesus revealed that Goa ppéen for people from every nation. In
contrast to the narrow nationalism of the Jewigllégs, Jesus’ purpose was to reach out
to every culture and make them part of his ruleasTas an adaptive challenge for
people steeped in one traditional and narrow celltur

The early church faced another adaptive challentethe tension between
Greek and Hebraic Jews. The Greek widows were lmiagooked in the daily
distribution of food, and the church had to findaataptive solution. The apostles created
new office: deacon. The apostles created theeotffaleacon to relieve them from
waiting at tables. They adapted the system byig@i fair and workable solution.

Acts 10 recounts an even greater adaptive challfarghe young church:
reaching out to the despised Gentiles. Peter whwedeom a strongly Jewish culture was
challenged by God through a vision. Then at theestinme he received an invitation to
visit the home of Cornelius, a Roman Centurion amgentile. Peter visited Cornelius, an
action that could only have happened by God’s ajeatance. In Jerusalem, some
believers began to criticise and divide over Psteisit. Peter explains his actions and
initially this seems to satisfy. Later, the issu€aces again because it has not been fully
resolved. Old tensions and prejudices still nedaetdbrought out into the open and finally
resolved.

Following Paul’s first missionary journey, someibeérs from Jewish

backgrounds came to the largely Gentile churchntickh. They began urging the
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practice of Jewish customs, causing conflict arlmhtkee Acts 15 records the great
disequilibrium®®? The Council of Jerusalem convened to addressshei Church

leaders carefully and thoroughly discussed hownityuhe church, under the guidance
and grace of God. Ultimately, the whole church adréhat Jewish legal requirements
would not be imposed upon the Gentiles. The chadapted; it recognised and approved
the basis of mission to the entire world, as Jésgscommissioned.

It is again important to note that all three leatlgy aspects are included here.
The system that held sway among the Jerusalem-Baseash cultural church had to be
recognised and adapted to new circumstances. ér ydthis to happen there had to be
the exercise of significant emotional intelligenceler the guidance and grace of God. In
church leadership, these key aspects of effeati@édrship are important, but leaders
must also always keep in mind the guiding and engl3pirit of God who leads and
empowers his people.

Further scriptural examples of adaptive leaderahgonumerous. Moses was
commissioned at the burning bush to return to bapte, share a vision with them, lead
them out to a new place, and form a new natidGod’s people had lived for
generations in slavery, adapting their lives toemsure of acceptance of their conditions.
Bringing change was an immense step, yet Moses shareng a hope and vision of a
new life. In pursuing a plan for adaptive changesosed to technical changes, Moses
had to share the vision and nurture hope amontp#uers->* As he did so, the people’s

hope and faith rose. Throughout this period of fiMeses had to exercise high levels of

182 Acts 15:24.
183 Exodus 3:1-10.
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leadership skills and faith as he dealt with thggdign system of dominance and the
Israelite system of bitter subservience and weaknes

Ezra and Nehemiah faced similar challenges aslétesgt downtrodden nation
back to a place of confidence and strength. Thenagrnin Jerusalem was in a dire
situation'® The city had been destroyed and the people disdr&omething new was
needed. Nehemiah had the burden and a vision. Herstood the system and went to the
balcony to get an overviel#’® Then Nehemiah dealt with key people and shared the
vision. Like Moses, he was what Daniel Golemanscaltesonant lead&t. Nehemiah
took time to form his own plan, but he then caigfahared the plan with other key
people. He had to face off opposition — the wigestem of other tribes and nations who
didn’t want the wall rebuilt. They did all they dduo disrupt through threats, a letter,
diversions, and deception. In all of this oppositiNehemiah worked to keep his people
united and moving toward change that would regpoice, strength, and faith among the
nation’®® Not only did he succeed in the rebuilding projéct; in tandem with Ezra, he
called back to God a people who had lost faithla@@bme careless in their devotion.
Ezra reads and applies the law of God; he restbeeworship of God; the people make a
binding agreement together to remain faithfilAn entire nation was changed.

Each of these biblical examples bears out the ferddaders to give high priority

to understanding circumstances, events and infegeand then develop a clear plan for

185 Nehemiah 1:3.
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the future. The King James version of the wordSa@bmon captures this need, “Where
there is no vision the people perisif”
Emotional Intelligence

Joseph’s life gives many insights into the valuembtional intelligence. As a
young man, he showed little understanding of hdanaly system worked. Indeed, the
same could also be said for his father Jacob. ime&is 37, the family is fraught with
tension and division. Jacob greatly favoured Josepb received and also flaunted his
special treatment. Joseph was quick to tell hisefladnything that was wrong about his
brothers. Over time, attitudes developed to theglahere, among the brothers, there
was hatred instead of kindnéS5Joseph added to the animosity by blurting outmisea
about his brothers bowing down to him in servitubee teenage Joseph showed a
complete lack of emotional intelligence. All resana was gone, and he was headed for
trouble. Eventually, Josephs’ brothers sold hima akave and trafficked him to Egypt.

Over time, and many hard knocks, he rose to promemand developed great
wisdom, insight, and sensitivity in dealing withopée. Joseph eventually held great
authority in the Egyptian ruling system. He offepaglitical and administrative leadership
to the Pharaoh, and after many years, when thesmetaame, Joseph reached out to his
estranged brothers to help transform attitudebrit@y genuine repentance and emotional
freedom, and to move the entire family to safety hanour in Egypt?®?

More than anywhere else in the Bible, Jesus Céxistcises emotional

intelligence that arose out of divine wisdom. Hed pawer and authority but also

190 proyerbs 29:18.
191 Genesis 37:2, 4, 8.

1921hid., 45:4-15.
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magnetism. Jesus resonated with all types of ped@&ving them to himself. He called
twelve disparate men from a wide range of backgiswand melded them into a group
who eventually led and shaped an organisationatat 2000 years is still growing and
influencing humanity around the world.

There is much to glean from the way Jesus han@iledibst difficult and trying
circumstances. Throughout his public ministry, geapgularly challenged his authority
and attempted to trap him in situations where hédcbe isolated, compromised, and
condemned. When the Pharisees brought a woman athbden caught in adultery to
Jesus, they tried to goad him into starting ana@gublic stoning®® When the Pharisees
asked a politically charged question about payixgs$™>* Jesus perceived the tensions
that lay behind their questions, avoided reactipaad inflammatory words, and
responded in ways that disarmed these confrontatiesus waited until his time to fight
the central battle, and ultimately he won. Jesadt dgth many interlocking, emotional
triangles. Some were utterly opposed to him, manys the fence, while others wanted
to support and defend him. Jesus always saw thé@mabreality behind the triangles,
controlled anxiety by his stable emotions and nealeadership, and helped his followers
visualise a new ideal community in God’s kingdomdbing so, Jesus demonstrated
deep emotional intelligence and divine wisdom.

Jesus spoke of emotional intelligence in the gealite enumerated in the sermon

on the mount. He spoke of meekness, mercy, puarity,peace-making> Jesus urged his

198 3ohn 8:1-11.
194 Matthew 22:15f.

198 hid., 5:3-9.
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followers to live lives marked by love for God, gebours, and even enemig8Long
before the term had been coined, Christ displayelddescribed emotionally intelligent
behaviour. In biblical terms, emotional intelligens grace filled godliness.

Throughout the rest of the New Testament, Christiswers are encouraged in
the same thinking and conduct. In Philippians 21l Raes Christ as an exemplar, urging
that “your attitude should be the same as Chrimisl&®” After urging believers in Rome
to offer themselves as living sacrifices to GodjIRm@es on to list behaviours and
qualities that are pleasing to God and reflectiviei® grace and generosity? In many
ways these requirements define emotional inteligen

The activity of mentoring is one that has a strbnito both emotional
intelligence and also systems analysis. The impoeaf leaders proactively developing
relationships with key church members has alreanmoted. This helps build a strong
system of relationships and will also help groupmhers develop insights and personal
gualities as they are modelled and encouragedélettder. An outstanding New
Testament example of mentoring is that by Barnab&aul'® Barnabas the well
recognised leader in the Church took the newly eaied Saul under his wing and
introduced him to the other church leaders at a tivhen there was great suspicion of

Saul. Initially, for at least a full year, Barnalsent time with this new believer working

together in consolidating a new church at Antiaag also engaging in a mercy mission

198 |pid., 5:43-48; 22:34-40.
197 philippians 2:1-8.
198 Romans 12:3-21.

199 Acts 9:27.
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to the church in Jerusaleff. Some time later the church leadership commissiamed

sent them off on mission work which in due coursedme a major advance of the gospel
in the Roman world® During these early years of Saul’s Christian eiqmere Barnabas
was the mentor, and from this encouragement emehgegreatest missionary evangelist
the church has known. The mentoring role playe8&yabas illustrates many of the
points alluded to earlier in the literature reviewtopics such as teaming, emotional
triangles, relationship capital.

These biblical examples and commands illustratepamdllel the key themes
arising from the secular literature. However, titdital examples are more than simple
examples of laudable qualities or skills. Theyas® convictions. The biblical characters
demonstrate beliefs about God, about what he reguand about what is true. The
biblical examples illustrate skills and qualitiéat practically assist Christians in dealing
with all manner of testing situations, and theyalksveal core convictions that add
further strength to their leadership. As Mohlertesi

Charisma is a great gift, but it cannot substifateconviction. The same is true of

personality skills, gifts of communication, medi@gence, and organizational

ability. None of these things can qualify a Chastieader when conviction is
absent or weak. ... The importance of convictiontdliigence in the life of the
leader comes down to the fact that our intelledhadits must be aligned with

Christian truth and knowleddé?

From these biblical examples and numerous otharsited, it is clear that there

are strong, practical, and biblical reasons to tstdad and develop systems awareness,

2001hid., 11:25-30.
201 hid., 13:2-3.

202 \pohler, 32, 34.
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adaptive leadership, and emotional intelligencedess can do so under God and his
grace.
Conclusion

It is important to recognise that the three theofes/stems, adaptive leadership
and emotional intelligence are inseparable fronhedber. In order to have effective
leadership, there must be knowledge of systemadaptive change combined with
emotionally intelligent interactions to create lieglorganizations.

The New Testament image of the church as the bb@ost illustrates the
confluence of systems theory, adaptive leadershipeaotional intelligenc&? While it
may be possible to define and discuss them separis@ctual real life situations they
work together and must all be present in healthgéeship. A body is living and can
achieve many goals. In order for the body to wdf&atively, all the parts must co-
ordinate. There is total inter-relationship andyim a healthy body.

Paul uses the human body as an illustration o§pivtual body of the church.
First, there is a system in the body. In writingtie Corinthians, Paul tells how the
church, as the body of Christ, is made up of marisp™ All of these parts have
significance and interdependence. The foot andhdimel, the ear and the eye belong
together and need each other. Second, bodies hawability to change and adapt to
different circumstances and cultures. Just as aalthy body grows and develops, so
Paul writes of the body of Christ being built upaching maturity, being stable, and

doing its work?® Third, in a body, all the parts are unified anchoaunicate between

23 Ephesians 4:11-13, 15-16.

2041 Corinthians 12:12-31.
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each other. For example, the head, hand, and lidud\ge a close connection. This inter-
relationship must be unhindered for the body tafiom.

The body parts illustrate how the relationshipsMeein church members ought to
function. Individuals from diverse, and sometimeasfticting, backgrounds have been
brought into loving and working relationship withah other. Christ and his disciples
first demonstrated this fellowship. This was a cemystem. Over time the church had
to grow, develop and adapt to countless challenfas.diverse and growing body of
people could only progress as they lived in healétgtionship with each other —
illustrating emotional intelligence. These threganghemes are distinct subjects and
have been described individually, but the metaiidtihe church as a body is a clear
illustration of the fact that they are inextricalilyked.

This chapter began by recognising that as circumstachange, an organization
can become anxious and stultified in its work. Tdften leaves members feeling
alienated and helpless. If these problems are tiveecome, there needs to be a high
level of effective leadership. In examining thetuags of many in the field of business
management, it has been shown that understandatgnsy theory gives insights into
why and how organizations run into problems andtyloential paths can be taken to
navigate through the difficulties. In additionigtclear that a high level of skill in
adaptive leadership is necessary to begin movingdia in effective ways to new and
better things. The third major theme of this chaptas emotional intelligence: the skill
or ability to unite people and hold them togetAdre leaders who want to lead
organizations through problems to a new place ofess will have to display the

resonance that comes from being emotionally igfelit. Such leaders, with a deep

205 Ephesians 4:12-16.



84

passion for their organization, its members, asgdals, will enthuse and excite those
they lead. They will become the catalyst that @gainited teams of people who will rise
to every challenge, embrace the changes neede@ngmglevels of success that would
be impossible without such leadership. As the rgdeveloped, and insights from
various practitioners was analysed, it became thedrthe three major themes of review
overlap in many ways and cannot be thought ofatateon from each other.

This literature review also briefly explored bildlexamples and commands
showing that many of the skills and approaches tadiip the business world actually
have precedent in the Bible. The life of Christfpetly exemplifies human qualities and
relational skills that are effective in dealing kvgeople in any context, and most
especially in leading people into all that God befained for them.

The purpose of this study was to investigate hownisters develop effective
leadership teams in congregations. The literaewew in this chapter has shed much
light on the subject. The other major part of 8tisdy was to carry out qualitative
research in a number of particular cases of chigathership. In the next chapter the

methodology used in this research project will bespnted.



Chapter Three
Methodology

The purpose of this study was to investigate hamisters develop effective
leadership teams in their congregations. One ofuhdamental assumptions is that, due
to pre-conceived ideas about leadership, it is comfar ministers to have problems
developing a mode of ministry which is truly teamsbd. Linked with this is the
assumption that congregations do not easily age@ptforms of leadership. This has
already been addressed by the PCI General Assdralplgrts of 1996 and 2011.

In order to address the purpose, the literatugrtifies three main areas of focus
that are pertinent to the attempt to transitiomff@ne man ministry” to effective team
leadership. These include systems theory, adalgadership, and emotional intelligence
(El). To examine how these issues are relevantaotige, and to provide data for
consideration, a number of interviews with expereghchurch leaders were conducted.
The following research questions were used to dratthis information:

1. What are the main strategies ministers usegtate effective leadership teams

in congregations?

2. What issues make it difficult to develop effeetieadership teams in

congregations?

3. How have effective leadership teams impactedith and vitality of

congregations?

85
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4. Why have some strategies used by ministersctte effective leadership
teams been successful?
Design of the Study

This study is qualitative in its approach. Rathemnt seeking large quantities of
data from which statistics can be extracted, ttudysfocuses upon a small number of
carefully chosen participants who meet the critefibeing able to speak from their
experience of developing church leadership teamali@tive research is essentially
interpretative, and the researcher seeks to urashetshe process by which people form
their opinions and develop their practices. Whea mnderstands how things have
happened and what people think about them, themsane better position to see how
positive change can be effected.

This type of research has a number of charadteyidtat are outlined by Sharan
B. Merriam in her booKualitative Research and Case Study Applicatiorisduacation.
First, qualitative researchers seek to understamdgeople “make sense of their world
and the experiences they have in the woff@ This type of research is focused upon the
perspective of the participant. Second, the rebeats the “primary instrument for data
collection and analysi€®’ This is a personal, responsive approach to gaitteri
information, and an individual researcher has themsand grapple with the information.
Third, there is usually fieldwork — meeting withgpée, questioning, listening, and
communicating. The fourth characteristic is tha tesearch is inductive, building from

the raw information given to an opinion or belids Merriam teaches, “Qualitative

2% sharan MerriamQualitative Research and Case Study Applicatiorsdncation 2nd ed. (San
Francisco: Jossey-Bass Publishers, 1998), 6.

27 bid., 7.
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researchers build toward theory from observatianbiatuitive understandings gained in
the field.”*® Fifth, the results of this type of research arebased on statistics, but on
descriptions and quotations. As Merriam notes, “§$and pictures rather than numbers
are used to convey what the researcher has leabted a phenomenoi®

The adoption of this approach dictated that mddheresearcher’s time was
spent conducting in-depth, face-to-face interviellgese were semi-structured,
following a broad plan, but allowed the researadresugh flexibility to follow wherever
the participant led. Interviewees were selecte@dapon the likelihood that they would
be able to share pertinent insight and experieegarding the task of team building.
There was open questioning, encouraging expressiopinions and feelings, as well as
particular examples of their experience.

Sampling Criteria

The approach taken in selecting interviewees was-probability purposive
sampling.?'° A small number of participants were carefully sede to yield a detailed
picture of church leadership in a wide range afatibns. The goal was to choose
“information rich cases™! from whom the greatest amount of information wdikely
be drawn. Maximum variation sampling was used abiths possible to see how
effective teams have been developed in widely difgecontexts.

Keeping in mind the desire to evaluate how leddpreams have grown in

differing situations, the selection criteria forstihhesearch was as follows. Each

208 |hid.
2091pid., 8.
201hid., 61.
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interviewee had major responsibility in developargl managing a leadership team.
Examples from a number of different denominatioesarsought. In every case, the
individual interviewed was from an evangelical aefbrmed background. In each case,
the interviewee was from a congregation that stautss an example in its
denomination or community type of how effectivedeeship teams can be developed.
Also, a wide variety of community circumstances evstudied. For example —
congregations in large cities and smaller commeasiittongregations in England,
Scotland, Republic of Ireland, and Northern Irelacwhgregations that are large and
others that are smaller; congregations with laegents (note that in the British Isles this
will be around four to six full time staff), andnars with very small volunteer teams;
congregations that are relatively new and otheastiave long traditions.

Eight participants were interviewed, coveringth#ise variations. In gathering the
names of interviewees, the researcher drew up@opal knowledge of congregations,
their activities, and their leadership. This wdatreely simple within the Presbyterian
Church in Ireland as the researcher actively nmenssin this small denomination. In
seeking out congregations of other denominatiodsimother parts of the British isles,
the researcher networked with previously known chleaders and also researched
church websites to determine the leader’s and egagion’s suitability.

Participants were contacted directly by telephiorte first instance, and then, if
they were willing to help, by a letter which explad the process. To aid gathering of
basic information, participants were asked to cateph brief contextual survey before

their interview, in order to confirm the type ofrgregation and leadership with which
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they were involved. In this way, it was possibleetsure that the selection criteria were
met. The following are brief details of the pap@nts and their congregations.

Andrew leads a long-established Church of Eng(@mdjlican) congregation in
the north London area. He has been in the congoegfair fourteen years. It is a large
congregation, and there is a leadership team @&frskil-time staff and six part-time
staff. The church is a leading Evangelical Anglicangregation in the south of England.

Bob leads an Anglican congregation, establishettufifty years ago in the south
London area. He has been in this congregatioropest two years. The church is a large
congregation, and there is a leadership team dénfall-time and five part-time staff.

In the last couple of years, they have taken dicant steps to re-develop the leadership
structure of the congregation.

Chris leads a long established Church of Scottamgjregation in the north of
Scotland. He has been in the congregation forediftgears. The church is a large
congregation. The staff team consists of five fule workers. This congregation is
Presbyterian, and therefore, of similar ethos #éoRhesbyterian Church in Ireland.

David pastors a long-established Independent Eslanadj congregation in inner
city Glasgow. He has been in the charge for twgatyrs. Four full-time staff members
serve the church, and the congregation has beesittoming its ministry and leadership,
seeking to find ways of touching the socially depd and student population’s in the
area.

Eric ministers in a Presbyterian Church in Irel@REI) congregation. He serves
in a small town in a rural area of the Republidrefand. He has been in this charge for

eleven years, and is the only member of staff, ghdwe does have on-going help from an
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independent evangelist who is also a member atdngregation. It is a traditional
congregation that has undergone significant gramth change over the past decade.

Frank is minister of two small PCI congregatiomsiicompletely rural area of the
Republic of Ireland. He has been in the chargeséoen years, and during this time, there
has been significant change in the nature of orieeo€ongregations in particular. He is
the only full time member of staff.

George is minister of a PCI congregation in thy of Belfast. It is a
congregation that is growing again after yeargagsation. He has been in the charge for
eleven years and there is one full time and fout fpae staff.

Henry is in one of the largest PCI congregationa town in Northern Ireland. He
has been in this charge for 20 years, and thexduB-time staff team of six. This is an
older congregation that has an innovative miniatrgt outreach.

These eight participants provide a flavour of wato/e church leadership in a
range of types of congregation in the UK. Theirrgdaexperiences illustrate how
leadership can be effectively developed in anyasibi. Their stories also show that there
is no one solution to the problems facing the churc

Data Collection Methods

This study utilized semi-structured interviews @lata gathering. In each case,
there was a need for specific information, but moicthis information was gathered in
advance through the written survey, followed by s@pecific, structured questions. The
major part of the interview followed the generattpan dictated by the research
guestions, using an initial introductory questidbhe questions then moved to a less

structured interaction, which picked up on partipresponses in order to explore them
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more thoroughly. This approach made it possibleigblight and explore common
themes, patterns, concerns, and contrasting viemssthe range of participants.
Merriam recognizes three types of interview (higstiyictured, semi-structured, and
unstructured), and she recognizes that while i@ research will mainly utilize the
semi-structured, there is a role for all formsraérview. She explains, “In most studies
the researcher can combine all three types ohi@ring so that some standardized
information is obtained, some of the same open-@&destions are asked of all
participants, and some time is spent in an unstradtmode so that fresh insights and
new information can emergé™®

The following interview questions were used. Tingt question enabled the
participant to provide some basic information atadtghe interview in a relaxed way.
Following this, each main question was directhated to the three research question
areas. After the leading question, there were¥ellp questions, and after that, the
interview became unstructured in response to afioyrimation or views shared that
seemed to be of particular relevance. The quest@ns put in slightly differing forms
depending upon whether the interviewee had ingteatnew team or had simply been
further refining an existing team.

1. Tell me about the leadership team as it cuyetdnds in your congregation?

2. Tell me about how you began to develop (or HBaen developing) this team

and its ministry?

a. How did you identify potential leaders?

b. How do you mentor and encourage your leaders?

2121hid., 75.
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3. Tell me about any obstacles or difficulties y@mve had to overcome as you

saw your team make progress?

a. How have you sought to help the team and the mesrdderongregation
deal with these issues?
b. Over time how has the team been accepted in thgregation?

4. What has been the main impact of this team gip@rcongregation?

a. Give me some example stories of how this team hrdlteenced the
congregation? (Think particularly about the teamripact upon older
“power bases.”)

b. Give me particular examples of how relationshipgehaeen improved
through this team?

c. Inthe areas where there has been positive developrrhat do you think
has been “the secret?”

These interviews were recorded on an Ipad, andgkesonally transcribed by the
researcher as soon as possible after the meetwa. iBterview was then analysed in
turn. Notes were made along with comments and vasens. The goal was to identify
units of data and sort them into common groupiii@gere had to be constant comparison
of different pieces of information to find propedior examples of practice and
behaviour. This data would then be sifted througth @nsidered to discover categories
or themes of recurring patterns of practice andcabielur. The goal of this constant
comparative method is to formulate theories thalar what is going on in the
organization. As Merriam explains, “When categoded their properties are reduced

and refined and then linked together by tentatiyeothesis, the analysis is moving
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toward the development of a theory to explain the's meaning® In addition to

analysis of the interviews, most interviewees vwadie to supply printed or electronic

information about their congregations and theintsaactivities. This proved to be very

valuable and in most cases, this material was @vailbefore the interview took place.
Researcher Stance

There are a number of areas where the researdiemkground and experience
may have coloured his understanding and attitudar this research. The researcher is
a minister of the PCI and engaged in the daily wafr&hurch leadership. Thus, he risks
being caught up in the immediate and pressinghabde able to see “the wood for the
trees.” He is serving in a larger than average cayagion (400 families), with two other
full-time staff and four part-time staff, as wedl a large number of voluntary elders and
leaders. His situation is very different than tkpexience of many fellow ministers, and
because of this, the researcher has to take cargdgrstand matters that seem of less
importance when one is engaged in a larger contjoeg@nd thus able to see the bigger
picture throughout a denomination). The researbhsrgained many insights to ministry
in small rural congregations, as he spent eightsyesnistering in two small
congregations in County Donegal. Hopefully, thipenence has helped mitigate
potential bias or misunderstanding.

The researcher works also from an evangelicarefiimed outlook and
therefore is likely to understand the needs ofctiherch through the lens of a biblical
perspective alone. This should not be a signifipaablem, as all those interviewed came
from the same theological viewpoint. However, wheading secular literature, the

researcher had to take care to “receive light famy quarter,” no matter what the source.

231bid., 192.
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Limitations of the Study

One of the potential limitations of this work rsthe area of its applicability. The
research aimed to gain a flavour of what is happem evangelical and reformed
churches in the British Isles, as well as a foqusnua range of situations in the PCI.
Thus, the limitations must be kept in mind as thieatusions from this research will not
necessarily apply in every situation. The readestrotitically assess the conclusions and
take up aspects of the study that can be appliddfaring local contexts.

The choice of a wide range of samples from widmd without the PCI has been
deliberate and based on the belief that there are/nessons to be learned from other
places which have been more innovative and lessticoned by tradition. While this
may limit applicability in some areas, it will priole challenging examples and thought-
provoking ways of adapting conclusions to the latalrch wherever it is found. The
choice of which ministers to interview may alsoitithe applicability of the conclusions.
Those interviewed were of well above-average atdlitd experience in leadership and
ministry. In addition it is worth noting that thiesearch was carried out among male
ministers only. This was not a deliberate poli@ther those deemed relevant to the goals
of the project simply happened to be of the maledge While the identity of these
participants is not being made known, the reader fimal that what these people have
achieved is beyond them and therefore tend to digdbe relevance of the conclusions.
Since interviews were not held with ministers leadinsuccessful teams in disrupted
congregations, there will be less information owlome can work through or avoid

failure.



95

Conclusion

This studyfocused on finding specific approaches that caapmdied to
leadership needs in the Presbyterian Church iartelin seeking to achieve this, effort
has been made to survey a range of congregatidassieuhe PCI and beyond the shores
of Ireland. This is in the hope of discovering aggmhes that may be more innovative and
less constrained by the familiar. Those participaiosen for interview from the PCI
were a cross section of ministers working in vaffecent circumstances and for
differing lengths of time in their charges.

Throughout the interview process, the goal wadigoover and add to the main
strategies and approaches that have been adopdesieioping effective leadership.
When the differing approaches were identified, t#fculties and how they can be
addressed were explored. The interviews also sdogétpound upon the positives that a
good team generates and also if there are panti@agaons why some approaches are
successful.

The goal was to discover the range of succespfuioaches that have been
adopted with the hope of finding that some of theggeroaches may be relevant in other
situations. Additionally, and more importantly, thervey and analysis searched for
common factors that are essential in developingcéffe leadership teams in all
circumstances.

In the next chapter the eight interview transooipg will be analysed using the
four research questions as a framework under wapekific information and opinion can
be categorised. The goal of this is to show howptlaetical leadership experience of the

participants relates to the themes that have erddrgm the literature review.



Chapter Four
Findings
The previous chapters of this dissertation havenaa some of the major
challenges for leadership in churches today, dssuliiterature which has an application
to these problems, and given details of the rekeglmment of this work. The purpose of
this project was to investigate how ministers depeadffective leadership teams in
congregations. The researcher contacted a carstliygted group of church leaders and
drew from them information and stories relevanttask of developing effective
leadership teams. The following primary researobstjons have shaped the content and
direction of the project:
1. What are the main strategies ministers use toeedédctive leadership teams in
congregations?
2. What issues make it difficult to develop effectleadership teams in
congregations?
3. How have effective leadership teams impacted theahd vitality of
congregations?
4. Why have some strategies used by ministers toeceftdctive leadership teams
been successful?
Eight clergy from varying denominations and setinvere interviewed. In the
search for principles that would be applicable ssm@ wide variety of churches, the

researcher decided to utilize church leaders frigmifecantly different situations.

96



97

Among these eight interviewees were two Anglicamnsisters from England, one
minister from the Church of Scotland (Presbyteriand one from an independent
evangelical church in a large city in Scotland. Hoish Presbyterians were also
interviewed. Two of them minister in the Republidreland, one in Belfast and the last
in one of the larger towns in the province. Thiesgon representa very wide range of
church settings. All of these leaders come fronexaangelical background, and all are
recognised as good leaders in their differing eirstances. In this dissertation, each has
been given a pseudonym, and specific details tbatdvidentify the congregations have
not been given. Basic details of each participaaigaven below to enable a better
understanding of the significance of what they stlaegarding their work in offering
leadership to the church.
Eight Participating Ministers
Andrew

Andrew is an Anglican vicar of a large and longabished Church of England
parish in North London. He has been in the condregdor fourteen years. He leads a
team of seven full-time and six part-time staffjpmany volunteers. As in all Church of
England parishes, there is a Parochial Church Gb{R€C) that numbers about thirty
members who have the role of setting policy anérening the church’s general
direction. They normally meet four times per yddrere is also a smaller “standing
committee” of PCC members. This committee meetseiween the main meetings and
acts as a sounding board to ensure that therdfisiesot reflection on particular
initiatives. There are also two church wardens cilare senior lay people who are

elected for four years to help the smooth runnihgnany practical aspects of church life.
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There are also a small number of committees widtifip responsibilities for the
church’s mission, property maintenance, and finance

Currently, the church is hoping to create anotloenmittee called the “Social
Justice Team” which will develop community involvent initiatives. In this
congregation, there are very positive working relahips among the members. The
congregation has had a long and active involvemwghtoverseas missions. It has also
attracted a significant number of professionals wiook in highly influential jobs in
London. This congregation has exercised significg#hience among evangelical
Anglicans throughout the Church of England as wagléxercising a wide range of
ministries in the community, while also being twaghwith a smaller outreach centre
nearby. Looking to the future, Andrew is seeking patential leaders and offering them
training provided by the Church Pastoral Aid Soc(€@PAS), an Anglican training
ministry. They are also seeking to use CPAS materigrepare key members to act as
mentors to others.

Bob

Bob is an Anglican Vicar of a large and relativaBw congregation (being
formed under fifty years ago) in suburban South Mleadon. He has been in the
congregation for just over two years. Like all Gituof England parishes there is a
Parochial Church Council (PCC) holding final authyoover the activities of the
congregation. Bob has a staff team of twelve fuatlet and five part-time members. In the
short time Bob has been in his position he has bexking hard toward significant
restructuring of the leadership. In a governaneeve document presented for

consideration at PCC it is proposed that the fuemeership structure should have three
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levels of governance: the parochial church cowesponsible for vision, values,
strategy, policy and resources; secondly, managet@am/s to implement strategy and
exercise management and; thirdly the staff team#tnynleaders who will be responsible
to carry out the operation of strategies and plBo$. envisages a PCC of about thirty
members meeting about four times a year. The mamagieteam, which he also referred
to as an “eldership group” or “executive,” wouldehenonthly and be composed of
about eight members, three of whom would be fatletistaff, including himself.

It is proposed that these are the formally recagphgtructures of governance, but
it is also clear from interviewing Bob that it isvesaged that there will be other groups
who voluntarily take on all kinds of responsibési around the congregation.

Bob is seeking to draw greater numbers into takasgonsibility rather than
leaving engagement and decision-making to a fewr& have been tensions between the
PCC, the staff team and some individual membererin adaptive leadership has been
a major aspect of Bob’s two years at this parisih, &dditionally, there have been many
demands in maintaining the ongoing range of miieisttypical of a lively congregation
with many expectations from members.

Chris

Chris is a Church of Scotland minister (Presbgt®rin a city in the North of
Scotland. He has a congregation of some 350 mertiggrhas been in his charge for
fifteen years. During this time there have beenifitant changes as the eldership has
been encouraged to move from a position whereaftey simply rubber-stamped what
the minister required, to taking on more respotigftand being actively engaged in

decision-making and in ministry. Over time, addabstaff have been taken on and
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currently there are five full-time workers, whiafclude the minister, an assistant
minister, an administrator, youth and student wor&ed a pastoral worker.
Relationships in the team are good and theretioagemphasis on developing the life
and witness of the congregation through biblicalghing. Being located in a busy city
centre street, the leadership are working at waysazhing the thousands of all ages and
creeds who pass through their doors daily.
David

David has been pastoring an independent evanbgliear city church in
Scotland for twenty years. There are around thteelted people in regular attendance.
The congregation has a long history and a very-asthblished and active involvement
in both local community work and overseas missi@wuid has a full-time assistant
pastor, a youth development worker, and an admantgst The main leadership structure
is based on elders and deacons. They are dividedine ministry teams, each taking up
specific responsibilities. The elder acts as a oreaind the deacon takes the role of
leading the ministry team. In consultation with h&nd the assistant pastor, each team
recruits a number of working members. In this wagrge number of church members
are actively involved. David places strong emphagithe need to develop and maintain
good relationships among all these group membdris.Works out practically not just in
the conduct of meetings where each member is eagedrto be fully engaged, but also
in deliberately holding social occasions for graa@mbers to grow in friendship. The
church premises are also being used by two locastidin community groups who are
doing practical work among those with needs suathesas problems. Other local

churches help share in this ministry.
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Eric

Eric has been minister for the past eleven yelasRyesbyterian Church in
Ireland (PCI) congregation in a large town in thepRblic. The congregation has been
there for many generations but, before Eric careeetlvere fewer than fifty people in the
congregation meeting in an old and fairly dilapethbuilding. Currently there are over
three-hundred people with many others on the fergféhe congregation. There are six
elders who are all active in offering their serviéec is the only full-time member of
staff, though for most of these eleven years hehadsconstant help from an evangelist
(funded by an independent organisation) who is alsember of the congregation and
one of the elders. This connection has been aiwgrgrtant working relationship. In
tandem they have seen much growth in both evamgelied building the church. The
congregation is multicultural with a large numb&ne@mbers who have come from other
nations seeking work in Ireland. These people lean fully integrated along with a
significant number who originally came from nomifRdman Catholic backgrounds. The
congregation outgrew its small town centre buildamgl has now built a modern centre
for worship close to good roads and new housing.

Along with his elders, Eric has a resolute focustmnkey issues of teaching the
gospel and loving the people. The church is nostonly seeking to expand the range of
activities in the congregation, rather the emphiasisstead on developing a love and
devotion for God and his word, a warm fellowshipd a sense of being united in Christ.
Each of the elders takes an active role in leadogse group fellowships, as well as
shouldering the responsibility of decision-makingirk session. In addition to these key

leaders, there is also a church council which mmpased of all elders, committee
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members and a couple of key leaders in each artbe abngregation’s work (i.e.

children, youth, ladies, pastoral, etc.). This coumeets about three times per year

spending time in fellowship, prayer, and visionrgiga This council has contributed to a

real sense of everyone working together, unitedhnst for the cause of the gospel.
Frank

Frank is a PCI minister in two small rural congggns in the Republic. He has
been there for seven years. These are long estatblongregations where membership
goes back generations as tends to be the casenmfacommunities. There are very few
completely new families moving into the communiiew members of the congregation
tend to come through marriage to an existing memidex larger congregation has
thirteen elders and about 150 families considerdzetmembers and the smaller has
seven elders and about half the number of families.

There have been some very difficult issues oveséven years in both
congregations. In each case Frank has been helpatlygoy a small number of elders
with whom he has formed deep bonds and trust. fh bongregations there has been
something like an inner circle of elders who hagerbthe most supportive and most
willing to take on responsibility. There is alssraall number of younger members who
are showing signs of future leadership potentrathk last number of years it has been
possible to have extra help first from a one-yagern who gave a lot of energy to youth
work, and more recently from a worker from a lacalependent outreach organisation
who has given time to further develop children’dsl gouth work. The most significant

encouragement has been the recent election of derumhnew and much younger elders
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in the larger congregation. This has changed tim@sphere and brought a more creative
and visionary emphasis to kirk session meetings.
George

George is a PCI minister in a congregation in sodu Belfast that had
experienced much decline in the late 1990s ang 2800s. He has been the minister
there for eleven years during which the congregdtias experienced considerable
encouragement and growth. It has shifted from b#iogght of as an elderly
congregation to now having a predominance of ydanglies. George leads an eldership
of nineteen, almost all of whom have been electethd his ministry — a very unusual
situation in PCI, which tends to have elders sgr¥or their active lifetimes. This is a
very active kirk session that takes consideraldpaesibility in leading small fellowship
groups, and meets on average every two weekslfowship and training. In addition,
George has five other staff members, though ongyistull-time. There is a full-time
ministry intern, a student assistant, an admirtistya ministry co-ordinator and a
pastoral visitor. There are clear plans to devéhe@pministry co-ordinator post to full-
time. The congregation is growing and there ig@ngt expectation that members will be
committed to involvement in congregational life vesll as placing an emphasis upon
proactively developing future leaders.

Henry

Henry is the minister of a large PCI congregatioane of the larger towns in N.
Ireland. He has been in his charge for twenty yaatshas an eldership of around forty
and full-time staff of six, including himself. Tlstaff team are composed of an associate

minister, an assistant minister, pastoral workeutly worker and children’s worker. In
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addition, there are other part-time and intern @0Bhe staff team changes from time to
time as members move on to other posts. The stgmifistructure of leadership in the
congregation is shaped by six sub-committees taskbdooking after key areas and
aspects of the life of the congregation. These cittees are led by elders and each has a
member of staff actively involved as well. Origilyalevery elder was assigned to a sub-
committee, but over time this has changed with selders dropping out such that now
the committees have power to co-opt new membersmeiévant skills and interest.
Henry acts as “line manager” to each of the emmastaff, meeting weekly as a team
and also organising extended work days about tinmess per year for prayer, reflection,
and planning. The link between staff members arcettlership is seen as very
important, and to a significant degree this is Kegalthy and lines of communication
kept open by the active involvement of staff merslmer each sub-committee. This
Presbyterian congregation is a long-establishecaodebecause there is a large eldership
group and a large church committee (responsiblérfance and fabric matters) there are
many challenges related to moving forward througtition to new ways of doing things
while also keeping members united and positivelyagied in the life of the congregation.
Summary of These Eight Ministry Settings

In this survey five different denominations havemécluded in four different
national/cultural situations; that is, two Engli&hglicans, one Church of Scotland, one
independent congregation (Congregational), twoiR@e Republic of Ireland and two
in N. Ireland. Seven of these have been in urbmgs ranging from the city of London
(a major world financial centre with a populatidregght million), to a mid-sized town

with a population of approximately seventy-thousartte other minister who has two
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congregations is located in a completely rural fagrarea typical of a large number of
PCI congregations.

Of the eight congregations surveyed four employes ér more full-time staff. In
two cases the minister was the only member of stdfile in the other two situations
there were respectively two, and three full-timefst~our of the congregations employed
a number of part-time staff. (Note that part-tineffssuch as caretakers are not being
included as they do not have responsibility foderahip or ministry development.)

In terms of length of service there is also a digant range. One minister had
been in his charge for two years and another fegrselTwo had been in their charge for
eleven years and two for twenty. The other two Ib@eh in their charge for fourteen and
fifteen years respectively.

One of these congregations was relatively newlgi#isthed by comparison to the
others. All the others have been established foryng@nerations. Two congregations
were in a precarious position numerically in th&t Becade, and both of these have
experienced an almost total renewal of leadersmipl@adership structure. In both these
cases the respondents commented that this wadblgoasithings had been at such a low
ebb. All of the other congregations have been egpeing changes to leadership, though
to less radical degrees and speeds.

Findings and Themes as They Relate to the Resear@Questions

Similar or overlapping comments that emerged frbenihterviews will now be
drawn together under theme headings. It shoul@bagnised that each respondent spoke
from his own experience and circumstances and thiere many unique facets in their

responses. It was possible to collate these umagliBed headings, though inevitably
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some of the individual nuances were lost. This leas unavoidable in the quest to
discover principles that would be applicable inidewange of situations.
First Research Question

“What are the main strategies ministers use toterefective leadership teams in
congregations?”

The interview questions invited respondents ttestad explain the approaches
they had taken to leadership in their congregasioand, in particular, how they went
about developing and improving the leadership bépokey members and/or bringing in
outside help. Emerging from the answers were rhieenes or activities that any church
leader will have to consider when engaging in lestdp development.

Engaging with Pre-existing Leadership Structures

In every situation analysed there was a pre-exgsystem of some kind.
Leadership structures and methods were well estaddli In fact all of these went back a
long way and some were more static than othennidst of the congregations there were
a significant number of older and more traditiom&mbers who could remember a time
when church life was simple and also central toviddals and the general community.
Whether it was an Anglican parochial church coyraciPresbyterian kirk session or an
independent deacons’ group, each minister hadgaganwith this governance structure
and offer leadership that would enable it to adat form that is more fitting for the
challenges facing the contemporary church. In aufdib these formally recognised
leadership structures, there were also examplegloéntial individuals or informal

groups of people who exercised influence over trgmegations. Notably, there was
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often a certain amount of overlap between the meshigeof the formal group and the
unofficial group.

Andrew was working with a small group of staff, attuwardens, and a few other
PCC members looking at strategy and vision. Heneasooking for radical new
solutions that would change the entire tenor oflifeeof the congregation. In his words,
“It is like secateurs in a rose garden rather thaomplete hatchet job. There is some
pruning and shaping.” A number of the others haymegenced quite radical change.
George had, for example, over an eleven year pseed his eldership almost entirely
changed. There were only three of the original grolumore traditional elders remaining
and these were aged in their 70s and over. Thesltiael been replaced by younger and
more progressive elders who were willing to beifiexand inventive. This process had
happened gradually, and the freedom to do thisdead very much because of careful
leadership and time provided for members to seentha ways ahead were safe and
would bring growth and positive benefit.

Eric and Henry had also experienced this even thdolgir congregations are in
very different areas and circumstances. The commeoominator has been gradual
development, carefully avoiding sudden unplannetiradical changes in direction, and
helping members to see for themselves that chanige the better. At the other end of
the spectrum, Bob was moving quite rapidly andaaty toward a root and branch
“governance review” which he hoped would simplifydastreamline the leadership
structure. In this case, time alone will tell wheathe was seeking to move too quickly. It
is clear that he was drawing key leaders into #@stbn-making process. There had

been consultation and careful preparation befdesgting to make decisions, but in



108

comparison to the other congregations reviewedwhis much more rapid change. He
had experienced tensions between various leadegshippings, and how this finally
works out remains an open question.

The complexity and extent of these challengesdadérs was highlighted in the
comments of a number of respondents who spoke oftaes struggling with changes
both within and beyond their churches. It is cliegam the respondents that among
established members there was a widespread fedlingat might be called double
disequilibrium. Committed church members were gling with anxiety over changes in
society that seem to militate against the churabhalbso changes to cherished traditions
within the church as new directions were beingoiahticed. One example was given by
Chris who spoke about defensiveness in the confjoegagainst change, and “the
entrenched idea of that which God would bless,ibwds basically only what he had
blessed before.” Chris needed to work hard in contimg new plans to traditional
members who were familiar and settled in estabtighethods. This task was particularly
difficult when some of those members were appealwtgust to their preferences, but
also to what they sincerely believed God would $ksd, more pointedly, what he would
not bless.

George spoke similarly about the early days aféendd come to his
congregation. “There were fifty pensioners in dtgrd50-seater building. | was praying
and asking others to pray that God would send aplpavho are crazy enough to join
this dead thing. That is what it was. Me being ¢hg#id not make it alive.” He had to
work with those elderly members, presenting a niseothem that would allay fear and

point forward. He also had to present an attraatismsn to potential members. A
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significant part of his interview was about thisg®n. Frank spoke about one of his
congregations where there was a complete lackytlkar vision or leadership. He was
left to get on with the work, which most of his etd and older members saw as
maintaining things as they were. The election af Bé&ders was a crucial development:
“With the new group coming along | had the oppoitiuto sit down at pre-ordination
training with them;...once they came on board witieas beginning in Kirk Session we
were in a new phase.” The interview went on to itldta new opportunities that arose
following this refreshing of the leadership struetiWVhat was encouraging was that the
existing elders seem to have accepted the changes.

Each of these leaders was working in an establisiisigm. In each case it was
clear that the system had an inbuilt, regulatiregd@position that tended to maintain the
organization as it had always been. There are twhes this can be a protective strength
against reckless change, but more often due tottheges in society, retaining methods
from previous decades may be calcifying. Each leads seeking to exercise what
Heifetz and Linsky call “adaptive leadersHifi"to help develop new approaches to the
world of the twenty-first century that would make@val and growth possible.
Preaching and Vision

In every interview on the issue of strategies éading change each respondent at
some point spoke about preaching and its importandeveloping vision. Through
pulpit ministry, vision was being presented anéach case it was seen as a vital element
in building vision and leading toward a sense afathpurpose.

Three times Chris referred to preaching as a dentrk in seeking to help

people see the “idolatry” of clinging to “the spiral baggage” of past practice and

24 Heifetz and Linsky, 55.
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tradition. When asked to reflect upon the changeadht about in the church, Chris said,
“Preaching has also been a big part of changinglpesnd developing [the church’s]
ministry. | have encouraged people to stop thinkmividualistically and start thinking
‘us’ not ‘me.’ Preaching is a major help.” Chrissmapening minds to a biblical vision
and offering direction and hope for a positive iayvard. Eric also expressed the same
thoughts on preaching, and added a strong reldt@nghasis: “I have said to young
ministers that there are two things that are keyatstoral leadership. One is to teach and
preach the gospel, and [the secondadpve the people. Those two things together are a
powerful combination.... | think that is the key teetchurch going forward.” George also
expressed the same thoughts, “I hope to offer viked leadership. | think when you
preach long enough about what the scriptures sl bbe as the people of God. If you
preach and say here is what God wants us to behandyou look at what we are doing
and where we are. Usually it speaks for itself.”wtnt on to explain how he has been
calling on the congregation simply to take smadpsttoward the vision. Movement is
what he is looking for and it does not have to tserdhtic or too rapid.

When asked about how he helps members in his sarallcongregations work
through challenges before them, Frank commentetijrik perhaps the main arena is in
the pulpit, on-going preaching.” He had spent cd@sible time preaching on the theme
of unity and love within the congregation, basing greaching on 1 Corinthians 13. He
sensed that this lesson was something he ouglbite back to repeatedly.

Relationships
As with the previous theme, it was again the chatdvery interviewee asserted

that good relationships are essential in maintgitive openness and trust needed if
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change is to be achieved in a constructive ways @pplied across the board to staff
teams, voluntary leadership teams, and also antengiider membership.

David had been handling stresses brought on bgasang numbers of new
members, which inevitably added to the range @fti@hships and to noticeable change
in the atmosphere of the fellowship. Maintainintienships with older, long
established members who were uneasy or doubtfultabis growth was important.
David devoted time to what he called “key influemaethe church,” meeting personally
with them, giving opportunity to express their fagh, and seeking to make the positive
side of this growth clear to them.

In one of his congregations, Frank had been worttingugh a major moral issue
amongst his leaders. These issues are difficulivbage, but perhaps more so in a small
and more isolated community where everyone hag édlnswledge of each other. The
issue had been very divisive and also personakgsiul for Frank and a number of the
other leaders. He shared,

| have kept close to my two clerks [i.e. secretagkkirk session]. They have

been superb. | don’t think | could have got to vehleam today but for their

support. | have also had a prayer relationship pétbple within the session. Not
with everybody.... So even within the Session, if yeant to put it like the

twelve disciples, there were also three who wereseil] .... [W]e have been

able to spend time in prayer together.

Frank clearly stated that he would have broken dibwrwere not for this small
group. The matter was still difficult and divisivayt Frank was confident that it would
be handled wisely while maintaining the fellowship.

Eric spoke of close relationships amongst the lesddie. He shared that for a very

long time there was one elder with whom he met Wwe&& pray and plan and think

through things.” This has broadened out to the wietdership group of six, though it
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was also clear that without careful leadershipitld have been more difficult. He
explained, “We have always had good relations eniéladership. Any of the potential for
bad relationships left. One of them left duringttti@e. [i.e. the discussions over a new
building] It was essential because we could sedrlotures coming at that point.”

The importance of emotionally intelligent relatibiss cannot be overestimated
as the example and influence of these bonds aiship among key leaders and
influencers in the church inevitably percolate fvain the centre to others. This theme
emerged in one form or another in every interview.

Structure, Communication, and Taking Responsibility

A theme which arose out of the dialogue with resigons was that of the vital
need for open and on-going communication amongelsaand with the wider
congregation. Good relationships cannot be nurtanedmaintained without constant
two-way communication between members and thetldiesa Related to this was an
emphasis on the need to engage more members i &detimely at work in the life of the
congregation — to get a genuine “buy in.” To enghed communication and member
involvement was improved, most of these ministad &lso made changes to the
leadership structure in their congregation.

In the process of a thoroughgoing governance reineBob’s congregation, steps
were being taken to organise a congregational cemée where grass-root members
would be encouraged to participate in refining\ttsgon for governance as it was
emerging. Bob was very aware of the need to h&@@terage member to participate,
share their own experiences, contribute to shagnagision and in the long run become

more hands on in practical ways. He recognised thpt the past many did not have a
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clue as to what was going on — this included eweople in leadership. This was
especially so for young people;...they feel aliendt&tis conference was something
that had not been attempted before. In a similar, \®it on an on-going basis in David’s
congregation, there were occasional congregatimeatings where major ideas
developed by the eldership were presented to tmebmeship and they were invited to
engage in questioning and discussion helping tmddate ideas. The goal was very
clearly to encourage a sense of ownership oveyespect of the life and mission of the
congregation.

An excellent example of how to engage all leadeithé challenge of keeping the
vision as the main priority and of finding waysdevelop this vision together came from
Eric who spoke about introducing a completely newvel of church leadership (i.e. new
to PCI.) In addition to eldership (spiritual leasi@gip) and church committee (maintaining
buildings and finance), Eric introduced a “churduecil.” This council was composed
of all elders, committee members, plus two maidées from each separate organisation
in the congregation. This quite large group metehtimes per year. The format for these
meetings was to take most of a day during whichetieuld be Bible teaching, sharing,
prayer, reports of work, consideration of the “pigture” through a SWAT analysis, and
eating together. These council meetings resultepaater levels of fellowship and
understanding of what each group in the congregati@s doing, which led to more
clarity when it came to developing vision and plérsthe way ahead. Through the
introduction of one new level of leadership, megijumst three days per year, a
completely new conduit of communication was opemgthat has developed a sense of

unity and purpose in all of the sub-groups in tbegregation.
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In the congregation in which Henry has been minisge there had traditionally
been a very large kirk session of, at times, ugeteenty elders! In a host of ways, this
structure was an almost impossible one for decisiaking. Gradually over the years the
kirk session was downsized. This process was aetligva low-key way by the “natural
wastage” of deaths or retirements, and not holdldgrs’ elections to replace the loss.
The kirk session continued its responsibilitied, dnew approach was developed by
creating sub-committees which carried responsytitit particular areas of the
congregation’s work, for example: youth, childremission, pastoral, fellowship, etc.
Gifted elders who had an active concern for eaplecisof work were appointed to chair
these groups. At the beginning, the sub-committe®s composed only of elders, but
over time those who were less interested droppédrmithe committees were able to co-
opt new, more committed members from the wider cegation. The result of this
process was increasing numbers of those who wékelanvolved with the work of the
congregation. This effort was being driven forwhydelders who were actively engaged
and offering their leadership, while fresh idead anergy were being added through
recruitment of other members from the congregation.

The role and importance of salaried staff teambkheildiscussed more fully
below, but is mentioned here as it is so immedydieked with the development of sub-
committees of the kirk session in Henry’s congriegatTo ensure that no one was being
left out of the process and that the most effeatm@munication was taking place, each
staff member was assigned to a sub-committee.igh#yt knit staff team which met

together each week was able to feed into the sobyitiees and also to report back to
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staff meetings. This system resulted in betteastitaing of planning and a more unified
vision of where this large congregation ought taybeng.

In his city church, which had been in decline, Geaslso made some significant
changes to the leadership structure. It has alrbady reported that almost all of his
elders were relatively new as well as much youriggn those who had ceased to serve.
In addition to this fact, George led his eldershi® decision that they would focus their
main attention on developing small fellowship gretiproughout the congregation. They
determined that in order to make this endeavoukwbey as elders would need to meet
once a month for training and fellowship. They cdledl their normal evening service
and instead began to hold what they call “Learbdad.” It is a fellowship and training
time for the elders during which they share toge#i®ut their lives and personal
spiritual growth. They pray together and Georgeouhiices the themes for home group
study for the coming weeks. This system has ranupettie importance of what George
calls the “mini churches” and has emphasised telthers the importance of their role as
leaders.

George spoke very strongly about the issue of belgetaking responsibility to be
active and to serve within the church. He was @evgre of the danger of what he called
“Christian consumerism” and how churches can dieeimpression that when someone
becomes a new member, everything will be donelfemt The success and attractiveness
of a congregation is sometimes judged by whatdhddrs can offer to the members.
George was adamant that this impression must bded.d’'Everyone will have to play a
part. Our congregation would not be a very welcaqptace for a passive Christian. This

is for people who want to move from passivity tt\aty. This is a real shift in culture.”
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In spite of this daunting emphasis, George has lsega numbers of people come into
his old building, with less than perfect music anany other inadequacies, and still
create a vibrant and growing congregation.

Core Leadership

In four of the situations being investigated it e clear that there were small
groups of core leaders who were very influentiabagithe wider leadership and entire
congregation. In what follows here, it also becowrlear that these groups were not
always formally recognised, and there was significariety in how these groups are
structured and function.

Frank deeply appreciated the warm personal relstigs and support of a small
group of key elders in each of his congregatiomss Tlose bond did not include all the
elders — but he seems to have been able to awoegivéiness that could have come
through being closer to some than to the restefjtioup. This core leadership was both
affirming for Frank who was facing some formidablallenges, and also set a standard
in the congregations to which others could loolankrbelieves that the positive witness
of life and attitude of these elders spoke to mairtyre members and was deeply
influential.

Eric spoke about the value of a close relationshib one other significant elder
in the congregation. This man was also an evangetisking independently in the
general community. A strong link of friendship beem the two developed and in
numerous ways they complemented each other in aadksupported each other in
prayer, fellowship, and church-building. For exaephey met together weekly “to pray

and plan and think through things.” When one wasahte to fulfill an engagement or
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duty the other would deputise as far as possilhg. geople who were contacted through
general evangelistic work were directed towardderch, where they could be taught
and built up in faith. As well as being moral amarisual support to one another, they
were also a model and example of supportive frieipd®r others. One result of this is
that close relationships have grown between magitiall elders in the congregation,
and this is being modeled for the entire congregatnany of whom are new Christians
and needing a practical example to follow. Froms tlore relationship between two
significant people in the church much fruit hasufes.

Henry shared about having two outstanding eldekeynpositions. Both his clerk
of session and deputy clerk were men of excelleatacter whose work and personal
influence have been very significant in enablingiiyeo lead in the way he has. Much
of what they do is unseen, yet has real impact.pdsgtive working relationship with
these men, along with others on the staff teampade moving the congregation
forward much easier than it would otherwise havenbe

As Bob was working toward far-reaching revisiorgozernance, he was drawing
upon the wisdom and support of a few older and mhsads in the congregation who
were willing to offer advice and insight on how pdawere progressing and how people
were reacting. While these people were only cordudin an ad hoc basis and did not
seem to form a recognisable core or group, non&etse Bob found this gave moral
support and the courage to press on.

Staff Teams
Four of the leaders interviewed had significantfs&mms. Bob had a full-time

staff of twelve, Andrew had seven, Henry had sid &hris had a staff of five. In
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addition, they each had other part-time staff.dohecase they held a weekly staff
meeting for fellowship, prayer, exchange of infotimi, and planning. Over and above
these meetings that lasted around one hour, eaubktarisought to be available to his
staff at any point of need. In two congregatiores¢hwas a daily time of staff team
devotions for about twenty minutes, which team mermlook turns leading. In one
situation there was also a more formal annual veyaecedure in place, whereby each
member of staff reported on work done and progmesse. Three of the ministers also
sought to enhance fellowship and personal frieqdghthe team. Bob and Chris held a
weekly reading group where they would take an louopen discussion of a book that
they would all have been reading together. Henlg adhalf-day away three times per
year for prayer and planning. In addition to ttisrs retreat, he has had full retreats
spanning two or even three days. This implementdias been very intentional and the
kirk session has set aside a budget for such teagl@pment and other training.

In two of the congregations, there were part-tinanagement posts that were
created to help all the various ministries in tbagregation work together effectively
and harmoniously. In Andrew’s situation the posswalled an “operations manager”
and in George’s case, a “ministry co-ordinator.’b@&e explained that they were in the
process of turning another post into a full-timgpensibility. The post of the ministry co-
ordinator (MC) had the role of encouraging, faatitig, and streamlining all ministries in
the congregation. This individual would not actyalb hands-on ministry, but would be
focused on helping each element of ministry indblegregation to be as good as it can
be. This person is responsible to hold togetheahaliministries in the congregation, help

them flourish, remind them of the overall visiondehelp them feel part of a bigger team.
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In both cases, these were recognised as imporatd fhat could easily be
undervalued, as they were not seen as being atahéface.” In all the other
congregations there was awareness that this typgeohad to be fulfilled. Without such
a post it came down to the minister or some oktheleaders to inculcate that sense of
unity of purpose across the board. To a degregewhs happening in Henry's case
through the involvement of staff members in eacthefmajor working groups. In
David’s case it is possible to see that the eltading the ministry teams are also
exercising such a role — but only because theyladgiwcome together to consider and
pray through the “big picture.” This work can beread out without a dedicated staff
member, yet in the cases of Andrew and George thasea strong feeling that this was a
strategically important role, and worth paying éwen if it meant foregoing opportunity
for a more “hands on” post.

Experimenting

As David worked at finding a way to move his lorsgablished, solidly
evangelical congregation on from their traditiowalys of doing things, he concluded it
would be unwise to force through a radically diéier way of organising ministry in the
congregation. Together with his elders he develogeds of how work and ministry
could be divided into eight ministry areas and gated out. It was proposed that they
begin a number of experimental ministry groups. iD&xplained, “We went to the
church and said we want to pilot these teams tmugple of years. We will come back to
you for an evaluation, and if these don’t work we going to be saying together, guys
these don’t work, let’s get rid of them. So we digust dump them on the church. We

were making it as easy as possible.” He went @ayo “There is a kind of natural
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resistance to any change, so you have to casisiom\so folks have time to understand
and to question it and to fully buy into it.” In deourse, the congregation did fully
discuss how this experiment had progressed anddideyote to continue and develop
this approach. By engaging the entire congregatiahscussion, review, and
modification they benefited from the corporate wisdof the entire body, and also
enjoyed a sense of unity and ownership in decisiaking.

Leadership Development

Each of the respondents was deeply aware of the toedevelop the next
generation of leadership in their congregation.r&v@ugh the eight congregations were
very different in character, each had specific sdedfresh leaders and each minister
interviewed was seeking to address those needstm djfferent ways.

Andrew and Bob were probably the most similar iprapch. Both were
ministering in Anglican congregations in suburbamdon. The Church Pastoral Aid
Society (CPAS) is an Anglican resource organizatiat produces some high quality
material to help church leaders in ministry. Bothdfew and Bob have made use of
“Growing Leaders2"® a ten month leadership development course whictrgts
potential leaders in the theology, skills, and elster necessary for leaders in churches.
An integral part of this course is to set up mantprelationships where mature leaders
in the congregation are put together with neweeptl leaders to help them reflect
upon and consolidate what they are learning thrahglGrowing Leaders course. With
reference to the same material, Bob spoke of beangful about who was invited to take

on responsibilities and how they ought to be mettor

215 James Lawrenc&rowing Leaders: Reflections on Leadership, Lifd dasugOxford: Bible Reading
Fellowship, 2004).
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Chris spoke about “head-hunting” members when tharea leadership need to
be met. He and the staff team would spend timeidensg particular individuals and
whether they could help. The process seemed tedseabout leadership development
and more about putting suitable people into jobkil&\this is not about training, there is
still an element of development as individualsean the job. On the other hand, Chris
also spoke about sixteen young men who had potéatipreaching, and so he and
another staff member are working with them to hitveér ability at sermon preparation
and public speaking. They are then being giverofiportunity to preach. These are not
just future preachers, but also men who can, ie texercise other forms of wider
leadership.

David spoke about the eight ministry teams develape¢he congregation and
how “[a]lways the leaders are encouraged to lookafoapprentice.” The team leaders
are expected to delegate responsibilities to seethe apprentices get on, and David
explained that he oversaw a “rolling programmenogsting in training of group
leaders.”

Eric did not give a strong emphasis to intentiond#veloping leaders, yet it was
clear that a significant number of leaders had gettand been recognised as gifted. As
they were appointed to positions, they were alamieg on the job. Eric gave emphasis
to the training of young people. In fact, his catrkey youth leaders had come to the fore
through the work of a temporary intern who was gittee task of developing youth work
and identifying potential leaders. This intern wentkwith six young people and gave
them responsibility and feedback on their work. ©hthe results is that these six are

now three married couples! (It is worth saying ttietre is no evidence that this was part
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of a deliberate plan.) Eric said, “They now lea€ ylouth work. They have been
wonderful. Our youth work is absolutely booming. Wave run out of space on Friday
nights. Most of the young people come in from temmunity. We have thirty-forty of
them coming in from completely outside the churdkrit also commented that he is not
being driven by expectations but more by the HgyiSand the provision of God. “If

you don’t have leadership for a particular activityen you do not need to engage in that
ministry. We don’t feel we have to have every orgation that other churches have.... |
think God supplies the leadership for that whichshealling us to do. He does not call us
to do what we cannot do. So | am kind of relaxealdld.”

In two small rural congregations Frank felt potahtievelopment was being
hindered by the lack of leadership. For a numbeteafs he has brought in outside help.
One was an intern for one year, and more recemdiyethas been a worker with an
evangelistic organization who is willing to giveeoportion of time to local
congregations. These workers have been used thiggs moving and draw out
potential in some church members. This processidipgened more noticeably in one of
his congregations. In addition, Frank has had g pesitive mentoring relationship with
one of his new elders, which is now bearing sigaifit fruit as this elder is passionate
about youth work and, along with Frank, is now riagra small group with the goal of
developing future young leaders.

In George’s congregation the ministry co-ordindtas an important role in
working with leaders. He explained, “We do trainamgd equipping and envisioning with
leaders in charge,” that is, with people who areaaly in leadership. There is also a clear

strategy of working toward the next generation. &be profile of the congregation
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currently shows a significant number of young peaplthe fourteen-eighteen age range.
George said,

The mid-teens are those who we are seeking to mefNf®are not trying to

entertain young people to keep them in church. We#ering training and

challenging them to follow Jesus. Some will leageduse they are not interested.

We are going to disciple those that stick arourttese mid-teens are going to be

trained in preparation to become the next genaratideaders. This training is on

the job description of the Ministry Coordinator.

Some years ago Henry, in collaboration with hiskctd session, put in motion a
process of providing leadership training and mengprThey called it “Leadership
Essentials,” which is a three module course thas aver an eighteen-month period. The
course has been held twice in the last four yeadssa far about twenty people have
completed it. It was advertised in the congregatibough only those who had been in
membership for at least two years could apply. Mttgndees were personally
encouraged to join as they were showing leadegsbigntial. During the course there
were classes in a range of topics and also a $tuldg carried out personally and with
one other course member. Henry takes encouragdroenthe fact that a number on the
first course were elected to the eldership. He centad that this was “[n]ot primarily
because they did Leadership Essentials, but pedwagsunch was right, and these were
people who were emerging leaders.”

In each of these eight situations there has bdentional work at developing
current and future leadership. In some cases ibbas a little more ad hoc, while in
others it was seen as a major part of the straiétfye congregation. In all cases it was

viewed as important and it is clear from the infation gathered that this strategy has

been effective in bringing out the potential iniindual members. Many have been



124

drawn into active involvement with the result bethgt individuals become more
influential and the areas of work that they comimibhave begun to flourish.
Timing

This categorys less about human strategy and planning and atmret taking
opportunities, responding to providence, and drsogrGod’s purpose. There are
examples here of how significant steps forward weagle through seemingly mundane
activities which were of secondary importance ®wrellbeing of the church, but which
motivated people to action and eventually stimulateactical gifting and spiritual
concern for the growth of the church.

There were three examples of how challenges iovamg buildings brought
about greater engagement and commitment to thieuspbwork of the congregation and
to developing teamwork skills. Chris spoke of aqeéof leadership development about
ten years ago when there was lengthy discussiout asaking alterations to their main
building. Much of this involved finance, negotiagiwith architects and discussing
design, but also there was also the considerafiorsion and the purpose of having a
certain type of building. A small working group gad most of the responsibility. The
process led into a much wider conversation abautrttssion and ministry of the
congregation, and over time greater vision devaloplese changes to the fabric of a
building also opened up new possibilities in missamd new engagement of some key
leaders in the church.

Henry found himself in almost the same type ofatittn when a group of a dozen
or so office bearers had the task of carrying tghoa major building project. The

congregation had to be persuaded of the validithefwork and it took a long time to
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reach sufficient consensus to move forward. Henagerthe point that a number of these
office bearers who had been involved for yeari@life of the congregation felt that this
challenge had brought them closer to others andweas fulfilling than anything else
they had been involved with. While agreement waseasy to reach, there was a real
sense of commitment in the group and wider condgi@gas the work progressed.

Frank also referred to the sense of united purfiea@eemerged through a building
project and how this also led to a greater sengeigfose in ministry. One of his
congregations has benefited notably in their reagutarship through meeting in a
modernised building that is more conducive to f@#bip and interaction. Frank’s story
is another example of a leader responding to mumdad practical challenges and
leading people forward to more important spiritwark. With reference to the election
of new elders, Frank spoke about “entering a neasghwhereby he could attempt
things that would not have been possible at ameeathhge. He has taken the opportunity
to lead this group of elders forward in deeper @eration of their spiritual
responsibilities in the congregation. This woulddndeen impossible at an earlier stage
without the addition of new members.

Eric’'s comments, referred to under the previousihef leadership development,
are in essence the same point. He does not allosdiii to be pressured by expectations
alone to go in a certain direction. He accepts tinéit the right leadership is in place
there is no value in struggling to go forward. Hepdasised that the Lord would provide
for what they ought to be doing, and that the iow itself was part of God’s guidance

and timing to which they should respond.
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The first research question was, “What are the re@mategies ministers use to
create effective leadership teams in congregatidng2porting and expanding upon the
dialogue with the respondents it has become dedretach in their own way has been
active in approaching leadership development. Thawe been a great variety of
approaches, yet also much overlap. The practiepksthich some have taken are very
different from others, yet many of the conditiorz@ssary for leadership development
are the same. Understanding systems, creatingwisiaintaining positive relationships,
drawing existing and potential leadership into catted involvement, all these are
necessary along with many and varied practicakstiepending upon the local
circumstance and opportunities.

Second Research Question

“What issues make it difficult to develop effectileadership teams in
congregations?”

This topic will help clarify just how challengingéan be to implement the
strategies that have been outlined. Returningaalthgram of Roxburgh and Romanuk
in The Missional Leadét® referred to in chapter two, the main difficultigiadering
progress occur in the red zone amidst crisis. ilighase of a church’s life the
effectiveness of older established methods hasngeklthere is anxiety and the
realisation that things are changing, yet a pasit#ay forward is not generally seen or
accepted. This phase is the territory of conflgtapinion and practical difficulty. In the
interviews many of these were voiced. Again thel lvaé grouped under generalised

headings.

2% Roxburgh and Romanuk, 41.
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Passivity

Chris was very aware that for years of his minisiig/eldership took on little
responsibility. They were happy if he was to pustibrd developments, and they
seemed to see themselves as a kind of final atghorgive the go ahead to an idea and
then sit back as the minister implemented it. Hd,s&here was no real leadership at all
from the elders and deacons and there was a steorsg of compliance.” He made the
comment, tongue in cheek, describing how in thpitgl Presbyterian situation that the
minister is more like the Pope!” His view was thi@s passivity was his biggest issue to
overcome. Frank also expressed the very same satinSpeaking of the elders in one
of his congregations he said, “[T]hey took a moaglitional rural approach where
essentially the minister was the chief of staff.ié@aded everything up and they were
happy to say yes and back it. Folks were not happmyitiate anything.” His elders,
almost all from farming backgrounds, were for agdime not just content to let him get
on with the work, but determined that he shouldhasis what they paid him for!
Interpersonal Tensions

Andrew referred to the early period of his minigtnthe congregation when he
had invited a leadership advisory organisationatwycout a study on the leadership of
the congregation. To put it mildly, the results vdrsconcerting. Andrew recounted that
after spending a day with the staff, the facilitatame to the conclusion that “[w]e were
a fairly dysfunctional team.” The truth was that team had not worked well for some
time. Appointments had been made during the tinbevdeEn Andrew’s predecessor
leaving and his own arrival. There was a churchi@asociated with the main

congregation and the leadership of this group, whre officially under the authority of
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the main congregation but had become a law untogbk/es. They sought to remain
aloof, and when they did come to staff meetingsl@elnto avoid taking part. Ultimately a
number of members felt the need to move on, andémds content that the current
team gels well and that there is a good degrerust.t

Frank has also dealt with many tensions betweeamithdhls. These have also
been referred to above under the theme of reldtipasA major moral issue concerning
one of the elders arose and for an extended pefitiche there was tension. The
situation was not clear to begin with, and thearl#tere was fear of intervening and
making it worse. Coupled with this concern washbpe that the issue might go away if
left alone, and the unwillingness to confront theljpem as it was just too difficult. These
tensions can be very debilitating, distracting, atndssful. Thankfully, the issue has been
resolved by the kirk session asking the elder iestjon to step down. As difficult as this
situation has been, Frank continues to have contifftthe elder concerned and also to
lead the kirk session forward in dealing with thleev “normal” issues of congregational
life facing them. Frank faces a continuing issuthmsame kirk session where the clerk
who is genuinely visionary and progressive is vid\ae an outsider by some of the
others who have a long family history in the coiggiteon. The clerk of session came
from another nearby congregation about twenty-y@ars ago, but is still viewed as what
older members call a “blow in.” Frank has been wuglat supporting his clerk of
session who has so much to contribute and has@tmmer of strength to Frank in many
difficult situations.

In a similar vein, Chris has had to deal with oldembers and some elders who

are trying to protect what they see as their mnyiand ways of doing things. Eric
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likewise has faced the same tensions. Thankfullpoth these congregations the
tensions have been reduced as some have quigflgnefthe remainder have moved
more to the periphery and away from power.

Community Change

In the Republic of Ireland there has been greatiltypbf people. Eric’s
congregation is genuinely multicultural, which leen a blessing. However, since there
has been a recession some have moved back tdvtdme& countries or to other places in
the search for work. The result is that the congtieg has lost some key leaders and
future leaders.

Linked with this loss was a major problem causedheycollapse of the property
market. Due to the growth of the congregation Bad been leading toward building a
new worship centre on a greenfield site. Howeverdbep recession in Ireland seemed to
change everything. For a time the idea seemeddiabiyyimpossible, but in spite of all
the uncertainties the congregation united and \&kead. It was a major challenge that
seemed to cut off all possibility for a new begmmibut with a real sense of faith and
unity they went ahead and are now continuing torféh in their new purpose-built
premises.

Congregational Change

Previously, under the theme of relationships, i waplained that David had
encountered difficulties in dealing with membersiptaining about the changes brought
about by rapid growth. If one has to have a prolleachurch, most church leaders
would pray that it would be this one! However sitniot without some challenges that

require sympathetic handling. If a significant nienbf older, more established members
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become unhappy and in any way unwelcoming, themémegrowth will soon disappear
to some more welcoming fellowship. This issue wdsiger in David’s congregation
where some of the older deacons were becoming ynatsthe growth. He explained,
“One of them used to let rip every now and agaith say he did not know the people in
the church. | always responded saying that ismtoihderful that there are new people in
the church. This is what we have been prayingdoyéars.” Related to this growth were
the changes being made to the leadership struictidavid’s congregation. This change
also caused a certain amount of unease and Dapidie&d the process of small
experimental steps with review by the congregatitesaid, “There is a kind of natural
resistance to any change, so you have to casision\so folks have time to question it
and to fully buy into it. That is the process wed$ A period of testing, dialogue, and
reassuring was required to maintain relationshijgskaeep the door open to progress.

In speaking about the difficulties he had facedjhsed the term
“defensiveness.” He said “change was seen asiasmtand people got very defensive
about stuff.” Difficulties emerged if there was aasyempt to change the way things were
done. In addition to preaching, Chris felt he hatbke a personal approach, such as “a
one to one basis with people who were finding cleafificult, and recognise pastorally
that some of your folk find change very difficuticatalk it through and make sure they
know there is no animosity and the defensive praldees not need to be there.” Chris
linked this with what was explained above aboutesavho believed the only things God
would bless were the methods and activities thdtdteblessed in past generations.
While it was Chris who expressed this difficulty shalearly, others shared that they had

dealt with the same kind of issues.
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Traditionally in the PCI the major role of the eldeas to visit members in their
homes. Typically each elder was assigned up teefiffamilies (sometimes more) whom
they would visit, usually to distribute informatiatout a forthcoming communion
service (often held just twice per year). This negglains why some larger
congregations had such large numbers of eldersre thias one elder to each district.
This approach is usually deeply embedded in PCyi@gations, and there has been
resistance from traditional elders to any attenptshange this. George was faced with
tension over this issue. His older and more traddi elders felt that this practice had to
be maintained, while younger elders resisted tgid and often quite formal approach.
George commented, “I negotiated different wayseshd an elder. | did not say to the
older elders — your ways of going around doors wdmmunion tokens is wrong. That is
still valid, ...but have you noticed this networkswhall groups in the church?” Chris
appealed for freedom to allow different approadbdse taken. This appeal was fully
discussed at an elders’ conference where the dacigs taken to allow diversity
without reproach. This change seems to have bemapted in the congregation and is
allowing freedom to develop pastoral care in wéng aire appropriate to both the elders
and their members. In fact, this is a major issweughout PCI that has received a lot of
discussion in an effort to move the whole denonomafiorward. George’s work has been
important in helping people to see a bigger picauré different ways to do things.

Under the theme of fear about change and new @restGeorge also faced a
particularly difficult personal challenge that azagithout warning from some of his
older elders. Three of them had cherished a yowganization that had been very strong

in the days of their own youth. They were very gigainted when this organization was
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not continuing to flourish, and they felt that Ggeias minister should have done more to
address this problem. There was a personal attackeorge at a meeting of the kirk
session that was difficult to handle emotionallg. @result of this George sought to
apply Matthew 18:15 where Jesus advises individioadsrectly deal with difficult issues
and sin. He had a significant conversation fadad¢e with these elders trying to help
them see the dangers of idolising the organizatmusactivities of the past, while
missing the bigger picture of what God is doingaypdrhis type of difficulty is common
to many congregations, but, in taking the apprdhahhe did, George stated that he
believed these sorts of criticisms and generaldriok over lesser issues were less likely
to occur as they would be dealt with directly, avith respect.
Unwieldy Leadership

Henry spoke about having a kirk session of abousrsty elders and the problems
in decision-making: “One of the obstacles in leatlgr in a large church structured the
way ours is — and we inherit this from the past the time it takes to reach consensus.”
There are just so many ideas and conflicting opisiithat setting new directions can be
very drawn out. Henry efforts to address this iseyaeducing numbers and also setting
up smaller sub-committees, has been detailed alsalar problems were expressed by
Andrew and Bob, both of whom lead Anglican congtiege. Andrew said, “Because we
are Anglican we have a governmental structure.d heg two church wardens who are,
if you like, the senior lay folk of the church.... &RParochial Church Council (PCC) is a
body of about thirty people, quite a large group a that sense, in terms of governance,
it is not a good model.” Bob offered, “The churcuncil and trustees board is about

thirty people, which is just too big. So making demns is just about impossible, and so
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the default position is that it rests with the stadm, which | think is probably
inappropriate.”

Another facet to this issue was that certain lestdprgroups wanted to micro-
manage staff members. Bob spoke about some comgsegaming on to the PCC and
imagining they could direct and check up on théydai weekly activities of staff
members. Bob was working hard to “clearly defind amanage expectations and roles”
of PCC members. A similar issue will be returnedioer the theme of decision-making
authority below.

Decision-Making Authority

In discussion Henry recognised that there weretjgel@nd sensitive issues to be
managed in the relationship between the kirk sessmal members of the staff team. The
issue of who is really in charge is a genuine dko sets the direction? Who calls the
shots? Henry referred to a book he had read wherauthor wrote about what he called
an accelerator/brake effect. There were times vilveistaff team saw something they
wanted to pursue and tried to put their foot ongag, however, the eldership wanted to
put on the brake. Likewise, there are times wheretdership wants to move forward,
but the staff sees problems and tries to put thkeoon. The result of the
accelerator/brake effect is a bumpy ride! Henry idigyoh, “We have never quite cracked
just how much staff needs to go back to elderspmroval.”

In general terms, the direct involvement of stafSub-committees prevents major
problems, but, none the less, there can be probMttisately in PCI, the kirk session is
the ruling body made up of ruling elders. Thereenbgen times when some of Henry’s

elders have asked the question, “If we are notihggoly ruling, then what are we doing?”
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It is a difficult issue and Henry suspects thatrgually they will have to move to a
structure where the staff team has more powerveldp strong proposals and the
eldership will act as an advisory body as wellhesfinal decision-making body for major
new developments. Some years ago Henry had besabtratical and had spent a few
days at Redeemer Church New York where he met soenebers of the leadership
team. He commented, “They have a smaller eldetbleie than we would have. They
have a massive staff. They said that in the coragi@u...there had to be a recognition
that the church had to be staff-led rather thaardiet.” This idea very much ties in with
the thinking of Tim Keller, founding pastor of Rexheer Presbyterian Church, who
explained, “As a church gets larger it must entdestision-making to fewer and fewer
people just to maintain the same level of progréssisiveness, and intentionality it had
when it was smaller®*’

This issue was also elucidated by Bob. It was smedie had faced in the general
course of his work, but was especially pertinentsihe was in the middle of the
governance review. No final position had been redchut he was aware that it needed
to be made clear so that the tensions he was awamrild be relieved.

Throughout the interviews, many facets of diffigultere expressed and the
themes listed above give a sense of the breagifobfems that can arise. In each case
the respondents had worked hard to overcome diifési often at great emotional cost to
themselves. Frank spoke about two occasions wleza thas great tension. One was

linked with sectarianism in the community where sqmeople accused a number of the

27 Tim Keller, Leadership and Church Size Dynamib®w York: Redeemer City to City, 2006), 13,
accessed May 1, 2015,
http://staticl.squarespace.com/static/527e34074289£504hbc8/t/55130f44e4b0767ae4f72a9f/14273124
52174/Church+Size+Dynamics.pdf.



135

elders of not caring. The other was a very difticssue among the eldership, which
Frank explained,

This past year we were put under huge pressurediegaone of the elders.... In

a peculiar way there is that common suffering thaked us together and

strengthened us in a very tangible way. We wer&édrdollowing that final

meeting. Myself and some of the elders were irstdaoken by the whole thing.

But | believe God in his grace solidified our leestep as a result of that.

George spoke about the occasion at their kirk gesshen without warning he
was accused by an older elder of not advertisingating properly. He shared, “That
was so out of character. | was very hurt by it.hadl to go and have this conversation
with three elders in their eighties.... | had to sayhem — | am the guy you are trying to
shoot down.” By addressing the issue proactively face to face George believes that it
has now been put behind them, and that people khatwf personal frictions and
conflicts arise, they will be addressed in this me&n

The strategies and general principles of leadermstilned in answer to the first
research question are relevant to dealing witbfathese difficult issues. Using the
strategies listed has also helped reduce the sifesaling with difficulty.

Third Research Question

“How have effective leadership teams impacted ifieeand vitality of
congregations?”

Once again, the responses will be reduced to dauof recurrent themes. As
with previous questions, this results in leaving ®ame subtle nuances from each

situation, but it does point to substantial outcertiat can be expected in other

congregations where effective leadership is beppied.
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Building Trust

When an effective leadership structure is in ptheee is a growth in trust
throughout the organization. This theme was spedifi mentioned by two of the
respondents. In reality, it is probably true to #at it underlies many of the examples
referred to in this chapter, though not statediekiy. Andrew explained that his staff
members were generally well-accepted becausesiovmn words, “they have got credit
in the bank.” He was referring to credibility builp over a period of time leading
members of the congregation to trust them with newsky things. He painted a picture
of a congregation that had become generally trgstfnts leaders and willing to move
with them. He spoke of a staff member who is “[t]&l huge affection. He has made a
very positive impact, just because he has giverséifri This member and the staff in
general have earned relationship capital by carsistand sacrificial commitment to the
wellbeing of the congregation and its individualmeers.

George spoke about his first years in the coragieig. He was in his early
thirties and working with elders well above twids hge. He explained, “It was like
doing church with my grandparents.” He proceededfaly and initially changed very
little. As time progressed, people saw the shargidivthey had based on the gospel and
the early results of his leadership. His approactd (no doubt, his character) seemed to
earn a lot of trust. He shared, “I think once teaw that and were sure about it, they
came to trust.” The result was greater opennesggeriment. Initially George had
earned the trust and as he began to build a teauolwifteers, and later of part-time and

full-time staff, that trust continued to grow.
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Momentum and Motivation

Over time Andrew has witnessed increasing numbigoeaple engaging in the
work of the church. He stated that there is “a geeadse of the team being part of all that
is going on. Partly because we always delegateRm#ponsibility is widely dispersed —
so at times it is hard to define who is the leddereeam and who is not. We have so
many people involved in different ways.” Andrew yistied an excellent example of an
occasion when he had been away for some monthabdrascal and returned just before
Easter. He was amazed and delighted to find thage outreach to the community had
been organised called “A Walk Through Holy Weekliigh was a multimedia retelling
of the Easter story. In this wealthy and seculanmmoinity they drew in over one-
thousand visitors including hundreds of schooldreih, some from Muslim backgrounds.
The leadership’s point was, “We saw that acrostimgregation, people [were]
committed to making it work.” He was particularliepsed that this had happened
without his direct involvement — the team was matia and momentum grew.
Developing Future Leadership

Leadership development has been outlined in detaiér the first research
guestion. Working at this is not just a strategyt, ddearly brings a result. Each of the
respondents was able to share something abougtthtegy and the results they had
experienced. Andrew and Bob had used the Growirglées course produced by the
Church Pastoral Aid Society; Chris had given tragnin preaching and opportunity to
learn through experience to a number of the youag im his congregation; Frank spoke
about his investment in one young man who is n&e&yeelder and voluntary youth

worker; George shared about a well-worked out culum that he seeks to draw all
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young people into; Henry has developed his owndesidp essentials course which
about twenty members have completed, and severaldiace been elected to eldership.
One further example is sufficient to make the pdidith reference to the changes made
to leadership structure and team, David commeritd,are seeing younger people
taking more responsibility. The bulk of our congaggn is under forty. We did a survey
a number of years ago and we have 65 percent ienwnt. We place a really high value
on folk getting really involved.” This is a congagpn where commitment is growing,
members are actually giving up time to serve, acdeiasingly younger members are
being given the challenge of responsibility. Futieaders are arising. Each congregation
in this study is also experiencing that resporisaygh not all to the same degree.
Change

The previous three points are all about positivenge. There are many facets to
change and it would be impossible to simplify th@inThe fundamental point is that all
living things grow and change, including organiaai. However, it is also true that for
this positive change to take place, sometimes timers be pruning. Three of the
respondents mentioned this requirement specificéllyile speaking about older
members who warmed to the gospel and the changesl&o recognised this was not
true for everyone: “Others felt uncomfortable watikomplete change of congregation
and others from a different culture and differeatys/of doing things. Gradually these
slipped away from the church and remained abselg.Wwas deeply thankful that it had
been a quiet removal. George had also experieheeskiime as he challenged people to
active discipleship: “I can sometimes almost semitheir faces, they are going, ‘What

was that all about?’ which means that they donft jes. They go up the road to the
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church with the bigger band and lights.” Andrew leadountered this among disengaged
staff members: “[T]hey would appear at staff meggibut not really take part.” In this
particular case, the difficulties were only resalwehen those team members left.

On a much more positive note, all the respondegrikesabout change in a
positive way. It is impossible to encapsulate etreng but some of the main aspects of
change are as follows. Andrew, Bob, and Henry ls@em significant change to
leadership structure and governance. It is prob@bb/to say that in the cases of Bob and
Henry there is still more to come. Chris and Dawde seen members becoming
increasingly more involved in service. Both Ericdd@eorge have been blessed to see
numerical growth in what seemed like dying congtiega. Frank has experienced some
renewal of his eldership, both through stressfual difficult decisions and also through
the addition of enthusiastic new elders. The chamgported are all about the growing
life and vigour of these congregations.

One final example will be given. Ireland in the {paas a very sheltered, and in
many ways, closed society. There was little cultuagiation in the community and the
church usually reflected this. Eric was able toorép significant change to this norm
with the election of the first African as an eldéor some time there had been a very real
mix of races in the congregation, but when onénefrhembers from a different cultural
background was elected to a key leadership postinsmwas a strong sign of positive
change and of the inclusiveness of the congregation
Informal Leadership

One impact that is particularly difficult to quagtand rigidly define is that of

who exactly the real leaders are. In some situatibis clear, while in others it is not.
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There are always those who are publicly recogresel@aders with formal
responsibilities and authority. In addition, thare often individuals who exercise
significant influence informally through their claater and willing engagement with
members and activities, which is exercising leddprthrough personal and spiritual
qualities.

There are situations where this issue is fraugtit tension and there can be
individuals pulling against each other. In all giiations surveyed there was formal,
clearly-defined, leadership authority — the groumvinad the final-decision making
power. However, most of the respondents recogritsgdhere were individuals who,
through their personal influence, were exercisiog@rful informal leadership. Andrew
is quoted above as saying, “At times it is harde¢éine who is the leadership team and
who is not.” Such people are spiritually-mindedygressive members who through the
influence of their character, exercise leadershtpaut having any formal authority.
Many of these leaders emerge as a result of orgdditnle teaching about Christian
character and specific leadership training and orerg. Members such as these bring all
kinds of hopeful possibilities for the future ofyacongregation.

There are potential pitfalls in these two sphefdsaxership. Some may begin to
exercise their influence through strong personaht may not be marked by Christ-like
gualities. This issue is illustrated in the expece of Bob and Frank. Bob spoke about
tensions that had developed between staff teamn¢lelmouncil, and some individuals,
which resulted in leadership that “is not clean, iscthere that wise eldership function

happening. This unofficial leadership does notatfhave executive responsibility and
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the ability to affect things.” This situation wastrgood and he was working to find a
positive way through tensions to better decisiorking

In other cases there was also informal leadershigmg a very positive impact.
An example of this is the small group of elderg tfiank was so thankful for. These men
were both formal leaders, but also personally arilial through their Christ-like
character and willingness to serve. However, eaghase situations there are dangers.
Frank explained, “In kirk session there is the éaggoup, but also a small group within
that. You have to be very careful about that.” Hes\aware that he needed to work to
avoid the impression of a secretive inner circlpaiver that excluded some elders.

The impact of an effective leadership team has seewn under these five
headings. Trust has been built, without which agcegation can never be a healthy
organization. Examples have been given of membsngbmotivated to service and
momentum growing. Each congregation has been dawelduture leadership — some in
small ways, others more significantly. Change heenthappening — sometimes in
difficult and negative ways, but even the pruniag hesulted in potential for growth.
Informal leadership has been noted — leadershipatises not out of formal authority,
but from the relational capital that grows from sistent positive involvement with other
members for the good of the whole congregation. fiMeethemes referred to above are
quite general and the impact of such leadershimgeaill never be the same in two
differing settings. However, from what has beenastidy the respondents, it is to be
expected that when there is an effective leadeighygture in place there is a very strong

likelihood of positive benefit to the congregatamd individual members.
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Fourth Research Question

“Why have some strategies used by ministers taereffective leadership teams
been successful?”

The main focus of this question is on finding reestor the positive outcomes
that flow so readily from good leadership. From ¢ixamples given throughout this
chapter a number of themes arise.

Clarity with Simplicity

This chapter has returned again and again to theowasas vision; biblical
preaching; commitment to the gospel message; amekpand dependence upon God’s
provision. George spoke about “vision-led leadgry5and preaching about “what the
scriptures call us to be as the people of God.10bwinted to the preaching ministry as a
major factor in “changing people and developingrthenistry.” Eric spoke with
determined clarity, “[T]o the best of our abilityevihave tried to keep the gospel at the
centre. We have doggedly refused to shift fromgihgpel.” He went on to speak about
harnessing the gospel message with a love for pedpkcribing this as the key to
progress (i.e. the reason for success). Throughatparticular interview Eric showed
his conviction that methods and effort are secongaues; what really matters is the
presence of the living God: “We pray week in weeak‘dord, will you be among us’.”
His closing words in the recorded interview wenéoti can get away with many flaws,
[be]cause we have them. Many, many flaws, but wieaple say God is among you, you
have got something right at that point.” Frank maitlar points:

This might sound very basic — but in all of thisra has been a prayerful

approach, you know, that unity in spirit. In marfytlee cases there has been a

crisis, so we have been working our way througind we have been at a loss to
know what to do; maybe even within myself I've falsense of panic.... We have
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been part of a network of praying people. | redlbysense that. | am not just
saying that out of triteness. | genuinely belidvatt

Each of these leaders in their own way has beesigbent in pursuing what they
see as crucial for the life of the church. Theyehbeen keeping the main thing the main
thing. With clarity, they have seen what really tees and what is secondary. There has
been an impressive simplicity in their determinatio emphasise these things.

Clear and on-going communication has been a VMigahent in helping members
understand and buy in to the vision of the leadpr#kmong any group of people there
are usually multiple opinions and inclinations atleow the organization should proceed.
These can often be in tension with one another.|@dwers interviewed spoke about
reiterating the vision and goals of their congragategularly, which has been vital in
helping all to see the way forward.

Competence with Unity

There was a pervading theme in the interviewsefimportance of having in
place an organization that is well-managed, effigiand led by people who are
genuinely at one with each other. These conditawashoth practical and spiritual needs.
When there is a healthy, functional system everysmeawn in and cared for.

Toward the end of his interview Bob began to spedkody ministry” as the
only way to do biblical ministry: “It is fundamentdumanly speaking, it is just sensible
— I would just die. There is enough pressure anyWwayit would be impossible any other
way. | would also impoverish the community if | werying to do everything.” He
recognised that people need to be set free tchesegifts. A vital role of the leadership
was to order itself in such a way that this freedeould be possible. Chris spoke of the

cultural shift that had taken place as the groveitadf team were able to “organize things
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and catalyse other people to get involved. Thatedfardaptation across the congregation
has been a major shift.” The sense of unity withdierk of session was very important
and the progress could not have happened withaustipport. Chris gave additional
important insight into that sense of being togetsea fellowship: “[P]eople are less
scared of making a mistake. From early days we Bpo&en about permission to fail;
...people have been encouraged to go out of theifabaone.” He went on to say that
the sense of doing things together and of fellop$has increased enormously.”

The unity that many of these leaders spoke of wagust a spiritual thing. A
number of them explained that unity and fellowst@yelops at a social level as well.
David spoke about being out the evening beforertteeview playing ten pin bowling
and having a meal with some of the elders and dsatte explained how, for him, one
vital key to effective functioning of leadershitas is “the quality of relationships, so
what we do is we seek to develop those relatiosshigntionally, by having social
activities.” Frank picked up the same theme abewetbping mutual openness and
vision “as we meet, and as we drink coffee andogavialks, just talking, talking, talking
about what is on our hearts and exciting us.” Térese of unity, open and honest
relationship, and shared responsibility were imgoatrfor him.

Character

Character is not a strategy, but a quality. Ih®yever, impossible to have
strategies that emphasise clarity and simplicibynpetence and unity without the human
quality of good character. In fact, this is ultirlgta spiritual matter of becoming more

and more like Jesus. These things cannot be kept ap
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Andrew expressed it most succinctly, “Some indiaidubuild faith in others
through their personalities, through their owndtige as well as what they do.” He gave
the example of how his children’s minister, whostewas just had their second child,
and his family arrived just after the service stdrtand got a great applause and cheers —
they are held in huge affection. He has made apesitive impact, just because he has
given himself.” Here is someone who has investeuskIf with people and built
significant relationship capital among many in toagregation. Those bonds have
grown and the congregation was deeply appreciafitdm and expressed it at a special
time in his life, but perhaps more importantly iflwgness to support and follow the
lead he is offering in ministry among children dadhilies.

Frank spoke about the young elder with whom hehlaassuch a fruitful
mentoring relationship: “There is a very clear limween [name of elder] being
regenerated and then pouring himself into thesag@eople.... He longs to see them
knowing Christ.... | would say that if the Holy Spihad not been working in [the
elder’s] life we would not have had this impactlielchanges that have taken place in his
character are now speaking clearly to others aeBitudies, social occasions, and at one
to one meetings.

George spoke about the “badges of orthodox evaradisin” that often get
emphasised — things like numbers at morning ses\ocenid-week prayer meetings. In
contrast to this he went on to say, “For me thegbadare the quality of the life of our
community.... The role of the church is to be thétigf the world, that others see our
good deeds and praise our Father in heaven.” Forgéethe recurring question for the

church must be “how could we more demonstrate daaity of Jesus?”
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It is very difficult to find essential and case-sifie reasons for success in any
venture. In certain situations there may well behsiactors, however, it is more likely
that the general conditions listed in answer te st research question will always be
present in any successful congregation. It is gty that these strategies and qualities
will actually be at least as important as any cgsezific reason.

Summary of Findings

This qualitative research project has investigai@d ministers develop effective
leadership teams in congregations. The four rekegrestions have focused on
strategies, difficulties, impact, and reasons. &ight interviewees provided a large
amount of information and rich material that hasrbdifficult to summarise. The
complexities of each situation were deep and thietyain the eight examples has been
wide. The different approaches have been thoughtgking and while the conclusions
can only be generalised, the overlaps and siméarére sufficient to show that there are
some significant principles and approaches to lopted in any situation where a church
leader wants to think through the issue of creagimgffective leadership structure for the
congregation. The themes arising from the intergieave revealed significant links
between issues highlighted in the literature revaéew the practical approaches taken on
the ground by the leaders and congregations whe begn studied. It is to these links

that the final chapter will turn.



Chapter Five
Discussion and Recommendations

The purpose of this project was to investigate hawnisters develop effective
leadership teams in congregations. The reasorufdr @ project arises out of the
problems and challenges that are facing the chuartte twenty-first century.

In the opening chapter of this dissertation, evegeof the decline in church
attendance was given along with comment on sontigeafeasons for this. It was noted
that throughout the last number of decades in thieed Kingdom, church attendance has
fallen significantly. In 1979 attendance in Englatdod at 5.4 million (11.7 percent of
the population). Nineteen years later, in 199& Had dropped to 3.7 million (7.5 percent
of the population). This statistic reveals a distag downturn, and the deeper concern is
that it has happened so rapidly, and at a time whempopulation has growm®

The Presbyterian Church in Ireland has experiestadar decline in numbers,
causing much concern, which has been the subjentioh discussion and report at the
general assembly of the church:

We live in a changing world and an unfortunate aspéthat is an unrelenting

decline in Church attendance especially amongsgdbager generation. Society

is becoming increasingly secular and distant frood.G’he models and patterns
of leadership in the Presbyterian Church in Irelafidn date from a by-gone era

of “Christendom” when the Church did not face thelsallenges. Perhaps that is
part of the reason why leaders are overstretéied.

%8 Gibbs and Coffey, 21-22.

219 presbyterian Church in Irelan@gneral Assembly Annual Repofisp.: PCI, 2011), 195.
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The fact that many leaders are overstretched éas kecognised within the PCI
for many years. Sadly, there are many examplesmstars struggling with tensions and
weariness, and this frequently comes to a cristage. In 1996, this issue was recognised
and widely discussed by the General Assembly iaritsual reporté?° The Divine
Healing Committee spent three years surveying t@rssand studying the incidence of
stress. In drawing conclusions on what might bectheses of this problem, their report to
the assembly contained the following comments: “. p8&ent of the respondents
indicated an excessive level of stress. 9 percathiaiready been off due to stress during
the previous three years. 17 percent had giveropgeld consideration to moving out of
full-time ministry altogether, and for 3 percenwias a case of both time off and
considering a move out®

When close to a quarter of ministers in PCI feelytare under great stress in their
work it is vital to understand why, and whethepstean be taken to mitigate this. Much
has been written on the reasons underlying thes@gms. In his bookeadership Next,
Eddie Gibbs notes the changing cultural condititias bear down upon church leaders,
members, and activities. He lists economic pressomefamilies resulting in less
commitment to church activity, demographic changesge profile and/or ethnic
diversity, and increasingly sophisticated inforraattechnology which impacts how
people communicate and interact with ottféf§.hese and many other factors arising out
of a rapidly changing and increasingly restlessetpd¢end to make leadership much

more complex and demanding for anyone called tastnynin the modern church. For

220 presbyterian Church in Irelan@general Assembly Annual Repofitsp.: PCI, 1996), 233-235.
22! |bid., 234.

222 Gibbs, 46-48.
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the vast majority of people who no longer haveadisgc commitment to a church there
is the feeling that the church no longer meets theeds or speaks relevantly to the
community.

The difficult task of the church leader is compoeady disequilibrium — the
realisation of committed church members that tlite nd values they cherish is no
longer accepted in the community. In fact, the @néswuthor has called this double
disequilibrium due to members feeling not only Wider community rejecting their
outlook and values, but also feeling disconcertgethk changes within the church as
numbers decline and leaders seek to make welltintead changes to traditional ways of
doing things. Three of the interviewees in paracukferred to this type of issue as they
spoke about the work of interacting with members wilere anxious about falling
numbers or about new approaches to church acthia they were not familiar or
comfortable with. David gave a particularly cleaample of this situation: “We did have
some older deacons who were kind of stuck in thd and one of them used to let rip
every now and again and say he did not know thelpeo the church.... We found that
some of the older deacons could not hack it, shagea number of the older deacons go,
which was the best thing that happened to us.”

Leaders are struggling with pressure to maintaiatwaany of their members
demand in church life. They also wrestle with dgepbrrying trends in society. Often
they are struggling alone, or at least carryingvs bulk of the work themselves. The
final chapter will focus on the challenge of cregta team that can share the burdens,

bring a fresh vitality of relationships, and broadke appeal of the church.
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Summary of Findings

The literature review of chapter two examined ¢éhmeeas of academic interest to
those who are writing on leadership in the busimes$d. Systems theory has shown the
importance of understanding the myriad relationshiyjghaviour patterns,
presuppositions and beliefs within an organizatidre study of systems gives insight to
anyone seeking to help an organization changeaisaof functioning. Adaptive
leadership sheds light on the nature of changeaterdany organization. In particular it
points to the fact that, in the rapidly changingMave inhabit, organizations don’t so
much need to improve efficiency, but to completesynsform their vision, thinking, and
practice. The study of emotional intelligence hasvwn that one of the most significant
factors in successful team life is open, respecéindl positive relationships. Emotional
intelligence is the relational air that keeps artedive. Where there is emotional
intelligence amongst team members it is possibleate creative examination and even
criticism of everyone’s ideas in the search fordydecisions. These three topics have
been individually explored, but it is also impottém keep in mind that they can rarely, if
ever, be considered independently. Each disciptitegrelates and sheds light on the
others.

The literature review concluded with a review dfllal material on the topic of
leadership. Since the church has originated othefvork and word of God, and since
God has clearly used chosen leaders throughowantire history of humanity, it is
essential to consider examples and guidance fremsdtiptures. The word of God is the

primary source of guidance for church leadershipas been important to note how
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much the academic material has actually revealddcanfirmed the value of biblical
approaches to Christian fellowship and leadership.

This dissertation has highlighted detailed intewws with eight church leaders in
active ministry in a wide variety of congregatioiifis inclusion was to ground the study
in realistic contexts, particularly to give illugtion of the key study themes in a UK
church context. These interviews have been shapéukelfollowing four research
guestions:

1. What are the main strategies ministers use toeedéctive leadership teams in
congregations?

2. What issues make it difficult to develop effectleadership teams in
congregations?

3. How have effective leadership teams impacted theahd vitality of
congregations?

4. Why have some strategies used by ministers toeceftdctive leadership teams
been successful?

These questions invited the participants to erplage strategies and approaches
they had used in their work, with a particular fe@n the issue of developing leadership.
They were also invited to talk about difficultiasceuntered and how they sought to
address those. It was important to assess the troptite approach they had taken and if
there were any obvious reasons why they had exyperiesuccess in what they are doing.

In this final chapter the findings from the litaxeg review and the qualitative
research will be discussed in relation to eachraahd summarised with reference to the

project purpose statement. Conclusions and praefpgdications will be presented with



152

the particular purpose of relating these findirgthee role of ministers working in the
PCI.

In brief, this study has shown that there are waydevelop effective leadership
teams which help create healthy churches that anaibiblical foundations and find
ways to speak to, be heard by, and make a posibntibution to contemporary society.

The summary which follows will be shaped by thetks of the primary research
guestions. The subject matter (though not the hatoading) of each question will be
used to create the main headings of this summante that the order of the first two
research questions has been reversed.

Issues Which Hinder the Development of Effective Ladership Teams
Throughout the literature review and the analysihe interviews, many reasons for
problems in leadership development have beenniitest and discussed. These can be
categorised under five headings:

Changes in Society

In both the introductory chapter and the literatteview, the study offered
examples of change that have an impact upon théevdficociety including the church.
The list included change and development in teaaglthe economy, family life,
working practices, and communicatitii These changes have had a multifaceted impact
upon the church and its leadership. In the Westemhd people are generally more
materialistic, under increasing pressure of work] mnore caught up with plans and
dreams about themselves. In churches, the resukmbers who are profoundly tired
and stretched, keen to protect leisure time fobheband interests either personally or

with their children, and generally less committeditne-consuming engagement in

2 bid.
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church life. These traits were referred to speailjcin two of the interviews in very
contrasting circumstances. Andrew, in his congliegawith a large number of
professional people in the capital city of the W#Rd Frank, in his congregation with a
predominance of farmers, both spoke about thecditi of getting people to commit to
involvement. In Andrew’s case he found people wglio give money so that others
could be hired, while in Frank’s case it seemeldeanore a case of general lack of vision
for what might be possible. In most of the othemgregations there were additional staff
working to do jobs that in the past would have biéen on by volunteers. This situation
is probably just a fact of modern life, but it i®sh pointing out that in at least three of
these congregations there is evidence that whdlengad with a vision it is still
possible to motivate volunteers to a high levat@hmitment. While changes in society
have made it difficult to develop church life innggal and leadership teams in particular,
it is still possible when members catch the visaod are biblically challenged about their
values and priorities in life.
Relying on Technical Solutions

This is the tendency to imagine that the answéheachallenges facing the church
today is to work harder, be more efficient, antteéep doing more of the same things. In
fact, this problem is evident in the business waddvell. Heifetz and Linsky have stated
that “the single most common source of leadershipre...is that people, especially
those in positions of authority, treat adaptivellemges like technical problem&?*
Those who are totally reliant on technical solusioém organizational problems do not
understand the wider societal changes in thinkmatyes, and priorities that have taken

place. Examples of this type of thinking emergenifisome of the tensions that George

224 Heifetz and Linsky, 14.
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had to work through in his congregation. Amongsaeof elders who were in place
when he arrived in his declining congregation, ¢heere feelings that the most important
way to do pastoral work in the congregation wasufh the traditional “elder’s visit.”
There was also a very strong emotional attachneeatyputh and children’s organization
that had been widely accepted and influential inevious generation. Both these issues
were difficult and differences of opinion were ttause of friction between elders.

In addressing these problems, George took theiweeaxperimental approach
that Roxburgh and Romanuk commend: “As the ingigleriments bear fruit, others in
the congregation begin to see that it is posstblenagine and practice new habits and
actions without destroying what they know and IoMeis encourages increasing
confidence in the change process and starts tayehthie culture of the congregatici?™
According to George, he “negotiated two differematys of doing eldership,” allowing
freedom for individuals to take their favoured agaarh. Over time this method will
reduce tension and give opportunity for the mofgotive method to prevail. On the issue
of the strong emotional attachment to the tradélgouth and children’s organization,
George took a more direct approach, confrontingehesho had been openly critical of
his leadership and insisting that there be dialaghout the matter so that those who were
unhappy would at least understand what was hapgeather than continue to spread

misconceptions.

22> Roxburgh and Romanuk, 101.
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Inbuilt Resistance

All groups of people, including churches, have dtin tendency toward what
Meadows calls self-organization or resilieit&ln other words, people become set in the
ways and practices of the organization and care®tsaother way of developing or
changing. They tend to fit in with what they imagiis expected. Not only are they
oblivious to other ways, but when alternative ajppiees are proposed, there is
defensiveness. It is not difficult to see how tleisdency can intensify to the point where
it becomes extreme conflict. In such cases, tharorgtion will not only stagnate, but
probably begin to disintegrate.

There can be times when resilience is actuallygetote of an organization,
keeping it on course when certain influences dtaaweay from what it should actually be
doing. This is when there is a genuine threat ¢oetbsential beliefs or activities of the
organization. However, more often, resilience cacome negative resistance or
opposition to any development when real changetisadly needed for renewal. This
factor was mentioned in six of the interviews, thlowo differing degrees. Chris, Frank,
and George had experienced the clearest exampielswit resistance. Frank illustrated
this issue with reference to one of his congregatia which some of his elders had
negative feelings toward the clerk of session, wgwim as an outsider and much too
radical in his views on the way forward. This sitoa was ongoing and Frank had not
managed to fully address it at the time of intewwi&ric gave an example of a lower
level of this type of resistance. Some of the lestablished members were suspicious

and resistant to new ways, but the congregatiordeatined to the extent that most could

226 Meadows and Wright, 159.
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see beyond their concerns to the fact that theliiewoming into the congregation was
positive and gave hope for the future.
Authoritarian Management

Dick Keyes, in writing about dealing with concenfschurch members regarding
leadership in their congregations, summarises rthethhas been wrong over the last
thirty years. “Complaints seem to focus on arrogaheghhandedness, and authoritarian
leadership. | hear grievances about the minister@gO, who does not listen, and who
tolerates no criticism or alternate viewd™This problem has also been reflected to some
degree in the PCI. The 1977 report of the Divinalihg Committee reported the
following comments: “Unfortunately in Presbyteriami, the team is left undefined and
so we end up with a problem: the one-man-band gans&ery strong. Many
congregations, elders, and ministers still seeitaésm’ as the norm*® The result of
these tendencies to place power and responsilnilitye hands of individual leaders can
take two forms. One is that there is an underlgegse of alienation and resentment
among members who feel they are simply being heattaty rather than valued as
contributors. The other result is that members trecimcreasingly acquiescent and
passive, refusing to become involved in any sigaiit way and therefore denying the
fellowship the benefit of their energies and tatent

The first result of resentment mentioned did ngarfe prominently in the
interviews, as none of the participants desiretdlite an authoritarian approach to
leadership. In two of the situations, there waslence of that traditional tendency to let

the clergy take on the work by themselves, whidults in passivity. Both Chris and

27 Keyes, 207.
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Frank reported that it was difficult to get eldacdively engaged because they were either
used to being passive, or they actually believatithinisters were paid to do everything
and there was no need for ordinary members tovméved. Neither of these men wanted
to lead in an authoritarian way and, like all tileevs, were actively pushing their elders
and other members to engage with the process etiag their congregations and their
leadership.

Ignoring Systems

The literature review has given ample evidenceos¥ fmportant it is to
understand the system in which any group of peagganterrelating. Herrington, Creech
and Taylor have written,

Understanding how people are enmeshed in a liwstes and how it affects

both our congregation and us is vital to transfdiromal leadership. The reason

for this is simple: leadership always takes placthe context of a living system,
and the system plays by a set of observable riile® are to lead in that context,
we need to understand the rufés.

If leaders do not see how individuals relate to anether, or the deeply rooted
outlooks and habits that are embedded in the gtbey,will not fully appreciate the
strength of the system, its resistance to changehaw effective steps toward renewal
can be taken. None of the interviewees mentionedeitm “system” or “systems
analysis” but there was plenty of evidence thaheawlerstood the importance of
knowing people and developing real relationshippeeially with those in leadership. In
one way or another, they were all engaged in magaand developing the system they
had inherited in their congregation. For examptank was very aware of his more

traditional elders and members and the outlookg tilael that made them cautious, even

suspicious, of making changes in the life of thegregationBy gradually downsizing

229 Herrington, Creech, and Taylor, 30.
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his eldership from seventy to around forty, andali@ming a number of sub- committees
with a membership of both elders and other entlstisimembers of the congregation,
Henry has seen significant development of the ay$ad to more effective handling of
business and a greater range of work being attetod@&bb was engrossed in a
governance review that would impact the way théesgsvas constructed and
functioning.

These five factors are significant challenges for leader who is seeking to
revitalize the church and lead it forward into geeatrength and successful ministry.
Some of these are unavoidable issues that mustdressed, while others can be avoided
by being aware and taking a different approach.f€iaeeds and hopes of people in
society are changing and one result is that feweple feel they want to be involved
with a church. In addition, it has been noted thetn committed church members are
less willing to give their time and energies to hulife. Since the needs and pressures
of life are changing significantly, it follows lagally that how the church responds
practically to contemporary challenges will havetapt significantly.

To insist that the only response is simply prongtiid methods more vigorously
is to completely misunderstand the questions pea@asking and the needs they have.
Church leadership today must be able to reassungbers that while fundamental
spiritual needs and the gospel message are undhahgeapproaches taken to
communicate these things and to revitalize theerapbrary church ought not to be
resisted. To achieve this without resorting to atthrianism is very difficult. To slip
into becoming dictatorial sadly results in peopdedming disenfranchised. One of the

greatest needs in the church today is for leadetslait is united and membership that is
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engaged and trusting. To achieve those goals ysdréicult and will test the abilities of
leaders to the full measure. However there are i@ygrd, and in the next section we
will turn to these strategies.
Strategies Necessary for Developing Effective Leadhip Teams

Leadership literature presents a wide spectruappfoaches to bringing change
to organizations. In the literature review of cletvo, three major areas were outlined:
systems analysis, adaptive leadership, and emobimedigence. The following six
strategies arise out of these and some of the btaeature referenced. Often differing
terms are used for methods that are very simitawrlting these concluding sections, it
has been necessary to summarise and, to some,estteplify the many approaches that
can be taken. Each strategy will be explained vatbrence to the literature reviewed
and the illustrations afforded through the qualtatesearch.

Watching

Systems theory teaches that all the individuadqmaalities, habits, and
circumstances in an organization are intricatelynazted. It is vital for the leader to
study and understand every aspect of the situdtaoway of bringing positive change is
to be found. Herrington, Creech, and Taylor notémderstanding how people are
enmeshed in a living system and how it affects lootthcongregation and us is vital to
transformational leadershig® Heifetz and Linsky used the memorable imagerysiridp
on a dance floor and then going up to the balcorwatch the dance and everyone

there®*! This is all about wide perspective as well as jpagetail. The leader must be

20 bid.
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able to see the big picture as well as how eachexte and each sub-group interacts with
the others.

When Earnest Shackleton met his crew in Buenossfin their way to the South
Pole he did not join them on board immediately.stégyed for a few days on land
standing back and observing. In fact, there wenegls among the crew that needed to be
dealt with. These few days of assessing the prabldarified the issues. He proceeded to
sack four of his crew whom he had observed wereuitdble for the rigors of crew life
on a polar expeditioft? Watching and planning helped him make decisionistwh
probably saved lives.

A similar incident of watching is found in the bdal account of Nehemiah
coming to Jerusalem. When he arrived in the citgtaged there for three days, then
made a night time inspection of the broken dowrsvé@nly after that did he reveal his
purpose in coming*?

In the early months of ministry in his Church afgland congregation, Bob spent
a lot of time thinking about the big picture. Hedraan effort to understand all that was
going on and to see clearly how the circumstannddfze key leaders all interplayed
with each other. At the time of interview, Bob wasgaged in a thorough review of the
governance structure, which he hoped would leadgiaficant revision. Regarding his
PCI congregation, George also spoke about the biegjrof his tenure when he changed
very little, but spent time watching and also reasg. In the years since, his
congregation has experienced consistent, smak stieghange. That this process has

happened is due in large part to the understaratidgvisdom George has shown in

%2 Morrell and Capparell, 85.
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handling the system and finding the best ways t@ld@ and change. David spoke of his
assistant pastor who came from a business backdprtide is very good at kind of
standing back and looking at trends and coming itip ebservations. So | would be
saying to him, look this is what | am thinking, amelwould go away and kick it around
and come back with suggestions about...how it mighrkvout in practical terms. So the
structure is really down to his work.” Here are tpeople who know it is important to
consider the situation, to think in terms of stawet The lead pastor shared some ideas, a
vision. The assistant gave time to think aboutcstme, strategy, and practicality.
Between them, plans were made and eventually shatkedhe wider leadership who
began experimenting and implementing.
Teaming

This term is used by Edmondson in her bdelamingto describe the creation and
life of a team. She gives a list of four behavioinat drive teaming success; these are:
speaking up, collaboration, experimentation, afiécgon?** It is all about bringing
individuals with differing skills and outlooks taper to interact and begin functioning as
a team. In the modern world these groups will né&eemonochrome in appearance. The
best teams will be composed of members of diveaskdrounds who are willing to learn
from each other, co-operate, and conflict in otdesreate. Trust, respect, and a unified
goal are all vital if teaming is to happen. Onehef most difficult aspects of teaming is
encouraging an honest, open conversation, so vkeay &am member feels valued and
safe in expressing opinions and concerns. The effesitive team is where everyone is

fully engaged, every opinion is carefully considkrand every mistake is treated as a

24 Edmondson, 52.
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learning opportunity. In an atmosphere where sugdporevery member is strong and it
is safe to be vulnerable, each individual will offieemselves willingly to the team.

Sir Ernest Shackleton’s recruiting interviews watéimes eccentric to say the
least. He would query applicants in what seemethdam way asking about their
circulation, their teeth, or if they could sing.&eding to Morrell and Capparell, “How
the candidates answered was more important thacotitent of their replies. The Boss
was listening for enthusiasm and for subtle inddicet of their ability to be part of a
team.”*® They summed up his teaming strategy: “Surroundseifiwith cheerful,
optimistic people. They will reward you with theyldty and camaraderie vital for
success %

The Apostle Paul was someone who valued the concgpteam. His numerous
comments in the final chapter of Romans about gebelhad worked with in many
situations give us insight into his thinkift.He wrote about “fellow workers” and
“servants of the church.” He had shared with theseple responsibility, burden, travel,
danger, and blessing. His comments betray deejndeshd a sense of teaming.

Both Andrew and Henry discovered through diffiatperience that united, co-
operative teams of members who care about each artidethe goals before them are of
great worth. In both these congregations therebead frictions on the staff teams which
eventually led to members leaving. This unfortursitigation is always emotionally
draining and distracting to progress. Both men afsuke of notable positive effects of

team members working together and being both inflaband warmly appreciated in

235 Morrell and Capparell, 60.
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their congregations. Henry stated that the sudbesshad experienced “[u]ltimately
comes down to having good people. We have an extallerk of session. He is
phenomenal.... My predecessor bequeathed to me dbod loearers; so that has been
the key. Without those office bearers whose headhaart were in the right place, | think
it would have been much more difficult.”

The leader in any church must make teaming aifyridrhere are many types of
teams, but no matter what structure is in plaas,vttal that it is a healthy group with the
qualities outlined for teaming. There was a rangie@ms described by the participants
interviewed. Some were of paid staff, others wheekirk session or a smaller group of
elders. Eric, for example, worked for quite a numifeyears with just one other main
team member. Above all it can be said that a gwitipa high level of commitment to
each other, with a positive approach to every mwbhnd willingness to give all for the
benefit of the church — this is the group mostllike wield the greatest influence for
good. George Cladis, authorlofdading the Team-Based Church: How Pastors and
Church Staffs Can Grow Together into a Powerfuldweship of Leadersstates, “A
healthy church leadership team with trusting relahips radiates health and vitality
throughout the church organization and its whoktey of relationships. Just as
powerfully, a dysfunctional team radiates pain dis$ension throughout the
congregation **®

Framing
Framing is another term used by Amy Edmondson.uSks the word to refer to

the process of helping a team see and develogvitgpoesuppositions or understandings

28 Cladis, xi.



164

about purpose and methods; put simply, “How wektlsinapes our behaviout*® Others
have written about similar ideas using the termeagigms®*° or “mental models?**
For a team to engage in framing they must be abteitically analyse their
circumstances, their strengths, weaknesses, opyiies) and threats. They must
consider why they exist at all — their overall ppgp. They must honestly recognise and
openly talk about all these matters. The team lelade the very difficult responsibility of
helping each member express deep thoughts anddieans what is going on. Out of this
process will come an understanding of the framevaoidk perhaps a realisation that re-
framing is needed to make the organization fittlhe purpose in the changing
circumstances it finds itself in. This system igptive leadership — helping an
organization understand itself and its circumstarared acting as a catalyst toward a
period of “transition,**? leading into better and more successful days ahead

Such a process took place at the Council of JeEmnsim the early years of the
church?®® At this gathering of the apostles and elders,PB&rnabas, Paul, and James
addressed the meeting. There was lengthy anduiffitcscussion, but at the conclusion a
clear understanding or framework was reached anmahamicated to the entire church.
This was the most momentous example of adaptivdelship achieved in the early life

of the church and it paved the way toward a worntiaghurch. Without this new

framework, the church would have receded backargect of Judaism.

%39 Edmondson, 111.
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The impact George has made on his congregatiohdtha large element of
framing. They have transitioned from being a tiadil, aging, and shrinking
Presbyterian congregation to one in which the sltiave accepted a much more active
role in the leading and pastoring of small groupsighout the membership. These
groups are no longer the domain of a small numbpaudicularly enthusiastic people,
but are now seen as basic building blocks of thieeecongregation with every elder
having a leading role in a group. It is a new wathinking, a new way of doing church.

David’s experience is an example of leadershiphictvmuch thought was given
to the range of ministry needs and how those cbelthet. Over a period of time, eight
ministry teams were developed to take respongildtit twenty-seven different areas of
ministry. It was a new approach to thinking andragron their responsibilities. Henry has
had a similar experience in developing working goaomposed of some staff, some
elders, and other committed members. The rangetivitees has increased and the sense
of responsibility has been shared as they thodgbtigh and revised their work. Eric had
seen his congregation grow and, while initiallydepended heavily on one particular
member, much time was given to developing a laiggm and greater sharing of
responsibility. The congregation formed a churchnmal where key leaders from every
organisation in the church came together threestingear to share fellowship, consider
vision, plan, and pray. Eric reported a congregeatihere a large number of the main
body of members is fully engaged and behind thekwhen asked about the team spirit
and sense of fellowship in the congregation he, S&itere is tremendous enthusiasm

among our people.”
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Framing and re-framing is a major challenge for mamnister who is seeking to
lead the way forward to greater vitality in a coeggation. It is not a one-off task. It will
be an issue to be revisited often, and one thatldhe regularly on the agenda of the
key team members.

Communicating

When the watching and framing process is well wvdgrand a good level of
understanding has been gained, another logicakstees into play. There must be
communication throughout the system so that relah@s are open and healthy. This
aspect ought to begin with the key leaders, buthr@ait as quickly as possible to
everyone. Herrington, Creech, and Taylor emphdksénportance of what they call
“emotional triangles2** by which they mean groups made up of three indifislwho
share the same thoughts and attitudes. Each “Cavh#ris triangle has contact with
other triangles in the system. Any organizatioméade up of dozens of these
“molecules” of the emotional system. They emphafiisamportance of the leader
seeing and understanding these triangles and aisg m relation to them so that
information passes openly in all directions througftithe organization. Leaders with
emotional intelligence have the vital responsiigitof keeping communication open,
reducing barriers, and opening up minds and relaligs to new things. Another aspect
of this work is to remain “differentiated,” that separate or unbound by the opinions or
demands of any one person or sub-group.

In the account of Moses returning to Egypt andislgavhat God had told him

about the deliverance of his people from slavergsd communicates with the leaders

244 Herrington, Creech, and Taylor, 52.
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and the peopl&* Throughout that period, with the pressures of yeémwandering in the
wilderness, Moses communicated with his peoplet kedptionships open and yet
managed to remain removed from the demands thabh#heontents placed upon him on
numerous occasions.

In his large PCI congregation made up of many leaded individuals with their
own ideas, Henry has managed to engineer a sybtrhds open conduits of
communication. This means that there is care talkeommunicate as well as a
willingness to hear other opinions in return. Sames this system has made the process
slow and laborious, but it has ensured that, aaggrossible, few feel disenfranchised.

David shared about the constant need to keep titegép on the main guiding
principles and values of his congregation: “We witmough our guiding principles ...
with the church family, so that they would buy itb@se things. | and my assistant try to
preach through these at least once a year, satkdyeing restated,...because we want
folks to understand where we are at.”

Experimenting

Experimenting is a strategy to help advance tbegss of framing or paradigm
change. Meadows writes of the value of creatingpdehof a system that can lift minds
above the present circumstances to see an entgehsystem or way of doing thing¥.
Jesus in training his disciples engaged them iito& groject. He sent the twelve out two

by two to go to the “lost sheep of Israét”This and one other occasion with seventy-
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two of his followers was a success, and it pavedatay for the main mission when he
sent his followers out with the command, “Go andkendisciples of all nations*

In the literature review, the example from PClexgnce was given when the
general assembly took time to consider “speci#bfeships.”*° These were seen as
being in opposition to the traditional church amd something to be commended, but
were also something to be learned from. Stricthséhwere not pilot schemes, but more
like case studies from which lessons could be dr&Venvever, they certainly were (and
still are) models which help the church see a ngstesn and way of doing things. The
PCI has engaged in a number of efforts to modéébptactice in worship and ministry.

In the last twenty years a couple of major assessliiave been held, not for the conduct
of business, but for fellowship, united thoughgyer, and worship. The purpose of these
gatherings were to stimulate the wider church sodiferent ways of doing things and to
give leaders a taste of what might be possibls.\very difficult to quantify the impact of
these events, but they both had an experimentalegleabout them as they sought to
model another way of doing things in church.

In his congregation, David engaged in a perioexgerimenting as he and his
elders worked toward introducing ministry teamsatke on responsibility for work in the
congregation. This test was clearly communicatetiveass presented as a pilot scheme to
see how helpful it would be. It was time-limiteddaopen to questioning and critique.
The experiment was successful and the new systesmadl@pted and is currently running

effectively in the congregation.

248 bid., 28:19.
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George has allowed for different approaches terstip pastoral duties to be
carried out. This allowance has been necessaryodsteongly differing opinions
regarding how things should be done; but, it is als experiment and over time the more
effective and manageable system will come to premie. By taking this approach,
George is giving time for watching and consideratith the belief that members will
see and experience for themselves what is foreke b

If a leader gives attention to process and sexlsatl step by step toward the goal
of a new way of doing things, it will allay the feaf things becoming too radical and
beyond control. There has to be an emphasis orriexgring and finding the most
appropriate way in each individual congregationdae piloting takes place and more
members come to see possibilities while still fegkafe, the more likely successful new
approaches will be adopted.

Mentoring

Peter Senge gives emphasis to team-learning, vidiwehere each member of a
team offers what they have for the good of #The main leader has a special role in
this process, as he or she sets the agenda andpdttene for the team. That leader has a
special relationship with each member of the tesamd, in personal sharing and example
will encourage and guide each individual.

In the interviews this influence was taken a stagger. In every case there was
some example of impacting not just the existingnielaut also leadership development
for the next generation. In a range of ways, eachqgypant talked about the emphasis on
leaving a legacy of future leadership. The examgdaged from Andrew and Bob using

a denomination-wide leadership training resourcenml developing a “home grown”

®0genge, 216.
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course taught by himself and the clerk of ses<geurge developing an on-going
curriculum with young people in the congregatiomg &rank intentionally mentoring
individuals and developing personal friendship & as helping the mentee lead small
groups of young people, encouraging them towardeeship growth.

An outstanding New Testament example of mentasnpat by Barnabas of
Saul?** Barnabas, the well-recognised leader in the edmlych, took the newly
converted Saul under his wing, introducing himre other church leaders, and spending
time with him in the early days of his faith. Frams encouragement emerged the
greatest missionary evangelist the church haslawemn.

If a legacy of leadership is to be built, churehders must give priority to the role
of mentoring and training the next generation. €hae resources available, but the key
factor will always be that special relationship ax@mple set by the main leader. There
can be few more encouraging things than to seerdeuof young people beginning to
mature in faith and leadership skills and realisiimt they can achieve for the Kingdom
of God.

These six strategies have been referenced iménatlire review and it has been
pointed out that, on occasion, various terms haenlused for very similar concepts.
The terms are of less importance than achievingabalt of the concept. Each of the
strategies has also been mentioned in the intesvieMre again the actual terminology
has not been identical, but it is clear that betwtde eight participants there is evidence

of many of these strategies being implemented ¢h ease. Having outlined these key

strategies, it is important to summarise their iotpa

31 Acts 9:27.
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The Impact of Effective Leadership Teams

Throughout the literature review there were maxgneples from the world of
business and politics of how effective leadershgught transformation to situations.
Some of the most impressive examples came frorhténature on emotional
intelligence. When a team is led by someone whplays a high level of emotional
intelligence, there will typically be a positiveosy told of great success or achievement.

It is difficult to encapsulate the results of etige leadership teams without being
simplistic, but there are some notable motifs gtahd out. For instance, there will be
improved relationships and communication, resulfrogh giving attention to emotional
intelligence, which is like the air we all breathéithout that air, healthy team life is
suffocated. With it, the team and the entire orgainon draws in the oxygen of mutual
understanding and respect, which is an essentibbpareating organizational health.
Another major impact of effective leadership isravgng vision. Team members will
begin to think, to imagine, to wrestle with probkeand possibilities and eventually, a
picture will emerge. It will have to be debated aested, but in time it will crystallise
and a new way forward will be plotted.

Through this process of relating, communicatingl anvisioning, increasing
numbers of members will begin to engage and umlere will be synergy as people
begin to act together, and momentum will build, ethwill lead to growth. This growth
will take many forms — numbers, commitment, adedt finance, belief, etc.
Additionally, hindrances and discord will be pushedhe side.

The example of Abraham Lincoln’s leadership stylstriking. Here was a man

whose back was against the wall for much of higipal life. Largely by the influence of
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personality, he kept his team together and achigveal things. Lincoln’s biographer
wrote that his personal qualities “enabled himaiorf friendships with men who had
previously opposed him; to repair injured feelitigat, left untended, might have
escalated into permanent hostility; to assume respiity for the failures of
subordinates; to share credit with ease; and to lieam mistakes %

Here was a leader of colossal influence who brotagether a highly gifted
group of men with deeply differing temperaments antlooks and managed to keep
them together through some of the most stresstlidangerous times that American
society has experienced.

In each of the interviews given there were instgnaf emotionally intelligent
leaders exercising effective, thoughtful managemlarthe attitude and life they lived
they have set good examples, and as such, have sajweficant steps toward creating
teams of men and women who are living out the sgatterns and, in turn, making
beneficial impacts upon their congregations. Oweetsuch leadership teams are making
possible transformations and life in places wheveould not have been expected.

The Reasons Why Some Strategies Are Successful

It is important to comment on what success is endbntext of this dissertation.
The purpose of this study was to investigate hownisters develop effective leadership
teams in congregations. This is about leadersfapstimulates church health and vitality.
In reviewing the biblical literature, it has bedmow/n that the purpose of the church is to
be a community of believers who are becoming mi&eeChrist in character and
mission. Additionally, the church’s purpose is abspiritual life and fellowship, growing

faith in Christ, and commitment to each otherslaiso about increasing service to and

252 Goodwin, xvii.
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the impact on the surrounding community. A vibremarch life is very likely to result in
increasing numerical strength. Understanding theathin this way enables all strategies
to be assessed by considering how effective theyngosromoting these values.

The literature review and responses of the eigbtwiewees have revealed many
of the hindrances to the development of effectdaglership in the church today. These
have been summarised under five headings in tsiesiction of this chapter. Societal
change has resulted in a large section of the camtynviewing the church as irrelevant,
and many in the church having divided commitmen¢sders who have championed
technical solutions to the church’s problems haweeked hard but with reducing effect
and no movement toward making the message of tireltimore applicable to felt needs
in the community. Many congregations have resiktaders who advocate change,
which can lead to unresolved conflict and on-galegline. Some leaders have alienated
their members by an authoritarian approach. Leadkoshave not attempted to
understand the system that so influences everycheptheir church have often fumbled
in the dark to find positive and acceptable ways/érd.

Six strategies necessary for the development et leadership teams in
congregations have been noted. These are wat¢bargjng, framing, communicating,
experimenting, and mentoring. The impact of théssteggies has been discussed in the
previous section and as this dissertation drawatd\a conclusion it will be instructive
to consider why it is that these strategies leaglitzess. In an attempt to draw some clear
conclusions, the present author suggests thaa@gyrwill only be successful if it helps

enhance two things — vision and unity. The preseh@®th of these factors is essential
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in any effective leadership team. Both of these @freourse, multifaceted, and it is to
these that the dissertation’s attention now moves.
Vision

In this dissertation, the church-based contexeaflership shapes what is
understood by vision, which is gospel-based vismaulded by the scriptural standards
of the church. The principles of this type of visioriginate from the Bible. The methods
and applications of gospel-based vision will depaloways that are culturally relevant
to the community. Principles will always shape noethand, as such, the methods will
be creative and innovative, but never in confligtwbiblical principles.

As leaders and their teams work together to dewakipn, and as this begins to
be owned by the team and the wider congregatianifyland motivation grow. This
process does not come about by accident. Therebmugtnuine engagement of the
whole leadership team as the vision is refineddeaeloped. The vision must not be
imposed from above by a dominant leader. Therewelybe a strong leader, but that
individual must do everything they can to involhe team in owning, developing ,and
applying the vision. The entire team must consyacdinmunicate the reasons for
decisions as well as the hopes and dreams for hioéevehurch. Through this process
members come to see more clearly what they are tberwhat the goals of the
congregation are, and how individuals can playrthait. Ample evidence has been
presented from both the literature and the expee@f the interviewees to show that it is

essential to have a clear vision of the directiowhich the team must lead. When this
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vision begins to resonate with the members, therctimgregation will grow strong. The
ancient words of Solomon ring true, “Where theradsvision the people perish>®
Unity

Once again, the context is Christ and his churdtle. Onity being pursued is that
which Christ alone can bring as he holds membeysther and unites them in service of
the kingdom. As a leadership team seeks to desttagegies in their local context, this
guestion must always be asked — does this brirdpgsr together, are we uniting in this
venture? As leaders develop a vision, it must lpdiegble and it must be communicated.
As the vision is shared, individuals will grasguiitd this will be their source of unity and
the catalyst for action. Inextricably linked withyasuccessful strategy will be the
tendency to create a united leadership team anddubody of people who are moving
forward with growing strength. Solomon’s words beat the value and strength of living
in unity: “Wounds from a friend can be trusted.... ifan sharpens iron, so one person
sharpens anotheér” and “Two are better than one, because they hageeé return for
their labour: If either of them falls down, one daelp the other up®° It was Jesus who
prayed for unity in his church with simplicity: “[fiat all of them may be one, Father,
just as you are in me and | am in yé@®”

Recommendations for Practice
The three major themes in the world of businessditire have been shown to

have a strong precedent in scripture and a releygpitcation in the work of leading the

23 proverbs 29:18.
4 bid., 27:6, 17.
25 Ecclesiastes 4:9-10.

26 John 17:21.
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church. In this final section, it is the intentiohthe current author to suggest practical
steps that can be taken toward developing an eféelgadership team in a congregation.
Understanding

Understanding is a major part of systems analys$iere is great benefit to a
leader in simply standing back from the organizaiad the activity, taking time to
watch what is going on. To find a way forward sivital that leaders understand the
system operating within the church and take timaftion and strengthen all that is good,
while also preparing to develop and shape thaesy$or action. This process will
include coming to know the members, their varioumigs and friendships, the emotional
triangles, and their history. The leader will néedinderstand how the various sub-
groups behave and what they believe about thepgser— their paradigms.

The Apostle Paul revealed his understanding otthech at Ephesus as he gave
his instructions to Timothy to be careful about mér had caused great trouble and
fallen away from faittf>’ The church at Ephesus makes a particularly irtiagestudy
since it is referred to in five New Testament bodksidying the various characters
involved, the stresses and strains in this chuashyell as how Paul sought to address
them shows the value of understanding. Many sineka@mples in the biblical literature
were reviewed in chapter two. Additionally, there enany aspects to the task of forming
this kind of understanding, which are also describethe literature review.

Envisioning

Envisioning is linked with adaptive leadershipal€hurch wants to significantly

develop in order to regain spiritual health andlity, there must be attention paid to

attaining a clear understanding of what the purpds$kat specific congregation is. The

%71 Timothy 1:20; 2 Timothy 2:17; 4:14-15.
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leadership must take time to develop a dream gnddical plan and the vision must
have biblical content and contemporary relevanpechHically, the leaders must do the
fundamental things that the church of Christ wasipdo do and there needs to be clarity
about what the church is and what it is not. Thitavise out of leaders being together in
fellowship, prayer, and the study of the word. fevant and effective vision will also be
shaped by a fresh understanding of the congregatidrthe needs in the community. It is
essential that the development of a vision be getyiadaptive. To cling to visions and
activities of the past and hope that will addréssrieeds of the future is futile. It will
take time to develop, but when it is clear it Vsl a significant guide point as the
congregation adapts to the challenges before it.
Communicating

Communication is linked with both adaptive leadgrsitnd emotional
intelligence. A leadership’s vision must be sharedause the members must be
informed about it, understand it, engage withng adopt it. For this process to happen,
communication must take place on a constant basesleaders must use whatever media
is available — printed bulletins, electronic megsa@nd verbal explanations to the
gathered congregation. In addition there must l@etorone sharing and a percolating-
down of the vision. Only in small congregationslwhle main leader be able to speak
personally to everyone, which means the leadetshim must be mobilized to make
these personal contacts. But, the vision mustlasiaken up by ordinary members and
discussed. This communication is about making agapiecisions known and

understood and it will almost always need to beedwith care and emotional
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intelligence as, for some members at least, tsi®rimay seem foreign and even
threatening to what they have been familiar with.
Uniting

Uniting is linked with emotional intelligence. Frotime top down there must be a
desire to join in Christian fellowship under Chtisthonor God in his church. All of the
literature reviewed on emotional intelligence gawgphasis to the importance of how
people interact with each other. How differencesmhion are handled and how
decisions are reached must all be addressed vatbvirarching desire to remain a
united fellowship. The strength of a united leabgrseam will impact a congregation in
very deep ways and will nullify many a stress aston long before it gets opportunity
to fester. In addition to setting a positive exaengl unity in the team, it will be
necessary for all the key leaders to actively eagagnaintaining and strengthening
unity between “ordinary” members. There will oftea difficult conversations about
doubts, problems, tensions, and divided opinionsteMhan anything, this kind of work.
requires resonance with people and emotional igégite. It is work that cannot be
brushed under the carpet in the hope that it wét pe forgotten. The evidence arising
from the interviews shows that when issues areemsed with grace and firmness, there
is the possibility of a solution and the developbhrstronger bonds. The beauty and
attractiveness of a united congregation commursdatéhe wider community so often
fraught with division. Christ can be seen in thvedi and attitudes of people who love him

and one another.
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Depending

In the work of God’s kingdom, everything is shajgdand dependent upon the
providence and the power of God. Scripture sayts thdnless the Lord builds the
house, the builders labour in vain. Unless the veatches over the city, the guards stand
watch in vain.?®® All of the academic business understanding anthalbiblical
principles will come to very little unless the Spof God inhabits and empowers the
work. It is right and good to spend time studyiagihderstand what is scripturally
important, and it is also of value to receive ihsifjom management practitioners who
can offer instruction regarding organizational beaHowever, spiritual life does not
come from academic study but from the power of Qadbuild an effective leadership
team, there must ultimately be the living presesmo@ power of God. Many academic
insights will help leaders think clearly about ne@thd opportunities, but the dynamism
to accomplish effective leadership in the spiritwatk of the kingdom of God comes
from on-going and total dependence upon the Lotti®thurch and the Spirit whom he
has sent to enable his children.

Areas for Further Research and Conclusions

The purpose of this study was to investigate howisters develop effective
leadership teams in congregations. This dissent#i&s proposed six key strategies that
lead toward the successful development of effedaadership teams. In analysing why
these strategies might succeed, it has been cathhdt every approach or strategy
must have as an integral characteristic the ternydenenhance vision and unity among
team members. Without these two factors all strasagill be significantly defective and

likely to fail.

%8 pgalm 127:1.
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Arising from these conclusions, a number of areasurther research suggest
themselves. The value of experimentation or pitofgrts has been outlined as an
important lever that enables paradigm change. Tiseypportunity for further research
on just how significant paradigms are, as well@s Busceptible they are to development
through the use of experimental pilot projects.a@lielinked with this is the issue of how
to most effectively implement and embed positiveatigoments arising from a pilot
project. Given that most systems have an inbusitience, it would be important to
explore if there are any particularly successhatsgies to establishing new
organizational values and activities. One furthreador research and development is the
subject of mentoring. Because this dissertati@bsut developing leadership, and since
it is clear that any healthy organization must fivalys of bringing in new leaders, it is
obvious that the development of effective mentosalgemes or programmes will be a
very important part of preparing future leadership congregation. There is a need to
research and develop better ways of mentoringdutaders who will be comfortable
with the strategies and qualities outlined in thissertation.

Finally, of everything that was read in preparafionthis dissertation and from
each of the interviews, there were many valuabtesametimes moving insights, but
none more moving than the closing words from therinew with Eric. These will be the
closing words of this dissertation because thegotiffely describe the need that all
leaders have to seek the Lord of the church ané wadependence upon him:

| just said | am going to be down at the churctSaturday if anyone wants to

join me. That became the pattern that has goneventy to thirty years. It is still

the same here and we pray week in week out, “lwillyou be among us.” And

it is interesting the number of people who have edothe church, and they

never said it was my great sermons — | always hdpgduld be — it was not the
great music either; they said they sensed God'sepiee. Someone said that to me
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on Sunday — we sensed God was here. That to meamiecontrive that; despite
bad sermons or inadequate music, or not always gaygahization, and many
flaws, that somehow people sense God is here.iShia¢ key — it is absolutely
the key - the Holy Spirit.... It is God the Holy Spiwho leads and draws and
directs. That's what | hope will be kept at theteenYou can get away with many
flaws, ‘cause we have them, many, many flaws, thempeople say God is
among you, you have got something right at thattpo
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