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Abstract

Research shows that Presbyterian church plantesgevhain as a congregation’s
founding pastor negotiate leadership challengeg;wbccur subsequent to the
organization of a Presbyterian Church, often dbscdrias the “solidification stage,” and
are related to the transition to a shared forneadlership through the creation of a
session. The corresponding shift in power dynamntsthe unexpected and conflictual
character of these leadership challenges inteasifthat the literature confirms as, the
specially challenging nature of pastoral ministry.

This study explored how Presbyterian founding qrastegotiate these leadership
challenges. Four research questions guided thandsg1) What kinds of leadership
challenges do Presbyterian pastors face? (2) Hopadtors experience the personal
impacts from these leadership challenges? (3) Howastors experience relationship
impacts from these leadership challenges? (4) Hopagtors negotiate these challenges?
The study employed qualitative research methodsuaad a semi-structured protocol to
interview six founding pastors.

The research revealed three types of leadershifenbas: personal criticism,
criticism about ministry vision or practice, anchdées about decision-making authority.
Coming out of the research were four recommendstionpractice. First, it is important
for church planters and founding pastors to obdaworking knowledge of systems
theory in order to understand the interconnectesloétheir congregations and the
importance of the shift in power dynamics, whicheeges subsequent to the church’s

organization.



Second, founding pastors should make intentiorattsfto differentiate
themselves from their ministries. A critical aspetthis effort is the leader’s resistance
to over-function in the ministry system and willimegss to accept losses related to the
ministry challenge. Third, four leadership capaie$ were noted for their importance:
proven leadership credibility; gaining perspectiearning to think and act politically
and, implementing strategic changes in governameatance the overall effectiveness
of the session. Finally, the research demonstthigdt is critical for the founding pastor

to have in place or work towards creating a supyp®dnd unified session.



To Tara
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Chapter One
Introduction

A pastor who successfully launches or plants a cavgregation and who
remains as the congregation’s senior leader ordimgnpastor enjoys special privileges,
but must also negotiate difficult leadership chadles related to the process whereby the
church plant matures into an organized congrega¥drile the privileges can be quickly
imagined, the challenges commonly associated vagtgoal ministry might not be so
easily anticipated.

In the recent workS$ticky Teamsyhich is devoted to helping ministry leadership
teams become unified and effective, longtime pdsaory Osborne introduces the roots
and scope of ministry challenges:

To begin with, there’s our sin nature. It messegwgrything. Add to that our

differing backgrounds, biases, blind spots, andipas. We all come to the table

with a different set of eyes, which often causetousee the same things quite
differently, making consensus hard to come by.addition, most leadership
teams are saddled with traditions, policies, am@dwoizational structures designed
for a day long past. Yet, as every leader knovisniit easy to change deeply
entrenched patterns and traditions, no matter hopicsthey may be....The result
is a well-known pattern of board conflict, turf thes, staffing silos, and splintered
congregations—the stuff of ministry legend and@ati humor:

However, in the specific situation of a church pldrat has newly formed into a
self-sustaining congregation, a church is not satldlith deep traditions, outdated

organizational policies, or entrenched ministrydiexs. These are all in the process of

being established. In the case of newly organimenahes, the formative process

! Larry OsborneSticky Teams: Keeping Your Leadership Team anfl@tahe Same Pag&rand Rapids:
Zondervan, 2010), 20.



presents a leadership challenge that is accompagiadsociated leadership challenges.
This research focused on how pastors negotiate teadership challenges.
The Challenge of Pastoral Ministry

No matter the form, all types of pastoral minisarg challenging. More than a
century ago, John Newton, the famous hymn writer@astor, explained the romantic
ideal that often gets attached to vocational mipifsir a young, recently ordained pastor
as one of the methods God uses to draw young gastorthe ministry. In a letter
entitledOn the Snares and Difficulties attending the Miyisif the Gospelhe writes:

But a distant view of the ministry is generally yelifferent from what it is found

to be when we are actually engaged in it. The yaaoidier, who has never seen

an enemy, may form some general notions of whiagfigre him; but his ideas

will be much more lively and diversified when hevees upon the field of battle.

If the Lord was to show us the whole beforehand; tiat has a due sense of his

own insufficiency and weakness, would venture tgagye? But he first draws us

by a constraining sense of his love, and by givia@n impression of the worth of
souls, and leaves us to acquire a knowledge of isldifficult and disagreeable
by a gradual experience. The ministry of the Gqdjka the book which the

Apostle John ate, is a bitter sweet; but the svesstis tasted first, the bitterness

is usually known afterwards, when we are so faaged that there is no going

back?

Indeed, an idealized view and the promise offlubiministry can draw pastors to
their chosen vocation, but the difficulties encawatl upon the assumption of the
pastorate can quickly erode those hopes. Presagtpastor and counselor Paul David
Tripp states, “I think we would be shocked if weelinhow many pastors have lost their
joy—how many of us get up at the beginning of eaekk and grind it out, if for no

other reason than we don’t know what else to dow.lfhany of us want to escape and

just don't know how?*

2 John Newtonletters of John NewtofCarlisle, PA: Banner of Truth Trust, 1960, 1998,



Similarly, in the important workThe Leader’s Journeypastors Jim Herrington
and Robert Creech, together with pastoral counsét@ha Taylor, share the example of
one pastor who “left seminary with a resolve td pabple to the life of Jesus, helping
them to learn to follow Christ. He described how lhope of fulfilling that calling slowly
died and was replaced by the daily grind of inbtal maintenance and by codependent
personal relationship$.1n his own words, the pastor stated, “I'm workimgrder than
I've ever worked, for less results than I've evettgn. My health is failing, my family is
falling apart, and | don’t know what to dd¥What happened to this pastor’s initial
enthusiasm? What sapped his joy?

What is it about pastoral ministry that makesgperfor the experience of intense
vocational and personal challenges? Since the $980hsiderable and sustained effort
has focused on trying to answer this question anttrstand the specific challenges
faced by pastors as described by pastors in hdg@esmoting sustainability in the

pastoraté. It has been discovered that pastors often feeltlikir personal lives, family

% Paul David TrippPangerous Calling: Confronting the Unique Challesgé Pastoral Ministry
(Wheaton, IL: Crossway, 2012), 37-38.

“Jim Herrington, Robert Creech, and Trisha Tayltre Leader’s Journey: Accepting the Call to Persona
and Congregational Transformatid®an Francisco: Jossey-Bass, 2003), 4.

5 Ibid.

® Cf. Gary L. HarbaugtPastor as Person: Maintaining Personal Integritytire Choices and Challenges
of Ministry (Minneapolis: Augsburg, 1984), C. Welton GadédySoul Under Siege: Surviving Clergy
Depressiorn(Louisville, KY: Westminster, 1991). Gary W. Kuhaad Joe F. Donaldson, “Balancing
Ministry and Management: An Exploratory Study obfaal Work Activities,"Review of Religious
Researct87, no. 2 (December, 1995): 145-63. Peter Bi@wing the Distance: How to Stay Fit for a
Lifetime of Ministry(Kingsford, NSW: Matthias Media, 2004). With suppof the Lilly Endowment, the
Pulpit and Pew Project of Duke Divinity School seél analyze Protestant and Catholic pastoral
leadership. The study states that one of its nggats is to answer these questions: What is thewcur
state of pastoral leadership at the beginning@®tfi' century? What are the factors affecting pastoral
leadership today, and what do current trends pdrtenthe future? Results on trends among Catholic
clergy were published in two works: Dean R. Hofjee First Five Years of Priesthood: A Study of Newl
Ordained PriestgCollegeville, MN: Liturgical Press, 2002); andd»eR. Hoge and Jacqueline E. Wenger,
Evolving Vision of the Priesthood: Changes fromiaé&at Il to the Turn of the CentuCollegeville, MN:



relationships, and vocations are tangled into d kistead of a harmonious whole.
Researchers Gary Kuhn and Joe Donaldson portrdifelad the pastor as “taxing, fast-
paced, and unrelenting, often characterized bygitwo or more tasks at the same

time.”’

Additionally, there is pressure to keep the peasstruggles of the pastor secret,
lest they mar the dogged image of having it aletbgrand hamper the important work
to which the pastor has been called.

The research findings of the Lilly Endowment-spargdSPE pertaining to
Presbyterian clergy and the Pulpit and Pew Resdznmject focused on Protestant clergy
are especially important to this study, which famisn how Presbyterian church planters
negotiate ministerial challenges subsequent tootharganization. In 2004, Covenant
Theological Seminary (CTS), Reformed TheologicahBary (RTS), and Westminster
Theological Seminary (WTS) jointly received a Sustey Pastoral Excellence (SPE)
grant funded by the Lilly Endowment to explore past sustainability among their
respective graduates. This research was led byBBots, who now serves on the staff of

Seven Hills Fellowship in Rome, Georgia and asdjaret professor of educational

ministries at Covenant Theological Seminary (CTR)ting the period in which this

Liturgical Press, 2003). In 2001 the Pulpit & Peanunittee commissioned a study focused on clergy in
five Protestant denominations who had left parighistry. This research was published in Dean R.dHog
and Jacqueline E. Weng@astors in Transition: Why Clergy Leave Local ChuMinistry (Grand

Rapids: Wm. B. Eerdmans Publishing, 2005). Anottedated effort funded effort by the Lilly Endownten
entitled Sustaining Pastoral Excellence (SPE) piedigrants totaling $84 million to 63 organizatiamsl
was based on the conviction that when churchekedriy spiritually strong, thoughtful, able, and
imaginative pastors, congregations tend to thliveought to answer the question: What does it take
sustain pastors in such a way that they will flskirin ministry over the long haul? Research spetifi
Presbyterian clergy was published in Bob Burnsh@d3. Chapman, and Donald C. GuthResilient
Ministry: What Pastors Told Us About Surviving affttiving (Downers Grove, IL: Inter-Varsity Press,
2013).

" Gary William Kuhne and Joe F. Donaldson, “Balagditinistry and Management: An Exploratory Study
of Pastoral Work Activities,Review of Religious Resear8fi, no. 2 (December 1995): 160.



research was conducted, Burns served as deawlohlgf learning and director of the
Center for Ministry Leadership at CTS.

In order to best explore what is important to pastlmurishing over the long haul
of ministry, the Center for Ministry Leadership ated a forum named the Pastors
Summit. Meetings were held for six years with séy¢hree pastors representing twenty-
six states across the United Stdtéslditionally, the pastors represented a variety of
“church sizes (from new church plants to congreetiof more than 1,200 members),
and ethnic contexts (based on proportions of ctugsicies served by the denominations
involved).” The pastors gathered in small groups called cehoréeting three times per
year, often with their spouses, for a two-yearqut?

A core conclusion drawn from the research of thsté¥s Summit is that pastoral
ministry is a uniquely challenging vocatibhThis assertion does not discount the stress,
struggle, disappointment, conflict, moral failuaed even termination, which are
common to all vocational endeavors. Neverthelégsdata provided by the Pastors
Summit suggests that the special context of thal loengregation, the breadth of duties
for which pastors are responsible, and manner ichwilme pastor’s way of life and
ministry are woven together heighten their prof@s'si intensity. In their booResilient
Ministry, Bob Burns, Tasha Chapman and Donald Guthrie ees&dne of the unique

aspects of pastoral ministry is how it affects defines all areas of life. Work, family,

8 Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us About Sving and Thriving
13.

% bid., 3.
10 bid., 13-4.

"bid., 11-7.



and personal responsibilities blur together throtinghweek, so that pastors have
difficulty distinguishing when they are on or ofiity.”*

Similarly, one pastor who participated in the PessBummit described the
overwhelming character of pastoral ministry thisywa

Most people in our church have a life that is kkstool with three legs. They've

got their spiritual life, their professional lif@a their family life. If one of those

legs wobbles, they’'ve got two others they can l@anFor us, those three things
can merge into one leg. You're sitting on a onagéefystool, and it takes a lot
more concentration and energy. It's a lot more estiag’®
As noted above, the Pastors Summit included pasérswsng in a wide variety of
contexts—congregations of different sizes, ageietmake-up, and geographical
locations. Yet, a common theme among the partitgpans the experience of ministry as
an overwhelming endeavor that tended to defineyeattrer area of life.

The research conducted in the Pastors Summitapeewith The Pulpit and Pew
Project at Duke University Divinity School. Thisudly was led by researchers Dean
Hoge and Jacqueline Wenger and results were peblistPastors in Transitior?
Beginning in 2001, the study researched clergy hdmbleft local, church-based
ministries either voluntarily or involuntarily invie Protestant denominations. Those
denominations included the Assemblies of God, tvenBelical Lutheran Church in
America, The Lutheran Church—Missouri Synod, ThesByterian Church (U.S.A), and

the United Methodist Church. This effort not onbught to explore the reasons pastors

transition out of local, church-based ministry, l&lso queried whether anything could

12pid., 15.
13 bid.

4 Hoge and WengePRastors in Transition2005.



“be done to prevent them from leaving.Consequently, this study also aimed to
promote pastoral sustainability.

Specifically, the research of Hoge and Wengercaigid that among those who
left the ministry either involuntarily or partlywoluntarily, twenty-seven percent
identified some form of internal church-based dohfyr conflict with the supporting
denominational body as their main motivation favieg'® Additionally, respondents in
the study were also asked about their reasongdwirig a local ministry position. The
top three reasons given as having “great importamckeing “somewhat important” in
the decision to leave were: “| felt drained by tfmmands on me,” | felt lonely or
isolated,” and “I felt bored or constrained in fesition.”™” The authors note, “The
sources of these feelings were mainly conflicthacongregation, conflicts among the
staff or conflicts among denominational leadéfsThis identifies ministerial conflict as
a common challenge pastors face, yet ministry ggiémals are so ill-equipped to
negotiate such conflict that it either involuntaur partly involuntarily leads to their
transition out of ministry.

Additionally, the research indicated that fourt@encent of respondents listed
ministerial “burnout; frustration; feeling of consint; sense of inadequacy” as the main
motivating factor, which led to transitibh For example, a sixty year-old male pastor in

the ELCA commented,

3 1bid., vii.
'8 |bid., 39.
7 bid., 37.
'8 |bid.

9 pid., 38.



When you’re a one-person operation, and you'raryiot only to build the
congregation, you're building budget, you're driyicapital campaigns, you're
looking at staff, programs, seven days a week audrgeen hours a day, it takes
its toll. Even though you may love every minutédtpthe reality is, you have to
come up for aif°
This resonates to a high degree with the SPE r@s@#out the demands ministry makes
on its pastors. Ministers commonly experience veoald be described as a loss of self
while fulfilling their pastoral responsibilities.v@r time, this takes a toll that often causes
pastors to leave their church-based ministry deaoe the ministry completely.

Before moving on from the work of Hoge and Wengds worth noting that it
also compared the data to uncover any variabititprg the denominations in their
reasons given for leaving. While this data wasaxptiored fully in the book, the research
indicated that “Presbyterian ministers reportedgadr level of conflict within the
congregation than ministers of the other four deinations.”* This highlights a need for
further research into why Presbyterian denominatexperience a higher degree of
congregational conflict. It is hoped that this @sé into Presbyterian church planters
provides a further explanation as to why this mayHe case.

In summary, the research conducted by Hoge andy&/arot only confirmed
how common are ministerial burnout and the feelwigsustration and inadequacy that
accompany those in the ministry observed by the i®B&arch, but it also further
identified conflict in ministry as a key reason wpgstors leave the ministry. Indeed, as

Dan Allender states in his bodleading With a Limp“So here’s the hard truth: if you're

a leader, you're in for the battle of your Iif&”

2 pid., 31.

2bid., 41.



Systems Theory Applied to the Congregation
This suggests that the conflictual character afisiy and the role of the pastor
as leader are important and interrelated areascoff Systems theory, which is based on
the pioneering research of Murray Bowen, emphasizterrelatedness of the
constituent individuals of an organization perhbger than any other conceptual
framework for understanding organizational dynarfitd&’hile Bowen focused largely
on family systems theory, Edwin Friedman’s impotrtaontribution to systems theory,
Generation to Generatigmecognized the theory’s wide-ranging implicatidois
religious communities and other organizati6hBeter Steinke, one of Friedman’s former
students, sought a wider audience for Friedmasiglims. He explains a systems theory
approach:
Systems thinking is basically a way of thinking ablife as all of a piece. Itis a
way of thinking about how the whole is arrangedyliis parts interact, and how
the relationships between the parts produce sontetiew. A systems approach
claims that any person or event stands in reladomething. You cannot isolate
anything and understand it. The parts functiorhay tlo because of the presence
of other parts. All parts interface and affect eattrer®
According to systems analysis, ministry conflidgsas, at least partially, from two
sources: competing interests and the latent angietye various stakeholders within a

ministry system. An interest can be virtually aniyth including things such as a well-

reasoned theological stance, a conviction abouistnyrstrategy, how to respond to a

% Dan B. Allendereading with a Limp: Take Full Advantage of YourdviBowerful Weakneg€olorado
Springs, CO: Waterbrook Press, 2008), 1.

#ctf. Murray BowenFamily Therapy in Clinical PracticéNorthvale, NJ: Jason Aronson, 1978).

24 Edwin H. FriedmanGeneration to Generation: Family Process in Chuactd SynagoguéNew York:
The Guilford Press, 1985).

% peter L. Steinkeslealthy Congregations: A Systems Approédbrndon, VA: The Alban Institute,
2006), 3.
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particular ministry crisis, or ways to allocate gatidollars. Conflict can occur when
opposing stances are held by members within thersys

The difficulty commonly associated with conflibipwever, is related to the
degree to which those opposing stances are pedcas/threatening by the various
stakeholders. It is this sense of threat that asesla difference of opinion into the more
negative concept of conflict. According to systeireory, this perception of threat is a
measure of the latent anxiety in the organizatisgatem. The anxiety level of a member
in the system refers to that person’s responsigteethreats, whether real or perceived.
Herrington, Creech and Taylor describe these twedyof anxiety as acute and chrofiic.
According to them, “Acute anxiety is our reactionat threat that is real and time-limited.
We react to the threat, respond to it, and thenteradly return to a normal state of mind
and body.?” Chronic anxiety, however, is much more influenbgne’s perception.
With chronic anxiety, “the threat is imagined ostdrted, rather than real. Consequently,
it is not time-limited; it does not simply go aw%7.Unlike an acute response, which
triggers the flight or fight response hard-wiretbihuman physiology in order to help
people respond to danger, a chronically anxiousgoeis unduly hampered by this
heightened emotional state because it persistsdgorently, they do not do their best
work, they take situations and people too persgnaiid they often respond defensively.
The greater the presence of latent anxiety, theerilogly will be the development of

reactive and conflictual dynamié3.

% Herrington, Creech, and Tayldthe Leader’s Journey: Accepting the Call to Per$@mal
Congregational Transformation, 35

27 bid., 35.

%8 |bid.
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Systems theory also describes the important ratestry leaders have in their
organizations due to their ability to influence tle&tive level of anxiety in the system.
According to Friedman, “[The] overall health anad¢tioning of any organization depend
on primarily on one or two people at the top, amat this is true whether the relationship
system is a personal family, a sports team, anestch, a congregation, a religious
hierarchy, or an entire natiof”"Similarly, Steinke notes, “No group shapes and
influences a congregation’s health, efficiency, gravth more than church leaders. The
way in which the leader functions arises out of whmleader is. The leader’s being and
functioning are twin to each othet''In other words, the way the pastor as leader
functions in the organization cannot be minimized.

A systems approach suggests that the leaderigyabilnegotiate the latent
anxiety in a system, particularly that which iscasated with conflictual dynamics, is
largely a factor of their ability to remain calmdareflective. This is known as
maintaining a well-differentiated and non-anxiousgence. According to Herrington,
Creech and Taylor,

Differentiation deals with the effort to define @edf, to control oneself, to

become a more responsible person, and to pernatoth be themselves as well.

Differentiation is the ability to remain connectedelationship to significant

people in our lives and yet not have our reactars behavior determined by
them??

2 See for example: Ronald W. Richards6reating a Healthier Church: Family Systems Theory,
Leadership, and Congregational Lif®linneapolis: Fortress Press, 1996), 41-51. Retéteinke,
Congregational Leadership in Anxious Times: Beirdn€Cand Courageous No Matter Whaterndon,
VA: The Alban Institute, 2006), 12-14.

% FriedmanGeneration to Generatiqr221.

31 Steinke Congregational Leadership in Anxious Times: BeimdnCand Courageous No Matter Whai

%2 Herrington,The Leader’s Journeyi8.
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Ronald Richardson describes the job of an effectivecch leader as keeping
“down the level of anxiety in the emotional systefithe congregation...They do this
primarily by managing their own anxiety, and theegondarily, by staying in meaningful
contact with other key players in the situatione¥llo not tell others tbe calm They
simply bring their own calmness to the situatidhWell-differentiated, non-anxious
leaders are able to resist being unduly entanglélde emotional processes at work in the
system, maintain meaningful connection to the werimdividuals in the system, and act
according to their convictions in pursuit of imgort organizational goals.

Pastors and Church Planting

As noted earlier, this research explored the @aer situation of Presbyterian
pastors who remain as pastors of the churchesplaeyed, studying how they negotiate
the challenges of leadership related to that wbhle preceding introduction about the
challenges of pastoral ministry and systems thposyides important background to this
study. The specific pastoral situation of churcdmpihg and the life cycle of a church
plant, however, require further explanation.

As pastors, church planters engage in the spéedutership challenge of
gathering a body of Christian believers and thasely believing into an organized
congregation. While most pastors would affirm thienty of growth, church planters
sense this acutely. Yet, the special gifting antipetencies required for church planting
have not always been acknowledged by church. Fample, Aubrey Malphurs, church
consultant and professor of pastoral ministried@atas Theological Seminary, writes,

In the early to mid-twentieth century, those whaevattracted to the idea of
starting a new work, especially under a denominalitabel, would let those

¥ RichardsongCreating a Healthier Church: Family Systems Theamsadership, and Congregational Life
51.
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responsible for new church starts know of theirir@esnd would request their
help, specifically in the form of finances. Howeyvir too often a year or two
later, the new church had gone nowhere and thaledachurch planter had
moved on to other matters. The money that had imeested was depleted along
with the energy of those who had given their timd ather resources to the new
work 34
According to Malphurs, the predominant reason &lufe was that the “so-called church
planter wasn't a church planter. That is, God didie'sign him to start churche®. By
contrast, today there is wide recognition of thecsglized role church planters fulfill and
there exist assessment tools, training opportunérel abundant resources for would-be
church planterg®
Even so, not all church plants or church plargeesidentical. In fact, there is a
spectrum to the roles church planters play in theaches they plant. Noted church
consultant Ed Stetzer, who wrd@anting Missional Churcheslistinguishes three
models or types of church planting in which chuptdmters serve slightly different roles.
They are: the apostolic harvest church planterfahading pastor; and team plantifig.

The apostolic harvest church planter is descrédegbly as the one who “starts

the church and moves off "The Apostle Paul exemplified this model throughlist

3 Aubrey MalphursThe Nuts and Bolts of Church Planting: A Guide$tarting Any Kind of Church
(Grand Rapids: Baker Books, 2011), 27.

* bid.

% For example, the Presbyterian Church in Americauph its Mission to North America agency sponsors
the Church Planting Assessment Center, which eteduhe suitability of church planting candidated a
spouses. Similarly, the growing Acts 29 Networlcbiirches has its own assessment process and Church
Planter’s Boot Camp. Lifeway Research has devel@peanline church planting assessment tool called
Church Planter Candidate Assessment, which is big@dnumber of different denominational groups,
including the North American Mission Board of theuthern Baptist Convention and the Assemblies of
God.

3" Ed StetzerPlanting Missional Churche§Nashville: Broadman & Holman, 2006), 53-75.

% bid., 53.
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missionary journeys. Stetzer explains, “Paul wagddo an established urban center,
teach and preach at the marketplace and/or synageggage the intellectuals and elite,
start worship, appoint elder-pastors, and thenrsigeethe new elder/pastor via letter and
occasional visits®* That Paul and Barnabas follow this model is doquettwell by

Luke in Acts 13-14.

The team planting model employs a group of chptahters who “relocate into
an area to start a churcff. This model for church planting is attractive foamy reasons
in that it provides for “camaraderie, a divisiongifts, and a strong leadership baSe.”
Importantly, Stetzer notes that the transitionustainable congregation is less of a focus
than is the planting of other churches and traititage who would plant thefi The
presence of multiple planters at the beginning piaat also increases the likelihood of
even multiple church plants occurring simultanepusbr these reasons, the transition to
becoming a self-sufficient, organized congregaisoless of a focus.

Stetzer identifies the founding pastor approaathtarch planting as the most
common®® In this model, the church planter who initiates fanting of the new
congregation remains with it as its long-term set@ader and pastor. While the desire
for church planting might remain strong with therding pastor, the implementation for

future church plants will be executed by othermgd for this purpose. Stetzer identifies

¥ |bid., 54.
“0lbid., 70.
*bid., 71.
*2 |bid., 73-4.

“bid., 61.
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Rick Warren, the well-known founding and lead pastdSaddleback Church in Orange
County, California, as representative of this mddel

Interestingly, Stetzer further subdivides the fding pastor model into two sub-
groupings: planted pastor and the entrepreneunaltgr. Simply described, the planted
pastor is one who assumes responsibility for a wéaswimed grouping of people
interested in forming a new congregation withirfitst two years, often launched by a
mother churci?® The planted pastor then becomes responsible édotty-term health
and development of this grouping, helping it depalto a sustainable congregation.

By contrast, the entrepreneurial planter is adleithe apostolic church planter
and the traditional founding pastor models. As itk founding pastor, the
entrepreneurial pastor desires a long-term relakigmwith the newly formed
congregation and will remain through its first s@gears. Yet, similar to the apostolic
model, the entrepreneurial pastor often seeks imalenges, which can hasten a
transition to a new field of ministry. It appeansit the challenges related to consolidating
the gains of church planting into a sustainablgaoized congregation can become
laborious to the entrepreneurial pastor. In St&fzeords, “Some entrepreneurial planters
don’t want to lead the church through the solidifion phase (three to seven years), so
they leave before this phase begins causing areblem: job security*®

Both the traditional founding pastor and the panpastor are committed to
negotiating this longer “solidification phase,” @afed to by Stetzer, even though it is

accompanied by problems that may threaten theg-term role in the system.

4 bid., 63.
5 bid., 64.

¢ 1bid., 69.
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Interestingly, Stetzer does not explore why thédgatation phase might make it difficult
for the church planter or even threaten their ptusity. Based on the research discussed
above, it might be inferred that demanding and lecin&l changes occur in
congregational system, requiring church plantersamtain more differentiated stances
and to utilize leadership skills that were previgusineeded. If true, it is understandable
why some church planters would want to transitiohad a church plant during this
phase rather than negotiate those challenges.

It is clear that during the solidification phageaachurch plant, a church
formalizes its governance structure and establishésaders. While there are several
different models of church governance, all of whyetiner biblical support by their
proponents, the important point to observe is ¢hatch plants undergo a shift towards
some formalized governance structure. In the tiadht founding church plant model,
the most significant aspect of this shift is ormrirbeing solely directed by the church
planter to some form of shared leadership. Thit shdecision-making authority is an
important step in the solidification process, anfdmdamentally changes the ministry
system.

In the case of newly founded Presbyterian churamesh of the solidification
phase often occurs subsequent to a congregatiomgf organization. The organization
or, as it is sometimes described, particularizatodra congregation typically occurs
when an effort has a minimum number of memberfancially secure, and has
identified additional, qualified leaders who areatéd by the body.

The primary change in the organization of a cogatien involves a shift in

power. Prior to particularization, the church plenbverseen solely by the church



17

planter. Subsequent to the church’s organizatlmsession acts as the governing body
in Presbyterian churches and exercises spirituaisoght for the newly formed
congregation. Due to this new governance structbespverall responsibility for the
congregation rests with session as a group. Evilae ipastor remains among the
members of the session as a “first among equdiss,'change introduces a significant
shift in the power dynamics of the congregation.atle more, though the formal
processes of organizing a Presbyterian church ceur oelatively quickly, within the
first two or three years of planting, the churcamér who is now serving in the more
traditional role of senior or solo pastor must stgotiate the longer solidification
process yet to be completed.
Problem Statement

Interestingly, church planting literature is laggsilent on how pastors negotiate
the solidification phase, especially for thoseha Presbyterian tradition. Given the
dramatic shift in organizational and power dynanfiiosn church plant to organized
congregation, does this increase the overall aniiethe congregational system, which
in turn heightens conflict and fosters associateistry challenges? Specifically, what
leadership challenges emerge during the solidibogthase subsequent to organization,
and how do Presbyterian pastors navigate them?

Purpose Statement

The purpose of this study was to explore how Brtesian founding pastors
negotiate leadership challenges, which emerge gubséto the transition from church
plant to organized congregation. It is hoped tlyabétter understanding these challenges

in their associated context, helpful insights amdtegies might be learned in order to
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enhance the leadership effectiveness of currenfuance church planters and pastors.
Three main areas informing how pastors negotiasetthnsition have been identified:
church planting, systems theory applied to poweradyics of congregations, and
leadership skills essential for ministry challenges that end, the following research
guestions guided this research:
1) What leadership challenges do Presbyterian paistoessubsequent to the
transition from church plant to organized congregét
2) How do pastors experience the personal impact thase leadership
challenges?
a) Emotionally?
b) Physically?
c) Behaviorally?
d) Cognitively?
3) How do pastors experience relationship impacts fiteese leadership
challenges?
a) In relation to their spouse?
b) In relation to their lay leaders?
c) In relation to their ministry staff?
4) How do pastors negotiate these challenges?
a) What ways of relating to yourself about which yoerevalready aware
or came to learn during the challenge proved hétpfaegotiating the

challenge?
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b) What ways of relating to others about which youenaready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

c) What skills or practices about which you were alseaware or came
to learn about during the challenge proved helfgfulegotiating the
challenge?

Significance of this Study

This study has significance for the many affedigdhe leadership challenges
associated with solidification phase of a chura@nplwhich in a Presbyterian context
occurs subsequent to a church plant becoming aned congregation. This study is
significant for founding pastors who seek to leadgregations during this transitional
period, the newly recognized lay leaders who becorambers of the session, the
members of the congregation, particularly those yohothe church plant in its earlier
stages, and the broader church.

First, there is significance for the church plant@o remains as the pastor of a
newly organized congregation. If there are sigaificleadership challenges subsequent
to organization of a congregation, there is a icgmt benefit in learning about them by
pastors who negotiate this season in the lifeadragregation. If it is determined that
these challenges contribute to ministerial burndepression, or transition out of
ministry and additional negative results, then us@ading these dynamics is critical.
Moreover, this will enable pastors to exhibit meftective leadership strategies, which

should encourage overall congregational health.
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Second, there is significance for the newly recogphlay leaders now serving as
elders on the session of the congregation. By wtaleding the systemic character of the
congregation and the power dynamics that emergewly formed congregations, it is
hoped that sessions can practice more effectiketship. Moreover, sessions that are
better able to practice well-differentiated, nomxdans responses amidst congregational
dynamics will better shepherd their congregants.

Third, there is significance for the members @& tlongregation, especially those
who join a church plant in its earliest stages. $ys&em dynamics of growing churches
are constantly changing, especially subsequenhenva church launches worship into
its first several years. It is common for origimembers of a church plant to attempt to
thwart the leadership direction of the church panbtetzer describes this as “vision
hijacking.™” “Vision hijacking is an attempt by church memberfsen highly invested
core-group members, to redirect the church awapy fite planter’s vision, especially
when the original vision no longer seems workaBfdJsing the language of systems
theorists, church plants can quickly become higimyious. Anxiety can emerge even
over seemingly insignificant issues: an articlereay the senior pastor, a change in
nursery protocol, or a minor change in worship pecac By researching the specifics of
the ministerial challenges arising during the sbiédtion phase of a congregation,
members will better be able to understand the rdyosfaesponses to anxiety in a
congregation and to act in ways that promote tladtihef newly formed congregations.

Fourth, this study has significance for the broadeirch. Churches, church

planting networks, theological seminaries, denotional agencies and church

*7 StetzerPlanting Missional Churche®98.

*® Ibid.
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leadership institutes are all devoted to prepaaingd sustaining pastors in ministry. With
this research, they will have deeper insight imt@#ien overlooked, difficult and
transitional phase of ministry leadership It is @dphat the insights derived from the
research will have wide application to foundingtpesacross the denominational
spectrum.
Definition of Terms

In the context of this study, the terms are defiagdollows:
Church Plant — A church plant, called a missionrchun the Presbyterian context, is a
local gathering of Christians and their childred by a church planter. The plant
regularly gathers for worship, administration of gacraments of baptism and
communion, growth and instruction in the Christiaih, and service and witness to the
gospel in its community.

Church Planter — In the Presbyterian Church in Ataga church planter is an ordained

pastor under the ecclesiastical authority of alpresy, who is given the responsibility to
launch, develop, and lead the organization of alloangregation. Among Presbyterians,
pastors are elected or called by the local congimgaand church planters are typically
sent or commissioned by a presbytery.

Formal Authority — Formal authority is “the exereisf power that has been legitimated

by recognized social structure®. Therefore, the pastor and ruling elders have forma
authority in the newly formed governance structfra congregation.

Founding Pastor — A founding pastor is defined elsuach planter who continues to

serve the congregation as its senior leader artdrpafser the church organizes.

“9Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us About Suing and Thriving
213.
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Informal Authority — Informal authority is relatiahin nature. “It is derived from the

relational status one has in a community and perkapn from the place one’s subgroup
holds within the broader community”1t is to be expected that those who share the same
formal authority will have varying levels of infoahauthority depending upon each
person’s situational context.

Multisite Congregation — This term applies to agr@gation that exists as one

congregation and with one overseeing governancg, ltd which worships in multiple
locations. There is no limit to the number of sitest a congregation may have.

Organized Congregation — An organized congregatialied a “particular church” in the

Presbyterian context, is identified by the shifestlesiastical responsibility of the church
plant from the presbytery and church planter todleal governing body called the
session. Additionally, organized congregationstgpecally financially self-supporting.

Particularization — This describes the procesautjinovhich a Presbyterian church

becomes an organized congregation.

Pastor — A pastor is an ordained ministry leadex loical congregation. Pastors in the
Presbyterian Church of America (PCA) (the resegroup) are commonly known as
teaching elders and lead alongside ruling eldetisariocal church. In order to become
pastors, they have successfully completed a crediegtprocess, and most have
attended theological seminary.

Presbytery — The presbytery is a regional goverbwdy in the Presbyterian context
comprised of pastor and ruling elder representatik@an member congregations in a
geographical region. Among other responsibilit@esbyteries have ecclesiastical

oversight for church plants and church planteithair bounds.

% |bid.
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Ruling Elder — A ruling elder is a lay church lead#no has undergone a process of
training and credentialing in a local congregatiopreparation for leadership.
Subsequent to training and credentialing, rulirtieed must be elected by the local
congregation before undertaking their responsiédion the session. In the Presbyterian
context, ruling elders are ordained to the offit@eérpetuity, but often have a term of
active service on the session. In order to retoi@ctive service, churches commonly
require ruling elders to be reelected. Therefdneyches often distinguish between active
and inactive ruling elders when determining whougently serving on the session.
Session — The session of a local congregatios tsoard of governance. It is comprised
of the senior pastor, other pastors elected bgohngregation (if any), and ruling elders
elected by the congregation. Sessions have redplitydor the ecclesiastical oversight
of a local congregation’s membership and its oVerglanizational goals.

Solidification phase — Broadly speaking, this texpplies to the period of time between a

church plant’s launch of worship to a period ofdeerm stability. Stetzer has suggested
a period of three to seven yeat$or the purposes of this research, examining how
Presbyterian pastors negotiate the leadershipectygds subsequent to organization, the
solidification phase is assumed to be the five-ypeaiod subsequent to the organization
of a Presbyterian congregation. It is understoadl itroften requires two or more years
before a church plant can organize into a partiacdagregation. Therefore, the
solidification phase typically occurs from yeardamuntil year eight or even beyond.
Stakeholder — A stakeholder is anyone potentidfgcéed by the outcome on a particular

issue or resolution of a particular challenge. taltders have varying levels of interests,

°1 StetzerpPlanting Missional Churche$9.
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engagement with issues, degrees of influence dhers values, loyalties, and alliances

and fears regarding l0sS.

*2Ronald A. Heifetz, Alexander Grashow, and Martingdky, The Practice of Adaptive Leadership: Tools
and Tactics for Changing Your Organization and Wierld (Boston: Harvard Business Press, 2009), 90-1.



Chapter Two
Literature Review
The purpose of this study was to explore how Brtesian founding pastors
negotiate leadership challenges, which emerge gubséto the transition from church
plant to organized congregation. The literatureew\begins by exploring church
planting resources, and specifically their treathedérieadership. That is followed by a
broader survey of the most recent literature rdlédeorganizational leadership theory
and how it might contribute to pastoral developnwrtapabilities essential to
negotiating ministry challenges. This will be falled by a discussion of the literature
related to systems theory and why this conceptaatéwork is so helpful for ministry
leaders negotiating leadership challenges. Thetiiee review will then conclude with
an analysis of biblical and theological data pemninto the area of ministerial leadership.
This survey will also demonstrate the wisdom otcpcing a balanced, critical
integration with much of the literature on leadgvskwhich will be shown to confirm or
further explain Biblical insights.
Church Planting
Church planting is a practice as early as thedhitself, finding its origins in the
command of Lord Jesus Christ and in the scripttivastestify to hinT> Luke’s account
in the Acts of the Apostles essentially chronidhes church planting efforts of the early

church, mostly through the leadership of the AgoBthul and his companions.

3 Matt. 28:18-20.

25
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Perhaps more than any other book in the previentucy, Roland Allen’s
Missionary Methods: St. Paul’s or Ourgfleaning insights from the Apostle Paul, has
influenced generations of missionaries and chulahters. Allen operates from a
working assumption that even though Paul’s effartse extraordinarily blessed and
empowered by the Holy Spirit, there yet remainsi@versal character” attached to
them>* Allen carefully guards the character of Paul’'ssitisary strategy as a Spirit-led,
strategic effort. After demonstrating that the dlgodid not have a specific strategy to
determine the cities of his mission, he nonethedsssrts that upon arrival, Paul made
these cities strategic to his overall missionafgréef

He seized strategic points because he had a straiteg foundation of churches

in them was part of a campaign. In his hands tlemaime the sources of rivers,

mints from which the new coin of the Gospel wasagdrin every direction. They
were centers from which he could start new worlhwiéw power. But they were
this not only because they were naturally fittedthes purpose, but because his
method of work was so designed that centers ofiésteal and commercial
activity became centers of Christian activity.

While it is not necessary for the purposes of $higly to explore what Allen
identifies as the Apostle Paul’s strategy, whatigortant is recognizing it asstrategy.
No matter the community, city, nation, or regiorgtted for church planting, issues of
class, financial support, communication methodd,rmany other culturally specific
matters had to be negotiated by the Apostle PdldnA work is an excellent
introduction into how Paul negotiated the contekéispects of missionary strategy in

pursuit of founding churches rooted in the gospdlesus Christ across the vast Roman

Empire.

** Roland AllenMissionary Methods; St. Paul's or Ouré@rand Rapids: Eerdmans, 1962), 5.

5 bid., 17.



27

Second, Allen identifies a significant number dfetences, largely negative
ones, between Paul's methods and the methodsedtitiy American and European
missionaries of the twentieth century. At the cofr@is critique is the idea that the
apostle equipped the churches he planted to bsgstiining, and more recent church
planting efforts, in the eyes of Allen, cause th@igenous, planted congregation to
remain overly dependent on outside leadership apdast. Allen argues, “We have
approached [those we seek to reach] as superiogsianoved by charity to impart our
wealth to destitute and perishing souls...We haenlkanxious to do something for them.

And we have done much. We have done everythinthton.”®®

Consequently, the
churches planted are unable to internalize théssknd capacities required for a healthy
congregation to be sustained.

Allen argues that indigenous congregations mushgmugh the same stages of
growth that all mature congregations experiencewHies, “We cannot teach less than
the full truth which we have so learnt. But to attuce the fully developed systems in
which that truth has expressed itself amongst ts atempt to ignore differences of race
and clime and to omit necessary stages of growtirpossible to skip stages of

growth.”’

This is essential so that congregations learrgambus responses to
indigenous challenges. In this way, the body le&iow best to live, serve, and extend the
interests of the congregation, becoming increagisglf-sustaining and mature.

Ed Stetzer recognizes the abiding significancallein’s work for church

planting, describing it as a “seminal book in no&siy.”® By tracing the Apostle Paul’s

%% |bid., 142-43.

5" \bid., 147.
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steps, Allen identifies the New Testament churcb&ponse to the missionary mandate
of the Lord Jesus Christ. Allen’s work explores hiv early church integrated the
calling, gifts, and capacities of a church planggplied contextually specific and
strategic actions to form congregations, and dgeslandigenous leadership so that
congregations became self-sustaining.

The last two decades have seen numerous worksedespecifically to
promoting church planting in the United Stat&#. survey of these works reveals themes
similar to those observed by Allen. For the purgasiethis research, however, it is
important to narrow the focus and give focusednétte to the literature’s contributions
on church planter selection and the process thradmdh church plants become fully
organized congregations.

Church Planter Selection

As noted above, church planters exercise a speygge of senior pastoral
leadership. Gaining clarity about one’s fitnespaitential for church planting, then, is
critical. When it comes to the selection procdss,literature focuses on the concepts of
the church planter’s calling and assessment invieiston order to discern whether or not

someone is qualified to become a church planter.

%8 StetzerpPlanting Missional Churche$51.

*¥ These are representative: Stuart Murlyurch Planting: Laying Foundatior($cottdale, PA: Herald
Press, 2001); Timothy J. Keller and J. Allen Thoom€hurch Planter Manua{New York: Redeemer
Church Planting Center, 2002); Aubrey Malphi@gnting Growing Churches for the 21st Century: A
Comprehensive Guide for New Churches and ThoseibgftenewalGrand Rapids: Baker Books,
2004); MalphursThe Nuts and Bolts of Church Plantjrigpm Jones, editoGhurch Planting from the
Ground Up(Joplin, MO: College Press, 2004); Stet&gnting Missional Churche2006, and Darrin
Patrick,Church Planter: The Man, the Message, the MisgWheaton, IL: Crossway, 2010).
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Calling

After noting that church planters “come in all pga and sizes,” church planting
consultant, Marcus Bigelow, writes, “The commonatamator for [all] church planters
is a belief that God is calling them to plant archu Without a doubt, the seed of faith is
the most important ingredient in all of church piag.”®° Similarly, St. Louis church
planter and pastor, Darrin Patrick writes, “Minysis more than hard. Ministry is
impossible. And unless we have a fire inside ourdsocompelling us, we simply we will
not survive. Pastoral ministry is a calling, natameer...| am continually shocked at how
many men are trying to do ministry without a cleanse of calling®

Having assurance in one’s calling is importantadose it grounds the confidence
of the church planter in the God who calls. R. Kidaghes, who experienced a difficult
church planting experience early in his ministfg knd wrote about it with his wife,
Barbara, notes, “When God calls one to ministrygives the requisite gifts to fulfill that
ministry.”®? After reflecting on 2 Corinthians 4:1-10, Bigel@mbserves, “A sense of call
provides assurance and security in the face ofradyelt contributes to staying power,
confidence in ministry, and a sense of empowerrt€rindeed, the Apostle Paul notes,
“Not that we are sufficient in ourselves to clainything as coming from us, but our

sufficiency is from God*

60 Marcus Bigelow, “A Church Planter Who Me? The QalPlant,” inChurch Planting from the Ground
Up, ed. Tom Jones, (Joplin, MO: College Press, 202+R0.

®1 Darrin Patrick Church Planter: The Man, the Message, the Mis¢iwheaton, IL.: Crossway, 2010), 30.

®2R. Kent Hughes and Barbara Hugheiberating Ministry from the Success Syndraiwheaton, IL:
Tyndale House Publishing, 1988), 128.

8 Bigelow, Church Planting from the Ground URO.

842 Cor. 3:5.
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The question, then, arises, what constitutes dentie in one’s calling? How does
one discern a true call to church planting? Thegdilure uniformly agrees that a true call
requires a desire or interest in the task. Pawmigtes, “The man who is truly called to
ministry desires it. He does not enter the minigiydgingly, dolefully, reluctantly,
dragging his feet. He enters ministry because h@sma and feels joy in pursuing this
desire.®® Bigelow agrees, “The first confirmation of a callplant a church is the
presence of a passion for it. While it may be tgtalibjective, if you are not passionate
about planting a church, | would encourage youuestjon your call® Keller and
Thompson put it directly, “You must want to do fbb...have a desire, an acute
awareness of human need and a burden to meeteibet™ Therefore, a call to church
planting can be quickly dismissed if there is netfiast in or desire for the work.

Nevertheless, a desire for the work is insuffictenconstitute a call to church
planting. Joined with that desire must also be istguability for the work and a
corresponding confirmation by the church, givingpopiunity to plant a specific
location®®
Assessment

The purpose of assessment is to gain clarity atwoels true ability or fithess for
church planting in order to discover whether oradsgity is congruent with one’s
passion. Keller and Thompson note, “Planting admis a demanding task. It requires

gifts, skills and experiences somewhat distinanfy@astoring an established

8 patrick,Church Plantey 34-5.
% Bigelow, Church Planting from the Ground Up3.
67 Keller and ThompsorGhurch Planter Manual65.

% These three elements, though variously namedyiady acknowledged by Christians in the
Presbyterian and Reformed tradition as essentidistterning a true calling.
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congregation® Malphurs, as noted above, suggested that it wasnmm in the middle
portion of the twentieth century to launch churchethout due consideration for a
planter’s abilities® This often led to disastrous results. Now, howgtraost
denominations, networks, and church planting chesahisely insist that prospective
church planters go through an assessment processaionine if they are church planter

material.”*

Much can be said about what constitutes an effeetssessment inventory,
but at its core is the effort to discern the chimaand temperament of the planter and the
presence of ministerial and interpersonal compé&terar abilities essential to performing
the task. Keller and Thompson note, “Christian éalip is mobilizing God'’s gifts to get
to God'’s goals in God’s way?

At the top of that list is the church planter'sachcter. The main thing needed in
order to lead others in ministry, according to Kethnd Thompson, is “unusually mature
character.” When one surveys the New Testament on officectete it is obvious that
the focus of concern is on the character of paténgindidated? Patrick compares the
priority on ensuring qualified pastors and churtdngers to the importance of having

qualified doctors to perform surgeries, having dieal pilots to fly planes, and having

qualified architects to build hous&sThe work of shepherding, leading, and caring for

% Keller and ThompsorGhurch Planter Manual61.

0 Malphurs,The Nuts and Bolts of Church Plantjr2y.
" Ibid.

"2Keller and ThompsorGhurch Planter Manual61.
Ipid.

1 Tim. 3:1-13; Tit. 1:5-9; 1 Pet. 5:1-4.

S patrick,Church Plantey 44.
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those for whom Jesus Christ has died is of utmmpbirtance and requires qualified
individuals to carry out the task. Patrick urgd2e6ple usually end up getting hurt when
they are under unqualified leaders, and everytiimm marriages to the church itself is

likely to fall apart.”®

Godly character,” Malphurs notes, “is the foundatof any
leadership. It's the essential element that qesli€hristians to lead others.”

In addition to assessing the character of a paisfgechurch planter, assessment
tools also aim to discover the planter's temperdaraad experience in ministry.
Malphurs defines temperament “as one’s unique, @een (inborn) style of
behavior...Each person has a unique behaviorarpatt style that involves distinct
ways of thinking, feeling and acting®The most common tools used to identify
temperament are the Personal Profile (DiSC), thersiBriggs Type Indicator (MBTI),
and the 360-degree Assessment. Each of these m&sd¢dsols has its strengths, and they
can be used together to increase the quality aoiofeek gathered about a prospective
candidate.

In order to discern the interpersonal and ministeompetencies necessary for
the task of church planting, church planters amdéhwvho work with them have
compiled a list of common traits or characteristMslphurs provides an exemplary

list:"®

® Ibid.
" Malphurs,Planting Growing Churches for the 21st Cen{8y.
8 Malphurs,The Nuts and Bolts of Church Plantjr&g.

" Ibid., 34. Mission to North America (MNA), the afaln planting arm of the Presbyterian Church in
America uses the work of J. Allen Thomps@murch Planter Competencies as Perceived by Church
Planters and Assessment Center Leaders: a protelstianth American studyh.D. dissertation,
(Deerfield, IL: Trinity International University,995), cited in Keller and Thompso@hurch Planter
Manual, 69-70. R. Paige Matthews provides a similarifigR. Paige Matthews, "Church Planter
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visionary

courageous

self-starter

strong people skills
strong prayer life
flexible/adaptable

risk taker

resilient

focused

optimistic

spouse on board
nontraditional
emotionally healthy

good self-esteem

likes a challenge
challenges the status quo
inspirational

people magnet (attracts people)
healthy family

servant’s heart

team player

strategic thinker
spiritually mature

good knowledge of the Bible
not quick to quit
innovative

good listener

Furthermore, it is critical to an effective assesstrprocess that potential church planters
get feedback about the planter’'s experiences imstmrfrom those who have served
under, worked alongside, and supervised the catediBast experiences are important
indicators to future effectiveness in church plagtendeavors and require objective input

from others. Keller and Thompson explain, “Althowgif-evaluation is important in

Assessment” ihurch Planting from the Ground Upd. Tom Jones, (Joplin, MO: College Press, 2004),
136-139. Ed Stetzer cites Charles Ridley’s workai@s R. RidleyHow to Select Church Planters: A Self-
Study Manual for Recruiting, Screening, Intervieyvand Evaluating Qualified Church Planters
(Pasadena, CA: Fuller Evangelistic Association,89&hich highlights thirteen behavioral characttics
essential for church planters, in Stet&gnting Missional Churche82-84.
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understanding one’s gifts and call, much can benexhby inviting the objective
evaluation of experienced church plantéfs.”

While a church planter will not possess all ofséeneharacteristics, and neither
will they be possessed in equal degree, possessng of them indicates the presence of
ministerial and interpersonal competencies requmedhurch planting. Moreover, the
assessment process is effective at discerning whatbandidate is motivated to pursue
church planting for the wrong reasons. Stetzerssiteof those wrong reasofisa
strong desire to preach but no one will give thedadate an opportunity, frustrated
where one is because one can’'t do what one waulis, tcan’t get an invitation to pastor
an established church, need to get some experiemcé-ehurch planting seems like a
good opportunity to practice ministerial skillsdagireaming of a large ministry to boost
one’s reputation or ego.

In summary, church planting should be encourageeiva genuine call to church
planting is joined to mature character, temperapant observable and tested abilities
essential for church planting.

Congregation Formation

The purpose of this research was to explore has®Bterian founding pastors
negotiate leadership challenges subsequent toahsition from church plant to
organized congregation. As noted above, Stetzersténis important transitional season

in a church’s life the “solidification phase” ofelthurch plan®? While not all types of

8 Keller and ThompsorGhurch Planter Manual68.
8 StetzerPlanting Missional Churche$8-9.

8 bid., 69. Aubrey Malphurs uses the phrase “matgtage” similarly, to describe the transitioruath
plants make from an initial growth period to a mpeemanent and settled season. MalpHeienting
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church planters remain with a congregation thraightransition, the commitment to
negotiate this part of the church is a definingrabteristic of founding church planters,
regardless of their ecclesiastical affiliatith.

The literature identifies three interrelated anwagch are critical to understanding
how church planters can successfully negotiatesdtidification phase: leadership of the
church planter, leadership development within tleenioers of the congregation, and the
establishment of the church’s governance structi@ch of these areas requires
attention.

Leadership of the Church Planter

One of the most challenging aspects for the chplahter is the priority that must
be given to leadership. Malphurs writes, “Not omlyst church planters be leaders, they
must also be strong leaders. One of the reasommaeyg American churches are
struggling today is because pastors are not exegcisrong leadershig’® Similarly,
Stetzer comments, “Leadership is essential. You naag plenty of funding, a full-time
team, and a great location; but if your leaderskifis are not developed and you are
reluctant to invest in developing them, you wilk sacceed ®

Nevertheless, Malphurs notes three factors workmegnst church planters who
exercise strong leadership in the church today.fifstefactor is historical. Church
members remember the excesses of political tysantsled “various totalitarian

regimes” from the mid to late twentieth centurygdne moral lapses of many high

Growing Churches for the 21st Centu#B1-44. Neither of these terms necessitatespibeificity noted
above for the special case of congregations tlggroze in the Presbyterian Church in America.

#pid., 61-70.
8 Malphurs,Planting Growing Churches for the 21st Centut@1.

% StetzerpPlanting Missional Churched.04.
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profile church leaders acting without accountapitit America®® Taken together, these

have “created a somewhat popular anti-authoritariand.”’

Consequently, churches
are often resistant to a strong pastoral leader.

The second and third factors are ecclesiasticahtare. Malphurs highlights a
pastoral model popular in the 1970s and early &llsa“the enabler model,” which
advised pastors to primarily serve others by trajrihe laity for ministry® While this
model encouraged servant leadership, it also aeatainintended leadership vacuum,
promoting pastoral inaction and causing churchesuffer as a result.

Similarly, the Church Renewal Movement of the 1966d 1970s emphasized lay
ministry involvement. Of course, there are manyitah reasons to emphasize the
involvement of the laity, but, as Malphurs noteent this movement emerged “the idea
that laypeople were to lead the church. Conseqguentiny pastors turned their
leadership authority over to various lay elder eacbn boards and assumed positions
alongside of or under theni*Malphurs argues that when pastors abnegate their
leadership authority exclusively to laity led bagrthe consequence is “power blocks
that stifle good pastoral leadershifs.”

Malphurs argues that pastors are best suitechtbdg qualification, training, and

immersion in the task: Therefore, they should exercise the authorityeatiership in the

8 Malphurs,Planting Growing Churches for the 21st Cen{ut9?2.
87 Ibid.

% Ibid.

# Ipid.

*1pid., 102.

1 bid., 102-3.
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churches they serve. Of course, church governmeddtds are legion and do intersect
with the expected pastoral leadership role. Regasiithe idea that church pastors are not
church leaders, Malphurs notes, is without biblarad theological suppott.

Accordingly, the pastor or church planter oughbéagome “the leader of leaders, the

point person on the ministry teart? This does not negate the importance and
involvement of lay ministry leaders. Lay ministaalders, regardless of ecclesiastical
tradition, share in the exercise of accountabditgl important ministry practices.

However, this is a shared responsibility with tlastpr, who serves as a first among
equals of the leadership team.

Malphurs’ counsel on church planter leadershiplmst be understood as one
seeking to navigate between two extremes—an atgin@n leadership style and a
passive leadership style. In an authoritarian leskde style, the leader’s word cannot be
guestioned, and the leader operates under no &ythidris kind of leadership is
distinctly worldly and bears no resemblance toat#ority Jesus Christ calls church
leaders to exert: At the opposite extreme is an unduly passive leshite style, which is
characterized by pastors who are immobilized tacaatageously for fear of upsetting
key members of the board. In such cases, the hisaitlis often characterized by an over
emphasis upon achieving consensus. Consequenttjustoms are often nothing more

than compromises that risk little and gain eves.légcording to Malphurs, this

92 bid., 105-6.
% bid., 104.

% And Jesus called them to him and said to themu"uww that those who are considered rulers of the
Gentiles lord it over them, and their great onesr@se authority over them. But it shall not beaswong
you. But whoever would be great among you mustdue gervantand whoever would be first among you
must be slavef all. Mark 10:42-44.
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leadership isn’t “characteristic of biblical leasleip and most commonly results in no
leadership.* The consequence is sustained ineffectiveness.

In summary, the literature on church planting |sgg that church planters are to
exert a strong leadership role in the churchesvioch they are responsible. Yet, this
leadership is neither authoritarian nor unduly pe&ss character. This sort of leadership
fits what the late Jack Miller, church planter gdfessor of practical theology,
described as “pacesetting leadersifowhether in a church plant or in an existing
congregation, pacesetting church leaders “marsheh(irch’s] gifts and life for outreach
to the world and [are] able to enlist others tghielthis cause®”

Leadership Development within Congregation

Leadership development is a key area in whicliadthplanters must guide their
developing congregations. Glenn Schneiders, fouadémpastor of Crossroads Christian
Church in Lexington, Kentucky, writes, “Creatingp@althy leadership culture may be as
important to the long-term viability of the churak anything done by the church
planter.®® Ed Stetzer writes, “Take whatever time is neagssadevelop leaders. It's
not enough to assign tasks; new churches mustdevglop leaders’® Similarly,
Malphurs notes, “Probably the biggest neglect thatobserved in churches in the

twentieth and now the early twenty-first centurytie failure to train leaders for

% Malphurs,Planting Growing Churches for the 21st Centut§2.
% C. John Miller,Outgrowing the Ingrown Churc{Grand Rapids: Zondervan, 1986, 1999), 109ff.
" Ibid., 109.

% Glenn Schneiders, "Developing the Leadershipu@efltin Church Planting from the Ground Upd.
Tom Jones, (Joplin, MO: College Press, 2004), 297.

% StetzerpPlanting Missional Churched.12.
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leadership in the churcH® This explains comments by British church plantet a
author, Stuart Murray, “There is increasing awassna the contemporary church
planting movement of the importance of leaderstiming.”* Keller and Thompson
summarize the priority of leadership developmebéddership is the crucial resource in
the church for it to grow both in maturity and @atch.*%

Church planters engage in leadership developnieng &wo parallel and
sometimes overlapping trajectories: lay leaderdlenelopment and staff team
development. Malphurs envisions lay leaders astiad® strategically implement the
ministry vision of the congregatidfi®* Welcome teams, nursery coordinators, Christian
education, music leadership set-up teams—thesesdallirequire lay leaders leading
other members. Indeed, lay leaders are criticabt@yregational effectiveness.
Management consultant, Peter Drucker observes plPe®termine the performance
capacity of an organization, No organization carbelier than the people it had*In
fact, the method or strategy utilized to train ldngy to lead is less important than the
decision to do so. In order to reach maturity, chyslanters must train “leaders at every
level of the church®

Staff leaders are also critical to the overalionsof ministry effectiveness.

Malphurs defines the staff team “as two or moréedif competent, spiritual leaders who

19 Malphurs,Planting Growing Churches for the 21st Cent286.
191 stuart MurrayChurch Planting: Laying Foundationg26.

192 Keller and ThompsorGhurch Planter Manual157.

193 Malphurs,The Nuts and Bolts of Church Plantjrip1-8.

194 peter F Druckeiylanaging the Non-Profit Organization: Principleschractices(New York: Harper
Collins, 1990), 145.

195 Malphurs,Planting Growing Churches for the 21st Cent286.
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have committed to serve together to accomplisitiiuiech’s disciple-making
mission.”% He suggests that the purpose of the staff is tiipetfje congregation; in this
way, the staff equips the implement&tsStaff team members, then, fulfill those roles
that require a more full-time commitment so thdeos are fully equipped for their task
of service, and various strategies can be emplayeabbilize staff to fulfill their
purposes. The important point is that church stembers must have either already been
equipped prior to their hire or they must be traleavhile on the job so that they can
lead the congregation to accomplish its vision.
Establishment of Governance Structure

Whether or not a church plant has a denominatiaffidiation, most church plants
eventually formalize their congregational idenbitybecoming an officially recognizable
unit. Ed Stetzer lists and describes the milesttimatscongregations typically must pass
in order to formalize their identity: 1) adopt atetment of faith, constitution, and bylaws,
2) obtain an employer identification number, fedléaa exemption, state sales tax
exemption, nonprofit bulk mail permit, and insurenand 3) incorporat&® Typically,
the constitution or the bylaws of the new congriegestipulate the form of governance
that the new congregation will embrace. Under titb@rity of this new governance
structure, the church assumes responsibility avfats financial obligations,
administration, and governing oversigfitin the case of church plants affiliated with a

particular denomination, greater specificity wiNg shape to the passage of these

1% |bid., 160.
197 Malphurs,The Nuts and Bolts of Church Plantjrip9-70.
198 StetzerPlanting Missional Churche$10-14.

109hid., 322.
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milestones, and additional steps may also need taken before a congregation is
formally organized.

In the specific case of the Presbyterian Churchnrerica (PCA), there exists a
clear demarcation between a mission church andganized church, and the process
required for organization is clearly delineatédBecause the denomination already has a
statement of faith and a constitution, church @ala not often adopt additional bylaws.
To a large degree, the focus is upon the formaifadhe new governing board. In
Presbyterian churches, this board is called thsei@@sand it is comprised of the pastor
and other elected leaders. These non-pastoralrieda®wn as ruling elders, are
identified through a specific proceS$.Under the leadership of the church planter, each
PCA mission church has the liberty to develop metihagies for training and selection
of its leaders. Still, these methodologies musfaon to the boundaries established by
the denomination’8ook of Church OrdefBCO). Broadly speaking, the process is as
follows: First, members of the church plant aratea to recommend candidates for
office. Then, eligible candidates are trained l®/¢hurch planting pastor. Next,
candidates are examined and those approved are@@ligible for election by an
overseeing regional denominational body calledotlesbytery. Finally election by the
congregation follows.

Regardless of ecclesiastical identity or the badlarguments for forms of church

governance, the establishment of the church’s g@aere structure is the most important

19 The Presbyterian Church in America (PCA) outlindengthy, formal process through which a “mission
church” is organized. Séhe Book of Church Order of the Presbyterian ChincAmerica 6" ed.,
(Lawrenceville, GA: The Office of the Stated Clerkthe General Assembly of the PCA, 2013) 5-9.

11 Another aspect of particularization is the congtem'’s calling of a pastor. In most cases, therchu
planter becomes the organizing pastor. For momgnmdtion, see BCO 5-9.f.1, 20 and 21

M2 This process is outlined in the Presbyterian GhimcAmerica’s BCO, chapter 24.
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facet to the process of congregation formation.g¥lats explains, “The primary issue
has to do with polity, how the church is organiagtlich determines where the power
rests.**® Formalizing a governance structure, then, sigaalsift in where decision-
making authority rests in the congregation. Whepgas to organization, this authority
typically rests solely with the church planter, sefpuent to organization this authority
rests with the governing boattf.

For this reason, much of the literature on chynlemting recommends delaying
the establishment of a governance structure ftoragas possibl&" In fact, one of the
most commonly cited mistakes committed by churemi@rs is formalizing a governance
structure too soon and placing spiritually immatame unqualified individuals in
positions of authority. Malphurs suggests, “It is&to wait—one to two years—until
[the church has] had time to discern who are itstsplly mature people**® Church
planting consultants, Jim Griffith and Bill Easuxpeess even greater concern:

Formalizing the leadership and organization ofdherch too soon is dangerous.

Whether its bowing to pressure by zealous supawjisorrent “unofficial”

leaders, personal insecurities, or personal expeggwith previous “church,” the

net effect is the same—a major sea change inftheflthe church, and, more
importantly, redirecting youthful energies awaynfronission to management.

Either way, formalizing leadership too soalwayshinders the growth of the

plant. The organization of the plant needs timin its indigenous roots in the
mission field. Future leaders need time to proeertbelves on the battlefietdy’

113 Malphurs,The Nuts and Bolts of Church PlantjrigrO.

14 This insight does not apply to the particularaiion when a senior leader retains sole decisidkinga
authority after a church has formally organizedreif there are deacons or elders who serve in an
advisory capacity as is the case in certain coragieual forms of governance.

15 3im Griffith and William M EasumiTen Most Common Mistakes Made by New Church S@its
Louis: Chalice Press, 2008), 104.

116 Malphurs,The Nuts and Bolts of Church Plantjrig0.

17 Griffith and EasumTen Most Common Mistakes Made by New Church St08s
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The fundamental issue at hand in formalizing ttérch’s governance structure
too soon is establishing a board of ministry leadeno are unprepared, ill-equipped, and
lack the spiritual maturity and vision to lead tiewly forming congregation. Rather than
leading, the newly formed board often subvertde¢hadership of the church planter and
thus stymies growtf?

Similarly, Larry Osborne notes, “The best timed¢move a problem player is
before they have a place on the tedh For this reason, he argues for the importance
and maintenance of a careful congregational leageselection process. When
leadership selection is not a priority, ineffectargd contentious ministry leaders are
inevitably empowered. The consequences are le@isborne writes,

Meetings become an exercise in conflict avoidaand,important initiatives are

sidetracked or tabled in the hope that later dsionswill somehow miraculously

forge an agreement. Laughter and joy all but disappOff-the-record
discussions and after-the-meeting meetings conspsabotage or change
everything you thought you'd decided the night befd°

Importantly, the literature highlights biblical sdom, which also resists quick
formalization of leadership. 1 Timothy 5:22 urgéd3o not be hasty in the laying on of
hands.*?* Griffith and Easum cite the principle entailedliis verse, “Remember,
leaders need to have spiritual maturity before treyput into any official capacity®?

Those most eager for a church to establish a fogmatrnance structure or to serve in

that capacity are usually more interested in pdaeits own sake than in service and

18 Malphurs,Planting Growing Churches for the 21st Centl287.
119 OshorneSticky Teams48.

2% 1bid., 47.

211 Tim. 5:22.

122 Griffith and EasumTen Most Common Mistakes Made by New Church St0&
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extending the vision of the congregation. Accordm@sriffith and Easum, when
someone is anxious “to be in position of powerdttherson “is the last person you want
in that position.**3

Additionally, time alone is insufficient to deteime those who should be
entrusted with governing authority in the organizedgregation. Keller and Thompson
outline a lengthy leadership training process thatrch planters can utilize in order to
train and determine who best qualifies to servarasffice holdet** They list four
disciplines through which to ascertain the Christharacter of prospective church
officers. First are the self-management disciptigesting work done on time, not being
controlled by outside circumstances, keeping comeniits, consistency, and honesty.
Second are the interpersonal disciplines: sensitigiothers, winsomeness and at ease in
confronting, good listening skills, ability to besichable, patience and warmth, not
controlling in nature. Third is gospel confidenaggracious and affirming spirit, not
irritable; a repenting-in-joy spirit, not defensjaegrateful spirit, even in trouble, and not
given to self-pity. Finally, they list the spiritudisciplines: consistent [in] prayer/Bible
study; knowledgeable in the Bible; handling temptatvell—free from patterns of
besetting sin; no un-reconciled relationships en¢bngregation; good accountability
relationships in the congregation; consistent @atneto those without Christ; and able to

disciple a new believér®

1231hid., 104.

124 Keller and ThompsorGhurch Planter Manual176-8. Their example is also consistent with the
constitutional requirements of the Presbyterianr€min America outlined above.

1251hid., 176-7.
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Determination about character is joined to ingqaibput ministry leadership gifts
and skills and whether or not an individual is catted to the overall vision of the
h126

churc Similarly,

Those who ignore [philosophical alignment] pay ghhprice in conflict and in
constant revisiting of the vision God has alreanyiy. Rather than spending their
time finding the best way to fulfill God’s visiothey end up in endless
discussions of whether or not it's God vision ie flist place. And in the
meantime, the ministry languish¥&s.
The point to emphasize is not the specifics of ®m&ining methodology or even the
shape of one’s ministry philosophy, but that thet® share authority in a newly
organized church need to be individuals whose charaunderstanding of the gospel,
interpersonal capacities, commitment to the visibthe church, and overall fit with the
church planter are high priorities.

In summary, the literature on church planting ipioas and rightly focused on
the skills and strategies required for launchirpagregation. Perhaps for this reason,
the literature does not focus on negotiating orzgtional challenges common to older
congregations. Interestingly, the literature sutgdsat when a church plant transitions to
a more formalized leadership structure, this maghten the challenges faced by the
church planter. Nevertheless, these challengesaradequately explored, perhaps
because these challenges are more often assowifttechore traditional, church-based
leadership. Importantly, the transitional natur@aahurch plant that is becoming a

particular congregation, and the associated lehgechallenges, do not receive special

treatment in the literature.

126 hid., 177.

127 Osborne Sticky Teams56.
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The literature also reveals that organizationaicstires within churches can either
enhance or hinder organizational effectivenesshiwgach ecclesiastical model for
ministry governance, there are pathways for effeciess and opportunities for
bottlenecks. John Kaiser, a church consultant hedPtesident of the Fellowship of
Evangelical Baptist Churches in Canada, proposesganizational leadership structure
called “The Accountable Leadership Strategy,” whitransferable to a number of
different ecclesiastical governance structdfé&undamentally, this strategy separates
the governance of a congregation from the day-toegeeration of that congregation.
This ensures that the day-to-day will be carrietlumder the supervision of the senior
leader and the staff, who are accountable to theskader. The board holds the senior
leader accountable by making sure that leadercactsistently with the stated mission of
the organization and with the board’s adopted jEsi?® The separation of the
governance function from the day-to-day operatibaroorganization encourages greater
organizational clarity, enhancing the overall eéficy and effectiveness of the entire
congregation.

Leadership Capabilities Essential to Negotiating Qranizational Challenges

The body of literature devoted to organizatioealdership is vast. Therefore, this
literature review will highlight several widely agated works that explore how
individuals develop the capability to negotiateargational challenges. Since

congregations are complex organizations, it ismsslthat such a survey will yield

128 John E KaisetWinning on PurposéNashville: Abingdon Press, 20086), 43.

1291bid., 41-48. A very engaging treatment of theigyofovernance model of servant leadership is
presented in Mike Conduff, Carol Gabanna, and Cathdraso;The Ontarget Board Member: 8
Indisputable BehavioréDenton, TX: Elim Group Pub., 2007).
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many helpful insights and applications to past@gatiating ministry challenges
subsequent to the organization of a church plant.

It is important to note that the literature does support the notion that leadership
qualities are either innate or learned. While tbgam that leaders are “born” that way or
that leaders can develop their skills in an acadend theoretical manner is common,
such binary constructions are inadequate. Ratbsearch confirms that many factors are
relevant to the developing leader, including onersate temperament, family of origin,
learning environments, and even experiences afriilThe literature shows that
leadership development occurs throughout one’sitee to its scope, this portion of the
literature review will be subdivided into discusssaabout traits possessed by effective
leaders, types of challenges leaders must negdéiatethe importance of distinguishing
them), important capacities and skills leaders musattice.

Leadership Traits of Effective Leaders

First, consider how effective leaders are descrifhee literature suggests that
someone must be perceived as having crediliilttyey are also going to be perceived as
a leader:*® Credibility is a prerequisite that constituentsicein those they follow. For
example, inThe Leadership Challengkeadership management consultants, James
Kouzes and Barry Posner, note that leadershigrescgrocal process between leaders
and their constituents Consequently, the interpersonal dynamics contaiigdn that
relationship are important. According to Kouzes &odner, “Strategies, tactics, skills,

and practices are empty without an understandirigeofundamental aspirations that

130 James M Kouzes and Barry Z Posfiére Leadership Challenge: How to Keep Getting Extlamary
Things Done in Organization($an Francisco: Jossey-Bass, 2007), 27.

1311bid., 28.
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connect leaders and their constituerité Ih other words, there is nothing academic or
theoretical about what makes someone willing tmWlanother person. This
determination is based on real-time, face-to-fam®enters between leaders and
constituents while handling all sorts of organiaaél challenges. It is in those
challenging crucibles that the desirable traitsefibective leaders are consistently
revealed. So, what traits are essential for effedgaders to possess?

In order to answer the question, Kouzes and Pasmetucted research, asking
the question, “What values, personal traits, orattaristics do you look for and admire
in a leader??®® Their research has now spanned twenty-five yaaisthousands of
business and government executives” from varioltsr@s, ethnicities, genders,
organizational hierarchies, educational backgropadd age groups have been
surveyed-** Among twenty characteristics commonly cited, diolyr consistently rise to
the top: honest, forward-looking, inspiring, ananpetent3°
Honest

It seems obvious that there is no substitute foieBty; its relevance needs no
explanation. Without honesty, the reciprocal relaship between leader and follower
cannot function. If a leader cannot be trustedj they cannot be followed. For this
reason, leadership educator and author, StepheeyCdgvoted an entire book to a

discussion of how essential honesty is for leadadstheir organizations. “For most

people,” he writes, “trust is hidden from view...Burtce they put on ‘trust glasses’ and

132 hid.
133 hid.
1341bid., 28-29.

13%1hid., 29.
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see what’s going on under the surface, it immelyiatepacts their ability to increase
their effectiveness in every dimension of lifé%It is easy to recognize that we
appreciate and deepen relationships with thoseaghm accord with their personal
conviction and whose word can be trusted. Whenttaests trust those who lead, every
facet of the organization becomes more effective.
Forward-Looking

As noted above, the second critical trait identifiiy Kouzes and Posner is being
forward-looking. In order for someone to be seea pstential leader, it is essential that
they be able to envision possible futures for ttganization. Having some general view
of an idealized future is not what is necessarg hieather, it the capacity to paint a
particular, realizable picture of the future thagages and enlists others in making that
dream a reality®’ Forward-looking leaders have a way to connechtiges and dreams
of their constituents with a corresponding visionthe organization. Forward-looking
leaders capitalize on the synergy that can resutt foining a constituent’s personal
aspirations with the organization’s broader vision.
Inspiring

While related, the character trait of “inspiring’distinct from “forward-looking.”
Leaders who inspire others are able to connedtdhets of their constituents to the
mission of the organization. It is important toognize that leaders who inspire others
possess more than simple charisma or charm. Rathénspiring leader is able to

communicate their dreams in ways that connect geeith the hearts of those they lead.

13 Stephen M. R Covey and Rebecca R MefFitle Speed of Trust: The One Thing That Changes
Everything(London: Free Press, 2006), 20.

137 Kouzes and Posnefhe Leadership Challengd3-34.



50

This trait is especially important when organizatismegotiate difficult challenges or
tragic losses. Kouzes and Posner reason that ig#lter is not devoted to the cause, who
will be?"*®

Long before today’s current fascination with leathgp development, Abraham
Lincoln recognized the importance of stirring tleahs of those being led. Pulitzer-prize
winning writer Doris Kearns Goodwin, in her bod&am of Rivals: The Political Genius
of Abraham Lincolnhighlights Lincoln’s strategy, “[In order to] wig man to your
cause, [you must first reach his heart,] the gnégtt road to his reasor® When his
speeches were compared to those of his politicalsriof the day, this element is what
they remembered. Reporter Horace White recordeefiections on a speech Lincoln
gave in Springfield, IL on October 4, 1854, “Hisegging went to the heart because it
came from the heart. | have heard celebrated @ratbo could start thunders of applause
without changing any man’s opinion. Mr. Lincoln’®guence was of the higher type,
which produced conviction in others because ofttheviction of the speaker himselff*®
Competent

The final vital leadership characteristic is congpee. This refers to a leader’s
ability to follow through on their promises. Comgxet leaders do what they say they are
going to do; this reaches beyond their trustwogkto their capability. Competent

leaders have the relevant skills and experiencesrige in their vocational arena.

138 1hid., 34.

139 Doris Kearns GoodwirTeam of Rivals: The Political Genius of Abrahamchim (New York: Simon &
Schuster, 2006), 25.

149 1hid., 165.
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Leadership is found in the convergence of thegetfaits. Kouzes and Posner
write,
...these are the characteristics that have remaimestant over more than twenty
five years of economic growth and recession, tligesin new technology
enterprises, the birth of the World Wide Web, thettfer globalization of business
and industry, the ever-changing political enviromipand the expansion,
bursting, and regeneration of the Internet econadrhg. relative importance of the
most desired qualities has varied somewhat oves, tiat there has been no
change in the fact that these are the four quslgeople want most in their
leaders:*
These four traits make people willibgfollow a leader. If organizations are going to
fulfill their goals, then attending to the recipabprocess between leader and follower is
critical. Consequently, the credibility of the leadn the eyes of an organization’s
constituents is essential for effective leadership.
Organizational Commitment
Closely connected to the trait of credibility ietleader’'s organizational
commitment. The observable commitment of the le&mléne organization is also critical
to a leader’s potential effectiveness. In his regeaf top companies, American business
consultant, Jim Collins, describes this leadersfaip as characteristic of what he calls
Level 5 leadership* Level 5 leaders those who “...channel their egedle@way from
themselves and into the larger goal of buildingeagcompany. It's not that Level 5

leaders have no ego or self-interest. Indeed, daneyncredibly ambitious—but their

ambition is first and foremost for the institutiomt themselves'*® Level 5 leaders

11 Kouzes and PosnéeFhe Leadership Challeng@sé.

142 James C. Collingood to Great: Why Some Companies Make the Leapd.Others Don’{New
York: Harper Business, 2001), 17-40.

1431bid., 21.
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blend “extreme personal humility with intense pssienal will.”*** While possessing a
self-effacing character, Level 5 leaders simultaisfomaintain a “ferocious resolve [and
a] stoic determination to do whatever needs todredo make the company gre&t”
This duality of commitment is critical to understiamy Level 5 leadership.

Ironically, humility and modesty are incomplete clgstors. In fact, Collins and
his research team rejected describing Level 5 lsaae“servant leader(s)” or “selfless
executive(s)” because to them it sounded too “werakeek.’*® Level 5 leaders are
simultaneously selfless and fanatical; they aré&tted with an incurable need to
produce results. They will sell the mills or fiteetr brother, if that's what it takes to
make the company gredf:* According to Collins, Level 5 leadership is es&hit
companies are to make the jump from “good to gr&4t.

The literature indicates that the most effectiadirs simultaneously demonstrate
a self-effacing character that refuses to allowtegget in the way of results. This
humility is combined with an intensity and drivedo whatever it takes to achieve the
organization’s goals. This organizational commitirieressential to leadership
effectiveness.

Organizational commitment, characterized by sdHehg sacrifice and intense

determination, along with leadership credibilityhieh is characterized by honesty,

44 |bid.
%5 bid., 30.
145 |bid.
147 |bid.

148 hid., 37.
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forward-looking behavior, inspiration and compegritave been empirically
demonstrated to be essential traits possessedduyiet leaders .
Types of Leadership Challenges

The next area of literature on leadership theovglves various types of
leadership challenges. Even within the same orgé#iiz, leadership challenges are
rarely exactly alike. Nevertheless, researcherg hewognized the value of relating
leadership challenges into two broad categoriesinieal challenges and adaptive
challenges?®
Technical Challenges

In their book Leadership on the Linéjeifetz and Linksy distinguish a technical
challenge as one that “people...have the necessary-kow and procedures” to be able
to solve™ A technical problem is not distinguished by theoamt of time involved, the
complexity of the problem, or the expertise requiiteut by whether or not that expertise,
knowledge, and time is readily at hand. For examglen though open-heart bypass
surgery is incredibly complex, time-consuming, @otentially life threatening, itis a
technical problem that cardiac surgeons, expettisam field, perform regularly. Put
succinctly, a problem is technical when the probiswlearly defined, the solution is
clearly understood, and the specific authority gadrwith doing the work is clearly

identified1**

149 Cf. Ronald A. Heifetz and Martin Linskieadership on the Line: Staying Alive through treners of
Leading(Harvard Business Review Press, 2002), 13ff. RbAaHeifetz, Alexander Grashow, and Martin
Linsky, The Practice of Adaptive Leadership: Tools and itadbr Changing Your Organization and the
World (Boston: Harvard Business Press, 2009), 19ff.

130 Heifetz, and Linskyl.eadership on the Line: Staying Alive through thenBers of Leadingl3.

151 Heifetz, Grashow, and Linsk¥he Practice of Adaptive Leadershio.
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In the specific case of church planting, the feilog common experiences are
common challenges, which could be classified asnieal in nature for most church
planters: securing affordable office space andesjra meeting spaces, creating
marketing strategies to publicize the new workludimg website designs, signs, logos,
and mailers, formulating a vision statement foea congregation, planning events that
welcome newcomers to find out about the new coragiew, interviewing and hiring
musicians to assist during worship services, hiadministrative and financial staff to
manage the affairs of the growing church, andmgisinds and develop a support
network until the church becomes self-sustainiran®& of these items might take months
to address, yet they still are technical in natarenost church planters, because they
already have the requisite skills and trainingdlves them. Challenges are identified as
technical without regard to how long or even hoduawus the task might be. Rather, a
technical challenge is one in which the problermiésrly defined, the solution is known,
and the one doing the work is identified.

Adaptive Challenges

In The Practice of Adaptive Leadershhpeifetz, Grashow, and Linsky contrast
technical challenges with they call “adaptive” daabes. In adaptive challenges, the
problem is often not clearly understood, thererarteclear solutions, and authoritative
experts will likely disagree on how to approach pheblem. With adaptive challenges,
the current knowledge regarding the problem isffigant, and new ways to approach

the issue must be learned in order for it to beeskkd?>® At the core of the adaptive

132 1bid., 19. Cf. Heifetz and Linsky,eadership on the Lind.3.

153 Heifetz, Grashow, and Linsk¥he Practice of Adaptive Leadershi9—20.
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challenge is a difficult learning process that feggi“changes in people’s priorities,
beliefs, habits, and loyalties™*

As noted above, in a technical challenge, thosle thie skills and knowledge,
often the designated authorities, do the work. H@gen an adaptive challenge, the
people closest to the problem, often those witlimumhal authority, must “internalize the
change itself**° The very essence of an adaptive challenge isath&xpert” is not
available to address the stresses being presentie lchallenge. Instead, those
experiencing that stress must face the learningppity presented by the adaptive
challenge. Put simply, adaptive challenges requane realities to emerge—new
processes, new perspectives, and changed peopepdthway also includes a share of
loss. Though adaptation is the pathway to that plewe, the destination will not be
reached unless the players learn how to go beyotibatative expertise, shed certain
entrenched ways, and tolerate organizational l0S8es

In a church planting context, the following aremsnon challenging experiences,
yet they have significant adaptive aspects to thethwill likely be perceived very
differently from the challenges earlier identifiagl technical. First, adaptive challenges
are faced when a church planter moves to a newwibyput any significant relationships
or a core ministry team in order to launch a chuB8dtond adaptive challenges are faced
when the entire core group of leaders abandonshitweh planter within the first six

months of moving to the field of ministry. Adaptiehallenges are also involved when a

> bid., 19.
15 Heifetz and Linskyleadership on the Lind3.

1% Heifetz, Grashow, and Linsk¥he Practice of Adaptive Leadershg009, 19.
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key staff person is discovered to be exploring fat@nanother church with members of
the congregation without knowledge of the churant#r.

Adaptive challenges arise from problems that ateclearly defined, solutions
that are not fully understood or easily at-hand @entified authorities who are unable
to adequately address issues. Consequently, adatallenges are often experienced as
crisis situations. Nevertheless, due the intersenieg processes they set in motion,
adaptive challenges create, metaphorically speakiygnizational laboratories within
the organizatiod®” Whether it's conflict in the workplace or in ongkace of worship,
the departure of a longtime senior leader, recgimiews about terminal illness, or the
passing of a child or spouse, life’s challengesatse learning opportunities that require
growth and change, which are at the heart of aptagaprocess.

Distinguishing Adaptive from Technical Challenges

It is not enough to simply recognize that these types of challenges exist. In
order for organizations to flourish, leaders mustidguish them in real time in order for
the organization to succeed. Failure to do so ceammthe failure of the organization or
the loss of one’s leadership position. For examigkafetz and Linksy write,

Indeed, the single most common source of leadefaliype we've been able to

identify—is that people, especially those in pasif of authority, treat adaptive

challenges like technical problems.

In times of distress, when everyone looks to adutilesrto provide direction,

protection, and order, this is an easy diagnoststake to make. In the face of

adaptive pressures, people don’t want questioey; wWant answers. They don’t
want to be told that they will have to sustain &ssgather, they want to know
how you're going to protect them from the painglodnge. And of course you

want to fulfill their needs and expectations, neabthe brunt of their frustration
and anger at the bad news you're giving.

157«3eeing life as a leadership lab enables youytthings out, make mistakes, strengthen your shitid
take pleasure in the journey as well as the fafitgour labor.” Ibid., 42—-44.
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In mobilizing adaptive work, you have to engagegbean adjusting their

unrealistic expectations, rather than try to satisém as if the situation were

amenable primarily to a technical remedy. You haveounteract their

exaggerated dependency and promote their resotmesfir®

At the core of the adaptive process is a learpnogess, but it is a process that
people resist because it disrupts long-standirggrozational stasis. Linsky and Heifetz
warn that it is impossible to move through an adapthallenge without challenging
“people’s habits, beliefs, and values. It asks petpexperience uncertainty, and even
express disloyalty to people and cultures...No veomeople resist®® Nevertheless,
unless the organization pushes through the adaghiaege process, new solutions,
strategies, processes, talent, and even leadevdhipt emerge, and those things are
vital to furthering the goals of the organization.

Capacities and Skills Leaders Need to Negotiataridrgtional Challenges

The most difficult organizational challenges am@dt always adaptive in nature.
Consequently, adaptive challenges create orgaoirdtcontexts that are uncertain and
risky for everyone, including the lead&f.According to Heifetz, Grashow, and Linsky,
leading through an adaptive challenge is “disruiptnd disorienting” for everyort& So
much so, this period of “disequilibrium can cata&yerything from conflict, frustration,

15

and panic to confusion, disorientation, and fedpbsing something dear.”™ They note

18 Heifetz and Linksyl.eadership on the Lind4-15.

% 1bid., 30.

160 Cf. chapter two, “The Faces of Danger” in Heifatd Linsky,Leadership on the Line, 31fr a
discussion about how leaders experience margit@alizaliversion, attack and seduction as forms of
organizational resistance arising from constitusetsking to preserve the status quo in the midst of
negotiating adaptive challenges.

161 Heifetz, Grashow, and Linsk¥he Practice of Adaptive LeadershgD09, 28.

192 |pid.
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that it is critical for the leader to be able totdm things well: “(1) manage yourself in
that environment and (2) help people tolerate teeainfort they are experiencind®®

This discomfort or disequilibrium is commonly exjgericed as a rise in the
temperature of the organization. Heifetz and Lins&te, “Changing the status quo
generates tension and produces heat by surfadilaigmiconflicts and challenging
organizational culture'®* In Leadership on the Linehey describe the process of
controlling the temperature while negotiating aagd/e challenge as “orchestrating the
conflict.”*®® It has been observed that leaders who negotigenational challenges
well, effectively orchestrating the conflict, posséiigher emotional intelligence (EQ),
which is a leadership capacity. The researchemaill examine why emotional
intelligence is a critical leadership capacity.ekiards, this chapter will consider those
skills that are critical for leaders to practiceomtler to negotiate leadership challenges.
Emotional Intelligence

In order to manage themselves in the heated pefidtsequilibrium created by
an adaptive challenge, leaders must be able totamaia calm, emotionally stable
presence and be able to respond appropriateleterttotionality of their constituents.
This capacity is gained by growing in what therltere terms, “emotional intelligence”
or “EQ.” Also called emotional health or emotiomaiotient, EQ refers to the ability a

person has to perceive, understand, and manageesiatithin themselves and others

1% bid., 29.
184 Heifetz and Linskyl.eadership on the Lind.07.

185 1hid., 101ff.
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so that they are better able to manage behavioreationships®® Emotional

intelligence helps to explain the impact of the mamotions (and their relations) that
humans experience—happiness, sadness, angemridashame—have on overall human
flourishing. What has been discovered is that mhgaict is significant.

The origin of this discussion lies in an explorataf the interrelationship of the
emotional part of brain functioning, called the liim system, with the thinking or rational
part of the brain, the prefrontal cortex. Reseaichave determined that different parts
of the brain control and are engaged when a pessperforming and experiencing
different types of activities and situations. Timeotional part of the brain governs
emotional, non-rational responses, including tgatfor flight response. The thinking
part of the brain governs cognitive functionifg.

Importantly, it has been discovered that humamisrare “hard-wired to give
emotions the upper hand” because everything thg bxperiences through sight, smell,
hear, taste, or touch must pass through limbiesysthe emotional part of the brain,
prior to arriving at the rational part of the braffi This also means that a person “feels”
things before they are able to “think” things. Coomeation between these two parts of
the human brain is the physical basis for whaalked emotional intelligenct?®

This is also the reason why a person’s abilityutaction rationally greatly

diminishes when their experience of threat increasecording to Goleman, Boyatzis

1% This definition is adapted from Scott J. Alldmotionally Intelligent Leadership: A Guide for Gagje
Students(San Francisco: Jossey-Bass, 2008).

167 See the important discussion in Daniel Golemaoh&id E. Boyatzis, and Annie McKeerimal
Leadership: Learning to Lead with Emotional Intgihce(Boston: Harvard Business Review Press, 2002),
26-9.

188 Travis Bradberry and Jean Greavesotional Intelligence 2.(San Diego: TalentSmart, 2009), 6.

189hid., 7.
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and McKee, “In moments of emergency, our emotiaeakers—the limbic brain—
commandeer the rest of the brafi”When a person is threatened, the emotional part of
the brain takes control. Significantly, this isdrnwhether or not the threat is realistic. It is
the experience or perception of threat or emergématyis significant. Consequently, the
lower one’s emotional intelligence, the more thettvpower” of the prefrontal cortex is
diminished, thus increasing the likelihood of erantlly unpredictable or harmful
responses. Therefore, threatening workplace siositneed not occur only when the fire
alarm sounds. All that is needed to turn up the aed diminish one’s cognitive
functioning could be the latest monthly financigport or a weak annual review. Such
things might engender emotional responses fronm@inidual that far outweigh what a
more objective observer would give to them.

There is also far-reaching relevance to the capatihigher emotional
intelligence. Formerly, it was thought that intgince quotient (IQ) was the greatest
indicator of future success. Yet, in their bdérotional Intelligence 2,0 ravis
Bradberry and Jean Greaves highlight recent relsegmmonstrating that “people with
the highest levels of intelligence (IQ) outperfaitmese with average 1Qs just 20 percent
of the time, while people with average 1Qs outperfehose with high 1Qs 70 percent of
the time.*"* Until the concept of emotional intelligence wasridfied, the phenomenon
of the under-performing individual with a high IQasrzunexplained. Now Bradberry and
Greaves suggest,

EQ is so crucial to success that it accounts fgp&8ent of performance in all

types of jobs. It is the single biggest predictbperformance in the workplace
and the strongest driver of leadership and persaxwllence....Of all the people

170 Goleman, Boyatzis, and McKeRrimal Leadership28.

"1 Bradberry and GreaveSmotional Intelligence 2,07-8.
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we've studied at work, we have found that 90 peroéhigh performers are also

high in EQ. On the flip side, just 20 percent oilperformers are high in EQ.

You can be a high performer without EQ, but thencles are slin}’?

In Resilient MinistryBurns, Chapman and Guthrie note a study that Daniel
Goleman highlights, one which began in the 195@kuaderlines the importance of EQ
to individual and organizational performance.

Eighty Ph.D. students in science at the Universit¢alifornia, Berkeley, went

through an intensive battery of 1Q and personadists. They also had exhaustive

interviews with psychologists, who evaluated themsoch qualities as emotional
balance, maturity and interpersonal effectiveness.

Forty years later, when these former students welteeir seventies, researchers

tracked them down again. They evaluated each psreareer success based on

their resumes, assessment by peers in their freldsaurces likdmerican Men
and Women of Sciencghe conclusion drawn from this analysis was issies

of EQ—the capacity of self-awareness, self-managénsecial awareness and

relationship management—were about four times nmopertant than IQ in

determining professional success and prestigehémet scientists’>

Applying this topic to churches and ministries,d?&cazzero, pastor and author
of The Emotionally Health Chur¢lsounds the alarm and suggests that the churds ree
“Copernican Revolution” in understanding how emogibhealth relates to spiritual
maturity. The thesis for his book is “that emotibhnealth and spiritual health are
inseparable...It is not possible for a Christian éospiritually mature while remaining
emotionally immature”*

Scazzero is aware of the fact that emotional iigietice is not developed

automatically. It is important to recognize thageason can appephysically,

1721hid., 20-21.

3 Burns, Chapman and GuthrResilient Ministry What Pastors Told Us about Sving and Thriving
102-103. Cf. Daniel Golemaworking with Emotional Intelligenc@New York: Bantam, 1998), 44-45.
Goleman, Boyatzis, and McKeRrimal Leadership30.

17 peter Scazzerdhe Emotionally Healthy Church: a Strategy for Digeship That Actually Changes
Lives(Grand Rapids: Zondervan, 2010), 50.
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intellectually and even spiritually mature, yet ememotionally underdeveloped. In
Resilient Ministry Burns, Chapman and Guthrie note, “It is posdibléhat a mature
adult can be an emotional adolescént.Similarly, Scazzero comments that “a person
can be deeply committed to contemplative spirityaéven to the point of taking a
monastic vow, and remain emotionally unaware amihip maladjusted*”® Like any
other facet of a person’s development, emotiortalligence requires intentional,
focused attention.

Unlike one’s intelligence quotient, the literatumelicates one can develop
emotional intelligence throughout one’s life. Gobemwrites, “Emotional intelligence is
not fixed genetically, nor does it develop onlyearly childhood...[It] seems largely
learned, and it continues to develop as we go girdife and learn from our
experiences—our competence in it can keep growiffgConsequently, developing
emotional intelligence corresponds to gaining acaii capacity necessary to negotiate
heated, adaptive organizational challenges. EQsleejperson to remain calm under
pressure and respond creatively to an emotionbbyged environment, which is part of
the process when an organization is undergoingttiees of an adaptive challenge.

In Primal LeadershipGoleman, Boyatzis, and McKee explore the impact
emotional intelligence has on leadership. TheyeayfiGreat leaders move us. They
ignite our passion and inspire the best in us. Mike try to explain why they are so

effective, we speak of strategy, vision or powerdiglas. But the reality is much more

5 Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about Sving and Thriving
106.

176 peter Scazzer&motionally Healthy Spirituality: Unleash a Revatut in Your Life in Christ
(Nashville: Thomas Nelson, 2006), 44.

7 GolemanWorking with Emotional Intelligencé.
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primal: Great leadership works through the emotidfi$The degree to which a leader
exercises emotionally intelligent leadership isdlegree to which the leader prolongs
their impact. When emotional intelligence is joineith sound leadership decision-
making, something Goleman, Boyatzis, and McKeeriesas “resonant leadership”
emerges/® The greater the resonance between leader andtoenss) “the less static”
are the interactions of group members, and thestnivi the system” is minimize®

They write, “The glue that holds people togethea tieam, and that commits people to an
organization, is the emotions they fe&™”

Of course, dissonance is the enemy of resonageiehip. When emotionally
intelligent leadership is not present, the statid aoise increase. Dissonant leadership
“dispirits people, burns them out, or sends theokiog.”'%* Yet this does not mean
every situation requires a highly resonant leadprstyle. In fact, it is crucial to
distinguish which leadership style is needed ireotd navigate specific adaptive
challenges. Certain adaptive challenges might berbeavigated by a leadership style
that is experienced by constituents as less resonan

Primal Leadershipdentifies the various leadership styles as: viaigncoaching,
affiliative, democratic, pacesetting, and commagdfi While the pacesetting and

commanding styles are the most discordant, that doemean they should never be

178 Goleman, Boyatzis, and McKeRtimal Leadership3.
7 Ipid., 19.

189 |pid., 20.

#lbid.

182 |pid., 22.
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utilized. An emotionally intelligent leader will ksble to recognize when a more directive
or pacesetting approach is required to negotigentiensity of certain adaptive
challenges®

Leaders must recognize that their leadership styteretely expresses their level
of emotional intelligence. This part of a persadffiard-wiring” is a critical capacity to
understanding how people perceive their own ematimsponses and the emotional
responses of those they seek to lead. Additiontlly,awareness can broaden one’s
capacity to use the full repertoire of leaderslyes, depending on the character of the
challenge one faces.
Essential Leadership Skills

In order to help those within the organization rtege their discomfort so that
solutions to the adaptive challenge can emergdelsanust not only possess emaotional
intelligence, they must also practice certain intgoatr skills. In the literature, the most
important are identified as getting perspectivepdming dialogue, thinking politically,
and enlisting others in the process.

Getting Perspective

Many temptations arise when one faces an adagtiabenge. A significant one
is the tendency to become more enmeshed in théepnoblowever, the literature
suggests that it is critical for the leader to motaaly step away in order to gain

perspective in the midst of an adaptive challefigs step provides the leader some

8% or a more complete discussion of how developirgjoleadership styles can enhance leadership
effectiveness, consult Bill Joindreadership Agility Five Levels of Mastery for Aigating and Initiating
Change(San Francisco: Jossey-Bass, 2007).
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perspective in the midst of the difficulty. Heifetmd Linsky describe this skill of
stepping away as “getting off the dance floor aoihg to the balcony*®®

The benefits of gaining the perspective of the ¢bal” are many: slowing the
process down; distinguishing technical from adaptkiallenges; and developing a
greater ability to listen and reflect on competoggspectives. Nevertheless, stepping
away and slowing things down in a crisis can seeumterintuitive. For example,
consider most traffic accidents. The response tioh@slice, fire, and emergency
medical crews often determine whether lives willds. The last thing an officer should
do in an emergency situation is “get on the balcony

Nevertheless, in an adaptive challenge, taking torget perspective and slow the
process actually enhances the likelihood that gffesolutions will be found to whatever
problem the organization faces. Stepping away duaimadaptive challenge affords the
leader and constituents a fresh vantage point ftinch to see the problem and consider
the personalities involved. If many of the peopie @le to meaningfully step away, this
will increase the number of different perspectibsreby increasing the likelihood of a
better outcome.

Heifetz, Grashow, and Linsky quote F. Scott Fitatggrwho once said that “the
test of a first-rate intelligence is the abilityliold two opposed ideas in the mind at the
same time and still retain the ability to functidfi® The leader must act decisively, yet
remain deeply aware that they could be wrong.dfléader fails to take time to get on
the balcony while in the midst of the action, thdl} likely suffer from both wrong

decisions and deadly indecision. However, whendesadct decisively and remain open

185 Heifetz and Linsky.eadership on the Line: Staying Alive through tren@ers of Leading, 51.

186 Heifetz, Grashow, and Linsk¥he Practice of Adaptive Leadershgy.
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to other possibilities in real time, adjustments$ht® organizational course can be made.
Only leaders who intentionally seek to gain perige®n the challenges in front of them
will be able to say, “A plan is no more than todalpest guess. Tomorrow you discover
711

the unanticipated effects of today’s actions arjdsido those unexpected event

Deepening Dialogue

Adaptive challenges present leaders with a hostteflocking problems.
Emotional reactivity and quickening of the pace panthe negotiation of adaptive
challenges. Similarly, meaningful dialogue ofteedks down among stakeholders facing
adaptive challenges precisely at the time wherodis#d among them is most needed.
During adaptive challenges, dialogue-killing resggmare common: cutting-off,
withholding information, or intensely aggressivegagement. So, how do leaders deepen
the dialogue among their constituents?

During adaptive challenges, the temperature aseésthis threatens the perceived
safety of the work environment. Consequently, peapé less apt to share information,
especially when they believe their job might belomline. Therefore, it is essential for
the leader to be diligent about making the orgaiunal system a “safe” place for
constituents to share. Dialogue deepens when pésglléheir perspectives will be heard,
even if they are ultimately rejected. A safe enwim@nt is usually one where the leader
does not have to “have their way.” Being open tange and communicating that
openness to the team perhaps does more to crégtytban anything else. Genuine
humility is absolutely crucial to deepening thelagaie. Humility regarding one’s
opinions and answers demonstrates an opennedseig’'atpinions and solutions that

deepens collaboration and is crucial to gettingugh the adaptive change process.

187 Heifetz and Linskyl.eadership on the Lin&3.
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Another way of describing this is building trust@mg key team members. Tine
AdvantagePatrick Lencioni states, “When team members wastanother, when they
know that everyone on the team is capable of achgitthen they don’t have the right
answer, and when they’re willing to acknowledge whemeone else’s idea is better than
theirs, the fear of conflict and the discomforiittails is greatly diminished®® In
trusting relationships, people practice a humblenogss to one another that fosters
honest sharing. Still, humility only makes a sitolatmore conducive to dialogue. In
Crucial Conversationsyrganizational leadership consultants, Kerry PstierJoseph
Grenny, Ron McMillan and Al Switzlegutline four components of that dialogue
process. They are easily remembered through tloaor CRIB*¥° commit to a mutual
purpose, recognize the purpose behind the straiteggnt a mutual purpose, and
brainstorm new strategies.

At the core of each component in this strateghéssuspension of one’s personal
goals long enough to interact with the goals okathso that a mutually beneficial
strategy or conclusion can be embraced. For dialogie effective, those involved must
move beyond what they want, understand what mavaach person’s wants, determine
a purpose that can be agreed upon by the most mgnalnel then envision strategies that
realize that mutual purpose.

Nevertheless, it is important to recognize thatsemsus need not be reached and

conflict does not have to be avoided in order fatadjue to deepen. In fact, Lencioni

18 patrick LencioniThe Advantage: Why Organizational Health Trumpsnhing Else in Busines§San
Francisco: Jossey-Bass, 2012), 38.

189 Kerry Patterson, Joseph Grenny, Ron McMillan ah&witzler, Crucial Conversations: Tools for
Talking When Stakes Are HigiNew York: McGraw-Hill, 2002), 82-88.
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claims that “conflict avoidance” is “always a sighproblems.**° In order to deepen
dialogue, conflict cannot be avoided, but it musbibchestrated in such a way to
strengthen the overall cohesiveness of the teathelcontext of trusting environments,
opinions can be freely shared and freely rejectethé majority without the minority
becoming defensive. In this way, even when the ntynopinion is not determinative, it
has at least been heard. Consequently, even traityican participate in the
implementation of the majority decision.

According to Lencioni, “Great teams avoid the carsus trap by embracing a
concept that Intel, the legendary microchip manuifi@e, calls ‘disagree and
commit.”*** The goal of dialogue is not a consensus opinidrichvoften mires teams in
endless debate about how to avoid loss or achiesgalistic goals. Rather, Lencioni
explains, dialogue should enable a team to honesfilgct on all possibilities so that one
decision can emerge, enabling all team membersdambiguously commit “to a
common course of actiot® He adds, “When a leader knows that everyone otetira
has weighed in and provided every possible persfgeseeded for a fully informed
decision, he can then bring the discussion toa @ad unambiguous close and expect

team members to really around the final decisia@naf/they initially disagreed with

i+ »193
Iit.

190 encioni, The Advantage38.
*!1bid., 48.
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Thinking Politically

Heifetz and Linsky devote an entire chapter toittygortant role that
relationships play in navigating adaptive challes1géThey explain that at its heart,
negotiating stakeholders’ interests amidst relatgps is a political conversation:
“choosing among conflicting wants and interestsettegping trust, locating support and
opposition, developing sensitivity to timing, anabkving the informal and formal
organizational refrains:®° In the preceding conversation about dialogueptiaity was
placed on making sure every voice was heard. Nlegleds, that does not mean that
every voice has the same power or authority. Wkeagnizing the politics in
organizational systems, it is important to distiisgithe concepts of power and authority.
In Resilient Ministry power is defined as “the capacity to act or iafloe others* This
power is often tied to the constituencies one 1&arts, one’s duration in the
organization, one’s perceived standing within thgaaization, and the nature of the
authority one possesses.

Similarly, authority is power that “has been legated by the social structures
within which the authority is exercised” It is common to further distinguish authority

into two types: formal and informal. According tafBs, Chapman, and Guthrie, formal

194 Heifetz and Linskyl.eadership on the Ling5ff.

19 Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about $ving and Thriving
210. For a fuller exploration of how pastors exgece and negotiate political challenges amidst powe
dynamics, consult Robert Burns, “Learning the Rudibf Ministry Practice” (Ph.D. diss., Universiy
Georgia, 2001).

1% Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about $ving and Thriving
211.

1973, N. Bartholomew, “A Sociological View of Autheyiin Religious OrganizationsReview of Religious
Researct?3, no. 2 (1981): 118-32. Cf. Burns, Chapman anthi@, Resilient Ministry: What Pastors
Told Us about Surviving and Thriving12.
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authority is exercised by those who have beenihegtely given power by the
recognized social structure, while informal authois related to relationships and is
rooted in the “status one has in a community amtgpes even from the place one’s
subgroup holds within the broader communit§?’All leaders exercise authority amidst
power dynamics rooted in complex, interlocking tielaships that are characterized by
both informal and formal levels of authority. Cogsently, it is essential to not only be
aware of these dynamics, but to be able to negat&m in the midst of organizational
challenges.

Heifetz and Linsky further identify partners, opjpios, and those in the middle
as participants in the political conversatiShOpponents are often easy to identify and
can quickly garner attention. Yet, partners or sufgys are more strategic. Linsky and
Heifetz explain that partners provide emotional apiditual support and “provide
protection, and they create alliances for you vatttions other than your own. They
strengthen both you and your initiative§8*Nevertheless, the safety of partners tempts
the leader to focus all of their time on deeperimage relationships. It is essential,
however, that the leader pay attention to thosk wiiom they disagree. While opinions
may differ, focusing on those who oppose the leadanects the leader to them
relationally and demonstrates to the group thagtheds of the organization are greater

than maintaining the leader’s sense of personaltpyDuring times of adaptive stress,

1% Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about Sving and Thriving
213.

199 Refer to “Think Politically” in Heifetz and Linsky .eadership on the Ling5-90.

2001hid., 78.
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leaders must resist the temptation to never sitrdamd discuss the situation with those
who oppose their leadersHip.

As important as partners and opponents are, thbhsa@main in the middle are
perhaps the most important. Heifetz and Linskyewtrit..the people who determine your
success are often those in the middle, who resist pitiatives merely because it will
disrupt their lives and make their futures uncertai” Adaptive challenges are resisted
because they introduce new realities that dispesitbeolder, more familiar practices.
Those older practices may need to be replacedhbutare often still experienced as safe
and preferred. When the leader stays relationaty/those in the middle, this reduces the
anxiety that those in the middle experience inftoe of the adaptive change process,
ensuring that they do not move into the categomypposition. In some cases, these
individuals can become partners after they expeeehe benefits created by undergoing
the challenge.

Enlisting Others in the Process

During technical challenges, expert authoritiesgaised for the work they
perform and the solutions they provide. Being tkigeet feeds the ego. For this reason, it
is tempting for experts to relate to adaptive @rajes from the posture of the “person
who has all the answers.” Nevertheless, in adaptnadenges, the answer is not yet
known; therefore, the technical experts cannot Ip@gsibly emerged.

The lack of experts is both part of the challeagd an important part of the
pathway forward. Though experts are not preseiwplpeare facing the problem. And

these people must be enlisted in the process cbdsy and change in order to help the

201 hid., 87.

202 1hid., 78.
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organization navigate the adaptive challenge. Vjgkaple need from the leader is not so
much the answer, but empowerment to join in theckeand change process.

In Leadership on the Lin¢his is described as, “giving the work baék*” Heifetz
and Linsky urge, “To meet adaptive challenges, fgeppst change their hearts as well
as their behaviors...The issues have to be inteedliawned, and ultimately resolved by
the relevant parties to achieve enduring progréést’is absolutely crucial that the
leader place the work of solving the problem in‘t@nds” of those who are facing the
challenge so that it might be solved together.

This is also closely tied to what is describethia literature as “strengthening
others.?®> Kouzes and Posner write,

Leaders accept and act on the paradox of powerbgoame more powerful

when you give your own power away. Long before ewgrment was written

into the popular vocabulary, exemplary leaders tstded how important it was
that their constituents felt strong, capable, dfidazious. Constituents who feel
weak, incompetent, and insignificant consistentigerperform, they want to flee
the organization, and they're ripe for disenchamtmeven revolutioR®
There are many reasons why leaders ought to inaihwers in the adaptive challenge.
Their perspectives deepen the pool of meaning, thight possess the crucial insight
needed, and their participation develops their ciéapéor future leadership and
strengthens their loyalty to the organization. dagtive challenges especially, the “Lone

Ranger” model of leadership must be discarded. |aagier who goes it alone during an

adaptive change process is sure to be a casualipsd adaptive stresses. Moreover,

2% |bid., 123-39.
%% |bid., 127.
25 Kouzes and PosnéFhe Leadership Challeng48-74.

208 1hid., 251.
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those who most need to learn from the adaptivderhge will not have been given that
opportunity, which only impoverishes the organiaatmore when future adaptive
pressures arise.

In this review of the literature related to orgaational leadership, the traits of
effective leadership were identified to be obselwapedibility and organizational
commitment. Being able to understand and distirgtéshnical from adaptive
challenges is also an essential capacity for lsaddre literature notes that in order to
negotiate the disequilibrium of adaptive challendeaders must develop their emotional
intelligence and simultaneously learn critical Iskilvhich enhance the organization’s
ability to move through seasons of organizatiorifdicdlty.

Systems Theory Applied to Congregations

As noted in the introduction, systems thinkiaghe conceptual framework for
understanding organizational dynamics. It emphadize interrelatedness of the
constituent individuals of an organization and sekroader application of family
therapy insights. In contrast to focusing on indials, systems theory asserts that the
function of an individual part cannot be understaotthout considering its relationship to
the wider relational network. Systems thinking tescthat “our conflicts and anxieties
are [not] due primarily to the makeup of our pesdies, and suggests, instead, that our
individual problems have more to do with our redatil networks, the makeup athers’
personalities, where we stand within the relati@yatems, and how we function within

that position.®®’

27 Edwin H. FriedmanGeneration to Generation: Family Process in Chuatti SynagoguéNew York:
The Guilford Press, 1985), 13.
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One of the most important researchers, theoristspapularizers of systems
thinking in relation to churches, synagogues, amia organizations is the late Edwin
Friedman. In his important workzeneration to Generatigrirriedman explores the
theory’s wide-ranging implications for religiousromunities and business organizations.
In fact, Friedman identifies churches and synage@semost closely approximating
family dynamics. He writes, “The one nonfamily ematl system that comes closest to
a personal family’s intensity is a church or syrag® in part because it is made up of
families, and in part because so much of the fofgeligion is realized within the
family.”2%®
Because clergy are both members of a personalyand leaders of their
religious communities, the challenges associateéld their calling are daunting.
According to Friedman, “[C]lergy...are constantught between interlocking
homeostatic systems each of which is difficult egioto keep on an even keel much less
to keep afloat when they are influencing one andtffé Nevertheless, due to the
systemic character of congregations, clergy aie @dsfectly positioned to promote the
functioning of those within their religious commties. Friedman observes, “No other
member of society is in a better position to fosheise existential encouragements to
healing than the clergy because of the unique eiité family systems our community
position has given us™® He notes that the cleric possesses “unusual taetiap

potential !

208 |hid., 26.
209 hid.
20pid., 5.
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In order to understand why the cleric has such ualysotential, one must more
fully explore the implications of systems thinkirig.their important work on how
pastors negotiate the challenging context of cayagrenal ministry,The Leader’'s
Journey Herrington, Creech, and Taylor write, “Whenever ymgage in a relationship
that is long term, intense, and significant, yoadsee emotionally connected to one
another in a living system. Each person who is gitttis interaction begins to affect,
and be affected by, the anxiety and behavior oémsttf'? As noted by Steinke, systems
thinking emphasizes that “any person or event stamdelation to something. You
cannot isolate anything and understand. The panigtibn as they do because of the
presence of the other par3®

These comments emphasize both the interrelatedmasslergy experience
within their congregational systems and the emalicharacter of that connection.
According to Michael Kerr, author éfamily Evaluationthe human family “can be
described as an emotional field...The emotionadtyednined functioning of the family
members generates a family emotional atmosphédreldithat, in turn, influences the
emotional functioning of each persoft*He notes that like a gravitational field, the
emotional processes at work in a system of relakiggs cannot be seen directly, but their
presence cannot be denfédThe hard-wiring of all relationship systems is leped by

the emotional processes at work within the relaio®tworks of the various members.

%2 Herrington, Creech, and Tayldfhe Leader's Journey: Accepting the Call to Perdamal
Congregational Transformatiqr29.

213 Steinke Healthy Congregations3.
24 Michael E. KerrFamily Evaluation(New York: W. W. Norton & Company, 1988), 54-55.

1 bid.
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Anxiety

According to the literature, the greatest evidenicthat emotional, “gravitational
pull” is observed by watching the varying levelsaoiiety present within the system.
Steinke explains that anxiety is simply an automagéaction to a threat® Anxious
responses should not always be interpreted neggtiadact, anxiety is vital to self-
preservation. The human body is hard-wired to fileen dangerous persons and
situations. Anxiety is the body’s way of informitige brain that some aspects of the
environment might cause hafi.Nevertheless, the body’s anxiety measurement&tool
are not without their deficiencies. Sometimes aahis more imagined than it is ré&.
Consequently, the body develops an anxious resgorsamething that is not a real
threat. As noted in the introductory discussiors tiipe of anxiety is best termed chronic.

Systems theory observes that some measure of clapxiety is always latent
within any organizational system. For example, wagrerson encounters a difference of
opinion between members in a system, anxiety athatidiffering point of view might
increase. In this case, the person may experiane¢egated emotional response to an
opinion that most likely has no potential to halmait person. Even so, the measure of
anxiety present in the emotional process indicttasthe threat is very real.
Consequently, the likelihood of a reactive resporether than a more well-defined

engagement, increases.

1% steinke Congregational Leadership in Anxious Times: Beimin€and Courageous No Matter What
27 For a helpful summary discussion about how anxieirks see, Steink€ongregational Leadership in
Anxious Times3-17 and Peter L Steinkpw Your Church Family Works: Understanding Congrtamns
as Emotional Systenfslerndon, VA.: The Alban Institute, 2006), 15—-28.

28 Herrington, Creech, and Tayldrhe Leader’s Journeyds.
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What is more, anxiety travels from person to pemsdhin the emotional field of
the system., I\ Failure ofNerve, Ed Friedman compares chronic anxiety beasged
along to a noxious, flammable gas filling up a rodh that is needed for the explosion
is for someone to supply the spatkSystems counselor and pastor Ronald Richardson
describes a congregation as “intertwining mobilasiking up an emotional system!.
When people experience anxiety, they further umzadhe system by infecting others
with their sense of threat, which intensifies tkerfse of threat within the systef™
Like an electrical transformer, when anxiety traviebm person to person, sometimes the
level of anxiety is magnified, enabling even moeeple to “plug” into its voltagé®?

This increase in anxiety in the emotional systeso dlampers its ability to respond in
helpful ways to whatever challenges the organinat@es. In fact, the increased levels
of anxiety increase the likelihood that conflictdghamics will emerge, and the system
will be mired in regressive tendencies.

Conflict is more than a disagreement, which capdsative, as noted in the
previous discussion on leadership. Rather, destauconflict is characterized by
heightened emotional intensity related to elevédgdls of anxiety. In such situations,
differing points of view turn into dissension. @en our preferred path is not chosen,
people interpret it as personal rejection, or everse, they view it as rooted in a grand,

conspiratorial scheme. According to Steinke, whexiety is high, people are more

29 Edwin H. FriedmanA Failure of Nerve: Leadership in the Age of thédRuFix (New York: Seabury
Books, 1999, 2007), 58.

220 RichardsonCreating a Healthier Church: Family Systems Theasadership, and Congregational
Life, 41.

221 |bid.

222pid., 50.
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likely to function out of the limbic system, andnsgquently their responses are more
automatically defensive and reactf7é Steinke lists typical automatic responses: impulse
overwhelms intention, instinct sweeps aside imagnareflexive behavior closes off
reflective thought, defensive postures block odingel positions, and emotional

reactivity limits clearly determined directiéfi* The heightened sense of threat associated
with the interests and concerns of members withigséem determines how conflictual

the dynamics will be. According to systems theding, greater the level of anxiety and

the less emotionally intelligent the members ofdiistem are, the greater the likelihood
that destructive, regressive dynamics will emerge.

In A Failure of NerveEdwin Friedman lists five of the most regressive
tendencies, which emerge in chronically anxiousesgs. First, he discusses reactivity,
which is “the vicious cycle of intense reactionseath member to events and to one
another.?®> Maintaining a constant focus on the latest, moshédiate crisis renders a
person incapable of gaining the distance that weunkble them to see the emotional
processes in which they are engulfed. When one sModkn a reactive stance, the focus
is always on issues and answers, rather than amdine important emotional process.
Second, he discusses herdffitjThis response to chronic anxiety occurs when theefo
for togetherness triumph over the forces for irdlinality, moving group members to

adapt to the least mature member(s). Becauseithroecapacity for loss or pain, the

223 Steinke Congregational Leadership in Anxious Tim&8—20. It should also be observed that systems
theory’s emphasis on emotional processes and tieegquent importance of calm, reflective leadership
closely parallel the concepts of emotional intelige. Although these concepts arose in differemhlag
disciplines, when combined they reinforce and frrlucidate the insights gained within each fraordw
#41pid., 20.

2% FriedmanA Failure of Nerve: Leadership in the Age of thédRFix, 53.

228 |bid., 54.
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group must compensate for its most anxious pastitg Third, he discusses blame
displacement. Chronically anxious systems also @age “an emotional state in which
family members [church members] focus on forceslthaae victimized them rather than
taking responsibility for their own being and degti*?” This amounts to a refusal to take
responsibility. Ironically, the “blamer” feels thitey will be empowered through the
criticism, but instead this actually prevents therther growth. Fourth, he mentions the
quick fix mentality, which has “a low threshold fpain that constantly seeks symptom
relief rather than fundamental chang& Friedman adds, “This mindset gets focused
always on symptom relief rather than on fundamesttahge in the emotional processes
that underlie their symptoms, the chronically anmsidamily [or church leadership team]
will constantly seek saviors, then pressure thedgxpwhether medical, educational,
therapeutic, legal or political, [or religious]—faragical administrative solution&®
Finally, he discusses lack of well-differentiateddership. Perhaps the most important
contribution of systems thinking is the recognitibgives to well-defined leadership
stances that lessen the overall anxiety withinstesy. Chronically anxious systems,
however, lack this and suffer “a failure of nerlaattboth stems from and contributes to
the first four.”%°

As noted in the introduction, systems theory teathat the senior leadership
within any organization has the greatest potetiainpact its overall health and

functioning. This is not due to the formal authppbssessed by the senior leader, but

227 |bid.
228 |bid.
2291bid., 84-5.

20 1bid., 54.
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rather to their unique ability to function as a ldifferentiated, non-anxious presence
within the system.
Well-Differentiated Leadership

Rather than focusing on expert solutions, systénging regards leadership as
an emotional process. Friedman notes that leagefishessentially an emotional process
rather than a cognitive phenomenoR®-The essential ingredient to that emotional
process is the presence of what the literaturertbescas a well-differentiated leader. The
concept of “differentiation” is best understoodaingh the lens of discoveries made in the
field of microbiology?*? According to cellular biology, a differentiatedide one that
fulfills its purpose and reaches its goal, whilegerating with the entire organism. A
healthy, differentiated cell must resist doing giute to other cellular entities and resist
allowing them to interrupt its functioning. In thigy, a healthy cell fulfills its purpose
and protects itself from being invaded by infecsiau viral pathogen$>?

Similarly, the well-differentiated leader is abteftlfill one’s purpose, cooperate
with others and yet not lose sight of their ownsperand interests amidst the emotional
field within an organization. This kind of leadsrable to remain calm, reflective, and
committed to a defined course of action amidstaurding emotional turbulence.
Friedman describes a well-differentiated stance as:

...someone who has clarity about his or her ovenddals, and, therefore,

someone who is less likely to become lost in th@ars emotional processes

swirling about. | mean someone who can be sepatate still remaining

connected, and therefore can maintain a modifyiog;anxious, and sometimes
challenging presence. | mean someone who can méimage her own reactivity

2! Ipid., 13.
32 steinke Congregational Leadership in Anxious Tim@3.

23 bid., 83-84.
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to the automatic reactivity of others, and therefoe able to take stands at the
risk of displeasing®*

It is the presence of the “self’ in the leader thlkaws for and strengthens the
integration of the whole organization. The laclkadBelf” in the leader similarly leads to
the disintegration of the organizatioii.Steinke reminds the pastoral leaders he counsels,
“To be a non-anxious presence, you focus on your lo@havior and its modification
rather than being preoccupied with how others fonctn a hospital, a rule for
caretakers reads: ‘In case of cardiac arrest,takeown pulse first.”3¢

In summary, systems theory, based on the pioneszsgarch of Murray Bowen,
Edwin Friedman, and those who have followed inrtbgps, has yielded enormous
insight for organizational leadership. Seeing tystemic nature of all organizations, the
anxious, emotional processes at work among thecthtrenpower of well-differentiated,
non-anxious leadership in their midst gives leadersery type of organization powerful
tools with which to frame their leadership challea@nd to formulate their own creative
responses to those challenges. Nevertheless, gaignes and synagogues are close
organizational analogues to the family and areléegtound in which to apply the
insights of systems theory.

A Biblical-Theological Framework for Church Planters
Before proceeding, it is important to considerrdlevant biblical data on these

issues. How do the scriptures frame the practiaghofch planting? From whom comes

its justification? In what ways does the Bible dpahout church planters? What

24 EriedmanA Failure of Nervel4.
25 |pid., 49.

3¢ Steinke Congregational Leadership in Anxious Timas.
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qualifications are important? Are they ministrydees? What challenges do they face?
What about the context of the churches in whicly dexve? Central to answering each of
these questions will also be considering how th#eBtonfirms and further elucidates the
insight already highlighted by the preceding litara review.
Christ-Mandated Mission of Church Planting

The activity of church planting is situated witliive grand biblical story of God’s
special creation, humanity’s fall into sin, God®gressively unfolding gracious
redemption and restoration of a world lost in sing the final consummation of God’s
saving purposes. It is not without significancet tihe Bible’s final vision of the future
has continuity with the creation story, yet a uwistbat expands and fulfills the original
vision of creation. The primary metaphor throughalthumans are to understand that
glorious consummation is that of the new heaveustla@ earth, which has at its center
the new city or the new JerusalétRather than an escapist eschatology, the Bibl@has
restorationist view of the futur@ Therefore, the critical insight that emerges fribi
Bible is that God begins history in a garden, nestahat original vision in Jesus Christ,
and yet also expands it, so that it is situatetiéngrander concept of a ¢y’ According

to New Testament scholar, Vern Poythress, in ha&kdde Returning King‘The apex of

BT Rev. 21-22.

238«The structure of the biblical drama has matctingk covers, we might say. It moves from a creation
story through a dram of sin and redemption to aaommation in a new and restored creation. This
balanced structure argues for a restorationisbrisf the future. For the covers to match and tbiygo

be complete, it must be a garden restored in thitdwand history.” Michael D. Williamd;ar as the Curse
Is Found: The Covenant Story of Redemp¢®nillipsburg, NJ: P&R Publishing, 2005), 274-5. @lbert

M. Wolters,Creation Regained: Biblical Basics for a ReformatdbWorldview(Grand Rapids: William B.
Eerdmans Pub., 2005), 69-78 and Anthony A. Hoekdine,Bible and the Futurgrand Rapids: William
B. Eerdmans Publishing Company, 1979, 1994), 274-87

Z9Rev. 21:1-22:5.
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history is ever so much more magnificent than thgming. The garden is now also a
city, and the light has completely driven out thght"?*°

The story of humanity begins with Adam and Eve, denfully created in the
image of God as male and fenfatendcarefully placed in the gardéff which is
watered by a beautiful river, abounding with foadd centered on two trees: the Tree of
Life, which symbolized their dependence on the Lartl the Tree of the Knowledge of
Good and Evil, which symbolized their obedience @st in the Lord as essential to
their maturity. In this story of beginnings, AdamdaEve were not to rest content with
the garden, but they were to exercise their Goesgpotentialities as image bearers and
fulfill their God-given vocatiorf** According to Genesis, Adam and Eve were to exercis
dominion over the earth by tending the gafd&and bearing childréfr to populate the
world. Over time and in subjection to God’s authgrihis would result in a God-
honoring culture and civilizatioff® In other words, from the Bible’s beginning pages,

worshipping communities that would inform and gsl&pe to every other area of life are

envisioned*’

240yern Sheridan PoythresBhe Returning King: A Guide to the Book of RevetatPhillipsburg, N.J:
P&R Publishing, 2000), 192.

#Gen. 1:26-27.

*2Gen. 2.

#3Gen. 1:26-28.

244 Gen. 2:15.

#5Gen. 1:28.

248 That God's purpose was the creation of a Godlifization can be inferred both by the redemptive

trajectory of Scripture and its final idealized rifastation in Revelation 21 and 22. SimultaneouSlgd’s
displeasure with the corrupt and wicked expressidrtsilture, which resulted from sin’s entrance.(Cf

Gen. 4:17-24; 6:1-7; 11:1-9; 18:16-19:29), indisateat God'’s ideal for civilization was very difést than
the one recorded in the Bible.
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Significantly, Adam and Eve failed to fulfill Godjsurpose and sinned by
transgressing God’'s commandment, which forbade fin@m eating the fruit of the Tree
of the Knowledge of Good and E¥ff Nevertheless, God’s original plan for this world
did not end with them. God promised to redeem AdachEve and to punish the serpent
who had led them astra$?

In the unfolding storyline of the Bible, the Lordslis Christ is revealed to be a
second Adarft® and the seed of the wom&t Through him—his life, death, and
resurrection—God begins again and speaks lightaaarkness, so that he would have a
people to serve and glorify hif? When people put their faith and trust in the Ldegus
Christ, they are not only joined to him, but tocsmenunion of saints that extends to every
corner of the earth and across the ages of histtwgy Bible refers to this communion as
theecclesiathe called assembly of the redeemed, or more sithplghurct?>*

The writers of Hebrews and Revelation refer toglmgious vision of this new
world as a new cit{>* This consummated vision of God’s plan is the medion of God’s

kingdom purpose. Additionally, when the Revelatpaints the picture of this glorious

247 The first manifestation of this is the nation sfdel, called out of bondage in Egypt unto freedom
through the leadership of Moses, led into the Pserhiand of their Fathers Abraham, Isaac and Jacub,
given a royal dynasty under King David. Under thevidic Kingship, Israel most approximated God’s
ideal for a God-centered civilization integratirigfacets of society.

#%Gen. 2:16; 3:6.

249 Gen. 3:15.

#°Rom. 5:14; 1 Cor. 15:22, 45.

#1Gal. 4:4; 1 Pet. 1:23; 1 Jn. 3:9; Rev. 12.

2 Jn. 1:1-14; 9:5; 2 Cor. 4:6.

% Matt. 16:18; Acts 2:36-47; Rom. 12:4-5; 1 Cor.;112:12, 27; Eph. 2:11-12; 4:1-16.

4 Heb. 11:10; Rev. 21:2.
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new city, it contains a “river of the water of lifieright as crystaf®® and “the Tree of

Life with its twelve kinds of fruit” for the healing dfie nation$>° This clearly confirms
that God’s glorious and original vision for the dan of Eden will be fulfilled in the Holy
City. According to the late missiologist, Harvier@n “The city is the fulfiller of the
paradise of God...This eschatological strand repiaties the future of the city with the
original, sinless past of Eden and its restoraitio@hrist.”?>’

The Bible concludes with the consummation of Gautiginal sovereign plan,
begun in the Garden, focused on the saving wodesiis Christ, and realized in the
establishment of the church. Harvie Conn graspgjtaed scope of thilissio Def>®
when he writes,

From all eternity, [God] planned in electing gracesave a multitude of people

through the sacrifice of his Son (Eph. 1:4-5, 1ithe freedom of his sovereign

grace, and the omnipotent right of that freedorn(R®:14-26), he exhibits his
saving love “according to his eternal purpose wineraccomplished in Christ

Jesus our Lord” (Eph. 3:1%?

Similarly, Stuart Murray writes,

God is the Missionary, who sent his Son and sergdSyirit into the world, and
whose missionary purposes are cosmic in scopegooed with the “restoration

25 Rev. 22:1.
26 Rev. 22:2.

%7 Harvie M. Conn in "Christ and the City: Biblicah&mes for Building Urban Theology Models," in
Discipling the City: Theological Reflections on @rbMission,ed. Roger S. Greenway (Grand Rapids:
Baker Book House, 1979), 236. Cf. Harvie M. Cor8trategy Planning: Searching for the Right
Answers," inPlanting and Growing Urban Churches: From DreanReality(Grand Rapids: Baker
Books, 1997), 72-3.

28 \While acknowledging the possibility for this pheasvhich when translated is “mission of God,” might
be construed pretentiously, Murray argues thas“fiirase does seem to have been a catalyst favedne
reflection among missiologists and the emergens®pfe important emphases.” Murr&hurch Planting
264n1.

29 Conn, "Strategy Planning: Searching for the Rilghwers" inPlanting and Growing Urban Churches
70. It's primary purpose is “to express the corwgitthat mission is not the invention, respondipilor
program of human beings, but flows from the chamaahd purposes of God.” Murraghurch Planting
39.
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of all things,” the establishment shalom the renewal of creation, and the

coming of the kingdom of God, as well as the red@npof fallen humanity and

the building of the churcff?
In this intervening period, prior to the consummatof God’s saving purposes and
subsequent to the Lord Jesus Christ’s finished warkhe cross, the church realizes its
mission as part of this gramdissio Dei’®* From this derives the basis for the followers
of Jesus Christ bearing witness to Jesus GPfrimnd living in accord with his kingdom
priorities’?

Jesus Christ commissioned the apostles to buildhbech out of obedience to his
missionary mandate. Two passages from Matthew’pajderm the basis of this
assertionFirst, Matthew 16:15-19 reads,

He said to them, “But who do you say that | amh&m Peter replied, “You are

the Christ, the Son of the living God.” And Jesnsweered him, “Blessed are you,

Simon Bar-Jonah! For flesh and blood has not rexetlis to you, but my Father

who is in heaven. And | tell you, you are Peted an this rock | will build my

church, and the gates of hell shall not prevailresiat. | will give you the keys of
the kingdom of heaven, and whatever you bind othesdrall be bound in heaven,
and whatever you loose on earth shall be looséeaven.**
There is no need for the purposes of this studykpore the important and popular
debates concerning apostolic succession or Pgirimacy. Rather, it is sufficient to note

that this passage clearly identifies Jesus’ purpsgé@e building of his church as the

primary agent of the kingdom.

20 Murray, Church Planting 39.

%1 Murray argues for neither overemphasizing nor deemsizing the role of church planting in the
Mission Dei.“Church planting is not an end in itself, because ¢hurch is an agent of mission.... Church
planting is legitimate only if set within a broademcept of mission.” Ibid., 40.

2 Matt.28:18-20; Lk. 24:44-48; Acts 1:8; 2:32; 3:8532; 1 Cor. 2:1-2.

263 Matt. 5:13-15; 6:33-34; Jn. 13:34-34; Rom. 12:92ph. 2:19; Tit. 3:8; 1 Pet. 2:11-12,

264 Matt. 16:15-109.
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Moreover, this mission shall succeed in accord @itiist's sovereign power.
Even Satan and his hellish gates shall not betalilevart Christ’s establishment of the
church. In the words of Samuel Stone’s familiar hyffThe Church’s One Foundation,”

The Church shall never perish! Her dear Lord tiele,

To guide, sustain, and cherish is with her to the e

Though there be those who hate her, and falseisdres pale,

Against or foe or traitor she ever shall predil.

Secondly, one must consider the familiar passamga Matthew 28:18-20,

And Jesus came and said to them, “All authoritheaven and on earth has been

given to me. Go therefore and make disciples afailons, baptizing them in the

name of the Father and of the Son and of the HpigtSteaching them to

observe all that | have commanded you. And beHhad) with you always, to the

end of the age®®

Famously known as the “Great Commission,” hereslesminds his disciples that his
messianic work has secured for him all authoritgcéxdingly, there are no other
authorities, in heaven or on earth, which can thiver mission he gives to his disciples.
Consequently, the divine exhortation to evangeteeentire world is given. As
those who are sent out into the world, the dissiplie called to bear witness to the
kingdom that has come in Jesus Christ and to nhyliigmselves by making disciples
from among the people groups of the world. Bothatietent and the grammar of the
passage make clear that this disciple-making mgsidrinitarian and full-orbed,

characterized by the going, teaching, and baptigiok of the disciple®’ In addition,

255 Trinity Hymnal Revised Edition (Suwanee, GA: Great CommissidnliBations, 1990), #347.
2%% Matt. 28:18-20.
%7 The main verb is in the imperative: “make disciglélhe related verbs, “going,” “teaching,” and

“baptizing” are participles modifying this main emt and “characterize it". D. A. CarsoMatthew,The
Expositor’'s Bible Commentary (Grand Rapids: Zonder1995), 597.
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Jesus’ gracious presence attends their effortdidwples are assured that God’s
sovereign power attends the challenging purposebeiven to therff’

The missionary mandate that Jesus gives to tlogbis for the establishment of
the church receives further confirmation in the @gdesus gave to his disciples shortly
before his ascension, “But you will receive powdrew the Holy Spirit has come upon
you, and you will be my witnesses in Jerusalemiaradl Judea and Samaria, and to the
end of the earth®®® The entire book of Acts, then, becomes a testintorilge apostles’
fulfillment of this task. Beginning with Pentecositen Peter, John, and Philip’s early
efforts, Acts finally gives its fullest attentioa the Apostle Paul. Above all else, Paul
was a church planter in obedience to the Lord JEbuist?’® commissioned by the
church at Antiocl/* and in partnership with the other aposfi&s.

Church Planters as Ministry Leaders

Nevertheless, as Anglican Old Testament scholans@pher Wright,

insightfully notes, “It takes disciples to makedijdes...you [have] to live under the reign

28 syrely Murray overstates his case when he wrifegempts to derive a biblical basis for church
planting from the great commission are disadvarmtdmnethe fact that there is no explicit mentiorttof
church in the famous passage.” Murr@purch Planting 68—70.The author finds it self-evident that
fulfillment of this task, especially the injuncti@m Trinitarian baptism, requires the existenca of
formalized ecclesiastical body, most reasonablyetstdod as the one Jesus had already spoken to the
disciples about in Matthew 16. Therefore, it isirehy appropriate to find in the Great Commission
important rationale for the church planting mandate

269 Acts 1:8.
210 Acts 9:1-19; 22:6-16; 26:13-16; 1 Cor. 9:1; 153%(. 1:15-16.
211 Acts 13:1-3.

22 Gal. 2:1-9. Cf. “It is, however, not only as a nufrletters but perhaps even more as a man ofratftat
Paul has made his mark on world history.... Pad mat the only preacher of Christianity in the Glent
world of that day—there were some who preachead siympathy with him and others who did so in riyalr
to him—»but he outstripped all others as a pioneissionary and planter of churches, and nothing can
distract from his achievement as the Gentiles’ Hppsir excellencé F. F. Bruce Paul: Apostle of the
Heart Set Freg(Grand Rapids: Wm. B. Eerdmans Pub. Co., 1978519.7-8.
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of God if you [want] to go preach about the reidiGod.”?’® The Christ-mandated
mission of making disciples assumes broader regpbtiss for the church than are
required for the mere task of proclamation. In otlerds, the church must practice
additional tasks, ones that are essential to desciigaching their maturity, including
teaching, sacraments, regular worship, fellowshigb more.

Therefore, it is incumbent upon church plantergrtavide leadership for these
additional tasks that promote and sustain the ¢fsimission. Wright notes, “Jesus had
spent three years teaching his disciples what & be one. It involved practical and
down-to-earth lessons on life, attitudes, behavrast, forgiveness, love, generosity,
obedience to Jesus, and countercultural actionartbathers?”* God’s mission requires
pastors and planters who lead God’s people tdlfillfiWright notes that this accounts
for Paul’s great emphasis on gospel transformatmong the members of the churches
he planted, rather than on multiple exhortationsvangelize those outside the
churche<’ As Wrights explains, “Gospel witness had to floanfi gospel
transformation 2"

This demonstrates, from a biblical point of viglhat pastors and church planters
have incredibly complex responsibilities. The dsiteé church are manifold, and pastors
are called to lead their congregations in thelfaignt of those duties. Perhaps the

clearest passage, which highlights the broad sobfiee duties pastors have is Ephesians

273 Christopher J. H. Wrighfhe Mission of God’s People: A Biblical Theologytte# Church’s Mission
(Grand Rapids: Zondervan, 2010), 163.

2% |bid.

#5«This is not at all to suggest that Paul did nainivthem to do that; it is clear that Paul expebied
churches to be hubs of evangelistic witness.” Ibid.

7% |bid.
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3:11-12, “And he gave the apostles, the prophle¢sevangelists, the pastors and
teachers, to equip the saints for the work of nipjgor building up the body of
Christ.”?’” According to Paul, then, pastors are to equigcthech members so that the
broader mission of the church can be fulfilled.

Moreover, the character qualifications that Paulioes in 1 Timothy 3 and Titus
1 assume a leadership role for elders, whethergur teaching, and deacons.
Specifically, Paul writes, “If someone does notWrftow to manage his own household,
how will he care for God's churct?® The clear import of this reference is that pastors
have broad leadership responsibilities for the whkblrch, analogous to the
responsibility that parents have to care for themilies. Similarly, Jesus reminds his
followers that the authority they are to exertmiike that of the world and ought to
reflect his own pattern of servié€
Defining Character

Before further exploring the leadership responsied of pastors, it is worth
noting the attention Paul gives to the charactetstessential for those who serve. This
emphasis is specifically seen in Paul’s letter§itothy and Titus. Interestingly, Paul’s
emphasis on character traits is remarkably comgistih the insights gleaned from
organizational leadership theory. The point sedee cit is necessary that pastors and
planters possess key character traits deemed biahédi ministerial leadership. These
traits need to have been observed and testedioveby others in the context of

ministry. Not to devalue the importance of theiggtof the ministry leader, but character

2" Eph. 3:11-12.
281 Tim. 3:5.

279 Matt. 20:25-28.
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is more definitive of person’s sense of self trman individual’s charisma, charm, or
ministerial skill 2>

As stated earlier, systems theory suggests thalladvfferentiated ministry
leader will be better able to take challenging s¢grand remain non-anxious in the
emotionally heated context of the congregationdeeswhose character has already
been tested and proven consistent in the “heaatbieb will be better suited to the
challenges associated with leadership strugglesh #aders will be able to negotiate
strong disagreement by either remaining commitbetthé chosen course of action in the
face of intense opposition or by amicably changammpromising, or creating new
solutions out of principle and not out of a needdpproval.

Leadership practices, which are rooted in the mwstity of a person, are also
remarkably consistent with the scripture’s teachibgut love®* The Apostle Paul writes
to the Corinthians,

| speak in the tongues of men and of angels, beg hat love, | am a noisy gong

or a clanging cymbal. And if | have prophetic posyeand understand all

mysteries and all knowledge, and if | have allfago as to remove mountains,
but have not love, | am nothing. If | give awaylatlave, and if | deliver up my
body to be burned, but have not love, | gain n@ffA

Love is the supreme mark of a life shaped by tlesgmce and grace of Jesus

Christ. Elsewhere, Paul writes, “Therefore be ataits of God, as beloved children. And

#0This is another insight that finds confirmation amg@rganizational theorists. Larry Osborne observes
“A final lesson I've learned about guarding theggatthat character is always more important than
giftedness. Just as in sports, the best players @onchampionships; the best team does...Grelis sind
giftedness in what someone does can never coutdadeaa fatal flaw in who they are.” OsborBéicky
Teams59.

21 patrick Lencioni makes this exact point when hitesr “At its core, accountability is about havithg:
courage to confront someone about their deficienaie then to stand in the moment and deal with the
reaction, which may not be pleasant. It is a s&iflect, one rooted in a word that | don’t use ligint a
business book: love. To hold someone accountalitedare about them enough to risk having them élam
you for pointing out their deficiencies.” Lenciofihe Advantages7.

221 Cor. 13:1-3.
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walk in love, as Christ loved us and gave himsplfar us, a fragrant offering and
sacrifice to God*?® Here, he connects the calling to love others withprivilege of
being “beloved children” of the Lord. Only througlgospel-based identity that is
grounded in love will a pastor be able to reflée loving character of the one who gave
humanity the gospel. What is more, the passage fr@uarinthians 13 suggests that this
love, which is rooted in a gospel-based charaid¢ar more important to ministerial
effectiveness than are either giftedness or dewotio

Paul's comments reveal that a minister’'s charastegflective of their identity as
an image bearer united to Jesus Christ. Thus, atteetion must be given to the full
personhood of the church planter as ministry leadiéren any pastor aspires to make a
great impact, the pastor faces a great dangesofgavhat is most significant about their
personhood—their simple joy and privilege deriveahf being a disciple of Jesus. As
noted in the introduction, ministry challenges eande the ministry leader’s sense of
self. In his boolSensing Jesus: Life and Ministry as a Human Befiagk Eswine
comments,

| use the wordserelyhuman ananlylocal in order to differentiate [pastors]

from Jesus. Jesus is human, butmetely Jesus is local, but nonly..As

ministry leaders we endeavor to give our livesuahsa way that every neighbor

we minister to will know that we are not God. Ther@nt’s invitation to

celebrity, immediate gratification, and using peofd advance ourselves as if we

are God poisons the air. Jesus recovers our lurggekalt Jesus as Lord is to free

us to the derivative glory of belonging humanltm.?*

While there are many causes for this erosion,oftsn the case that ministry

leaders ignore the warning signs from their emaj@npart of their personhood that is

often neglected or ignored. Church planters argk#rs and doers, however, the notion

23 Eph. 5:1-2.

24 7ack EswineSensing Jesus: Life and Ministry as a Human Béitigeaton, IL: Crossway, 2012), 47.
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that they are emotional beings gets short shsfieeially among evangelical Christians.
For example, the well-known Evangelical Christiaader, Leighton Ford, reflects on his
ministerial training,
Emotions were discounted in much of the evangeleathing | heard growing
up. We were taught aboiacts, faith, and feelingsin that order. Faith was to
be based on the facts of the Christian messages@mtial emphasis, to be sure),
but we should not rely on feelings because theywereliable, secondary, and
untrustworthy.?8°
In The Emotionally Healthy ChurcPeter Scazzero suggests that this de-
emphasis on the emotions is rooted in an unbiblRialtonic dualism. Through the ages,
humanity has preserved the Platonic message thapiht is good and the body is bad.
Scazzero points out that along with this, “a subtéssage has filtered into our churches
that to be human, to be emotional, is somehow ksinfu at least less spirituaf®
Consequently, this led people to distinguish gjmtihealth from emotional health.
Scazzero adds,
Over time, this unbiblical paradigm led to an at# that regarded feelings and
emotions as being opposed to the Spirit (espeaalfyer, which became one of
the deadly seven sins, despite the “be angry andai and “be slow to anger”
teachings of Scripture). In the minds of many tqdag repression of feelings and

emotions has been elevated to status of Spiriirtarev Denying anger, ignoring

pain, skipping over depression, running from lamesis, avoiding confusing
doubts, and turning off our sexuality has become of spiritual life?®’

In the preface to Scazzero’s book, pastor and alkighton Ford, takes issue
with this; though feelings are “changeable, theyrast unimportant?®® If the emotions

are ignored or minimized, then so is a signifiaspect of someone’s humanity.

285 Quoted in Scazzer@he Emotionally Healthy Church: A Strategy for Mi¢eship That Actually
Changes Livesr-8.

26 |bid., 51-52.
27 bid., 52-53.

% bid., 8.
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Humanity includes emotion. Because people beaintage of God, a human’s emotional
life, like their physicality and capacities for and spirituality, must not be
overlooked.

Recognizing the complexity that characterizes hutpabDan Allender and
Tremper Longman write in their bookhe Cry of the SoufWe are nomachineghat
can be repaired through a series of steps—we kateoreal beings who are transformed
by the mystery of relationshig® Recognizing the inherent relationality of life, iah is
tied together with the emotionality it stirs, Longmand Allender refuse to shy away
from the important questions. Instead, recognitag the first chapter of the book of
Genesis teaches the inherent dignity and createdriesch person, which includes the
emotional life, the authors explore the biblicaladabout emotions and what they reveal.
They write that at humanity’s core, “Every emotitipugh horizontally provoked,
nevertheless reflects something about the veicaénsion: our relationship with God.
This book explores what our difficult emotionalugjgles say about our relationship with
GOduZQO

In the case of this effort being prejudiced, evemfamous theologian John
Calvin affirms the priority of self-understandinghich arises from an exploration of the
emotional life as revealed by the Psalter,

What various and resplendent riches are contaméus treasury, it were

difficult to find words to describe...| have beenw to call this book not

inappropriately, an anatomy of all parts of thelsfar there is not an emotion of
which any one can be conscious that is not hemesepted as in in a mirr6t*

29 pan B. Allender and Tremper Longmadhe Cry of the Soul: How Our Emotions Reveal Ougizst
Questions about GoColorado Springs, CO: NavPress, 1994), 13-14.

290 pid.

291 john CalvinCalvin’s Commentariesjol. IV (Grand Rapids: Baker Books, 1999), XXxvi->ui.
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Similarly, Allender and Longman write,

Emotions are the language of the soul. They a&empthat gives the heart a
voice. To understand our deepest and convictiwasnust learn to the cry of the
soul.

However, we often turn a deaf ear—through emotideaial, distortion, or
disengagement. We strain out anything disturbingrder to gain tenuous
control of our inner world. We are frightened asthamed of what leaks into our
consciousness. In neglecting our intense emotisesre false to ourselves and
lose a wonderful opportunity to know God. We fartj@t change comes through
brutal honesty and vulnerability before God. Onlydope to face with our
deepest ruling passions is the hope of redeemiégatitic of our inner world®?

Of course, taking a long hard look into the demthsne’s heart is painful. The
prophet Jeremiah knew this too, and he lamentéak fleart is more deceitful than all
else and is desperately sick; who can understaifditNevertheless, Allender and
Longman share, “[Emotions] vocalize the inner wogkof our souls and [so] are tainted

as any other portion of our personality....[it is]@ron that links our internal and

external worlds 2®*

This is precisely why Scazzero is so zealousise rthis issue for ministry
leaders. He warns:

What concerns me is that the many Christian lead®eet are emotionally
numb. They are not aware of anything that coulddked feelings or emotions.
When you ask them how they feel, they may usedim tI feel” but in actuality
they report only a statement of fact or a staternénthat they think. Their
emotions are in a deep freeze. Their body language of voice, and facial
expressions indicate that emotions are presenthbytare not aware enough to
even identify them. Even for those of us who ae“touchy-feely” types, we are
often unaware of the depths behind our emotfons.

292 Allender and Longmarihe Cry of the SouR5-26.
2% Jer. 17:9.
29 Allender and Longmarthe Cry of the Soul4, 20.

2% ScazzeroThe Emotionally Healthy Church4.



96

Scazzero recognizes that it is unfaithful to tHgibal data about humanity to neglect or
minimize the important insights to be gleaned byimpg attention to a person’s emotional
life.

What is more, the biblical data wonderfully confgithe empirical findings of
organizational leadership researchers who are mgphasizing the role of emotional
intelligence?®® When a ministry leader has a limited awarenesa {(ack of awareness)
of their emotional life, it does not mean their ¢imios are insignificant factors. Rather, it
means that emotions, including those which areelgngnored or about which one is
unaware, are free to exert influence, sometimekeeply destructive ways, over what is
being done in the name of Jesus Christ.

The casualties occurring due to ignorance abautdle of emotional health exist
among both ministry leaders and those that theyA&aMinistry leaders are increasingly
tired, discouraged, and overwhelmed by ministgmabksures. Because they are deeply
confused about what to do and they do not know tehemnsult, it is common for many
of these leaders to exit the ministry on accoumnofal failure or burn-out’®

Church members are equally perplexed. Not onlyheg fail to recognize the role
that emotions play in their own lives, but it is@lespecially difficult for them to
recognize the flawed humanity—including its emoéibaspects—of the one who is
charged with leading them. Ironically, this fuetstb disillusionment with ministry
leaders and the continual, yet unsatisfying, gteehd a more “perfect” ministry leader.

Given the common expectations for those in minjstrg often difficult for congregants

2% gee earlier discussion about emotional intelligenc
27 |n many ways, this is the basis for Scazzero's«wolhe Emotionally Healthy Church

298 See the above discussion noting the study perfbiigeHoge and Wenger.
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to grasp the humanity of those who lead them. A:\8uChapman and Guthrie explain,
“Ministry leaders collapse under the overwhelmimggsures to ignore their own needs
motivated by busyness, people-pleasing, the tyraftlye urgent and their own lack of
priority on personal growth?®®

For all of these reasons, ministry leaders muserstdnd how one’s emotional
world is tied to and reflective of the presenca afeeply rooted gospel maturity and
character.
Defining Leadership

Using the earlier distinction between technical adaptive challenges, pastors,
like most professionals, have responsibilities thaght be termed “technicalPastors
are expected to preach, plan, and lead regulaicesrof worship, provide expert biblical
and theological answers, pray publically and peisgttrain and oversee assisting
ministry leaders, counsel those grieving or inisyiguide those who are questioning, and
oversee the annual program of ministry, includimg finances of their congregation.
Indeed, as daunting as this list is, it fails taggr the entire scope of what the typical
pastor handles during their regular routine. Chuyaleimters must add many more tasks to
their list of typical duties. For example, churdargers must also be skilled at
networking among relationships, doing evangeliamgdtraising, and setting a vision for
a new congregation. As noted earlier, church ptantaust have a baseline competency
in such things in order to anticipate future effemtess.

When considering these ministerial leadership nesibdities, it is helpful to

understand them in terms of technical and adapeagership challenges. Virtually all of

299 Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about $wing and Thriving
34.
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the above tasks can be regarded as technical abpiies for pastors and church
planters. What is more, the typical seminary edanahat pastors receive is specifically
oriented to provide this kind of technical expeatislevertheless, the most challenging
situations that pastors and church planters fatem afo not correspond directly to any of
these ministerial responsibiliti€® Rather, pastors and church planters face leagershi
challenges that encompass personal criticism, icondisagreements about doctrine,
challenges regarding adopted ministry practiced,dasputes about how authority is
exercised.

Because these leadership challenges are adaptmaure and situated within
anxious ministry systems, they are particularlyiclilt for church planters and pastors to
experience. Even so, adaptive challenges and anxrnnistry systems are not foreign to
the Bible. It provides ample evidence of minisegdiers negotiating adaptive challenges
amidst anxious ministry systems. Consider how tvaorpnent ministry leaders, Jesus
and Paul, negotiate adaptive challenges in highkjoais circumstance$”

Jesus as Ministry Leader

Matthew records a discussion that the apostlesuthdlesus about their future
place in the coming kingdom,

Then the mother of the sons of Zebedee came upnteviih her sons, and
kneeling before him she asked him for somethingl Aa said to her, “What do
you want?” She said to him, “Say that these twessgirmine are to sit, one at
your right hand and one at your left, in your kingd” Jesus answered, “You do
not know what you are asking. Are you able to dtimk cup that | am to drink?”
They said to him, “We are able.” He said to thepu will drink my cup, but to

390 Cf. Dean R. Hoge and Jacqueline E. WenBastors in Transition: Why Clergy Leave Local Churc
Ministry, Gary L. HarbaughPastor as Persoand C. Welton Gaddy Soul under Siege: Surviving Clergy
Depression

301 |t might be helpful to further frame these minjseaders as also church planters, although eaah of
different classification.
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sit at my right hand and at my left is not mingytant, but it is for those for

whom it has been prepared by my Father.” And whertén heard it, they were

indignant at the two brothers. But Jesus callethtteehim and said, “You know
that the rulers of the Gentiles lord it over theimd their great ones exercise
authority over them. It shall not be so among y#ut. whoever would be great
among you must be your servant, and whoever woeiliit§t among you must be
your slave, even as the Son of Man came not tetwed but to serve, and to give
his life as a ransom for many’?

First of all, note that the mother of two of thenmprominent disciples, James
and John, who are also brothers, approaches Bseissks him to give a privileged
place to her two sons in the eschatological kingdb@od. It appears that James and
John must have come with their mother, because \reenty-two indicates that they are
part of the conversation. While it is impossibldudher describe the nature of the
privilege sought, suffice it to say that the disegobelieved the closer one was positioned
to Jesus, the more glory and privilege one woufgeeence. From a Christian
perspective, this reflects sinful self-seeking endontrary to Christ’s instruction about
putting others and the kingdom ahead of self.

Moreover, though their request was sinful and esg®d privately, their
transgression did not remain so. Immediately, thegr dynamics of this political
process can be seen. James, John, and their rhatreean interest or desire that they
want Jesus to grant. The anger of the remainingisaiples, upon discovering the
mother’s request, indicates they too shared inithéest. So, there exists a competing

interest. Notably, the ten are not upset at Jameslahn for what they had done for its

own sake, which would have been to take an etkieald. Rather, the passage indicates

302 Matt. 20:20-28.
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that they are upset because James and John hatigidbteompromised their own
interests’® they were jealous.

Added to this, the abundance of triangulation mrlationships further hints at
just how anxious the apostolic band’s ministry egshad become. Consider the two
major triangles that emerge: 1) Jesus, James dimj dod their mother; 2) Jesus, James
and John, and the remaining t8hSystems theory predicts, and this passage confirms
that whenever the anxiety level goes up, the gredatebe the temptation to triangulate
among system members as a way of negotiating tkietsin

It is important also to note the adaptive learrpngcess Jesus introduces for the
disciples. While it must have surprised the disgspUesus asserts that he had not been
delegated the authority to grant their reqi&stiis refusal to provide a quick or
satisfying solution for James and John could hanhg elevated the temperature in the
ministry system. Simultaneously though, this becomeowerful learning opportunity
for the disciples and perfectly illustrates theunatof an adaptive challenge.

Finally, it is important to consider how Jesus rieges this situation with his
disciples. Using the language of systems theorg,amuld say that Jesus practices a well-
differentiated ministry stance. In this, Jesus mles an example of how ministry leaders
can negotiate similar adaptive challenges. Note¢ desus refuses to be caught in either
of these emerging triangles, which immediately desnthe power dynamics in the

ministry system. He does this by highlighting ayiwasly unconsidered, but very

303 carsonMatthew, 432

3041t is impossible to speculate about the remainiamgle of James and John, their mother, and the
remaining ten, but it is not without significance.

305 Matt.20:23.
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important triangle, the one between him, his hebvEather, and the disciples. He
reserved his most important comments for all ofdiseiples at the same time, which
meant that he refused to take sides among theptisci

However, this was not the first example in thiscact of Jesus’ well-defined
leadership. Prior to this, he refused James anafslobquest to sit at his right and left.
Nevertheless, his refusal was delivered obliqusdythat he might preserve his
relationships with James and John. He first quehed about their own willingness to
suffer alongside him. Their enthusiastic respomesarky indicates they had still not
grasped the suffering character of Jesus’ minmteir future calling as his apostolic
witnesses. Still, Jesus did not address this. Heljnesfused their request by noting that
it was not his to grant. Surely, this must havenbggsetting to James and John. Yet,
they, and the remaining ten disciples, are abtedeive Jesus’ “no” in part due to the
way Jesus delivers it.

All of this underscores the need for well-definehistry leadership in the
process of negotiating adaptive challenges. Whiastis needed the approval of James
and John or their mother? What if he could not hdisappointed Peter, already the
leader of the apostolic band? If Jesus were urtalibke a well-defined stand and remain
calm, he would have been unable to lead effectiwetizis instance. Because he was able
to handle the situation appropriately, howevers thieraction proves a beautiful example
of ministerial leadership.

What is more, this passage helpfully frames howistriynleaders experience
triangles, power dynamics, anxious ministry systeamsl adaptive challenges. Ministry

leaders can find numerous biblical examples of wiferentiated, non-anxious
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presences and learn how to negotiate adaptiveetiygs to enhance their leadership
effectiveness.

Paul as Ministry Leader

Paul writes in his letter to the church at Philippi

| want you to know, brothers, that what has hapge¢aene has really served to
advance the gospel, so that it has become knowndhout the whole imperial
guard and to all the rest that my imprisonmenorsGhrist. And most of the
brothers, having become confident in the Lord byimgrisonment, are much
more bold to speak the word without fear. Someeaddareach Christ from envy
and rivalry, but others from good will. The lattiw it out of love, knowing that |
am put here for the defense of the gospel. Thedoproclaim Christ out of
rivalry, not sincerely but thinking to afflict ma my imprisonment. What then?
Only that in every way, whether in pretense oruth, Christ is proclaimed, and
in that | rejoice. Yes, and | will rejoice, for hkw that through your prayers and
the help of the Spirit of Jesus Christ this willtwut for my deliverance, as it is
my eager expectation and hope that | will not ballaashamed, but that with full
courage now as always Christ will be honored inbogly, whether by life or by
death. For to me to live is Christ, and to dieaghglf | am to live in the flesh, that
means fruitful labor for me. Yet which | shall ctsgol cannot tell. | am hard
pressed between the two. My desire is to deparbanalith Christ, for that is far
better. But to remain in the flesh is more necgssaryour account. Convinced of
this, | know that | will remain and continue witly all, for your progress and joy
in the faith®®°

The adaptive challenge presented here is straigdfd. The apostle is imprisoned in
Rome, and the members of one of his earlier chplaits are understandably concerned
both for him and for what his imprisonment meanstie Christian witnes¥’ Paul does
not hide the fact that his ministry may be aboutdme to an end, possibly through a
tragic martyrdom. Surely, this is an adaptive aadle for a ministry leader. He is the
ministry leader and founder of the church at Philipis life is in question, and he is
separated at a far distance from his congregatewertheless, he leads his young church

by maintaining a non-anxious, well-differentiatédree that refuses to allow any of the

306 phj|. 1:12-25.

307 Cf. Acts 28:16,30.
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competing power dynamics present in this situattosteal his joy or compromise his
confidence in the gospel going forth.

Multiple power dynamics are at work in the pass&get, there is the Roman
justice system, which has imprisoned him and hagptwer to take his life. Second,
there is the presence of competing ministers wipeapto have cast Paul’s
imprisonment in a negative light for the purposé¢hefir own selfish ambitiof’® Finally,
there is uncertainty and loss that the young cayadren at Philippi was experiencing as
they became increasingly anxious about the liféneir leader.

The dominant interest here is the value of Paifésd the young church.
Ironically, it is the perspective Paul himself giv® this question, demonstrated by his
own non-anxious stance, that enables the congoegttinavigate the adaptive challenge.
Consider how Paul reframes his imprisonment foahisious flock. First, he says that
it's a positive circumstance, not a negative one, tthe evangelistic opportunity it has
provided and how it has encouraged others in ha@dness to evangelize. Rather than
viewing the evangelistic situation through a rigithck-and-white lens, Paul is able to
apply the logic of the cross and recognize thaiubh limitation and loss come the
greatest of impacts. This demonstrates a creathaginative capacity, which is critical
for all forms of leadership.

Second, observe that Paul refuses to be trianglwetd those who were
maligning him and maliciously rejoicing in his inigwnment. Doubtless, due to their
own anxiety, they would have loved to tangle witlmland gain his attention. Yet, Paul

sees the absurdity in addressing these distradiioestly. As long as they provided

308 Ralph P. MartinThe Epistle of Paul to the Philippians: An Introtioa and CommentanRevised
(Grand Rapids: William B. Eerdmans Pub., 1987), 73.
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orthodox testimony about the gospel, Paul was aitggto be bothered. Instead of
needing to more directly engage them, Paul is denfithat Christ can use their
evangelical witness despite their selfish ambit®gain, the way that Paul does not feel
an emotional need to answer, address, or contektivho oppose him speaks
powerfully to a well-differentiated stance.

Finally, note that the threat of martyrdom to Palife is real; his life hangs in the
balance. As with all founding ministry leaders, evee thought of Paul’s passing creates
enormous anxiety for his constituents. While Pawanfident that he will remain with
them for their own edification in the faith, he riewfis them that his greater affections lay
not with them, but with the Lord. In verse twenkyde he writes, “My desire is to depart
and be with Christ, for that is far betté¥In this way, Paul mitigates his own
importance to their growth and development. Thie @irepares the Philippians to seek
their future growth and leadership from the Lorcedily, and from future ministry
leaders who are not yet identified. The fact trailis released from prison does not
erode this important act of leadership. By stathreg Paul’s heart and ministry are not
fused with the Philippian congregation, he freesthio be more preoccupied with the
Lord and his future leading.

In the preceding narratives, two ministry leaddesus and Paul, have been
considered. In both situations, an adaptive chgdlemas addressed. In Matthew’s
account, Jesus addressed the adaptive challermged &b competing interests among his
disciples. In the Philippian account, Paul negetiahe adaptive challenge related to his
potential death and the subsequent impact thatdparture would have on the church.

The requisite character for leadership is illugtlaby both Jesus and Paul. These

309 phjl. 1:23.



105

narratives also reveal and confirm the earliersmn about important capabilities that
are essential for negotiating ministry challenges.
Summary of Literature Review

From the preceding literature review, it can beateded that church planters
who remain as a congregation’s senior pastor suiesedo organization will face a
myriad of ministry challenges, many of which theyl ¥eel unprepared to navigate. This
is primarily due to the fact that the literatureamrch planting intentionally neglects
lengthy discussion on the longer transitional prmao a more organized church. The
gap in the church planting literature on this queshas catalyzed research in the
literature related to organizational leadershiptiiend systems thinking. The literature
review demonstrates that these two research as@smuch to contribute to the
leadership challenges facing pastors of newly fedntbngregations. Finally, the biblical
and theological discussion frames this entire ingas consistent with and reflective of
Jesus’ own mission for the church and his miniktaglers. What is more, the biblical
data provides compelling examples of the insightsrag from organizational leadership

theory and systems thinking.



Chapter Three
Methodology

The purpose of this study was to explore how Brtesian pastors negotiate
leadership challenges, which emerge subsequehé tiansition from church plant to
organized congregation. There are two assumptibtissostudy: (1) the season
subsequent to a church plant’s organization intBtesian churches can be challenging
to its new pastor, who typically served as the cegation’s church planter, and (2)
pastors who have undergone this transition havedeamportant strategies critical to
negotiating this season in a church'’s life throtlgtir own experiences. In order to
address this purpose, a general qualitative stusdyyproposed in order to examine how
Presbyterian pastors negotiate the leadershipectgib of this season of their ministry.

The research identified three main areas of ftlcatsare central to negotiating the
leadership challenges which arise during this gefidhese include the areas of church
planting, systems theory applied to power dynamfeangregations, and leadership
skills important for the negotiation of ministryallenges. To examine these areas more
closely, the following questions served as thendésl focus of the qualitative research:

1) What leadership challenges do Presbyterian pastoessubsequent to the

transition from church plant to organized congregét
2) How do pastors experience the personal impact these leadership
challenges?

a) Emotionally

106



107

b) Physically?

c) Behaviorally?

d) Cognitively?

3) How do pastors experience relationship impacts fiteese leadership
challenges?

a) In relation to their spouse?

b) In relation to their lay leaders?

c) In relation to their ministry staff?

4) How do pastors negotiate these challenges?

a) What ways of relating to yourself about which yoergevalready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

b) What ways of relating to others about which youenaready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

¢) What skills or practices about which you were algeaware or came
to learn about during the challenge proved helfgfuilegotiating the
challenge?

Design of the Study
Sharan B. Merriam, in her boGualitative Research: A Guide to Design and
Implementatiorexplains that the qualitative researcher is “i¢ézd in the understanding

the meaning people have constructed, that is, remplp make sense of their world and
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the experiences they have in the worlt.Merriam identifies four characteristics as “key
to understanding the nature of qualitative resedhghfocus is on process,
understanding, and meaning; the researcher isrtmany instrument of data collection
and analysis; the process is inductive; and thdumis richly descriptive*! The most
common form of qualitative research is the casdystMerriam defines a case study as
“an in-depth description and analysis of a bounsiediem.?'? The boundedness of the
system specifies “the unit of analysis, not theaap investigation.®** Merriam further
delineates the advantages of qualitative case sasharch as being “particularistic,
descriptive and heuristi¢**

Even though this study involves pastors of sewdifedrent churches within the
same denomination, the boundary of the Presbyt&iamch in America (PCA) is not
small enough to consider this a case study. Nesledh, the research stance governing
gualitative analysis and essential to case studieguthe approach. For this reason,
semi-structured interviews were conducted as tmegy source of data gathering. The
qualitative research method provided for the discpwf specific, richly descriptive data
from participants’ perspectives in the narrow pheana of leading newly organized
churches. Merriam notes that the qualitative researethod also provides the reader the

opportunity to “[discover] new meaning, extend thader’s experience, or confirm what

319 gharan B. MerrianQualitative Research: A Guide to Design and Impletaigon (San Francisco:
Jossey-Bass, 2009), 13.

3 bid., 14.
312 1hid., 40.
33 bid., 41.

31%1bid., 43.



109

is known.”®™ This study method minimized variables for thisliepth research because
all of the participants were pastors in the Prestigmhn Church in America and shared the
same institutional structure and cultural milieecBuse the variables involved in the data
analysis were more focused, the study providedwesfor enhanced exploration of the
intricacies of the leadership challenges experigrgethe participants. Thus, the study
enabled the researcher to gain a more complete@nmsider’s perspective of those
involved in leading newly organized churches infnesbyterian Church in Ameri¢&
Participant Sample Selection

This research required participants who were sth®mmunicate in depth about
their experience of the challenges involved in ieg@ newly organized congregation in
the Presbyterian Church in America during its firg¢ years subsequent to organization.
Therefore, the purposeful study sample consistedsalection of pastors who had
planted churches in the Presbyterian Church in Azdagwere called to serve as the first
pastor in the newly organized congregation, ancareed in that role for at least five
years. The requirement that the church planter imaxgt remained in the role for at least
five years subsequent to organization was duegtdettt that Presbyterian churches are
often organized within two to three years of laungha worship service. During the
additional five years after the congregation’s orgation, pastors must negotiate a new
organizational structure and power dynamic, whech very different experience from
the initial church plant. Moreover, during thisigddication phase, pastors often

experience new leadership challenges. In sumnmiagygaal of the research was to secure

315 bid., 44.

318 |bid., 14.
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information-rich data about their experiences afllership challenges subsequent to their
congregation’s organizatiot’

The study was conducted through personal intevigith six pastors in the
Presbyterian Church in America. They all were iegito participate via an introductory
letter, which was followed by a personal phone. @dllexpressed interest and gave
written informed consent to participate in the esh. Each participant was asked to
complete a one page demographic questionnairedbtferinterview. The questionnaire
asked for information concerning the selectiorecid It also requested information that
was of particular interest in this study. Posspdeticipant variables of interest included
marital status, number of children, location of toegregation, congregation size,
whether they were still the pastor of the congregatand when they transitioned (if they
were not still the pastor of their planted congtegm)

Research Subjects

Information about the research subjects and #iiations in ministry is provided
here. Pseudonyms have been assigned and the sgeafraphical location of their
congregation has not been identified. They aredisiccording to the size of their
congregation.

Stephen

Stephen is married and has three children. Hsé&a®d his congregation for nine
years —four years as its planting pastor and feary as its senior pastor. Stephen’s
congregation is located in a suburban community wiajor metropolitan area in the
southwestern United States. Currently, the chusdomprised of approximately 170

members. During the time of the ministry challengjeared, Stephen was a solo pastor,

317 bid., 77.
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and two ruling elders served on the session. Ctiyrehe congregation has three active
ruling elders on the session and one inactive gudlder who remains a member of the
congregation.
Robert

Robert is married and has four children. He hageskhis congregation for eight
years — one year as its planting pastor and sexvé@n senior pastor. Robert’s
congregation is located in a medium sized city soathern state. At the time of the
interview, the church consisted of approximatelQ Ztembers. Serving alongside of
Robert are one additional pastor on staff and &ative ruling elders on the session. Four
inactive ruling elders remain members of the cogatien.
Greg

Greg is married with four children. He has serkiedcongregation for sixteen
years — one and a half years as its planting pasibfor the remaining time as its senior
pastor. Greg’s congregation is located in a mediir@d city in the southwest. Currently,
the congregation consists of about 350 membersn®tine time of the ministry
challenges shared, one additional staff membeesddahe congregation. Currently, there
are eight active ruling elders on the session ardifiactive ruling elders who remain
members of the church.
Jason

Jason is married with four children. He has sehisdcongregation for twelve
years — two years as its planting pastor and tets agnior pastor. Jason’s congregation
is centrally located in a large city in the soutktvd he current membership of Jason’s

congregation is slightly more than six hundred peophe church staff is comprised of
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multiple pastors and paid ministry leaders. Culyemiiere are six active ruling elders on
the session and four inactive ruling elders whoaiermembers of the church.
Kevin

Kevin is married with two children. He has seresl congregation for eleven
years — two years as its planting pastor and rsritssaenior pastor. Kevin’s congregation
is located in the densely populated center of dribeolargest cities in the mid-Atlantic
region of the United States. Among the researclests) Kevin's congregation is the
only multisite congregation and is comprised ofgls®ven hundred members, existing
in multiple locations. The site location relevamthe ministry challenges shared was
both the original location and the largest, congatief about four hundred members. In
Kevin's congregation there are multiple pastors paid ministry leaders. At the time of
the interview, there were ten active ruling eldemghe session and nine inactive ruling
elders who remain members of the church.
Mark

Mark is married with three children. He has serkisdcongregation for thirteen
years — one year as planting pastor and twelverasrspastor. Mark’s congregation is
centrally located in a large metropolitan areghim $southwestern region of the United
States. At the time of the interviews, Mark was dihéy participant who no longer
remained as the senior leaders of his congregdigmguse he transitioned to another
ministry role. During the time of Mark’s tenure sérvice, the congregation consisted of
about twelve hundred members and had multiple pasatod multiple paid ministry

leaders. At the time of Mark’s tenure, there wenarfeen active ruling elders serving on
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the session and there were eight to ten inactivegrelders who remained members of
the congregation.
Data Collection

This study utilized semi-structured interviewstas primary tool for data
gathering. The open-ended nature of the intervieastions facilitates the ability to build
upon participant responses to complex issues iaraocdexplore them more
thoroughly®'® Audio recordings were made during each intervied later used to create
transcripts for data analysis. These methods eddhé&researcher to look for common
themes, patterns, concerns, and contrasting viemssithe variation of participants.

Initial interview protocol questions and categone=re derived from the literature
and the personal experiences of the researchentdtbe thick, rich detail provided in
the first interviews, these questions evolved adoine explanations and descriptions that
emerged from doing the constant comparison workiduhe interview process. Coding
and categorizing the data while continuing the pssoof interviewing also allowed for
the emergence of new sources of d4ta.

Six pastors were interviewed in person for one@methalf hours each. These
interviews took place in a relaxed and unhurriegtext that was convenient for the
participants. Each participant was advised of impase and use of the research
according to the policies of the Doctor of MinisByogram at Covenant Theological
Seminary. Each participant also signed a consent.fBach interview was recorded

using a digital voice recorder. Due to scheduliogflicts, travel, and the geographical

318 bid., 90.
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separation of research participants, it took tineaths for the researcher to complete the
data gathering phase.
Data Analysis
As soon as possible after each interview, an adimative assistant of the
researcher transcribed the interviews. The intersi@ere then printed and the hardcopy
studied by the researcher using the constant catypamethod, which routinely
analyzes the data throughout the interview procHsis. method provided for the ongoing
revision, clarification, and evaluation of the riéant data categorie’
The interview protocol contained the following gtiens.
1) I want to talk to you about significant leadersbifallenges subsequent to
transitioning from church plant to organized comgteon. Can you tell
me about a significant leadership challenge yoadadter undergoing
that transition?
a) Who, other than yourself, was involved in the ctradle?
b) What were you, and the others involved, seekingdptor
accomplish?
c) Did the others involved have the same goals/inter@syou? If
not, what were they?
d) Did you have goals/interests that some, or althefothers didn't
share? Is so, what were they?
e) How did you respond? What did you do?

2) How did you seek to lead in the midst of this ctradje?

3211bid., 30-1, 175, 193, 199.
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a) Did you change anything about yourself in ordemégotiate the
challenge?

b) Did you goals change or were they modified durimg¢hallenge?
In what ways?

c) Did you learn anything or gain any insights thaivad important
to you?

d) How did you view of leadership change while undargahis
leadership challenge?

3) In what ways was this experience challenging fardo

4) What impact did it have on you?

5) What about other relationships? How were your i@hahips affected as a
result of this leadership challenge?

a) To your wife?
b) To your ministry staff?
c) To your lay leaders?

6) Of all the things that happened, what are sombefhings that changed
the most in your leadership as a pastor/churchi@aiwhat happened to
you as a leader? Tell me about that? How do yoktyour elders saw
that? What about your wife?

Researcher Position
This section reveals potential biases that magcathe researcher. First, the
researcher has planted a church in the Presbyt€harch in America, and he has

continued to serve as the senior pastor of thecbhie planted for several years



116

subsequent to its organization. This affords tiseaecher a critical, insider perspective
on the process of church planting generally antherspecific policies, procedures, and
organizational structures related to forming a e¢eggtion in the Presbyterian Church in
America.

Second, the researcher believes that church ptaaterunprepared and unaware
of the leadership challenges which often occurmewaly formed congregation
subsequent to its organization in the PresbyteZiamrch in America. This opinion is
based upon both the personal experiences of teane®er in planting a Presbyterian
congregation and upon the personal experiencesthat Presbyterian church planters
have shared anecdotally with the researcher.

For these reasons, it is important to acknowleétgethe researcher is
sympathetic to the challenges experienced by pastgotiating this season in a
congregation’s life. The researcher believes thaastors better understood the power
dynamics at work in newly organized congregatidmeugh the lens of systems theory,
recognized the relevance of emotional intelligefacainderstanding oneself and others,
and gained leadership insights and skills importanbegotiating leadership challenges
common to newly organized congregations, it woultthpte the sustainability of their
pastorates and increase the overall effectiverfessngregations.

The perspective of the researcher, then, is borofaine researcher’s personal
experiences and ongoing learning process. Agamjdidue to the researcher having
remained for several years as the senior leadiweathurch the researcher planted and
having the researcher’s opinions formed throughtgotiation of leadership challenges

personally experienced in the newly organized cegafion. In conclusion, it is believed
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by the researcher that these personal experiendetha description of his learning
process impacts the research positively.
Study Limitations

As stated in the previous section, pastors ind@red for this study were limited
to those serving in the Presbyterian Church in AcaelConsequently, this study is
limited by its focus on how one denomination preesichurch planting. The PCA has
very specific policies and procedures related ¢odiganization of its congregations and
how power is shared in the leadership of a congi@ya/Nhile it is reasonable to assume
that this study’s conclusions would be applicablether Presbyterian denominations
following similar policies and governance structyné must be acknowledged that the
principles learned here may not equally apply toyales of church plants.

Second, the PCA denomination does not ordain woimteerefore, all of the
research subjects were male. This study does msid®r how a female member of the
clergy would negotiate the leadership challengéseguent to organizing a
congregation. However, it is reasonable to congiarmany of the principles would be
transferable to female clergy serving in a Presigecontext.

Third, every participant was a pastor servindhm Wnited States of America.
This study does not consider how the cultural fiecko the United States influence power
dynamics and how they relate to Presbyterian gawerm structures. While it is
reasonable to assume that many of the principleddiuze transferable to Presbyterian
denominations in other cultural settings, it wobimportant test those conclusions in

each cultural context.
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Some of the study’s findings may be generalizeather similar newly organized
Presbyterian churches in North America. Readersddesore to generalize some of the
particular aspects of these conclusions shouldhiese aspects in their particular
context. As with all qualitative studies, the reedbear the responsibility to determine
what can be appropriately applied to their situatio

Summary

In this chapter, the study methodology was deedriff his research took the form
of a general qualitative research study. Interngeljects were pre-screened using the
researcher’s relational network, among other gragse After participant selection was
complete, semi-structured interviews were conduatetitranscripts were produced from
the audio recordings of the interviews. The traipgemwere studied using the constant
comparative method. The analysis is structuredrdaog to the research questions in
chapter one. Common challenges and responses we and effective strategies for
negotiating these challenges were identified. Thesghts became part of the
description for how pastors of newly organized Byesrian churches can best negotiate

the challenges leadership subsequent to the ogaomzof a church.



Chapter Four
Findings
The purpose of this study was to explore how Presiayn pastors negotiate the
leadership challenges which emerge subsequeng tiwahsition from church plant to
organized congregation. Interviews were conductia six research subjects meeting
the criteria outlined in chapter three. These ingws are compared and discussed in this
chapter in order to address the following resegrastions:
1) What leadership challenges do Presbyterian paistoessubsequent to the
transition from church plant to organized congregyét
2) How do pastors experience the personal impact thase leadership
challenges?
a) Emotionally?
b) Physically?
c) Behaviorally?
d) Cognitively?
3) How do pastors experience relationship impacts fiteese leadership
challenges?
a) In relation to their spouse?
b) In relation to their lay leaders?
c) In relation to their ministry staff?

4) How do pastors negotiate these challenges?

119
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a) What ways of relating to yourself about which yoerevalready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

b) What ways of relating to others about which youenaready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

¢) What skills or practices about which you were ageaware or came
to learn about during the challenge proved helfgfuilegotiating the
challenge?

Leadership Challenges Pastors Face Subsequent toganization

The first research question focuses on the lehgechallenges pastors face
subsequent to the organization of the church theyted. Several interview questions
provided research participants the opportunityemtify and describe the leadership
challenges they faced. These challenges can bgoteted in three ways: objections
about church’s vision or ministry practice, perdamaicisms, and how decision-making
authority is shared between the session and thergsastor.

Objections to the Church’s Vision or Ministry Priet

Two of the research participants, Jason and Keyiecifically identified
challenges related to church members objectingnmesaspect of the church’s vision or
ministry practice. Jason’s leadership challengganging ministry vision and practice
arose approximately one year following the churamntgnization, and according to
Jason, “showed up in [a network of related] perBtes for a number of years.” It

began, however, with two families, who “expressaahs frustration about some of the
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directions the church was heading related to ission and worship.” In their words,
they felt that the church was too “oriented to heag out,” and the term, “seeker-
sensitive,” which was used by the church then “avaggative term for them.” These
families wanted the church to focus more on “teaglsod’s commandments” and
suggested that the church was “emphasizing graceteh.”

According to Jason, his response to these two i@snilpset them because he
indicated that things would not change in relatothe direction and values of the
church. Consequently, these two families begarudsons with members of the session.
After those discussions began, Jason noticeditbagh the elders did not share the
opinions of these two families, “They were havingdifficult time letting them go.” In
fact, Jason said, “They were upset with me for sgtigg that maybe they need to
transition out of our church.” With this, the leaslgip challenge shifted and became one
of personal criticism, which will be discussed lvelo

In Kevin's situation, shortly after the church’gganization and during a season of
rapid growth, the leadership sought to “localize define the ministry of our churcfi%

In order to do this, the session made the decisidrave “all community groups and all
official church ministry events happen within tleefitral district of the city].” According
to Kevin, this decision was made with the full sagpf the session and ministry staff
and only occurred after “a series of months, létsiking, lots of praying, [and] lots of
thinking about vision.” Kevin and the session raadi that unless the church focused on
reaching the immediate area surrounding their @a#r location, which was not

currently being reached by the PCA, the demogra#alities of the wider metropolitan

322 Kevin states that “six months into [the churchnglave had three hundred people.”
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area would unduly shape their ministry directiéhi-or example, Kevin states, “It would
just be a matter of time before people are askiadarplant a church in [a neighboring
community, not part of their ministry focus.]”

This surfaced as a leadership challenge because tbmmunity groups at that
time were currently meeting outside the centraridisof the city and would have to be
either discontinued or relocated to comply with plodicy. To inform these groups, the
session chose to write a paper outlining its pmsiéind to share this paper with the
groups by sending the assistant pastor and a reldeg to visit each group. Immediately,
two criticisms were levied against the decisiomst-ito the opposing groups, it smacked
of, what he termed, “city-righteous.” The decistorflocalize” into the city made those
who were living and meeting outside the city féle I'they were second class citizens
[and that the session was] making moral judgmewptishem.” The idea here was that
this decision made it appear as though it wastapity more mature to focus on ministry
in the city as opposed to the outlying suburbanroomities.

Second, the opposing groups said plainly, “Thissddanake any sense.
Geographical lines are arbitrary.” In other wonakgking this decision would needlessly
inconvenience those living in areas geographiadiiyant from the city’s central district,
and they did not believe this component of the chigr‘vision” was this important. For
one of these groups, the decision was particufaigful, and Kevin described the
situation as becoming “toxic.” He states that tinsup “didn’t trust or want to trust” the

session, and they did not “like the idea of theléahip leading with vision.” According

323 Kevin noted that there were numerous PCA congiegmavailable to those living in the outlying
suburban communities, but at the time of the chgketheir congregation was the only PCA churclnén t
central corridor of the city.



123

to Kevin, this group did not feel that the sessi@s “sensitive enough to the relational
factors and life factors” at work among these gsoup
Personal Criticisms

Importantly, all of the research participants higjted negotiating the criticisms
of church members, staff members, and/or rulingrslés a leadership challenge. Some
of the criticisms intersected with the objectiobsat ministry direction and practice
noted above, and the discussion about how decragking authority is shared below.
What is more, these criticisms often occurred siamdously with the experience of these
additional challenges. Still, others arose indepetig. Regardless of how they surfaced,
their common focus was criticism of the senior pastriticisms of the senior pastor
were experienced as a ministry challenge espedsli$tephen, Robert, Mark, and Jason.
In the case of Jason, the criticisms were dirgetigted to the objections about ministry
vision and practice that have been previously noted

Stephen recounts how he first experienced aiticiAbout “a year and a half
after [the church] particularized,” a dozen adukpresenting six families of “two to
three kids each,” left the church. At the time, thembership was right at one hundred
members, so this represented more than ten pestdreg membership, and the loss “was
significant.” Stephen describes the reasons far teparture as rooted in personal
criticisms of him and his leadership. Several fasi'had gotten crossways with me.”
They were “critical of my preaching; my preachingsm’t good enough. It wasn’'t deep
enough. ...They also got activated because | sipddgainst] some immorality
happening with one individual | confronted.” Steplstates that in addition to criticizing

his preaching, they “disrespected my calling, mghatity in the church.” In fact,
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Stephen recalled that they tried to “recruit ogheople to leave the church with them.
[They were planning] one Sunday where they all Wddahd of leave at the same time.”
The criticism that Robert experienced arose conegra discussion about

whether to hire a youth worker and whether an oethior non-ordained staff person
would best fit that role. According to Robert, gession chose to hire an ordained pastor.
Yet, given financial constraints, acting on thatid®n had to be deferred another year
until funds came available. As a result, a rulitdeewith children in the youth program
was given “the responsibility to spearhead the pdtuag of parents” to help with the
youth ministry.

“Increasingly,” Robert recalled, “he was not engagethe process” of managing
the responsibilities of the youth ministry. Thissasurprising to Robert because “he was
the one who actually brought the recommendationweshire an ordained person.”
Robert remembers calling this elder frequentlyiteak on him. Finally, he asked him,
“Hey, what’s going on?” To question the elder resged, “I'd like to resign from the
session.” Robert responded to this suggestion kipgsvhether he and “one of the
[other] elders come over and talk” with him and Wwige. At this meeting, “a list of
grievances for decisions that had been made byession” was given. In particular,
Robert remembers, that the wife was “pretty ag@resa her criticism of us and our
decisions.” In fact, “the wife was critical of tldecision we made to defer hiring a youth
work,” even though it was her husband who had sstggedeferring the decision.

At first glance, this situation appears to be aistig conflict with the session.
However, Robert shared further about how the csitic were actually focused on him.

In reality, he says, the wife was “blaming him,ttlee session, for the problems. Proof
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of this was revealed later through a ladies’ gatigeof church members in the home of
the pastor. Robert’s wife said that this woman allly shared with the ladies of the
church that she felt that Robert’s expectationsvieo “high” and that he was too
“demanding” for ruling elders, and that these cistins were underneath everything.
According to Robert, following this incident, thelationship between the elder’s family
and the pastor’s family, which was highly valueddogh Robert and the ruling elder,
was never the same. Though they remained in thelehthe closeness was never
regained.

Closely connected to these criticisms were othiécisms raised by a departing
assistant pastor. The elders had arranged fodéparting pastor to meet with them and
Robert. According to Robert, he had thought thigting would be something of an “exit
interview.” It became clear later, however, tha fession and the departing pastor had
orchestrated this meeting as an “opportunity tdaigrievances against” Robert.

The criticism that Mark received occurred rougtiyp and a half years after the
church particularized. According to him, “it coided with our biggest growth spurt...the
biggest growth spurt we ever had” in his entirauterthere. This growth in membership
also spurred the growth of the ministry staff. &rtpcular, Mark hired a “[senior staff
director] to whom other [staffl members reported.”

This was a significant change for one staff menWtes had served with Mark as
his staff person from the very beginning of therchuln a short span of time, this long
term relationship and way of functioning transigdn\Whereas in the beginning their
relationship had almost been, according to Markotheer-sister” like, it was now very

different. “She began to feel out of the loop...emout of my loop.” Joined to this were



126

some decisions that she made, which did not pleask. This proved very difficult for
the staff person, who was increasingly feeling \aéisgant from Mark. Ultimately, one
day she came to Mark and said, “I can’t work wituyanymore. I’'m leaving.”

This, in Mark’s words, “led to a domino effect,eatership implosion, where
there were then several elders that were closelgaexied to the ‘staff worker’ that
presumed that [Mark] had committed injustices ardted her unfairly.” At the same
time, a member of the original core group and a berof the first group of elders
“started going around and interviewing other staffmbers, behind [Mark’s back,] to ask
if there were issues that were similar. He wasilogkor a pattern.” Mark recalled that
this elder “felt like this was his fiduciary ressalility” to investigate these matters.

Added to this, Mark received a phone call in whiehwas told that he needed to
be at a meeting that night. When he arrived, thigeegession was already there. Mark
described it as “an intervention... [during whithé¢y were calling him to task.”
Particularly difficult for Mark was the fact thahe of the leaders at this meeting, a
lawyer by vocation, had always been very “affirnfiagd “kind” to him. Suddenly
though, “it was like | was before a court of landdre was the prosecuting attorney....He
gave his case against me, and then the next gdythan next guy went.” This all lasted
for “thirty to forty-five minutes” and focused on‘Btany of things,” but primarily
concerned with what was “deemed to be a heavy ltardrocratic leadership style.”

It has already been noted that Jason’s situaggar as an objection to church
vision and certain ministry practices. However, wit@s discussion was taken up by the
session, it changed direction somewhat and becaone fmcused on and critical of

Jason, the pastor. As he recalls, these criticisars experienced for “over six” years,
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because they migrated to other, interrelated pafdms. Essentially, Jason recalls,
because these members did not receive the resgiesdesired, “They began to attack
me and my character. They began to say lots ofjthébout me—that | was a steam
roller, that there was no real dialogue about thectdon of the church, and that | was the
one making all of decisions.” According to Jastis tvas when the criticism of the
elders as “yes men” first emerged. Jason saidhleaspecific criticisms by these two
families lasted for about “eighteen months,” aftdrich they departed the church.

Jason also shared the specifics of their departimehe case of one of the
families, it culminated in a “four to six page kttsingle spaced, small font, [containing]
a catalogue of all [Jason’s] errors and all ofwlays that [he] had wounded them.”
According to Jason, “Once the letter was preseitelt] demand a response.” In an
effort to guide the session, Jason “asked oneisf fhentors [to advise] the session” and
to encourage their support. Even then, it came doven“split vote,” which resulted in
the session asking the family to cease their @itis. Still, after this family departed the
church, Jason recounts that this family solicitgzhstor of another PCA congregation in
a neighboring city “to basically in a soft way istigate if there were any inappropriate
behaviors that had been” committed. Jason did migletthis pastor, who ended up not
exploring the matter further.

In the case of the second departing family, theg &olicited a lay ministry
leader from another church.” According to Jasois, person from the other church
“wanted a meeting with me and some elders wheeed#éparting member’s] grievances
against me [could be aired out]...in front of thieev elders, besmirching me and my

character to me and the other elders.” This meetisg occurred, and gave one more
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opportunity for these criticisms to be voiced. Aistpoint Jason felt that these criticisms
had finally ended. Yet, six months later, he shadhad “one of my ruling elders who was
also my clerk of the session, began to exhibit sbefevior that was concerning to me.”
Jason said that he noticed this elder had “stopgdkohg freely to me, and he stopped
speaking in our session meetings.” When approabiiedson to find out whether there
was a problem, Jason recalls, “He then told mehibdahought | probably wasn't the best
person to continue as pastor of our church.” Iistimgly, this ruling elder was echoing
the earlier criticisms that Jason was a “steaneroland an unhealthy leader for [the]
church.”

About a year and a half later, two more of thgioal ruling elders, together with
their wives, arranged for a meeting with Jason.odding to Jason, this meeting had two
purposes. One was related to fund-raising for asgua building for the church. The
other was so that they could share some concethsJason. According to Jason, one of
these men was “his closest friend” in the churchth& meeting, Jason said, they “laid
into me with all their criticisms.” Jason recouttiat they were raising questions, “Are
we missional?” There was a little “different flavjoo their criticisms], but still just attack
and directed at me...like fix it.” At that poingsbn said he realized that “they had been
talking for months about their dissatisfactionsiterestingly, this discussion, which
began with criticisms made by the ruling elder #r&ltwo other ruling elders, actually
became a distinct ministry challenge—that of howislen-making authority will be

shared between the senior pastor and the sessioich-whl be outlined below.
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How Decision-Making Authority is Shared

While objections about church vision or ministragtice and personal criticisms
were a part of the story Greg shared, the minigtgtlenges he faced were more squarely
related to how decision-making authority would bared between the senior pastor and
the new session. According to Greg, the conflichinadl the way back to how the church
began. Greg states, “| wanted to be a church thatakout gospel growth in people. |
wanted to be reaching people with the gospel aodigg people in the gospel, so that
there were no false dichotomies between reachmgiieliever and reaching the
believer.” According to Greg, most of his “firsders” and a small group of “five
families” were not committed to this direction. Blates that they “wanted a pulpiteer;”
they wanted “a nice Reformed, Calvinistic churgist.a small, nice family church.”

While this first appears to be strictly an objentabout the ministry vision,
according to Greg, the main issue was that theyeuddfall decision making [to come
from] the session, and they wanted me to be pashatever they were thinking.” In
Greg’s words, “Anyone who knows me knows that’'sereyonna fly.” Greg saw himself
as the leader of a “mission” and the caster otthech’s vision. He describes this as
being the “primary leader among leaders, [havindiséinct [role] though it's not
separate.” In contrast, the church’s new elderg&ehto retain decision-making authority
about the church’s vision and direction and onlizdgate preaching and teaching to Greg.
According to Greg, “Their interpretation of [my eplwould be that | want to be the

Pope.®#

324 Greg's story illustrates well how personal criitis, objections about ministry vision and practind
power sharing are ministry challenges experiengegastors of newly organized churches simultangousl
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This ministry challenge regarding decision-makintharity reached a critical
point in relation to the other ministry staff pemsserving alongside Greg. Greg states that
“some elders...came to me and said that they wdtitedtaff person] to go.” This staff
person was not an ordained minister, but accortdirgreg, the elders thought he “was
acting more like a pastor [because] he pusheswahkhem.” Greg resisted this
direction because the staff person “was on boaiti the vision and direction of the
church. Greg shared one conversation that cleavigaled these competing perspectives
about vision and decision-making authority.

| had one elder pull me aside when we moved ifite ftew] building. He said to

me, “Look at this, you know, what do you think, Grevhat do you think is going

to happen now...Why don’t we dream a little bitidy I'm like, “Okay. I'm

good with that. | love to dream.” And then, at el of the conversation, he said,

“Rumor has it [the staff member] has your ear nibes we do.”

According to Greg, that “was the beginning of tine éor [the staff member].” The
session then held an illegitimate meeting of tlesie® without Greg, who according to
Presbyterian government, as the senior pastdigisibderator of the session, and unless
special circumstances warrant must be present sesgion meetings> The purpose of
this meeting was to fire the staff person, whiatytdid.

Interestingly, the leadership challenge that Jasgerienced migrated yet again.
Jason first experienced the challenge relatedeliuirch’s vision. It then moved to
personal criticism. As the challenge continuedritold (some three years later), the
ministry challenge focused on how decision-makiatharity would be practiced by the
session and the senior pastor. At this time, orthefuling elders, who also served as his

clerk of the session, was no longer confident soda leadership of the church.

According to Jason, “He had a very different vidvgovernance. He wanted the session

322 The Book of Church Order of the Presbyterian ChuincAmerica 12-1, 2, 3.
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to manage all of the details of the church, andrilg wanted me to have responsibility
for a very limited area of activity in the churchasically Sunday morning and Christian
education.” The elders “would have other respotisés, but there [should] be no
integration” of them.

In order to bring resolution to this dispute, Japooposed two things to the
session. First, they should define the role ofsi@ior pastor so that everyone could
agree about what those responsibilities were. Skdbry should adopt a system for the
nomination and rotation of officers. Both of theseasures were adopted by the session.
Not surprisingly, after the adoption of the rotatjmolicy, this elder chose to rotate off the
session and subsequently left the membership aftthech.

The challenges Jason faced were still not finisfhiédee years following the
incident of personal criticism (year seven of thgang conflict) noted above—the one
in which two elders and their wives criticized Jasdeadership—one of these elders
became part of a group that sought to undo theesffiomination and rotation process
that the session had been adopted four yearsraarhesponse to the debate about
church governance. In fact, Jason said that tder elvhile serving on the session, had
“voted for the rotation that we adopted, and nog/[was] part of a group trying to undo
that rotation.”

According to Jason, the reason for the dispute thighsession involved the
guestion of who held the decision-making authodtythis point, there were three
original elders in the church who were inactivejckimeans they were not currently
serving on the session. Some of them felt thattineent session was “simply doing

whatever Jason” told them to do, that “they wergyen.” Simultaneously, there was a
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second generation of elders that Jason had raps#tbugh the rotation policy and who
were now serving on the session. According to Jakermain elder who was resisting
the nomination and rotation policy was not activeyving on the session at that time.
What is more, the current session was not comflertalith him returning to service
because of his adversarial stance.

The specific occasion in which this dispute aross e session’s rejection of a
candidate for the officer of elder — a person whua®e had been submitted for
consideration by another member of the congregaliba session did not act upon this
recommendation because this member had not falfdétain requirements related to the
nomination policy, requirements which had beenrtjeammunicated to the
congregation. According to Jason, the decisiomefsession not to consider the
recommended member for the office of ruling el@er him file a complaint against the
sessior?® Nevertheless, though this member filed the compldason observed that it
was the inactive ruling elder who was now in opposito the officer nomination and
rotation policy that was “inciting all of the antagsm related to the nomination process”
behind the scenes. Again, this was something foclwihat ruling elder had initially
voted.

The inactive elder’s objections notwithstandirigg turrent session was now
unified in its understanding of the policy. Themefoafter considering the complaint
raised by the recommended-for-office member, tisgisa chose to deny it and reaffirm

its policies related to the nomination and rotatdwofficers. This led the member to

32%6«A complaint is a written representation made agasome act or decision of a court of the Chuitdh.
the right of any communing member of the Churchgdnd standing to make complaint against any action
of a court to whose jurisdiction he is subject,eptdhat no complaint is allowable in a judiciatean

which an appeal is pending.” Ibid., 43-1ff.
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appeal the decision and file a complaint with thesBytery, which was “the next highest
court.”®?” Jason said that this process was technical, egtyeime-consuming and
“basically occupied the [entire] year.”

When the Presbytery finally looked into the matteey “ruled against” this
group and affirmed the ruling of the session. Jasod, “This really put an end to that
conflict.” He also added that the current sessias @able to say, “Hey, this isn’'t about
Jason, this was about our church growing throughl@arning how to deal with
conflict.” Jason then highlighted that the entit@g “lasted eight years. All of that's
connected because... [many of] the same peopleimestved.>®

Therefore, the answer to the first research qouestvhich inquired about the
leadership challenges Presbyterian pastors fagegqubnt to their church’s organization,
is three-fold. Pastors face ministry challengeategl to objections to the church’s vision
and/or ministry practices, criticisms directedheit person or ministry practices, and
guestions about how decision-making authority exeti between the session and the
senior pastor.

The Personal Impact of These Leadership Challenges

The second research question focused on the @risgpact these leadership

challenges have on the pastor facing them, witkiSpattention paid to the emotional,

physical, behavioral, and cognitive impacts of éhesnistry challenges.

327 bid., 43-3.

328 Similar to Greg'’s experiences, Jason’s story risviéwt personal criticisms, objections about churc
vision and ministry practice and who has decisiakimg authority are not only experienced
simultaneously, but are deeply interwoven realities
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Emotional Impact

Each of the research participants reported sgantiemotional impacts
experienced throughout their ministry challenges.dxample, Greg talked about how
difficult it was to feel people’s disapproval. Had, “I think it was the collision of
realizing for the first time in my life, people dblike me. And, realizing the first time in
my life, | can’t control it and change it.” Gregsalfelt, at one point, like he wanted to
quit. He said, “The tapes that are going throughhegd [were leading him to conclude
that if] someone else [offers me a job] at thisetjifim bailing.” His summary of this
season: “That was hell.”

Similarly, Jason reported it was “shocking” to diger how upset people were.
He recalled, “I didn’t think people... that | haddn pastoring, serving and trying to love
[could] say such things about me...very, very diffi.” When the direction of the
criticism began to come more from members of tlssisa, Jason reported feeling “very
alone and unprotected.” Jason also found the leofgtie ministry challenge
“disheartening.” He recounted the counsel of somdmreached out to as saying that it
would take as many as five years to “resolve orkvibrough” the situation. He
immediately asked the question of himself, “Caarvsse five years?”

During the meeting with the two elders and thewesi, Jason reported feeling
that “I can never please these people. They'reydwaing to be upset. The church is
never making them happy enough.” So intense wesetheelings on that particular day,
Jason recounted that he “broke down in tears” dutie meeting. At that point, one of
the wives told Jason, “I don’t know what’'s wronghwyou, but you need to get that

fixed.” Jason said that he later came to feeltila meeting “was an ambush.”
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When Robert lost the ruling elder with whom he badn so close, he focused on
the “sense of loss” he felt. He shared, “This wasathat | had [known] from really the
first week that | [had] gotten [to the city.] [Wk&d begun to meet for breakfast, to talk
about the vision, [and] to share the vision... Aod felt like he was a confidant.” His
criticisms were deeply discouraging to Robert,distouragement was not the only
emotion Robert experienced during the ministry leimgle. After the meeting that his
session had arranged for the outgoing staff memabgnare his criticisms of Robert, he
said that he felt “very alienated.” In additionttos, Robert admitted that he had a sense
of “betrayal [and feelings of] anger.” | felt “likdhey’d stabbed me in the back.”

Stephen reported that the ministry challengesabed affected his mood. He
explained, “l was stressed. | was stressed be@smuagyood planter you need people. And
not only do you need people, you need a good rapaten the town that you'’re in. And
all these people were connected to others, andl dad mouth me, the church. So, | was
worried; | was apprehensive.”

Kevin took it personally when people objected te decision of the session. He
recounted, “It was a challenge to sit in meetitgs/e people say things to you, to
differentiate and not take it personally, and | Waoiake it personally.]” He said that he
felt like he “was seen as the point on the speatrwlas popping their balloon.” Taking
things personally was also accompanied by a cemtaimsure of “fear” for Kevin. He
worried, “Am | going to lose the church?” This fedso involved wondering about
whether or not “the elders [would] stay unified.”

Mark became angry when he experienced his minttaylenge related to the

personal criticism of a staff member towards hing when he discovered that an elder
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had begun to interview other staff members “beljims] back.” He said, “I find out
about this, and it pisses me off. | feel like gigbversive of my leadership.” However,
this anger gave way to hopelessness. Mark andifes'went through a couple of days
of a lot of hugging and weeping and praying...wWelilee our days were over. This was
it.”
Physical Impact

The physical impact of the ministry challengesesignced by the research
participants almost exclusively pertained to slegpatterns. Stephen reported having
“trouble sleeping some nights.” Kevin said the rsiry challenge “definitely affected
sleep.” Jason also reported “trouble sleeping.’skie that “several times [I] woke up in
the middle of the night with my heart racing [asdjeating [profusely.]” When asked
about whether he experienced problems sleepingy eported, “Oh gosh, yes.
Goodnight. I'd wake up at 3 a.m. | knew | shoull ower and go back to sleep, [but] my
mind would just [get] engaged.”

Behavioral Impact

The pastors experienced two types of behaviorahenpelated to the ministry
challenges they faced. First, Greg said that hemapced a “loss of motivation in
areas...l think you could probably say that | waprdssed.” After hesitating over his own
remark, Greg reiterated, “Yeah, easily, why woutit say that? Yeah. Yeah. There was
this span of two years that it was just dark—vegyry dark.”

Stephen and Jason reported a more proactive, ghhwaot necessarily positive,
affect their ministry challenges had on their betavihe leadership challenges led them

to respond to the criticism or objections by eithmare directly engaging those who were
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offended or by trying to assuage their criticisigr example, Stephen, who was
criticized over his preaching style reported,

I’'m a very intuitive preacher. [So,] | tried to &35 more sensory detail, and

sensory information, and historical informationgdiring that into the pulpit. |

even changed back temporarily to more of a manmisstyle to try to have more

detail...in preaching....l was really trying. | wexgpending lots of energy to try to

satisfy people.”
Kevin thought that he tried to over-manage theasitun. He noted, “I would probably try
to over-persuade. | would try to bolster [the s@s$si conviction that we were doing the
right thing by sometimes just talking too much. Yaww, driving the point home.” At
the time, one of his ruling elders commented os, ttBometimes | think when people get
on your bad list, you sort of run them off.” Afteaflection, Kevin said, “I think | can
sometimes speak that way.”

Cognitive Impact

There were three types of cognitive impact thedestuip challenges had on the
research participants: preoccupied focus, misplatsatity, and a sense of
unpreparedness. Greg experienced both preoccuptad &nd misplaced identity. He
recalled, “When I'd run, I'd be arguing with thgseople [in my mind]...I'd be trying to
fix everything, and control everything. There wasease of trying to control something |
could not control.” When asked if he felt preoc@&dihe said, “Oh yeah. Goodnight!”
He said that he felt “consumed” by the ministryldrage. Regarding the misplacement
of his identity, Greg said, “[I] realized [for] tHest time in my life how much my

identity is in my performance and people...I hadpde that didn’t like me. | had what

would appear to be a performance that’s going dd&onause the church is not going to
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make it. | had nowhere to run.” He summarized thleeaghts, “I went through burnout
big time.”

Kevin remembered “It was hard for me to turn o thiorkday, and it would be
with me at night. It would be with me when | woke in the morning. Additionally,
Kevin reported that the ministry challenge exposerain unhealthy ideals he had held
about his identity. He explained, “[I was this] alist, middle child, and bright. All these
things play[ed] into wanting [the church] to fe@lagl. [The conflict] challenged my own
idols of harmony.” He also expressed how unprepheeftlt for these leadership
challenges. When asked whether any of his previairsing had equipped him to
negotiate challenges of this sort, he said, “Nalldt and explained that he felt
“pblindsided” by the conflict. He felt that seminaaypd campus ministry training had
given him “no preparation for this sort of thing.”

When asked about how the ministry challenges @ifieult, Mark explained
how he had learned that “I can quickly slip intedling like a failure.] | can really swing
from being very confident in the Lord’s hand upoa as a leader to, oh, crap, I'm an
idiot, and I'm a failure.” Similar to Kevin, Markiso expressed how unprepared he was
to negotiate his ministry challenge and said tleatdid not know” how things would
change; it “never occurred to me [and] caught nnedb! In reflecting on the cognitive
impact of his ministry challenge, Stephen likewesafessed that it exposed his “idol of
acceptance and [his] desire to please people.”

Finally, Jason noted that the ministry challengggsosed how unclear he was
about his own identity and its relation to the aiurHe recalled, “[I learned] that my life,

where my life stopped and the church'’s life begeas not clear...the church had kind of
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been absorbed into me, and | had sort of bledtirgachurch, so...it just overtook
everything in my life and my family.” This indicae lack of clarity about personal
identity exposed by the impact of the ministry tdvade.

How Pastors Experience the Relational Impact of Mirstry Challenges

The third research question focused on the relationpact that pastors
experience associated with these leadership clggiéerin order to more clearly
understand the nature of the relationship impadt,question was subdivided to focus on
relationship impact in three areas: the pastoftatimship to their spouses, the pastors’
relationship to their lay leaders, and the past@isitionship to their ministry staff.

In Relation to Their Spouse

All six research participants experienced negatiyeact from the leadership
challenges in relation to their spouse. For exanmybrk’s spouse “was devastated [and]
the hardest part was when [their] best friends[te# church].” Mark said that it “felt
like a divorce” for his wife. Despite this, howey#fark said that the conflict,
“amazingly,” drew them closer to one another. Adoag to Mark, his spouse was
important to his negotiation of leadership chalkeng

Kevin also talked about the negative relationsimpact the leadership challenges
had in relationship to his spouse. For exampleglistion to an elder’s wife who had
gotten upset over an issue, Kevin said that thismamowould “look at [his wife] stone-
faced and barely say a word to her.” According &viK, “[this iS] making [my wife]
actually angry. She’s angry about it.” Robert ssadhething very similar regarding the
relationship impact the leadership challenge hagletion to his spouse. As with

Kevin's wife, Robert’s wife had the spouse of atleglstop speaking to her. When asked
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how Robert’s wife experienced this, he said, “Slneig. She’s mad.... [And,] | think it
made her even more cautious relationally.”

When Greg was asked about the relationship imgfatte leadership challenges
in connection with his spouse, he said, “It hurtwfe deeply.” He discussed this at
some length,

| noticed over the years that when people say thalmput me that are not true,

untrue and unkind things, she takes it very, vespdy and very, very

personally.... It got the point where she would, Seipney, why don’t you get
out? | can’t handle you feeling this way. | caréinlle what's happening. | wish

God would call you to something else.”

In spite of this negative impact, however, Gregestdhat the conflict “drew us together.”

Jason noted that his spouse was the primary parglornvhom he processed the
ministry challenges. Consequently, “She had a dédficult time knowing how to
respond to me. She didn’t really know how to fiX fthis was a negative impact for her.
Jason and his wife experienced at this time twbndis yet related issues associated with
the ministry challenge. First, Jason’s wife’s umairty about how to respond to the
criticism was experienced by Jason in ways thattrivg perceived as hurtful. For
example, when Jason shared with his wife the Ignigtiter filled with criticisms, her
response was, “Well, they do have some points.ifguthis time, Jason also noted that
their marital relationship “was not harmonious.” téealled, “When we could get away
from the [ministry] conflict, we could experiencarmony...but the daily grind was pretty

devastating.” According to Jason, he and wife weghting about little things all the

time.”
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These responses were consistent with Stephemiisitesy about how the
leadership challenges impacted his relationship hig wife. Like Jason, Stephen also
“processed” the ministry challenges with his wife.

| think what was hard for hard for her...is | cantglk to the people. I'm in the

situation with them. So, | see the conflict for whas. | see the resolution of that.

She is more on the sidelines in a support role.iShet able to see me work out

this conflict or take a stand where | needed te taktand. So, she is getting

everything in a secondary way, and certainly, mkht was stressful for her.
Nevertheless, Stephen reported that his wife Isgical thinker” and that she was “less
affected than” him during the leadership challedgédact, when Stephen was asked
whether his spouse was an asset to negotiatingithistry challenge he said, “Oh,
absolutely!”

While all of the research participants testifidttthe impact of the leadership
challenges were negative in relation to their spotlwee of them — Greg, Mark, and
Stephen — also reported that the ministry challemgel a positive impact. The leadership
challenges became an opportunity to draw closeathey and experience support in the
midst of the problems.

In Relation to Their Lay Leaders

Given that the leadership challenges were ofteargdyifocused on the pastor’s
relationship to the lay leaders, the relationsmpact experienced by the pastors in
relation to their lay leaders were less uniforrmtii@ose involving their spouses. Both
Stephen and Kevin expressed largely positive ingoagberienced in relation to their lay
leaders. For example, Stephen noted that whendugibr a session member to one of the

meetings that had been arranged for the purpoBeasfing members’ criticisms, “the

calculus [of the upset members] changed.” By tiesmeant that his session member
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“saw [the situation] for what it was.” Very quickl$tephen noticed, “our session was
really together” and realized that they did nohkhihis was “a legitimate kind of
criticism or complaining that was happening.” lctfhe stated that his session viewed
the criticisms with exasperation. They “couldnydre it out. If they’re not happy here,
then go be happy somewhere else.”

Kevin also experienced the positive impact of suppe lay leaders. “We were a
unified voice...it was important test to me. Wotlid fellowship hold together?”
According to Kevin, the lay leaders passed the thestr response was “majority
positive.” He recalled, “I still remember the ponsie sat on at the house...where we said
‘We’re going to do this.” So, | think there was tyniand it was a good test of what the
session would be like.”

The experience of personal impact in relatioraioléaders was mixed for Mark,
Greg, and Jason. Mark’s first personal impact way negative, when a few elders took
turns questioning Mark at a surprise meeting. Crtbese leaders had been very close to
Mark, which made this even more difficult. At tlpeint, Mark thought things were
coming to a close, and he worried that “this isSurprisingly though, a few days later,
“a manila envelope” was delivered to his home.dasvere several “hand-written letters
by all the elders that...varied in their degreeewhorse, but for the most part [apologies]
for the things [that had occurred.]” He also nateat the letters expressed their support
and said, “Gosh, | wish | had those letters.”

In Greg's situation, the lay leaders that werst firalled to serve on the session
were at the center of the ministry challenge. As/musly noted, the session and Greg

were having a dispute about decision-making authdZionsequently, the personal
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impact of this conflict was very difficult for Gregnd has been noted above in relation to
the second research question. Greg notes thatualgntthree [ruling elders] resigned.”
The cause of their resignation was related to Grsgategies for negotiating the
challenge, which involved defining the church’s ilpeophy of ministry” and requiring
incoming ruling elders to “be in line with” it. Ahis time, Greg also led the session to
implement a system of rotation. At the time, thesre “eight” members on the session,
and three were opposed to the new direction. Timairgng five, however, were new
elders that were part of a team of leaders that) Bagl been training and working with
when the ministry challenge began. According togGfthese [newer] guys are genuine
friends. Consequently, Greg’'s experience of thegraal impact of the leadership
challenge in relation to his lay leaders was at frery negative, but over time the impact
became positive.

Jason’s situation was most similar to Greg’s. As heen noted, his lay leaders
were surprised by the members’ criticisms of therch. When Jason suggested that it
may be time for these members to move on, theelagdrs found it difficult to let them
go. According to Jason, this was confusing for hita.remembers visiting one of the
families and afterwards the elder saying, “Welis thas nothing do with you, Jason. This
is about them.” At the time, Jason felt as thoughdlders were “beginning to see.” But it
would be several more months before the sessiosedwostop engaging this family.
According to Jason, it was hard for the sessiaeatize that “not everybody’s going to
be happy with the church.” The session’s inabiityrandle the loss of members

impacted Jason and made him, in this situation,#eey alone.”
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As the situation continued, the ongoing criticisynthe ruling elder who felt
Jason should not continue as the pastor causeticeddlimpact. For example, Jason
said, “I recruited two other elders from the sessidho felt safe to me” to visit with the
critical elder. This was very upsetting to the ottvéeo elders who weren’t there. At that
point, Jason notes that the session was dividedhadit was probably a mistake” to try
to “handle that...privately.” In response, Jasdd #aat he “apologized to every person,
including the man who was actually saying | neeidddave.” As will be noted later, this
decision to apologize was very important. Accordimgason, “One of the things that
was important for everybody in our system was tarmee say | made a mistake.”
Though difficult, this situation yielded a positiirapact.

The conversation that Jason had with the two slded their wives also yielded
both a positive impact and a negative impact. Adicgy to Jason, his sense of feeling
overwhelmed in that situation revealed to his dtunstts that “he’s a human being.”
Consequently, this opened the door for “a new kihithteraction” with one of the elders.
Jason reported that the elder “was having lotdhaflenges in his own job, and he was
the business owner.” He recalled, “We began tamdia about other factors related to
leadership.” Ultimately, he noted, the “relationshbegan to change in a fundamental
way, an move in a new trajectory that was positive.

As for the other elder and his wife, they “stoppeaing interaction” with Jason.
Interestingly, Jason shared that the relationsatpéen these two elders and their wives
also ceased. “They don't interact with each otleey don’t talk anymore.” Eventually,
Jason said that this elder, who was noted abotleeidiscussion about inciting

antagonism regarding the officer nomination andtroh policies, left the church.
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Connected to this and occurring simultaneouslgugh the newly adopted officer
rotation policy was the raising up of new leadeh®were supportive to Jason. After the
conflict reached its highest point, at which theecaame before Presbytery and the
session was exonerated, Jason noted the suppbg séssion, “My current session
[members] were able to say, ‘Hey, this isn’'t abdagon, this was about our church
growing through and learning how to deal with cambft’ As with Greg, the support of
the newly formed session should be seen as aymositpact in relation to the lay
leaders.

Robert experiences with his lay leaders were eralsnegative, leading to a
sense of loss, alienation, and betrayal. In the&sdn related to the elder and his wife
who criticized Robert and the decisions of theises®fRobert felt loss upon this elder’'s
departure from the session. Even though they Heftehe church, the relationship
changed. Robert said, “It is a loss of friendshid eelationship.... | don’t think he and |
have had a meal together [more than] three timlespan my initiation, all upon my
pursuing him.” The situation of the departing pasatong with the surprise meeting that
the session allowed for that pastor to share ltisisms of Robert, also impacted Robert
negatively. When asked if he felt isolated, Rolard, “I didn’t realize that | was isolated
until after the meeting happened.” Later, one ob&tts elders confirmed the purpose of
the meeting by saying that “[We] orchestrated thisg so that [the elders] and [the
pastor] could bring his grievances against [himAlt'that point, Robert said, “Now, | feel
very alienated.” As previously noted, Robert saiat the felt as though the session had

“stabbed me in the back.” The impact experienceRblyert was “betrayal.”
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In Relation to the Ministry Staff

The leadership challenges highlighted by Robertkiiend Greg were
inseparably linked to a staff member. Therefore,rdationship impact intersects with
the personal impact, a topic which has already leepiored in this chapter. In the case
of Robert, the departing staff member privatelyalmrated with Robert’s session so that
he could have an “airing” of his grievances withbRd. As already noted, the
relationship impact of this was negative. One implaat has not yet been noted,
however, was the sense of personal loss that Rekperienced over the departure of
this staff pastor. Robert said, “I was hurt, [are8lly up until that last six or eight weeks,
| felt like the associate and | had a great friémolS As with the session, his criticisms
were experienced by Robert as betrayal, and thetwltem “haven’t spoken in four
years, since he left.”

Similarly, Mark stated that the criticism of [thal person] was the occasion of
his most significant leadership challenge. Thisigaged quite a bit of conflict with the
session. However, as noted earlier, the eldersteaiiynapologized for their treatment of
the situation. According to Mark, the situationrteid because of the participation of
another staff member, his senior staff directoisBtaff person, who “was [also] a ruling
elder [and] one of [the] original ruling elders &dmn to defend Mark in the heated,
surprise meeting. Another pastor whom Mark hadhiretd also raised questions. Mark
said this new pastor remarked, “I can’t believeenys.” Because of the efforts of these
staff members, the “narrative that the first grofiglders was presupposing” was called

into question. Though the ministry challenge begéh a staff member and was largely
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negative, the overall impact of the ministry staffelation to the leadership challenge
was positive. Mark stated that “[the staff] ralli@cbund me.”

In the case of Greg, the fellow staff member waswace of great encouragement
for him. Greg stated that this staff member, wha Wig “closest friend,” had become the
focus of the session’s criticism. For this reagbay terminated his employment with the
church. Greg stated that this was “one of the sstdtiengs in the whole thing.” Greg’s
decision not to publically resist the firing wilelexplored in the next research question,
and according to Greg, that choice was criticalegotiating the leadership challenge.
But, “in order to keep the church together...I thld congregation that I'm at one with
the session.” Though privately disagreeing, Greglipally sided with the session. When
Greg was asked whether the staff person understo®distinction, he said, “He knows.
He knows | didn’t [agree with the decision of tlession.]”

Nevertheless, according to Greg, his relationshiinis staff member changed.
He lamented, “Our relationship is not what it wade said that the staff member
“...probably wishes that [I] would've resigned...mutd’ve done more.” Whether more
could have been done is unclear, but the relatiprdfanges felt between this pastor and
staff member are undeniable. The ministry challezaapletely altered their
relationship.

Interestingly, Jason revealed that the relationshjgact of the ministry staff was
one of the most encouraging aspects of negoti#ti@gninistry challenge. Jason stated,
“My key pastoral staff [and] senior leadership Stadére always very supportive and in
sync.” Jason did highlight one part-time staff memivho “shared some of the

criticisms” already noted, but “because other stadinbers were in support and also did
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not approve of this staff person’s role, we werle &b negotiate that.” Consequently,
according to Jason, the ministry staff “was incbédsupportive...and aligned, which was
great!”

Kevin did not report any ministry staff relatiomsiimpact connected to the
leadership challenges. Stephen, who did not hadgi@dal ministry staff at the time of
the reported leadership challenge, could not pedata in response to this research
guestion.

How Pastors Negotiate Leadership Challenges

The final research question focused on the spewtlys of relating to self and
others, and the skills or practices employed byréisearch participants, that proved
helpful for negotiating their leadership challengesorder to ensure that all facets of
negotiating the leadership challenge were addrefisisdesearch question was further
subdivided into three distinct questions:

1) What ways of relating to yourself about which yoerevalready aware or
came to learn during the challenge proved helgfuidgotiating the
challenge?

2) What ways of relating to others about which youenaready aware or came
to learn during the challenge proved helpful toateging the challenge?

3) What skills or practices about which you were alseaware or came to learn

about during the challenge proved helpful to negotg the challenge?
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Ways of Relating to Yourself

Five of the six research participants revealedtti@y came to understand how
important it was for them to differentiate themsslfrom the actual leadership
challenge. For example, Stephen noted,

| started realizing that as a leader in a churtispime sense, you represent God to

people...but what happens is that people havesssiile God. They, [then,] try to

work it out with the closest thing to God that'sanéhem. And often that's the

pastor. And so, it helped to realize that....lieal that | don’t have to take that

personally. That it really isn’t me.
Robert said, “I was not well differentiated” thrdwaut the leadership challenge. He
added that “over the last four years that has ob@rigyVhen asked whether his “grip is a
little less tight” on the ministry, Robert respodgd&Oh absolutely...[though] | still want
things to be done with excellence...it's not theolelthing...my identity is not tied up in
[it].” Stephen shared that he began to learn simtiiiengs. He reported, “I developed a
healthy tough skin that...is not a knee jerk r@actwhen somebody is mean or ugly or
critical of me. [l learned that] the issue theynlgrup is not the issue that’s really
bothering them.”

As previously noted, Greg also felt that he haddjpyped [himself] and the
ministry together.” To address this, Greg said teaheeded to “settle into his
justification.” For him, this meant “settling inttesus being my righteousness.” This
thought, Greg said, “empowered me. It strengthenedl made me say, ‘Okay, | can
lose. | can fail.” Greg agreed that he was “leagiio be okay” with “who he [is] in
[Jesus] Christ.”

Kevin only made one comment in relation to thig] @rhas already been

mentioned. He shared, “It was a challenge to sméetings and have people say things
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to you, to differentiate and not take it personafind, | would.” Jason’s comments
regarding this have also been reported. He notad'tne church had...been absorbed
into me, and | had...bled into the church, smitertook everything in my life and my
family.” Distinguishing the boundaries between skmily and ministry became
important for Jason. “My life had gotten smashegktber in some unhealthy ways.”

It should also be noted that Robert, Jason, agpoh®&h were all engaged in Doctor
of Ministry programs focused on the practice of istiy near the time of their ministry
challenges. Each of them mentioned this as a tddbéeir negotiation of the leadership
challenge. Jason realized how important it wasiior to think about “leadership in an
intentional way in order to negotiate the conflas, well as the various groups of people
and challenges he faced in church ministry. Thighat led him to pursue a Doctor of
Ministry in the area of leadership.

Robert stated that the “relationships were whaveihim]”’ to pursue the Doctor
of Ministry degree, but he acknowledges that it @asmportant “learning opportunity.”
Once it began, Robert said, “I began to read thihgswere helping me differentiate
from my call as the lead pastor...and it forcedtanee more reflective than | had
been...[enabling] me...to think through why | reakcthe way | did, and what would be a
healthier response to some of the leadership clgekel was facing.”

Stephen had recently completed his Doctor of Mipistudies when the
leadership challenged emerged in his congregafiompleting this gave Stephen a sense
of accomplishment, which he expressed by sayinga8 feeling on top of my game.”
When asked whether the program helped him negdtiatehallenge, he said that it did,

and that out of it “| became a self-learner... @nivto school on this conflict situation,
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became a better leader out of it.” Reflecting farftStephen specifically mentioned the
insights of systems theory, to which he had beg@ogad in the Doctor of Ministry
program. He said that this was “something thatydwlped me understand why the
church was behaving the way it was.”

Another strategy that proved helpful to both Gaed Jason was taking a three-
month sabbatical away from ministry. Jason saitlttiia proved important because it
helped him to differentiate himself from the minystHe described it as a “boundary
setting event” in his own life and that of the atlurHe mentioned in particular that the
conflict with his wife “disappeared immediately” et the sabbatical began. Greg also
went on sabbatical for a summer because, “I waslalety exhausted.” He agreed when
asked whether this was “one of the things [he]tdidegotiate the challenges” he was
facing.

Finally, it should be noted that both Stephen areg@nentioned that exercise
was a way of dealing with the pressures of thedestdp challenge. Stephen said that “to
mitigate the stress,” he “would go for a run [t@je the opportunity to leave it all
behind.” Greg also mentioned the importance of@ger and shared that during this time
he “got into MMA” or Mixed Martial Arts, which is aompetitive combat sport. Greg
explained, “I had to do something physical.”

Ways of Relating to Others Which Proved Helpfillégotiating the
Leadership Challenge

Four different ways of relating to others whichresemployed by the research
participants proved helpful to negotiating the atiip challenges they faced. They

included: reaching out to others for perspectiegeanding on others for support,
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acknowledging errors and demonstrating a willingrteschange before others, and
intentional reflection about how relationships wafiecting the leadership challenge.
Relying on Others for Perspective

Mark, Jason, and Robert stated that reachingoootiiers for perspective in order
to better understand their leadership challengeimpertant. During his leadership
challenge, Mark “drew in [one of his mentors] anglator group that [he met] with
every October.” From these sources, Mark saidlibatceived “some wise counsel.” It
was very important for him to process his expemsneith people outside the system.

At the point when Jason’s session had really becdiwided, he reached out to a
ministry leader with experience in negotiating leatip challenges at the
denominational seminary. This leader began to dafon make sense of his ministry
challenge. According to Jason, “He completely ustberd what was going on in a way
that | knew | didn’t.” Through this relationship é&ftwo very important books”
suggested by the ministry leader, Jason said hiskKing on different ways of doing
things” was “stimulated.”

Robert reached out to other friends in ministrg.rdcalled, “I felt like | needed
conversation partners.” Also, as already noted, ¢ffort was linked to his pursuit of the
Doctor of Ministry program, which in turn, provid@erspective on his leadership
challenges.

Relying on Others for Support

The research participants also relied on the sumbathers in order to negotiate

their leadership challenges. For Stephen, the stippbais wife was an “asset,” even

though discussing the leadership challenge prowfédudt for her. In particular, he noted
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that this was difficult because “she’s a thinkentddl tend to be more feelings oriented.”
He credited her with being “rock solid during thisd...one of the reasons [he] came out
of it.” Stephen also drew support from the elderkis church. Their actions defending
and affirming Stephen’s ministry were very impottemhim. He recalls that they said to
him, “Your preaching is fine,” which was a “hugedsti’ for Stephen. He explained that
this demonstration of unity is something that herde important to future ministry
success, noting that after the conflict, the chinas grown “year after year, both in
finances and membership.” “We had been throughebaitiether....we are much more
bonded together after [the leadership challengppbaed.”

Mark feels that the support he received from ta#f svas crucial to navigating the
ministry challenge. “It was important then to hge®ple in the church like [his senior
staff person]...helping me make sense of things.héted previously, the support of the
[senior staff person] came at a critical point dgrihe leadership challenge. According to
Mark, he confronted the accusers and started “daigmme.” This supportive action
stirred another staff member to question the ¢sitic and then, Mark shared, “a couple
of other elders started to call into question tagative that the first group of elders was
presupposing.”

Kevin spoke about the encouragement he receiwosa ine support of one his
elders regarding a decision that had been unpopitlara member of the church. The
elder informed him, “You made [one] hundred perdbetright decision.” Robert’s
encouragement, as has been noted, came from frilemaigistry who were not part of

his congregation, connected to his Doctor of Migigirogram.
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Greg's primary source of support came from the feaders he was raising up to
serve as elders in the congregation. Greg statgdhh “second generation” of leaders
was “being reached by the gospel.” When asked witbm he processed the ministry
challenge, he answered by referring to these “ridere” He added, “These guys are
genuine friends.”

Jason likewise drew his support, as has been mattede, from the other pastors
and senior staff. He saw them as “incredibly suppetand “aligned, which was great.”
Admission of Error

Another factor that the data shows to be cruciattie negotiation of the ministry
challenge in relation to others is the willingnessdmit error and/or apologize for
mistakes that have been made. Kevin, Mark, Ste@reh,Jason all mentioned that they
made mistakes and acknowledged this at some puoiintgdtheir leadership challenge.
For example, Kevin's leadership challenge involtlesldisappointment that groups in the
church felt over the decision to restrict the fetgeographical location of such groups to
the central district of the city. He noted thasthppeared to be a kind of “city
righteousness,” which offended people in the chuftterefore, Kevin stated that he
“repented” for this language about the “city,” dameleven changed the wording for one of
their core values from “city” to “place.”

Mark, who was accused of having an autocraticdestdp style by a staff person,
stated that he “completely reconciled” that relasioip. He remembered saying to the
staff person, “Please tell me where I've sinnedreig/ou...| remember

apologizing...Jand] begging for her forgiveness.”
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After meeting with his accusers, Stephen notetlitbdried to adjust his
“preaching style” in order to please them. Whiles thitimately did not make a difference
for the accusers, it demonstrates Stephen’s willisg to admit possible error or a need
for potential improvement.

Jason also acknowledged that he made a mistake meeting between him, two
supporting elders, and the elder who had voicedéssre that Jason should no longer
remain the pastor. At this meeting, as previousied, Jason suggested that this elder
should “probably step off the session.” This actieas upsetting to “the two elders who
weren't there.” After this, Jason made his admissiberror, which was a unifying act.
He recalled, “When | apologized...that was somethve all believed in, that we're all
sinners and broken, [and] it really helped us getrtother place in the conversation.” In
particular, Jason noted that he thought it “easwde credibility with the two guys who
hadn’t been in the original meeting.”

Intentional Reflection About Relationships

Mark, Greg, and Jason all indicated that they begahink more intentionally
about the interconnected and changing dynamidseofdlationships involved in the
leadership challenge and how fitness for leadershipnnected to relational capacities.
Mark noticed that his staff's person’s criticismer& somehow related to the rapid
growth, the “doubling” of the staff, and changehe direct reporting of the staff person
to a senior staff person. He explained, “It weptrir..a brother/sister relationship to
a...staff person reporting to [a senior staff pefseho reported to me. She felt

disempowered.”
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Mark reflected that this change was related tacthech’s transformation from
the start-up phase to a larger, multi-staff chuiring the start-up phase, Mark noted
that the church was more of a “family.” As the attugrew, however, relationships and
roles evolved. Mark noted that it was importanbéo‘clear [about] expectations, roles,
and responsibilities.” Mark also realized that ‘sel elders...were very closely
connected to the [staff person] and presumed” Besion of the story to be accurate.
According to Mark, these “elders aligned themsélvesadvocate for the staff person.
Mark described these behavior dynamics at workraan'ulation” among the various
parties.

Greg's leadership challenge also led him to réfiieeply about how relational
capacities affect one’s fitness for ministry leatigp. Greg made a distinction between
those individuals, “Calvinists,” who were alignéatblogically with the Presbyterian
doctrine he taught and their relational capacittexording to Greg, just because a
person was aligned theologically didn’'t mean theyena relational fit. He noted an
anecdote about the core groups of church plarfldteew the statistics...that in the first
five years you lose your original gathered peopéell, that didn’t happen here. It
happened ten years into the thing. And that fiestegation ended up being my biggest
headache, heartache, and I think, got in the wayho$ church.”

Greg said that theological agreement was not enatuglas essential for the
“gospel [to]...become real...on a deeper levelfeAthe challenge, Greg realized how
critical it was for his leadership team to servgetther as a “band of brothers,” which
required a certain “authenticity about sin” joirteca deep belief in having a “wonderful

savior.” Greg’'s comments reveal that it is impottam officers and the pastor to be
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aligned relationally in the gospel, philosophicaflyministry outlook, and theologically
in a Reformed mindset.

Jason became curious about why criticism reappeened they “popped up in
another person in our system.” He commented thahwhe second instance of criticism
arose, it was by a ruling elder. Jason observedtthbe a key difference from criticism
raised by a non-elder. As a ruling elder, “[he reakjt more authority in the church and
[has] a lot more influence.” Therefore, the potahfor conflict increases significantly.

According to Mark, “the organization of the churckas a very important event
for the relationships in the church. He reflected:

[It radically changed the way the entire churclated to itself. And, | wasn’t

prepared for [it]. | don’t think any of us were peged for those changes [and]

how it would affect all of our relationships...Wkas before | had made virtually
every decision. Now decisions were being madeljand there was going to be
disagreement. How would we negotiate disagreentdot®?would people relate
to us? How would the session respond to the chsidisappointment?

Jason’s reflection about relationships “affectesl\tray [the church] trains
elders.” Prior to the leadership challenges, offtcaining “[emphasized] knowledge of
the gospel, grace, theological conformity to theeptvhinster] Confession of Faith, our
reformed distinctiveness, and our Presbyterianadhgovernment.” While “all those
things are still important,” Jason noted that therch now focuses,

...a lot more on the interpersonal maturity of...péid leaders: How will they

function as a team? Will they be able to tolerasagieement, disappointment?

Do they have to have their way? Can they form dekgtionships? Do they try to

control the meeting and never stop talking? Do theyer talk? Are they able to

confess their sins? Will they forgive, or will thegld grudges? We talk a lot

more about those kinds of things in identifyingaagmtial leader than we ever
did.
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Skills or Practices Which Proved Helpful to Negoti&ing the Challenge

Four skills or practices were employed by the redeparticipants that proved
helpful to negotiating their challenges. They imtgd: intentional efforts to enlist others,
acceptance of undesirable or negative outcomesy sense of resolve to lead through
the leadership challenge, and success in makirap@ational changes. It should also be
noted that the seemingly intuitive strategy of heag out to the offended parties for
dialogue had mixed results at best, accordinga@adsearch participants.

Intentional Effort to Enlist Others

Five of the six research participants reachedamtheir session or key staff
members in order to negotiate their leadershiplehgé. As noted before, the help Mark
received during his leadership challenge arosektuin the midst of the challenge and at
the initiative of others who were also experiendimg challenge. Therefore, the help
others provided was critical to negotiating thedkxahip challenge, but Mark had not
specifically sought this assistance.

For Stephen, the real difference in negotiatingl¢laelership challenge was the
help he received from his session after seekinig tiedp to deal with the criticism he was
receiving. He observed that when he brought a@essember to one of the meetings,
“It was good to have him with me, because it wastthat the session member saw [the
situation] for what it was.” Their support gave [8ten perspective. He reflected, “I
started to see how insane, if you want to caliat tthe criticism was when | brought an
elder with me. And [the elder] was so puzzled..ddeld not understand why they would

be so critical when we’re doing so well as a churth
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Jason also asked his session to help him addresksdgreements two families
were having with the church. While the sessionmditiagree with the families’
criticisms, they were not able to “let go” of thdaeilies quickly. In order to guide his
elders, Jason enlisted the support of a mentqregakswith the session. The mentor
“encouraged the elders to [help these families] enmv or to decide that they needed
another pastor.” It was at this meeting that thesies finally sought to stop the criticism
and accept the loss of these families. Over timedver, these disagreements among
members of the session helped keep the leadersaileicge alive. It turned into personal
criticism of Jason that was voiced by a membehefgession. This ruling elder lacked
confidence in Jason’s leadership as pastor. Iroresg Jason'’s first step was to enlist the
help of two additional elders with whom he felt fes&

An additional strategy for negotiating these cistigs was the creation of a
system of rotation for elders. According to Jashis created “a healthy, constructive
way of negotiating significant differences” and yiied a means for a “gracious exit” for
disgruntled elders. In addition to this, the ratatpolicy necessitated that other church
members be recruited, trained, and installed eaolérship positions to create a more
unified and supportive session. In Jason’s casesthategy was successful. New elders
were installed who were more aligned with him, andore unified session emerged. As
noted earlier, Jason said that at the end of th#licp “They were able to say, ‘Hey, this
isn’t about Jason, this was about our church grguhnough and learning how to deal
with conflict.”

Robert enlisted the help of another elder to addites distancing, which was

occurring with another elder. They agreed to ma#t this elder and his wife. During
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this meeting, a list of grievances were aired. Whibt resolving the situation entirely,
Robert noted that “at least for the elder and niyshlis meeting revealed “that there
were problems in their marriage that were unrel&betie session.”

Kevin's leadership team anticipated potential pashifor the ministry direction
from the beginning, so he enlisted the team’s pigdtion at the outset. This process was
characterized by “lots of talking, lots of prayingts of thinking about vision [before
arriving] at the decision to this.” In order to itlement the decision, an elder and a staff
pastor were further enlisted to communicate it gea#ly to the various groups affected.

Greg enlisted the support of his fellow staff persas has been noted, however,
this staff person became a focus of criticism f@r ¢urrent session. Eventually, against
Greg’'s wishes, that staff person was fired. ForgGtieis loss was “devastating.”
Nevertheless, he enlisted additional lay leadesetoe as ruling elders and eventually
established an officer rotation policy. It was #uglition of new elders, even before the
policy was adopted, that proved critical to negot@the challenge. When “I had new
leaders on...those three guys could see the hantywin the [wall].” At this point,

“three guys resigned.” After the leadership chajkeooncluded, Greg realized that a
“major difference” in learning how to negotiate fleadership challenge was enlisting
others to help in the process. His thinking shiftedn an attitude of “I can do it all” to
more of a “band of brothers” approach. He stabed mow, his “...leadership goals are
having a team of guys that really...do [the miistogether.”
Acceptance of Undesirable or Negative Outcomes
Three research participants specifically acknowdelddpat negotiating through

their leadership challenge required the acceptahoadesirable or negative outcomes.
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Greg stated that “in order to keep the church toget he did not resist the “firing” of his
supportive staff member.” This was in spite of st&ff person being his “closest friend,”
that way the meeting had been conducted in an wtitational manner, and the fact that
the relationship with the staff person changediBagantly. Still, the acceptance of this
staff person’s departure was critical, accordinteg, because it represented an
example of him “submitting” to them, something ‘§thritical elders] said | would never
do.” According to Greg, he accepted this undesrabitcome “for the gospel, [and] |
knew that [if | didn’t it] would destroy the churc¢h

Stephen came to accept the fact that he could meake everyone happy. He
said, “I think most pastors want everybody to bpgdyaand want to please people.... |
was dealing with a population that no matter widit| their goal was to make sure and
communicate with me that they were not please@plstn came to realize that “no
matter what | did, what | said, anything...they &vaot going to be happy.” Accepting
this assessment was important to Stephen’s praé¢ésting go of this group who were
criticizing his leadership, even though it meatdss of “over ten percent of [the]
communicant membership” at a significant time ia ¢ghurch’s life.

As noted earlier, Stephen held onto an “idealistiew of “harmony” in ministry.
He noted that he has since become “more a reabgh it comes to ministry.
Describing what he meant, Stephen said, “Stuff bapgll the time, and it'll keep
happening. You can’t control outcomes. You wartiedaithful. You want to try to keep
integrity before the Lord...[but] | don’t need [cptate harmony] as much.” Speaking
hypothetically about loss, Stephen said, “If tHdee leaves, I'll be sad...but | wouldn’t

be surprised.” Stephen connected his newfoundngiliess to accept loss in ministry
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with a chronic health issue afflicting his wife. Haid, “I think all these things personally
have just sobered me.”

From the very beginning, Jason seemed aware ¢habhld have to accept
certain undesirable outcomes, specifically the depaof members. “Letting [these
members] go,” however, became “very difficult” fdason’s ruling elders. In this case,
the elders were not able to lose these membersaupdittern of “behavior” that “was
unhealthy and unhelpful” was established. Neveesgglit was not until criticism was
voiced by elders that Jason came to realize th&tded not resolve all conflict.” At that
point, this “thought was beginning to emerge.” Ptothis, he explained, “I thought |
could always fix it. [This was] especially [trud]i was among the members of the
Session. It was hard for me to embrace the iddddbs didn’t just mean loss of
members occasionally, but it might mean [the] lofsan elder.” Jason said that because
he “wanted to be successful in ministry,” it “encaged unrealistic expectations” in
those to whom he ministered. He recounted, “Whesuld meet those expectations, they
loved me, which | [also] loved. But then, when utan't, it’s like it flipped, and the
intensity of that affection was now [oriented tagshtisfaction.” For this reason, Jason
came to realize, “I had to step back... [and] Edgle be disappointed.” Jason said that he
now has “a better grasp that part of taking pesplaewhere means that some people
won’'t come with you, and there will be loss.” Heananderstood that this was “part of
leadership.”

Inner Sense of Resolve
Although expressed differently, three of the sise@rch participants became

aware of an inner resolve or deepening commitneetitdir congregation that helped
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them negotiate the leadership challenges. Thereasasse that they had to see the
challenge through for the good of the congregatigneg spoke about this when he said
that he came to a place “where | knew what needl&appen so this will never happen
again. | didn’t care anymore in a positive wayidrdt care what people thought of
me...I'm going to do what needs to happen.”

When Stephen expressed this deepening commitimengferred to “Ezekiel
chapter two,” which is about the call of the proplecording to Stephen, God told
Ezekiel to go:

...to the exiles, [but] they’re not going to listem[God], and... they're not going

to listen to you [Ezekiel]. They are a rebelliowibe. But, [God] says that he’ll

make his head for him harder than flint. He’ll méis head harder than theirs.

And, | think that's what God did... [God made] memadetermined.... [I learned

that] it's not about me. It's about the church, [gi is at stake.

From the beginning, Jason expressed a strongedesitaccomplishing goals” as
part of his ministry orientation. During the chalge, however, his sense of commitment
to the congregation deepened. He recalled, “Thameeca point when | realized if we
don’t stand up to these attacks, the entire viamh ministry of the church will be
compromised. We have to do it. It's worth it.”

Organizational Changes

Several of the research participants noted thpbrtant to their navigation of
their leadership challenge were specific changéisarway both they, as pastor, and the
ruling elders, as the congregation’s leadershigewstood their roles and structured their
authority. For example, both Greg and Jason ndfed®to revise leadership training

materials. Part of this was the “approval” of tiihilosophy of Ministry” paper,

something that had been around since the begimfitige church, but which Greg
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revised during the leadership challenge. He desdnbas having been “filled out and
matured over the years.” Greg noted that this papdrthe support of his “new leaders.”

Jason also revised his leadership training mases@lthat they focused more on
“the interpersonal maturity of potential leaderatidhow they [function] on the team.”
That change gained the approval of the sessioanJdso remembered that the session
adopted a policy “that articulated [his] role irethninistry of the church.” The purpose of
this document was to clarify not only Jason’s rola, that of the session. According to
Jason, its purpose was “to move the session framareagement of all the details of the
church, to more of governance model of leaderslitather than managing “all the
details,” those are “entrust[ed] to...the senia@tpa” This, in turn, enables the session to
“evaluate the big pictures items and the shephgntigms” of the church.

Mark noted that one significant outcome was tleaon of a document for his
leadership entitled, “The Guiding Principle,” whibbk stated was a “second permutation
of how do | bring clarity between the roles andpmssibilities of the senior pastor versus
the ruling elders.” The fact that this was the sekwersion indicates that a discussion
about the definition of roles had already begunm@grbe church’s leadership, and
therefore, was part of the negotiation of the |lesitip challenge.

Finally, three research participants noted thai@menting a rotation system for
ruling elders on the session was important. GregJaison were able to implement a
system of rotation for their sessions in the mafghe leadership challenge. Mark, on the
other hand, realized this as an outcome. When askether he led the church to

embrace a rotation system, he answered, “I abdyp|dit.”
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Reaching Out to Offended Parties Proved Mostlyféative

Finally, five of the six research participants menéd that they or their session
members made intentional efforts to dialogue vt parties who objected to the vision,
offering personal criticism or debating about decismaking authority. Yet, it is
important to note that the research participardsndt necessarily regard all of these
efforts as helpful or effective for negotiating ttteallenge. The results were mixed, at
best.

For example, Stephen said that he “individuallyradded the different members”
to “talk to them” about their criticism. In factiéphen said that the “main thing | did that
helped me successfully navigate this was | did afitalking.” Stephen also noted that
this was contrary to his “introvert[ed] personalitdevertheless, Stephen said that
“listening to their criticism” was probably a mik&a He continued, “I was naive to
accept their criticism...and was expending a latradrgy to try to satisfy people, and it
was just all for nothing.”

Robert noted that he “kept calling” a member ofd@ssion who was “dragging
his feet.” After finally connecting with the eldex,meeting was set up to talk through the
issue. Interestingly, at this meeting, “a list akgances” were first aired. As noted
earlier, this ruling elder eventually resigned, airelationship with Robert
significantly changed.

Kevin specifically highlighted he would “never df] pgain.” This referred to the
decision that Kevin and his session made to caib¥an hall meeting to discuss the
issue” about which his congregation was havinglezinHe recalled, “We thought this

would be a good way for people to show that wagehing, and let people share their
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concerns.” The conclusion, however, was far diffierele explained, “What happens is
that [it becomes a forum for] the people that greet, [and the] friends of the people that
[are upset,] and [they] end up taking their sid& jpecause of friendship loyalty.”
Importantly though, Kevin distinguished between wmatermed “slow-adopters” and
“opposers.” No matter their efforts to reach obg topposers” failed to respond and
remained angry. On the other hand, the other twapg eventually responded to these
efforts and so, in Kevin’s words, “I don’t wantwoite [it off] as a total failure.”

Jason highlighted that he had made efforts to “camioate the direction of the
church” in personal meetings with two families wiagsed objections to certain practices
in the church. Later, he referenced how he andobheés elders went to visit “with one of
the families” that was upset about the directiothefchurch. When he noticed a
behavior change in one of his elders, he approakimedo ask what was wrong.
Nevertheless, none of these efforts to reach suitexl in any of the parties changing
their minds or any of the relationships being reioAccording to Jason, all of these
families eventually left the church.

When Greg first encountered criticism, he thoutf@t, I'll win them over [by
being] very persuasive.” He noted that his strategg “conversations, lots of
conversations.” Yet, it was these same “guys” whiatioued their resistance and who
finally resigned from the session as the churcheddtrough the leadership challenge.
Greg commented that he finally told them, “Listes® just don’t see the world the same
way, so what are we going to do?” However, theyrditiresign until they recognized

that they were in the minority.
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It is important to note that these efforts werewbolly ineffective. Greg noted
that his wife still reminds him that “there are pboin the first group that did change.”
Greg agrees with his wife’s insight, and he tedls, iYou are right. You are exactly
right. There are and they did. The gospel did ckahgm, and they’re still here.” As in
the case of Kevin, efforts to reach out were nohaut effect during the leadership
challenge.

Summary

This chapter has explored the leadership chalkefageed by six founding pastors
subsequent to their church’s organization. Thes#laiges fell into three categories:
criticisms about the church’s vision or ministraptice (Jason, Kevin); personal
criticism (Stephen, Mark, Jason, Robert); and dsagent about how decision-making
authority is shared between the pastor and théose@kson, Greg). While each of these
leadership challenges was unique, they were attdtl by the presence of the newly
formed session that coincided with the organizatibthe church.

In the leadership challenges faced by Kevin aegl8tn, the presence of the
session was largely positive. They were quicklyedblmount a strong show of support
for the pastor and demonstrated a high degreeityf. drherefore, the leadership
challenge was overcome. Mark’s leadership challevagsimilar. While some members
of his session were suspicious of his leaderskip,stfter Mark received the support of
others members of the session, the entire seseibacduand reaffirmed its support of
Mark. Through this demonstration of unity and suppbe leadership challenge was

overcome.
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The leadership challenges faced by Greg and Jasmnalso similar. Both of
them experienced a combination of personal criticigbjections to ministry vision, and
disagreements about how decision-making authoritylavbe shared. In addition, both of
their leadership challenges negotiated the presaineding elders on the session who
took an adversarial stance towards the pastordardo negotiate the challenge, both
Jason and Greg established a new generation ofrelders and secured a more unified
and supportive session. With the creation of a nsohesive leadership team, the
leadership challenges were overcome.

Finally, Robert also experienced personal criticeend objections to ministry
vision. The impact that he felt was similar to timpact felt by the other five pastors.
Robert also sought to employ similar strategiesrder negotiate his leadership
challenge. However, a strongly supportive and adiBession never emerged to help
Robert.

In the next chapter, the conclusions derived ftbisiresearch will be shared. As
expected, it will be shown that the solidificatipinase following the organization of a
Presbyterian church is a challenging season ofstnynfor founding pastors. Founding
pastors who learn how to differentiate themselveshfthe various leadership challenges
and who recognize the interconnectedness of thieistry system are better able to
absorb the personal and relational impact of tlths#lenges. Chapter five will also
explore the specific capabilities and strategies pnoved essential for negotiating these

leadership challenges.



Chapter Five
Discussion and Recommendations

The purpose of this study was to explore how Brtesian founding pastors
negotiate the leadership challenges which emergseswent to the transition from
church plant to organized congregation and dutegchurch’s solidification phase. It is
hoped that by better understanding these challengbsir associated context, helpful
insights and strategies might be learned in omenhance the leadership effectiveness
of current and future church planters and pasiidiere were two assumptions in this
study. First, the season subsequent to a churatiptaganization in Presbyterian
churches can be challenging to its new pastor, tybically served as the congregation’s
church planter, and therefore is a founding paSiecond, pastors who have undergone
this transition have learned important strategrégal to negotiating this season in a
church’s life through their own experiences. Thrggn areas informing how pastors
negotiate this transition were identified: churd¢anping, systems theory applied to power
dynamics of congregations, and leadership skiemisal for ministry challenges.

To examine these areas more closely, four quesgioited the literature review
and were the focus of the qualitative research:

1) What leadership challenges do Presbyterian paistoessubsequent to the

transition from church plant to organized congrexgét
2) How do pastors experience the personal impact thase leadership

challenges?
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a) Emotionally?

b) Physically?

c) Behaviorally?

d) Cognitively?

3) How do pastors experience relationship impacts fiteese leadership
challenges?

a) In relation to their spouse?

b) In relation to their lay leaders?

c) In relation to their ministry staff?

4) How do pastors negotiate these challenges?

a) What ways of relating to yourself about which yoerevalready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

b) What ways of relating to others about which youenaready aware
or came to learn during the challenge proved hétpfaegotiating the
challenge?

c) What skills or practices about which you were algeaware or came
to learn about during the challenge proved helfgfulegotiating the
challenge?

This chapter presents the conclusions of thisystlilde research confirmed the
assumption that the solidification phase of a Brestan congregation is challenging for
founding pastors. The specific kinds of leaderstallenges, and the resulting impact

that those challenges may have on pastors, willismissed first. Next, this chapter will
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discuss the strategies, capacities, skills, anctipes that the research participants
highlighted as important for negotiating the leatigy challenges. It is believed that these
strategies are transferable and will enhance telship effectiveness of current and
future church planters negotiating the solidifioatphase in the life of a congregation.
The chapter will conclude with a summary of recomdaions for ministry practice and
for further research.
Kinds of Leadership Challenges Faced by Founding Réors

The interviews revealed that founding pastors egpee three distinct kinds of
ministry challenges subsequent to the church’sroegéion: 1) criticism about the
church’s vision or ministry practice (Jason, Keyid) personal criticism (Stephen, Mark,
Jason, Robert); and 3) disagreement about howideaisaking authority is shared
between the pastor and the session (Jason, &rdgshould be noted that these ministry
challenges were often interrelated. While the fiata all participants illustrate this
point, in the cases of Jason and Greg especih#yministry challenges they faced
occurred over the course of many years and wenactesized by the inter-weaving of
personal criticism, objections to vision or minyspiractice, and debates about how
decision-making authority was shared.

As the literature notes, church planters expegaranflict related to personal
criticism and objections to ministry visidf The shift in power dynamics, however,
within a newly founded Presbyterian congregati@mflone where the church planter

enjoys sole decision-making authority to one whbi® decision-making authority is

329 Although not specifically considering the same istity context of leading a church after its
organization, these conclusions are strongly ctersisvith the research by Hoge and Wengaistors in
Transition 31-49, 76-129.

330 Cf. Hoge and WengePastors in Transition76-129.
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shared with the session, changes the way thatisntiand objections are experienced by
the founding pastor, as well as intensifying th@ipact. For example, Jason noted that
his ministry challenges presented with two familsd® were not satisfied with the
overall vision of the church. After voicing thewmrcerns with Jason and being
dissatisfied with the results, they voiced thegsdtisfaction to members of the newly
formed session. According to Jason, the sessionatidgree with the criticism.
However, the elders found it difficult to “let thego.” Jason’s comfort with their
departure, however, became the occasion for pdrsofi@sm by the families, which in
turn garnered sympathy from some elders for thaselies. This triangulation of
relationships stressed Jason’s relationship wethetblers and allowed the conflict to
spread and deepen.

Greg noted that his first elders were interestea particular vision for his role
and the church. They “wanted a pulpiteer” and aériReformed, Calvinistic church.”
He, on the hand, had a more outreach-orientednvisiothe congregation. He saw
himself as the leader of a “mission” to reach lsmunity for the gospel. Greg believed
that these differences about his role and miniaBipn were part of a larger narrative
that was bound together with the question about teeision-making authority would be
practiced in the new congregation. Greg’s ministrglllenge lasted for several years.
Things came to a crescendo when the session ahdsertinate a staff person against
Greg’s wishes.

This conflict highlights the difficulty that foumy pastors and new sessions have
in understanding their role and relationship to anether and to the broader

congregation. Some of the questions that this ehgé raises include the following: Who
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has the authority to hire and fire staff? What whdesession members have in the exercise
of the day-to-day operations of the church? In wiray and to what extent is the pastor
accountable to the session? When these questemotanswered and agreed upon by
all members within the leadership team, thingsa@wolve very quickly into an outright
power struggle among key stakeholders, as theindidteg’s situation.

In the case of Mark, who experienced personatimih from a staff worker, the
interrelatedness of the ministry system was thet@ejynderstanding how a leadership
challenge can become very difficult to navigateriaad a long-time staff person who
had various criticisms that had built up declargito, “I can’t work for you anymore.

I’'m leaving.” Yet, due to the interconnectednesshef ministry leadership team, this
person did not leave quietly. Specifically, sevedders were affected by this staff-
worker’s departure. Mark said this staff persoxs 8ed to a domino effect...where
several elders...closely connected to the stafkargpresumed” that her frustration with
and criticism of Mark were valid. They believed 8taff person’s version of the story.
This resulted in a secret investigation of othaffshembers by a self-appointed elder.
This was followed by an elder-called meeting, sdmmet Mark referred to as “an
intervention,” the purpose of which was to “calihio task” for his failures.

Upon reflection, Mark recognized that their mingsdystem had changed
significantly since the hiring of this staff persdre ministry challenge coincided with
their greatest period of growth and a shift in 8teff person’s reporting structure. From
the founding of the church, she had reported diréoctMark, but now she reported to a
new hire. According to Mark, their relationship Hagken “brother-sister” like, but she

soon began to feel “out of my loop.” Mark felt thiae overall growth of the church, the



174

change in leadership structure, and the shifteir tielationship lay underneath the
criticisms.

Therefore, it is critical for founding pastorsdbserve the interconnectedness of
their ministry systems and the power dynamics prieséhin the session. These
connections and power dynamics evolve constandgsdhal criticism and disagreement
about ministry vision or practice can quickly es¢alinto a much bigger ministry
challenge.

Systems theory provides a model for understanitiegignificance of the change
in power dynamics in a newly formed congregafiSrConflict is related to the
interconnectedness of the various stakeholdersmatiministry system and the presence
of different interests, perspectives, power dynamand latent anxiety. Before a church’s
organization, a member’s criticism may be negatidtg only one critical ministry leader
— the church planter, who holds sole decision-nmkunthority. However, subsequent to
organization, many more ministry leaders are iregstith formal authority and are a
part of the decision-making process. This changegganizational structure heightens the
likelihood of triangulation, the spread of latenkaety, and the escalation of conflict
within a ministry system. The researcher believas it is important for church planters
and founding pastors to obtain a working knowledfygystems theory in order to
understand the interconnectedness of their conggoegand the importance of the shift in

power dynamics, which emerges subsequent to theltlsworganization

331 Cf. Murray BowenFamily Therapy in Clinical PractigeFriedmanGeneration to Generatign
FriedmanA Failure of NerveRonald W. Richardso®ecoming a Healthier Pastor: Family Systems
Theory and the Pastor's Own FamiRichardsonCreating a Healthier ChurchSteinke Congregational
Leadership in Anxious TimeSteinke Healthy Congregationand SteinkelHow Your Church Family
Works
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The Personal and Relational Impact of Leadership Callenges

The personal and relational impact experiencefbbgding pastors who endured
leadership challenges also yielded important irtSigo how these leadership challenges
are negotiated. The research suggests that chlacters who transition to a position as
their congregation’s founding pastor require grepteparation than is currently
available to help them negotiate future leadershgdlenges. Likewise, they should give
a greater priority to self-care.

Personal Impact

Emotional Impact

In terms of emotional impact, two participantss@mand Greg) reported that this
was the first time that they had experienced sigguit disapproval in their ministry. For
Greg, this led to an overall “loss of motivatiom’ministry. He recalled that this led to a
season of depression where things were “very d&&bert focused on the “sense of
loss” and feelings of alienation he felt while rgating the challenges. Both Robert and
Mark reported feeling angry about the actions déed that they had once trusted
implicitly. Kevin felt fear, was tempted to takehithgs personally,” and wondered
whether the “elders [would] stay unified.” StepH®tame “stressed” when he realized
that those who were criticizing might leave therchuand tarnish the church’s “good
reputation” in the community.
Physical Impact

Many of the participants also reported that tHBadilties affected their sleep

patterns. Notably, Jason reported waking “up inntinédle of the night with my heart
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racing [and] sweating profusely.” Similarly, Greggthat he would “wake up at three
a.m.,” but could not go back to sleep; “my mind \ebjuist [get] engaged.”

The leadership challenges also revealed a pre@mtégrus and misplaced
identity for the participants. Many of the partiargs felt the burden of trying to fix or
control aspects of the leadership challenge, st kmew that was impossible. The sense
that the ministry was out of their control led ftestors to try harder in an effort to
resolve the situation. Stephen reported “expenliitsgof energy to try to satisfy people.”
Kevin sought to over-manage the situation to cocwinis elders that “we were doing the
right thing.”

Growing out of a preoccupied focus on the minising over-functioning
behaviors, the pastors came to learn that theyrhsihken their identity with the success
of the ministry. Mark noted that when things betaerode, he could quickly “slip into
[feeling like]...a failure.” Kevin said that theddership challenge exposed his “idols of
acceptance.” If he was disliked, then he was uressfal. Jason came to learn how
unclear he was on “where my life stopped and theattis life began.” He said that “the
church had kind of been absorbed into me, and kbeatbf bled into the church...it just
overtook everything in my life and family.”

Relational Impact
Impact on the Ministry Leader’'s Spouse

The relational impact felt by the pastors during hegotiation of these leadership
challenges was also significant. All expressed tinatsituation had a negative impact on
their spouse. Nevertheless, three of them alsateghthat the ministry challenges drew

them closer to their spouses. While the challengerdiark and his wife closer, the



177

impact of the loss was very difficult for his wife handle. When a key family left the
church, Mark’s wife “was devastated...It felt lizalivorce.” The wives of Kevin and
Robert reported feelings of anger over the criticteat was directed at their husband. In
both of these situations, the wife of an elder géaptalking to the wives of these pastors.

Stephen’s wife found it difficult not to be invad directly in the resolution of the
challenge. Stephen noted that this was “stressfuiér.” Greg’'s wife also felt severely
distressed during the worst of their challenge. 8isked that “God would call [her
husband] to something else.” According to Greg,@hddn’t “handle it.” Even so, both
Greg and Stephen reported that that their wiveg Welpful in the negotiation of the
challenge and felt that they drew closer together.

Jason also depended on his spouse in order teggdlee ministry challenge. Not
surprisingly, he reported an overall increase infloct with his spouse during the time of
the ministry challenge. Jason noted that this westd his spouse feeling a “sense of
inadequacy about how to respond” in ways that Wkefpful.

Impact on Staff and Lay Leaders

Since many of the leadership challenges direntgplved either a staff member or
ruling elders, the relational impact related tdfsdad lay leaders was less consistent. For
both Kevin and Stephen, the support and unity pleviby their lay leaders proved
critical to negotiating the leadership challengep8en noted that the “calculus” of the
entire situation changed when his elders showeddltles were unified behind Stephen.
Kevin saw the challenge as something of a “test’hie leadership; their support was

strongly “positive” for him.
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As noted earlier, some of Mark’s elders beganceesenvestigation and called for
a meeting to get to the bottom of the criticism.iM/this was incredibly difficult, it also
became the occasion for other elders to show slugiport and stand with Mark. Their
support began to change the overall narrativeeflitfficulty. Later, several “hand-
written letters” were delivered to his home whictpeessed their support. This was
tremendously encouraging to Mark.

Greg lost a staff member who was also his cldsestd in the ministry. The loss
associated with the staff person’s departure aaadmfusion it brought to the status of
the relationship with the staff member still lingelowever, Greg’s willingness to allow
this staff person’s departure was crucial to himigang support from new, incoming
elders, who were similarly upset by this action.aiflthese new elders came into
ministry leadership, the “three elders” who hadagga him resigned, which brought the
ministry challenge to a close.

Over time, Jason’s situation paralleled Greg'stétehad some elders who were
resistant to the overall direction of the churcheamumber of issues. Eventually, the
adversarial elders either left the church or stdppé of their position of formal
authority. It was through the influence of incomiag leaders that a unified and
supportive team was created. In addition, Jasdaféwas “incredibly supportive and
aligned.” This unity and support proved very impaittto negotiating the challenge.

The relational impact that Robert described waduskvely negative. The lack of
support from both staff and his ruling elders ware the heart of his leadership
challenge. This led to a sense of loss, alienatiod,feelings of betrayal. Particularly

hurtful was the resignation of a ruling elder frtéme session. Though this man did not
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leave the church, the only occasions when they bpgat time together were at the
instigation of Robert.
Summary of Personal and Relational Impact

When the personal and relational impacts are ga/eogether, the data confirm
that these pastors were unprepared to negotiate suots of leadership challenges.
Specifically, Kevin said that he felt “blindsideand] had no preparation for this sort of
thing.” Mark also noted that his challenge “caugi@ blind.” Greg noted that the
challenge “consumed” him, and he experienced “butriio

An important observation provided by the datdnat it closely parallels the
observations noted earlier in the introduction kEtedature review regarding the uniquely
challenging vocation of pastdt As Burns, Chapman and Guthrie note, “One of the
unique aspects of pastoral ministry is how it &feand defines all areas of life. Work,
family, and personal responsibilities blur togettieough the week, so that pastors have
difficulty distinguishing when they are on or offity.”*** The image of the “one-legged
stool,” which was provided by a Pastor's Summitipgrant is given a greater depth of
meaning in light of the research:

Most people in our church have a life that is kkstool with three legs. They've

got their spiritual life, their professional lif@a their family life. If one of those

legs wobbles, they’'ve got two others they can l@anFor us, those three things

can merge into one leg. You're sitting on a onegéefystool, and it takes a lot
more concentration and energy. It's a lot more astiag>**

332See especially Burns, Chapman and GutlResilient Ministry: What Pastors Told Us about $xing
and Thriving Herrington, Creech, and Tayldme Leader’s JourneHoge and WengeRastors in
Transitionand Tripp,Dangerous Calling: Confronting the Unique Challesg# Pastoral Ministry

33 Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about Sting and Thriving
15.

% bid.
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To a large extent, the founding pastors intervidimethis study were absorbed
into the ministry challenges so that every facdhetr lives were impacted in some way.
The costly nature of the impact compares well whnimage of leadership given by Dan
Allender — leading with a limp — in his book beagrithe same titlé*° He writes:

Leading is very likely the most costly thing youlvever do....Many times

conflict escalates into assaults and betrayal—thighheartache that comes when

confederates turn against you. No wonder leadetsefdhausted and alone. No

wonder they suspect that other members of the tgamwithholding the very

information they need to make better decisionswséader the intensity of the

challenge causes so many to burn out orfiit.
Therefore, the challenging nature of the minisasktfounding pastors seek to fulfill
cannot be underestimated. In virtually every wagding through this ministry challenge
will be overwhelmingly daunting. Even those who oiggfe their challenges will carry
life-long wounds from the process. Therefore, sem@s, churches, presbyteries, and
church planting agencies and networks ought to fgigesed attention to preparing
church planters for the leadership challenges, kvare sure to come. Likewise, church
planters and pastors should seek these contindungadon opportunities.

The costs associated with ministry leadership ligblight the priority for each
pastor to attend to the duties of self-care. Salé-ds the intentional and regular effort
that ministry leaders make to attend to their ljwesll aspects, in order that the calling

to ministry leadership can be sustaifi@dPeter Brain describes self-care in his book,

Going the Distancegs “the wisdom to ensure, as far as humanly plessitwise and

335 Allender, Leading with a Limp
% |bid., 2, 4.
337 Ct. “In the Pastors Summit, we grew to descridécare as thengoing development of the whole

person,including the emotional, spiritual, relational, gigal and intellectual areas of life.” Burns,
Chapman and Guthri®esilient Ministry: What Pastors Told Us about $ving and Thriving 61.
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orderly work that conserves and lengthens a pastoinistry.*® Prioritizing self-care
acknowledges that ministry leaders are peopledaond,they need to be cared for as they
go about the demands of ministry. Forgetting thughtwill cut short and invariably
diminish a ministry leader’s impact.

Finally, the participants’ feeling of unpreparegsewhich was revealed by the
research, makes the gap in the literature regardstguction for negotiating this phase of
a congregation’s life all the more perplexing. Wdrg there so few resources available to
pastors who seek to negotiate the difficult saledifion phase in a congregation’s
formation, especially if the congregation is Prestign?° Ed Stetzer highlights the tip
of the iceberg with only one sentence when he wjriteome entrepreneurial planters
don’t want to lead the church through the solidifion phase (three to seven years), so
they leave before this phase begins causing areblem: job security*° It is simply
inadequate to assume that a church planter mussehmetween risking a threat to job
security or seeking a new ministry calling in ortteavoid the challenging solidification
phase.

The insights noted earlier by Jim Griffith andIBiasum about the relationship
between leadership selection and the formalizaifayovernance structures are an

improvement on Stetzer and apply here:

338 peter BrainGoing the Distance: How to Stay Fit For a LifetimieMinistry, 24.

339 Though studies like BurnBastors Summit: Sustaining Fruitful MinistiBurns, Chapman and Guthrie,
Resilient Ministry: What Pastors Told Us about Swing and Thriving Hoge and WengeRastors in
Transition OsbornesSticky Teams: Keeping Your Leadership Team anfl@tahe Same Paghighlight
many and different kinds of challenges ministrydiets face, these works do not specifically addness
founding pastors negotiate the solidification phafsa congregation. The researcher is not awaaapf
work exclusively devoted to this phase of minidegdership.

340 stetzerPlanting Missional Churche$9.
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Formalizing the leadership and organization ofdherch too soon is dangerous.
Whether its bowing to pressure by zealous supawjisorrent “unofficial”
leaders, personal insecurities, or personal expeggwith previous “church,” the
net effect is the same—a major sea change inftheflthe church, and, more
importantly, redirecting youthful energies awaynfronission to management.
Either way, formalizing leadership too soalwayshinders the growth of the
plant. The organization of the plant needs timin its indigenous roots in the
mission field. Future leaders need time to proeertbelves on the battlefiefdf:
According to Malphurs, giving attention to leadepstelection prevents the
newly formed board from unduly subverting the leatig of the church planter and thus
hindering growtt?*? As Griffith and Easum advise, when someone isamsito be in
position of power” that person “is the last pergon want in that position®** Moreover,
given the likelihood of negative personal and iefs! impact revealed by the research,
it is all the more important for church plantersldature founding pastors to exercise
extreme care during the leadership selection psoces
The Strategies Employed to Negotiate Leadership CHanges
The purpose of qualitative research is to proadexperientially rich description
of the particular situation or person serving asfttus of study. In this instance of this
study, the goal was not to answer every questianrttight be asked of these pastors
exhaustively, but to explore in great depth andifan emic perspective how these

#** The researcher’s goal was to

pastors negotiated the leadership challenges dueyg
uncover how they made sense of the leadershipertyal Therefore, the strategies the

participants employed to negotiate their leadershagdlenges were their own, and were

341 Griffith and EasumTen Most Common Mistakes Made by New Church Stts

342 Malphurs,Planting Growing Churches for the 21st Centu2g7. Cf. “Do not be hasty in the laying on
of hands” (1 Tim. 5:22).

343 Griffith and EasumTen Most Common Mistakes Made by New Church Stdits

344 Merriam,Qualitative Research: A Guide to Design and Impletaigon, 14.
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either known prior to or learned in the midst ofagating the challenge. They were
specific to these pastors and their situations ektbeless, the conclusions reveal that the
strategies employed by these pastors have impqéaatiels to the literature on
leadership™*® Given the rich description afforded by qualitatiesearch and the parallels
to the literature, these insights are deeply releaad transferable to pastors negotiating
similar challenges.

In answer to the question, how do founding pastegotiate the leadership
challenges subsequent to the transition from chplaht to organized congregation, the
research yielded strategies that are best categbinzthree areas: 1) Distinguishing their
person from the leadership challenge; 2) Exercisnitgcal leadership skills; and 3)
Making strategic changes to governance structures.

Distinguishing Their Person From the Leadership [Hrage

Critical to the negotiation of these leadershipligmges was being able to
distinguish themselves from the actual leadershgllenge. Five research participants
specifically highlighted the importance of thislkkstephen learned that “I don’t have to
take [it] personally” and that these challengeseneally more about how these people
were relating to him as pastor and even how thag wedating to God. Robert came to
understand the importance of loosening his grighemministry and felt that he was not
very well differentiated at the beginning. Kevindaiason had similar comments.

For Greg, the practice of differentiation was elgsconnected to getting

reacquainted with his justification, which is tieslogical truth affirming that a

35t is beyond the scope of this research to consider all relevant leadership strategies, capadslit
capacities and skills contained in the literatysplp or may apply to these leadership challengegid
the priority of this research is to consider whedtegies were employed, why they were relevanthenvd
they may or may not intersect with the literature.
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Christian’s acceptance before God is sure and fedisdlely on grace. When Greg was
reminded of the truth that “Jesus [was] my rightewss,” he felt empowered. This
renewed awareness of the gospel’s gift of graemgthened Greg and allowed him to
“be okay” with the potential of failure.

The priority of the differentiation of the leadeas highlighted earlier in the
literature review, and it arises out of the conttibns of systems theory. According to
Friedman, “[The] overall health and functioningawfy organization depend on primarily
on one or two people at the top, and that thisuis whether the relationship system is a
personal family, a sports team, an orchestra, gregation, a religious hierarchy, or an
entire nation.?* Steinke also notes the importance of the welledéfitiated leadéf.
Freidman explains why it is important for a leatteremain differentiated:

[The non-anxious, well-differentiated presenceamdy] enables religious leaders

to be more clear-headed about solutions and maoét &l triangles, but because

of the systemic effect that a leader’s functiorshgays has on an entire
organism, a non-anxious presence will modify aryxietoughout the entire
organizatior’*®

The research participants were able to practiferdntiating themselves not only
through their own reflection, but by specificalgtsng clearer boundaries with those
with whom they were engaged in the leadership ehgh, as well as by being willing to
accept associated losses. The acceptance of Iesdirgatly correlated to resisting over-
functioning during the ministry challenge. At sopwnt, these pastors discovered that no

matter what they did, their effort would not resothe issue. Jason referred to the

transformation in perspective he experienced wleeexplained, “[Before] | thought |

34 FriedmanGeneration to Generatiqr221.
347 Steinke Congregational Leadership in Anxious Tineis

348 EriedmanGeneration to GeneratiQr208.



185

could always fix it...It was hard for me to embralge idea that loss didn’t just mean the
loss of members occasionally, but it might meandls of an elder. [Eventually though,]
| had to step back... [and] let people be disapgpdifi

These pastors came to learn that becoming a widkehtiated, non-anxious
presence in the midst of their leadership challamge crucial to successfully negotiating
the challenge. Not only did it allow them to betteflect on their own person in the midst
of the challenge, but this in turn affected the ofshe ministry system by allowing
others to take a self-defining position by eitheaing or ceasing to fight. The refusal to
continue over-functioning helped reduce the overaliety in the entire system.

Self-care was also a component of these pastifosteto differentiate
themselves from the leadership challenges. Rob&sgn, and Stephen were all engaged
in Doctor of Ministry programs that were directlyctised on negotiating leadership
challenges in ministry. They all testified thatstimtentional learning opportunity helped
them to better understand the nature of the clgdiethey were experiencing.

Another self-care strategy that was crucial féiedentiation was taking a
sabbatical. Both Jason and Greg took three-momnth $abbaticals in the middle of their
leadership challenges. Jason described it as axtiaoy setting event” that enabled him
to put distance between himself and the problemsdsefacing in the church.

Finally, Greg and Stephen mentioned making exewrigriority during the
leadership challenge. Interestingly, it was at timse that Greg took up mixed martial
arts fighting as a way to get away from the chgémnhe was experiencing with his

elders. Greg noted, “I had to do something physical
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From these observations, it can be concluded thaiding pastors must take
intentional steps to differentiate themselves ftbair ministries and set firm boundaries.
This becomes critical when undergoing a ministrgliemge, because the temptation to
be absorbed into the ministry challenge is strdimgstrengthen this effort physical
exercise, continuing education, and sabbaticale akdiscovered to be effective
strategies employed by these pastors. A criticadlizoy to these efforts was the leader’s
resistance to over-function in the ministry systmmd willingness to accept losses related
to the ministry challenge.

Exercising Critical Leadership Skills

In order to negotiate their leadership challentfesse founding pastors possessed
important leadership capabilities. As noted earhemwever, these ministry leaders did
not feel prepared for their leadership challengeghese capabilities were not performed
with reference to prior learning. Rather, theseléeship traits, capacities, and skills
demonstrate either an intuitive awareness by timsiny leader or were learned during
the leadership challenge, and proved importantefading through ministry challenges.
The research revealed four critical leadership lo#ipas for negotiating the leadership
challenges: proven credibility, getting perspectinking and acting politically and
making strategic changes to governance structures.

Proven Credibility

The fact that all of the research participantsenale to successfully plant and

organize their congregations into particular chesciemonstrates possession of the

element of leadership credibility as identifiedlgyuzes and Posnét? As noted before,

39 The characteristics that define the credible leade: honesty, forward-looking, inspiring and
competent. Cf. Kouzes and Posrére Leadership Challeng@9.
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credibility is fundamental to the “reciprocal prgseébetween leaders and their
constituents *° In this way, the aspirations of both leaders ammsttuents are
meaningfully connected and harnessed in orderdomaplish meaningful goals.

Through leadership challenges, however, both tin@ection between leader and
constituent and the agreed-upon goals are tesketefore, credibility must be proven
again in the crucible of the leadership challefyeven credibility is the idea underlying
what Collins describes as “level five leadershigtiich was noted earlier in the literature
review®! Level five leadership blends “extreme personal ititsnwith intense
professional will,” that ensures “whatever needbdalone to make the company great”
will be done.®>

In order to negotiate the leadership challengasiwérise during the
solidification process, all of the pastors provieeliit credibility repeatedly by
demonstrating level five leadership traits. In atar, Jason’s and Greg’s willingness to
endure such lengthy and painful leadership chadlemgake this clear. Jason’s challenge
led to a presbytery trial, which required numerbaars of preparation on top of his
regular pastoral duties. Stephen connected hisveesmthat of the biblical prophet,
Ezekiel:

To the exiles, [but] they’re not going to listen[@od], and... they’re not going to

listen to you (Ezekiel). They are a rebellious leowBut, [God] says that he’ll

make his head for him harder than flint. He’ll méis head harder than theirs.

And, | think that's what God did... [God made] memadetermined.... [I learned
that] it's not about me. It's about the church, [g# is at stake.

0 pid., 28.
31 Collins, Good to Great17-40.

32 1pid., 21, 30.
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Similarly, Jason stated, “There came a point whezalized if we don’t stand up to these
attacks, the entire vision and ministry of the chuwill be compromised. We have to do
it. It's worth it.”

Getting Perspective

Heifetz and Linksy highlight the importance of tiyeg off the dance floor and
going to the balcony” in order to better understtredfactors at work in the midst of a
leadership challeng®? The primary way these pastors sought to gain petisfe on the
situation they were experiencing was through deegfection on previous training,
continuing education, and stepping away from theistry challenge.

Stephen had recently completed his Doctor of Minidegree, a process that had
exposed him to the insights of systems theory, whias “something that really helped
[him] understand why the church was behaving thg ivaas.” Stephen was able to
deeply reflect on what he had learned and app$ytthhis current ministry challenge.
Similarly, in the midst of their leadership challes, both Robert and Jason reached out
to others for perspective. This decision to reaghed to their participation in a Doctor
of Ministry program focused on negotiating leadgrsiinallenges in ministry. This
continuing education program provided Robert arsddanvaluable perspective. Robert
noted, “I began to read things that were helpingdifferentiate from my call as the lead
pastor...and it forced me to be more reflectivanthiaad been...[enabling] me...to think
through why | reacted the way | did, and what wdudda healthier response to some of
the leadership challenges | was facing.”

It should also be highlighted that both Jason@rety took sabbaticals in the

midst of their ministry challenges. This time awegs critical not only for self-care, but

33 Heifetz and Linskyl.eadership on the Lin&1.
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for getting perspective on the situation. While @uintuitive, the choice these pastors
made to take sabbaticals at this time forced thxéan processes at work to slow down.
This, in turn, lowered the overall anxiety in thestem.

Thinking and Acting Politically

In the literature review, it was noted how untlamging the power dynamics that
accompany existing relationships in a given orgation, in terms of both formal and
informal authority, is critical to negotiating theadership challenges that arise within the
system. Bob Burns states that at its heart, thaspglitical conversation that requires
“choosing among conflicting wants and interestsettegping trust, locating support and
opposition, developing sensitivity to timing, anabkving the informal and formal
organizational refrains>>* Given the change in organizational structure, i§igadly the
formation of a session that accompanies the orgtaizof a Presbyterian congregation,
founding pastors must negotiate much more compdexep dynamics subsequent to the
organization process. To be effective in leadership incumbent for founding pastors
to think and act politically.

Kevin and Stephen were able to draw upon theitipal or relational capital with
their elders and leverage the formal authorityhefrt sessions in order to negotiate their
leadership challenge. When Stephen’s elders becamked in the leadership
challenge, the “calculus” of the challenge shift€dose who were criticizing Stephen
were effectively silenced, which in turn led toithaeparture from the church. Stephen

also noted that going through this struggle withlbaders enhanced their sense of

%4Burns, Chapman and GuthrResilient Ministry: What Pastors Told Us about $ving and Thriving
210. Cf. Burns, “Learning the Politics of MinistRractice.”
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cohesion. He reflected, “We had been through baifether...we are much more bonded
together.”

Kevin was able to enlist his session memberssi with those who were upset
about the choices the session had made. This chvaieg@olitically advantageous
because it demonstrated that this was a decisitmecntire leadership team and not just
the pastor. This shared ownership made it morecdifffor those who were opposed to
gain traction. When Kevin did have to engage theosmg parties, the elders
accompanied him. One remarked, “You made [one] rethdercent the right decision.”

Mark’s situation was more complex. Several eldegse affected by the staff
person’s criticisms of Mark. Her informal authordgnong ministry leaders led to several
ruling elders initially agreeing with her, whichuseed a triangulation of relationships.
However, when Mark was able to share his side@tthry and, more importantly, when
other ruling elders accepted Mark’s version ofstey, the dynamics shifted in favor of
supporting Mark. A senior staffer who also servadtee session was particularly helpful.
When this staff person defended Mark, “a coupletbér elders joined him.” They then
started to question the narrative provided by ttresr group of elders.” Eventually, the
support Mark received was able to unify the erdession in his defense.

The situations facing Robert, Greg, and Jason were challenging because key
stakeholders among the lay leaders opposed themgihout the leadership challenges.
Greg and Robert were able to stay connected t@ tiwese in opposition and yet recruit
and train new leaders who would offer their supparso doing, these leaders
demonstrated a significant degree of emotionalligémce required to negotiate strongly

conflictual political processes.



191

Crucial to maintaining this connection to the ogijon was a counterintuitive
willingness to accept losses without becoming “éamatlly hijacked.®*® Jason admitted
error in the way he had dealt with an elder wharddshim to step down as pastor. This
confession was critical to staying connected to &dditional elders whose support Jason
needed. It further allowed the adversarial eldefrdice his opposition to Jason in the
system. While difficult, this actually enhancedalds credibility and created a platform
from which new elders could be trained and recduite

Similarly, Greg submitted to his elders’ decistorterminate a trusted staff
person, even though this action occurred at a@esseeting with questionable
legitimacy. Nevertheless, acceptance of this losbled Greg to garner support from
other members of the congregation who were alsetupsthis staff person’s departure.
This support eventually translated into new eldéns were more aligned with Greg’s
vision of leadership coming to serve on the sesstamas through the presence and
support of the new elders that the old elders exalytchose to resign.

It is worth noting that Robert never seemed ableverage the power dynamics
and political processes at work within his ministggtem to bring about a more stable
ministry system. While elders did participate whim in the process of working through
the leadership challenges, Robert never felt sup@pand he never believed that the
elders were strongly aligned with him. Perhaps ¢bistributed to Robert’s resignation

from his position as senior pastor within two mant his interview for this researcff

5 «Negative emotions—especially chronic anger, atyxier a sense of futility—powerfully disrupt work,
hijacking the task at hand.” Goleman, Boyatzis, BtuKee,Primal Leadership13.

%% Robert confirmed this conclusion in a private phepnversation on March 12, 2015.
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Making Strategic Changes to Governance Structures

The final leadership capability demonstrated lgyrssearch participants was the
ability to make strategic changes to the governatreetures in their respective
churches. For Greg, Mark, and Jason, these chamgesd essential to the negotiation of
the leadership challenge. There were two differgsityelated aspects to these changes:
the separation of governance from the day-to-dayain of the church and the
establishment of a system for the rotation of edaer the session.

Separation of Governance from the Day-To-Day Opsnraif the Church

As noted earlier in the literature review, the deyday operations of the church
can quickly become the focus of the governing boemeating confusion as to who is
actually running the church. The most strategic wagnswer this question is to
distinguish the roles of the organization’s seteader and that of the governing board.
Kaiser proposes, “...the position played by the basuigbvernance. Accountable to the
board is the pastor, who plays the position of éeskip.”>’

This necessitated Jason’s desire to define roldsimidst of his leadership
challenge. Jason sought “to move the session frorareagement of all the details of the
church, to more of governance model of leaderslitather than managing “all the
details,” those could now be “entrust[ed] to...flemior pastor.” This, in turn, enabled the
session to “evaluate the big pictures items anglhiepherding items” of the church.

Interestingly, after his leadership challenge endiéark’s leadership adopted

something they called, “The Guiding Principle.” $Hwas a second permutation [of a

document that sought to bring] clarity betweenrtiies and responsibilities of the senior

%7 Kaiser,Winning on Purposel6.
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pastor versus the ruling elders.” The fact that ttas the “second” version indicates that
a discussion about the definition of roles hadaalyebegun among his church’s
leadership, and therefore, was part of the negotiatf the leadership challenge. In
Jason’s church, this goal was achieved when themeadopted the document: “The
Role of the Senior Pastor.”

Rotation System for the Elders

The final organizational change noted by the neteparticipants as important
for negotiating the leadership challenge was the&bion of a rotation system for ruling
elders on the session. The importance of this mecis connected to the great power for
influence invested in lay leaders within the Préshgn system of governance. Burns
cites one pastor’s perspective on the strategiorapce of the elders who serve on the
session: “Who is involved in leadership is just.s &lmost the whole game. Because out
of that flows the culture of the churcft®

Greg and Jason were able to implement a systeotaifon for their sessions,
and this was crucial to their ability to negotittie leadership challenge successfully.
Through the entrance of new leaders who were bett@ified and more aligned with the
vision of the founding pastor, the intense, cotilat aspects of the leadership challenges
abated. What is more, the rotation system cre&iegassibility for leadership training
with greater depth and breadth in focus. Jasonrebdd¢hat in addition to the knowledge
of the Bible, Reformed distinctiveness, and Presiogt church government, which are
the traditional emphases in Presbyterian officantng, the church now focuses a lot

more on:

%8 Burns, “Learning the Politics of Ministry Practjtd 28.



194

The interpersonal maturity of...potential leadétew will they function as a
team? Will they be able to tolerate disagreemasgpgointment? Do they have
to have their way? Can they form deep relationships they try to control the
meeting and never stop talking? Do they never tAlik?they able to confess their
sins? Will they forgive, or will they hold grudge¥® talk a lot more about those

kinds of things in identifying a potential leadeah we ever did.

The research shows that without the critical suppiokey stakeholders in a
ministry system, the senior pastor will not be ableegotiate the leadership challenges
that arise subsequent to the transition from chptaht to organized congregation.
During this solidification phase, it is criticalaththe founding pastor have in place a
strong, unified, and supportive session. The cabEgvin and Stephen strongly
demonstrate this conclusion. Because there wasimhamong the members of their
core leadership teams, they were more quickly &bieegotiate the leadership challenges
that arose. In the case of Mark, this support anty guickly emerged after the initial
guestions regarding his authority were resolvees€hifounding pastors demonstrate the
necessity for a strong, unified and supportiveisess

In the cases of Greg and Jason, this same pastablished from a negative
perspective. Both Greg and Jason utilized theddeship capabilities to create strong,
unified, and supportive sessions, and it was thidbg process that they were eventually
able to negotiate their leadership challenges. fiteateam’s creation was worth many
years of effort, as in the Jason’s case, furthgicates the importance of a cohesive
leadership team.

As noted by the literature, this also suggestsftban the very beginning of the
church’s life, church planters should be attunethéoneed for healthy and effective

officers. Doctrinal and ecclesiastical alignmentezfders is insufficient to negotiate the

most difficult of leadership challenges. It is intleent for church planters to evaluate
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elder candidates in terms of their overall emotiamlligence, personal experience of
the gospel, and embrace of the church’s philosapmyinistry>>°

The cases of Greg and Jason indicate that a agattgpe’s first session members
may not provide the kind of strong, supportive, andied team necessary for effective
congregational leadership. Therefore, creating g@rece structures — such as officer
rotations for members of the session — at the miitiie church organization ensures that
a process exists to recruit, train, and install eé&¥ers. This encourages greater cohesion
among the church’s officers. Perhaps if Greg asdrd&ad implemented a rotation
system at the point of organization, some of tifiicdity associated with their leadership
challenges could have been reduced.

Emphasizing this point, when this goal could n@&khieved, as in the case of
Robert, the relationship between founding pastdrsassion remained tenuous, and the
overall effectiveness of the congregation was hiedleFounding pastors will be unable
to negotiate the most difficult of leadership cbalies that arise subsequent to the
organization of the church without the presenca ocbhesive leadership team providing
support, strength, and unity.

Leadership as an Adaptive Process
The literature frames the strategies employedbyparticipants as part of an

overall adaptive change procé83in contrast to the more technical challenges these

¥9«Formalizing the leadership and organization @ thurch too soon is dangerous. Whether its bowing
to pressure by zealous supervisors, current “utiaffileaders, personal insecurities, or personal
experiences with previous ‘church,’ the net efisdhe same—a major sea change in the life of thiveat,
and, more importantly, redirecting youthful enesggvay from mission to management. Either way,
formalizing leadership too so@wayshinders the growth of the plant. The organizatibthe plant needs
time to find its indigenous roots in the missioeldi Future leaders need time to prove themselnabhe
battlefield. Griffith and EasumTen Most Common Mistakes Made by New Church St08s

30 Heifetz, Grashow, and Linsk¥he Practice of Adaptive Leadershioff.
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pastors faced during the planting of their churchies transition from church plant to
organized congregation presented challenges fazhwthiey felt unprepared and which
they did not fully understand. Consequently, tteieng process that ensued was an
adaptive challenge. These pastors and those ckosdt leadership challenge were
required to internalize the learning process, wherfuired changes in “priorities, beliefs,
habits, and loyalties®**

The fact that these were adaptive challengesnaddas allowance for the
uniqueness characterizing each situation. No caelship challenge within the
solidification phase of a congregation’s life Wik identical to that faced by another
congregation. These challenges are situation-spexitl systemically unique. There is
no step-by-step manual on how to negotiate thisglodministry. In fact, the data
revealed by the research is far from exhaustivalagtlevant factors. Many more factors
pertinent to the negotiation of these challengesdcbe discovered, and even greater
alignment and discontinuities with insights frone fiterature could be confirmed.
Nevertheless, the data from the participants retvedlleaders who negotiate this
adaptive process experience very difficult leadershallenges. In order to navigate
them, they must grow as leaders. The researchinedthere reveals those aspects of the
learning process essential for negotiating thigptida process in the hopes of helping
others navigate similar leadership challenges.

In order to aid current practitioners and to préerfature research, concluding

recommendations will be distinguished accordingly.

%1 bid., 19.
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Recommendations for Practice

It is important for church planters and foundingtpas to obtain a working
knowledge of systems theory in order to understhadnterconnectedness of their
congregations and the importance of the shift igradynamics, which emerges
subsequent to the church’s organization. Therefbuech planters and pastors should
pursue continuing education opportunities focusingongregational leadership from a
systems theory perspective. In addition, seminaci@srches, presbyteries, and church
planting agencies and networks are encouragecdtoder instruction from a systems
theory perspective for church planters and pastbis negotiate the solidification phase
of a congregation.

It is important for founding pastors to make aremtonal effort to differentiate
themselves from their ministries. This becomesoalitvhen one is undergoing a
ministry challenge, because at that point the tatigt to be absorbed into the ministry
challenge is strong. Physical exercise, contineihgcation, and sabbaticals are shown to
strengthen this effort and are effective, boundaatying strategies employed by pastors.
A critical corollary to these efforts was the legsl@esistance to over-function in the
ministry system and willingness to accept losskgead to the ministry challenge.

The leadership challenges associated with theicéiion phase will test and
develop the founding pastors’ leadership credipbdind capabilities. It is particularly
important for founding pastors to recognize theontgnce of gaining perspective on
their respective challenges, to think and act jgality amidst conflictual power
dynamics, and to implement strategic changes irig@nce that enhance the overall

effectiveness and unity of the session.
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The research shows that without the critical suppbkey stakeholders in a
ministry system, the senior pastor will not be ableegotiate the leadership challenges
that arise subsequent to the transition from chptaht to organized congregation.
During this solidification phase, it is criticalaththe founding pastor have in place or
work towards creating a strong, unified, and supp®isession. Therefore, church
planters should give great attention to the leddergualifications necessary for future
officers and provide for governance structuresrduthe organization process that will
promote and sustain the kind of cohesive sessi@ngmecessary to negotiate the
leadership challenges that will arise during tHelgecation phase of the church.

Recommendations for Further Research

Due to the personal and relational impact assatiatth this phase of ministry
and the necessity for skillful, effective leadepsthis phase of pastoral ministry should
be researched further in order to gain a fullerausthnding of what pastors actually
experience and are required to negotiate. In daldo this, a case study could be
conducted on one of the lengthier and more involeadership challenges contained in
this research or on a comparable situation.

Because of the critical role of elders who servehensessions of newly organized
Presbyterian churches, and the associated drashéticn power dynamics, it is
recommended that a qualitative research study beéumbed to explore how ruling elders
negotiate the leadership challenges experienceskgulnt to the congregation’s
organization.

As the research indicated, some critical stakemsld#o participated in the

leadership challenges were neither staff membel@ydeaders, but members of the
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congregation. Given research constraints, thisaeeanot fully explored. Due to their
informal, relational capital, however, their intst®and perspectives were an important
aspect of each founding pastor’s negotiation ol¢hdership challenge. Therefore, it is
recommended a qualitative research study be coedwct how an entire congregation
might better understand, prepare and negotiate teaslership challenges.

Conclusion

This qualitative research study has confirmed BErasbyterian founding pastors
experience the season of congregational life sulesgdo the formal organization of the
churches they planted as challenging. The leadecdtallenges, which commonly arise,
include personal criticism, criticism about minystision or practice, and debates about
decision-making authority.

The research revealed a gap in the literature @etréatment of this issue. The
research participants also indicated that theytwddeceived any formal training to
navigate this season of ministry. Together, thex#rfigs show why founding pastors felt
unprepared to negotiate these challenges. Therobsglaowed that founding pastors who
were able to negotiate these leadership challelbegsn to understand the
interconnectedness of their ministry system anigdihtiated themselves from the
overall leadership challenges. Founding pastord aigs practice effective leadership
strategies and employ strategic methods of chuoglerpance in order negotiate these
leadership challenges.

Finally, the research indicated that a strong,iedjfand supportive session was
essential to the founding pastor negotiating thesdership challenges. When this type

of session existed prior to the leadership chablerigvas decisive for successfully
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negotiating the leadership challenge. When it viiseat, the formation of this kind of
session became a critical outcome of successfatjptmiating the challenging, and proved
critical to negotiating associated aspects of ¢aelérship challenge. Therefore, the
founding pastors will not successfully negotiate lgadership challenges common to this
stage of congregational life without the preserfcag aohesive, supportive session.

In conclusion, the researcher hopes that this igtiake research will help better
educate founding pastors, lay leaders and congtggarticipating in church plants about
the leadership challenges likely to be encountdrgthg the solidification phase. It is
also hoped that this will enhance the leadersHgreveness of founding pastors
negotiating this season in a congregation’s lifé pgromote a more sustainable form of

ministry leadership.
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