Learning to
Lead Change

A Transformational Journey

MANY CHRISTIAN CONGREGATIONS in America today need to experi-
ence life-giving transformation. If the need is so compelling, why are
these congregations not embracing and initiating change? In fact, many
have attempted to make adjustments. But their efforts ofien run into
resistance or produce marginal results. When this happens, they may
conclude that “we can’t change—-we'll just have to make the best of it.”

There's good news! God is still eager and able to re-create both peo-
ple and congregations. Furthermore, the principles of leading transfor-
mation can be learncd by most church leaders in ordinary congregations,

QOver the past decade, a group of churches in Houston, 'lexas, has pas-
sionately engaged the question, “How do we transform declining congre-
gations into Christ-like bodies that display the power of the Gospel in our
communities?” Today congregations everywhere are siruggling with the
rapid-fire changes in our world and the impact these changes are having
on their ministries. How do churches respond to these changes and
remain true to the core teachings of the Scripture?

These are questions that the churches of Union Baptist Association
(LUBA) have been addressing for more than a decade. This book presents
the model and principles for congregational transformation that
emerged from their journey. In sharing the lessons from our experience,
we hope to encourage other congregations and to help them navigate
their own tumultucus environments.

In this chapter, wa relate the story of the model’s development in
UBA. The story actually unfolds on two levels- the transformation of a
local judicatory and of many individual congregations. With the bencefit
of hindsight, we are able to tell the story in an orderly fashion. As we
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lived it, the actual experience was anything but orderly. Fueled by a pas-
sion for the local church, pastors and judicatory leaders prayed, studied,
dialogued, and experimented. We learned as much from our failures as
we did from our successes. We experienced conflict at many different
levels. The process was both humbling and rewarding, two emotions
that any change leader will ultimately experience.

How suceessful has the journey been? In the 1980s, Southern Baptist
congregations los! ground, when compared to the overall growth of the
population, in every county in the country. From 1990 to 1993, the
Southern Baptist churches in Houston grew by 19.2 percent while the
county grew by an estimated 12.9 percent. Baptisms increased by nearly
50 percent, and giving to the association increased dramatically, A clear
and compelling vision is shared among this group of denominational
churches in a day that proclaims the death of denominational loyalties.
This book i not about denominational revitalization, but we do advo-
cate that congregational leaders learn and draw support from others to
navigate the waters of change successfully,

The church in America is af a crossroads. We share our story to offer
hope to churches across the country—hope in a practical, proven process
that can help create a renewed sense of vitality and impact, Though it is
wriiten by three church consultants, this is the story of courageous pas-
tors and congregational leaders who allowed us to learn with them as
they embraced the journey of change.

Two Defining Moments: Catalysts for Change

Qur story begins in the (all of 1989. The UBA staff team experieniced two
clarifying moments that set the course for a decade of learning about
change leadership. The previous spring, I (Jim Terrington) was called to
serve as the director of this association of five hundred Southern Baptist
churches in the Houston area. The two colleagues who coauthor this
book joined the team almost immediately. James Furr became a member
of the staff team, serving as a consultant to local congregations. Mike
Bonem served as my personal consultant in the effort to clarify UBA’s
mission and vision for the future,

A Fresh Look at the Trends
The first defining moment grew out of a statistical analysis. James pro-
filed the membership, attendance, and giving trends for all our church-
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es as a group from 1950 through 1989. The graphs reflected generally
positive growth in all the categories. My immediate response to this pic-
ture was “This looks good. We've done well over he past forty years.”

Then James finished the story. On top of the trend lines for the asso-
ciation, he laid a graph of the growth of the city for the same period. The
message was startling. It showed a gap between the growth of the
churches and the growth of the city that grew wider every year. In busi-
ness terms, we had been losing market share for forty vears. At the
annual meeting of our churches each fall, we would congratulate our-
selves for an increase in resident membership, while failing to acknowl-
edge that the city had grown significantly faster during the same year.
We had actually lost ground. Wiith few exceptions, this pattern had
repeated itself for forty years.

Feedback from the Front Lines

Determined lo discover the causes of this trend, we convened a series of
severtteen listening sessions with pastors around the city. This produced
the second defining moment. A total of 176 pastors participated. They
represented congregations of all sizes, of the inner ¢ity and the suburbs,
and of eight different culiures.

On a Tuesday night in September 1989, we convened a listening ses-
sion al Faith Memerial Baptist Church. Sixteen pasiors atlended, and
several brought their spouses. As the meeting unfolded, a pastor named
Dave decided to give us some painfully honest feedback. “I never open
any mail that comes from the denomination. You guys don’t have a clue
what my world is like. You keep sending me standardized programs
with promises that my church will successfully reach the community, if
I just use the program the wayv vou designed it. When 1 say that it’s not
working, vou tell me that I'm either doing something wrong or that I'm
not working hard enough.”

IHe paused and looked at the floor. When he looked up again, there
were tears in his eyes. “I'm working harder than I've ever worked, for
less results than ['ve ever gotten. My health is failing and my family is
falling apart. And I feel abandoned by my denomination. I want nothing
more than to see my community embrace the Gospel. But one thing is
clear to me. Working harder at what we've been doing is simply not the
answer.”

That night we gathered around Dave and prayed for him. { thanked
him for the courage to be honest. Then came the clarifying moment. I
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looked at the other pasiors and said, “It would help me to know how
much Dave’s experiences mirror your own.”

We did not leave the room until afler midnight. These men and
women poured oul hearts of frustration and confusion. They knew, long
before we did a statistical analysis, that we were losing the city. They
knew thal their best efforts were not producing the results that they
desired and that their communities needed. They were brokenhearted
over the lack of impaci their churches were having. And they were frus-
trated that their training had not prepared them for this world. It was
clear that they were looking for credible guides to share the risks of nav-
igating this new world, and none wete to be found,

As I drove home that night, I found myself talking out loud to God.
I asked him for wisdom. I made a promise that if he would show the
way to help pastors and congregations have an impact on our city, I
would follow no matter what the cost. At that time I had no way of
knowing the full significance of this covenant. In relrospect, I wonder if
I would have been s0 quick to make that promise had I realized what
was ahead. I did nol understand the power of a paradigm. I could not
foresec the resistance to change that would come. I did not anticipate the
personal attacks or the sense of abandonment that [ would feel at vari-
ous points along the way. I now know that these are common experi-
ences for every change leader. As I began the journey, lhe cliché, “igno-
rance is bliss” contained more than a grain of truth.

Changing Our Association Befare We Could Help Others
These two defining moments produced a sense of urgency that drove us
to prayer, to dialogue, and to a commitment to learn. {See Chapler
Three about the role of crealing urgency in successful change process-
es.) We readily acknowledged that we were gulilty of offering only stan-
dardized, denominational programs. And it was clear that the results of
these programs were overwhelmed by the scope of the need in our city,
The only conclusion was that the assoctation would need to make rad-
ical changes.

But not everyone in the organization agreed. Despite compelling
evidence, many pastors and UBA staff members still wanted us to hold
tightly lo the traditional ways. For nearly two years, we ran on two, par-
allel tracks. On one track we continued offering standard denomina-
tional programs and support.

It was from the other track that the new vision ultimately cmerged.
This was the track of generative [carning—of seeking new solutions to
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the challenges we faced. It only became a “track” in retrospect. In the
midst of the moment, it felt more like fighting our way through a dense,
deeply forested jungle. We continued listening to pastors, building rela-
tionships with them, and earning their trust.

We also lound Ilenry Blackaby and Claude King's Fxperiencing God
to be very helpful The authors describe that God is always al work
around us, and that he invites us to become involved wilh him in his
work (1990, pp. 19-20}. (See Chapter Five on the ongoing challenge of
alignment.) We began to take small groups of pasiors away for one-day
prayer retreats. We prayved for God ta show us his activity in our world,
We made covenants with him and with each other that we would make
adjusiments to join God as his activity became clear. (See Chapter Tweo
on spiritual vitality and Chapter Three on personal preparation.}

We read extensively from both Christian and business literature
about healthy, effective organizations. We were deeply influenced by Bill
Hybels and Rick Warren and the successes of thejr congregations. We
also saw many applications in Peter Senge’s The Fifth Discipline (1990)
and in John Kotter’s Leading Change (1996).

As the process continued, a vision for the future began to emerge
and gain clarity. The vision had its roots in our very first feeble attempt
at drafting a vision stalement for the organization. {See Chapter Four on
discerning vision.) Over time that vision became clearer and ultimately
was expressed this way:

UBA's vislon is healthy congregations changing
the world from the inside out.

This was a very stressful period. Qur staff team was composed of
highly competent professionals who set high standards and were accus-
tomed to knowing the answers. Our own image of leadership made it
difficult to be in the role of Jearner. There is a certain vulnerability that
comes from acknowledging that we don't know what we need to know
to succeed. Yet in today’s rapidly changing environment, leaders are
increasingly required to be learners.

We also experienced resistance to change {rom those who were pri-
marily involved in the association’s ongping services. As the vision
gained clarity, we began to ask what changes we needed to make. This
created an increasing, level of anxiety among those who were commutted
to our traditional track. This anxiety was expressed in hundreds of dif-
ferent conversations and decisions along the way.
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Our stress was compounded by the absence of an adeguale process
for feading change. Our collective experiences were with incremental
approaches to change. Only in retrospect did we realize that we were
engaged in a paradigm shiff. (See Chapter Eight on mental models.) We
operated more from intuition and from a willingness to risk failure in
order to learn. And we were sustained by a deep commitment to Jesus
Christ and a conviction that change was absolutely necessary.

Understanding the Dynamics of Change

The pursuit of God's vision for UBA led us first to assess the planning
processes that congregations were using. Al that time, our denomination
used a long-range planning process thal was based on a set of standard
programs. Churches assessed the strength of their existing programs,
without ever asking whether these were the right programs. They fol-
towed this assessment by setting goals for increased participation in
each area. The message from our pastors, however, was that siandard-
ized programming was no longer effective.

Emergence of the First Part of the Model
In the spring of 1991, UBA team member Robert Sowell initiated a pilot
project to test the impact of a different planning process. his strategic
planning process differed from long-range planning in several critical
ways. (The planning process for change that ultimately emerged is
described in Chapters Three through Iive.) Ideally, it began with a thor-
ough assessment that included internal measures—attendance, giving,
membership. But it also required congregations to assess external fac-
fors, such as demographic frends and community needs.

Second, the strategic planning process included he development of
a mission and vision statement that congregations could use to guide
and assess their progress. Rather than measure progress against itself
{did our attendance Increase compared to last year?), the congregation
would begin to measire progress by its impact on the community.

Third, it guided congregations to identify the key priorities that
would enable them to make the most progress toward achieving their
mission and vision, These priorities became the focus of new activity in
the life of the church.

Ten congregations enlisted in the pilot project. The pastors of these
congregations parlicipated in a two-day retreat where the strategic
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planning process was described. We offered to serve as consultants to
the churches as they engaged in this planning process. All ten pastors
signed on for the project.

Only one of the congregations in the pilot project had a highly
successful experience. Hol Thanh Tin Lanh Baptist Vietnam, pastored by
Khanh Huynh, experienced significant long-term growth. From a congre-
gation of approximately forty members, it is now a healthy; vibrant con-
gregation with an average attendance of three hundred fifty that is making
a significant impact in the Vietnamese community of Houston and beyond.

In every other congregation that seriously engaged the process, a
commen pattern emerged. The stralegic planning process began wilh
great enthusiasm. 'The congregation developed a clearer sense of its situa-
tion and its environment and eventually established a vision. 'Lhen as the
viston-based priorities were implemented, significant conflict emerged.

Learning from Conflict

In retrospeci, this contlict should not have been surprising. It paralleled
what was happening in our association. As we used the strategic plan-
ning process and pursued the vision for the association, the old ways of
doing things were challenged. This resulted in an accelerating level of
conflict. As new financial resources became available, they were budget-
ed, almosl exclusively, o the new priorities identified in our planning.
This threatened those who had a vested interest in the way we had
always done things. We experienced passive and direct resistance from
some staff members and from pasiors in the association. Usually the
conflict was behind the scenes, but more than once our deployment of
resources to the new priorities was challenged in open meelings.

Over time and through hundreds of conversations we came to rec-
ognize that change does not happen without conflict. As we reviewed
the biblical patterns, every time—without exception - the people of God
began to make adjustments to join God in his aclivity, conflict emerged.
Blackaby and King (1990) call it “the cxisis of belief.”

I would like to say that the conflict was civil and was conducted at
the philosophical level. Often it wasn’t. In the midst of change, the best
and the worst of human nature emerges. On many occasions, the conflict
became very personal. Qur motives and character were questioned and
challenged many {imes. Sometimes ir the heat of the conflict, our
motives were indeed suspect. On more than one occasion, we con-
tributed to the destructive nature of these confrontalions.
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How did we survive this as an association? Ultimately the answer is
“By the grace of God.” But many factors contributed. At the core of the
change process was a staff team and a group of key pastoral leaders who
were deeply committed to joining God's movement. They possessed
high levels of interpersonal skills that helped us manage conflict con-
structively. Our broadly shared sense that we were losing the city resuli-
ed in a high level of urgency. This urgency created an unusual willing-
ness to take risks and explore new alternatives.

In our pilot project with the ten congregations, we had assumed that
they had the resources needed lo manage conflict. In fact, it became clear
that one of the prevailing assumptions, or mental models {sec Chapter
Hight), was that a healthy congregation did not have conflict. As one
pastor said, “All my life, I've judged my success by how happy every-
one in the church was. You are telling me that if I'm really on mission
with God, one sign of my success will be the presence of conflict.”

The conflict in the local church was similar in content and scope to our
experience at ihe associational level. Change threatened those individuals
within the congregation who had & deep commitment to and vested inter-
est in the exisling programs and priorities. Their response to this threat
varied from reasoned conversation to personal attack. As this paftern
emerged in multiple congregations, it became apparent that conflict man-
agement skills would be critical to any successful change process.

Emergence of the Second Part of the Model

Heavily influenced by Blackaby and King, we began to refer to strategic
planning as the work a congregation does to (1} identify the activily of
God and {2) make the personal and congregational adjustments needed
1o join him in that activity. As we framed it in that language, the second
part of our transformation medel began to emerge.

In follow-ups with the ten pilot congregations and in ongoing work
with many other congregations, we learned that condlict emerged in
each case. The conversations gave birth to the distinction between life-
giving conflict and life-threatening conflict.

Life-threatening conflict occurs when people lose sight of the vision to
which God has called them. It is found in the Exodus storv. After leav-
ing Egypt for the Promised J.and, the people lost sight of the mission.
They began to murmur against their leadership and they openly dis-
obeyed God. They became more concerned with their own comforl lhan
with achievement of God’s plan.
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Life-giving conflict is a deeper understanding and commitment that
grows out of a significant disagreement. It is found in Acts 6. In this pas-
sage, a conflict emerges over distribution of food to the widows. But as
the church genuinely sceks God’s will in the context of its vision, a bet-
ter solution is found and the church is able lo carry out ifs mission more
effectively.

Khanh Huynh verified that the process created conflict in the 1ol
Thanh congregation. “We lost members because we made a commitment
to do what we understood God to be calling us to do. Some people did
not want to go where God was leading us, Ullimately some people left
our church. But even in losing members we became a stronger, more
focused congregation.”

We began to understand that a congregation must have a certain
foundation before making the adjustments that the planning process
will require. We refer to this foundation as spiritual and relational
vitality {see Chapter Two). The change process, by its very nalure, cre-
ales conflict. A congregation with a high level of spiritual and relation-
al vitality can accept change and can manage conflict in ways that give
life. Conversely, a congregation with a low level of spiritual and rela-
tional vitality will tend to manage conflict in ways that preserve the
status quo.

The ways in which spiritually mature leaders manage conflici can
help stimulate the change process. Though leaders and followers can
and must learn skills to manage conllicl, this is more an art than a sci-
ence. As leaders assess the sources of conflict, they will also give atten-
tion to managing the canflict in a life-giving manner. This requires
patience, wisdom, and a multitude of counselors. If requires a great deal
of humility, because sometimes the leader’s own broken humanity will
be the source of the conflict. How a congregation manages conflict can
enbance or diminish the congregation’s spiritual and relational vitality.
When managed in a life-giving manner, conflict empowers the people to
solve the problem and keep the church on mission.

Again, this paralleled our experience in UBA. At times, the conflict
was lifc-threatening. In other instances, conflict produced a renewed
commitment o the vision and clarity in our immediate direction. In
looking back, our level of spiritual and relational vitality was an impor-
tant factor that separated the two outcomes. Some of our most signifi-
cant advances grew out of periods when we intentionally focused on
God and when relationships among our core group were strongest.
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At the core of the spiritual and relational vitality part of our model
is the conviction that leaders bear a disproportionate share of the respon-
sibility for leading change. It follows that the spiritual and relational
vitality of the leader or leaders i3 foundational fo the change journey.

One additional learning emerged from our pilot project. It became
clear that spiritual and relational vitalily had to be linked to a positive
vision of the future. In the context of this awareness, the importance of
mental models (see Chapter Eight) emerged again.

Most church members have a set of assumptions about how the con-
gregation should function. It was at this point that we leatned that spir-
itual and relational vitality can be misplaced. The assumptions about the
congregation may not be appropriate for the congregation’s current con-
text. As a congregation gives attention to increasing its vitalily, one result
can be an attempt to recapture the past. Several of the congregations
involved in the pilot project had reached their peak in attendance a
decade or more prior to this project. As pastors became intentional about
foslering growth in (he spiritual and relational vitality of the congrega-
tion, many of the longtime members wanted 1o focus that energy on
recapluring the past—returning to the good old days.

As the journey continued to unfold, we began to work with congre-
gational leaders to assess their spiritual vitality. Emphasis was given to
leading the congregation to prepare for the journey of change—corpo-
rately through worship, reconciliation, and community assessment, and
individually through the practice of spiritual disciplines and obedience
to the Spirit's leading.

Spiritual and relational vitality emerged as the second part of our
model for leading change. But it is the foundational piece. Apart from a
strong sense of vitality—in relationship to God and with one another
through a shared vision the change process is doomed to failure.

Learning Why the Change Process Stalled:
The Third Part of the Model
live years into this journey, numerous congregations had embraced the
change process with spiritual and relational vitality at its core. Working
with consultants from the UBA leam, congregations began to make
progress —incremental at first, but more substantial over time, Then the
final piece of learning emerged.

When the consultants exited, the process often stalled. Ultimately,
the business community helped us understand the cause. Led by the
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work of Bennis and Nanus in the 1980s, business experts began Lo make
a distinction between leadership and management. “Managers are peo-
ple who do things right and leaders are people who do the right things”
(1985, p. 21}. This resonated with our experience. Most of the pastors
with whom we worked had been trained to manage the congregation.
They approached their work from the question “IHow do I improve the
programs and ministries that we are currently doing?” Few had been
trained to ask the question “Are the things we are doing the most faith-
ful and effective means of reaching our community with the Gospel?”

It became increasingly apparent that the consultants had been virtu-
ally leading the change process, with the pastor endorsing it, empower-
ing it, and continuing to manage the existing programs and ministries of
the church, To achieve the vision, pastors and key congregational lead-
ers needed a way to distinguish the leading and managing functions-
but based on a paradigm of rapid change and continuous learning.

The work of Peter Senge in The [ifth Discivline became profoundly
influential at this point. He describes leadership as mastering a set of
disciplines that leaders must use to guide an organization through tur-
bulent times. The associational team had read his work in the early 1990s
and began using these disciplines in their work. Hence, the third portion
of the model emerged.

Coming to terms with the learning aspects of transformational lead-
ership had two specific impacis in our work at UBA. At the association-
al level, we gave birth to the Direclor Team. This leam consists of four
individuals who serve as co-direciors ol the association. The fundamen:
tal fenet of this approach is an agreement that no directional decisions
are made without the consensus of each team member. This team
allowed us 1o benefit from very different gifts and significantly different
styles in the leadership of the association.

Qur learning on leadership also led to the birth of a significant min-
istry named Young Leaders. Recognizing that most pastors had been
trained 1o manage a congregation, Young Leaders became the place
where we began training them to exercise transformational leadership.
'The program includes the content of this book and is based on a com-
mitment to learn leadership in the context of community. Beyond the
content, this two-year learning process includes very close and at times
deeply challenging peer-group experiences. The participants have con-
sislently reported that this is the most successful leadership develop-
ment expetience that thev have ever encountered.
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The {inal aspect of the model focuses on the cluster of learning dis-
ciplines ithat must be mastered by transformational leaders. The disci-
plines assume an environment of rapid change and significant divetsity.
They are substantively different (rom the skills required to manage the
ongeing life of a congregation where little change ts anticipated.

The Congregational Transformation Model

The Congregational ITransformation Model, which emerged from the
experiences we've described, is shown in Figure 1.1. This model was
designed to describe a complex set of challenges, sleps, and leadership
requirements thal are associated with a deep, systemic change effort in
an established congregation. The principles on which the model is based
are also applicable to a new church start-up, a ministry within a church,
judicatories, and parachurch organizations. ‘The model has three major
inferdependent and interactive components: spiritual and relational
vilality, an eight-stage process for change, and four essential learning
disciplines. Each component is introduced in this chapter and explained
in detail in the chapters that follow.

Spiritual and relational vitalily forms the heari of the transformation
process. Congregations without an adequate level of vitality will not be
able 1o sustain significant change. A congregation [hat is not commitied
to following God or that is experiencing serious discord within the body
will find it virtuaily impossible to {ollow the difficult path of transfor-
mation (see Chapter Two).

'The eight-stage change process is the sequential component of the
model that gives form and direction to the iransformation. It is not enough
to know that change is needed, or even to have a clear image of the
church’s future. The challenge is to create a realislic way to get there. The
eight stages give struciture and sequence to the process of moving from
today's reality to a distant tomorrow (see Chapters Three through Five).

The third componenl! represents a set of learning disciplines that are
essential for the leaders who will guide the transformation. Without
these disciplines, the many hurdles that are encountered in the long
journey are probably insurmountable {see Chapters Six through Ten).

When asked how long it takes to transform a congregalion, we
always reply that there is no simple answer. The transformation of an
existing congregation is never a quick or easy process. The actual time
required will depend on many factors, including the scale of the change
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FIGURE 1.1 Congregational Transformation Model
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needed, church size, the congregation’s readiness to transform, its spiri-
tual and relational vitality, and past problems lhat mavy have been mis-
handled. Likewise, various stages in the change process will take differ-
irtg amounts of time.

But a realistic figure for comprehensive transformation might be five
to seven vears, or sometimes longer. By comprehensive we mean deep
changes such as a shift to ministries that target unchurched persons, a
major transition in the racial or ethnic composition of the membership,
movement o a significantly different size, or the journey from a “chap-
lainey” stance to a missional posturc. We have also found that the most
effective transformational leaders have mastered the art of leadership.
They know when a congregation is ready to move forward and when it
is time 1o slow down, regardless of any timetables that may have been
previously set.

Congregational transformation has many analogies to whitewater
rafting. Whitewaler rafting is an exhilaraling adventure, but it can also
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be dangerous if it is not done properly. Simply having experience with
other watercraft—sailboats, rowboats, fishing boats—is insufficient.
Before begirning, the right equipment must be gathered. The right kind
of raft, oars, and life jackets are imperative. A wise rafting guide will
include a first-aid kit, an emergency throw line, water and snacks tor the
journey, and other supplies. In the same way, spiritual and relational
vitality must be in place 1o begin the transformation. Starting without
this foundation is like heading down a raging river in a twelve-foot alu-
minum fishing boat.

For challenging raft trips, a map of the river is invaluable. Being
warned of the approaching rapids or the need to portage around a
waterfall is more than a “nice to know” luxury. A good river map rec-
ommends a particular approach to the tricky currents, highlights boul-
ders hidden in the stream, and suggests places to stop for a rest or for
scouting a difficult passage. But even the best map is limited in the
amount of information that it can convey. Changes in the river’s flow
rate, weather condifions, or the abilities of the rafters may necessitate
different approaches to the river. Obstacles that can be avoided easily at
low flows may become major concerns when the river is running fast. So
it is with the eight-stage change process. It provides many suggestions
and insights for the change process, but actual conditions will always
require real-time adjustments in the approach for a given congregation.

A specific set of skills is also needed for a successful whilewater
journey. Anyone who decides to piloi the raft based exclusively on expe-
rience with other types of walercraft has made a serious mistake.
Handling a raft bears no more resemblance to boating on a lake than rid-
ing a bike down the street does to driving an eighteen-wheeler on an
interstate highway. Reading the currenis, recognizing paiterns in the
water that point to hidden rocks, steering a clumsy rubber craft, timing
the turns and paddle strokes are all essential skills for the whitewater
environment. The learning disciplines facilitate transformation, just as
rafting skills provide for safe passage on the river. And like the boater
who has never been in whitewater, many church leaders underestimate
the gap between their level of preparedness and the requirements for
change leadership.

One of the great challenges of congregational transformation is that
all three compaonents must be done well and simultaneously. A transfor-
mational effort based on spiritual vitality without the change process or
the learning disciplines is no more sensible than having the raft without
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the river map or the whitewater experience. All three are essential to suc-
cessful trans{ormations.

‘The interdependent nature of the three components is a challenge to
many leaders. We acknowledge, without apology, that mastering and
monitoring all three components simullaneously is not easy. We also
assert thal human beings are designed to master complex tasks, Those
who make the commitment and stay the course will find great reward in
the journey. It is our hope that this book provides encouragement and
practical guidance that has emerged from our colleclive journey. It is
ultimately our hope to contribute in some small way to the renewal of
the church as we face some of its most challenging days.
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