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Leadership



PROCESS TASKS

LEADERSHIP:
LEADERSHIP CHANGES DURING THE 

INTERIM
Congregational Development Task #3 

See Temporary Shepherds, pp.87-98, 169-71; Transitional Ministry Today p.58

See also “Transformation Toolkit”: Fostering Dialogue #19-21; Conflict & Change#23; Leadership issues 

#39, 41-44;  

“Resources for Transition” Fostering Dialogue pp.23-24; Leadership Issues pp.47-54, Exiting Well pp.62-63

p.1

CONGREGATION’S DEVELOPMENTAL 
TASKS

PASTOR’S PROCESS TASKS

Coming to Terms with History Joining the system

Discovering a new Identity Analysing the system

Allowing and empowering new 
leadership

Connecting with the denomination

Renewing denominational linkages Focusing & assuming responsibility

Commitment to new future Exiting and evaluating



The Task: Leadership Changes
Focus Point – Leadership

Leadership:
“reviewing the membership needs and 
its ways of organizing and developing 

new and effective leadership.”
http://healthychurch.org/interim-ministry
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“Look for opportunities to 
facilitate this healthy 

movement of members into 
new leadership positions 

and allow those who want to 
step back from leadership 

to do so.”

The Task

p.1



Shifts of Power:
In conflicted and struggling congregations, “such 

adjustments of leadership may well become power 

struggles”

�Leaders who shift into neutral, waiting to see 
what happens

�Return of the previous era’s “drop out leaders”

�“The emergency squad”

p.1



Also Time for Review
p.1

This is also a good time...

� to review decision making and leadership 
structures, to ensure their congruency with 
the governing documents and purposes, and to 

open these wherever possible. 

� to enhance the 
congregation’s ability 
to manage conflict and 
live with differences.

R. Neil Chafin



Notes from Roy 

Oswald’s 

“Power

Analysis of a 

Congregation”, 

Alban, 1981, 

revised 2001
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Reputational Power, given me as a result of past experiences 

with me

Coalitional Power, obtained through being part of a caucus or 

support group within the larger system

Communicational Power, exercised when have access to 

important information within a system

Structural Power, through holding a role as part of the 

official structure of the congregation.

p.2

Currencies of Power
“The ability to be seen by others in the 

system as being able to influence, for good or 
ill, what the system holds dear...”(p.10)  

The four most highly valued currencies of 
power are:

Roy Oswald



Name of 
Person

Reputational 
Power

Structural 
Power

Coalitional 
Power

Communication
al Power

Power Base 
Rating

Self 
Assessment:
My credibility 
with this person

John Doe X X 2 1 2 3 4 5 6

Susan 
Brown

X X X 3 1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

1 2 3 4 5 6

Power Analysis Chart
p.2



My Personal Experience
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Leadership Endings & Beginnings
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Leadership Endings & Beginnings

p.2

Four “very clear and specific tasks”

� Attend to former leaders, 

� Accept and deal with change, 

� Focus on the mission and 

� Seek out new leaders.
Andrew Carlsson

See Resources pp.47-48 



Work at the Way Things Are Done...

p.3

Work at the way things are done here –

� Open the decision making process; 

� Improve communication practices; 

� Teach change dynamics, conflict management 
and resolution skills; 

�Develop a broadly owned new covenant
Andrew Carlsson



Work at the Way Things Are Done...

p.3

Restructure in keeping with the new sense of 
vision and purpose. 

� Review & clarify personnel policies, 
descriptions and procedures in keeping with that 

vision and purpose. 

Caution:  FIRST clarify purposes, then adapt 
structures



Change Dynamics
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Change Dynamics
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Change Dynamics
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Change Dynamics

“Change is a leader’s friend, but 
it has a split personality: its 

nonlinear messiness gets us into 
trouble.  But the experience of 
this messiness is necessary in 
order to discover the hidden 
benefits – creative ideas and 
novel solutions are often 

generated when the status quo is 
disrupted.” 

Michael Fullan, Leading in a Culture of Change Jossey-Bass, 2001
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Change Dynamics

“The important thing about change is that it 
should be the congregation’s change, not 
something imposed by the interim leader.” 

Roger Nicholson
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Gil Rendle’s 

Roller Coaster of 
Change



Kinds of Change
Linear or technical changes (colour of carpet) and 

Adaptive changes which require new learnings (living 
with diversity).

p.4



1. Surfacing & Nurturing 
a Sense of Urgency

5. Empowering People & 
Removing Obstacles

2. Building a Guiding 
Coalition

6. Generating Short 
Term Wins

3. Developing a Vision & 
Strategy

7. Consolidating Change & 
Producing More Change

4. Communicating the 
Change Vision

8. Anchoring the Change 
in the Culture

Kotter’s Eight Stage Process

p.4



Symptoms of Resolution Symptoms of Non-Resolution

Open leadership & decision making 
structures

Divisions, destructive sub-grouping, 
competition, avoidance

Interdependency; readiness to work 
together; volunteers come forward

Power plays; end runs around process

Win-win decisions Win-lose decisions
Clear decisions with follow through Decisions are not clear, aren’t carried out, 

or fall apart
Shared leadership in maintenance and 
developmental tasks

Search committee becomes a power centre 
and does not communicate with membership

Election, acceptance and support of new 
leadership

Secret meetings, self authorized decisions, 
gossip and rumours

Inclusiveness: conflicts and differences are 
dealt with openly

Exclusiveness, blaming, avoidance of conflict

Confidence in new structures and personnel* System anxiety seeks to bolster “continuity” 
by freezing current structures and/or 
personnel* 

Accomplishing this Task

Based on R. Neil Chafin, “Engaging the Developmental Tasks ”*
Note also: Alban’s Congregations. The Spring 2005 and Fall 2007 issues have significant articles on 

governance, including John Carver’s Policy Governance.
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Resources for Leadership

Temporary Shepherds, pp.87-98, 169-71

Transitional Ministry Today p.58

Transformation Toolkit”: 
Fostering Dialogue tools #19-21; 
Conflict & Change tools #23; 
Leadership issues #39, 41-44;  

“Resources for Transition”
Fostering Dialogue pp.23-24; 
Leadership Issues pp.46-54, 

Exiting Well pp.62-6



Resources for Leadership

“Transformation Toolkit”: 

Fostering Dialogue
#19  Safe Exchanges: Fish Bowl & Samoan Circle

#20  Public Explorations:  Deliberative Dialogue & The 
World Cafe

#21  Difficult Conversations

Conflict & Change 
#23. Change Theory

Leadership
#39  Teams: Mobilizing for Ministry

#41 Emotional Intelligence
#42 Leadership Continuum

#43 Governance – Beyond Board-dom
#44 Consent Agenda



Leadership Changes: 
some tools

Resources 

pp.47-48

The “Four Clear and Specific Tasks”

1. Attend to former leaders, 

2. Seek out new leaders 

3. Accept and deal with change, 

4. Focus on the mission 
Andrew Carlsson, Nicholson pp. 92-94



The “Four Clear and Specific Tasks”
1. Attend to former leaders

2.. Seek out new leaders

1) First, ask the leaders to reflect on 

serving as a congregation leader.

2) Next, consider the leadership pool.

3) Lastly, use your findings to create 

a plan
Patricia Hayes, “Lay Leadership: Expanding the Circle”

Leadership Changes: 
some tools

Resources 

pp.47-48



3. Accept & Deal with Change

Dr. William Bridges, 
“Getting Them Through the 

Wilderness:
A Leader’s Guide to Transition”

Leadership Changes: 
some tools

Resources 

pp.47-48



4. Focus on the mission 

“When we are preoccupied with 
our weaknesses or problems, we 

tend to forget what our real 
purpose is.” 

Carlsson in Nicholson, p.93

Leadership Changes: 
some tools

Resources 

pp.47-48



4. Focus on the mission 
� Celebrate the ministry of former 
leaders - bring closure to the past and 
free us to keep our purposes central.

� Former leaders may serve as mentors 
for new leaders (in some circumstances)

� Review and clarify all personnel 
policies, descriptions and procedures -
“Whose job is it?”

Leadership Changes: 
some tools

Resources 

pp.47-48



FURTHER TOOLS FOR LEADERSHIP 
DEVELOPMENT

Consent Agenda 
(Resources p.49)

Teams: Mobilizing
for Ministry

(Toolkit #39)

Leadership Changes: 
some tools



Resources

p.50

Preying Stork Big Daddy Super Star Player Coach Floating Log

“Portraits of Pastoral Leadership: 
From Floating Logs to Preying Storks” 

Henry J. Schmidt

Leadership Changes: 
some tools



Visionary Coaching Affiliative Democratic Pacesetting Commanding

Leader 

characteristics

Inspires, believes 

in own vision, 

empathetic, 

explains how and 

why people’s 

efforts contribute 

to the ‘dream’

Listens, helps 

people identify 

their own 

strengths and 

weaknesses, 

counsellor, 

encourages, 

delegates

Promotes 

harmony, nice, 

empathetic, 

boosts morale, 

solves conflicts

Superb listener, 

team worker, 

collaborator, 

influencer

Strong drive to 

achieve, high own 

standards, 

initiative, low on 

empathy and 

collaboration, 

impatient, 

micromanaging, 

numbers-driven

Commanding, “do 

it because I say 

so”. Threatening, 

tight control, 

monitoring 

studiously, 

creating 

dissonance, 

contaminates 

everyone’s mood, 

drives away 

talent.

How style builds 

resonance

Move people 

toward shared 

dreams

Connects what a 

person wants with 

the organisation’s 

goals

Creates harmony 

by connecting 

people to each 

other

Values people’s 

input and gets 

commitment 

through 

participation

Meets 

challenging and 

exciting goals

Soothes fear by 

giving clear 

direction in an 

emergency

Impact of style 

on climate
+++ ++ + + Often - - when 

used too 

exclusively or 

poorly

Often - -

When style is 

appropriate

When changes 

require a new 

vision, or when a 

clear direction is 

needed, radical 

change

To help 

competent 

motivated 

employees 

improve 

performance by 

building long term 

capabilities

To heal rifts in a 

team, motivate 

during stressful 

times, or 

strengthen 

connections

To build buy-in or 

consensus, or to 

get valuable input 

from employees

To get high 

quality results 

from a motivated 

and competent 

team.  Sales.

In a crisis, to kick 

start an urgent 

turn around, or 

with problem 

employees.  

Traditional 

military.

Daniel Goleman’s Six Leadership Styles
Resources

p.51



THE LEADERSHIP CONTINUUM
From www.valuesbasedmanagement.net

Leadership Continuum – Tannebaum, Schmidt

Leadership Changes: 
some tools

Resources

p.52



Leadership 
Changes: 
some tools

Resources

p.53





Resources

pp.54-59

Toward Structural Alignment 
with Mission

“Thus, when it comes to our congregational organizational 
systems, we need to ask: What outcomes are we looking 
for and do our systems birth such outcomes? If we want 
to empower and equip Christians for kingdom ministry, do 

the systems we employ create or curtail such desired 
ends?” http://theafle.org/

Brainstorming: A Functional Approach p.54
A Sample Vision Focused Approach p.55

Policy Governance:  The John Carver Model pp.56-57
The Lean Small Church: A Fitness Regime for 21st Century Mission 

pp.58-59



Resources

p.54
Brainstorming: 

A Functional Approach



Resources

p.55

A Sample Vision Focused Approach



Resources

pp.56-57

Policy Governance:  
The John Carver Model



The Lean Small Church: 
A Fitness Regime for 21st Century Mission

Resources

pp.58-59

A MISSION-DRIVEN PROGRAM PLANNING MODEL 

CONGREGATIONAL MISSION STRUCTURE 

(The result of the process above) 

+ 
DENOMINATIONAL IDENTITY 

(The unique ministry we can offer as United Church Christians, 

based on our Denomination’s beliefs) 

+
CONGREGATIONAL DEMOGRAPHICS (Who is active in our 

congregation) 

+ 
COMMUNITY DEMOGRAPHICS 

(The shape of our community and its needs) 

= 
CONGREGATIONAL MINISTRY PROJECTS AND ACTIVITIES









Review:

The Task:

• Help facilitate movement of leaders in & out 

of leadership (4 power currencies);

• Work at way things are done

“Four clear Tasks”:
1. Former leaders; 

2. New leaders; 

3. Change; 

4.  Mission focus

Change Dynamics
�Roller Coaster of change

�Kinds of change

�Kotter 8 stage process



Leadership: 
For Further Consideration

Turmoil on Twentieth

1. What leadership issues can you identify at 
Twentieth Street Church?  

2. In broad terms, how could Pastor Bill help the 
congregation begin to address these?

3. Regarding the “residual feelings” recommendation, 
how would you advise Pastor Bill to work at helping 
people on all sides of this issue to “let go, to move 

away from blame and toward release”?


