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ABSTRACT
SMASHING SILOS AND CREATING SYNERGY
Rev. Judy VanHemert Hunt

White’s Chapel United Methodist Church, Southlakexas

| want to tell you a story—one that needs to b, toot because we need another
tale, but because we need to know that positivagdia possible, and that there is still
such a thing as hope. But, mostly, because we teedé& reminded that as God’s co-
creators, we still have the ability to break dowe most ingrained barriers by allowing
ourselves to be transformed.

As with most tales, this one has been years imthking. It features a deeply
committed but distinctly isolated and departmemtaltiven group of people who, in
response to the congregation’s rapid growth, wereed by an expectation of high
energy, proficiency, and creativity. Thus, the meach ministry pulled together to
satisfy its own requirements, the more departmestétion became the norm.

With each mounting conflict, it became clear that could no longer operate in
the same siloed mode. This project, then, was dedi¢p foster communication and a re-
assembling of those various parts of Christ’s bealyhat our unity might offer a biblical
modelandreenergize all aspects of ministry.

The leading characters in this transformation becantentional conversation and
play. While none of us knew what lay ahead, seenbzave souls embarked on that

four-month journey, during which our gatheringslinied both fun and time to talk.



Quickly an atmosphere of familiarity and open htajy formed as a distinct
willingness to play emerged. Facades were easdp@dned as well-chosen games
served as an impetus for talking, laughing, shaiamgl self-revelation. Magically, these
exercises became segues into conversations thigatad the identification of
opportunities and defining of collaborative creaioA significant turning point emerged
when the group requested more—more participantsg mgportunities to gather with
others, and more intentional times for collaboratio

Will we live happily ever after? That reality remaito be seen. However, there
are important signs that we are at least on ourtavdiying in synergy, rather than in

silos.
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CHAPTER ONE

SURVEYING THE TERRITORY

You did not choose me, but | chgsa and appointed you so that you might go
and bear fruit—fruit that will last... John 15:6

How Did We Get Here?

As with any story, it's helpful to begin at the lo@gng. For us, that means
journeying back to Dade County, Georgia, and thes @& post-Civil War
Reconstruction. Following a rather frighteningrekish in their community of Rising
Fawn, twelve families and several unattached aotmaces determined to set out for a
better life. Thus, in 1871, they piled possessemms people into forty different vehicles,
buggies, wagons, and ox carts and headed westaaedds Texas. After a journey of a
little over three months, tragedy struck the fanofys. B. Austin, the leader of this
adventuresome band, when his infant daughter &Hgidied. Once the mourners buried
her on the prairie, it was clear to all that hatdibody must not be abandoned. So, here it
was that these pilgrims determined to stay. Engmddy the 1843 Treaty of Birds Fort,
which safely opened the North Texas plains toeseitint, Austin purchased the
surrounding land and built a home that was largrigh to include those who would

gather to worship on Sunday mornings as was thrcusf the day when logistics made



formal worship impossible. Within the year, howeweustin donated two acres north
his home, and the forty charter members of the btégt church erected a log buildi

on the property, with the first service being hieldrebriary, 1872
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Figure 1.1. Little white chapel. Figure 1.2. Early churchlbirg next to cemeter

The church, initially named Oak Hill Methodist CbhrSouth, as a tribute
Austin’s Rising Fawrchurch, wis served by a series of circuiting Methodist
preachers. Although it was the first Methodist begtablished in an area that wo
come to be kown as Tarrant County, it was by far the smalbesa multipl-point
charge and would see thdicial preacher only several times a year. WHile original
building burned to the ground and a second wasbidown, this faith communit
remained committed to God, and at some point i tiome of those circuit riders beca
a more consistent presgnamong the congregation. In the mode of the ttialjttle
wooden church eventually bece known by his name. In the 1980gth the growth of
the area, the establishment and expansion of amational airport, and the tenaci

faith, and outreachfahe congregation, this frameapel began to outgrow its smn

! White’s Chapel United Methodist Church, “Our Stdr
http://whiteschapelumc.com/ab-wc/our-story/(accessed June 15, 20:



wooden structure and a new sanctuary capable dirtgpthree hundred people and eight
Sunday school classrooms was dedicated on Eastela$ul988. Yet four years later,

as a new senior pastor was appointed, the fourfedriifty-person membership was
represented by an attendance of only one hundiad.néw pastor had been sent to close
the “declining” church. But the congregation, itssfor, and God had a decidedly
different outcome in mind.

To be sure, the young pastor and his wife, whovedrivith two small children in
tow, found faithful people who loved the Lord. Bbey also found a parsonage that was
less than ideal and offices that had been carvedfauformer home. Some areas of the
facility could only be accessed via boards aboveage. And because the parsonage
living room doubled as the youth Sunday schoolsttz@m, it was not unusual for that
congregational shepherd to be vacuuming, teachimgjpreaching within the span of a
Sunday morning. Although the “new” choir loft wouddcommodate thirty, there were
less than half of that to fill it and musicians wen short supply. However, this
congregation and the pastor took seriously Jeslistacgo and to make disciples. In fact,
it became the norm, rather than the exceptionntbthis husband-and-wife team baking
and delivering fresh bread to each new visitor Wwad worshipped with them that
Sunday morning.

At the same time, the surrounding community wasrgmg into a planned city,
complete with infrastructure and the transformabba two-lane road into a four-lane,
well-paved street. Acreage was still available egasonable price, and mansions began

to spring up in new neighborhoods. The proximityref airport made the burgeoning



town an ideal location for corporate executi
whose travel took them across the country

around the world. Crew members who piloted tt

flights were also attracted to this growi

communty. New school, which met high academic
Figure 1.3. Expanded camp

standards and produced championship athletic 1,
became another drawing card. Thus, the city endesgea place where old and n
came together in a way that was also reflectithe expanding church membeip.

However, as the church continued to g, it also continued to defy all models
giving when compared to simi-sized congregations. While most have le
endowments or a consistent handful of “go to” faesifor budgetary shortfalls, speci
project outlays, or capital campaigns, historically veerdarelied on the faithful giving «
each of our members who consistently step outith fa support the church with the
“prayers, presence, gifts, service and witné So, from the beginning of tt new 1992
pastorate, thgoung minister instilled desire to invest our resources into
development of excellence in worship and prograngmiather than the grandeur
facilities or the trappings of “religion.” Voluntezhave eagerly been utilizectherever
possible not only to enhance their gifts in seryimgt also to conserve our monet
resources for areas where there were no othemsptitven as the need for staff gre

employee size was always smaller in number thaeratiturches of compeéble size. As

well, staff members were employed at a significalgsser rate than could be madk

2The United Methodist Hymnal: Book of United MetlsbdVorshi| (Nashville:
The United Methodist Publishing House, 2001..



the secular world. Yet, there has never been d@alwof gifted people who are eage
contribute their gifts and gracesne of the earliest-and lastimgguirements for anyor
who comes on staff is that cn MBA—Mop and Bucket Attitude. To his great credit
is an attitude that was and is modeled by the segm@istor and one which has been ta
up with great conviction and joy by staff and vdker: alike.

Well, once it became obvious that church wcnotbe closing, but was, instee
adding almost daily to its numbers, a new visiogdreto be cast for the church anc
mission to the community and beyond. Less thancadkeafter his appointment, t
pastor guided the congregation through a capitalaign that would result in tr
opening of a new sanctuary space capable of se2®id@ worshipers, a choir of over c
hundred, and an orchestra pit that will comfortadatgommodate over thirty musicial
With its continued emphasis on worship, prograng that positively impact familie
through adult, student, and children’s offeringsyell as ministries of compassion ¢
service, this has become the church home of elth@rsand membe In the offing is
another expansiomvhich will adda significant amount dellowship and classrool
spacea welcoming book and gift storas well as a smaller venue for worst

weddings, and funeraighich will be located i the site of the older sanctua

Figure 1.4. Sanctuary Then. Figure 1.5. And now. Photographer Tommy Gr
Photographer unknown



But such extravagant and expansive growth hasore without the
accompanying growing pains. Early on, one camstaff because they had first
volunteered as an active member of the congregaiamnistry area was growing
beyond the part-time attention given it, and a letay salary amount was approved by
both finance and pastor-parish relations committ&sthe first staff members were
those who had initially been drawn to the churchtdyninistry and had come to know,
work with, and love the pastor. As wdik had already formed a relationship with the
volunteer and was well aware of their gifts, graeesl compatibility with his theological
and philosophical stance on almost any issue. stavautually proven relationship long
before it became a formalized one. However, inpds ten years this selection method
has become almost impossible to continue becaese ithless time to develop such
connections and the required expertise for anymgpasition cannot always be found
within the membership. Another complicating faasthat those who may have been
well-suited to smaller numbers, less innovatiord arslower pace early on, now struggle
with the demands resulting from increased numbedsaaculture of rapid change. A third
hurdle has been the fact that, in some cases, toséave been a part of the staff have
experienced a strong call to their own ordinatiod have subsequently begun a new leg
of their journey without recognizing the ramifiaats of the shift in their responsibilities.

Unlike the lay staff, clergypersons appointed hraight or might not have been a
fit for the culture. Those who came with an agetadehange things—especially the
mode of operation of the senior pastor—didn’t $tang. Some left to pursue a different

career; others have exited with a desire to heaid dlvn church or at least play a more



prominent role in its ordering. My own appointménthis charge came as the
culmination of my ordination journey. And althouiglivas a move across district,
economic, and societal lines, some of those phitssin staffing, continued growth in
programming and membership, as well as an incrieabe off-campus responsibilities
of the senior pastor, resulted in a change in rfey/from Executive Pastor for Women to
Chief of Staff. Thus, it became my charge to inmeroommunication among the staff
and with the senior pastor, but it was also myréesi explore ways of reenergizing all of

us.

Where Are We?

By the summer of 2012, this one-hundred-forty-gaar-old church morphed
from its original two acres to a twenty-seven-piase campus, with buildings that
included a replica of the original chapel, a twefitg-hundred-seat sanctuary, five-
hundred-person-capacity contemporary worship vepiager chapel, full kitchen,
fellowship hall, and adult, student, and childreedication buildings, as well as four
portable buildings which had long outlived theirmpéted status. The staff count of
seventy, including eleven full and part-time clerggs almost doubled the original
membershigount of that little Oak Hill church. The beautytbis assembled staff has
been that each takes seriously the call to makspikes. The opportunity hidden there is
the fact that there are at least seventy diffeaedtindividual ideas as to how that might
occur. Compounding this confusion has been theekship style of the senior pastor.
Perhaps an excerpt from a Franklin Roosevelt (&ie)biography will best explain this

pastor’s philosophy on the subject:



...a hallmark of the Roosevelt administratiorswareaucratic anarchy. FDR
disdained organization charts, created competifigesfwithout warning those
running the old offices, and blithely broke theichaf command to deal with
whomever he pleased. Responsibilities he assigeed vague and the authority
to fulfill them murky. As an observer put it, theeBident handed one job to
several men and several jobs to one man...The shre/ties associates did not
see FDR'’s style as the mark of a poor administrétaras a deliberate device for
keeping everyone else off balance while he aloniataiaed control...By forcing
people who often held contrary views to work togettrDR ran the short-term
risk of causing conflict, confusion, and injure@liag. But over the long term, his
dispersal of authority acted as a brake againstdh@mission of major blunders.
If FDR’s leadership was chaotic, it was inspired@s?

Adding to this sense of chaos was the fact thaalse of space constraints, the
staff found itself scattered across a variety ofdgs on its ever-expanding campus.
And while this reality of a lack of contiguous spagas born out of a physical necessity,
it also became one of the unintentionally planieseeds. Once planted, this seed was
watered by the lack of a common, shared visionelkag a race for resources. As with
most organizations, these resources weren't sbielted to finances, although
departmental budgets were definitely a source afgging. Just as important, however,
the competition also included physical space astluggle for time and attention from
the pastoral leadership. The latter took its gstatdl on those who had been at the
church the longest, for they were used to workimguéder to shoulder with the one
whom could no longer fit them into an increasingicked schedule. Thus, as he
completed two decades of leadership, as one mgdgine, while the church grew, so

did the distance between the senior pastor anskdiis Typically, time with a particular

staff member or department occurred only if 1) ¢heas trouble on the horizon, 2) a new

®Joseph E. PersicRoosevelt's Secret War: FDR and World War |l Espigm
(New York: Random House Trade Paperbacks, 2002},716



emphasis was being placed on that department, @mejvas integrally involved with
worship.

It is not surprising, then, that the stories tlafgells have shifted over the years.
For those who have been here fifteen-plus yeaey, dhe stories of strugglinggetherto
keep the church afloat while providing quality pragmming that could compete with
surrounding, larger churches. They are storiesaafimg through muck, of avoiding the
critters that cohabitated with them, and of figadrthat finally could not keep up with the
sheer volume of the participants. They also inchadies of recorded doxologies that had
to be cued up to play at just the right time, plieashoir members, and Easter worship
under glorious tents when there was no longer rootine sanctuary. But for the
“newcomers,” the stories are more about departrheant@esses, providing cutting-edge
programming, increasing the number of participamtmissional activities, and securing
volunteers for isolated events. Thus, current esoniave shifted from the close-knit
family of the lean, early days to tales of the &rgrganization’s challenges as the staff
has become more and more caught up in the worldeofown departments and
ministries.

Summer, then, found us in agreement on only a eoaipthings: First, we each
had a heart for the ministry of Jesus Christ thhotlngs particular church location, and
second, we were at a crossroads of conflict, comnpgtand chaos. The stories we told
ourselves and one another had more to do withisgared isolation than abundance and
collaboration. And like spoiled children who coresidhemselves more rivals than

siblings, often those stories had an undercurrecompetition and misunderstanding.
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Old stories of unresolved conflict began to cole tecounting of actual events and
certainly squelched the dreaming of imaginativéyre scenarios. To be sure, the bus
was loaded, primed to move into unchartered tereso but it was as if the toxic exhaust
fumes were being pumped back into our little poskidttravelers to such a degree that
the entire staff was impacted by the layers ofienand isolation that had been ignored
for far too long. We were stuck in neutral by theealistic hope that things would
simply improve on their own.

As | wandered through the “bus,” sometimes | wdwddr those stories or their
aftermath. Other times | was summoned to refer¢e sympathize. Whatever the
circumstance, individually and collectively, thesmversations served to highlight the
opportunity for the creation of a collaborative {Stian community in which we had a
chance to clear the air by shifting our operativetaphor from the hierarchal nature of
family to the interdependent image of Bedy of Christ—a body in which every person
on this journey was recognized as having an equilvaluable part to play as well as the
resources to make it happen. When we occasiormlythe time to step outside of our
silos and collaborate on a particular event or @og we saw glimpses of ministry
greatness. This made those times of isolation antdratious battles all the more tragic.
For example, one particular conflict was even npmignant because it occurred between
two pastor-led departments. Tasked with developingunseling center, the Family
Ministries pastor proceeded to do so without enlisthe input or assistance of the Care
and Support pastor, even though she was the ondardied the vast majority of

counseling appointments. After preliminary decisiamd commitments were made
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without her consideration, the Care and Suppotiopags asked to “bless” the
deliberations and choices. Now she feels her iapdtconsiderable knowledge of the
players and congregational needs, as well as therizal failure of a previous center,
have not been valued. Not surprisingly, she expreler concern about the lack of
experience the designated new Director will briddditionally, she has been asked to
vacate her current offices and meeting spacesctanamodate the personnel for the new
Center.

In another area, the Director of Worship is viewschaving permission to move
to a different beat, and skip any accountabilityht® same rules to which other staff
members must comply. She is feeling the brunttgfides of animosity and judgment
from various departments because of their assesshatra disproportionate amount of
privilege and resources are given to Worship. “Ttheyk | have a full two hours with
the pastor each week,” she shares. “But they dao@tv that last week, for example, he
spent at least an hour and fifteen minutes ofsbhéduled time dealing with other issues.
However, perception becomes reality,” she lamehts third department, shooting for a
time-sensitive video announcement is severely @eldgcause an ongoing dysfunctional
relationship exists between two of the participaims fourth scenario, one group of Boy
Scouts is denied access to a prime venue for at @Gbtionor, while the son of a
prominent member is allowed to use the space ®oEhgle Ceremony. And most
recently, it was Adult Education vs. Missions whea church hosted a nationally known

singer for a women'’s conference, which includedeotions for an international outreach
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ministry. Upon seeing their display, the Missionsebtor demanded, “Why atbey
here? That imot an outreach we have voted to support!”

As these scenarios suggest, a geresth§ of animosity and fatigue, rather than
one of energy, anticipation, collaboration, ancativéty permeates a significant portion
of our work together. The atmosphere can only hsstlied as one of familial
estrangement as a result of such silo mentalitiesperceptions, competition for

resources, and fear of stating the obvious.

Where Are We Going?

Have you ever taken the time to stop, look aroand, honestly assess what's
happening? Or perhaps you've found yourself askiagsame question, “Where are we
going?” Let me assure you, it can be a scary quemply because of the potential
responses to that basic question. In our parti@ase, the answer seemed to be that we
were moving forward, but our path had the grea¢piidl of leading us to Stressed Out
City or the Berg of Burnout. So proficient had wezbme at our exercise of “dance
around the elephant in the room,” that there regthliitle energy for creativity or joy. In
our myopic state, the focus was squarely on our m@ads and departments. Not
surprisingly, the more we retreated into our patécsilo, the less we experienced the
synergy that comes from collaboration and collétyialFor the most part, motivation
levels remained high because of the incredibleadidin and passion for Christ that was
deep-seated within those who were on board. Howéwvelevels of frustration and
emerging anger were just as high. In some casathyaput off accomplishment, and

passive-aggressive behavior often characterizetioakhips between various
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departments. We remained proficient at our assi¢gsd, yet there was little delight in
our evident ingenuity. As the pace began to quickesur movement toward the
marathon of year-end activities, tensions mouritetiative lagged, and the assessment
of business as usual was palpable. The realityeistaff, lay and clergy alike, were on
board, but I'm pretty sure the impending destinati@s not one of God’s choosing.

Yet, a way station began to materialize on thezoorias plans were already
underway for the completion of a new administrabudding. Once completed, for the
first time the entire staff would have the oppoityef being housed under one roof. But
this had all the potential of a double-edged switrseems the proximity might also
highlight those conflicts that exist between pesedibies and departments. No longer
could a person simply retreat to his or her sidthefcampus. Additionally, because the
various departments would now have their own offigiges, walls and doors could easily
serve as that “invisible protective shield,” prawigl a physical barrier to community.
Thus, meeting these challenges head-on, beforsivivpatterns began to form in this
new building, also became a very important factcaddress. To be sure, our new home
was a short trek across a parking lot. But how aeerthat trek could make the
difference between the addition of chaos and tbgigion for a stepping stone to
synergy. For me, the latter outcome would surelgmae had arrived at the promised

land.



CHAPTER TWO

EVERY COMPASS POINTS NORTH

Now the Lord said to Abram, “Go from your countrydayour kindred and your
father’s house to the land that | will show you.” Genesis 12:1

Traveling Companions

Biblical Travel Tales
From the time of the Garden expulsion, God’s pebphe continuously been on the
move, but they have never been alone. God alwdlgsusato a journey that will move us
ever closer into a relationship with God and onetlagr. Sometimes, like Abram, we
choose to heed that call immediately, leaving betlhat is comfortable and familiar in
order to move into a place that is unknown, yetseimaby God. Other times, like Jacob,
the impetus for our journey is a bit less altrgistecause our mindset and actions have
compelled us to place ourselves before others. Shaaally, it is the journey itself that
brings about a realization that relationship, rathan real estate, is the essential
ingredient in a life that is fulfilling and modelediter the example of Christ. Certainly
such was the case with Ruth and Naomi.

Unfortunately, there are also lengthy journeys #ratcontinuously marked by
misunderstanding, aggression, self-promotion, gisfudictional relationships. Perhaps
they are instigated by the patriarch who has tls¢ deintentions, but unknowingly sets

his offspring up for strife and failure. Truly wesaunable to delve too far into the stories

14
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of our ancestors in the faith before coming acsagth a tale as shared in the concluding
chapters of Genesis. Jacob’s entire family wasctefiwith the disease of jealousy.
Although this malady emerged early on, it wasnittamed there, and as Jacob grew, so
did the cloud of suspicion and mistrust that sunded him. Wives and concubines
sought out his time. His children grappled for tHather’'s favor while struggling with

his inordinate expressions of affection for Joséiis.an age-old story, no doubt
included in the biblical account because it so entically speaks to our basic human
nature. No wonder, then, our staff is impactedushsstrong emotions that echo across
the centuries, or that they harbor feelings of@taand rivalry. As well, the resultant
misdeeds that emerge from such emotions should esme surprise. Like Joseph, is
Worship the “golden child” that will continue todter growth at the church? Has the
excessive focus on this department contribute@mnoesof our estrangement? Did Joseph
contribute to the hostility withihis family through an “innocent” delight in the attemts

of his father, and can the same be said of anyoflepartments and their ministries? Are
there, in fact, some lessons that can be learioad dbserving not only the brothers’
responses but also Joseph’s eventual determirtati@main faithful, forgive, and do
what was best for his family, utilizing God-givemsdom and encouragement?

Authors Benjamin and Rosamund Stone Zander chaléng mindset of scarcity
in their pivotal book on possibilities as they pgadut the very selective nature of the
information that we receive and our learned respafi€omparison and measuring
ourselves against the standard of others. Beirayeof this tendency, they contend,

enables us to make choices that lead to much nmodrigtive and felicitous conclusions.
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All the manifestations of the world of measuremetite-winning and losing, the
gaining of acceptance, and the threatened rejedtierraised hopes and the dash
into despair—all are based on a single assumphtiainis hidden from our
awareness.survivingin a world of scarcity and peril. Even when ligeat its best
in the measurement world, this assumption is tloidrap for the play...it keeps
the universe of possibility out of vietv.

It's these measurements that draw us into a mgntadth of resource deprivation
and of hierarchical rankings. In this skewed varsblife, if what | have is always
limited by whatyou own, true relationships are extremely difficulféoge. But, in
Zanders’ “Universe of Possibility,” life’s contaireeand boundaries are expanded

to include all worlds: infinite, generative, ancuablant. Unimpeded on a
daily basis by the concern for survival, free frima generalized assumption of
scarcity, a person stands in the great space sflplity in a posture of openness,
with an unfettered imagination for what can be...Vdagur knowledge by
invention...the action...may be characterized as gémerar giving, in all

senses of that word- producing new life, creatiagy mdeas, consciously

endowing with meaning...The relationshiptweerpeople and environments is

highlighted, not the people and things themselkzesotions that are often
relegated to the special category of spiritualiy @bundant here: joy, grace, awe,
wholeness, passion, and compas$ion.
The authors go on to note what Jesus has knovethoal), that an attitude of abundance
and generosity somehow attracts more abundanceuRes are likely to come to you in
greater profusion when you are generous and ingwsid engage people in your passion
for life, and with that orientation, you care legmut being in contro!.

The lesson of Joseph and his family serves taiiites this paradox. For the

brothers who were so focused on their perceivektlzat they took matters into their

! Rosamund Stone and Benjamin Zandée Art of Possibility: Transforming
Professional and Personal Lifelew York: Penguin Books, 2000), Kindle 18 of 206.

2 |bid., 19-20 of 206.

3 Ibid., 20 of 206.
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own hands in an effort to rid themselves of thersewf their perceived scarcity, found
themselves in the midst of a great famine. Allhele, their brother, Joseph, remained
true to his calling as servant, relying on God'eavision to carry him through betrayal,
false accusations, and imprisonment. Ultimatelgnethe great distance between Canaan
and Egypt was eclipsed by the transformationaljeywmadewithin this family. For we
find that the God of possibility uses estrangememtflict, sorrow, and even famine to
bring about reconciliation. When at last Josephpraclaim “even though you intended
to do harm to me, God intended it for good...” (G&®20 NRSV), we too see the
possibilities that can occur when we invite Goé¢oompany us on our journey, whether
that journey carries us to foreign lands, acroskipg lots, or to a new understanding
within our own clan.

To be sure, Abram’s tribe, Moses’ Israelites, a@vyil's family provide
significant lessons in the fine art of the journ&leir imperfections give us hope tloatr
rough edges, loss of direction, and tongues thabedoreign to kindness, gentleness,
and love can somehow be changed with the changiogrdhearts. But, it's not always
easy! There are times, indeed, when like the Isesele would prefer to run back to
those things that enslaved us, simply becausedtefamiliar. Occasionally we even
allow confusion to work to our advantage becaus#iotvs us the allusion of control or
fosters a lack of accountability. Yet, “God is tlo¢ author of confusion” (1 Cor. 14:33
NRSV), and we’ve only to look to the Trinity to @ran alternative model of operating

within our family, whether that family be biologiacar collegial.
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Trinitarian Interdependence

In the Christian understanding of God'’s triune natnd in our confession of faith as
stated in the Apostles’ Creed, the unique functibRather, Son, and Holy Spirit is a
reality. Yet, they continuously draw upon one aerotio accomplish the purpose of the
whole. They work cooperatively to create, redeemd, sustain. Without each of these
functions, the Christian life as we know it woulkebse to exist. This interdependent
nature should, at a minimum, give us cause foridengtion as to how our earthly
relationships ought to operate. As is proclaimethenfirst chapter of the Gospel
according to John, verses 2-3, “He [the Son] wdk ®id in the beginning. Through
him all things were made; without him nothing wazd®a that has been made.” Yet, in
John 5:19, Jesus is clear about his connectidmeté-ather as he asserts, “Very truly |
tell you, the Son can do nothing by himself; he daronly what he sees his Father doing,
because whatever the Father does the Son alsd’ddesus also gives us a clear picture
of the Holy Spirit through John 7:13-14 as he deda“But when he, the Spirit of truth,
comes, he will guide you into all the truth. Helwibt speak on his own; he will speak
only what he hears, and he will tell you what istgecome. He will glorify me because
it is from me that he will receive what he will neaknown to you.” Thus, to achieve the
common goal, there is a reciprocal nature fountliwithe interior life of the Trinity. A
nature that would surely stand us as a staff idgtead had we the courage to emulate
it. Joseph Myers suggests that we would come ctoseralizing this reciprocal nature if
we were to shift the way we think and talk aboet plersons of the Trinity. He proposes

that the utilization of verbs, as opposed to notighlights the concept of an ongoing
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process, which characterizes not only individulalg,the organic nature of people in
community. “God describes himself with the verlanh,” he notes. “The Trinity is not
three objects. The Trinity is a dance of three geflhree ‘I ams.” None of us travels

this world in isolation. Yet we can and do limitranteractions and relationships, simply
by the way we speak of them. Like the blinders veamas a result of narrowed
possibilities, our stories may be limited to ariaof person, place, or thing. But Myers is
convinced that the complexity of life demands thkzation of bold and brazen
depictions of development.

How would it affect our theology if we emphasizeddaverb in the same
ways we have traditionally emphasized God-noun’hiEvere, God-verb relating
with man-verb? Of God as moving, acting, doingheathan God as sitting,
motionless, static-relating to the changes anaastof mankind?...In a verb-
centric world, Jesus is expressing relational attarestics experienced as you and
he together explore way, truth, and life. In théelaview, way, truth, and life are
continuing, ongoing; not final, not concluded.

Organic order is open sourced, less concernedhwitifing on, more
intent with going forward in the messy, relatioriaiing verb of who we are, who
God is, and what our life and the lives of thosesemve is indeed abotit.

Paul also has much to say about how we are taattanth one another, most
notably in his analogy of the need for diversityf@snd in | Corinthians 12. Those
differences, he notes, are Gpd’'sdesign. For this reason alone, it is tremendously
important that we recognize the contribution ofrguadividual and the potential that

exists within the larger group as a whole. Justrgeortantly, as members of Christ’s

body, our call is to glorify that body in every wdoand action. Our choice to derail others

* Joseph R. Myer€rganic Community: Creating a Place Where People
Naturally Connec{Grand Rapids: Baker Books, 2007), 152.

® |bid., 153-156.
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by withholding our participation and contributioastually serves to sabotage the Body
of Christ. It is crucial that we recognize and amkiedge this reality. Certainly this is
true for a congregation, but even more so for tlafses who have been called to lead a
particular flock. Therefore, if we are to live tdlger in community as a staff in a way that
encourages others to grow in Christ’s image, aritscal that we are cognizant of our
interactions with one another and that we are cdtathto finding ways of modeling
appropriate, useful, and Christ-like behavior.

Of course, we’'re not the first to experience catdlithat arise within Christian
community. The New Testament clearly records tseatd between Peter and Paul.
Truly, both were disciples, both committed to these of Christ, although Paul
admittedly came to this position following his peeation of the “followers of the Way.”
Both were definitely defenders of the faith, widlito give their very lives to advance the
Good News. Certainly, each was chosen and seGolythrough the power of the Holy
Spirit. Yet there was strong disagreement betwieeset two pillars of the faith regarding
what was clean and unclean and whether circumcdditime flesh or of the heart was
essential. As the result of a God-given tranc&aesarea Peter was able to respond to
Cornelius, a devout non-Jew, and his fellow Gestitetruly understand that God shows
no partiality, but in every nation anyone who felaire and does what is right is
acceptable to him” (Acts 10:34-35 NRSV). Howe\beg peer pressure emanating from
the Jerusalem Jews caused Peter to so waveriedolve that we hear these words from
Paul:

But when Cephas (Peter) came to Antioch, | oppbsado his face,
because he stood self-condemned; for until cepaaple came from James, he
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used to eat with the Gentiles. But after they cameedrew back and kept himself

separate for fear of the circumcision faction. Ane other Jews joined him in this

hypocrisy, so that even Barnabas was led astrdlgdayhypocrisy. But when |

saw that they were not acting consistently withtthiéh of the gospel, | said to

Cephas before them all, “If you, though a Jew, like a Gentile and not like a

Jew, how can you compel the Gentiles to live ligegd?” (Gal. 2:11-14 NRSV)
Such dissent was public, divisive, and probablyejoasty. John Stott summarizes
Peter’s abrupt change by noting:

Only a short while previously...Peter had been grhatdirect, special
revelation from God that Gentiles who believed nbestvelcomed into the
Christian church. There is no suggestion in Galatiathat Peter had changed his
mind...

Paul’s charge is that Peter and the others aotatincerity and not from
personal conviction...Their withdrawal from tableldsship with Gentile
believers was not prompted by any theological fppie¢ but by craven fear of a
small pressure group. The same Peter who had deisiedrd for fear of a
maidservant now denied him again for fear of tmeucncision group.

Would the believers respond by splitting into fans, possibly forever damaging the
effectiveness of their community to witness to Gtian love? Or might there be a way
that not only resolved this particular issue, dsd @ould serve as a model for resolving
opposing understandings of other foundational teasl?

In the Wesleyan tradition, the Quadeital of scripture, tradition, reason, and
experience is utilized to great benefit when omé&les such thorny theological issues as
this early Christian community faced. And one mighvision John Wesley drawing on
the tenets of events such as the Jerusalem Cdantile formulation of these guidelines;

for it is scripture, indeed, to which these eartyi€tians turned to discern the

foundational path to which they were being calldt that turning only occurred after

® John StottGalatians: Experiencing the Grace of Chr{ftowners Grove,
lllinois: InterVarsity Press, 1998), 23.
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“Paul and Barnabas had no small dissention andiel@bth them. Paul and Barnabas
and some of the others were appointed to go uprtesdlem to discuss this question with
the apostles and the elders” (Acts 15:2-3). Thusag crucial that everyone had the
opportunity to bring their concerns, input, andghs to the table. And ultimately it was
through searching the scriptures and listeningp¢ontords of the prophets, utilizing the
experience of what God was doing among the Gentles reasoning together that a
consensus was reached and community was enhanloesim@shing of individual
ministries gave way to the synergy of enhanced rstaeding and provided the
opportunity for the transformation of the Gentilend. WWhen we limit people’s
involvement to only whatve see, or confine them to using only the methedsleem
relevant, we pigeonhole them and close ourselve® af wealth of possibilities. We also
imply that we don’t trust therhGod had entrusted the future of Christianity s #mall
band of believers. By the power of the Holy Spithie cause of Christ triumphed through
an intentional gathering and decision to trust anether. Stott notes that “if Paul had not
taken his stand...either the whole Christian churonld have drifted into a Jewish
backwater and stagnated, or there would have bpemaanent rift between Gentile and
Jewish Christendonf’How critical it is, then, that we begin to leammvhto talk to one
another in a manner that promotes one’s abilitgpwak the truth in love. Church

consultant and pastor Mike Bonem would see a aoselation to church leadership in

" Myers,Organic Community: Creating a Place Where Peopléeuly
Connect 60.

8 Stott, Galatians: Experiencing the Grace of Chrigd.
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our day as he recognizes that effective leaderghypires particular tools but also skills
and understanding beyond the proficient use of sols. Using the analogy of a large
construction projection, he reminds his readers tha
...a team of people—architects, construction managargus trades—nbring
their expertise together to build something muaatgr than any could have done
individually...the complex, multidimensional taskleadership calls for a team,
not just one individud.
It is precisely through diversity, then, that werdahe opportunity to enhance the
leadership and ministry of the church. In so doimg,also have the prospect of modeling

a means of moving through conflict and differenicea way that actually enables us to

be co-creators with God, rather than an assortofeshemolition experts.

Love—and Conflict—It Does a Body Good

Travels to Corinth

While the admonitions of | Corinthians 13 are ofesmoed within the marriage
ceremony, it is to the Christian community at Ctirithat Paul actually pens his
reminder. As if he were speakingttos staff inthis age, Paul reminds us that we may
have all sorts of amazing and God-given abilitiWe. may be able to create the
absolutely perfect worship experience, most unighgstian education program, vital
mission plans, effective evangelism and outreatiiies, and permeate the World
Wide Web with our presence. But if such creationdsa labor of love, if it isn’t done in
a way that affirms rather than affronts othersangesimply spinning our wheels. As he

clearly defines itreal love is patient, kind, not envious, boastful, gaot, or rude. It

® Mike Bonem|In Pursuit of Great and Godly Leadership: Tappihg ¥Wisdom
of the World for the Kingdom of G@g8an Francisco: Josey-Bass, 2012), 148.
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doesn’t insist on its own way, isn't irritable @sentful, and rejoices only in the truth (1
Cor.13:4-6 NRSV).

In declaring to the community at Corinth their ggaas both the body of Christ
and individual members of that body, Paul pointstbis more “excellent way” of being
in relationship with people. It is the way called¢. For, truly, love does a body—and
thebody—good. Additionally, it is, in fact, the ontpnstant in this world and the next.
It's this kind of agape love that will carry us iadiually and as a body through the
challenges of life and of ministry. In comparingvith eroslove, Raymond Brown points
out that:

Agapr (love), on the other hand, is unmotivated: it comfgoodness on
the object loved. Thusgaye starts with God who needs nothing from creatures
but by love brings them into being and ennoblesthia particular, Paul’'s notion
of love is based on the self-giving Christ, whoddws not because we were good
but while we were still sinners. The eloquent peifscation of love in 1 Cor.
almost makes love and Christ interchangeable. Givath by Christ'sagape, we
become the channel of passing that love on to ethaot evaluating their
goodness and without motivatidh.

As he continues his correspondence with the faithraunity in Corinth, Paul
encourages that our old way of thinking and acisngade new as we become a part of
Christ and that we are called to be messengercohciliation (2 Cor. 5:19-20). What
better image of our reconciliation to God than ¢éoréconciled to those with whom we do
ministry? Indeed, Paul's commitment to do everyghiithin his power to see that the

community of believers in Corinth would flourishdarscoresis persistence in acting

and speaking the truth in love. And he seems wedra of the consequences that a

19 Raymond E. Brown, S.SAn Introduction to the New TestaméNew York:
Doubleday, 1997), 533-4.
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failure to live out of Christian love will bringPut things in order, listen to my appeal,
agree with one another, live in peace; and the @dolve and peace will be with you,” (2
Cor. 13:11 NRSV) he beseeches the people of Ceatidof this staff.

As he journeyed, Paul’s call to love wasn't coatirto Corinth. In fact, like the
heart of the Good News itself, love is the coreaagent that makes every faith
community work, both then and now. In Galatia, bemmands the believers to recognize
the truth that differences are dissolved when wmitre a part of Christ’s body, “...for
all of you are one in Christ Jesus” (Gal. 3:28b)Ephesus he reminds the community
that Christ has “broken down the dividing wall... thastility between us” (Ephesians
2:14) so that through Christ we also “are builtetibgr spiritually into a dwelling place
for God” (Ephesians 2:22). Then he pleads, “...le&tkavorthy of the calling to which
you have been called, with all humility and gengies) with patience, bearing with one
another in love, making every effort to maintaia timity of the Spirit” (Ephesians 4:1-
3). In Philippi he endeavors to ensure the Chast@mmunity is “standing firm in one
spirit, striving side by side with one mind for tfagth of the gospel” (Phil. 1:27b), with
that mind being like that of Christ who chose tonttole himself, regarding others in the
highest esteem, and focusing on those things thdtwe, honorable, just, pure,
commendable, and excellent (Phil 4:8). In Thessa#ohe urges the brothers and sisters
in Christ, “Be at peace among yourselves,” (1 TAeE3) and, “do not be weary in doing

what is right” (2 Thes. 3:13).
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Travels to Collosae

However, it is through that letter to the commurityColossae that we have a clearer
picture of why and how this thing called a lovirgpamunity might come to pass. In our
humanity and under our own strength, the promatioself will often eventually
contribute to the dissolution of relationships. Yéitlliam Barclay comments that Paul
has addressed this very failing in our nature bptpgg to its remedy: “Love is the
binding power which holds the whole Christian baoolgether. The tendency of any body
of people is sooner or later to fly apart; lovéhis one bond which will hold them
together in unbreakable fellowship''Like the community at Colossae, we have allowed
our differences and our personal passions to stiffocus from the reason of our
calling. “Lead lives worthy of the Lord,” Paul engages, “fully pleasing to him, as you
bear fruit in every good work and grow in the knetlige of God” (Col. 1:10). Our
purpose as individuals and as a staff is to bedgt—#much fruit—for the cause of Christ.
That is, our mission is to be fruit bearers rathan fruitinspectorswvho find fault with
the plans, motives, and actions of others. Addéilgnwe are called to “grow in the
knowledge of God.”
Union with Christ is not a static relationshipidtseen in terms of growth,

leading to perfection or maturity. Those who argadhto Christ have been

filled, but the writer can also pray that they ntegyfilled with the knowledge of

God’s will. Again there is an “already” and a “n@t” pattern to Christian

existence. Believers have been given what is neduleédhey must also
appropriate this if they are to move toward thellelst potential. They have

2 william Barclay, The Letters to the Philippians, Colossians, andsEhenians
(Louisville: Westminster John Knox Press, 19759.15
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received Christ Jesus the Lord, but are exhortedmtinue to live their lives in
him and are warned about the consequences of néhaimg and holding fast

What better place to do that than in the comparotloér Christians who come together
to share their knowledge and wisdom and to collaieoon the discernment of God’s will
for the direction of our ministry together as dié tJerusalem Council? Paul goes a step
farther and describes how that can be accomplished.

So if you have been raised with Christ, gbekthings that are above...Set
your minds on things that are above...Put to debt#retore, whatever in you is
earthly...now you must get rid of all such thingsgen wrath, malice, slander,
and abusive language from your mouth. Do not lierte another, seeing that you
have stripped off the old self with its practicesldave clothed yourselves with
the new self, which is being renewed in knowledgepeading to the image of its
Creator. In that renewal there is no longer Greekkew, circumcised and
uncircumcised, barbarian, Scythian, slave and fseeChrist is all and all! (Col
3:1-11)

As with these early Christians, we must no longealvariety of departments, ministry
areas, or programs with little or no relationslimne another. Rather, because we have
each abandoned our old selves through the actptiSbaand are being called to subject
our baser actions to that same death, we havepphartoinity to live in such a way that
Christ is visible in us as we interact with one thieo.
...Paul goes on to lay down a series of ethical gslas which make it

quite clear that he expects the Christian to gwvibin the work of this world and

to maintain all its normal relationships. But thend be this difference—from

now on the Christian will view everything againse¢ tbackground of eternity and

no longer live as if this world was all that magter.. Things which the world
thought important, he will no longer worry aboutmBitions which dominated the

12 Andrew T. Lincoln,The Letter to the Colossigneol. 11 ofThe New
Interpreter’s Bible: A Commentary in Twelve Volur{idashville: Abingdon Press,
2000), 574.
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world will be powerless to touch him...He will, farstance, set giving above
getting, serving above ruling, forgiving above ayieig*®

If we can truly move to a place that Christ, throuRaul, calls us, our competitive natures
might be utilized in a way that begins to solveljpeons, rather than create them. As the
body of Christ, a body with agternalperspective, our potential to worship, teach, and
serve in ways that honor Christ and invite other®in in the journey could be realized
in powerful ways. What a difference it could makweleed, if we can come to a place of
choosing to wear new attitudes and don new “clothes
As God’s chosen ones, holy and beloved, clothesgives with
compassion, kindness, humility, meekness, andmaieBear with one another
and, if anyone has a complaint against anothegj\fereach other; just as the
Lord has forgiven you, so you also must forgiveo all, clothe yourselves
with love, which binds everything together in petfearmony...And whatever

you do, in word or deed, do everything in the narinéne Lord Jesus, giving
thanks to God...(Col 3:1-17).

Barclay points the reader to the fact that “evarg of the graces listed has to do with
personal relationships between [hu]lman and [hu]mtre. great basic Christian virtues
are those which govern human relationships. Chriiii is community.** To this,

Lincoln would add, “Peace, the reconciling activfyChrist...is to be appropriated
particularly in the new community and allowed ttertAnd what is necessary above all,
if this community is to be what it is meant to elove.”™

For all of Paul's admonitions and calls for unitpwever, we still find the reality

of human nature within his relationships as he, toend himself at odds with others. As

13 Barclay, The Letters to the Philippians, Colossians, andsEhi®nians147.
1 |bid., 157.

'3 Lincoln, The Letter to the Colossiansol.11 ofThe New Interpreter’s Bible: A
Commentary in Twelve Voluméss.
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noted above, sometimes it was over hard-core tebissues. But, other times,
differences seem to have arisen out of personaditylicts. That appears to be the case
with his desire to eliminate Mark from his bandmaivelers as he prepared to return to
those Christian communities they had establishBdrrfabas wanted to take with them
John called Mark. But Paul decided not to take wh#m one who had deserted them in
Pamphylia and had not accompanied them in the w@&ts 15:37-39). We're not told
the cause of the “desertion” or even if that was Raul’s perspective on what had
happened. What wao know is that John Mark wasn’t denied the oppotiuta witness
in other places. Neither was he so ostracized ftemcommunity as to be rendered
useless. On the contrary, as a result of this fshdisagreement, Barnabas and John
Mark, instead, set sail for Cyprus, which doubleel ¢vangelistic effort. Thus, rather
than derailing the expansion of the Good News, lmindfrovided the very vehicle by
which it might be accomplished. Reunion made tlkpaasion even sweeter.
Colossians 4:10, which assumes the same situation a
Philemon...elaborates the picture of this Mark: h#héscousin of Barnabas. |
Peter, written from Rome, identifies Mark as Petéson” who is with him there.
In Il Timothy 4:11, when Paul is purportedly dyimgprison, he asks that Mark
be brought to him, “for his service is useful to.iteée (John Mark) was known to
Peter in Jerusalem; he was subsequently a compahiawul, but quarreled with
him in the 46-50 period; after a few years this K\aas reconciled to the apostle

and once more became a companion, ultimately cotoiipme in the 60s where
he was useful to both Paul and Peter before thaitymtlom:®

David Sawyer has long sought to understand thigyed conflict within the

context of Church. Although his studies have deéh congregationakonflict, the

18 Raymond E. BrownAn Introduction to the New Testameh59.
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application to church staff is an easy stretch beean both cases people, structure, and
stories are key ingredients. In speaking about‘thistery of church conflict,” he writes
...any thinking about church life has to take inteamt the communal
nature of the church and the ways people relagath other...My hunches about

church conflict flow from these theological anddhetical insights. First, | have a

hunch that no theory of church [staff] life is saiént without an understanding

of theinterconnectedness the various complex factors of a church’s [igtisk.

And second, | have a hunch that an adequate agptoaturch [staff] conflict

must account fochange'’

He goes on to say that conflict may accompanyeeitie tension brought about
by the transformation that is happening or abotnajepen, or attend a system that needs
to change to adapt and survive but that is studds iourrent comfortable ways of
functioning®® To be sure, the early Church was being transfordagtby day as more
were added to their numbers. Viewed as an oppdyttmivard transformation, we, too,
as staff leaders may find that God can use thetusp® our turmoil to generate a new
kind of interconnectedness that resembles a rainmatver than a storm cloud. That
certainly seems to be the case with Paul and Jamk Mr we eventually find Paul in
Rome languishing in chains, but calling for Timotby‘get Mark and bring him with
you, for he is useful in my ministry” (2 Tim. 4:1li5sometimes, we, too, must realize
that there will be occasions when it is simply Hestgree to disagree. When Christian

love is maintained as the basis for our relatigpshtonflict doesn’t result in the lopping

off of a branch. Rather, that branch can be loyimgicouraged to grow in a different

" David R. SawyerHope in Conflict: Discovering Wisdom in Congregatid
Turmoil (Cleveland: Pilgrim Press, 2007), 22.

18 |bid., 97.
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direction, providing balance to the whole of theetrMore importantly, we can celebrate
what God is doing in the midst of our faithfuln@ssGod continues to nurture this new
growth through love and grace.

There is no practical or compelling reason to leave's present comfort zone in
life.*® That truth gives us cause to celebrate the vetyrate that conflict can play in our
ability to move beyond our comfort zone and beyarsbmewhat peaceful coexistence to
a place that more fully resembles what God hasimdrfor us as the Church. Richard
Rohr talks about the necessary crucible where w#aredto face the issues of life at a
deeper level and then notes, correctly | thitdefore the truth ‘sets you free,’ it tends to
make you miserable?® Such misery lingers within the tension between “denful and
terrible,” yet is necessary if we are to choosath phat leads us closer to Christ.
Individually, Rohr proposes that we are both “samd drawn by the same Force [of]
alpha and omega. We are both driven and calledafi@hvy a kind of deep
homesickness...there is an inherent éesirous dissatisfactionand it comes from our
original and radical union with God” But | believe that this same state of
dissatisfaction with where we are as a staff cantitieed to “drive and call” us forward
as a staff. If Rohr is correct that “sin is to staythesurfaceof even holy things,” then

our recognition of conflict as a catalyst can seameeternal purpose as long as we

9 Richard RohrFalling Upward: A Spirituality for the Two Halves bife (San
Francisco: Josey-Bass, 2011), 66.

20 pid., 74.

21 pid., 89.
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maintain a spirit of love, based on grace not camakgion. The spirit of organic
community is grace, not law; “editability,” not ammtability?* But Rohr nails our
tendencies when he notes, “We invariably prefewutngersal synthesis, the answer that
settles all the dust and resolves every questiorer-ahen it is not entirely true—over
the mercy and grace of Gotf'What we need, then, is a celebration of the weghave
received grace upon grace, individually and withi@ community of this staff. We will

need to be reminded that conflict-driven chande love, does a body good.

The Call to Community
In our Great Thanksgiving consecration liturgy thexa call to communion, not only
with Christ, but with one another. It is a tangibled palpable reminder that w&ee the
body of Christ for those of this age. As a preltméhis holy meal, the officiate prays,
Pour out your Holy Spirit on us gathered here, amdhese gifts of bread
and wine. Make them be for us the body and bloo@hofst, that we may be for
the world the body of Christ, redeemed by his blood
By your Spirit make us one with Christ, one with eah other, and one

in ministry to all the world, until Christ comesfinal victory, and we feast at his
heavenly banquet?*

Such is our desire to be “one with Christ.” Yety@comes impossible when we
are estranged from our traveling companions. Jegets prohibits our approach to the

altar to offer our gifts until we have been rectetiwith the one who has something

22 Myers,Organic Community: Creating a Place Where Peopleukaly
Connect]138.

23 Rohr,Falling Upward: A Spirituality for the Two Halve$ bife, 56.

24« Service of Word and TableThe United Methodist HymnéNashville: The
United Methodist Publishing House, 2001), 14.
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against us (Matthew 5:23-24). Therefore, recortairais a key component of this call to
community. As well, so is an understanding thatcae be unified without the
requirement for uniformity. Certainly we can disagmwithout being disagreeable.

For such is what it means to be a follower of th@yAtto travel in the footsteps
of the Man who gave up his divine resources in otashow us what a truly human and
abundant life might look like. “Those who do nové a brother or sister, whom they
have seen, cannot love God whom they have not 3éencommandment we have from
him is this: Those who love God must love theirtbess and sisters also” (1 John 4:20b-
21). Yet the reality is, often it's easier to loatea distance without all the messiness of
day-to-day interaction. But Jesus is also cledritha our love for one another that will
serve to delineate us as his disciples (John 13:35)

As recorded in scripture, from the beginning, Gauves and creates in the midst
of relationship. “Letus make humankind iour image, according tour likeness,”
declares God in Genesis 1:26. Thus, being fully &mumplies the kind of
interdependence as experienced in the Trinity, bee’s purpose cannot be fully
realized without the complementary activity of tithers within the relationship.
Furthermore, even a cursory examination of Jesiesahd ministry reveals a consistent
context of community. In the calling of the tweldrsciples, the sending out of withesses
two by two, and through the stories of Lazarus laisdsisters, Jesus reminds us that we
were made for community. In Matthew’s gospel, 3estpands our understanding of
such connections and redefines the concept of yamiting that “whoever does the will

of my father in heaven is my brother and sister mother” (Matthew 12:50 NIV).
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However, as we have clearly seen from Paul’s kettethe various Christian
communities, we are not called to live in relatioips marked by misunderstanding,
envy, or conflict. We are not called to be a pedipiag in fear. Yet because of a fear of
differences, our staff has begun to focus on avaedaignoring the truth that creativity
arises, in part, out of chaos and conflict. In esngd, we have turned a blind eye to the
fact that good things can happen when we let idedperspectives collide, and then
choose to collaborate toward resolution, maximizong creativity. One has only to look
at those Pauline letters to be reminded how dilffitus calling can be, yet those ancient
words still ring true today. As Paul reminds therd at Corinth, “For as the body is one
and has many members, but all the members of treabody, being many, are one body,
so also is Christ” (I Cor. 12:12 NRSV). Myers migiharacterize this as “responsible
anarchy.” which he views as being “about actingtlfi@r good of the group. It helps
protect against ‘group think.” It is an anomalyttlsaresponsible for keeping the group
together while at the same time preserving theviddality of each persorf® As he
continues to unfold his vision of “organic commuyriitMyers draws from the resource of
nature itself, noting the obvious incongruenced.efen the great scientific minds are
baffled that out of so much diversity comes a sistigl order—the order of creation
working together. “I'm saying that just as fireBiand galaxies and heartbeats and
seasons have organic order, so do we—as beingedt®aGod.?® And as those God-

creatures, we, too, have the power to create samgetimique and precious in God’s

%> Myers,Organic Community: Creating a Place Where Peopléeudly
Connect58-9.

26 |pid., 121.
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economy. “Collaboration taps into this spirit ohsfronicity,” Myers posits. “Like the
organizational tool of growth, collaboration hagemerative quality. It generates energy.
It generates ideas. It generates povééBut the kind of power that is released is not
powerover. Rather, it is one that is focused on servingmsthea life-giving, unassuming
way. Thus, it will behoove us to remember thataerision to pull together is not an
option, just as Paul reminds the church at Philippi
Therefore, if there is any consolation in Chrisgny comfort of love, if

any fellowship of the Spirit, if any affection antercy, fulfill my joy by being

like-minded, having the same love, being of oneat,cof one mind. Let nothing

be done through selfish ambition or conceit, bubwliness of mind let each

esteem others better than himself. Let each oflgoki out not only for his own

interests, but also for the interests of othersl @h-4 NRSV).
When we have the kind of vision that sees otheigrbeelf, then we have the possibility
of realizing “organic community” in which the compteof an end product is supplanted
by the “process of belonging” which complementswisgon of community that God
surely had in mind from the beginning.

The New Testament is filled with stories of the aage consequences that occur
when we fail to heed these words. It is repletdthe tragedies of lives driven by a
mentality of scarcity and individual interest. Unitbdedly, such is the case because these
attitudes are so common among us humans, in dpite dact that they negatively
impact the entire community of faith and its missio

Scarcity is a worldview; it is not necessarily theth. I've known people

who have more than enough, yet they live with aldweew of scarcity. I've also
known people who don’'t have enough, yet they livéh & spirit of abundancy.

27 Ibid., 123.
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We've all seen stingy wealthy persons and gengpoos persons. The spirit of
scarcity is a personal view of the resources abiif¥

However, Robert Quinn is correct in his assessitett “At both individual and
organizational levels, we tend to choose slow deaét deep changé®To move
beyond an attitude of scarcity will, indeed, baraticator of deep change for us. Yet by
claiming God’s promise that we weren’t given a isf fear, but of power, love, and
self-discipline (2 Tim. 1:7 NLT), and by transfergi our eyes from ourselves to the
possibility of plenty, there is great potentiakims journey, as well as the possibility of
moving into what Quinn refers to as the “fundamkstate” in which we become more
purpose-centered, other-focused, and externally.dp&ith this change in perspective,
we can shift Quinn’s query of “what result do | wém create®! and ask the more
encompassing question posed by Peter Block: “wdwnatne create together,” knowing
that often these and other questions we will coptate will be more transformative than
the answerg?

As a counterbalance to such attitudes of scarttitpugh parable and personal

example, Jesus continues to call us to transfoomdty grounding our thoughts and

28 |pid., 161.

29 Robert E. QuinnBuilding The Bridge As You Walk On It: A Guidelfeading
Change(San Francisco: Josey-Bass, 2004), 19.

%0 pid., 21.
31 pid.

32 peter BlockCommunity: The Structure of Belongif®an Francisco: Berrett-
Koehler Publishers, Inc., 2009), 101.
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actions in love. Rohr believes this is more likab/we advance chronologically and that
“in the second half of life, it is good just to Agoart of the general danc&.f have found
this to be true. However, | think we can also dfemn this same idea with regard to a
spiritual second half and become the kind of “generativepbewho truly desire to
“generate life from his or her own abundance amdHe benefit of following
generations>* But we must also take into account Rohr’s warmggarding our shadow
self as we as staff leaders begin to gather toidensur stories:

Be especially careful therefore of any idealiralé or self-image, like that
of minister, mother, doctor, nice person, professwral believer, or president of
this or that. These are huge personas to live uanit they trap many people in
lifelong delusion...Your persona is what most peopdat from you and reward
you for, and what you choose to identify with, smme reason...once you create
a self-justifying story line, your emotional entraent with it quadruples?

If, however, we can be more authentic with ourseked one another and move
from a place of suspicion to one of trust, we hidneeopportunity of becoming that
organic community that cuts itself some slack awneklinto the possibilities we can
create together, for truly “organic order allowsparit of diversity, individuality,
creativity, and wholeness to emerg®.”

For this or any other positive transformatioroccur, however, that foundation of

trust must be established within the group. As Bomrgtly states:

% Rohr,Falling Upward: A Spirituality for the Two Halve$ bife, 120.
* Ibid., 121.
% Ibid., 128-9.

3 Myers,Organic Community: Creating a Place Where Peopléeuily
Connect 67.
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Spiritual leaders often want to pronounce the visiad have everyone
fall in line. Broad involvement is unattractive b&se it takes more time, opens
them to more criticism, and means they have lesg@oof the outcome...[but]
“leadership begins with listening.” When peopléghe organization feel their
voice has been heard, their buy-in to the visianaases dramatically. When a
leader listens to others, he or she will often @ad speaking as well...Spirit-led
planning occurs most effectively in the contextrakt-based relationships and
honest discussioH.

A Hidden Wholenegzrovides a lengthy strategy for creating thosel&iaf trust-based
relationships. Author Parker Palmer speaks aba@ugémerous, wise, hopeful, creative
nature of our souls and tiheedto find those places that can facilitate a bedteareness
of its true nature. His preferred method of achmguhis quest is through participation in
a facilitated “circle of trust.” And although ountécipated time together will not allow
for all of the elements found in this type of comiogether, his idea of “weaving
community in a wounded world” provides great insigito the means of fostering the
trust that will surely be needed if we are to ereeag a community that more closely
resembles that depicted by Block and Myers. Perhasforetaste of the obstacles that
might lie ahead, Palmer points out that
people who feel at risk of losing touch with theiuls will say that they need
such a circle [of trust]. Yet they often claim thia¢ir fragmented and frenzied
lives—the lives that put them at risk—make it imgibge for them to join! The
very situation that creates our need for safe spaems to prevent us from
getting what we need.

Palmer goes on to reiterate what we’ve heard frémehg that participation must be

voluntary and, just as importantly, that the pgraots must be given the freedom to be

37 Bonem,In Pursuit of Great AND Godly Leadershib-57.

38 parker J. PalmeA Hidden Wholeness: The Journey Toward An Undividfed
(San Francisco: Josey-Bass, 2004), 72.
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themselves, to bring their ideas and their indigldy. He, too, like Block, is particular
about the ambiance of the space in which theseactiens occur. But Palmer also takes
the time to speak clearly about the fallacy ofitity, saving, advising, and setting each
other straight” as he asks:

How can we understand another when instead ohlisgedeeply, we rush
to repair that person in order to escape furthesliement? The sense of
isolation and invisibility that marks so many livess due in part to a mode of
“helping” that allows us to dismiss each other.

When you speak to me about your deepest questionsjo not want to
be fixed or saved: you want to be seen and heatthve your truth
acknowledged and honoréd.

Deep-level listening, appropriate space, and aitru&tion, will be essential in
setting the stage for trust to emerge within thagfcommunity. While it is obvious that
this kind of trust won’t emerge on Day One, | beéi@inder the guidance of the Holy
Spirit, we each can be moved to such a place tecdurse of our conversations. And it
is a place much to be desired, not only in thigextn but in all of our relationships. So,
if we can get it right here, we can model for othitre power of trust which even the
secular world recognizes as absolutely essentidle Bonem echoes this need as he
shares this advice from leading business thinkers:

Kouzes and Posner break the stereotype of the @é@ming leader by
stating, “A leader-constituent relationship thatteracterized by fear and distrust
will never, ever produce anything of lasting valAaelationship characterized by

mutual respect and confidence will overcome thatgst adversities and leave a
legacy of significance®

%9 |pid., 117.

0 Bonem,In Pursuit of Great AND Godly Leadershii.
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Laughing All The Way

When | was growing up, my favorite part of the Re&iDigestwas the section
entitled “Laughter is the Best Medicine.” Littleddi know that it was derived from the
wisdom of Solomon as he proclaimed “a cheerful theagood medicine, but a crushed
spirit dries up the bones” (Prov. 17:22 NRSV). Andink that the second half of this
proverb is just as instructive as the first, fasia palpable image of where we find
ourselves as a staff—parched and longing for &sbfng that doesn’t seem to be on the
horizon. In Palmer’s experience, it is laughtet ten emerge when we explore the
human condition so that it actually becomes a fofrrompassion or “feeling with* He
goes even farther in his assessment to say thainwiis circle of trust, “our laughter
helped us hold our concern more lightly, increasiregodds that we would deal with it
more lovingly...and that laughter can be as help$udifence in bringing us closer to the
sacred.*” Perhaps that is why Jesus calls for the littlédelin and advises his disciples
“for the kingdom of heaven belongs to such as th@dat. 9:14 NRSV). Not only is it
the innocence of the children that Jesus commeénidsheir ability, | believe, to plunge
into life with reckless abandon and to laugh inaywhat sets their souls free. Surely we
are not too old to take a lesson from their abijlitst to be delighted by life. In play and
in the laughter that results from it, dividing weaieem to crumble and our differences
somehow become pathways to our connectednessct)refdertainer Victor Borge quips

that laughter is the shortest distance betweem®ople. However, too often we fail to

“1 palmerA Hidden Wholeness: The Journey Toward An Undividiej 154.

42 |pid.
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take the time for play—to become more of who wdlyeae and less distanced from
others.

Yet, in the adult world, sometimes play has go#tdsad rap and those who do
take the time for it are viewed as being neglig€hte idea of fun is further complicated
by getting associated with irresponsible frivolithgstructive behaviors, or self-indulgent
hedonism,* concludes Dr. Adam Blatner. However, studies tshavn when one
represses the natural urge for play, it can leaduariety of forms of behaviors that
negatively impact his or her ability to adequatahgl appropriately function in society.
Research aside, the lack of play simply cloudsaodds out one’s sense of adventure
and, by extension, one’s creative processes. Oathiee hand, play through “spontaneity
involves a quality of mind, the active opening dfigh accompanies the thinking of a
new idea or trying something a new way. It involtesking afresh, balancing impulse
and restraint, and integrating imagination, inantiand reason. It is the process by which
inspiration enters creativity"* Spontaneity is diametrically opposed to habit fstiers
interaction in the here and now, rather than aipaseturn to old patterns of being.

Barbara Brannen goes a step farther and giaggphonishes “figure out why you
are doing it [any chore], get it out of the waydahen make it fun or stof>For

Brannen, it is play that gives life focus, creaasrgy, unlocks joy, and allows the heart

“3Dr. Adam and Allee Blatnefihe Art of Play: Helping Adults Reclaim
Imagination and Spontaneifi]New York: Brunner/Mazel, Inc., 1997), 6.

44 Ibid., 5.

“> Barbara Branneri,he Gift of Play: Why Adult Women Stop Playing Hiog to
Start Again(San Jose: Writers Club Press, 2002), Kindle ¥151@.
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to sing. Play is what enables us to move to a ipostf wealth that has nothing to do
with finances. “This feeling of prosperity comesrfr creating a feeling of wealth with
what we have. Appreciating what we have can bedanmur play.*® And while her
findings indicate that on the whole, men take maiwye opportunities to play than their
responsible female counterparts, within our staffure both womemandmen devote
arduous hours to work because value is placed amngdishment and a task well done.
Interestingly, both are most often measured in $eofrtheir degree of creativity and
innovation. It appears that our nose-to-the-grioistattitudes have not only served to
maintain our silos, but may have also stifled thgything that we value and strive to
attain. After all, it's not too great a stretchléok at some of the flora and fauna God
created and believe that there was great playarghter in the process! But perhaps the
greatest call to this idea of play comes from Dua®& Brown, who proclaims, “If we can
continue to play together, we will always be albléind emotional closeness, always be
able to find novelty and make discoveries not @ilgut those we love, but also about
ourselves.*” Almost in the same breath, Brown warns about thenside associated
with the failure to play:

When we get playight, all areas of our lives go better. When we ignore

play, we start having problems. When someone dbkeep an element of play
in their life, their core being will not be ligiRlay gives us the irony to deal with

4 |pid., 21 of 147.

“7 Stuart Brown, M.D and Christopher Vaugtay: How it Shapes the Brain,
Opens the Imagination, and Invigorates the Sbdidw York: Avery, 2009), Kindle 174
of 218.
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paradox, ambiguity, and fatalism. Without that,ave like the Woody Allen
character irAnnie Hall who says, “What'’s the us&?

Truly, the condition described by the writéiProverbs thousands of years ago,
remains ouhumancondition. But by adding the element of play, v@@ enove from our
heavy, dark, driedup selves and relationshipstimbkind of community that refuses to
take itself so seriously that it snaps like a twigen buffeted about by deadlines or
resources or personalities. And as a bonus, DwBrencourages that “fear and play
cannot go togethef’® So, as we come to our time together, the “noutighiature” of
play can fill us and sustain us just as sureljnasteals we will share together. And as

we begin, we will have two allies on our handsfgerlove and play!

| Love To Tell the Story
Finally, no story is complete without the storiéste characters. Storytelling has
always been at the heart of being human becagsseviés some of our most basic needs:
passing along our traditions, confessing failifg=saling wounds, engendering hope,
strengthening our sense of communiftifthere is something in the honest telling of those
stories that also helps break down walls as werheoailnerable before one anotlasad
find common ground. Drawing on the work of Henryidé®m Wieman, David Sawyer

identifies four dimensions of health, each of whitipacts and colors our version of our

“8 |pid., 201 of 218.
49 |pid., 214 of 218.
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own and the greater story. He points to the foltapas indicators of progress toward
transformation:

¢ Increased knowledge and expanding awareness bf trut

¢ Increased respect for the dignity of difference agpersons.

e Deepening of community among its [staff] memberd between
members and those outside the system

e Growing ability for [staff] members to take pos#imutual action
in response to events.

But before we can begin to talk about the transfiognstories we will tell, we
must listen to the ones that are being told inpfesent and begin to truly hear what is
being said behind and beyond the words becagtseyis the measure of community...
the universal measurement of [ffeSimilarly, Carl Savage and William Presnell remind
us that “reality is intentional, relational, astbried”>® By encouraging the telling of our
stories, we can find a piece of ourselves in orathaar because our battle scansl our
triumphs intersect in ways that we, perhaps, hawemnnoticed or appreciated. \&ee a
body that matters, with individual parts that aregral to our wholeness. But it will also
be in the telling that we recognize the presend8anf in the midst of our stories and our

staff leadership community, and | can envision “&agghtings” become commonplace,

rather than rare occurrences, as we journey, ogead¢iwstories together.

>l SawyerHope In Conflict: Discovering Wisdom in Congregatid Turmoil
103.

2 Myers,Organic Community: Creating a Place Where Peopléukaly
Connect 79.

>3 Carl Savage and William Presnéllarrative Research in Ministry: A
Postmodern Research Approach for Faith Communitiesisville: Wayne E. Oates
Institute, 2008), 44.



45

From pastoral care and counseling, I've recognixti the positive and negative
power that stories have. Left unexamined or unesga®, stories have tremendous
potential for holding the storyteller hostage, amérpretations and assumed
ramifications can escalate, sometimes to the mdirgndering the narrator immobile. In
fact, in speaking about narrative therapy, Larrye@mn remarks:

First, the narratives we live by, handed down biyuce and religious
tradition, are so internalized that we may notaealternative to them, especially
when they become dysfunctional or unable to adaphanging conditions.
Second, these internalized narratives can be deaotexd by naming the ways
they dominate or control our own lives. Finallyceered narratives can be
reconstructed or replaced by re-storying our laesording to newfound
strengths and capacities for change.
| believe that our shared stories can move ustimsoplace of reconstruction and

re-storying so that the negative history of ourdtitngether begins to better resemble the
blessed His-story” that has always been present. Although he spdekg a
congregational identity, Gil Rendle’s model of pofukstories seems to have direct
application for our staff leadership’s identityvasll. Rendle advises that moving out of
these weak, safe, former stories into a bold, bsttey is not a fabrication, but “an act of
leadership because it tells a true story of theleethat is different from the safe way in

which they choose to tell their own stor.As has been discovered by others, our

intentional conversations can serve to provide ama®f relabeling those signposts on

>* Larry A. Golemon, edFinding Our Story: Narrative Leadership and
Congregational ChangéHerndon, Virginia: The Alban Institute, 2010),.11

% Gil Rendle, “Narrative Leadership and Renewed Gegational Identity,” in
Finding Our Story: Narrative Leadership and Congatignal Changeed. Larry A.
Golemon (Herndon, Virginia: The Alban Institute 12)), 25.
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the old roads as well as erecting more positives dhat will point to the trail that lies
ahead. Thus, those “problematic” stories of scawmid mistrust—those limiting tales—
can be transformed in the telling and the listenBygnergy can replace anxiety. This is
made possible because “when we hold the storyatiather has shared with us, we hold
onto something sacred and holy; sharing your owrystnd receiving the story of
another is an exercise in sacred trg8t.”

However, like Moses leading his people out of b@eddoseph longing for a
change of heart in his brothers, and Paul bringaegstory of a more excellent way of
living, the messenger is not always perceived énrtiost glowing light. For that reason,
howthe telling of our stories is invited and encowagvill be a key factor in the
effectiveness of this project. So | take to hdagtinhsights of Richard Hester and Kelli
Walker-Jones who share from their experiences:

When you take a not-knowing position, you are r@zigg your limits,
your finitude. You cannot understand a personpagyror an institution all on
your own. You have to learn from others, and yau@aly do this if you remain
curious...There is a reciprocal relationship betweaving a curious, not-
knowing stance toward others and having such astaward yourself. In fact,
genuine curiosity toward others’ stories is grouhiecuriosity about your owt.

My understanding is that such a position alsodétgrs know thalt know that

I’'m not the expert, but simply a fellow travelerlso think that my willingness to be

°% Susan Beaumont, “Giants and Grasshoppers: Sthae§rame Congregational
Anxiety” in Finding Our Story: Narrative Leadership and Congatignal Changeed.
Larry A. Golemon (Herndon, Virginia: The Alban litate, 2010), 102.

" Richard L. Hester and Kelli Walker-Jon&sow Your Story and Lead with It:
The Power of Narrative in Clergy Leadersiiiberndon, Virginia: The Alban Institute,
2009), 52.
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vulnerable before others invites that reciprocahgrability, which is really the attitude
we are called to assume in the first place. Thsl kif “higher ignorance” leaves us open
to the possibilities of new information and newatgnships, for “there is always

something new and unexpected to be leafhebut others—andurselves

Head ‘Em Up and Move ‘Em Out!

If, truly, webecomewhat we tell and thus give a glimpse of what isgiiole>®
then there are exciting paths ahead. What an appuitytour staff has to reframe the way
we view our circumstances. By naming each depatiahezader’s gifts, identifying how
those gifts enhance the whole, providing intentiepace for the sharing of stories,
remembering the benefits of working together, langhhrough play opportunities, and
finding common ground, we have the potential oftsig our “family” metaphor to an
image which reflects the “body of Christ” in “cdllarative, creative community.” Peter
Block notes, “To build community, we seek convdamsa where people show up by
invitation rather than mandate, and experiencanamate and authentic relatedness. We
have conversations where the focus is on the corahpassibility and there is a shift in
ownership...*° Through such conversations and shared experiepessibilities for a
community that is diverse, rather than divisive) ba realized as our staff culture is

transformed to reflect new, preferred narrativesl ive Holy Spirit be able to work

*%Ibid., 103.

*9 Lawrence Peers, “Expeditions into What Is PossilieFinding Our Story:
Narrative Leadership and Congregational Change. Larry A. Golemon (Herndon,
Virginia: The Alban Institute, 2010), 43.

% peter BlockCommunity: The Structure of Belongit@g.
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through me, the lay committee, and our staff leatiefacilitate this leg of the journey so
that we begin to move into a place of unity and destrated Christian love? Can we
start naming those things that hold us hostagdiaddvays to disagree without being
disagreeable? Scripture provides witness to thie lvehile reminding us that it's not
only a requirement, but an example set by othexs lvéve trod this road before, leaving
a lasting testimony. As those also called to sttaegospel, this is the challenge of what

is yet to come.



CHAPTER THREE

DON'T LEAVE HOME WITHOUT IT
Trust in the IorD with all your heart and lean not on your own urgtanding;in all your
ways submit to him, and he will make your pathaight.
Proverbs 3:5-6
Having heard our history and our challenges, peslyap can imagine that
it was with a great sense of responsibility andanlittle anticipation, that the
Advisory Committee and | began to meet. Each memasrintentionally and
carefully chosen because he or she also represarstiadf perspective. Within
this committee of six, we assembled both laity eledgy, younger and older,
long-tenured and relative newcomer, as well as@upgersonnel and leads. In

fact, in many ways, the committee itself resemlaledicrocosm of the eventual

makeup of the Participant Group.

Essential Travel Gear
As we met throughout the fall, they, too, contrémito the sharing of stories of
conflict and disappointment. With tears in her egied a trembling voice, one member
spoke of not being able to return home for Christemanticipated because the rules
changed in mid-stream as the call went out forlatds on deck.” This was particularly
troubling because not everyone was required toeayddhe mandate. Another described

a variety of shifts in job responsibilities basgdpart, on the ambitions and comments of

49
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other staff members. As he spoke, it was evidatthis feelings of betrayal were
profound. Clearly, miscommunication, confusiond aonflict didn’t characterizevery
relationship, but it was obvious that these disinas were making a significant impact
on our ability to do ministry together well. Yetyen as we shared seemingly negative
stories, an underlying tone of hope and an exgeataf better things to come was
evident as well.

We knewwe were worth saving and improving and evolving what God was
calling us to be. And over the course of a few rheydur lines of communication were

opened as we found invaluable resources for mappihgQur upcoming expedition.

Ethnography

As we seven scouts continued to share our owrestand our observations of staff
dynamics, we remained convinced that we had wounbanid dedicated traveling
companions. Our challenge was finding ways to enthibse companions to travel in the
same direction. And for that task, we found Margr€IMoschella to be invaluable in
aiding our understanding of how that might oc€Ethnography,” she writes, “is a way
of immersing yourself in the life of a people irder to learn something about and from
them...[it] involves opening your eyes and ears tdasstand the ways in which people
practice their faith* Certainly, we were already fairly well immersedtie lives of our
co-workers, but how often had we taken the timetdly see what was in their hearts by

truly hearing their stories? Moschella didn’'t ofeepanacea. More importantly, she

! Mary Clark MoschellaEthnography as a Pastoral Practice: An Introduction
(Cleveland: The Pilgrim Press, 2008), 4.
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provided life preservers in the form of practicakforal leadership. After all, we each
have been called to that role, whether labeled tayclergy,” and her introductory
explanation of ethnography seemed to provide tinegeroad map for what we were
about to embark upon:
Doing ethnography is like studying navigational thalLeaders who use
ethnographic research can come to understand thentsiof institutional life and
how they can suddenly become treacherous. Theftbneater doesn’'t go away

as a result of studying it and being aware ofut,the study can help you learn
how to navigate in if.

Intentional Conversations

To actually seek out and honestly desire to hezselstories that made our staff who they
were suddenly began to add new meaning and impetus planning meetings. We
found that as we began to reveal more of our owmjgy and its subtle complexities, the
more we found common ground and a renewed entmsg@sthe potential that lay
ahead. Moschella’s observation that “honest anar demmunication tends to increase
the personal well-being of the members of the gidaprtainly was borne out within our
small Advisory Group, and our semi-monthly gathgsilbecame something to look
forward to, rather than just one more thing ondagy agenda. In fact, the freedom of
expression, creative dreaming about the projettietire, and enhanced sense of being
heard and valued was an unanticipated benefit, bgfare the project’s official launch.
But, then, discovering God at work in the midsthed mundane is always something to

be celebrated!

2 |bid., 7.

% Ibid., 14.
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As we continued to dream and deliberate, we eaelwkhat this was more than
an “exercise.” Instead, it became an opportunitwabch what God, through God'’s
Spirit, would be able to do in and through us, al as among the Participant Group. We
felt strongly that it was important to be able érame our existing metaphor from
“family,” with all of its garnered negative connatas, to something more theologically
affirming. For example, in proclaiming certain dagse about the “family business,” we
were asking the staff to actually be absent ftbeir families. However, being able to
focus on each person’s gifts and graces withirfltlbely of Christ” was not only
scriptural, it offered a more eternal perspectarevhat we were being asked to do. It
also provided an opportunity for people to workhaittheir gifting, and experience the
pleasure that is derived when one is working witheir area of strength. And beyond
that, it afforded the opportunity of experienciaggible ways that individual strengths
complemented the whole. Additionally, one membededdhat there was a vast
difference between knowirgpouteach other and actually knowing one another, and we
agreed that it takes an investment of time andtsajét to that place where we are more
than just acquaintances. Thus, shared experiemoasrie an important context for us as

we moved closer to our date of departure.

Play

While further exploring former shared experient¢bks,most memorable ones, we found,
were grounded in times of complete abandonmenil pf@tocol and seriousness. Those
times that we were simply invited to play were sarhthe most notable, but they had

become fewer and fewer as we became more enmeshesl business and busy-ness of
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our numerical growth. Ultimately, when our improwrg introduced us to some great
TED Talks regarding play, we knew that it was olegnent that had to become an
integral part of the Participant Group’s time tdget What we had learned
experientially, Stuart Brown confirmed through exgee story collecting:

What has become clear to me now is how play caarbec¢he

cornerstone of all personal relationships, fromrgday interactions to long-term

love. In fact, | would claim that sustained emoé&bmtimacy is impossible

without play. This is true not only for marriedgsj but for continued vitality in
long-term friendship$.

In our previous times of play, what we thought vael lexperienced was a
loosening of the lines of demarcation, a blurrifghe “us versus them” mentality. But it
turns out that that there was much more going an jhst that, and it further heightened
our desire to include play as a predictor of chaamgeng the staff leadership. “What play
signals do is invite a safe, emotional connectiibeven for an instant. Even in casual
interactions [it] opens people up emotionallyrdinsforms a grim, fearful, and lonely
world into a lively one.® Yeah, that's what we want— transformation of ikiely kind!
Instinctively, we knew that it would be a bold mdweanclude this element because play
also means that there is a degree of vulneralmlisgepping beyond our facades. Yet it
also provides a relatively safe way to emulateJésus, who was described by the Hymn

of Kenosis in Philippians 2. If we could empty aelv@sof ourselves long enough to

lower our defensive walls and engage one anotheivial, but meaningful, moments,

* Stuart Brown, M.D. and Christopher VaugRtay: How it Shapes the Brain,
Opens the Imagination, and Invigorates the Sbléw York: Avery, 2009), Kindle e-
book, 158 of 218.

® |bid., 161 of 218.
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perhaps we can also find a better course of aetlmn we find ourselves at odds with
each other. Brown remarks that “play is the luldrarathat allows human society to work
and individuals to be close to each otHe®d, we packed a healthy dose of play into our
knapsack, believing will lubricate those intentional conversations and gy for

the journey.

Elements of Direction

Theory U

Thus, an agreement on the utilization of intenti@moaversation, shared experiences, and
play as a means of smashing some of those staff sdme relatively easy. But, how to
incorporate those elements into a series of fadade eventsand how we would put a
name with each of those faces soon became thedbpiar next few conversations. As it
turns out, our discernment abaineir discernment led us right to C. Otto Scharmer.
Although a secular work, Scharmefdeory U: Leading from the Future as It Emerges
was exactly where we found ourselves: on the iegeralf of the “U,” unfortunately.
You see, it is Scharmer’s belief that all organad have the capacity or potential for a
kind of economic outlook: the “economics of destiwc’ or the “economics of
creation.” Ironically, this process which Scharmer has folyneaptured and taught for
the benefit of the corporate world plainly mirrdtsat self-emptying process to which

Christ calls us as Christians and, particularlyChsistian leaders. In a 2008 interview,

% Ibid., 163 of 218.

’ Otto C. Scharmefheory U: Leading from the Future as It Emer¢®an
Francisco: Berrett-Koehler Publishers, Inc., 20@33.
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Scharmer replies to George Hall's query about theer gate” found at the bottom of the
U:

To use the words of Brian Arthur, when you approihett threshold,
everything that isn’t essential must go. That thoég is, | believe, very much
related to the essence of leadership...traced battletavord’s root — the Indo-
European word root of leadership is “Leith.” Thiedal translation of that word is
“to go forth across the threshold” or, in a differéranslation, “to die.” In this
context, “to die” means that you let go of the widtiat is known to you...The
challenge you meet in the process is the challehfgar, the fear to let your old
self, your old identities, your old context, diearder to move into that which is
wanting to emerge through y8u.

Could it be that our willingness to let goaft things better enables us to receive
what the Holy Spirit extends to us in terms of Godksign, rather than our own? Is it
possible that being a “leader” really implies alwgness tdollow? If we are called to
Christian community on Sundays, isn't it likely tmalationshipsupersedes silos in
God’'seconomy for the rest of the week as well? Quickilg Advisory Group saw the
possibilities and we took the plunge for ourselves.

According to Scharmer, if we as a staff continugtivie in the regions of “anti-
space,” we were setting ourselves up for a gaprategyy, structure, and culture, all
because of an inward, rigid self-focliBut through a collective willingness to suspend

what has been “known” in favor of a commitmentde svith fresh eyes, and sense, and

let gotogether the possibility of connecting to God and one haofor the purpose of

8 George Hall, “Inside the Theory of U: InterviewtivPeter M. Senge and Otto
Scharmer (Part 2) Reflections: The SoL Journal on Knowledge, Learnamgl Change
9, no.1 (Spring 2008), 44.

® Otto C. ScharmefTheory U: Leading from the Future as It Emerdg%3-4.
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becomingco-creators was both challenging and excitiigzarly on, the “U” became a
part of our time together as silently we listenedthe Spirit to speak and then shared
what was heard. Through this process, we founcttivais wisdom in silence and in

sharing. So it became quite natural to add thideyto our cache of ideas for directing

our intentional conversations.

Community

Yet, given the history of staff leadership dynamitsvas also clear that Day One would
not bring with it an automatic willingness to plenigto any type of self-emptying or
mindless submission to silence. Several Advisorgn@ittee members reiterated their
stories of broken trust and the reality that owliprinary task would be to establish a
context of confidence within the participant gragwell as an expectation of
confidentiality that promised more than any pietpaper could. It was essential as well
that a promise of nonreprisal for the stories twewld be willing to share would be
given at the very outset. For this aspect of cawvdls together, the insights of Peter Block
were instrumental. For Block, community is aboetauntability and belonging. It is
about questions and transformation. It is aboutvemsation and connection. So simple,
yet profound, were Block’s steps to these posibivreeomes, we knew that his methods
would be an integral part of the way that we evegan to invite the Participants to this

Great Adventure.

0 hid., 441.
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“The essential challenge is to transform the isotaand self-interest within our

11

communities into connectedness and caring for thaey™ " Block writes in his

introduction. It was as if hienewus and our plight, and | was immediately drawwkat
else Mr. Block might have to offer. Neither the guitiee nor | had to wait too long to
determine if, indeed, this was going to be anogiéential device for ordering our times
together, because Block continued to speak dir@aityour narratives. So throughout the
fall, we put his insights and instruction to workwe continued to define the parameters
of the spring’s implementation. His wise teachirgs;h as “people will be accountable
and committed to what they have a hand in credtihgnd “transformation hinges on
changing the structure of how we engage each dtferere helpful within ouown
group as we modeled several of our sessions arthese ideas. Of particular value was
his chapter on shifting the context. Here he writes
The small group is the unit of transformation andteiner for the experience
of belonging. Conversations that focus on storsuaithe past become a
limitation to community; ones that are teachinggées and focus on the future
restore community... The following are the shift imtext that would signal a
transformation into authentic community:
e We are a community of possibilities, not a commynoitproblems.
e Community exists for the sake of belonging and satseidentity from
the gifts, generosity, and accountability of itSzans. It is not defined
by its fears, its isolation, or its penchant fdribeition.
e We currently have all the capacity, expertise, paots, leaders,

regulations, and wealth required to end unnecessdfgring and
create an alternative futut@.

1 peter BlockCommunity: The Structure of Belongjrg
2 pid., 24.
" Ibid., 25.

% bid., 29-30.
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“What can we create together?” became the watchwbestery meeting as we
found great hope in the possibilities that lay ah&de newly energized Advisory
Committee was obvious in its enthusiasm as idebblbd to the surface. “Is there a
common event that might unite us?” one asked. Aarailas quick to point out the
difference between directives and collaborationlevbkpressing the fervent hope that
collaboration would become the norm.

At least half of the group lifted the need for &igpal basis for whatever we
decided on, and the balance expressed their camugr To achieve that end, it was
recommended that prayer partners be establishiéhbeach Participant session be
opened with a short devotional to set the tonethaohe of the day. Once again, God was
working through a secular understanding of comnyuoitconfound and challenge those
of us who called ourselves Christians.

Interestingly, even as we continued to meet andyddéke parameters of the
project, the Advisory Committee became increasiaglgre of the feelings of those who
would not be participating in the spring group. So profotmad our conversations been
about community and gifts and inclusiveness, thathought of excluding anyone was
visibly painful. However, following Block’s lead, ewecognized the wisdom of keeping
the Participant Group small enough to allow forropgerchanges and this anticipated

transformation.
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Appreciative Inquiry

Although Block clearly speaks about the fallacyamfusing on stories of the past, we
continued to draw on the positive past stories @eans of celebrating those times when
we as a staff really were quite good together. Btatfwas particularly important to
remind the Participant Group of the power and pestiat were released when we met
an especially challenging goal by pooling our reses and working together. Far from
being simply a retreat into the “good ol’ days,e¢le stories again brought us hope and
we felt they could do the same for our Participahtark Lau Branson calls these kinds
of remembrances “appreciative inquiry” and applathes utilization as a means of
eliciting our collective memory about what we dallgwell. “People have more
confidence in the journey to the future when thagcforward parts of the past,” he
notes. “Confidence and trust can be built when gmes create direct links with the
organization’s best and most appreciated narratirdske Block, Branson has a strong
sense of the power of questions. His call to previokaginative, innovative chane
dovetails nicely with Block’s concept of alternaifuture. The advantages of
appreciative inquiry for our purposes are many,thetleast of which is finding common,
positive ground for successful stories among thgd@nured staff as well as those who
are relative newcomers. Thus, we believed with Boais assistance we had found a way
of beginning on a positive note by allowing peable time and space to name and

celebrate what is good within our community.

15 BransonMemories, Hopes, and Conversations: Appreciatiggilty and
Congregational Change5.

18 1bid., 77-112.
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Assessing the Road Map

Who's On Board?

| think each of us had in mind almost from the begig who would be invited to jump
aboard for the next leg of the journey. There wasrssensus that we wanted every
department to be represented, and we knew thataméed those representatives to be
people who had the authority not only to make dexnsabout change but also to model
within their department the things that were odogras we met together over the next
four months. It was also important that those weevrecluding would be able to attend
the majority of the meetings, if they chose to doAlong with a new set of Participants,
three members of the Advisory Committee were ddafdoeplay an integral role as well.
One became the videographer while also particigatirthe group; one brilliantly
directed our play time in such a way that there svaatural transition into the day’s
topic; and the third provided the spiritual undedgig by facilitating our time for silence,
meditation, and prayer.

About a month before the official kickoff, | persaly invited each of the chosen
Participants to become a part of this journey,flyrigescribing the purpose of our time
together and ensuring them that their acceptansepwiely voluntary. Following Peter
Block’s lead, it was vital that they believed thiagir acceptance—or refusal-would have
no bearing on our relationship or their job evahratBlock notes that “genuine

invitation changes our relationship with others, i@ come to them as an equal. | must
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be willing to take no for an answer.*”’And so | was. As it turns out, | heard that
response only twice: once from a young mother whdked part-time and our meeting
date conflicted with established time devoted todaighter, and once from a staff
veteran who said she was too busy. In a followatgrview, she was a bit more honest
and expressed her disbelief that anything coultighaBecause she also decided not to
send a departmental representative, hers was theu@a that ended up not being
represented. A list of the areas that did partieigan be found in Appendix A.

Adding to our sense of embarking upon something a&we moved into the new
year was the fact that the staff would make tredt &icross the parking lot into our new

facility in mid-January. We were sure to be onl&+diguratively andliterally!

Itinerary

As the year drew to a close, our bags were padtaded with insights from our own
experiences of a community developed through tipeastogether in intentional ways.
We believed that intentional conversations, shasgeeriences, and playouldtransform
the operative narrative of staff relationships, Wwatalso knew that we had a short period
of time to encourage the reframing. We had alsogeized the fact that the Easter
season, our busiest time of the year, would fghtrin the middle of our time frame, so
we intentionally scheduled our times together adiogly. “If you want something done,
ask a busy person,” the old adage goes. Yet one fnweting” in an already packed
week might serve to derail the opportunity for megful conversation. To address this

potential, we suspended regular staff meetingssahdduled our gatherings at a time that

" peter BlockCommunity: The Structure of Belongjrid.7.
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the leadership had already set aside, adding aa #tty minutes to provide plenty of
time for play. It was determined that we would hsae face-to-face gatherings, two
totally free weeks, and three weeks where our ocbieeme via the Internet. The first and
the final weeks of the project were designatedfar-on-one interviews with the
Participants. Each Advisory Committee member sperd in open-ended dialogue to
hear firsthand the stories that were being tolthabthey might be compared to any new
stories at the conclusion of the project. [Ple&seAppendix B for a complete listing of
designated weeks.] For us, an indication of thesformation we sought would be a
shift to stories of abundance, collaboration, amehmunity. As well, proof of our theory
would come as there was evidence of the desiravdlgness to create things together,
rather than in isolation.

While the content would vary from week to week,lreaeeting was designed to
include spiritual preparation, play, and intentioc@nversations. At least two weeks were
designed for off-campus meetings over a meal dadhée fellowship could become a
part of our shared experience—and because wedozatt But even then, we didn’t
abandon our commitment to play. During the weeks tthere was preparation for the
holidays or recuperation from their aftermath, waved our conversations on-line as the
Participants were asked to comment on their reagliyilding the Bridge As You Walk
On It. While the probing questions asked were thoughtgking and called for self-
reflection, this format gave the participants theice of surface, deep, or no answer at
all. As importantly, because it was interactivenwersation could be fostered among the

participants, while allowing time and space to edeisresponses.
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Ultimately, the Participant Group was composechoée¢ Advisory Committee
members, twelve departmental directors, and onemastnative assistant. Each was
given a list of the meeting dates prior to ourtfassembly, but their weekly invitation
was just that. Always before them was the undedstgthat attendance and level of
participation was their choice. For those who didase to attend, there was also an
invitation to respond to one or several of Blockabiguous, personal, anxiety-evoking
guestions:

What is the commitment you hold that brought ydo ihis room?

What is the price you or others pay for being heday?

How valuable do you plan for this effort to be?

What is the story you keep telling about the protsef this

community?

e What are the gifts you hold that haven’t been bhodiglly into this
community?

e What is your contribution to the very thing you qaain about®

Forearmed with the first three questions, we imagithe Participants would first be
invited simply to consider what was being askedunsecond meeting, they would have
an opportunity to respond in writing, but by thedhgathering, open responses would be
solicited. It was our feeling that the latter thopeestions would serve us well in cutting
to the heart of the matter where everyone was aaldqoting, but would be used only as
we progressed through the weeks and a level dftlagsbeen established.

Amid weather, packing, and planning, we turnedpage on a new calendar, and
found it brought with it the excitement of new opjpmities. Fortified with purpose,
plans, and prayer, the Advisory Committee and |enawt final preparations to set sail

into those unchartered waters. Stepping into th@onyn, we were undaunted by the

18 |bid., 106-7.
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potential for treacherous currents because theopob®f effective navigation tools far
outweighed any angst. In retrospect, | fully ap@ted smooth sailing all the way. But |

was in for a few surprises.



CHAPTER FOUR

ROAD TRIP
Therefore, strengthen your feeble arms and wea&kri®lake level paths for your
feet,” so that the lame may not be disabled, bthieahealed. Make every effort to live in
peace with everyone and to be holy; without hoBres one will see the Lord.
Hebrews 12:12-14

Borrowing from an L.P. Jacks quote, Winston Chufdrice proclaimed, “The
pessimist sees difficulty in every opportunity. Tdpimist sees the opportunity in every
difficulty.” Armed with great optimism, we set owith the dawning of the newly
welcomed year to take full advantage of the opputyuo break down some barriers,

smash some silos, and discover what we might ctegéther through collaboration and

the unleashing of staff synergy.

Open Roads

Signposts

Clearly, the road lay open before us as we turhegages of the calendar to reveal the
dawning of another year. Already rumblings of mixaghals, lack of communication,
and erroneous mandates were in the air as our gigtechove to the new staff facility
was delayed. Throughout the fall, the Advisory @uitee and | heard various stories

which helped us identify the area of opportunityt bow it was time to assess the level
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of angst by actually soliciting those stories isafe, one-on-one setting. Thus, pre-project
interview questions and format were designed t@igeoa neutral setting in which the
individual Participant Group members could begithiok about their interactions with
other departments. These individual interviews,chvhwere conducted by an assigned
Advisory Committee member, gave the Participants@ortunity to ask questions as
well as share their experiences in working witheotthepartments. Additionally, because
three of the Advisory Committee members were inetlth the Participant Group, |
played the role of interviewer for them. Withouteption, these conversations seemed to
be comfortable and relaxed interactions. Howevegonueview of the written and
recorded responses, it was clear that some Panisipvere either less forthcoming in
their responses or far more oblivious to the fatgins that existed between their
department and others that might be impacted by tlationships and follow-through.
But at least we were talking!

In discussing the creation of questionnaires, Malk Branson advises that “the
guestions are intended to foster conversation)esmterviewer does not need to keep
strictly to the wording. You want stories, and yeant to learn what made those stories
possible! Thus, the Advisory Team and | conferred abouts#téng and purpose of
these interviews, and then each set an appointwitntheir interviewee for a mutually
convenient time. In order to facilitate the stolytg and the listening, the interviewees
were asked for permission to record the convensa@ecasionally, a Participant would

ask to go off the record and the recording wasdabut for the most part, the stories

Mark Lau BransonMemories, Hopes, and Conversations: Appreciativgiiry
and Congregational Chang&2.
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seemed to come openly and easily. Without exceptinParticipants acknowledged a
deep level of commitment and ability within thefsts a whole as well as by each
individual employee. But most also noted thatstoey others tell about staff
relationships drastically diverges from their owperience. Obviously weary from the
ramifications of building changes and supportirajfsbne veteran Participant shared that
People think everything is just rosy—I don't thiihks, but others do.

What would | go home and tell my spouse? That'd#farént story. Sometimes

the frustration level is so bad that [my spousgsdmd another job. | love my

job, but the frustration is insane because the @afiens are unbelievable. Most
people have no idea of what'’s involved in my job—ahea. It magically happens
and when it doesn't, they know my phone number!#ole lot of stuff is being
done by a few people. There are little resourd#st] the story | tell about how
we work with each other is that they are all welldd.

A second Participant and relative newcomer felt Warking with other
departments hadn’t been an issue, but believedvidlsso because of his ability to
communicate with them clearly. However, he was aisare that that is not always the
case. “Understanding as a whole could be reallllariging. There’s no solution or
formula. Theras lots of freedom, but sometimes that means thinggost in
translation.” His take on what others say about stéationships is that they're strained.
“For example, Department A has a history of stwitlh Department B; there’s a lot of
irritation/frustration. You're so protective of yosquare, you don’'t want to let others in.
Then it becomes more about you than it does abeubig picture. You know who you
have to steer around to get something done, lrutitre of a heart issue than a logistic
issue.” The story that he shares with others msnohcredibly talented staff where

everybody would be the rock star somewhere elsattibutes the level of frustration

and irritation to the fact that peopde care so much.
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A third, who was a longtime member before comingt&if, talks about the
biggest challenge being that people get so invoinedeir own projects. He sees his
department in a task-oriented role that suppodatore departments. Thus, goals and
performance often clash. However, when the clashespthere is also a responsibility to
go back and repair the damage. “At the core,” heioaes, “we love and trust each
other, but sometimes the fear is fear to clashs $taff is the biggest collection of smart,
caring people I've ever seen.”

One of the youngest staff members comments, “Tisen@om for improvement—
we’re quick to judge and slower to forgive. Angsitiard when we are working so much
with each other if we're slow to forgive.” “The §it&s terrible communicators,” he
continues. “I'm not sure where that comes from, darhpetition is tough for ministry.
Over the years we've gotten to where we don’t comicate well with each other. This
would be the number one thing.” Another who is aledhe Advisory Team was quick to
express a dislike for the perpetuation of the famnmetaphor. “It's often an excuse for
putting up with unacceptable behavior.” But he d#dts a story of being greatly helped
when two of the pastors called him aside for a eosation about a misstep that led to a
congregant leaving the church. He felt this excleangs a “hopeful, positive
experience.”

Joyandfrustration were both shared by the director ¢ ohthe more visible
departments. Expressing delight with collaboratirign the Children’s department, the
take-away was that they would be invited to posbtgces again because they had such

great ideas. Yet the ongoing relationship with haptiepartment was continually
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strained because it felt as if they had “all thetoa” yet rarely met expectations.
However, the story she tells is one of “mutual eesp-our hearts are the same; we just
lack communication. We should celebrate our diffess. Our senior pastor has done a
good job of hiring for spirit. People without thight spirit don’t stay long because they
get too frustrated because we change too ofteedgueantly, those words “frustration”
and “communication” were repeated and linked. Betalso heard stories that were
packed with passion for the “job” and for one ameotfihe following story best sums up
why people are willing to endure such inconsistesiend aggravation.

For the most part, others perceive the staff asgoalatively cohesive and
high functioning. That's why we always have peogénting to be involved.
Overall the picture is good; a tight-knit grouppaople who are making good
things happen. But once on the inside, the stoayways a little bit different.

[But] we have a lot of good relationships and suppeethods for people. When

[I had a family member who endured health issussfsenior pastor said go home

if I needed to, and | did. But | found myself comipack on weekends because a

regenerative support mechanism helped me go batkmend time in the

hospital. It says a lot for a staff when you camedack to get energized.

In an effort to build on these strengths and impragon our weaknesses, it was
an important part of our project design to estaldisegular time and place for our
intentional conversations. We also took seriousé/donsideration of what that place
might look like. Drawing on the experiences of autboseph Myers as expressed e
Search to Belongnd from Block’sCommunitywe knew that the space would either
contribute to our interactions or serve to hampent. As it turned out, we had the
perfect location for facilitating conversation iarastudent wing. Over the course of the

next four months, we fully utilized its open wonglspace for viewing and playing, the

sofa-laden gathering place for conversations aashstorming, individual classrooms for
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breakout groups, and ping-pong surfaces for sermmgccasional meal. The wing’s
relative isolation from all other areas of activéigo set it apart for the many phases
through which we would walk during our time togethe

A buzz had been created, but there was still a ¢gel of clarity in the minds of
the Participants as to what in the world they wdomag in this group. So as we gathered
for our first intentional time together, | startiéa ball rolling by sharing with them some
of myjourney, the stories thathad heard and the kinds of stories that were dhdugng
the initial interviews. | was also clear about nigaim for the places that we could go
together. We talked about the calendar and thdityatm opt out of any of our meetings,
as well as the necessity of monitoring their lesfedommitment when they did choose to
attend. And while they were curious, this was prdty stuff. So out came the TED Talk
by Tim Brown, which pointed out the amazing cortiela between play and creativity.
Brown, CEO of the “innovation and design” firm IDEf@arned firsthand the value of
play, including playful exploration, playful buildy, and role-play. This particular Talk,
entitled “Tales of Creativity and Play,jave us just the right encouragement that not
only could we have fun together, we could alsotereamething as a body that none of
us could imagine alone. Yet, one can only gleamsoh information from simply
watchinga TED Talk, so when Brown’s audience engagedasfpl activities, we did
too! In our last half hour together, we drew quui&tures of one another, made some

outrageous additions to thirty harmless-lookingles, and engaged in a little target

2 Talks, TED Partner Series, Tim Browfgles of Creativity and Playserious
Play Conference, May 2008,
http://www.ted.com/talks/tim_brown_on_creativity damplay.html (accessed January 21,
2013).
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practice with our foam finger blasters. After alhy should the people on the screen be

the only ones having all the fun?

Children at Play
Citing the likes of IDEO, Pixar, and Google, TimoBm makes a convincing argument
for the value of play in the workplace. And as aushZander, Blatner, Brannen, and
Stuart Brown have emphasized, play should not béreed to children because as we
get older, we tend to self-edit as ideas springited and we become more concerned
with what others might think. Tim Brown offers a nad of tales pointing to positive
outcomes when this self-editing tendency is remdliealigh the utilization of playful
exploration—focusing on the quantity of ideas aveir quality, playful building—
thinking with our hands, and role play—creating ex@nces. In these ways, the fear of
judgment from our peers, which causes us to be gmiservative in our thinking, is
either eliminated altogether or at least minimizéws play, he contends, that leads to
friendship and friendship gives us a sense of.fruBtirough play, then, we have a much
better opportunity to develop the trust level thdl be needed as we proceed on this
journey together. Fortunately, our team was welligped with a gifted young man who
knew what to do with us and with this invitationpiay.

Tommy (not his real name) has been a child of¢higch and returned to it
following his graduation from college. He is onetloé first persons | was partnered with

even before officially coming aboard at the chusiold we've had an easy friendship in

% Ibid.

4 Ibid.
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spite of the considerable gap in our ages. Althdugghas some stories of his own with
regard to staff relationships, Tommy has alwaystherad the storms with a smile on his
face and a desire in his heart to make things tletteause of who we represent.
Coincidently, he is a brilliant improv specialisttamade the perfect “game host” as we
moved into our weekly sessions. Because of thaagd the fact that he fully understood
the rationale for this project, whatever topicypd of conversation the day was slated to
cover, Tommy had just the right play planned far us

Each week, following our opening devotional timeydbecame the number one
priority on the agenda. Our second week togethemmiy also threw in a video that only
lasted a little over two minutes but brought hohne purpose of our conversations in a
light-hearted but convicting way. “Stop being barinlf life is a game, aren’t we all on
the same team—let’s act like it! What will you ceeéo make the world awesomé?”
These are the piercing observations of ten-yeaRoloby Novak, whose own personal
health struggles give him a unique take on how pend our time and interact with one
another. This delightful video served to put a smoih everyone’s face as we moved into
a time of cooperative play. But what developedrdkie course of our time together
during the next four months through play was najlghort of miraculous as we
witnessed introverts (myself included) steppingaiuheir shells to laugh with others
and respond to challenges in some pretty integestays. We also found that those who
were task oriented (me, again) became very addpying aside the “business” of the

day in order to join in the monkey business oftibar. We were compliant with

® Robby Novak, SoulPancake, “A Pep Talk from KiddRtent to You,”
http://www.youtube.com/watch?v=I-gQLqv9f4o (accesdanuary 27, 2013).
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Tommy'’s every suggestion, some of us taking longeatch on to a particular game
than others, but always willing to suspend that seaeasily associated with peer
judgment. “Truly | tell you, unless you change dstome like children, you will never
enter the kingdom of heaven,” proclaims Jesus ittihdav 18:3, and we soon found the
advantages to heeding his word. Quickly, our pliag our laughter became the heart
and soul of our time together. When we broughbme additional help for our planning
in the very late stages of the project and invitezin to join in all the phases of our
meeting, it was easy to see how far we had conaeRasticipant Group in this knack and
in the enjoyment of play. Clearly, play becamekég that unlocked our willingness to
move into a new phase of relationship with one la@otSurreptitiously, it also provided
fabulous tools for listening to one another! [Sggpéndix C for a listing of games.]
Parker Palmer describes a meeting of one of hss gmoups in which the
conversation turned somewhat dismal. In responigetgloom, one of the participants
solemnly shared an excerpt from a book of wise selfor just such occasions. But the
shared “teaching” from the pages was more tongtaraek than wise proclamation and
it brought the group to a place of uproarious laaghHPalmer shared that story as a means
of highlighting the important role that laughteays in all relationships as he continued:
We were not laughingt anyone; we were laughinvgth each other about
our shared condition. Our laughter helped us haldconcern more lightly,
increasing the odds that we would deal with it moxengly...Laughter can be as
helpful as silence in bringing us closer to thesdc.When we adults stifle
laughter to maintain a mask of sobriety, we mayl stéle the soul, as one public
teacher learned...At home, with her family and frenghe was a person who
loved to laugh. But the moment she entered thesi@as, she put on her
professional face, speaking and acting with tedghmeserve, exactly as she had

been trained to do. After many years of teachihg,lsad begun to burn
out...Humor, she began to understand, was a vitalfeaf her true self, and she
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resolved to try being as true with her studentsheswas with her family and
friends. As she rejoined soul and role, she re@a/eer joy in teaching. And her
students—who now felt safer with a teacher who mase authentic and less
forbidding—became more engaged with learrfing.

Laughingwith became the glue that held our experiences togdttedso caused us to
linger over those experiences and call them to raswdie returned to our departmental
duties, for the laughter helped lighten the dagisgthy to-do list, but it also reminded us
that we were, after all, on the same team. | betidvalso kept us mindful of our
humanity and our ability to be real before one haoas we found surprising and
inconsequential things that linked us togetheretjuesting “seven favorite places to go
with your grandchild,” the inquisitor was not ordgknowledging their awareness of the
importance of that grandchild, we also all gotffora that grandparent as the mere
mention of a location obviously brought to mindagrenemories. Similarly, being asked
to name my seven favorite pairs of footwear wasanaindemnation of my shoe fetish,
but a good-natured recognition of the fact that‘tern supervisor” has a frivolous side
as well. Even though participation was optionahabeld back. It was good to play

again.

Share the Road
And it was also good to remember those thingswieahad already done well together, so
our second meeting time was a great occasion josiohat. | was grateful that although

some folks were still unpacking (and some stilkiong for much needed furniture and

® parker J. PalmeA Hidden Wholeness: The Journey Toward An Undividfe
154-5.
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supplies), most of the Team showed up for thisa@onfif we truly were to become a
body that was available to hear the gaodthe bad, | could think of no better time than
the present to set aside some time for sharingetilezation of dreams as well as the
experience of nightmares associated with our toesss the parking lot. While it wasn’t
a time for problem solving, it was a most apprderiame and space to let off steam and
receive some clarification on how we would opegaigng forward. Perhaps they were
already getting this idea of “one body,” or maylyead just worn them down, but the
input was constructive, moderate, and realistic.cd@miserated over our frustration
with the on again/off again scheduling of the mawd for the delayed arrival of the
moving company. We talked about the “new normaliych some people were giving
up a great deal to move into community while ot not only had officemates, but a
real office as well. The story attached to the @epastor was that he was giddy with joy,
eagerly escorting board members and conferencaadéfithrough the new space. The
flexibility andinflexibility with which people made the transiialid not go unnoticed,
and we recognized that we now had the choice amdgportunity to be even more
departmentally isolated or to begin to emerge foamsilos and collaborate. Even among
those who had great joy over their new surrounditigge was an experience of loss, so
we took the time to name it, to celebrate whatleeh, and then to look toward the
future.

Mark Lau Branson notes, “When cultural and socistaties overshadow stories

of God’s initiatives and a church’s narratives attifulness and fruitfulness, identity is at
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risk and priorities are skewed Remembering ways that God had been visibly aati
the staff both faithfulnd fruitful became the preferred way of turning otteation from
loss to celebration. In popcorn response fashienshared the successes of the recent
past, with one memory sparking another until ouitevhoard was filled with
remembrances and our faces with smiles. Bransaeveslthat “change always requires
information,® and here we were simply loaded with positive infation about things we
had done as a community of believers. And because ®f those on the Participant
Team came after those special events, we gotltthéestory all over again. It was
impossible to simply list our Christmas outdoorjpotion event. Wéadto elaborate
about the cold nights that some people enduredlittithhelp, the young man who
worked one of the cameras and then brought hidydoriour Christmas Eve services—
all six carloads of them. We heard how the YouTuldeo of the event took on a life of
its own so that the amazing show was shared, lliyeeound the world. We shared how
children’s faces glowed and lives were changetémidst of the wonder of colored
lights and modern technology. After listing timekexe departments worked together,
events in which the congregation was integrallylagd, and programming that emerged
out of a community tragedy, we easily identified thork of the Holy Spirit and the
power that is released when God’s people work imbay. What made the difference in

the telling was that these storidgatl been lost in the hurts, discouragement, and

" BransonMemories, Hopes, and Conversations: Appreciatiggiiy and
Congregational Changé4.

8 Ibid., 66.
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weariness of recent yeardiut now they were being shared in the light of, gad with
enthusiasm.

From those stories, we were easily able to name gjfthe staff, which included
optimism, passion, presence of the Holy Spiritngeisk-takers and dreamers, the fact
that the pastors lead by example, and that thedméeam has our back. We rejoiced in
our rich history and our futuristic outlook, andsgahanks that our congregation is so
involved in the ministry and mission of the churddut of the stories of so many
successes, we were also able to identify the yehlit we are at our best when we are
working on a really big church or community-wideeat. It is then that our
communication is maximized and we pull togetheattain success in the form of radical
hospitality and excellence in collaboration andcoutes. We also recognized that
whether it was a single death or community trageay,as a team, responded in ways
that were loving, helpful, and memorable. “Locdterhes that appear in the stories,
create shared images for a preferred future, anadifinovative ways to create that
future,” Branson encourag€sNow, through appreciative inquiry, we had beere bl
complete that first step with the Participant Tesueager response to the invitation to
name those stories. With the creation of a healfigning for the discussion and the
honoring of all those contributions from even thestintroverted staff member, it

seemed as if we, too, were poised to set the sagepositive futuré?

% |bid., 76.
0 bid., 77.

1 bid., 98.
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U Turn

For the next leg of the journey, it was time to lg@plittle Theory U and determine how
we might move those celebratory discoveries tanthe level. In his discussion on
dialogue, Otto Scharmer perfectly describes whdtdeen occurring in many cases with
our staff. Often, people weren’t openly hostileconfrontational, they simply weren’t
present to one another. At other times, an imbalai@ower within or between
departments resulted in the silencing of opposiegpoints. To a lesser degree, finger-
pointing was utilized to save face. Scharmer deg&ggeach of these modes of relating as
the "economies of destructioi’'This pathway to destruction eventually culminates
“collective collapse,” the final step in the destian of relational structuré$.We've all
seen this kind of deterioration occur in businessekfamilies, but it should never
happen in the body of Christ! Scharmer acknowledbat most of us trulywantto
operate in a place of creative emergence, but \@aiprworking in the toxic atmosphere
instead, seemingly unable to break old patterrieebfivior. He points out the limitations
of this pattern: It prevents individual participafitom accessing their deeper levels of
being and consciousness, and it prevents collertstgutions from co-evolving with

their environments by accessing the deeper strefindlective emergenct.

12.C. Otto ScharmefTheory U: Leading from the Future as it Emer¢®an
Francisco: Berrett-Koehler Publishers, Inc., 20Q88.

13 |bid., 286.

% bid., 287.
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Fortunately, it wasn't too late to take the altéweroute with its potential of leading us
beyond dysfunction into a preferred destiny.

Thus, beginning with our third intemtéd meeting, we began to utilize Sharmer’s
movements toward creating something new togethattal®ly, Tim Brown'’s take on
creativity and the origin of ideas works well wlBlcharmer’s belief that all great ideas
are triggered by somethirfgOur opening time of play served us well in allogvpace
for those types of promptings. Listening to ourssland one another became an
important vehicle for meaningful dialogue and we ktze luxury of enough time to break
into small groups for both silent discernment apdrodialogue. The smaller groups
added an extra layer of safety for our more tinolts as providing input was encouraged
but not forced. Having begun each meeting time tiéhreality check of how effective
we planned for our time together to be, individuahd as a group, our presence and
active participation was often at a decidedly Heglel. In fact, some weeks into our
meeting together, we all seemed to recognize fttteatiat cell phones were always put
away, even without it being requested. That wassafbr our crew of busy texters!

Scharmer’s idea of utilizing a divegseup to co-initiat& this creation of ours
proved to be right on target as our Participantabee used to the idea thheywere the
ones in charge of brainstorming, sharing experignaed delivering forth seemingly
preposterous plans. In one session alone, we aresidaking the entire staff to South

America for a week of working with a community inuzch building, worship planning,

5 bid., 379.

18 |bid., 384.
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and children’s activities. The practicality of thergeoning stream of thought was never
guestioned as input poured forth for almost evangtlbut the specific date and airline
charter! The energy was electric as one idea sgakether. The more we tossed a
variety of other ideas out, the more buy-in waslent. The fact that no one felt slighted
when yet another area of adventure was mentioresdesg to indicate that we were ready
to move down the left side of the U to places ofenealistic) potential by taking a
closer look at what was always right before ourseVéhere were the gaps in
communication? What were evidences of positiveraghtive relationships? What
stories were the staff telling others and thems&lw&hat were the differences in the
successes and failures of classes, projects, ards¥vWhat were the insights that were
emerging? In many cases, just the fact that we Weireg deliberate about asking the
guestions and meeting together intentionally heightl our observational powers as we
not only considered alternatives but were encoutagé¢hink outside the box in our
dreaming. Almost imperceptibly, we moved into agal that Scharmer designates as
“presencing.” With the practice of “yes/and,” waufal a kind of synergy and a
permission to dream big. With Scharmer, we coulicede “there was no such thing as a
single point of origin.*” Rather, without regard to their position, lengthemure, gender,
or unofficial status, each person contributed ®dteation of this entirely “new thing.”

In relating his sudden awareness of this conceptedencing, Scharmer shares his

experience as he sought out the origin of a stream:

7 bid., 165.
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Metaphorically speaking, presencing is the capdhbdt allows us to
operate from this extended notion of the sourcéjction as a watershed by
sensing what wants to come forth and then allowit@come into being. In other
words, by bringing the water from the surroundirgevfalls to a single point, the
pond fills and spills into the river, bringing ittb being®

Like those waterfalls, we had finalijed and spilled over in a way that built up,
rather than tore down. Although it took several kget® come to the place of
“presencing,” it seemed to be evident to the emicaip when we arrived at the “co-
creating” outpost. Our time spent together in de&ptening had been time well spent,
although very much out of the norm. But benefigiale utilized our smaller groups for
those places of silence together and with littitrunction, simply provided the time and
space to be still and open to the Spirit’s leadAgthose small group insights were
shared within the greater group, commonalities fecaore pronounced. The
Participant Group bond was strengthened simpliaeéndiscovery thaheyhad the power
to make the future better by working together. “@anhave amadditional meeting to
plan our upcoming event?” one department head egiefind in what was music to my
ears, another chimed in, “Yeah, and can we inataesof the people who will also be
affected by what we decide?” Not only had they@ofit, we were now rapidly moving
up theright side of the U towards a prototyping session thaild be utilized in the

weeks ahead to alleviate the old feelings of negégmathy, intentional withholding of

information, and intense frustration.

18 |bid., 166.
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Pit Stops
It has been said that an army travels on its stbmeawd our particular staff proves over
and over again that the same is true for the “asfrtiie Lord”! Aside from the obvious
physical nourishment (or lack thereof) that we nezethere is a strong element of “soul”
food that is derived from table fellowship as wélkas important, then, to provide
occasions away from our regular meeting place wivereould continue to consider our
opportunities, but also just plain pig out! Fordbaneetings, we skipped our weekly all-
staff lunch in favor of a private room at a locastaurant. The Participant Group’s
responsibility was to choose the venue and minetwa®gat them to a meal.

Our first stop which occurred the fdwnteek of the project was at the Wildwood
Grill, a casual dining spot which offers a fairlyde range of menu choices, including
salads and lighter fare for those in the group wthsidered themselves to be healthy
eaters. We were provided with a long dining tabhkt accommodated the entire group
and made conversation easy. Because we orderedaftarrival, there was considerable
time to spend in idle conversation and occasiopadarious laughter. Not neglecting our
commitment to play, we also had plenty of timexpexience a couple of rounds of the
old standard game of “gossip,” with a new twisbak conversation starting clockwise
and another counter clockwise. The object lessaheohecessity for clear
communication was not lost on any of us. Followong meal, we also considered areas
of opportunity and their related stories. Appropeig, we also talked about the level of
input the department leads felt they had. “Wha ithe table?” someone asked. “Who has

a voice?” another echoed. And, “What are the ingpions of Leadership vs. Boss?”
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Would we have been as prone to ask such honedianseback in our campus setting?
Perhaps the meal served as more than the simpé@abf an empty stomach.

Although the established schedule aegid only two shared meals, once the
group decided to invite other “experts” to our niegin order to work out the logistics
of our Palm Sunday services, it was decided treat ghould have the full experience as
well—table fellowship and play included. However maximize our time together, lunch
was served buffet style as “regulars” and “guebtg] a chance to interact in a relaxed
setting. This venue was quite different from ordynalanning meetings. As anticipated,
the natural flow of the conversation over this skdameal lead to an easy exchange of
ideas once we began to prepare for the upcominghrknown as Palm Sunday. The
newcomers were also invited to play along as wkegatl for our “Yes, AND” warm-up
game. As noted above, it was interesting to obsrwdesitancy with which those
unfamiliar with our free-wheeling fun time approadithis game. However, finding
safety in the silliness, most of them were willbogvade into the waters of abandoned
decorum.

Our third adventure in dining togethes a scant three weeks prior to the roll-out
of our grand creation. Again, the Participant Grehpse the location. This time, we
were off to a local Italian establishment wherehaed a special room that included a
circular-shaped seating arrangement, a revolvibig t@p for meal sharing—and a bust
of Pope Benedict XVI. We needed little more enegement than that to know that this
meal was going to be fun, even if we didn’t geplay official games! But it was also a

great time to utilize our powers of observatiorgrein this most unlikely of settings. As
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it turns out, there is a lot to be learned fr
the operation of a restaurant when it come
planning, teamwork, ancffective
hospitality. So as we waited for our r, we
took the opportunity to observe, obsetr

observe, noting the methods

communication between wait staff, kitchi

Figure 4.1. The Pope tabl

manager, and receptionist. Because one of our lhad previously owned a restaure
he shared how invaluable the upfront planrandtraining of the staff could be. Tho
words of experience and wisdom were not lost oramkerecognized how delinquent
had been in transmitting our expectations anering training to help our staff [
successful in their dutie

And still, there was time for pli, as once agawe were reminded of the value
effective communication when an entire stream ofveosation was eliminated duril
the game of §ossip,” and a second sentence became hopeletsiyvimed with a third
completey changing the meaning. Perh our listening skills were aning due to sevel
hunger. Buif that was the case, the meal served to prim@tmep for afte-lunch
conversabn, which not only turned blunt but might have sad the group to scurry ba

to square one had we not come such a long wayeiargas of trust in sharing our stol

Road Bumps
Yet, getting to that place of trust was a rockyrpay in iiself, particularly fol

those departmental leads who were used to beiftsufficient. In fact, while all of th
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Participants assented to the viability of our plsthmeetings and interaction, it often
seemed as if intentions and actions were so dismed that they might never be
reunited. Paul’'s lament, “I do not understand whd. For what | want to do | do not do,

but what | hate | do,” (Romans 7:15) was nevefrian my thoughts.

Storm Warnings

First of all, our territorial skirmishes were giveood for fodder as the plans for our move
to the new building progressed. Although well-iitened, most of the ammunition
evolved out of a “father knows best” approach ®design and furnishing of the new
office space. Some departments that had well etllen open bull-pen-type area now
found themselves boxed in with cubicles that hiadewather than facilitated interaction.
Others gave up storage space, while a few foundgbkes with a configuration they
could only have dreamed about. One departmentseefuto move from its existing
space and was granted permission to remain in .piacetrospect, it was a decidedly
wise and appropriate decision. However, it sereechtallenge the hard-and-fast rule that
every department would be under the same roof. tinfately, the physical move in
itself induced frustrations as people scramblegttoeve their items that had been in
storage for six months, and work around phone systéme-sensitive door locks, and
regulated air flow. Finding space within our secomeketing time to allow the

Participants to let off steam, then, was a wekumibned part of that day’s agenda. And,
interestingly, just being able to voice questiomshsas, “Where do we park?” “When

will the computers be up and running?” or “Whereveryone now located?” served to

diffuse a great deal of the anxiety the entirefstaémed to be feeling.
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Yet, after our initial two meetings,eoaf the department heads decided to opt out
of the entire project. “I'm just too busy,” thisteean lead offered in asking to be
excused. “I can probably return once | complets tfmmediate task at hand.” But, of
course, that didn’t happen until the latter parbof intentional meeting days when an
extended number of “experts” were invited in foarpting. Later, in a moment of
honesty, there was a more forthcoming responderdv that things will never change.”
This person could have been integral in champiothagchange, but my original
invitation stood—you may participate or not as dteraof choice, and no one will be
penalized or judged because of a decision eithgr Waien | asked that a substitute
participate and the offer was declined, | resigmggelf to the loss of that department’s

input and influence.

Blowouts
Perhaps those earlier storm warnings should hastent a greater awareness in me of
things to come. But there were obviously road hdszahead that certainly escaped my
notice at the time. The resulting blowouts wereapfel, and occurred between
Participants themselves as well as Participanto#met staff members. In these
instances, the conflicts had little to do with oefv physical space, but everything to do
with communication.

The first happened as the result odw hire. One of the Participants who served
in multiple roles had long emphasized their ovedlofaduties within the department.
Suddenly, permission was given to hire some assistdout when that new hire

exhibited expertise in one of the Participant’saaref responsibility, there was a shift in



87

titles as some duties were removed from the Ppanti Because the two had offices in
the same area, it was impossible for the Partitipahto hear the new employee gather
additional vendors and question prior decisiong, Mher than initiate a dialogue with a
supervisor or the new employee, the Participanpiaand without notice—relocated
to a remote part of the old facility. Isolationthiar than conversation, was doing little to
change the culture or chip away at those silo walls

Next, a triangulated mess developeadltiich two Participants were at odds with
one another. One, desiring to expand the scope e$tblished event, met with the
other, who was in charge of the event, in ordesalecit buy-in for a new venue. While
the event owner appeared to be enthusiastic abeuwdpansion, the senior pastor was
sought out to intervene and prevent the changegl@anif guard by being called into the
office of the senior pastor to discuss alternatittes initiating Participant was stunned. “I
felt ambushed,” he shared, “and felt that if | @sged with my side of the story, it would
make the other person and that department looR Bad he endured being asked, “Why
are you making that face at me?” yet he clearlythe effects of a blocked line of
communication. A willingness to be open with onetaer, even when it means opposing
ideas, had been the center of our conversatiomsnitite Participant Group time
together. How, then, did this situation escalatendyeyond the department lead’s
supervisor without an intentional attempt at regoly and why wasn’t the issue allowed
to deescalated by inviting both to sit down witk tmmediate supervisors? Are we only
good with communication in theory? If nothing eldes blowout serves to reinforce the

great need for our ability to create something tiogie
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Then came the “Participant One vs.i€igent Two plus one” round in which
expenditures and promises lay at the heart ofdhdict. Like a well-worn tire, this
blowout was months in the making. Although frustnas had been escalating on both
sides, the ultimate explosion was nothing that kheuer occur in a place where love of
neighbor, self, and enemy is to be the watchwortu&ations and threats were hurled,
tears of anger flowed as persecution and power wiglded as if one’s very life
depended upon it. But the interaction was lifedgtganot life-giving as humiliation and
intimidation were utilized like a battering ram.

Were the wheels coming completely b#f bus before we ever had a chance to
get much beyond the starting gate? Certainly, iildiéake more than polite gatherings to
encourage people to begin trusting the process-eaadnother. A scant four weeks into
the intentional face-to-face meetings and, almospite of the fun that began each of
them, it seemed as if we were simply stuck in onglreinforced patterns of thinking
and reacting. IThe Power of HabjtCharles Duhigg argues that understanding how
habits work is essential to changing them. Follgnan engaging story of how Coach
Tony Dungy’s Indianapolis Colts finally attainedg&u Bowl status by changing their
playing habits, Duhigg summarizes:

We know that a habit cannot be eradutatit must, instead, be replaced.
And we know that habits are most malleable wherbklen Rule of habit
change is applied: If we keep the same cue angame reward, a new routine

can be inserted...But that’s not enough. For a halstay changed, people must
believe change is possibfe.

19 Charles DuhiggThe Power of Habit: Why We Do What We Do in Life an
BusinesgNew York: Random House, 2012), 92.
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Certainly, we could replace a spiriisaflation with one of openness and
invitation, if for no other reason than that is wid calls us to do. In order to do that,
however, we had to get to know ourselves bettat vaanhad to begin to identify those
triggers and rewards that moved us into destrucirdlict, competition, and silo
building. We also had to believe that change wasipte. Already we lost one
Participant because of their inability to beliekattit was true. Would others drop out for
the same reason? Would apathy overtake our regmivake a difference? What would

enable us to finally sit together in a room anddsily name the elephant(s) that filled it?

Building a Bridge

When the initial meeting schedule wiasated in conjunction with the Advisory
Team, we were well aware of the rigors the spremester would bring. Particularly in
our culture, the season of Lent was filled with ogpnities to open the doors of the
church to those who are not normally a part ofamiivities or worship services. Our
pageantry during Palm Sunday and Holy Week is exdinary, with each successive
year outdistancing the last. Pressure builds, arkii$ crucible we have the opportunity
to experience ever greater fragmentation or comgethber to be formed into one body—
the body of Christ. In the planning stages, tinfefr@im our meetings was established in
order to be mindful of those pressures. But inosgiect, that wisdom was also guided by
the Holy Spirit. On those off weeks, the Particip@noup was instructed that we would
not come together physically, but would connectandnternet blog provided by
WordPress. Each was given a leadership book ehBuéding the Bridge As You Walk

On Itand asked to read designated selections, posigngresponse to related questions
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three times a week. Additionally, they were inviteccomment on one another’s posts.
During our interspersed five weeks of freedom,éhsere designated for this guided
blogging and the remaining two, Holy Week and tleekvafter Easter, were given off
entirely.

| don’t know if our success emergedadaitthis time apart, a shift in how we
“talked” with one another, the ability to think loeé “speaking,” or simply space in
which the Holy Spirit could work, but this changepace worked well for us. The
Participants were faithful in reading the chapteuested, and even the original
Participant who asked to be excused from the grnogyired about a copy of the book.
(The book was provided but blog access was nodpeR Quinn is a no-holds-barred
author who is forthright in his assessment of lesttip and asks his readers to respond in
like manner. Like Scharmer, he believes that seHdraness lies at the heart of that ability
to lead into and through change. However, Quinrs gostep further by providing
probing, reflective questions as well as suggestfon“self-improvement,” utilizing
stories to get at the heart of his teaching. Ad e reader has the opportunity to post
and/or read postings on his Deep Change websitn Intriguing way, he compelled us
to consider aspects of “the fundamental stateasfdeship” in a way that was both
challenging and hope-giving. Quinn acknowledges$wieen people are called into

transformation or “deep change,” there is resigt@h&omehow, that acknowledgement

20 Robert E. QuinnBuilding the Bridge As You Walk On It: A Guide f@ading
Change(San Francisco: Jossey-Bass, 2004), 6.
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in itself encouraged us to breathe a little eagi@owing our natural responses were
normalized.

In the first half of his book, Quinnoprdes a solid foundation for bridge building
and notes that increased personal and collecttegiiity is the source of life for
individuals and group®. It is out of this core of integrity, that interdamlence,
appreciative inquiry, authentic engagement, toogie | adaptive confidence, grounded
vision, reflective action, and responsible freedamerge?” In one simple diagram, we
held the key to basic concepts that could servaast changers.” So, for those three
weeks designated as “blog weeks,” we dug deepiytivd ideas of the fundamental state
of leadership, reflective action, authentic engagiei;mand adaptive confidence. Based on
their posts, the Participants took their assignsisatiously and revealed aspects of
themselves that were deep and personal and tramépa@aking the time for
contemplation proved to be a bold and effectivp shat few had been challenged to
enter into before. Quinn supplied the thought-pkivg questions, and the BlogSpot
served as a safe venue for response.

When we take the time to integratecercéind reflection, we begin to
behave differently...As we become more purpose-cedienternally driven,
other-focused, and externally open, we more fultggrate who we are with what

we are doing. At this point, what we are doing egga our best self, and our best
self enlarges what we are doiffg.

21 |bid., 91.
22 |bid., 90.

23 |bid., 97.
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We weretaking the time, and waid begin to behave differently, even after the venst f
blog week. From my perspective, it was not a mdrt@msoon, because | was beginning
to abandon all hope that we were doing anythinggbutg through the motions.

During that first blog week, Participgushared the best and the most challenging
thing that had happened to them during the pastmavith answers ranging from
jubilant to poignant, a plateau of honesty wastanfly” reached. In fact, we could have
passed each other in the hall every day and offx@g@olite “how are you?” without
ever evoking the responses that were collecteldaninitial blog. The balance of the
week, we completed a self-assessment to asceraexsting fundamental state. What
was most helpful about that assessment scale \@hg gointed out with graphic clarity
the fact that a “positive” characteristic can headth rapidly if it is overutilized. Instead,
it is theintegrationof reflection and action that yields a much great®re. With this
baseline in mind, we then utilized Quinn’s “helphiihts” to develop a strategy for
moving into that integrative phase of reflectivéi@t

The second set of blogs began withingachore closely about Quinn’s concept
of the Fundamental State of Leadership and its doiadrants: externally open, purpose-
centered, internally directed, other-focused. Cagain, Participants were invited to
assess where they were and how things might bereliff if various areas increased. We
then delved into Quinn’s discussion of authentigagement. As with the first week, the
responses were forthright, insightful, and fosterexversation among the group. |

attribute this high level of participation to theutral setting, common ground, time to
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reflect,andthe fact that the readings and questions werengsponse to some
immediate crisis or conflict.

The final blog week occurred duringisgibreak. Yet, thirteen of our seventeen
responded as we moved into the topic of adaptinéidence. Quinn identifies this
practice as being “willing to enter uncertain sitoas because we have a higher purpose
and we are confident that we can learn and adapeasove forward.** “Finally, a
chapter to which | can totally relate; any upwandigbile person experiences adaptive
confidence all the time or they would never movevaul,” chimed in our introvert and
the one who usually chose flight over fight. It wesse that the group had a chance to
remember the ways that had succeeded, even whensthemed to be no pathway
toward success. But it also reminded each of usthk@an move beyond our state of
panic when we realize we are no longer in conal, in fact, that impetus can be used
to move us toward closing the gap between the sakeshold and the way we actually
live. In response, another Participant posted dhewing:

A quote from page 152 grabs me. “Undbmigal confidence increases as
our integrity increases and that we increase iitiely constantly monitoring our
lack of integrity.....We have enormously powerful thagisms for denial.” |
would substitute “commitment to follow Christ” ftlie word “integrity” in that
guotation. When | accepted my job here, | becanm@inced that in order to ask
anyone to tithe a minimum of 10% of their inconeert my family must follow
the same discipline. We did that and the resultterpening of [our] faith for us
both has been amazing.

Our intentional conversations moved iabother venue. Would our study of and

response to Quinn’s book make a difference as teenalted blogging with face-to-face

meetings? Happily, the answer was a resounding!yes$act, following the initial week

24 1bid., 151.
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of reading, reflecting, and posting, we conveneckcgain in that comfy upper room.
Beginning with our routine of Myer’s reality-chegkiestions and a time of play, we
separated into our small-group gatherings. Pridhéomeeting, we were primed with the
guestion, “What story best illustrates one reaiffiallt thing about staff relationships in
your experience?” This time, as we moved from sgralps back into the full group
setting, polite responses gave way to open, helrtebnversation. Guards were dropped,
and the walls tumbled just enough to finally revidal obvious. Now in the open light of
day, we spoke without fear of reprisal; we shanedrealities and our responses to them;
anger and frustration were released, but not swegér the rug. And as we talked about
the part we played in the thing we found to beiclift, the power to change things was
suddenly envisioned to be within our grasp. Thatisto say all issues suddenly
disappeared, but in the naming of our conflicts tnedrecognition that we were not as
innocent as we would like to think, hope beganntere as we found common ground
and recognized both our connectedness and ourfaeede another. To be sure, we had
miles to go before we concluded this leg of theney, but we were on our way—and

we were traveling in the same direction! Indeed hae begun to construct the necessary

bridges even as we traveled upon them—together.

Circle Up the Wagons
Following that mid-February breakthrbugeeting, there was a subtle but
perceptible shift in the feel of subsequent mestivge were less guarded and more
willing to challenge the status quo. It truly felt if wecould create something together in

order to enhance staff relationships. Althoughaswever spoken aloud, | believe we
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each realized that it was essential that we beginténtionally choose not to be offended
when real and imagined slights occurred. Rathar tmly seeing things from our
personal perspective, there was a dawning realiz#iat other viewpoints were valid as
well. Letting go of “my way or the highway” attited became easier in light of what we
were learning about each other. Thus, we expertenakie in releasing our tightly held
biases and entitlement as we opened ourselvesstovags of stimulating unique thought
processes through collaboration. As we continuaddio our way up the right side of that
“U,” we realized that this improved mode of comnuation was absolutely essential. In
fact, we came to recognize that as we would moteethre heart of many of those
skirmishes, estrangements, and perceived inegustbese aspect of miscommunication
could be identified in almost every case. More inigatly, we discovered that all too
often, simply taking the time to consider who efsether departments might benefit
from the knowledge a single department or pers@sgssed could alleviate this
communication gap. As we sat together in early Maadter a particularly rousing time
of play, one idea sparked another until a new cplchse emerged from the collective
wisdom of the group. “Who Else Needs To Know?” wasnstant hit as we busily
considered ways to launch this slogan among theeestaff. But taking it to heart
ourselves, it seemed fitting that we ask that qoesif our upcoming Palm Sunday
planning. It was here that the request emergeddade others in our development time.
And what a wise request that turned out to be!

One of the exciting things about thme shift in our coming together was the

fact that it added an extra meeting to our scheddaled no one complained! As noted
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above, however, it wasn’t just “another” meetinge Went all out to ensure that the
newly invited “experts” had the full treatment ofreeal and a time of play before we ever
got down to any conversation regarding plans fémFaunday. And within the first five
minutes of that segment, we discovered what coale lbeen a huge stumbling block for
us as the result of one simple change: our musidiad to be in place half an hour earlier
than previously planned. As it turned out, thisnsiegly insignificant shift had
ramifications far beyond the rehearsal hall, falgo impacted the start time for our
brunch, bus service, and parking attendant assigtsmBisaster and starving artists had
been averted! Almost as critical was the plannorglie Triumphal Entry with its

myriads of live chickens, lambs, and goats, as a®lGinny, the donkey. Because the
dramatic entry is timed to coincide with a partaaypoint in the sermon, it is essential
that children, adults, critters, and Jesus mowetim sanctuary at just the right time. But
as the meeting progressed, it was clear that rharedne person envisioned the
leadership and cueing roles to be their own. Ihimgf else, we were alerted to this

reality. A third result was a completely unanti¢gzhcrisis (created by a non-Participant)
that involved the location of the annually constedictomb. In this particular case, had
this crisis not erupted on Monday, a great dealak would have been scrapped and
hours upon hours of valuable staff time would hiaeen squandered. Amidst all this
revelation, as we closed out our time togethevas evident that there were mixed
reviews, so | invited the Participant Group to shidweir feelings while it was fresh on

their minds. Representative comments are locatégpendix D.
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While there was still much to improwes had made a start, and the benefits
became more and more apparent. Palm Sunday,twithicreased member, visitor, and
diner numbers was historically the most hassle ffées, building on this success, the
following Monday we invited the entire staff to al Sunday debriefing and Holy
Week planning meeting. Here, we constricted thetimgéo include only the week’s
planning and specific assignments. The diminishetgy was noticeable, but
assignments were quickly clarified and we gainedi@nefit of input from those who

hadn’t been at the previous expanded gathering.

Becoming the Body

Then, with Easter behind us, we moved with fullorignto our final planning stages for
that composite creation. An all-staff retreat waanimously agreed upon as we sat
around the table together. At that final lunch nmggthowever, there was great passion
about the importance of the full participation loé tsenior pastor. As well, it was
essential for the group that we would emerge witkag of measuring whether this year
had been a success or not. Without that commoarvigiwas entirely likely that we
would continue to go our own way, with each departhpursuing the direction that
seemed best. On the other hand, with the senidompeasting that vision,
interdepartmental planning and cooperation couldreatly facilitated. So, one caveat in
setting the retreat date was that the leader diidkk also had to be available. A second
was that a portion of our time together be usezhst that vision and establish success
benchmarks. The rest was up to us! “We’re Methsdsd there’s got to be food!”

offered one with great enthusiasm. “And everyoretbéhave a chance to play,” chimed
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in another. Little by little, together we crafte@éments of play, conversation, sight, and
sound, which would also enable the entire staffrémte something together. Help from
the senior pastor was solicited and secured. Hibvgas invited and responded with
mixed levels of enthusiasm. The fork in the road wesight.

It was also important that each menadbehe Participant Team be actively
involved in the planning and execution of the staffeat, so responsibilities were
divvied up based on skills, gifts, and areas cdriest. We created the morning’s agenda
together, and together, like a wonderful culinaglight, we blended our particular gifts
to create a delectable concoction of vision, movdmaughter, surprises, and passion.
As with our venture into inviting others into odapning session, we wanted to give the
entire staff a taste of what we had been expemgnaver the past three-plus months.
Tommy was our obvious tour guide for the sectiosigigated as a time of fun, although
we were determined to sprinkle elements of plagughout the day’s experience. Five
different Participants were given the task of beicgnthe master of ceremonies, two
were in charge of planning the food, one coverglatd, sound, and ambiance, the
musically gifted were dispersed among the grougstst with presentations, and the
introverts were called to lead the table talk. Saies were stretched beyond our
comfort zone, but the enthusiasm generated dutnglanning session led us to believe
we were invincible.

Certainly, we felt improved communicatiwas a key goal to be attained by the
retreat, so we also looked at various ways toifatal a shift in how information was

transmitted. Our twenty-second century thinkeradtrced us to a new program,
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Basecamp, which seemed to have the elements weaakiag for, so we added that to
the agenda as well. Although we had planned toouglla new logo for the “Who Else
Needs to Know?” campaign, suddenly we realizedifliae staff had a hand in creating
that logo, it would have much more meaning. Thusadded construction paper,
crayons, straws, cotton balls and various otheramtl-crafts gear to our shopping list
and a logo-creating segment was also added toatyis dctivities.

We were feeling good about what we &laglady created, and then reality reared
its ugly head. The first piece of news to sideswapeplans was that the staff golf outing
was rescheduled for the afternoon of our retredtilé\it was a treat for our golfers to
spend that time on the links with the senior pastersaw it as a divisive element
because not everyone golfs and few were contesibhiply serve as the gallery. Well, at
least we have everyone for the morning, was theghowith which we consoled
ourselves. Then the other shoe dropped. Becausettieat fell at the end of the month,
the majority of the Finance department was unabt®ime out and play since they had to
prepare payroll. Even tempting them with food waaa avail. Although our ideal
scenario was fading, we were determined to makeeess of the realities we had been

given.

All Aboard

Retreat day came and it proved to be a perfectldésun and blue skies. The tables
were set, the food was plentiful, and little bylditour staff began to gather at their
appointed time. As promised, the senior pastorejins, and without saying a word, the

message that this was a sanctioned and important @xas transmitted in an instant.
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Everyone was welcomed and presented with an owervig¢he day, which included a
choice of afternoon outings. To set the tone araititeilly illustrate the reason for our
time together, once again we enlisted the helpatf Kid President video. The effect was
just what we were hoping for. But, after all, dow& all need both a Pep Talk and a
reminder that we’'re awesome?

The decision to put play near the tbpur list was intentional, and play we did.
But for the moment, it was focused and purpos&uktling up, in the open space of our
expansive room, we were invited to share our namlesamething descriptive about
ourselves. Then, as a group, we repeated the nadnh@ descriptor, moving then to the
next person in line and adding their name to tleevgrg repertoire. Since there were a
few new people on staff, this was a helpful exerchdore importantly, it also brought
forth a kind of playfulness as well as some memlerabmes! Then, a good old-
fashioned game of rock, paper, scissors providegbénfect setting for cheering on
teammates as the most unlikely contestants advandbe next level. One winner
eventually emerged, but paradoxically, there weréosers.

Our next stop was to hear from our lpastors, who rolled out a revised
organizational chart, which also had been requdstetarify staff roles. We now had a
concrete starting point for identifying a “chainafmmand,” but more importantly, the
staff had a better understanding of what was erpeat them. Then, clearly and
concisely, our shepherd shared his vision anddgasans behind it. In three simple bullet
points, we had our marching orders for the balari¢be year. Programs could be

planned, joint efforts could be executed, we cadtlially measureur direction against
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the compass points set forth. The shared visionfieagng, and empowering, and laid
the foundation for common ground among us.

Our leader had given us a glimpse effthure, but we also looked at the past to
remind ourselves just how amazing we were. It'swbsed that a picture is worth a
thousand words, so we let giant screen picturesiofecently concluded Holy Week and
Easter events do the talking—at least initially, daickly we shifted into our table
groups to talk about the victories of 2013. Evewutfh we only had four months under
our belts, those victories were considerable. Fsormternational missional impact on
two continents, to the outreach of our recently ptated indoor playground, we saw and
celebrated what we weeadreadydoing together to make Christ known.

But we also acknowledged that it wobkdpreferable if each new leg of the
journey was improved as we made our move towargion. So we asked the
guestions: How can we make it even better? Howbe#ter communication make our
jobs easier? How can shared information simplifyytasks, both perceived and real?
What tools are available to us already? And thempregided a single answer in the form
of an introduction to Basecamp, which can be aecks® computer or smart phone.

Next, it was the staff's opportunitylde turned loose with all those art supplies
and come up with a logo for our “Who Else NeedKnow?” communication prompter.
Consternation filled the faces of those who consideéhemselves less than artistic, but
chatter, punctuated with bursts of laughter, petetethe room as each table group
grappled with this newly presented concept. We tmigit have created masterpieces, but

we certainly cleared an opening for interchangestjans, and synergy. However we
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weren’t finished yet. Each group was now taskedh wresenting their creative
endeavors, and that gave us another occasion év tttean on. Clearly, some seemed to
understand the concept and the task better thanspthut that only served to emphasize
our need to ascertain if we were really trackinthwaine another or simply assumed we
were communicating becauae knew what we meant. Others chose a more humorous
twist to the given question by posting a familiausding WWJT—Who Would Jesus
Tell? However, when all nine presentations wem@eted, our similarities were
obvious in the utilization of an owl as a way opeassing the “who” question. [To view

all the responses, please see Appendix E.]

New Pathways

We had been given a pep talk and a vision, celetratir successes, and considered how
we might make communications better. Now it wasthmcreate something awesome
together and in a way not previously employedthiprevious activities people had
chosen with whom they would sit, but it was timenrtix things up. So, in order to

remove our tendency to silo ourselves off by depants even during retreat hours, we
divided the staff into red, yellow, blue, orangedaurple teams. Each team consisted of
one person from each department and one musicidh.tké theme of “What We Could
Be,” each team was challenged to create somethwegame, utilizing the principle of
“yes/and.” Within a span of fifteen minutes, theadho create an entirely new product
from an ordinary object, then give it a televisgpokesperson, a jingle, and a slogan. Of
course, the product then had to be presented totliee teams. The sky was the limit,

and the creative juices were overflowing! In an amgly short period of time, the
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Purple Team was set to go with their Remote Conftn@veling Life-Size Jesus. “Virtual
Jesus—Take Jesus Anywhere,” they proclaimed. AhthguAll Ball from the Orange
Team quickly followed. Created from Silly PuttyethAll Ball was capable of baby-and
dog-sitting (due to its sticky properties), cleanthe house, and tasting great. It offered
even more promise with its slogan: “It Can Do Angth But You Know It Ain’'t Free!”
The Red Team promised to make our lives easieritgitiippee Zippee Personal Zip
Line, which would allow us to move freely throughdlile campus. As a bonus, on hot
days the Yippee Zippee would have an extended rteactr local lake. Justin
Timberlake led the chorus line of Yippee Zippeéhestasts who exited stage left with
the tag line “XYZ—Examine Your Zipper.” Hands dovithe crowd favorite product and
jingle was brought to us by the Yellow Team’s Warady. The voice command TNT
(Touch No Toilet) promised to revolutionize thelding industry and simplify life
considerably. But the multi-flavored Dreamsicle wlas most coveted product of the day.
As a spin-off from our Dream Campaign to raise fufat capital improvements, the
Dreamsicle not only tasted good, it was also themmoduct that promised a full head of
hair, height enhancement, or instant slimming. B&re-and-after live models were
proof of the product’s validity and when Fabio aned, “The Dreamsicle: Just Eat It
Up,” we all knew we could no longer live without one! In thesgrageous
demonstrations, the power of “yes/and” was cleavigent and dynamically experienced
together.

While the sky had been the limit for puoducts, now it was time to set our

sights on new pathways that we could more readiyicravel. But we didn’t want to
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give up the concept of building on one anotheré&agl—ideas that kept us outside the
box. So this time our teams were challenged to shame new “thing” for the church. It
could be a ministry area, program, curriculum, ¢vett., but it had to be BIG. To
simplify things, the announcement of each idea stigsamlined without the requirement
of song and slogan. Although the presentations wienple and straightforward, several
of the ideas remained outside of the box. Firstvap the Great Co-Mission in which we
would live out being the body of Christ for a givBanday. On that designated day, the
plan was to come together for a short worship serand then scatter into the
community to serve in a variety of capacities, vimgkin Jesus’ name for the entire day
as families, friends, and brothers and sistershnstC Reconvening for a celebration
supper, we would then share in a “gia-normous” axgworship service. “Life is Better
Together” would be used for promotional purposestis event.

A second idea addressed the churcled f@ additional parking in a creative
way that introduced a valet parking service. Theations accepted from those who
availed themselves of this Sunday and Wednesdaypignveould then be utilized as seed
money for the construction of a new parking garage.

The third new “thing” for consideratiaras the “Church in the Dirt,” an outreach
to families who chose sports over worship on Sumdagnings. This plan called for
representatives of the church to be dispersedctd lmallparks and soccer fields to
provide abbreviated worship as well as practi@hg such as an air pump, bottled water,
sunscreen, and cold towels for the athletes. Itheged that through these connections, a

common bond would be recognized and built upomasithletes and their families
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began to realize that the Church is composed &§fahose children play on the same
fields and diamonds, go to the same schools, aeahdthe same dreams.

Next up was a plan to take the focuayafsom our “Charlie Brown” Christmas
tree in a way that would draw the community andooelyto our campus during Advent.
Drawing on a laser light show many of us witnesseitie Holy Land, this team explored
the possibility of water projection at our pondparding on that idea, the project then
moved to a floating globe upon which the Christrsiasy might be told through lights
and sound. While cost might prove to be a factatay was not the day for that kind of
analysis or limited thinking.

Our final idea was captioned “I Heart _9 2’ and was dedicated to exploring
ways of improving this zip code and making it at&eplace. This presenter confessed
that for a class project he had been asked toeceeplan to help people within our zip
code but was at a loss of what to do because ahttieme affluence of the area. He was
stunned when his professor revealed the resuligro$earch, noting that seventeen
percent of our students are on lunch assistancevéDmave more latchkey kids than we
thought? Are single moms struggling to maintainrthemes? What are the realities of
this town that we thought we knew so well, and lvawr we address the needs we
discover? “How can we love the people of this apgein Jesus’ name?” he challenged.

Going from stuck to stupendous, witthia span of fifteen minutes, we created
five new ministry ideas because we did it in comityyigaining energy and
encouragement from one another. Every idea wasethes, rather than being assailed

by naysayers. Full attention was given to eachgmtasion and echoes of “cool,”
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“amazing,” “way to go” could be heard throughouhelbonus factor: People began to
plan how the events/programs could be initiatedwainen!

Conversation continued throughout deawcup time as we reset the room for its
next scheduled event. Again, we proved the powe&rasking as a unit in solidarity as
we put away our tables and toys and turned a telkntould ordinarily take the setup
crew an hour into a five-minute flip. Our morningjgand finale was entitled the “Greater
Staff Ensemble” and we gathered by departmentcincée so large that it encompassed
the newly opened-up space. Each department recaispdcial prop unigue to its area as
boas, noisemakers, squirt guns, etc., were hanate®Receiving new lyrics to the tune of
The Twelve Days of Christmage began to delight one another not only with our
musical abilities, but also with our props and impsed moves. Unfortunately, the
pastoral crew, of which | was a member, was locatedediately to the left of the squirt-
gun-toting communications department, so we wege ‘dlaptized” as a bonus of the
morning’s events.

Although our all-staff camaraderie doded on this upbeat note, there was still
more to come. The golfers quickly departed forrthéernoon on the links, including a
burger basket on the way to their shotgun stam. rélst of us carpooled to a favorite
Mexican restaurant, where we were whisked beyditkahat would have taken at least
an hour to negotiate. Dining al fresco, we enjoigkel conversation and got to know one
another better. It was the perfect day for beintgloors and for lingering over such great
fare graciously provided by the church. Then it wago the botanical gardens to work

off some of those tortilla chips. Again, we lostre®of our numbers because of
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obligations back at home base that couldn’t beguwystd or worked around. Yet we
twenty-five hearty souls who refused to stop plgyiound our way through portions of
the one-hundred-ten-acre site to discover reflaghonds, historical and memorial
markers, andomeof the twenty-five-hundred species of natural erdtic plants. It was
a beautiful visual reminder of the way our differes can be melded together so that a
gorgeous tapestry of color and dimension emergesvél, the barren places already
parched by the sun, yet giving way to bursts obcahd lush greenery, served as a
reminder that our paths will most certainly contaoky, unfertile places, but if we
continue to persevere, walking and working thoughdifferences, therns beauty ahead
and a God who walks beside. As we closed out drgattime and returned to our
routine, it was clear that the gardens perfectivirmgd up this day and its experiences as

the body of Christ: Together vaze better!



CHAPTER FIVE

UNPACKING THE BAGGAGE
That, however, is not the way of life you learnégmvyou heard about Christ and
were taught in him in accordance with the truthttisain Jesus. You were taught, with
regard to your former way of life, to put off yaald self, which is being corrupted by its
deceitful desires; to be made new in the attituidgoar minds; and to put on the new
self, created to be like God in true righteousreess holiness.

Therefore each of you must put off falsehood aedlsfruthfully to your
neighbor, for we are all members of one bodigphesians 4:20-25

As we embarked upon this journey of intentionalvarsations and play, it was
fully anticipated that what we did together wouldke a difference. What was uncertain
was exactlywhenthat difference would occur. | realized, of coutbat our condition
was the result of years of polite interactions stutfed feelings, but | also knew that this
was not the way we wanted things to be. There wasreate desire on the part of each of
the Participants to make things better so thatdifether would be energized, rather than
oppressive or frustrating. This motivation broughtelement to the project that definitely
made a difference in the team’s presence and fmatiicn. But from the vantage point of
a few miles down the road, it was, indeed, thosgeshexperiences and the element of
fun that have made a significant impact on how meeb@&coming a distinct and

recognizable body of Christ.
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Traveling Together—From Caravan to Bus Load

In those first few weeks as we began to gatherag clear that the Participants
thought of themselves d@gpartmentamembers and representatives. For the most part,
their vision was narrowly focused and their perueys were colored by what they had
experienced individually or departmentally. In esse the sense of a common purpose
or bond was almost non-existent. Certainly, thayl¢onore easily identify what was
lacking within their realm of resources, than expion the positives. The physical
move to our new facilities had been disruptive dadsome, disconcerting. Many were
uprooted for the first time in years, and all of tssone degree or another, were
experiencing both a sense of loss and of anxietytaihe unknown. Yet, the
commonality had not been perceived. So at the eetset, just having a safe place to let
off steam, voice concerns, and ask practical, tmgisquestions set the stage for our
movement toward abandoning our individual vehiatefavor of hopping aboard a new
mode of transportation that was big enough to ksldll. It would require our
relinquishing the steering wheel, of course, bwatld also ensure that we would be
traveling in the same direction. It also meant thatwould have the opportunity to
collaboratively shape the design of the next paghmight travel.

Our initial conversations helped us see that weewsore alike than we might
have imagined. Several departments were strugglitigthe fact that they now had
rather restrictive workstations plopped down inttiddle of their space and some took
the time to talk about the alternatives of eitheslthg with the disrupted flow or

reconfiguring and/or eliminating stations. As Rapants discovered they weren’t the
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only ones asking questions, a sense of camarduEgemn to creep into the conversation.
It was, however, a fine line to walk between hajptinem build on this initial bond and
maintaining an air of positivity. Certainly, we veenoping to foster the body, not shred it
to pieces over relatively insignificant events. Goom misery was not the glue that we
sought to hold this body together!

Appreciative inquiry became the adhesive of chaie did a wonderful job of
reminding us how good we were when we worked tagdthr a common purpose. The
excitement was palpable as we recalled the mang W the seemingly impossible had
been accomplished, not only when we executed atptgather, but also when we took
the time to seek input and draw from one anothefgeriences and vision. In taking the
time to remember and to celebrate, we also opeunedrms and our walls to include
those who hadn’t been there for some of those toibesevents. This celebration helped
diminish barriers between the veterans and rela@wecomers. One team member
summed up his positive experience by saying, “Essdn | learned was to bring as many
voices as possible to the table.” And from thigisgon was cast for what we could be if
we judiciously took the time to apply this ideaapipreciative inquiry to more than just
big events.

Another unanticipated benefit also came out ofeoyoloration into appreciative
inquiry. Because the mood was such a positive ameinspoken air of safety also
emerged as people began to feel free to speakygbkalt the positiveandthe
challenges. Never before had | heard some of tap-deated emotions that were

associated with several of these events that toutsde world appeared flawless.
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“There were commitments of participation that werade, but for the most part it was
one other staff member and myself most nights,” smd of an event that actually
received international notoriety. In his willingise® open up about his disappointment,
two things happened that would eventually moveous more honest way of speaking.
First, negative aspects of a job or event werenadtbto be acknowledged without fear of
judgment or reprisal. Secondly, his departmentciviseemed to have all the favor and
resources, began to be recognized as one that deltessarily have smooth sailing
perpetually. As well, the freedom that some imagiti&t department had in terms of
hours on campus was instantly put into check asglity of his nightly vigil for the
three-week event was revealed. This was some ety stuff, particularly in light of
the fact that it was only the second week of otihgang.

However, the reality is that it todeveralweeks and a variety of methods before
we truly began to have the desire to park our departal vehicles and step aboard a
common one. In retrospect, the thing that maddlifference, freed us from our self-
consciousness, and allowed us to relinquish our togrards control was the gift of play.
Who would have thought that taking thirty minutesdossip,” or “become an expert,”
or simply list our seven favorite things would hdezn the key to unlocking
personalities and joy and creativity! In those foufive weeks when closed lips and
closed minds held to the status quo, it was playphovided us with a glimpse of how
things could be. Deadlines, structure—and in soases, rules—were forsaken for the
innocuous moments of complete abandonment of @etenperfection. In our

concluding interview, the leader of this merrimented that he was
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“...skeptical going in, but felt supported all alorvge [as individuals] felt the
vulnerability but were supported by all the groupst the past nine years, this
has been my extended family. I've known some pewpparticular, but | know
this group better now. Who would have known thdlySaot her real name) was
funny?”
The fact that our vulnerability was mitigated by communal laughtewrith one another
week after week undergirded the feeling of a sespeee where people were free to be
more of themselves than previously allowed. Withbig foundation, the shift that
occurred in relationships would have been evened@wn possibly not accomplished at
all.

For me, the weeks seemed to drag on where we veoijiy a time of play and
laughter, only to tread water as we moved backtimoconversation portion of the day.
Indeed, for several weeks, we found ourselves gerpnecariously at the very tiptop of
Scharmer’s “U,” as we considered, in a variety afys; the most significant issues that
plagued our staff. But outside our meetings, thezee still skirmishes,
misunderstandings, and a tendency to draw backoimis well-fortified silo. The
following captures my thoughts as we moved intosieond month of our process:

People have to recognize honestly their part ircthiire/dysfunction
before they can contribute to the solution. | déeél what | am doing is making

a difference. There is little transfer from conwien to implementation as | have

witnessed the giant conflict between two departaddaads, been in the midst of

a battleground over furnishings and utilizatioraafewly constructed space, and

am saddened by the unwillingness of a Participaeten try to see a new way of

being together as demonstrated in her withdraveah fthe project.

But the majority of us refused to give up and tleySpirit continued to work
through our determination as we waited to see wbald emerge. While | never

guestioned the ability of those intentional cona&ons and play to transform our

relationships, there was significant doubt as teter or not | was the right person to
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facilitate that transformation. However, followitige week of individual reflective action
in which we dove int@®uilding the Bridge As You Walk onaitd posted some pretty
revealing responses, we came together for a fifte bf meeting face to face and it was
as if, collectively, we had amassed the couragettdown our guard, become more real
with one another, and express our true feelingsndeed the elephants of mistrust,
bullying, and the sliding scale of apathy, whichsvsggynificantly tied to tenure. And we
began to recognize that many of those elephants lae@ne out of the lack of clarity in
communication and/or a total lack of understandiag important effective intra-staff
communication was. At last, we had an alternatteeyghat we could tell about one
another, and this one was much closer to reality.cduld no longer attribute ulterior or
dark motives to another department or even the lesatérship’s failure to communicate,
becauseve now had the power to make those gaps known aocktde something
together that would help alleviate them. Knowledgeower and we began to recognize
the part that we had played in hording various gseaf knowledge—sometimes
intentionally, but more often than not, simply besawe hadn’t thought beyond our
immediate responsibility or department. | knew warevthinking beyond our individual
boxes when several of the Participants clamoredtfoers to join us a scant three weeks
later as we planned our next all-staff/all-churgbre.

In the next few weeks, | saw a significant shifthe focus of the Participants. No
longer were they exclusively concerned about tbein department. Instead, among the
Participants, there was a new openness in the dngdland an intentional quest for ways

departments could work together. Decidedly, thisnmess also went beyond an eye
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toward any finished product. It also began to nestiftself in the way people wanted to
protect the feelings of others. As we talked altbatneed for clarification of roles, |
shared that a new organizational chart would s@armounced by the senior pastor.
Immediately, several people voiced their conceat &#my organizational changes would
be announced in front of the larger group, creatiegopportunity for significant
embarrassment and confusion on the part of onehalldeen “demoted” or made to
change departments without their prior knowledgec&most of those voicing their
concerns knew that they wouldn’t be the ones sigjffiositions, it seemed to me a giant
step toward their wanting to guard the dignityabbfstaff members, whether they were in
that Participant’s concentration area or not. Qunanity and compassion were being
unveiled as our insulation gave way to a willinghesspeak up on behalf of others.

This recognition of interconnectedness continueddcease as we moved from
discerningwhatto create together into the specifics of that ttmeavhich we defined as
an all-staff retreat. | was encouraged that théd¢daants wanted the remainder of the
staff to experience what they had, even if it waly @ mini version. For me, this signaled
that they had found value in each of the phasesioproject and benefit from
intentionally creating groupings where membersasfous departments could spend time
with one another. In fact, the group experience@aificant disappointment when it was
learned that the retreat’s afternoon agenda woalldnelude a time of united community
because a golf outing had already been arrangednoyn-Participant. However, unlike
former days, those who felt most passionately attosiioss of community time

expressed their frustration openly and then quiakbyed to find ways of enhancing the
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time wedid have together. Ultimately, that somewhat comprksisgeframe was well
used because we took the time to speak into theggte things that we believed were
important components of the day and of our lifectbgr. Of primary importance was the
receipt of a definitive vision from the senior leaship. So the Participant Group asked
that this be a key component of the retreat. Noarihg their concern for clarity of what
would constitute a successful year in the eyel@senior pastor, he immediately
responded to the Participant Group. As importanilg,goals were established at the
retreat by the senior pastor himself so there veasistaking his intent. In fact, he did a
beautiful job of engaging the entire staff as heardy shared those goals but the logic
behind them. Thus, as we began to plan for asw®/#ind programming for summer, fall
and winter, we could intentionally incorporate andasure against the year’s standards.
A second element of the retreat was never in quesAis it had with the small
group, an incorporated time of play gave us alhpssion to step outside of our
established roles and leveled the field for intaggational interaction. Within that realm
of play, there were cheers for those that we mghtormally encounter in the course of
the week; there were groans of mock dismay wherobtiee esteemed leaders was
outpaced; there was uproarious laughter at sedcef§ remarks. But above all, there was
a strong bond of community that was palpable thinougjthe morning’s activities.
Ultimately, | think everyone was surprised at theativity that materialized right before
our very eyes. With less than thirty minutes taateea crazy “product” from something
ordinary, the ideas and presentations were asavalsas varied as a “Dreamcicle”

physical enhancer and a life-sized personal spirtampanion. That fast-paced exercise
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told us we had imagination and ingenuity, and is Wamngible proof that we are much
better together than we are apart. As one staffmeemut it, “When we went through
that exercise, | recognized this is different; gigprising. And it tells me that it's more
work to get outside people involved, but this eiswalidates the reality that it's
worthwhile. And | believe that is a shared feelifig.

The concluding question of the post-project intewys prompted the Participant
Group to share what, if anything, changed for thvath regard to relationships over the
course of the four months. Without exception, #gedback for this group indicated a
definite positive shift from isolation and surfamennections to a greater comfort with
and better understanding of co-workers. “The primeahievement in this entire process
was the momentum that was realized in the way #nrgdipant Group grew from a
limited understanding of each other to a much bettasp of how individual members

"2 noted a member who

thought, worked, and view their unique job respbitises,
routinely meets with all departments on a weeklgisigOne of the behind-the-scenes
directors stated that he now “feels more comfoeapproaching people. For example,
before the project, | just talked business withnkranow | feel closer to him; there’s

more connectedness“Since January, we’'re more isolated as departnignthe nature

of our setup,” said another. “But | see the depani® becoming more creative and

! The names of interviewees are withheld by mutget@ment, interview by Joe
Grazer, Southlake, TX, May 1, 2013.

2 |bid.

% The names of interviewees are withheld by mutgeé@ment, interview by
Dorothea Christ, Southlake, TX, May 2, 2013.
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somewhat more camaraderie. Most have taken resdtips to the next level. There’s a
better working relationship with a broader vie&hother noted that the play was an
important component and appreciated the willingreédke Participants to engage in
each of the activities, particularly the worshiafstOne of the newer staff members who
had a very negative experience with departmentah@ang expressed hope in her
response that this process would lead to a grkateviedge of how thingeeally worked
and who she could turn to when things fall throtlghcracks. “The Participant Group
has become much more familiar with each other @sdgained an understanding of how
they might better interact in executing their jelsponsibilities,® she states. And another
participant, who is a department of one, noted cdise of this project, I've gotten to
know staff people that | didn’t know before. Wedaed together and shared ideas
together. The playtime and deep questions helpgyasp the like-mindedness of the
staff.”® And our extreme introvert shared, “Just makingeffert to improve has made
me feel better!” One of the most visible staff leads believed:

...there was definitely a feeling of increased coapen and trust within

the group, but | don’t think that feeling made uttside the group to those not
participating. | definitely understand some of ge®ple and departments better. |

* The names of interviewees are withheld by mutgeéement, interview by
author, Southlake, TX, April 30, 2013.

®> The names of interviewees are withheld by mutget@ment, interview by Joe
Grazer, Southlake, TX, April 30, 2013.

® The names of interviewees are withheld by mutgeéement, interview by
Dorothea Christ, Southlake, TX, May 2, 2013.

" The names of interviewees are withheld by mutgeé@ment, interview by Kyle
Austin, Southlake, TX, May 2, 2013.
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think we have more respect for each other in tb@mrPersonally, this has given

me the opportunity to see where another persoansng from and how/why

they make their decisions. It is an increased awesm® as to who people are, what

they are doing, and what they are bringing to #iet and being able to respect

that more. When you know someone more, it bringeeraaderstanding as to

why someone does something and | think that has theebiggest thing | have

taken away from this projett.
And an image that serves as a beautiful summamhat most experienced was shared
by a long-time member-turned-staff-person, “Somesirwe can put up walls due to past
experiences, but now it seems to be more likeckattork. | think we have a great base or
spark to get this fire burning with our entire &t&fe have to remain intentional about
meeting together and touch base with each other.”

To be sure, the walls weren’t erected day and would not be easily shattered,
but our Participant Group worked intentionally d@imdlessly to make significant chinks
in those ugly walls so that the appealing latticdaf open spaces and opportunities
might emerge. Relationships were being transforametinew respect and understanding
were being fostered through intentional conversatiplay, and creativity in shared
experiences. If the balance of the staff was un@bieove around and through those
openings, at least they, too, were capable of gabmshift that was occurring. We had

set the stage for their invitation into those de@o&versations and moments of

innovation. With the culmination of the all-staéitreat, the Participant Group scrambled

® The names of interviewees are withheld by mutgeé@ment, interview by
Mary Ann Zrake, Southlake, TX, May 6, 2013.

® The names of interviewees are withheld by mutgeéement, interview by
Mary Ann Zrake, Southlake, TX, May 1, 2013.
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aboard that community bus and eagerly anticipdtedatrival of those who would also

join us in continuing conversations.

New Navigation

Recalibrating the GPS
Along with the transformation of our relationshigsyas determined early on that we
had to change the way we communicated with oneéhanot he ability to smash out of
our silos was greatly facilitated by another forfmntentionality—the determination that
we would ask the question “Who Else Needs to KnoWw® benefits of asking that
simple question were clearly demonstrated whenegab to plan for Palm Sunday and
quickly recognized a continuing benefit, not ordyldrge events, but in our day-to-day
life together as well. Because the slogan was umsad integral way during our retreat,
almost every member of the staff heard, focuse@nod,created something around that
five-simple-worded query. We were charged with gstrwhenever we discussed,
developed, created, or altered a program or eV¥émis, even those who were not a part
of the Participant Group are now actively engagedsi utilization. Our former tendency
towards silence and secrecy—whether deliberat®brhas been challenged in a
lighthearted and memorable way.

Not wanting to let the memory or image of that sloglisappear, | took the
liberty of posting our masterpieces around the Adstiation Building immediately after
our retreat. The two-fold result was that peopleeneminded of the shared experiences

of the retreat itself, and they were subtly chajihto recognize that this was not just a
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oneday quest. Rather, “Who Else Needs to Know” seagd call to expand our sph
of influence by sharing our load and our dreams. Qui&khgils began to appear w
that phrase in the subject line as our staff becawmre thoughtful in keping others
notified. Sometimethe sender wasn't sure of the answer to that quresip the email
allowed for related parties to weigh in or join atpaular effort. Expanding on th:
question, for the first time that | could recalle wet together at a “calendar party’
plan our summer and fall events so that everyondduoot only know what deptments
were doing, but could also see where there weremmmmalities that would enab
ministries to partner up. Utilizing our proven famfollowing a meal together and pl:
we efficiently compiled a staff calendar from ondividual plans and visio. Another
benefit to this shattered isolation was the abilitypeople to either combine activities
book around them, rather than over each other’stev&his was a tremendous ste|
preventing a resource battle or the perceptiomvoritism. Anadded bonus was ti
additional time was created for collaboration areadhing bigger because we w
looking forward several months instead of waitimgilithe last minute to thro
something on the calend:

Following the initial calendaring meeti, each staff member received x10

magnetic dry erase board for their office or woakisin, completewith the thre

Figure 5.1. Fun with names. Figbu Sharing info. Figure 5.Burage!
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goals for the year and two magnetic owls as a rderito ask the “who” question. While
the boards were meant for a practical two-way comoation tool, it has been delightful
to see the creativity that has arisen, both in ilrbwner has created and what others
have contributed to the boards. Words of affirmmatitumorous responses, and witty
additions have kept a spirit of fun circulatingatighout the building, even as we are

enhancing our communication efforts.

Cruising Cyberspace

Not all of our Participant Group dreams have bedly fealized, however. In some
cases, that has simply been a function of timethers, the reality of expense has caused
popular new ideas to be moved to the back burndewi® explore alternatives or seek a
champion to underwrite the concept. More frequentlyat has been left undone has
lacked an owner to organize and follow throughraplementation. One such
communication tool is the utilization of the “Q” tavite, plot, and track participation in
larger events. Technical delays as well as seheatth issues in the family of the
original “owner” have significantly impacted the plementation of this tool. While the
full staff has been training on its utilization, aoe individual or department has made
the leap to actually initiating its use by invitiothers to participate in a project or event.
A recent conversation between two non-Participtait members probably best sums up
the attitude toward the “Q” and, to a larger degte&ard any new tool that is
introduced. “I'll bet you we stop using the Q wiilgix months,” commented one who is
at the hub of our church-wide communication effdtitl take that bet,” replied a

longtime staff member. “I've seen how beneficialid/Else Needs to Know’ has been. It
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makes a difference in how I think.” Thus, it sedins we will continue to search for
ways to enhance and enable communication amongtafiimembers as we foster face-
to-face as well as cyberspace intentional convierssitA comment from a member of
the Participant Group probably best captures thktyeof the effectiveness of any
instrument we might choose:

While software tools, like project management t&ask management, are
helpful, the real benefits lie in keeping this [iRapant] group together, ie,
meeting, and talking, and working from here on @therwise the gains will
slowly deteriorate over time and software is ndhgdo keep this goinf

And another echoed this sentiment in speaking abewalue of consistent face-to-face
opportunities. “Even the little things can be imjant. Assumptions get you into trouble

and staff meetings help keep the lines of commtimicapen and help everyone

determine what affects thert”

And The Journey Goes On...

At the outset of this journey, | predicted that siloed status could be positively
impacted by intentional conversations, shared eapees, and play. These various
facets, did indeed lead to relationships that wenesformed in large and small ways. In
fact, in many cases, the transformation has makedah ever-increasing network
beyond the Participant Group to impact the staffij@r pastors, and in some cases, the

congregation. The stories we tell ourselves abthdrse and their motives have not only

19 The names of interviewees are withheld by mutgetement, interview by Joe
Grazer, Southlake, TX, April 30, 2013.

X The names of interviewees are withheld by mutgeé@ment, interview by
Dorothea Christ, Southlake, TX, May 2, 2013.
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been moderated, but also show signs of expressspmgct and admiration for what
individuals and departments are able to accomplisharge part because now they
know!

In ThePower of Habit a brilliant analysis of why we do what we do, et
Charles Duhigg uses Tony Dungy’s coaching strategkplain the “golden rule of habit
change.” In quoting one of Dungy’s players, Duhaiggcribes what | believe we
experienced as well: “Most football teams areréliseteams. They’re just guys who
work together. But we becameeam”*? For us, one of the keys to the difference
between just talking about becoming the body ofisElifream) and actually moving into
that reality, can be found in Duhigg’s caveat foaiege: “...we do know that for habits to
permanently change, people must believe that chiarfgasible.** Once trust was built
and the facades were allowed to fall away, ourtsaifihuddling within our departments
did begin to change. We were willing to become eudible before one another and
proved the truth of Matthew 10:39 that losing olusg for the sake of the Body enabled
us to find ourselves in a more profound way. Asgathered for our all-staff retreat, it
was exciting to see the spark of spontaneity thaidly spread from the Participant group
to the balance of the staff who had chosen to gatiat spark has not yet been

extinguished and is, in fact, visible in a variefyways. By way of explanation, Duhigg

12 Charles DuhiggThe Power of Habit: Why We Do What We Do in Lifé an
Business88.

13 |bid., 89.
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guotes psychologist Todd Heatherton regarding ahdt@@hange occurs among other
people. It seems real when we can see it in oteeplp’s eyes™
Transformatiorwasoccurring and it was contagious. Finding greatigah the
element of play, the worship director borrowed imoprovisational guru for a
departmental retreat. Per her report, they spenfirst few hours off-site simply playing
and then had the most productive and creative pigrsession in their history of
working together. Departments are finding oppotiuand energy in crafting ministries
together and continue to look for ways to enhameeanother’s efforts. In fact, under
their own initiative, the departmental leads thad bheen locked in conflict for the past
year began to meet on a weekly basis to map thesepses in an effort to determine a
more efficient way of working. What the offendecphdement discovered was that the
other director was actually doing a herculean tasiSunday mornings and was not
nearly as nonresponsive as they had imagined. Amegk intradepartmental
conversations, an unexpected victory was expertehgehe Participant Group when the
senior pastor endorsed and implemented the graegigest to match fall curriculum
with the sermon series. Hence, when the pastors preaching on “The Gospel
According to Legos,” the Family and the ChildreNistries partnered to collect and
place Legos in the Commons area so that childeemst and parents could play with
them prior to and following Sunday worship. Andie¢ assure you, there was an uproar

when the series was concluded and those Legospdiaegl!

% bid.
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Along the way, evidently the senior pastor was aéeiving positive feedback
from various members of the Participant Group bsede was more than willing to be
an active member of our project’s final creation.tfie delight of all who were there, he
not only shared his vision of what success woudtk likke, he also heartily participated in
our games and creative challenges. In fact, hisscaappearance as the “before”
evidence of the Dreamcicle’s effectiveness is epartainly, the introduction of any new
church “product” will pale in comparison! Criticgllthe senior pastor also began to
acknowledge the importance of community and theia@nt role his presence plays in
its formation. Here is how a member of the AdvisGgmmittee summed things up:

Through her [Judy’s] project with the focus on importance of enhancing the

staff's communication and sense of community, skeeihfluenced our lead

Senior Pastor to examine his role in helping toasale communication and

community. The Senior Pastor told some of thd that he has been “checked

out” for a while dealing with some personal issumg,that he was sorry and that
he’s back and ready to be involved. This statem@stvery encouraging to our
staff®

Our project has impacted the senior pastor inrethays as well. Some months
after its conclusion, a decision was made to elat@rthe children’s programming during
Sunday’s eleven o’clock worship hour so that cleifdand teens could worship with their
parents. At the inception of this significant chantihe senior pastor expanded our
worship design table to include both the Childrddisector and the Director of On-line
Ministries. He is not only allowing but eagerlyisging advice from those who are

closest to the family and on-line “consumer.” Timgportant input from those who are in

tune with today’s culture and media is transformmog entire worship experience into

15 Dorothea Christ, “Project Site Review Form,” Sdakie, TX, May 7, 2013.
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one that is fresh and energizing. The result has laerevitalized worship experience for
those who lead, for families, and for the indivitluaho view us via streaming. Our
newly named co-pastor is catching the vision ofatmration as well. Having been
approached by a member of the congregation regaedialuable ministry effort beyond
our immediate community, he collected four diffardapartmental heads to explore how
we might envision taking this opportunity to thexhkevel. At the conclusion of our
meeting, he remarked with a wink, “This was goadfsthere reallyis something to this
‘Who Else Needs to Know?’ thing!”

As implied above, our congregation has also b#edffrom the newly
implemented collaboration among our staff. In wegktogether to plan worship and
offer ancillary activities that enhance and reintothe worship experience, we have
found new ways to provide intergenerational opputies for Christ to be better known.
Parents are intrigued and children are engageueasd¢ekly message has moved beyond
the worship space into the lives of members andtgu&imilarly, the joint efforts of
various departments to plan summer and fall acs/provided a depth of experience not
previously offered in singularly focused ministmgas. And because there is a greater
sharing of information, those not directly involvieda particular activity or event still
have enough knowledge that they can promote angbsuyhat is occurring. As an
Advisory Committee member noted about our Eastrtsess, “We could answer more
guestions; we were more conversant to the congoeglaecause we knew the whole

116

story. In addition to those day-to-day efforts to conmieate with our congregation,

18 |bid.
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we are also always seeking effective weo keep in touch during holidays or periods
extended time when families might be away fromdherch. Maintaining contact wi
our congregants during the summer months is alwdsisky topic because they tend
be engaged isummer athletics as weas noistop travel plans. But an unanticipa
benefit of the project was realized when severphdenents got together toainstorm a
solution for this ogoing dilemma. Known as “Wesley on a Stick,” it witermined the
fan-style pictures of our chur’s English bulldog mascot, Wesley, would be m
available to the entire congregation. They wer&uased to take Wesley along where'
they went, snap a picture of him cocation, and post it to our weike. Everyone, fror
child to senior, was caughp in the whimsy of the opportunity for such a detigl
traveling companion. Wesley must have been exhdudmstéhe time school starte
because he was spotted on almost every cont
and state, including next to Lassie’s sta
Hollywood, the San Diego

zoo, and John Wesley’s

birthplace in England.

Figure 5.4. Wesley at the zi

When | spoke with one of our executive pastors vsha

department lead but was not a part of the profecteadily Figure 5.5
Wesley in Hollywooc

shared the following:

During the [all staff] retreat we did some dreamamgl visioning. We di
that thing where we created a new product and edesmhew ministry we’d lik
to see. That was awesome. Doing that is what gavthenidea of getting peog
together — etually Sarah and Janie and Sam, and Jake andfrapseKathryn



128

[departmental leaders some of whom were also Raatits] to sit down and say,
‘we have these sermon series coming up is theridiagyfun we can do to
supplement what's going to be happening in thetsang to enhance them?’
That's where Wesley on a Stick came up which i9abdy the biggest thing
we’ve done all summer. It's been highly succesahd is really just beginning.
So that really came out of the idea that we caltyrda this. That's one of our
three goals is to cross-pollinate. So | guess fey personally, that has had some
very practical application¥.

Of course, it would be wonderful to be able to gt the silos have been totally
eradicated, but the reality is we still have a leray to go. Even though that executive
pastor did note more of a willingness to move ta@llaboration among ministry areas,
he also spoke about the wide variety of persomralitiThe retreat did create a fun
atmosphere and memories that resulted in peopleastt, thinking of working with
others,”® he noted. Yet, he also recognized a kind of “jadss” on the part of some
staff members who have been here longer and fithiey believed the effort toward
smashing these silos is “just a lost cause.” Orother hand, this pastor was able to
name several of the Participants who were posébaut our attempts.

What you’re doing needs to be done. | think wittaff like this—with

the quality of people we have—this is worthy enotmgkeep doing. Our work

that we do here together is going to be two stepsdrd and one step back and

there are going to be things that happen that nekguestion the motives of
whoever and then we’ll be fine for a while. | thitikngs like this will help

facilitate these steps. We all want to trust eableroand work with each other.
Some departmentsaveto work together but there seems to be more bagthem

synergy*’

" The names of interviewees are withheld by mutgeé@ment, interview by
author, Southlake, TX, July 16, 2013.

18 |bid.

19 |bid.
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On a more positive note, from all accounts, we hataegressed to our pre-
project state. Conversations are more open and pemgle are being invited into them.
We are being more intentional about working togebiwth to solve problems and to
eliminate them in the first place. Additionally, \wave become more proactive in sharing
a need for improved systems with congregationaimelers who assist with areas such
as decorating, serving communion, and mission ptején fact, as a Participant Group
andas a staff, we are discovering that our abilitgffectively share information must
continue to improve as well as move beyond the idhate staff setting. Another
Advisory Committee member weighs in on the valuewftime together with these
words:

This is a very important and timely project. Theuis of communication
and department isolation has long been an issuaieAsave such a large campus,
multiple departments with numerous full-and pamdiemployees, it seemed too
big of a challenge to even attempt a resolutiortogrizing and defining a
problem is the beginning of working toward a salatiThe visualization of
“smashing silos” gave us a starting place. We mibtarasped the concept as we
had not previously had the appropriate term tongefvhat we had become: a
campus of silo&’

With conviction, she shares that in place of theik®s she is seeing and experiencing
hope—a hope that was not previously tHérfeerhaps, as Todd Heatherton notes, it is the
ability to see the change in other people’s eyasdbntinues to foster that hope. Maybe

it is the realization that others do truly care &mat, to some extent, they have traveled a

similar road. Always, when we set out to draw efad® God and to one another—when

20 Mary Ann Zrake, “Project Site Review Report ForrBguthlake, TX, May 7,
2013.

2L Mary Ann Zrake, interview by Chris Hammon and Viifollon, via Skype,
May 9, 2013.
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we seek to become the body of Christ that we dledcto be—the Spirit moves among
us in powerful ways. Surely, we have known our 8roéstruggle and adversity, but
Scripture has spoken into our midst: “Not onlyIsat we also rejoice in our sufferings,
because we know that suffering produces perseveraecseverance, character; and
character, hope. And hope does not disappointatguse God has poured out his love
into our hearts by the Holy Spirit, whom he hasegius” (Romans 5:3-5).

Intentional conversations, play, and shared expeeg have served us well as the
vehicles by which this staff has been able to mot@a new phase of relationship. As
we have experienced success in ministry collabmrand asking “Who Else Needs to
Know?” we have been encouraged to also ask “Whe E&n Help?” and then seek out
staffand congregants who provide expertise and fresh petispe In many cases, we
have become cheerleaders, rather than whistle-bspweeven horn-tooters. Thus, the
project has provided a “very definite and immediatpact, moving the group to a higher
level of understanding of each other and their aVeesponsibilities and creating a sense
of shared ownership of the church’s mission to ndikeiples for Jesus Chri§tAs the
Participants began to recognize in one anothet esat, commitment, and value, each
is becoming more of who they were created to bghtLis being released and in that light
the darkness of mistrust, competition, and isotatice being revealed and overcome by a
newfound sense of community and collaboration. @slre, our journey has not come to
an end, but as we travel on, we do so with reneametigy and a spirit of joy and

expectation for the ways God will use these memobktise body to God’s glory!

22 Joe Grazer, “Project Site Review Report Form,"tBlake, TX, May 7, 2013.



CHAPTER SIX

IN THE REARVIEW MIRROR

In all my prayers for all of you, | always pray tijpy because of your
partnership in the gospel from the first day unblw, being confident of this, that he who
began a good work in you will carry it on to contpa until the day of Christ Jesus.

Philippiangl8

| am an introvert. According to a Strengths Findev&ntory, my top five
strengths are Learner, Achiever, Includer, Posytvand Connectedness. A Birkman
assessment declares that | enjoy creative taskarandore drawn to ideas than tangible
matters. It also finds that I'm team-focused, pmefg to direct others using suggestions
and low-key discussions rather than being auth@itaWhen a situation arises that calls
for fight or flight, I'm the first one out the doowhether physically or mentally. Conflict
has not been my friend and, in fact WaN$iy Can’'t We Be Friendbuld easily be my
theme song. However, through the inception, dgareknt, and execution of this project,

God has been at work pointing me toward new waysaking at staff dynamics and

also at myself.

Reflections from a Driver

Beyond Hitchhiking
Although I've held the position of Chief of Stafiifthree years, early on my role was

more one of information disseminator. Organizingeerseeing staff relationships was

131
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not a part of the original job description. Althdugkirmish resolutions were sometimes
brought to my office, most deep-seated conflictsawarely spoken of during polite daily
conversation or midterm reviews. At that pointime, | was simply making my way
down the road. Going with the flow seemed to enawnaatively smooth trip. Yet,

during our time of discernment, the Advisory Contgetbegan to share more and more
information about staff dynamics. And with eachrsig it became clearer and clearer
that we were shortchanging God and God’s missiothie church. Leading with my
“includer” and “positivity” strengths, | felt centathat we could, indeed, become that
body of Christ with each of us pulling in the sadnection rather than being drawn and
guartered to everyone’s detriment. However, asimaly rounded the corner of the new
year and the project was actually under way, mg takthings began to fall short of that
“positivity” column. The following is an excerptdm a mid-January reflection:

| come to this project having experienced polaragites of the death
spectrum, each being borne out of tragedy. My tiestd from grade school
committed suicide five days ago and | am just retg from her funeral. On the
other end, I've been asked to pray for a formeispaner who is battling a rare
form of cancer. Last night there was a prayer ¥@ilhim at the church where he
faithfully served for many years. There’s a strasgéness with one who wants so
badly to live and one who could no longer cope whik world’s battles.
Given these two circumstances, it seems ironic\eddattle over territory and
resources. If we could only see with God’s eyes kiery fleeting our days are
and how our time is wasted when we struggle agamstanother. This is the
prayer with which | go into this project. For tamb, conflict has gone on without
being addressed, leaving in its wake hurt feeliBgg.more importantly, ministry
has not been lived out to its fullest because eeengere directed into other
avenues. It is my prayer that through our time tioglewe will be able to see that
we are not called to be a family with its dysfuoos but the body of Christ,
recognizing the gift that each of us holds andntin@stry to which each of us is
called. I look forward to a time when amazing tlsmgin be accomplished when
we work together to accomplish God’s purposes. siigng around campus is
fraught with potential conflict as we are readyrtove into the new building.
Already, certain ministry areas are babbling altbetconfiguration of their
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space. For all of us, there is going to be a sehkxss, going from life as we

knew it into the unknown. It is almost like the Eixrs and there are bound to be

times when people will long to return to their “heland.”

Like Bartimaeus, | felt like a blind beggar sittibgside the road, waiting for the
Lord to speak to me while | clamored for sight.Hgs, the response was not the
immediate presence of Jesus in human form, but fegil the strong guidance of his
Spirit as | began to flesh out the ways we couilizatintentional conversations and play
to move into a new form of relationship. | also tielwud and clear that | would have to
get over myself, move beyond my introversion, sitjing beside the road, ajan the
surrounding crowd. As with Bartimaeus, my cry tiford, | want to see” (Mark 10:51),
was answered in the gift of insights from expeushsas Peter Block, Otto Scharmer,
David Sawyer, and those masters of play, BrannemwB, Johnson, and Kid President.

In these early weeks of implementation, the Adwigdommittee once again
proved to be invaluable, for it was they who eneged me to keep going as they shared
little tidbits of positive feedback and suggestadaus authors who would help bolster
the spiritual aspect of our community formationtiNally, it would have been my desire
to have everyone simply lay out their complaintthai the first couple of meetings. But
one Committee member’s wise words kept remindinghagethe vital component of
trust had to be reestablished. Scharmer’'s U wasortod navigated in a few simple
gatherings, and Peter Block’s word that “we chatesgth over speed...depth takes time
and the willingness to engadetas most instructive. Out of these reminders came

understanding that if | expected the Participamtset real with me and one another, | had

! Peter BlockCommunity: The Structure of Belongjry.
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to be open and honest with them. Block notes trestoration is created by the kinds of
conversations we initiate with each oth&ghd it was my belief that those conversations
had to acknowledge both the negatives and theipesiof the stories of our life together.
However, they also had to leave room for us to moieafuture story that would
acknowledge our abundance of gifts as well as bilityato utilize our variety of gifts to
create something as a body. For me, the offerirtgagfe initial, nonjudgmental moments
for reflecting on the way we each were enteringweekly conversations, afforded every
Participant the opportunity to honestly asses®hiser willingness to take ownership in
this process of community creating.

| found the first six weeks to be the most difficoécause it seemed as if we were
stuck in the same old rut, playing the same olésaplowever, in rereading Block’s
instruction that “the leader’s task is to structtire place and experience of these
occasions to move the culture toward shared owigetdh came to see my role, not as
“savior” or “reformer,” but as one who simply proed the time and space for the
community to form as co-owners, to recognize thegountability for what they had and
would create, and to refocus their attention frown person in authority to those who held
the true powef. Whether it was this relaxing into the process,dpen time we would
have between weeks five and seven to evaluatd¢dhesof our individual reflective

action, the “fullness of time,” the movement of thely Spirit, or a combination thereof,

2 |bid., 75.
% Ibid., 87.

4 Ibid., 69.
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| am still not certain. But | do know that once were affirmed in our ability to “speak
the truth in love,” a sense of community and ofdabpgan to emerge. | am also
absolutely convinced that getting to this point Wadoave been even more delayed—or
perhaps would not have come at all—had we notiedehe element of play into every
gathering. Personally, it not only gave me permis$o leave my prim and proper by-
the-book facade on the sidelines, it also facédaty entry into the community as a
fellow traveler. My willingness to forgo all progty and throw myself fully into each

game was a gift | gave myself, but the benefiterdéd to the Participants as well.

Taking Time to Refuel

Any great musical composition contains a time st.rinitially, that was not a part of my
rationale in creating our spring meeting schedsid.in my desire to be sensitive to staff
needs and their increased duties associated withemien season, ample time for
reflection was inadvertently created. As it tured, the schedule was well received, and
the Participants chose whether or not they woutdpty with the request to read and
post on the community blog during the weeks we 'tisheet together. If | were to do this
project again, | would definitely use this samergptime frame because it is much less
disjointed than summer or fall on our campus. uldalso include days which were
designated as nonmeeting days because there wathsograbout that time apart that
allowed for the pondering and marinating of whal baen shared within the gathering
times. Ideally, we would meet as a group for thweeks in a row and then take a week

off to process. | also found those meetings theltioed meals to be helpful because they
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provided an even more relaxed atmosphere wheredheipants had an opportunity to
visit with those with whom they might not ordingrihteract. | think that the restaurant
has to be chosen with care so that actual convensadre possible and not drowned out
by ancillary noise. A private area or room workegllvior us and reinforced that special
sense of community. | chose to pay for the meathabno one felt as if it were an outing
they couldn’t afford to attend. Where this is ntdgiical, however, everyone could chip
in for pizza or subs, which could be consumed s that a common meal might be
enjoyed. Another alternative would be to have alpck meal where everyone provided
an item to be shared by all. Whatever the venuwgetls definitely something about a
communal meal and table fellowship that enabledgooup to set aside their barriers.

As noted above, time for reflection was also apartant element. In fact, that
was a key learning for me because prior to thegptpjt was not a part of my ordinary
routine. Whether it was during our weeks of meetinthose without a formal gathering,
however, | found myself replaying conversations tradr underlying emotions and
motivations. During this time, too, it was extregnbelpful for me to have the input of
the Advisory Committee members who were also sgreimthe Participant team. They
brought a male perspective to my analysis, as agetlenerational and theological
insights to what we were experiencing. As a parhgfdesire to better understand the
group dynamics and where we were heading, | fotuimdgerative to “move to the

balcony”® in order to gain a better perspective on whataesally occurring and why.

®> Ronald Heifetz, Alexander Grashow, Marty Linskye Practice of Adaptive
Leadership: Tools and Tactics for Changing Your &rigation and the Worl(Boston:
Harvard Business Press, 2009).



137

After a few weeks of utilizing that “balcony viewi, tiscovered it was an invaluable tool
even in the midst of conversations or gatheringd, slowly but surely | learned to step
outside the apathy or heat of the moment to baieess and respond to immediate
circumstances.

In The Practice of Adaptive Leadershipe authors devote an entire chapter to the
idea of “purpose.” Noting that adaptive challengas be hazardous to one’s career, they
warn:

The only reason we can imagine you would wantotehas kind of work

[taking on adaptive challenges] is to serve purpdlsat matter to you deeply.

Identifying your higher purpose—figuring out whatso important to you that

you would be willing to put yourself in peril—iskey element in the process of

understanding yourself as a system. When you utathetyour orienting purpose,
you can understand and make day-to-day decisiotgtiarger context, and you
can make the tough decisions to subordinate otholitant purposes to that
one...Your purposes help you allocate your tfime.
In those soul-searching, reflective moments, thigget helped me clarify the purposes
for which God has called me to the ministry in gahand this church in particular. In
many ways, this staffasmy flock, and for them and for their formationarthe body of
Christ, Iwaswilling to abandon my old habits of isolation andhdrawal in the face of
conflict. That knowledge, indeed, raised the stdkesne but also added an element of
passion that had not been present in my ministryipw before.

Another important refueling station for me weisilding the Bridge As You Walk

On It Although my intent in its use was to help thdfdeaders better define and

enhanceheir leadership role, as | entered into dialogue withliook and with them, |

® Ibid., 221.
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foundl was the one who had a much better picture of wkasl, how I related to both
the Participant Group and staff as a whole, and tewtalization might occur for me and
for us. Describing the “fundamental state of leatgr,” Robert Quinn points to the
benefits of becoming more externally open, purpmsgered, internally directed, and
other-focused.Just becoming aware of the little things | couldmrge in order to move
more closely into this preferred state was extrgrhelpful in my quest to increase my
vulnerability and authenticity. As well, the bookisutral position provided instruction
and motivation without finger-pointing. Thus, tharicipant Group members could
focus on areatheydetermined would be helpful in enhancing theidrahip positions.
Through their willingness to post to the Particip@noup blog, | gained greater insight
into where they were coming from, and we enjoyedesbumorous exchanges as well as
heartfelt encouragement and affirmations. In lindWeifetz and his co-authors, Quinn
stresses the significance of purpose, particukslit enables us to move beyond our
comfort zone into uncharted territory. “The chatjens to be both adaptive and
confident,” he says, and then continues:
The practice of adaptive confidence means thatre/evdling to enter uncertain
situations because we have a higher purpose arderanfident that we can
learn and adapt as we move forward...being flexibbams being open to
learning and change...the most powerful learningimé in

improvisation...taking initiative while remaining apéo feedback and learning
while they mové.

" Robert E. QuinnBuilding the Bridge As You Walk On It: A Guide feading
Change 22.

8 |bid., 151-2.
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While | am certain his reference to improvisatiomswnore in keeping with stepping out
to invent new ways of problem solving or addressasges, | found an unanticipated link
to the play we had experienced together at thenbétg of each meeting, and |
experienced great affirmation that the improv asp&our playtime could lead to this
adaptive and confident response to issues that sueecto arise in the course of our

“work” time.

Under Construction
Health comes from the center of an organization-theyhealthy practices
of the staff and volunteers who sit in the cenp@ditions of leaders. Staff and
volunteer leaders actually model and mentor thieafethe congregation in
appropriate ways of relating to one another, tgkinth one another, making
decisions with each other, and a host of otheicatibut hidden norms that guide
the life of the congregatioh.

In this simple statement, the authors point tocttitecal need for healthy and
functional relationships between staff membersdfare the “models” and “mentors” for
the entire congregation, it is imperative that e#ect a godly image. A part of that
reflection must include interdependence as dematestin the relationship of the Holy
Trinity. To be the body of Christ means that we kvimgether, offering our strengths, and
drawing on the strengths of others to accomplist’§&purposes for God’s church.
During the course of this project, | came to bettederstand this metaphor of “the

body,” and realized, as never before, that opegatinsolation was not an option for any

of us.

® Gil Rendle and Susan Beaumomhen Moses Meets Aaron: Staffing and
Supervision in Large Congregatiofiderndon, VA: The Alban Institute, 2007), 195.
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Road Crew

Rendle and Beaumont flesh out the Apostle Paubslyt) analogy by pointing out that

his “arguments strengthen the conviction that éaelér must not see himself or herself as

the whole with subordinate helpers...the leadernsskif or herself a part of the greater

whole in service to God"® What a great reminder that | don’t have—or haveave—

all the answers. In this or any body, there canridg one head, and that place is reserved

for Christ. Acknowledging and living into this ttutertainly helped me take a different
approach to my relationship with my Advisory Comeet and Participant Group. From
the outset, we recognized that our conversatiagithatation, and discernment were
much better when all participated. The Advisory Qaittee took an active part in
shaping the design of the project and eagerly dgieedo the pre and post interviews
with the Participant Group. As well, half of the vAslory Committee lent their expertise
to the weekly Participant Group meetings, withotgrshadowing anything the other
members had to offer, yet fully participating. lasva new experience for me to so fully
rely on other people, and at every single juncthey affirmed my decision to let go of
the reins. Within our planning time we worked théogether in preparation for its
rollout with the Participants. In addition to th#te resources, insights, and
encouragement that poured forth were amazing. Becaftheir affirmations and follow-

through, | was much more willing and able to bdemphl in my efforts to draw out

collegiality among the staff leaders. As well, @stbeen a lesson that has carried me well

beyond the project phase. While | often still fided a “slacker” at the outset of a new

0 bid., 18.
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event when | invite others to help, always whatteam creates together is so much
better than what | could have done on my own.tkt&n that | can envision a wink from
the body’s head and a gentle “I told you so!”

To be sure, this idea of sharing the load wasradrelous learning for me. Yet,
it's a decision that has been affirmed; and in@eta of ways, | have experienced the
fruits of that choice to let others “in.” Perhaps imost succinct acknowledgement came
in the form of a summary from one of my Lay Comegtimembers:

In a past conversation with Rev. Judy (beforeduetoral program
started), | had heard her say that in her role i€Cdf Staff”) she saw herself as
an advocate for the staff. That was quite shoctarlgear, as my perception of
the presentation of her placement in the newlyteteposition of Chief of Staff
had been presented as more of a “managing” oftie(and all of the problems
that went with them). But with her project choared throughout the project
implementation, it has become clear to myself (Cattes member) and the staff
that Rev. Judy clearly has a heart for our stafirough her goal of a

collaborative community and her emphasis on “yad, aher project has helped
to foster respect and trust within the particip@aim and others.

Narrow Lanes

One of the benefits of the latitude offered by ph@ect is its ability to be adapted to
almost any venue. While we had seventeen Partitsgaryself included), the size of a
Participant Group can certainly vary. Howeverhivsld be at least three in order to
promote representation for a smaller church or striyigroup, but no more than eighteen

in order to assure that Participants are engagedhensize is not too unwieldy. Block

1 Dorothea Christ, “Project Site Review Form,” Sdakie, TX, May 7, 2013.
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notes, “It is in groups of 3 to 12 that intimacycieated.*? Nevertheless, | found with the
utilization of play and of subgroups, not to menttbe fact that not every Participant was
there every week, a decided intimacy emerged evirmva group that numbered more
than twelve. Certainly, any play activities candolapted to best mesh with whatever
aspect is being focused on during each particidtreging. However, if the benefits are
to be truly realized, it is important to monitonhassues are being addressed. | found that
appreciative inquiry was a valuable tool for paigtio a preferred future without
wearing rose-colored glasses while consideringtleent. | can see where a group could
go far afield if the boundaries weren’t firmly setthe mind (and actions) of the
facilitator. As well, while I did not provide myesior pastor with the specifics of each
week, | did give him a general idea of the direttio which we were heading. Yet,
confidentiality remained of prime importance be@atie Participant Group had to know
that their ideas, opinions, and experiences coeldhared openly, without fear of
divulgence or reprisal.

| also discovered that our setting bdlpstablish the tone of each meeting. Here,
Block was very helpful in shaping my understandfthe importance of space.
“Community is built when we sit in circles, wheretk are windows and the walls have
signs of life, when every voice can be equally Heard amplified, when we all are on
one level—and the chairs have wheels and swiValVe didn’t have swivels or wheels,

but we did utilize a neutral, open, flexible spagth couches that promoted eye-to-eye

12 Block, 95.

13 bid., 131.
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conversation. The informality of the space madest like we were sitting in someone’s
den so that just coming into the room had the isgoe of community. This feel was
totally different from our usual auditorium-stylathering space, an aspect that was so
significant that many of the Participants asketthig might be designated as the official
place for all future staff meetings. Unfortunatethye practicality of that request was
proven to be very problematic during one of ouraged sessions because of a larger
attendance. Yet it confirmed that | was not theyame experiencing this shift in
“‘communal consciousness.” In fact, one member weriar as to say, “We may have to
restructure the way we meet. Just sitting in a rc@meet for an hour doesn’t seem as
effective as what we created for the past few nmmhth

In addition to consideration given to thvayissues are addressed and the physical
space in which that is done, in my estimation,eatgr benefit could have been achieved
with the formation of additional groups. So if | €0 do this project again, | would
create other small communities composed of thosewsdren’t in an “official”
leadership role so that they might also experidraséng a voice in the development of
our preferred future. While it would mean eithdtizing additional facilitators or
meeting with the additional groups at a differemigt, | think the conversations that
would be generated post meeting would energizenhies staff. It would also eliminate
the assumption that information would be carrieckida departmental teams or that they
would simply catch the spark by osmosis. Were graeded number of staff to be
involved, | could envision the division of the gpsubeing different as well, with

department leads not being segregated into theirgrauping. Additionally, whether it
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was the single Participant Group or the entiref stiad¢ momentum that is gained within a
given time frame can’t be allowed to fade througgctivity, whether it is unintentional
or not. In an effort to keep that initial impetuswing forward, in the months since the
conclusion of the project, | have found at least fopportunities for us to assemble as an
entire staff and engage not only in dreaming bsw & play. Thus, we continue to be
intentional about shared experiences. Howeveryé mat yet tasked the group or any
portion of it to move into the next level of inteartal conversations. On the other hand,
our last all-staff play date was designed and ebeglcun conjunction with the Participant
who chose to drop out of our original group. | fduhis an encouraging sign and the
great success of the event seemed to serve aalgst&br her reentry into community
with the leadership group.

Last but certainly not least, the element of playated throughout this unfolding
story was certainly a key component in turningtide of our perceptions. It was play
that allowed us to laugh and create together—playgerved as a prototype of what we
couldbetogether. But like our intentional conversatiogigat care should be taken in
determiningwhatgames are played. The return on any period ofvillbe diminished if
there are “winners” and “losers.” And never shdalaghter be at the expense of a
member or group of members. Maintaining the garhadevel where all could plagnd
be successful was imperative, and games that fedtbe topic of the day greatly
enhanced what we were later able to do togethex.dDthe simplest games not only
offered instant affirmation but also has come t@lm®de word as we dream together

across a variety of departments. That game is ‘Meb/ It blows limiting and censoring
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thinking out of the water, and | have since founi ibe an excellent icebreaker and

enthusiasm generator for almost any setting.

Open Highway
As we move beyond the confines of the project ahtha open roads that lead to
the future, | realize that | am a different perémnhaving taken the time to lower the
walls of my own silo. And although there is a daérair of increased synergy among the
majority of members of the entire staff, the erom&d future doesn’t always materialize

in ways that we would anticipate.

Curves Ahead

One of the things | had counted on was the Paamntiroup members returning to their
respective areas with a newfound inclination towaoitaboration. But within three
months of the project’s conclusion, two of the ¢idépartments represented had lost
their director and a third director changed departts, moving from Students to On-Line
ministry. This reinforced my desire to move beydimel director level if the project were
to be repeated! Fortunately, a Participant Groumbe stepped in to lead two of those
departments, so there was some sense of contimtiitythe project. But this turn of
events definitely got me to thinking about the needontinue helping us be intentional
about how we spend our time. An additional nudgeecan the form of an unanticipated
encounter. Following his move to another churclg ofithe Participants stopped by for a
visit and | happened to see him in the parkingUisolicited, he challenged me with

“Since I'm no longer on staff, this is now a norgpaomment. | hope you will continue
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with what you started with your project. What yoe doing is really important. Keep it
up!” And, indeed, we must continue to find wayge our stories and to celebrate how
God is utilizing us as God’s body to draw other€toist. Together we are definitely
better, but we need reminders of the many waysttagt plays out, both in the difficult
times and in the victorious ones as well. The lessearned in our project time will be
valuable tools to utilize when life throws us tha@seve balls that are bound to be a part

of our future, regardless of how carefully we addr.

Speed Limits

| love the summation one Participant/Advisory Comtea member offered when asked
what he learned. “I learned I didn’t know very myidie says with a twinkle in his eye.
“I thought | knew most people and the roles attddioethose people, but diving into
intentional conversation, it's changed everythinfgund out that things about people |
had assumed to be true, in fact, were just the si* For those discoveries to be
made, he had to take the time to get to know tpesgle in a way that casual
conversation and perpetual motion does not allevel of the authors pointed out the
necessity of taking the time to let things unfd@dt | believe that we also needed time
for the Holy Spirit to move through us individualiynd then through this representative
staff body. So, | will need to remember to slowdpnot get in a hurry, and to move
beyond being task-oriented to a realm of peoplentaition. As an introvert, this is

difficult, but having seen the benefits, | am detigred to be more like the One who sat

14 Kyle Austin, interview by Chris Hammon and Vicki Hm, via Skype, May 9,
2013.
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by the well, throwing wide open the opportunity &r encounter. While I’'m not one for
small talk, I did find myself being able to do thistentional loafing” during the latter
stages of the project by simply sitting in the Wal or reception area and engaging those
who would walk by. Sometimes the conversation wdnddrief, but even in those
snippets, | got to know about spouses, childred, | outside of work. Sometimes our
duo would morph into a small gathering where weadk time out from the tasks at
hand and routine of the day. These times were apeci

One of my favorite scriptures is “in the fullneddime God sent his Son...”
(Galatians 4:4). In the fullness of time, God asods me wisdom and deepened
relationships when | am willing to slow down andsfake efficiency for the enduring
bonds of community. Therefore, | am doing a bgtbkrof sending emails or purposely
seeking out staff that | don’t ordinarily encounitethe course of the day or the week,
and soliciting ideas and opinions as well as jusiding relationships. To my delight, |
find that this movement toward extroversion is agiag beyond the staff, into the
congregation and the community as well. With myttxeo in ministry, | will be the first
to confess that a large part of my learning was‘thdidn’t know very much.” To go
even farther, | didn’t know that | didn’t know. Hewer, as this staff and | continue our
travels together, I'm finding increased opportwestto become better acquainted with
myself and my traveling companions. So, as | lodk the rearview mirror, what | really
see is an invaluable series of shared experiehe¢fiave led to revelatory gifts of

companionship, collegiality, and community.



CHAPTER SEVEN

ON THE ROAD AGAIN

Praise be to the God and Father of our Lord Jeshe<t, the Father of
compassion and the God of all comfort, who comfasts all our troubles, so that we
can comfort those in any trouble with the comfogtaurselves receive from God.

2 Corinthians 1:3t

Philosopher John of Salisbury is quoted as sayBeynard of Chartres used to
say that we are like dwarfs on the shoulders aiftgiaso that we can see more than them,
and things at a greater distance, not by virtugngfsharpness of sight on our part, or any
physical distinction, but because we are carrigth ind raised up by their giant siZe.”

In more recent times, former player and sportsyash&il McGregor put the same
thought in more colorful words: "People of truearess are always lifting others up and
letting them stand tall on their own shoulders.yftien't care who gets the credit. They
don't mind if their own shoulders get dirty."” Centg, this project would not have been
nearly as effective had it not been for the gui@amicprofessors and authors of gigantic
proportions. In the gathering, blending, and wdiiian of a wide variety of academic,

business, and theological material, | have beea tablormulate an effective design for

facilitating the demise of barriers between departts and the people who staff them. It

! Wikipedia, “Standing on the Shoulders of Giants”
http://en.wikipedia.org/wiki/Standing_on_the_sharkl of giants (accessed November
11, 2013.
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is my hope that my experience will be utilized lilgeys who will modify it for their own
setting so that we as believers can continue tebeisemble the body of Christ in the

way we work, play, and do life together.

Travel Tips

Within the first month of my time together with tRarticipant Group, | became a
firm believer in the power of play. In fact, if ikad done nothing more than spend an
hour each week engaging one another in noncompegames, | believe the creativity of
this group still would have been enhanced andiogiships would have taken on a new
dimension. Since those early days, | have becosteag proponent for laughter at the
outset of almost any staff gathering. But | am d¢ooed that opportunities for that
laughter must be well planned so that they dombea@t the expense of any individual or
group. Fortunately, there are a variety of gamasdhn be utilized as icebreakers at
almost any type of gathering which serve to foateense of community as well as to
release the creative spark that lies within eaalsot’'ve had an occasion to share this
finding with my District Superintendent, who seeim®rested in incorporating a version
of play into one of our district clergy meetingswill be interesting to see whether he
will take that giant step or not. | hope he doesduse I think it would be an
advantageous move toward making our connectiorsadésymore a reality than a
memory.

| have had the opportunity, to spend some time wiith of our parishioners who
works in the Human Resources department of a nagidiwing technology firm. She has

worked in the field of leadership and organizatlatevelopment for twenty years,
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including a stint at Florida’s Disney World. Whesnseone told her about my project,
she asked if we could visit about my findings. kwiarilled because | was not only eager
to share the results of what our taking time ty flad meant, but also looked forward to
picking her brain about what she had experienced in the catpevorld. We had such a
delightful morning of sharing information that wemt over our allotted time and | think
| caused her to be late to work! However, she wiisralled by the utilization of the Pep
Talk video and the specifics of the games we haggal. As she was currently tasked
with leading an upcoming executive retreat in otddoring their top-level team closer
together, she was particularly interested in thesMnd” game. My new friend is now
armed with links to pertinent TED Talks, the comelproject bibliography, and an
invitation to borrow any books that might be apalite to her setting.

A second critical learning from the project is mtienality. In part because of the
extensive use of social media, but particularlight of the hectic pace of this twenty-
first century, people are simply not taking thedifor face-to-face encounters. Thus,
whether it is with staff or congregants, al@sireto communicate and build relationships
doesn’t always line up with our actual practicénaflis why any effort toward creating
synergy within a group must include intentionali@ne that takes into account all aspects
of both scheduling and venue. Early on, with aald&thed schedule, Participants were
able to block out the dates and times of our mgstirAlthough this might be a given in
some organizations, in our culture it is rare thatknow a meeting has been called more
than an hour or two in advance. The published sdeetiowever, sent a message that the

Participants were respected and it was understwidheir time was valuable. This sign
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of respect was a subtle building block for estltig trust. There was also intentionality
in designinghoweach meeting would look. Although my particulaoup is not always
comfortable when they don't know all that a meegmgails, | seldom published an
actual agenda because often there was no way toreaphat we were going to be about
in a simple listing of activities. This does notanghowever, that the segments of our
meeting weren't carefully thought out to maximihe effect of each activity. Yet, the
nonpublished agenda contributed to my ability ttofe the prompting of the Holy Spirit
and eliminated any pressure on the group to pertorapeak out just because there was
an arbitrary entry on a sheet of paper. In ouirggtt think reliance upon the flow was
another factor that contributed to trust buildiAgditionally, the look and feel of our
meetings were significantly impacted by Peter Bls€kommunityand his understanding
of the utilization of space. This deliberate settitefinitely facilitated conversation
among us. And as difficult or awkward as it maydaeen initially, asking the question
of how effectively each person planned for the megeb be proved to be a viable way of
giving ownership to every participant and of imvgithem to truly engage in a reality
check on their own emotions and agenda.

It seems to me that the more proficient and intevati we become in calling these
types of gatherings, whether they be standing mgebr ones that address a particular
issue, the more likely we are to begin to utililzes type of format in various other
settings. As we delved into the project, it becatear that many of the underlying
conflicts between departments had very deep reotgly because they hadn’t been

addressed at the outset. As well, much of the mbraftose out of misunderstanding or
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misperception. Having a forum, then, where emotwarsbe minimized and
collaboration maximized can serve to transformahergy of conflict into creativity, but
such a forum can't be left to chance.

A third travel tip is celebration—celebration of atthas been good and
productive and relationally edifying. This definjtencludes a celebration of how and
where God has been among us and where God hasvbdang even the seemingly
negative things together for good. Through appte@anquiry, when folks are given the
chance to remember, looking back to track theirrjey, there is something wonderful
that emerges far beyond a melancholy or longingHer‘good old days.” We can see
evidence of succeeding against all odds and oinalye journey. What we discovered
also was that as we began to conclude our celebstwe were better able to move into
a discussion of those things that were not so heljet, given some distance from the
occurrence, others could feel the disappointmeptaor of the one who suffered, without
having an accusing finger being pointed at theneyTere given a new perspective and
that second set of eyes helped them better unddrstee another as well as develop a
desire not to repeat actions that might created@sh# for others. On the other hand, it is
important that the appreciative inquiry period devolve into a gripe session or the
rattling of old skeletons. Therefore, the facilitamust be prepared to gently guide the
group back to the core of appreciation if they lmegadigress.

The fourth guide is the development of a willingnés lower one’®wndefenses.
“Be the change you want to see in the world,” emagad Mahatma Gandhi. On a less

global scale, we are called to be the change we te@aee in our own little sphere of
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influence. We don’t have sincerity meters on oungas, but rarely are any needed.
Whatis essential is a willingnesst to be the expert or the savior. Rather, to be
vulnerable and trustworthy so that others are eragmd to assume the same posture. In
his Sermon on Mount, Jesus challenged those gath&feu are the light of the world. A
town built on a hill cannot be hidden. Neither cample light a lamp and put it under a
bowl. Instead they put it on its stand, and it gilight to everyone in the house. In the
same way, let your light shine before others, thay may see your good deeds and
glorify your Father in heaven” (Matthew 5:14-18)s Ithis call to allow Christ’s humble
light to illumine the darkness of mistrust or casitan or conflict that enables us to set
aside our personal agendas and biases in favoaleing humbly into a place of “not
knowing” that leads to collaborative resolution aadtoration.

When combined, these travel tips work together¢ate positive and memorable
shared experiences. It is those shared experi¢im@ekelp us see one another with
greater clarity and remind us that we really arthia together. Somehow, when we got
to know one another on a more personal level, & mach more difficult to attribute
negative or caustic stories to them. Recognizieg importance, one Participant
described the effects of those shared experiehecesay: “The value of a shared
experience is almost immeasurable. Our staff costaeople from all walks, but we
don’t know each other. One way to get to know amgtlzer is through shared
experiences so we can grow and have a bond. Whéraveeto be silly or watch

something together, that grows that bond. Thiseshaexperience is invaluable for what it
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did for our staff. We made connections with pedpbt we would never have tried to get

to know.”

The Road Less Traveled

When the Advisory Committee and | sat togetherrduthe planning stages of
the project, we all agreed that many of our commation complications emerged from
the fast-paced nature of our church culture. Ofpeople weren't being secretive, they
simply were working on the fly. Ours was not afstaét slowed down long enough to
analyze the last conversation, gathering, or ptdjetore we were off to work on the
next task or brain child. Training occasions wene &nd far between, and often there
was little opportunity or incentive to utilize whiaad been taught. The vehicle that was
most operative over the past fifteen years anddirbus to our unforeseen growth spurt
was sheer commitment. Thus, rather than an egtedlimfrastructure that promoted a
sharing of information, isolation grew out of theality that a particular individual or
department was accustomed to taking the ball ameimg with. In most cases, that
seemed to be the most expedient way to meet deaddimd ever-shifting targets. Self-
analysis, leadership guidance, and being presemtda@nother were all foreign terms to
us prior to the project. Yet, in retrospect, thobsees we took the time to be “stopping by
the woods” were some of the most foundationaltierduccess we experienced. To be
sure, we had places to go, things to do, and pesniskeep, but during those brief,
weekly times of collective discernment, we had gesimon to become more fully
ourselves. “When you start to suspend your habwagis of operating and your attention

is grabbed by something that surprises or integgsis..you begin to access your open
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mind...you must let go®Otto Scharmer instructs. And sounding more lilleemlogian
than a corporate leadership trainer, Scharmer itbescthe necessity of surrendering all
that is nonessential in order to view oneself dredvorld through a revitalized lens. We
needed to do this, and | suspect any group thabéas together for a period of time
needs to do it as well. The simplicity of it all sveeautiful. When we were able to sit
with one another, to be silent in the presenceaohether, and to allow the Spirit to
guide our thoughts and open our minds, we travieted a place of polite non-
commitment, into one that was so integrated thfaisitered a newlesirefor community
and creativity. In giving up our “right” to be sapart, distant, or self-focused, we stepped
onto a new path that was right and innovative #eegiving.

In addition to our communal time of “open mindseophearts, and open wills
(how Methodist that is), there was also time fonéxst self-reflection as we worked
through Quinn’s engaging book on leading changebdeure, each of us had been a
change agent in one way or another, but Quinn Halgaecognize where that had been a
positive or negative experience for the ones wheweing impacted by the changes. In
my six years at the church, | can’t recall a singkching on leadership skills. Yet,
Quinn’s material was far more about overcomingleadership fears and transforming
ourselves than it is a litany of “how to” changernsmne else. For this group, simply
asking people to read the book would have resiftedminimal percentage of

compliance. But by using technology to promote camity, the Participants were not

2 C. Otto ScharmefTheory U: Leading from the Future as It EmergEs4.
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only engaged in reading but also in analyzing dratisg their strengths and their
struggles.

Perhaps our church setting is unique in its trgmaficiency, and there are others
that are more focused on giving their staff impatrtaols for succeeding in flock
guidance. However, | have served three other clesrand none of them addressed the
guestion of leadership at any level. Unfortunatebither does the typical seminary
education. Therefore, if one goes from collegectmigary to a local congregation, there
is little opportunity for learning vital skills shas those offered by Scharmer and Quinn.
It's difficult to imagine any scenario where thepéigation of either of these practices
would not be beneficial.

As | commented in an earlier chapter, since thelosion of the project, two of
our Participants have moved to other church settiAbout a month after the project’s
conclusion, | asked one of them who is moving atainistry position if there was
anything that came out of the project that hevigls useful as he moved into his new
role. His reply was a validation of our progresd #me material and methods used as he
writes:

Yes, absolutely there was. Primarily, | learnedithpact that leadership
has on staff morale, development, attitude, etmépeople, for real or perceived
reasons, felt free to take risks and try new thingjsers did not. Many times those
feelings were rooted in previous experiences vattders. Now as a leader, | need
to be very aware of the feedback and example | gfikers; if | want my staff to
be confident, sharing, humble, and open with edlcarol need to be the primary
model and champion of that attitude and behavior.

Second was the embracing of the attitude of “boddhe bridge while
you’re walking on it.” That has new church plantiwgtten all over it. Because
my bridge will literally unfold beneath me rightfbee my foot hits the ground, |

can’t guide my actions based on “what work is therdo in front of me.”
Instead, | have to outline vision and core straegind pursue those. In leading
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through change, | have to use the uncertainty@fitbment as a blank slate, not
as a dense fog.

Third, | feel empowered by our group to try to ¢eetlne kind of work
environment | would most like to be a part of. ®iradl cultures are created as a
shared experience of the people in them, why gdbtcreate one that is
nurturing, engaging, and fits the vision of theaorigation? A culture will form
regardless, so | will put time and energy intortigyto make it a great one.

Last, our group experience did strengthen my fgedinwhat | am called
to and not called to. | feel called to be a preaca¢eacher, a minister to the
needy, an evangelist for Jesus. | don't feel caltele a staff organizer, a
manager, an accountant, an office worker, etc. Wherime is right, | hope to
find people who have those passions and giftscem focus on mine. Instead of
being threatened by relinquishing those resporisds) | think | will feel
liberated®

King of the Road

At the very core of all the play, intentionalityglebration, humility, surrender,
silence, and skill sharpening, there must be & that Godwill work all things together
for good, that Christ calls us to be his body, Hrad the Holy Spirit will take even our
most feeble efforts and transformarsd our relationships. We have become living proof
that we are better together than in walled-off domalhe beneficiaries of this discovery
are the staff itself, our congregation, those whbexchurch has touched beyond its
walls, and the Lord himself, for he has been gledifas we have replaced suspicion,
animosity, and a sense of scarcity with trust, &nia, and an attitude of gratitude.

“Submit to God. Resist the devil and he will fleerh you. Draw near to God and
God will draw near to you. Cleanse your hands, sianers; and purify your hearts, you

double-minded,” commands the author of James (%:&@mit, draw near, cleanse

hands, and purify hearts—these became mile magkeng the way and each time we

® The names of Participants are withheld by mutgeéement, Facebook post
on June 6, 2013.



158

reached one, our armor became a little thinnercamdvalls a little shorter. Every time
we acknowledged Christ as the head of this padrdubdy, we began to think and act as
a body—one that recognized the strength and négedsach of its parts. Thus, ours is
not the greatest story ever told, busibne that needs to be communicated because
within this story of transformation lies the trutrat positive changee possible. It's a
story that needs to be shared so that others malwkthat even in this day and age there
is still such a thing as hope. But mostly it's argtthat must told because sometimes we
need to be reminded that Jesus Christ is justiegam in today’s world as he was two
thousand years ago. And that his command to loveasimany varieties and forms as
there are people—is capable of breaking down thet ingrained barriers and creating a
true body of believers who, togetheanbe transformed, and in responad| offer new
salt and light to this tasteless, darkened world.

Is there a “best” part of the story you may askfelmy, | wouldhaveto respond
that the best part is that thisnstits end. You see, | believe that when it comehiéo
synergy released within our staff, the best isgetome. So, for now, I'll just answer that
within our church, this story of transformation pleg and community...is to be

continued!



APPENDIX A

PARTICIPATING DEPARTMENTS

DEPARTMENT

POSITION

Finance

Executive Director

Students/On-Line Ministries

Executive Director (foas

Young Adult Ministries

Executive Director (Pastor)

Care & Support/Spiritual Formation

Executive Asaigt

Music & Worship

Executive Director

Missions & Outreach

Executive Director (Pastor)

Children’s Ministries

Executive Director

Communications

Executive Director

Evangelism Executive Director
Productions Executive Director
Creative Arts Director
Praise & Worship Director
IT & Operations Director

Worship & Children’s

Lay Advisory Committee

Pastor & Missional Wisdom Foundation

Lay Advisorgrmittee

Operations & Videographer

Lay Advisory Committee
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APPENDIX B
MEETING COMMITMENT

MONDAYS, 1:00 — 2:30 P.M.

DATE

FOCUS

Week of 1/7

Participants meet individually with yuaf Lay Advisory team
member.

Week of 1/14

Introduction and explanation.

*Week of 1/21*

*This week only — move to mutuallgraeable date because of MLK

holiday. Appreciative Inquiry

Week of 1/28 Begin project determination (utilizepPTalk video)

Week of 2/4 Meet off-site for a shared meal andiooe narrowing the focus of
project.

Week of 2/11 No meetings — beginning of Lent.
Participant group will keep in touch via Internet. (Reflective
Action)

Week of 2/18 Continue project determination.

Week of 2/25 No meetings.
Participants will provide input via Internet. (Adap tive
Confidence/Authentic Engagement)

Week of 3/4 Finalize project focus.

Week of 3/11 No meetings — Spring Break

Week of 3/18 Define roles and resources

Week of 3/25 No meetings — Holy Week

Week of 4/1 No meetings.
Participants will provide input via Internet.

Week of 4/8 Shared meal and project conversation.

Week of 4/15 Design of promotional and invitatioaapects of the project.

Week of 4/22 Finalize resource needs.
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Day of 4/29

Execution of project. All-staff retreat

4/29 - 5/2

Participants meet individually with JuahyLay Advisory team
member.




APPENDIX C

GAMES PLAYED

Seven Things

A game of support and affirmation. Two groups farmircle. The
first person is asked to name seven favorite . After each
thing is named, the rest of the circle gives airguSYES”! When
the seventh thing is named, a group cheer is amittee person wh
has been affirmed, then turns to the next persdraaks them to
name seven favorite .

The game helps move beyond a single solution amtiqtes the
understanding of “yes” “AND.”

A=)

Jacob’s Ladder

Group divides into two circles of even numbersopit is given and
the first person speaks about the topic, beginwiitiy “Fortunately,
...." The next person in line picks up on the directof the
conversation, but speaks from a position of “Unfodtely, ..... ”
The conversation continues around the circle wigrating highs
and lows.

Expert

One person is designated as the “expert.” They nmtiee middle
of the circle and a topic on which they are an exisechosen.
Members of the circle take turns asking questidmmaitithe
particular topic. The “expert” may offer rationalsavers or make
them up as they choose. Once everyone in the tiedesked a
question, the “expert” chooses a successor.

Pass the Thing

One person begins by passing to the next an imggoigect with a
short phrase about what it is. The next persoo ispeat what they
saw and heard as the pass the object to the nextdine.

It is a great test of observation and reminderwWeton’t always
appear to others the way we think we do.

Alphabet Game

Group is asked to close their eyes. Object of Hmaayis to have
alternating participants speak the letters of theabet without two
members speaking at the same time. Just gettiniiysheA” out
without several people speaking it at the same t&aechallenge! I
two people speak at the same time, the group $tactsat “A.”
Object of the game is to develop a sense of theegyroup and its
rhythm. It also promotes a slower pace of respansegroup

listening.
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Imitation One person is chosen and secretly given the nameadher in the
group. That person then takes on the persona gfdis®n named.
The group has to guess who they are imitating.

Gossip The classic game where one person whispers a pbwrasatence to

the next. It is then repeated around the circld rmomes back to
the originator. Comparison is made between the wa.twist, we
also started one phrase to the right and anotheetteft, adding
further confusion and opportunity for mis-statensent

This game is excellent for pointing out the neaddcused
communication and can be played in almost any space

Dodge the Rocket

The group is divided into two sides. Foam rocket¢sptaced on the
middle line. At the “go” signal, participants raiethe middle line,
grab a rocket, and attempt to “tag” a person frbendther side.
Once a person is hit with the rocket, they areoftihe game. Often,
the winning side then continues to battle untilyame person
remains untagged.




APPENDIX D

PALM SUNDAY PLANNING REPRESENTATIVE COMMENTS

Process as | observed it:

Start with regular ministry roles, determine howiB 8ifferent.
Discuss PS specific events: who is in charge oftwha
Cross-department feedback: what have we missed?

Overall I think the meeting was a success. | knopdepartment is aware of things we
weren't previously aware of, and we have additioegponsibilities we will fulfill that

will better serve the church this weekend. | thimé& biggest area for improvement is for
the culture of that meeting to mature into someghirat is more focused on execution,
not design, of worship. Debating what could takacplin worship opens the door to re-
debate decisions that have already been deliber&itesiweek-of meeting might be more
useful if it is focused entirely on how to implemelecisions that have already been
made.

Yesterday's exercise was an example of peer-togm@emunication. All of the interested
parties were brought together in a single spaceafired the information was made
available to everyone. Each person was left terfibut the points of information which
were salient to their particular area of respotigybi

The benefit of peer-to-peer communication is thlatfethe information is available, so
not only are people able to access informationdirattly affects them, they are able to
hear the delivery of the information firsthand, alnallows them to glean information
from delivery and nuance. That "between the line®rmation can be very important to
their full understanding of the tasks expectechef.

The downside is that peer-to-peer is very ineffitién order to be effective, all the peers
need to be present all of the time, and each pest expend the energy to distill the data
that is important to them from the entire torrehtlata. When there are multiple tasks in
process, the data stream can quickly become ovémirige
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Peer-to-peer communication can be very effectivafsingle event, as it was in Palm
Sunday planning. It becomes much more cumbersomedek in week out routine
communication.

[We] have been in crisis mode from massive chatmgé®ly Week. | don't think any of
us will make the deadline.

Judy, yesterday's meeting started a crisis thatdas emergency mode. | will not be
able to respond in a timely manner.

Attached is what | prepared for [my department’s] Lenten/Easter duties.

Perhaps something similar could be done for all groups. Or Microsoft Project would be a good
tool.

Also, perhaps a Portal web space could be created for internal use only.

From yesterday:

We warmed up our juices and got everyone smilirjraady to participate. It seems like we all stha
the same page. After that we jumped into Palm Sypadd the planning/review part. | like the she¥y
simple, very straightforward. ....... started out wattildren and | thought it started smoothly. Theeswa
shift when Jessica (not her real name) startethtall o be honest, | would say that a majorityraf t
meeting was everyone trying to figure out whatidessas doing. | don't want to sound like a jenk b
know to call a spade a spade when | see one. Eadispoke at lunch and she was telling me abaut he
new responsibilities, so | know | was confused rdofey her new role here.

| digress.

As the meeting went on there remained a sensédffoiests, but the overall spirit was great. | think got a
lot done, and | enjoyed watching some of the "neapte" and "old people" interact. It might haverbae
tad bit large of a group...although | think that'st a product of the system.

Overall rating from me: B++

Process as | saw it:

Food/icebreaker

Play/creativity stimulator/breaking down guards
Working through checklist
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Chaotic new business with no moderation
Dismissal

| wasn't really sure what process we were supptusade.

My thoughts on what happened yesterday:

-1 still think the playtime helps/works.

-1 think the run-through of the checklist was fibeit got out of hand when certain
people's views got left unchecked. We started glgldind ended impolitely.

-If this had been done 6 months out, we could hangemented some
brainstorming/evaluative aspects, but yesterdaysupposed to be just details and
reporting on who was covering what details.

| liked the process of going line by line and dssing as a group what was going on in
each area as in pertained to Palm Sunday. | thigllowed us to see where the holes may
be and then adjust before we had a failure. Thesbligsdule was a great example of this.
That discussion led to an email this morning by __that allowed us to make changes
that will make the overall experience better. Isvadso nice having all of the players in
the room at one time because it allowed the rigindhito know what the left hand was
doing. | appreciated the process a great deal.

Sometimes that kind of environment leads to pegpténg defensive about their
particular area, but the more we have those kihdssoussions, the more we will learn
to trust each other and our intentions.



APPENDIX E

WHO ELSE NEEDS TO KNOW?

Figure AE 3. Cotton ball owl. Figure AE 4. Who givefoot'
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Figure AE 6. They need to kno.

Figure AE 7. Who cares



168

Figure AE 8. Who gives a shot?

Figure AE 9. Who would Jesus tell?
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