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Introduction 

This is a training resource designed to help Methodist Church leaders more effectively engage in and 

manage change.  

 

The resource has been developed so it can be used by experienced trainers in a variety of contexts. The 

material has emerged from practice gained over a number of years, presentations, workshops and 

lectures delivered, the principal writer - Nigel Pimlott - has found helpful and informative. Additional 

material has been provided, with thanks, by David Pickles. 

 

Momentum to develop this resource followed a request from Nottingham and Derby Methodist District to 

develop a scheme to help Methodist Superintendents.  

 

East Central Discipleship and Ministries Learning Network Team 

 

Learning objectives: 

 Understand the need for change when seeking God’s promised and preferred future 

 Identify different types of change 

 Understand the role of leadership during change  

 Develop personal effectiveness as an agent of change 

 Recognise and anticipate reactions to upcoming change 

 Identify ways to prevent or minimise resistance to change 

 Gain knowledge and understanding of change tools and considerations 

This process comprises two elements: face-to-face training supported by a series of one-to-one coaching 

and reflection sessions. This resource focuses on Element One. 

 

The Training Session(s) 

Element One 

Option 1 Half Day Training Session: there is too much material (below) for half a day of training input, 

and so the exact content/structure should be tailored to the stated needs of those participating.  

Option 2 Two Half Day Training Sessions: covering more of the material, in two sessions with two – three 

weeks between the sessions to allow for reflection/action in between. 

This training guide is fairly comprehensive in its scope. It is recognised that the size of what is presented 

is probably too much material for many contexts. This is deliberate. What is intended is that those 

facilitating the training will ‘pick and mix’, choosing those elements and exercises that:  

 

 meet participant’s needs;  

 suit the context they are working in;  

 realise the outcomes desired; and 

 fit the time available to explore the subject.  

 

The guide is broken down into a number of sections for ease of reference. Sections contain content 

elements, suggested exercises and slides that can be found in the Powerpoint presentation that 



 

Change Management Training Resource   5 
 

accompanies this material. The material has been designed so that each section flows into the next. 

However, it has also been designed so most individual elements ‘stand alone’ and can be selected to 

meet specific requirements. It might be helpful to think of the whole resource a little like one of those 

‘hop on, hop off’ bus journeys where you can travel a while, jump off, do something else, and then get 

back on at another point to continue the journey and so forth: a deliberate route or process, but a flexible 

journey visiting different places or points of interest as suits. 

 

None of the content is meant to be prescriptive and it can be added to and amended (with personal 

stories, reflections, case studies and/or theological insights) as appropriate. Nor is it intended that the 

material is rushed through in order to present as much of it as possible within any given time-frame. 

Rather, it is recommended that time is devoted to focusing on a limited number of learning objectives 

and outcomes, and that the materials selected are chosen so they help realise these focused intentions. 

It is suggested that the material is reviewed and an itinerary drawn up to match the context, leaner 

needs and specific objectives of the training that has been commissioned. To illustrate what is meant by 

this, two Sample Sessions have been drawn up as a guide for what is envisaged. These can be found on 

page 30. 

 

The material has also been written within the learning paradigm that change needs to happen and that 

those undertaking the training want to see change happen. When change is talked about, considered, 

enacted and reflected upon a whole host of emotions, reactions, theological considerations and 

possibilities – as well as challenges – come into focus. The hope is that these dynamics will enable 

participants accessing this resource to encounter what Celtic Christians called ‘thin places’ where - to 

quote Eric Weiner – ‘the distance between Heaven and Earth collapses’. The hope is that any change 

possibilities bring about a glimpse of heaven and a furtherance of God’s Kingdom. 

 

We have opted to centre this resource on key elements of ‘change’ theory. This is to enable participants 

to reflect on how we might best embrace change, manage change, make a difference and be 

prophetically counter-cultural. We do not intend that the sessions get bogged down in the theories, nor 

extensively critique them. Our proposal is that the theories are deployed at more or less face value with 

the intention of gaining from them what we can in order to help participants be better managers of 

change. In turn, we hope this ‘springboard’ approach stimulates creative possibilities, dynamic 

approaches, sharing stories of ‘what works’, and taking away fresh ideas.  

 

For reasons of brevity, more precise and detailed instructions for the trainer have not been included in 

this resource. However, it is assumed that good training practices associated with matters such as: good 

preparation; recognition of different learning styles; responding to learners special educational needs; 

recognition of the learning cycle; promotion of equality and diversity; confidentiality, safeguarding and 

setting appropriate ground-rules; and evaluation will be adhered to. The trainer is trusted to employ good 

practice. 
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1. The Centrality of God in the Change Process 

This section helps ensure that God is at the heart of the change process and how it is managed. 

Missio Dei          slide 2 
Introduce the idea that we are part of God’s mission and that if God is on a mission, then we 

need to join in with it – the Missio Dei.  

Our God is a god who is on the move. In the creation narrative; via relationship with Abraham, 

Moses, the Prophets; the call of the early disciples; the coming of the Spirit at Pentecost; the 

growth and persecution of the early church; the instigation and establishment of leadership we 

witness an active God whose movements invite His people to follow Him.  

Responding to this invitation, nearly always, requires working, existing and responding in new 

ways, different manners and radical departures from what has gone before. Thus is the daily 

reality of following a living God. 

Consequently, we must be prepared to change (often repeatedly) what we do and how we do it in 

order to remain faithful to the mission God is on. Recognising: God, not the church or the 

Methodist denomination, is at the centre of mission. Mission is the instigator for the Church, not 

the other way round. 

Exercise: Use the Dwelling in the Word exercise found in Appendix 1 as a way of inviting the Spirit 

to guide and focus the session.   

Vision; values; and mission        slide 3 
There would seem to be three key components that are a great help in seeking God’s promised 

and preferred future1:  

 Firstly, having foresight about what it is we believe God is leading us toward and guiding 

us to – a sense of vision; 

 Secondly, the important ways, priorities, ideals, preferences, behaviours and core 

understandings we believe we are called to uphold in the way we live and work – our 

values; and  

 Thirdly, the sense that God’s promised and preferred future is asking us to do something 

specific, engaging us in a particular purpose and calling us to a specific group of people, 

context and/or task – our  part in His mission. 

 

Exercise: Use the list of values found in Appendix 2 to help participants reflect on their core 

values. Give each of them a copy of the list and ask them to choose, say, five that they most 

clearly identify with (add that they should feel free to supplement the list if they identify a value 

not on the list). Sharper focus can be afforded to this exercise if a context is set to help 

participants identify their specific values in specific contexts. For example, you could ask them to 

identify their: core values for living; church values; family; and/or socio-political values, Then 

invite them to discuss in small groups why their choices are important to them and consider how 

their values relate to how they perceive and respond to change. If time allows, a further 

                                                      
1 This is a phrase used throughout this training resource. It appears in the book, We Are Here Now: A New 

Missional Era by Patrick Keifert. 
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discussion could be facilitated considering why, or if, the values an individual has might be 

different in different contexts. 

Biblical images         slide 4 
There are a large number of concepts, metaphors, images and stories relating to change in 

scripture. For example: creation, conception, birth, death, sowing, cultivation, growth, reaping, 

harvest, transfiguration, resurrection, journeying, rising, pruning, cracking, building, demolishing, 

flesh on bones, hibernation, seasons, revelation, prophecy, suffering, healing, restoration, 

persecution, new wine. 

Exercise: Using this list (either as a whole made available on paper or a Powerpoint slide, or as 

individual examples printed on small pieces of paper or card), facilitate a whole group discussion 

on ‘how God does change’ (rather than, how God changes); draw out reflections, principles, 

revelations and challenges from the discussion. 

Kingdom dynamics        slide 5 
Change and joining in with God’s mission does not happen in a vacuum. It needs to be seen in 

the context of building the Kingdom of God. Thus, a number of considerations are involved: 

 Timing – many good ideas, possibly even ‘God’ ideas, don’t work out because it is simply 

the wrong time for them and they are pursued in the wrong season (kairos).  

 Hope – unless change is undertaken in the hope and belief that it will form part of God’s 

promised and preferred future, it should be avoided. 

 Courage – embracing change and managing how it happens requires courage, resilience 

and perseverance.  

 Trust – sometimes pursuing change is contentious and there are occasions when it is not 

unusual to lose sight of where God is in the process and wonder how exactly the Kingdom 

is being built. At such times it is vital to trust God and hold on to what He has called us to 

be and do.   

 Grace – not everyone wants to change and even those who do might not agree with how 

change is being undertaken. Whilst such perspectives should not distract from the 

journey of change, grace needs to be exercised on how people are responded to.  

 Prayer – it may be obvious, but the whole change process needs to be bathed in prayer.  

 Holy Spirit – experience would suggest that the path of change often starts with an idea 

or vision, but this is only God’s opening invitation. He often wants us to be willing to get 

moving, and then He reveals a different path. Close attention to the work of the Spirit is 

essential if we are to seize God’s promised and preferred future 

 

2. ‘Change’ Principles 

This section considers who is involved in ‘change’, why change is important and how change 

takes place. 

Reasons and drivers for change      slide 6 
At the heart of change and change management in the Methodist church is the missional 

imperative: the modern equivalent of - to quote Wesley - that “going out into the highways and 

hedges and compelling poor sinners to come in” as we work with God and join in His mission. 
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What time the worship service is, what hymns or songs are sung, what colour the carpet is, who 

serves this or that, which courses we recommend, how many meetings and conferences we go 

to, what we spend our money on, what groups we offer, and a host of other considerations all 

need to be peripheral to the overriding requirement to join in with God’s mission. 

Too many people focus on subservient matters of change rather than big picture necessities. 

Countless stories can be recounted about pedantic matters, whilst all too often the fundamental 

nature of what we are about and should be is ignored. 

It is important that before change is considered, a process of ‘Requirements gathering’ is 

undertaken. This is a project management process that helps enable us to do the right thing, 

rather than anything. (An internet search about Requirements gathering will reveal more 

information if this is required). 

Exercise: Just for fun, invite people to recount some of the more pedantic change matters that 

have consumed time and energy, caused conflict and taken an age to realise whilst achieving 

nothing and contributing little to building the Kingdom. End the discussion with a clear; DO NOT 

GET INVOLVED IN DOING THESE TYPES OF THINGS! The book, Beyond Busyness: Time Wisdom 

for Ministry (Stephen Cherry) provides some helpful pointers about managing time effectively so 

we can avoid trivial pursuits. 

Aspects of change         slides 7-8 
Change usually involves three distinct but connected aspects: 

 Systems and culture – in our case, the institution of the Church, how it is organised, the 

way things are carried out and ‘how we do  [or did] things around here’;  

 Processes – the sequence of events, what we do to try and be effective, how we fulfil 

needs and execute plans;  

 People – those involved in delivering change and those impacted by it. 

Before undertaking changes it can be helpful to consider which of these aspects we are trying to 

change and how we will manage that change. To realise and effectively mange change, each 

aspect under consideration might require a different approach. However, it should be noted that 

the three aspects do not exist in isolation. They are like cogs in a machine: turning one cog 

impacts the others and determines how the ‘machine’ behaves. 

Exercise: Invite participants to chat in pairs about some of the things they believe God is calling 

them to change. When they have done this, collate – via whole group feedback onto flip chart 

paper – the things they have come up with. See if what is offered can be categorised into the 

three aspects. Advise the participants that some of what has been collated might be used during 

the rest of the training to illustrate further points. 

As a further way of reflecting theologically, it is worth remembering that times of change can be 

unnerving – this is nothing new. Theologian Walter Brueggemann has undertaken extensive 

studies of The Psalms and has helpfully suggested they fall into three overarching categories, 

Psalms which speak of orientation; disorientation/disruption; and re-orientation. The people of 

God often have to journey through these times before they see the transformation they aspire or 

perceive the Promised Land God is leading them into. Appendix 3 describes Brueggemann’s work 

in more detail and this reflective tool can be used to aid a discussion about how God’s people 

feel and think about change. 
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Types of change         slides 9-12 
Dean Anderson and Linda Ackerman Anderson (in Beyond Change Management: How to Achieve 

Breakthrough Results Through Conscious Change Leadership), determine that there are three 

types of change:  

 Developmental – change that enhances or corrects existing aspects of an organisation, often 

focusing on the improvement of a skill or process; 

 Transitional – seeks to achieve a known desired state that is different from the existing one;  

 Transformational – is radical. It requires a shift in assumptions made by the organisation and 

its members. New mindsets and behaviours are required. The future is unknown. 

Exercise: Using the collated information gathered above, again see if the changes identified by 

participants can be categorised into these three types of change. Is one type of change more 

prevalent than the others? Is one type of change more difficult to realise than the others? What 

learning/observations result from doing this?  

Ronald Heifetz’s argues that there are two main types of change: ‘technical’ and ‘adaptive’. 

 Technical: quick fix change. For example, tinkering with services, styles of worship, the 

name of the youth group, the type of activities undertaken in children’s work, the church 

logo, type of coffee served etc. This type of change can often be done relatively quickly. 

 Adaptive: whole system or culture change. For example, considers calling, purpose, 

mission, values, structures in a new missional era. This type of change takes time. 

We can be seduced into thinking about undertaking technical changes when what we probably 

need are adaptive changes. We can spend a great deal of time, money and energy trying to make 

inherited or attractional and Christendom models of church “better”, when what is really 

happening is that God is calling us to post-Christendom missional communities. Communities 

that demand whole system changes and new ways of thinking, embracing the idea and taking full 

account of the fact that - to paraphrase the book of Joshua - “we haven’t been this way before” 

Josh 3:4. We need (staying with the illustration from Joshua) to break camp and pursue whatever 

Gods’ promised and preferred future is – the specific contemporary ‘covenant chest’: adaptive, 

whole systems change. 

A short youtube video of Heifetz explaining technical and adaptive changes can be found here: 

https://www.youtube.com/watch?v=UwWylIUIvmo 

How change happens        slides 13-16 
Change may happen, either intentionally or by default, for any number of reasons. It may be: 

 Directive - a top-down initiative instigated by, for example, a legal requirement or a change in 

government policy or a centre-out initiative promoted by, for example, The Methodist 

Conference or District Synod; 

 Participative – evolving from a grass-roots or bottom-up request or demand; 

 As a result of crisis; 

 Educational – such as discovering a new way of doing something; like projecting words of 

hymns/songs rather than using a hymn book; 

 Organic – simply happening without anyone really noticing;  

 Following some expert input; 

 In response to an urgent need – such as when a foodbank is established; 
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 Strategic; 

 Negotiated; 

 A move of the Spirit; and/or 

 When new people or personnel show up. 

In simple terms managing change is about ensuring that we get from where we are to where we 

perceive God wants to be; the proverbial getting from A to B. 

We can try to achieve this by going along a straight path, hoping there are no obstacles or 

diversions on the way. This direct route aspiration is rarely realised. Even if it is achieved, it might 

not be the best way of realising and experiencing the desired change. The straight line, direct 

route often results in static and predictable outcomes that risk missing out on all that God has in 

store. Linear approaches might help us develop something and even transist (the act of passing 

across or through; a passage from one place to another) it, but they rarely transform something. 

As Albert Einstein famously said, “You cannot solve a problem from the same consciousness that 

created it. You must learn to see the world anew”.  

 

The Discipleship and Ministries Learning Network has been working with change expert, Megan 

Seneque. Megan is an advocate of Theory U (also known as the U-Process) - a process designed 

by Friedrich (Fritz) Glasl and Dirk Lemson to address complex problems, facilitate deep or 

profound and lasting systemic change and foster innovation and collaboration. Irrespective of 

whether people like the theory, Megan argues that the most effective change takes place when it 

is: 

 Co-initiated – as participants uncover common intent, stop and listen to others and to                                

what life [God] calls them to do; 

 Co-sensed – as we observe, observe, observe and connect with people and places  

to sense the system from the whole; 

 Presenced - connected to the source of inspiration [God] and will go to the place of 

silence and allow [Spirit-inspired] inner knowing to emerge;  

 Co-created - prototyping the new in living examples to explore the future by doing; and 

 Co-evolving - embodying the new in ecosystems that facilitate acting from the whole 

Exercise: Either on pieces of card, laminated sheets or a suitable wall, display a series of 

pictures or quotations (see Appendix 4 for some possibilities) or Bible verses which show or talk 

about change. Invite participants to walk around what is being displayed and to reflect upon 

what they see. You may ask them to choose something that particularly resonates with them and 

how they perceive change happening. You may discuss the reasons for their choices. 

Human responses to change      slides 17-19 
If something is to change, it normally means the old way of doing something will end. When 

things end, people react. They go through a whole host of emotions, before entering ‘the new’. 

People managing change not only need to be aware of this, but they need to take positive steps 

to help people journey through; from the old ending, into the transition, to the new beginning. 

Exercise: Ask people to recall any memories regarding something that ended. If they are willing, 

invite them to describe their thoughts, feelings and emotions. This will help ‘earth’ what it can be 

like to go through this aspect of the change process. 
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In the 1980s, William Bridges’ developed a model that helpfully explains the transitions change 

process. The model highlights three stages of transition that people go through when they 

experience change. 

 

1. Ending, losing, and letting go  

When people encounter change, they often resist it. They may have an emotional or spiritual 

reaction to the change presented to them. They may not like being asked to do or participate in 

something that is different. A variety of emotions may manifest: anger, frustration, grief, fear, 

denial, uncertainty and/or disorientation. These emotional responses need to be acknowledged 

and accepted in order for any resistance to be resolved. People’s responses need to be talked 

about, time needs to be given for people to contemplate the proposed change and they need to 

understand why change is necessary. In the case of the Methodist Church, people need to grasp 

this in order to realise God’s promised and preferred future: things might have to change. 

2. The neutral zone  

This second stage can be a chaotic time. Those affected by the change are often confused, 

uncertain, and impatient. Things might get worse before they get better! Workloads might 

increase, resentment develop, morale lower and anxiety increase. Ambivalence and scepticism 

might set in and some might seek to sabotage as they endeavour to cling to what was, rather 

than embrace what might be. During this stage, the change manager needs to offer clear 

guidance and leadership, continually highlighting the benefits of the proposed change. 

3. The new beginning 

In the third stage, people embrace the change and it is a time of acceptance and energy as 

people learn new ways of doing things and new skills. As people often show a renewed 

commitment to the Church or group, it is important to sustain their energy and celebrate what 

has been achieved. 

As managers of change, participants would do well to ask ‘where is God?’ in each of the three 

stages. 

William Bridges determined that thoroughly explaining “The Four Ps’ helps improve 

communication about the change: 

Purpose – explain the purpose behind the intended change. People must understand the 

logic prior to turning their minds to work on it. Why we are doing this?  

Picture – the shared vision: make sure people know what the painted picture of the 

change looks like. People need to experience the outcome imaginatively before giving 

their hearts to it. What will it look, feel, or even sound like when we reach our goal?  

Plan – decide specific actions so everyone knows how we will get to where we want to get 

to. These must be clear and everybody needs to understand their specific roll. What we 

are doing and when we are doing it? 

Part – maximise participation and delegate parts for each person to play in the process. 

Who can do what and how will everyone play their part? 

Consequences of not changing      slides 20-21 
Ultimately, the consequence of the Methodist church – or indeed any church - not changing is 

that it will probably cease to exist as it does today. Recent times have witnessed decades of 

decline, but much of what the church has ‘adaptively’ (to reference Anderson and Ackerman 



 

Change Management Training Resource   12 
 

Anderson) done has continued largely unchanged. As Albert Einstein so profoundly exclaimed: 

“Insanity: [is] doing the same thing over and over again and expecting different results”.  

If things are not going well and we are not realising our aspirations then we need to do things 

differently. Sometimes, the business world seems to understand this better than the people of 

God. Jon Madonna, former CEO of accountants KPMG (in Jumping the Curve: Innovation and 

Strategic Choice in an Age of Transition. Imparato and Harari 1996:3) starkly reminds us:  

Nothing stops an organisation faster than people who believe that the way they work 

yesterday is the best way to work tomorrow. To succeed, not only do your people have to 

change the way they act, they’ve got to change the way they think about the past. 

Exercise: Put a long strip of masking tape on the floor so it runs from one side of the room to the 

other. Describe to participants that the left side of the room means ‘I am very comfortable with 

this’ and the right side, ‘I am very uncomfortable with this’; the masking tape line representing a 

spectrum between these two extremes. Then read out a few change scenarios and invite 

participants to move to the point on the line that most closely represents how comfortable they 

feel about the change scenario described. For example: ‘I like trying new foods that I have never 

tasted before’; ‘I like to change the furniture around in my house and move it on a regular basis’; 

‘I like to change the seating arrangements in church on a regular basis’; ‘I would be very happy 

to stop Sunday Worship Services and do it another time in the week if that would be 

advantageous’; ‘I like to explore new cultures and countries’. After each question, interview 

participants and discuss with them why they have moved to where they are on the spectrum.  

 

3. Change Management Models and Frameworks 

This section introduces some theoretical models that have been found to help support the 

change management process. 

Lewin: unfreeze, change, refreeze      slide 22 
In the 1950s, Kurt Lewin came up with a model for change that remains a helpful framework in 

understanding how change happens and how it can be managed His ‘Unfreeze, Change, 

Refreeze’ model refers to the shape of a block of ice. 

Lewin described change in terms of metaphorically having a block of ice, but really wanting a 

cone of ice. He argued you have to unfreeze the block to make it amenable to change. Then you 

have to re-mould it into the shape you desire (change), before solidifying the new shape into its 

final desired shape (refreeze). He contended that seeing change as these three distinct stages 

aided the process, enabling the change to be planned and effectively managed. 

 Unfreezing: recognise the need for change – make it compelling, prepare people for 

change, challenge current attitudes, and behaviours, encourage the replacement of old 

behaviours with new ones, acknowledge the former will be broken down and the status 

quo altered, recognise it may be stressful and create a sense of crisis.  

 Changing: implement the change by taking specific actions, help people learn new 

concepts, promote understanding, model the change, replace the uncertainty of 

‘unfreezing’ with new ways.  

 Refreezing: reinforce the changes, leaders make the change the ‘new normal’, 

incorporate the change into everyday activities and approaches. 
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Exercise: Ask participants to imagine God wants the church they are responsible for leading to 

become more involved in the community. What things need to be communicated as part of the 

‘unfreezing’? What might need to be melted? What current attitudes and behaviours might need 

to be challenged? What crises might ensue? How might these be responded to?  

Having a few ice cubes to ‘unfreeze’ adds to the visual appeal of illustrating Lewin’s work. To 

illustrate how this works,  you could have some square frozen cubes and then some ‘refrozen’ 

modern ‘shaped cubes’ (hearts, round ones, Christmas trees, snowflake, animal/character 

shapes and even VW camper van ice cube trays are readily available in the shops and online).  

Kotter: 8 Step Process       slide 23 
John Kotter went further than just three steps as a framework for change; he came up with an ‘8 

Step Process’ to help effectively manage change. www.businessballs.com summarises his model:  

1. Increase urgency - inspire people to move, make objectives real and relevant;  

2. Build the guiding team - get the right people in place with the right emotional 

commitment, and the right mix of skills and levels;  

3. Get the vision right - get the team to establish a simple vision and strategy, focus 

on emotional and creative aspects necessary to drive service and efficiency;  

4. Communicate for buy-in - involve as many people as possible, communicate the 

essentials (simply), and to appeal and respond to people's needs. De-clutter 

communications - make technology work for you rather than against;  

5. Empower action - remove obstacles, enable constructive feedback and offer lots 

of support from leaders - reward and recognise progress and achievements;  

6. Create short-term wins - set aims that are easy to achieve - in bite-size chunks. 

Have manageable numbers of initiatives. Finish current stages before starting 

new ones;  

7. Don't let up - foster and encourage determination and persistence - ongoing 

change - encourage ongoing progress reporting - highlight achieved and future 

milestones; and  

8. Make change stick - reinforce the value of successful change via recruitment, 

promotion, new change leaders. Weave change into culture.  

 

Kotter's eight step model is explained more fully on his website: 

http://www.kotterinternational.com/the-8-step-process-for-leading-change/ 

Exercise: To add a little variety to the training and to ensure a spread of learning styles are 

catered for, invite participants to design a film poster entitled, ‘Managing Change: The Movie’. 

The poster should have a title, perhaps a tag/strapline, some art work, some names of the key 

actors/actresses (made up or imaginary), the names of the director and writer, some 

comments/endorsements from reviewers, a web link for the film. Encourage participants to be 

reflective and express themselves and their sense of humour. 

ADKAR          slide 24 
The ADKAR model was developed by Jeffery M. Hiatt. ADKAR is a mnemonic for the 5 steps of the 

model: 

Awareness of the need for change – Create an understanding about why change is 

necessary: understand before effecting change – Why is the change necessary? Why is it 

happening now? What is wrong with what we are doing today? What will happen if we 

don’t change?  

http://www.businessballs.com/
http://www.kotterinternational.com/the-8-step-process-for-leading-change/
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Desire to participate and support the change – Convince individuals about the need for 

change. Leaders need to influence people to help ensure they choose to get involved and 

make it happen.  

Knowledge of how to change and what it might look like – Increase knowledge so people 

understand what they need to do. This might be done through providing training and 

education, coaching, mentoring and/or detailed understanding of new tasks, processes 

and systems, and understanding new roles and responsibilities. 

Ability to implement the change on a day-to-day basis – Provide steps to increase 

involvement and influence behaviours and continue with training and practice 

opportunities to implement the changes. This process could take some time and can only 

be achieved through practice, coaching, and feedback. 

Reinforcement to sustain the change – Emphasise the need to make the changes stick 

and create the ability and environment to sustain the change and keep it going. Embed 

positive feedback, celebration of success, rewards and recognition for good outcomes, 

and keep the momentum going so that people don’t fall back into old ways.  

Exercise: Invite participants to think of a personal, home, or church related matter they would 

like to change (they could use one of the matters previously identified in the training session). 

Hand each participant a copy of Appendix 5 and invite them to go through each of the ADKAR 

stages. When they have completed the exercise, and if they are willing, they could discuss with a 

partner how the exercise went. For those participants who prefer to work kinaesthetically, print 

or draw out big A-D-K-A-R letters and place them on the floor so they can go on a learning 

journey from one part of the process to another. 

Cycles of Reinvention        slide 25 
It can be tempting to see change as a one-off event. However, if the church is to keep following a 

living God and working in mission with Him, it is unlikely that the status quo will remain for long. 

Both spiritually and culturally, constant change is likely to be the order of the day. Indeed, cultural 

analysis would suggest many younger generations don’t even necessarily perceive change in the 

way their forefathers and mothers have done. Rightly or wrongly, many people nowadays change 

jobs, homes, phones, (even partners) as a matter of course.     

In business, leaders are aware that if they don’t stay culturally relevant, customer-focussed and 

contextually assimilated then they will likely fail. Models of mission need to similarly be adapting: 

not chasing culture, but pursuing the work of the Spirit. Whilst the message may be the same 

(although church history suggests even that changes in emphasis from time-to-time), the method 

needs to be continually re-invented. 

As the diagram on the Powerpoint slide indicates, most projects, products, services, business, 

organisations and churches usually go through a life cycle: introduction/start; growth; maturity; 

and decline. This process may happen very quickly or take many decades. Those that wish to 

avoid decline and irrelevance need to re-invent themselves and what they do, before the 

circumstances of the process become fatal. Just because something is going well does not mean 

that it is time to sit back and wallow in a holy glow. There is a need to ask God if something 

needs to stop (because it has had its day and something better is on the horizon) and work with 

God and enquire ‘what next?’, so that things are put in place for the next cycle of seeking God’s 

preferred and promised future.  
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4. Methods of Change 

This section explores some practical approaches to managing change. 

Techniques and approaches      slide 26 
A number of recognised and proven approaches can be used to support management of the 

change process. Sum of the more common ones are listed below. There are many books and 

resources available for each and an online search can provide further information. In any given 

change situation, each will have virtues and advantages and potential disadvantages; discerning 

what God is doing, helps point to the best approach. 

 Community Organising – to bring about change when other approaches have struggled; 

 Using codes – pictures, metaphors, parables, blobs – to help people see things that they had 

not seen before; 

 Imaginative journeying – to think big and raise their awareness; 

 Perpetual Positioning – to stand in the shoes of others and see things afresh; 

 Research - to determine what is really going on and gain new knowledge; 

 Consultation –to consider what people honestly think; 

 Review and evaluation – to gauge if things are working and if they could be improved; 

 Participative processes (World Cafe, Open Space, Future Search) – to engage whole systems 

[churches] and build consensus; 

 Awareness raising – to highlight current challenges and possible solutions; 

 Coaching principles – to progress and unblock systems, processes and people; and/or 

 Appreciative Inquiry – to discover, dream, design and fulfil destiny. 

There are many other possible approaches that can be used and other resources available (like 

the Voice Activated Pack - http://www.methodist.org.uk/media/1466700/VA-Making-Change-

Happen-Whole-Document.pdf). These can be explored and utilised as appropriate. In using them, 

do not lose sight of the overarching imperative that the purpose of the changes undertaken is to 

join in with God’s mission and discover His promised and preferred future. 

One of the important lessons emerging from the use of these types of approaches is that leaders, 

facilitators (and participants) need to trust the processes as described and resist temptations to 

undermine the principles of the approaches. It is fine to hone, adapt and even augment, but if 

fundamental amendments are undertaken, experience suggests success is unlikely to be 

gleaned. For example, Community Organising works best when it is focused on one specific issue 

at a time, makes specific demands and is confrontationally positioned. Remove anyone of these 

elements and the chances of success may be diminished. 

Asking the right questions       slide 27 
Appendix 6 sets out a list of lots of questions that might be asked when considering change and the 

management of that change. There are a lot of reasons for saying so, but a great question about 

change is often better than an average answer. Get the questions right – and hopefully God will 

inspire this – and the ‘right’ answers will follow. 

Exercise: Hand out copies of Appendix 6 to participants and ask them to either a) simply 

carefully put the sheet away in their files, folders or Bible’s for another day: a day when the list 

will really come into its own. Or, b) Invite them to go on a walk for 10 minutes with the list in 

hand. If possible, send them out the room, ask them to find a quiet spot to look at the questions, 
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and encourage them to consider (in the moment) what question(s) from the list God might be 

asking of them. If time allows, follow with a debrief discussion. 

Win/wins          slide 28 
Stephen Covey’s 7 Habits for Highly Effective People has become a seminal work. Habit number 

four talks about ‘win/wins’. Covey says “Think Win-Win isn’t about being nice, nor is it a quick-fix 

technique. It is a character-based code for human interaction and collaboration”. Thinking 

win/win can be a very powerful approach in change management. It helps: 

1. See the problem from other person’s point of view; 

2. Identify what is the key issue and concerns (not positions); 

3. Determine what results would constitute a fully acceptable solution; and 

4. Identify possible new options to achieve those results. 

Covey goes on to say: 

Most of us learn to base our self-worth on comparisons and competition. We think about 

succeeding in terms of someone else failing – that is, if I win, you lose; or if you win, I 

lose. Life becomes a zero-sum game. There is only so much pie to go around, and if you 

get a big piece, there is less for me; it’s not fair, and I’m going to make sure you don’t get 

anymore. We all play the game, but how much fun is it really? Win-win sees life as a 

cooperative arena, not a competitive one. Win-win is a frame of mind and heart that 

constantly seeks mutual benefit in all human interactions. Win-win means agreements or 

solutions are mutually beneficial and satisfying. We both get to eat the pie, and it tastes 

pretty darn good! 

From: https://www.stephencovey.com/7habits/7habits-habit4.php 

Church leaders can be very competitive people! If Covey is correct, and experience suggests he 

is, then successful change management leaders need to avoid falling into power-grabbing and 

competitive traps. Furthermore, the temptations to either ‘fight or flight’ also need to be resisted. 

Resolutions need to be sought, not battles fought. 

Exercise: Have a discussion about how win/win paradigms can be embedded into church work. 

Questions such as ‘Why does win/win seem impossible sometimes?’, ‘What are the obstacles to 

embedding a win/win paradigm?’, How can these obstacles be overcome?’, ‘What examples of 

win/win approaches have people experienced?’ could be raised. 

 

5. Effective Communication 

This section highlights the importance of communication in the change management process, 

suggesting ways it might be improved. 

Developing a communications plan     slide 29 
At a recent seminar about funding, the funder discussed how to ‘risk assess’ a project. The 

facilitator asked those present what needed to be considered when doing a risk assessment for 

a piece of work. The eager project workers, church leaders and charity representatives came up 

with an extensive list of factors and criteria. However, no one mentioned ‘communication 

failures’. The funder went on to say that when doing this exercise this omission was not 

uncommon. However, they said that in their many years of work with hundreds of projects, poor 

https://www.stephencovey.com/7habits/7habits-habit4.php
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communication was the reason most projects didn’t fulfil their potential, or even worse, 

completely failed. 

If change management is to stand the best chance of being successful then it needs to be 

underpinned by effective communication and a clear communications plan and strategy, 

determining who will be communicated to, and what will be communicated to them. 

Exercise: Ask participants to consider (in small groups), ‘when considering effective change 

management, what factors need to be considered in developing an effective communication 

plan?’ Discuss the answers produced and develop a comprehensive list of criteria. 

Participants might like to also consider: 

 How to communicate systematically; 

 The need to repeat information using different media, for different audiences: print, 

email, church notices, publications, social media, press releases; 

 Using the same phrases, concepts and ideas to embed ideas and continually repeat 

these; and 

 Using simple language that an 11 year old can understand. 

 

Activities that support change      slide 30 
A number of practical steps and practices can be deployed to support the change process and 

communicate it effectively. These include: 

 Setting goals – so all involved in the process have something concrete to work towards; 

 Identifying needs – so actions and communications respond to requirements and 

knowledge; 

 Providing opportunities to experience the change – so the benefits can be appreciated 

and learning developed; 

 Avoiding assumptions – so change messages can be continually communicated in a 

variety of ways, styles and contexts; 

 Leading by example – so what is envisaged is modelled, embedded and reflected upon; 

and 

 Actively listening – so positive responses are endorsed and misunderstandings 

challenged. 

The coaching and Appreciative Inquiry (AI) approaches highlighted above can also be deployed as 

activities to support the change process. AI can be particularly helpful in a church contexts has it 

seeks to make best use of what is already present by, for example: building on existing strengths; 

discovering what gives life; tapping into the wisdom of members and congregations; co-creating 

the ‘new’ and innovating together; then implementing new co-created solutions. 

Treasuring the questions        
Above, we considered what questions we may wish to ask of God, ourselves and others during 

the change and change management process. However, there may be questions that others want 

to ask of us as leaders and facilitators of change.  

Such questions should be encouraged, valued, treated with respect and answered as well and as 

honestly as possible during the change process. Whilst doing so may not be without challenge, it 

will increase transparency and trust, help people make informed choices, focus thinking, 

awareness and a sense of direction, and may well lead to even more discoveries about God’s 

heart and promised and preferred future.   



 

Change Management Training Resource   18 
 

The role of power and authority      slide 31 
Exercise: ‘Two steps forward, one step back’. Ask participants to form a line across the room (or 

outside if this can be done), and in the middle of the room. Invite them to respond to the criteria 

(read out from the list below) and act accordingly. After reading out the criteria, ask participants 

to stop and then chat to someone near them about what their feelings and reactions were during 

the exercise. Reflect upon what emerges. 

 If you are a UK citizen, step forward one step. 

 If you were brought up working class, take a step backward. 

 If you have a masters degree (or higher) take a step forward. 

 If you support a sports team that is not in the top league of that sport, take a step 

backward. 

 If the breadwinner in your family was ever unemployed while you were a child, take a step 

backward. 

 If you are under 30 years old or over 60, take a step backward. 

 If you are able-bodied, take a step forward. 

 If you have ever belonged to a non-Methodist church step backwards. 

 If you went to private school, step forward. 

 If you have managed more than five people at a time, step forward. 

 If you have travelled to the USA take a step forward. 

 If you or members of your family have been on welfare, take a step backward. 

Those charged with the responsibility of managing change need to be aware of what power they 

have, what power they don’t have and how the power and authority they need to develop the 

change envisaged can be fostered. The issue of power can be a tricky dynamic in society and in 

the church particularly. Some people have power (for example, the person who runs the church 

kitchen or who holds the keys to the church building), but they might not have been given any 

specific authority to make wider decisions. Other people theoretically have authority, but don’t 

always use the power this encompasses. 

As the exercise hopefully illustrates, where we come from, how old we are, our qualifications and 

titles, what our experience and background is all, rightly or wrongly, influence the power we have 

and the authority we exercise. In the change process we need to be aware of this and respond to 

it in a godly manner. A few ‘power and authority’ matters to consider: 

 Don’t abuse or misuse power;  

 Persuade people, don’t manipulate them; 

 Remember the words from Zechariah (4:6), it’s ‘not by might or by power but by my Spirit 

says the Lord’; 

 ‘Power tends to corrupt and absolute power corrupts absolutely’ Lord Acton 1887; 

 God has a special place for the powerless; 

 Joining in with God’s mission should rely on God’s power, not our position; 

 We might need some power to orchestrate change and a measure of authority to 

implement what is determined; 

 John Wesley favoured the "Connexional", but was sometimes dictatorial; and  

 Some of these considerations may well be contradictory! 
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Time and communication       slide 32 
Experience suggests there are no quick fixes when it comes to instigating and managing change. 

It takes time. Sometimes, poor, insensitive or miscommunication causes people harm. At other 

times, change might dispossess some people of roles, position, familiarity and/or status. Whilst it 

is to be hoped that people respond to such circumstances in a godly and holy way, it should be 

recognised that we are all human beings with various shortcomings, sensitivities and 

vulnerabilities. Consequently, we might need to foresee how people might respond to change and 

communications about change, and develop appropriate responses. 

People often need time to understand the changes being proposed or considered. They might 

also need to feel involved or highly connected to what is going on during the transition period. 

When managing change, this can require a great deal of time and communication effort for those 

charged with managing the process. The stories we tell need to be compelling. 

 

6. Stakeholder Buy-in 

This section considers how people might react and be engaged in the change process. 

Ministerial/leadership team and colleagues     slide 33 
Those leading a church or project are usually the key individuals in the change management 

process. If they do not buy into the process then it is probably doomed to fail from the outset. 

Leadership teams have to wholeheartedly commit to the change process if it is to work and 

become embedded.  

When talking about adaptive change, we usually need to recalibrate the Church so its reference 

points are consistent with those of our missional God. Sometimes this means that leaders will 

also need to recalibrate their responses and roles. It may be that some will have to review their 

positions if they resist change. This is not meant to sound threatening, but it is a simple reality 

that if those who have oversight responsibility for something are not committed to it, then they 

probably need to reappraise what their role is in pursuing God’s promised and preferred future. 

Experience in church leadership teams indicates that a consistent dissenting voice (and we are 

not referring to voices that challenge, critique and analyse situations, more those that erode 

confidence, attack the process, undermine and sabotage) can end up undermining and 

destroying the change process. 

Ministers and leaders need to support one another and practice positive reinforcement in the 

change process at every opportunity. 

Congregations           
In an ideal world, it is nice if the drive for change comes from congregations. Where this is the 

case, they are already bought-in and they need positive reinforcement at every opportunity. 

Where it is not the case, efforts need to be to help them buy-in. 

Exercise: This exercise helps highlight that we nearly all experience change as a matter of 

course. Set up pictures around the room of things like: 

 Telephones – original, dialing, push button, early mobile, modern mobile; 

 Music players – gramophone, record player, cd player, walkman, mp3 player; usb stick 

 Cars – original, vintage, classic, modern, electric, driverless; 
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 Fashions – one from each decade from 1930s to 2020s; 

 Writing equipment – quills, chalk and slate, pencils, pens, typewriters, computers; 

 Computers – Commodore, Early Apple, desktop, laptop, pads; 

 Music genre – Elvis, The Beatles, prog rock, punk, new romantics, disco, dance, hip hop. 

 

Invite participants to look at the pictures and then ask them to form small groups (threes and 

fours) and discuss their memories and experiences about the pictures and all the changes that 

have taken place over the years. 

This type of exercise can highlight that constant change is here to stay and that people do cope 

with change and do embrace it as a matter of course and development. These messages need to 

be continually reinforced with congregations; not change for change sakes, but change to 

improve what was and build on what went before.  

Inclusion          slide 34 
Leaders must actively seek to involve everybody in the church or organisation in the change 

process, including – and most importantly - those people most affected by the change and its 

implementation. This will help ensure all embrace the proposed changes.  

Even on a most basic level, it is polite to involve and include people. Including people makes 

them feel valued and appreciated. Excluding them simply risks alienating them before the 

change process has even begun.  

Exercise: Jo Simpson, District Evangelism Enabler in Plymouth and Exeter District and Families 

Worker in Newton Abbot has written a very stimulating article in the Connexion Magazine 

entitled, Infectious Enthusiasm. Give participants a copy of the article (found via this link, page 9 

http://www.methodist.org.uk/media/2174445/the-connexion-magazine-issue-5-0416.pdf), 

invite them to read it and then discuss the question found on the Powerpoint slide: How can we 

better include people who are messy, chaotic, edgy, difficult, quiet, loud, angry, lonely, brash? 

Change agents and change champions     slide 35-36 
Some people are specifically gifted in pursuing change. They may be people with a prophetic or 

creative edge; people who see things before others do; risk-takers who are prepared to live out 

their faith in such a way; intuitively gifted individuals who just ‘get a feeling’; entrepreneurial 

types who seize the day; and/or those who have a dozen new ideas before breakfast each day. 

There are others who are outstanding at instigating and managing change. Others are ‘agents of 

change’ or ‘change champions’. Change agents tend to be employed or brought in to orchestrate 

strategic change in an organisation or church. Change champions tend to be internally recruited 

people who have a specific role and responsibility to support, maintain and sustain any changes. 

Both can play an important role in managing change successfully and involving such people 

should be considered as part of the process. 

Exercise: Ask participants to look at the ‘change agent’ definitions in Appendix 7. Discuss the 

definitions and ask participants how they would perceive someone who comes into their church 

to engender specific change. Ask if participants would be content to identify them, commission 

them, work with them, use them, and consult with them? Discuss the reasons for their answers. 
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Diffusion of Innovation       slide 37 
Exercise: Ask participants to get up and move to a completely different seat. When they have 

done this, ask them to (honestly) say what first came into their mind when they were asked to 

move. Ask them to look around themselves and consider what they think and feel about their 

new perspective. How does the new seat compare to the old one? Then, invite participants to 

stand up and stretch their legs for a minute or two and then sit back down wherever they like. If 

they go back to their old seats, ask them why they have done so. The exercise can be repeated 

and reactions gauged and discussed for a second time. 

 

Everett Rogers published some very insightful research in the 1960s. He came up with the idea 

that different people respond to change and innovation at different rates. He described this 

process as ‘diffusion’ – the process by which an idea perceived as new by people is adopted.  

Over time, an individual engages in a mental process regarding the innovation. They go from first 

gaining knowledge about it, to forming an attitude toward the innovation. Then they make a 

decision to adopt or reject the innovation. If they adopt it, they then confirm their decision and 

put it to use. 

Rogers determined that there were five different types of adopter: 

 Innovators - hard wired risk-takers who come up with enterprising ideas and nearly 

always want to try new things; 

 Early adopters - pioneer, leader-types who know things have to change and who want to 

embrace new ideas and give ‘the change’ momentum; 

 Early majority - not usually leader-types, but will fall in line and embrace ‘the change’;  

 Late majority - hesitant, sceptical people who want to see change in action before 

committing, they will join the party eventually; and  

 Laggards - resistant, conservative people who will be very slow to embrace ‘the change’. 

As can be seen from the Powerpoint slide, resistance to change increases the further along the 

Bell curve an individual is positioned. If a change is to be successful, there will be some point in 

the process that a ‘critical mass’ emerges. When a critical mass is reached, the change is likely 

to be adopted and become self-sustaining. If this doesn’t happen, the change may fail. 

You could illustrate this theory by referring to how people engage with mobile phone technology. 

Some, queue up (all night sometimes) to get the latest Apple phone each time a new one comes 

out! Others change their phone every year or so, some every few years, some hardly ever and 

some people don’t own a mobile phone because they are not convinced they need one. 

For the change manager, this means priority effort needs to be invested into getting the early 

adopters to embrace the change and adopt it into the system (church). In turn, these early 

adopters – who Rogers contends are what he calls ‘opinion leaders’ – become instrumental in 

diffusing the new idea or change to the point of realising a critical mass. 
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7. Overcoming Resistance to Change 

This section addresses the challenges involved in responding to those who do not want to 

change. 

Developing an effective change team     slide 38 
Exercise: If, in the training, you have discussed Everett Rogers work and time allows, then do this 

exercise. Invite participants to spend a few minutes thinking about people in their context who 

might be readily identified in the way Rogers determined. Ask them, to write down a few names – 

just first names, or pseudonyms – for people in each of the five typologies. 

Then, in order to begin thinking about how resistance to change can be addressed, discuss 

strategies that appeal to each of the people concerned. For example: 

 Early adopters - strategies to appeal to this population include: guides, instructions and 

how-to manuals, connecting with innovators and pioneers; they do not need information 

to convince them to change. 

 Early Majority - include: reviews, testimonies, success stories and evidence of the 

innovation's effectiveness, attending conferences, being swayed by leaders. 

 Late Majority - include hard evidence, case studies, information on how others have tried 

the innovation and have adopted it successfully, reading books and reports. 

 Laggards - include research evidence, statistics, maybe even a bit of (gracious and 

gentle) pressure from people in the other adopter groups. 

In small groups, build up a portfolio of strategies for the people named and list the types of 

things that could be deployed in participant’s churches and circuits. Discuss the answers and 

share ideas. 

 

People tend to work in what psychologists call ‘schemes’ or ‘patterns’. Jean Piaget talked about 

how these thought patterns are often formed in childhood and journey with people into 

adulthood. These patterns help us understand our experienced world and shape how we respond 

to situations. Sometimes they work for good, whilst other times they limit and restrict. 

For example, if we were told off either repeatedly or severely when we were young for getting 

something wrong (like being told we were poor at drawing), we might form a thought pattern that 

doesn’t encourage us to try doing certain things (like joining an art class). Such patterns might 

play a significant role in how people respond to change. 

 

You could show the Powerpoint slide of Arnold Judson's Resistance-Commitment Continuum work 

to aid further discussion about how people might respond to change. 

Beckhard and Harris’s work       slide 39 
Richard Beckhard and Rubin Harris have developed an equation (based on previous work by 

David Gleicher) to determine if change is likely to happen. In their book, Organizational 

Transitions: Managing Complex Change they argue that only when:  

Dissatisfaction x Desirability x Practicality is greater than the Resistance to Change 
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is change is likely to happen successfully. 

People must be dissatisfied (D) with the current position and the status quo. They must desire (D) 

change and have a vision for the future, and that change must be practically achievable (P). 

When these three dynamics are multiplied together the sum of them must be greater than any 

resistance - or perceived cost of the change - (R) if sustainable change is to happen. However, as 

mathematicians will know, if any one of D, D, or P is missing, the value of that element is zero in 

the equation. This makes the sum total zero; meaning it will obviously be less than the sum total 

of any resistance to change. Consequently, Beckhard and Harris argue, change will not happen. 

Exercise: Ask participants to recall one of the change scenarios they identified earlier – or ask 

them to think of fresh ones in their context (or from society or history) – and discuss if D, D and P 

are present and whether they are (or should/could be) greater than R. Consider with them the 

consequences of D, D and P not being present and/or how they might ensure they are present. 

Generational dynamics        slide 40 
Not only do individuals respond differently to change and new ideas, but whole generational 

groupings seem to be wired in different ways. Various studies, analysis and critiques have 

reflected that different generations have different: 

 Expectations;  

 Styles of leadership;  

 Responses to how they get involved;  

 Motivations; 

 Preferred ways of learning and communicating; and 

 Attitudes to work and life. 

Whilst such reflections are inevitably generalisations, people exercising change management 

would do well to appreciate these distinctive generational features. The writer LP Harltey began 

his novel The Go-Between with the sentence, “The past is a foreign country; they do things 

differently there.” Different generations may well agree: they tend to do things differently to other 

generations and it can appear like they come from a foreign land. Adjustments might need to be 

made so account is taken of this, thereby increasing the chances of changes being more 

successfully managed. 

Exercise: Ask participants to look at the table in Appendix 8. Ask them to identify which 

generational grouping they are in and whether or not the characteristics of that grouping 

resonate with them. Invite them to discuss their answers. Then, if the participants come from 

mixed generational groupings, ask them to partner with someone from a different grouping. Ask 

them to discuss their similarities and their differences and explore how they might work in ways 

that would be of benefit to the generational grouping of their partner. If the group is not a mixed 

group, have an open discussion about what in the change management process (or in the way 

the change manager operates) might need to be adjusted so it has greater effectiveness to 

particular individual generations.  

‘Identified patient’        slide 41 
In studies about families the idea has been put forward that there can be a tendency to rest the 

blame for everything on one particular member of the family. Psychologists call this person, ‘the 

identified patient’ (IP). The IP is the family member who is labelled ‘the problem child’. They risk 

having all the family’s issues projected onto them, irrespective of whether they are at fault or not. 
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The IP is often used as a scapegoat for the failings of a family, system, organisation, or – in our 

case - church. Leaders should be aware that they can often become the identified patient in the 

change management process and end up being scapegoated, blamed and labelled as ‘the 

problem’. Those involved in ‘ministry’ can too easily become the scapegoats when things go 

wrong. There are lots of reasons why this might happen and - as an aside - it might be argued 

that Jesus became the IP in the Roman/Jewish context and system he found himself located in. 

There is an argument to be made that the very nature of ministry demands individuals should 

offer themselves as sacrificial servants. However, ministers need to clearly differentiate between 

being servant-hearted followers of Christ who take responsibility for their leadership decisions (a 

noble thing) and being overwhelmed victims who undeservedly accept the blame for everything (a 

tainted thing). Leaders and managers of change need to be aware of these dynamics as they will 

help them avoid being labelled and scapegoated, or at least enable them to take steps to 

alleviate such projections. 

In family therapy situations, members of a family will often blame family member ‘x’, say they are 

the cause of all the difficulties and ask that something be done about them. This can happen to 

individual leaders and ministers in churches. If anxiety rests on the IP, then the system often tries 

to ‘fix’ them, even though (when analysed) they might only be responsible for 15-20% of a 

system’s [church’s] output; with the rest of the system being responsible for 80-85%. If we can 

change the habits of the 80% then focus on the identified patient is reduced/removed. 

 

8. Dealing with Failure and celebrating success 

This section recognises that change management can be a difficult process and that it is not 

always successful; but when it is it should be celebrated. 

Embracing the risks        slide 42-43 
A Pioneer Ministry minister admitted that he didn’t much like change. Despite him working in a 

pioneering context, he said he found change difficult, commenting, ‘Change always brings with it 

challenges. It can be painful.’ However, he also recognised the need for change saying, ‘without it 

[change] we will sink’. 

Change involves risk. Unless the risks are embraced and entrusted to God (hopefully they have 

been instigated by God) we will have a person-made future that ultimately will bear little 

resemblance to the Kingdom of God. However, we should note the difference between ‘risks’ and 

‘issues’: 

 A risk is something that MIGHT happen. An issue is something that IS happening.  

 A risk is determined by conjecture and anticipation. An issue is an actual reality, now. 

 An issue needs to be addressed and a solution devised to resolve it. A risk needs to be 

responded to by putting in steps to prevent it happening and mitigating so the possibility 

of it occurring is reduced or eliminated. 

 Once a risk occurs, it becomes an issue. 

 

The musician and songwriter, Chris Rea, recently spoke on a radio programme. He did a 

reflection on a photograph of motor racing champion and legend, Juan Manual Fangio – a 1950s 

driver many believe was the greatest ever. Chris Rea commented on how in one photo Fangio 

looked so relaxed and focused, despite the fact that he was travelling at enormous speed and 
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engaging in great danger. He wasn’t focused on the trees, walls and grass banks. He was 

seemingly unaware that he had no real bodily protection - he raced in the days before we had any 

safety features. In fact, Chris Rea suggested that he didn’t think Fangio even saw the obstacles 

and risks because he was so in the zone and focused on the task in hand – keeping on the road 

and driving in the fastest way possible. 

 

Might it be suggested that this is how we should be with God when it comes to managing 

change? So focused on what we are called to be and do that we don’t allow the risks to distract?  

 
Read out the story about John Wimber (slide 43) as an encouragement to take more risks. 

 

Developing a theology        slide 42 
One of the vestiges of Christendom has been to make the people of God somewhat risk-averse 

and afraid of failing. Indeed, it might be argued that God’s people should exercise their faith and 

ambitiously push the boundaries, actually planning for failure. We need to embrace the possibility 

of failing – whatever that actually means when serving God - and see it as being something that: 

 Helps us learn; 

 Increases our appreciation of grace and humility; 

 Deepens our relationship with God;  

 Makes us more dependent upon Him;  

 Takes us closer to discovering God’s promised and preferred future.  

 

We are human beings and we will get it wrong sometimes. Furthermore, even when we (and 

those we serve) think we are getting it wrong, we may actually be being obedient to God and 

getting it missionally right. Scripture is full of stories that tell of people seemingly going in the 

wrong direction, doing things in the wrong way and with the wrong people when in fact, they are 

doing exactly what God commanded. Exciting stuff. 

Perhaps we might embrace the eschatological tension of ‘planning for the worst, praying for the 

best’, remembering that what we are about is God’s work: ‘The horse is made ready for the day of 

battle, but victory rests with the LORD.’ Proverbs 21:31. 

Celebrating Success 
If a change process or project is successful, then it should be fully celebrated. This resource does 

not set out ideas for doing this, but there are plenty of possibilities available. Having a specific 

celebration honours those who have worked on the project and draws a line under what has 

been achieved. This creates a new sense of place and culture from which permission-giving for 

the next change process or project can helpfully emerge.  

 

9. Stepping Stones 

This section highlights some technical project management tools that are helpful in managing 

projects and perhaps more complex change processes. They are only briefly considered here. 
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Dependency arrangements       slide 44 
Dependency arrangements identify what needs to be done – and when - in a change process, but 

in a way that acknowledges one step might be totally dependent upon another. For example, if 

you want a kettle full of boiling water, it’s no good plugging the kettle in and turning it on if you 

haven’t put the water in it – you will blow the kettle and have missed a key element in the 

process.  

Effectively managing the change process involves doing the right things, with the right lead times, 

at the right times. Anybody who watches some of the house design or renovation projects on 

television will notice that they often go wrong and overrun – both in time and budget. For 

example, people often don’t order the windows in good time and they then arrive late because 

not enough time has been allocated to their design. This then means the electrics, for example, 

can’t be installed because the property is not water-tight. Installing the electrics is dependent 

upon having a water-tight building. 

Earned value analysis 
This tool is used to measure project performance and progress. It asks simple questions like, 

‘Looking at the amount of work done so far in this project, how much money/time/resources 

were we supposed to have spent?’; ‘Are we spending resources at the rate we should be?’; ‘What 

value of work SHOULD have been accomplished to date?’ 

Earned value analysis helps compare the planned amount of work scheduled with what has 

actually been completed, to determine if the cost, time-schedule, and work undertaken are 

progressing in accordance with the original plan. In other words, it helps determine if we are on 

track with our spending compared to what we thought we would be at any given stage of the 

project, forecasting how the project might end up and when. This enables us to make 

adjustments as necessary to ensure the best possible outcome. 

Stage-gates 
Stage-gates, or phase-gates, are approval points in the life-cycle of a project that ascertain if it is 

appropriate to move to the next stage of the project/work. This is an important consideration 

when managing change. If we move too quickly to the next stage, we may threaten the success of 

the project. 

The gates divide a project up into discrete chunks of work, recognising logical breaks where 

progress can be seen and evaluated. In simple terms, a project should not progress through the 

next gate unless it is deemed appropriate for it to do so. Stage-gates provide a road map for the 

project and work best when the manager/team establish project milestones and quality control 

processes that continually assess and help determine the ongoing viability of a project. Such 

milestones and processes enable us to ask and ascertain if we are ready to move on to the nest 

stage of the project. They consider if the next stage of the project can be approved; needs to be 

changed; or even if the project needs to be cancelled. 

 

10. Next Steps 

This summary section invites participants to identify positive actions and steps they can take and 

review what they have done. 
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Casting nets         slide 45 
Afterward Jesus appeared again to his disciples, by the Sea of Galilee. It happened this 

way: 2 Simon Peter, Thomas, Nathanael from Cana in Galilee, the sons of Zebedee, and 

two other disciples were together. 3 “I’m going out to fish,” Simon Peter told them, and 

they said, “We’ll go with you.” So they went out and got into the boat, but that night they 

caught nothing. 

4 Early in the morning, Jesus stood on the shore, but the disciples did not realize that it 

was Jesus. 5 He called out to them, “Friends, haven’t you any fish?” “No,” they answered. 
6 He said, “Throw your net on the right side of the boat and you will find some.” When they 

did, they were unable to haul the net in because of the large number of fish.       John 21 

This resource draws to a close with the above gospel story. It’s a story that has great resonance 

regarding how we go about managing change and pursuing God’s promised and preferred future.  

Exercise: Read out the story (or ask someone to) - perhaps Lectio Divina style. Invite participants 

to reflect upon what they have heard. Metaphorically ask them to consider (non-judgementally) if 

they: Might need to cast their nets in a different direction or get into a different boat? Might need 

to stop perceiving things from the place of the boat? In their context: who are the fish? What and 

where is the sea? What are the nets? Who are they fishing with? Encourage a time of personal 

reflection and commit all that is said and felt to God. 

Post-implementation review       slide 46 
Exercise: This is an exercise designed to help participants reflect upon a particular item in order 

to begin reviewing their change process/piece of work. Ask participants to name 20 things that 

they might argue are wrong with the design of the Coca-cola can. In view of their answers, ask 

them if the design of the can should be changed? Point out that it is the most successful 

branded item in the world! Something might not be quite right, but it doesn’t mean it is a failure.  

At the end of any change process it is appropriate to consider: 

 Were went well and was successful; 

 Whether or not the piece of work/project fully solved the problem that it was designed to 

address; 

 What could be done better; 

 If things could, or could have been, taken further and delivered even bigger benefits; and 

 What lessons were learnt that can be applied to future projects, specifically exploring if: 

o There are there any gaps and how these might be closed? 

o The goals were achieved? 

o Stakeholders are satisfied with the outcome? 

o The benefit was worth the cost? 

o Further learning and development opportunities have been identified? 

o Any insights can be gleaned about the outcome of the process – perhaps drawing on 

parallels noted from the Coca-cola can exercise. 

It is also helpful to report the findings of any post-implementation review to stakeholders so 

communication is maintained and opportunities provided for celebrating success and learning 

from mistakes. 
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Finally, ask participants to think of three things they are going to do as a result of the training. 

Focus these, so participants commit to precise actions within a given timescale. 

 

11. Closing Reflections 

This section offers three reflective exercises that can be used to close the sessions. 

Exercises          slide 47-49 
Exercise: No Regrets. Read out the quotation from Mark Twain: ‘Twenty years from now you will 

be more disappointed by the things that you didn’t do than by the ones you did do. So throw off 

the bowlines. Sail away from the safe harbour. Catch the trade winds in your sails. Explore. 

Dream. Discover.’ Invite participants to dream a few dreams and reach out to the future of the 

living God.   

Using the template of the hot air balloon found in Appendix 9, invite participants to think about 

answering the questions on the Powerpoint slide; writing or drawing their answers on the 

balloons. They can chat to a partner whilst doing this, or keep it just between them and God. 

Encourage them to take the hot air balloon drawing away with them to reflect on further in the 

coming days. 

 

Exercise: A New Place. The quotation on the Powerpoint slide from Vincent Donovan’s book 

Christianity Rediscovered comes from a young person Donovan was engaging with. It is a 

reflection on how we might go about working in the future; not trying to make people be like us 

and do the things we do, nor settling for doing things how others do them, but rather journeying 

together to a new place God is symbiotically calling us to. Ask participants to think about the 

quotation and identify some of the things and places – potentially beautiful things and places – 

that might need to be let go of in order to discover a new, shared future. 

Have to hand some stones (flattish ones work best) and invite participants to pick a stone or two 

and write on them (using a felt tip or marker pen) the things they have identified as needing to 

let go of. Then ask them to drop their stones into a bucket or bowl of water as a symbolic act of 

‘letting go’. If you use soluble felt tip pens for this exercise, it has an added effect because as the 

stone and ink drop into the water, the ink reacts with the water, dissolving it and washing the 

stone cleaner: an allegorical way of letting go of the old and journeying to a new place.  

 

Exercise: Being Faithful to the Living God. This exercise is based on some theology adapted from 

the Partnership for Missional Church initiative. It’s a response to those who want to stay ‘faithful’ 

to the status quo and an invitation to draw the future into the present. Explain that ‘faithfulness’ 

in ‘Latin’ (western) churches tends to only reference being faithful to the tradition of the past. 

However, faithfulness in ‘Greek orthodox’ (eastern) churches not only draws on past tradition, 

but also seeks to be faithful to God’s intended future, because God is a living God: the now and 

not yet. The people of God participate in that future.  

Pause for reflection and invite participants to have a time of ‘open prayer’ focusing on prayers 

that ask God to reveal the ‘now and not yet’.  
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End with encouragement, thanks and a brief introduction about how Element Two of the process 

works. 

Element Two 

Individual Coaching and Reflection 

Managing change can be a challenging process. Experience (and research) would suggest that it 

stands the best chance of succeeding if training is supplemented by one-to-one support during 

the change process. 

 

Those who attend the training could be offered a series of coaching or reflection sessions to help 

them through the journey and as they discern God during the period of change; between four and 

six, one hour sessions would work well. 
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Sample Sessions 

The following are examples of what elements might be included in a typical half day (2½ to 3 hours) 

training session. 

Session 1: God and an Introduction to Change Management  

Element                        Length  Cumulative time 

Welcome and introductions      10 mins 

Missio Dei and Dwelling in the Word    20 mins  30 

Biblical images – do exercise     15 mins  45 

Kingdom dynamics       10 mins  55 

Aspects of Change – do exercise    15 mins  70 

Break        15 mins  85 

Heifetz: technical and adaptive change – show video  20 mins  105 

How change happens – do exercise    20 mins  125 

Bridges: 3 stages of change     10 mins  135 

Consequences of not changing – do exercise   15 mins  150 

Closing prayers/reflections – No regrets exercise  10 mins  160 

Session 2: Communication and Overcoming Resistance 

Welcome and introductions     10 mins 

Lewin: unfreeze, change, refreeze – do exercise as devotion 15 mins  25 

ADKAR – do exercise      20 mins  45 

Developing a communication plan – do exercise  20 mins  65 

Win/wins – do exercise     15 mins  80 

Break       15 mins  95 

Cycles of reinvention        5 mins  100 

Inclusion – do exercise      15 mins  115 

Beckhard and Harris      10 mins  125 

Diffusion of innovation – do exercise    10 mins  135 

Developing an effective change team – do exercise  15 mins  150 

Closing prayers/reflections  - A New Place exercise  10 mins   160  
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Appendix 1 

Dwelling in the Word 
This process has been developed by Church Innovations (www.churchinnovations.org) as a 

practice of missional churches. We use it today to help us listen to one another and to God. 

We invite the Holy Spirit to open our ears, hearts and minds. We listen to the passage read 

out loud and notice where our attention is drawn – a verse; phrase; or single word. We then 

remain in silence for a minute or two, staying with the place in the passage that stood out for 

us.  

After this the Lord appointed seventy-two others and sent them two by two ahead of him 

to every town and place where he was about to go. 2 He told them, “The harvest is 

plentiful, but the workers are few. Ask the Lord of the harvest, therefore, to send out 

workers into his harvest field. 3 Go! I am sending you out like lambs among wolves. 4 Do 

not take a purse or bag or sandals; and do not greet anyone on the road. 5 “When you 

enter a house, first say, ‘Peace to this house.’ 6 If someone who promotes peace is there, 

your peace will rest on them; if not, it will return to you. 7 Stay there, eating and drinking 

whatever they give you, for the worker deserves his wages. Do not move around from 

house to house. 8 “When you enter a town and are welcomed, eat what is offered to you. 

9 Heal the sick who are there and tell them, ‘The kingdom of God has come near to you.’ 

10 But when you enter a town and are not welcomed, go into its streets and say, 

11 ‘Even the dust of your town we wipe from our feet as a warning to you. Yet be sure of 

this: The kingdom of God has come near.’ 12 I tell you, it will be more bearable on that 

day for Sodom than for that town.  Luke 10  

We each find a person in the group whom we might call ‘a reasonably friendly-looking 

type/stranger’. 

We listen to that person as he or she says what they heard in the passage in a particular 

verse, phrase or even single word. They may mention something they’d never heard before, 

something odd or something comforting, or something about which they’d like to ask a Bible 

scholar. 

Listen well, because your job will be to report to the rest of the group what your partners has 

said, not what you yourself said. Some people might want to take notes to help them 

remember. You introduce your partner by name to the group and share what you heard them 

say, each one takes their turn when they are ready to speak. 

We might then develop a conversation around what God is saying to us today from the 

themes arising in the group. 

  

http://www.churchinnovations.org/
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Appendix 2 

Core Values List 
 

The following is an introductory list of core values an individual, organisation or church may 

encompass. The list is not meant to be a definitive collection of values. 

Authenticity 

Achievement 

Adventure 

Authority 

Autonomy 

Balance 

Beauty 

Boldness 

Compassion 

Challenge 

Citizenship 

Community 

Competency 

Contribution 

Creativity 

Curiosity 

Determination 

Fairness 

Faith 

Fame 

Friendships 

Fun 

Growth 

Happiness 

Honesty 

Humour 

Influence 

Inner Harmony 

Justice 

Kindness 

Knowledge 

Leadership 

Learning 

Love 

Loyalty 

Meaningful Work 

Openness 

Optimism 

Peace 

Pleasure 

Poise 

Popularity 

Recognition 

Religion 

Reputation 

Respect 

Responsibility 

Security 

Self-Respect 

Service 

Spirituality 

Stability 

Success 

Status 

Trustworthiness 

Wealth 

Wisdom 
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Appendix 3 

Brueggemann’s Analysis of the Psalms 
 

Orientation Psalms talk of everything being ordered and right in the world. Everything makes 

sense and life is not threatened or troubled. We know who God is and where He can be found. 

For example: Psalms 8, 37, 111 

Disorientation Psalms remind us of storms and discontent in life, which cause us to feel stuck in 

a pit or confused. We might we unwilling to admit to these problems and frequently seek to 

dismiss them, which ultimately compounds our problems. God is often hard to find and we can 

feel abandoned. For example: Psalms 13, 51, 143. 

Reorientation Psalms speak of the joy and thanksgiving that arise as we are delivered from the 

pit of despair and uncertainty. We easily recognise God’s grace in our lives and the path set for 

us. For example: Psalms 23, 66, 103 

 

Based on Spirituality of the Psalms (Brueggemann 2001) and adapted from: Youth Work After 

Christendom (Pimlott and Pimlott 2007)  

Orientation

Disorientation

Reorientation
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Appendix 4 

 

Change Quotations 
 

The 20th century was about rows, the 21st century is about circles - Peter Hyman 

There is nothing more difficult to take in hand, more perilous to conduct, or more uncertain in its 

success, than to take the lead in the introduction of a new order of things. Niccolo Machiavelli 

 
"I am always doing that which I cannot do, in order that I may learn how to do it" - Pablo Picasso 

 

Out beyond ideas of wrongdoing and rightdoing, there is a field. I'll meet you there. Rumi 

 

There has been a paradigmatic change in the fundamental way that people understand and encounter 

the world. We can describe this shift as a move from a Paradigm of Authority to a Paradigm of 

Participation.  Matt Valler, The United Bible Societies, Alchemy Project  

 

“At four in the afternoon I submitted to ‘be more vile’ and proclaimed in the highways the 
glad tidings of salvation” John Wesley  
 

Purposeless changes engage in an activity called ‘this is the way we’ve always done it’ Thom Rainer 

 
"Preconceived notions are the locks on the door to wisdom"  Mary Browne 

 

Twenty years from now you will be more disappointed by the things that you didn’t do than by the 

ones you did do. So throw off the bowlines. Sail away from the safe harbour. Catch the trade winds 

in your sails. Explore. Dream. Discover.    Mark Twain  

 
"Never doubt that a small group of thoughtful, committed citizens can change the world; indeed, it's the 

only thing that ever has"  Margaret Mead 

 

"We cannot solve our problems with the same thinking we used when we created them"  Albert Einstein 

 

'The people who are crazy enough to think they can change the world are the ones who do' Steve Jobs 

 

'Take the first step in faith. You don't have to see the whole staircase, just take the first step' Martin 

Luther King 

 

“The secret of change is to focus all of your energy, not on fighting the old, but on building the new” 
Socrates 
 

Either you're an agent of change, or you're destined to become a victim of change. Norm Brodsky 

 

Change is difficult Not changing is fatal ... Anon 

 

"If you do not change direction, you may end up where you are heading"  Lao Tzu 
 

'Progress is impossible without change; and those who cannot change their minds cannot change 

anything.' George Bernard Shaw 
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Awareness

Desire

KnowledgeAbility

Reinforcement

 

Appendix 5 

 

ADKAR  
 

 

 

 

Brief description of the change 

 

 

Awareness of the need for change? 

 

 

Desire to make change happen? 

 

 

Knowledge about how to change? 

 

 

Ability to change? 

 

 

Reinforcement to retain and sustain the change? 
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Appendix 6 

Asking the right questions 
 

Where are we? 

Whose are we? 

What’s missing?  

What can’t we ignore? 

How else might we think about this change? 

What do you really think?  

Why do we have to do it like that? 

Who else needs to be involved? 

How am I doing?  

How are we doing? 

What is the problem you are trying to solve? 

What is the risk of not changing? 

If I wait long enough, will the change just go away? 

What are my choices during the change process? 

What are the potential consequences to me of not changing? 

What are the benefits of supporting the change? 

Who will benefit from the planned changes: people in church; people outside the walls of worship; God? 

What if I think they are fixing the wrong problem? 

What if they have tried before but failed? 

Why is change happening now?  

What is the rush for me? 

What are your questions?  

What is God doing? 

Where might we look for answers? 

What will change mean to me? 

What are the benefits of supporting the change? 

Have I got compelling reasons for this change? 

How can I best communicate why change is happening in a convincing manner to people? 

How can use compelling stories to build a case and framework for change? 

What’s the best way for me to establish a sense of urgency? 

Is God calling us to stop, cancel or cease something? 

With the reasons for change, can I paint a picture of what success will look like for people, my 

church/organisation? 

What are the barriers and implications to a successful implementation of this change? 

Who will feel threatened by this change and how will I deal with their concerns? 

Who are potentially the supporters of this change and how can I leverage their support? 

What good and healthy things might God be asking us to prune? 

What do I need to do in order to let the key supporters of this change help drive the change with me? 

What are the resources readily available for the change and how am I going to utilize them to include and 

involve everyone that the change will affect? 

Do I need to bring in an outside party to help with the change and why? 

Can I communicate bad news if I have to?  

How is God sending us? 

Will I be generous with the time and effort that I have to handle this change successfully?  

What can I do to keep the information flow frequent, timely and clear to all stakeholders? 

Will I and the other leaders involved be visible leaders?  

Am I willing to explore resistance to change and find good solutions accordingly?  

Are the changes proposed going to support God’s mission? 

How can I motivate and support people during this change? 

What hunches do we sense in our spirit? 

How can I arrange for people to be coached and supported during the change? 

Have I incorporated new values and attitudes to weave into our culture so they are embedded?  

How do I review the change and capture any lessons learned? 
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Adapted from various sources. 

 

 

Appendix 7 

Change Agents 
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Appendix 8 

Generational Dynamics 
 

 Traditionalists 
b. 1937-1945 

Baby 

Boomers 
b. 1945-1964 

Generation X 
b. 1965-1976 

Generation Y 
b. 1977-1995 

Gen Z 
b. 1995 

Core Values Respect for 

authority 

Conformists 

Discipline 

Optimists 

Involvement 

Skepticism 

Fun 

Participation 

Informality 

 

Realism 

Confidence 

Extreme fun 

Social 

Achievers 

Practical 

Tolerant 

 

Work Ethic Job for life 

Know their place 

Duty and pride 

Do what they are 

told 

Don’t complain 

Sacrifice 

Workaholics 

Personal 

fulfillment 

Work to live 

Self-reliant 

Disillusioned 

Work/life 

balance 

What’s next 

Multitasking 

Fuse work and 

lifestyle – focus 

on lifestyle 

Smart 

Uni 

Educated 

Flexible 

Leadership 

Style 

Directive, simple, 

clear 

Demands 

respect of 

authority 

Hierarchical, 

collective 

mindset, 

measured 

Expects 

respect of 

authority 

Fair, 

straightforward, 

collaborative, 

experimental 

within 

boundaries 

Reluctant 

respect of 

authority 

Innovative, fast-

paced,  

Short-term 

focus, 

Challenging of 

authority 

Creative 

Ambitious 

Hyper 

aware 

Pioneers 

Family Traditional Disintegrating Latch-key kids Merged and 

blended 

Mixed 

Communication Memo and dial-

up phones,  

Touch phones, 

desktop 

computers, fax 

Mobile phones 

and email, 

laptops 

Internet, 

pictures, social 

media, pads 

Digital 

Interactive Style Obedient to 

authority 

Team working Participative Entrepreneurial Deeply 

involved 

Relationships 

and 

Engagement 

By appointment In person Direct and 

immediate 

Social media, 

electronic 

Don’t 

talk, app 

Learning 

Preferences 

Instructor/tutor 

led 

Lecture 

Guide/workbook 

Hands on 

application 

Powerpoint 

Discussions 

Icebreakers 

Sharing  

Books 

Experiential 

Visual 

Modularised 

Active 

Interactive 

Self-study 

Webinars 

Short sessions 

Technology 

Google 

Multi- 

tasking 

Digitally 

reliant 

Smart 

 

 

 

 

 

 

Adapted from various sources and generalised indications rather than factual certainties. 
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Appendix 9 

Hot Air Balloon Template 

 


