Chapter 7: Cultural Cues in Narratives

The thrust of this chapter is to investigate the caltpatterns that make each church
unique and in doing so determine the usefulness of the dlénsafor unearthing the essence
of congregational renewal. Culture concerns the pattefnnteraction between individuals
and within the groups studied and the meanings the membirsse cultures attach to them.
The cultural lens is not so much a theory that cavebiéed but a method that illuminates the
unigue features of a group’s shared experience. We areufsyikkeen to see what insights
a cultural perspective gives about the nature of the clithenges that have taken place
within these communities. However, just as culturesndelves are unique, so the categories
used for analysis may differ from one setting to thet.nélhe data supplied from those who
inhabit the culture must govern the analytical grids eygoloto understand the culture as a
whole (Schein: 1985, 44). The focus cannot be determinadvance despite any historical

similarities that these churches may share.

As noted earlier, the value of cultural typologies Bsytlenable an observer to grasp
something of the whole of a culture in relative simipli@nd thereby discriminate between
cultural types in terms of variables such as the fodukenleadership and the nature of the
membership task. At the same time it is possibleutiinchearing the stories shared of life
within the selected churches to identify the unique vaares assumptions underlying each
culture. Other features that can be discerned witheh @arrative include evidence of the
strength of the culture with respect to the uniformityhe values and the areas of the culture
that hold dissenting values and viewpoints from the predkmhior leadership group as well
as the nature of change strategy employed by agents arsyrtibols and artefacts that are

used to regulate or modify the culture. A cultural intagiren of each narrative follows.
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Carinia Downs Circuit

Pressure from Externals

This church has been under some pressure over thebyganet due to factors in the
demographic shifts within the wider community so muchthes pressure exerted from the
denominational church in the regional centre. Thss teanded to result in Carinia Downs
being a church with more of a legalistic and separelirsate than they may have preferred.
A former pastor attempted to introduce a dance into timalsroster of the church.
Unfortunately an incident occurred during the evening wbime uninvited guests. The
upshot of this was that the pastor was warned at thena meeting of the denominational
elders and pastors that he would not be able to speh& et¢dional church youth camp “until

he asked for forgivenesgHarvey) and promised to curtail such activities in the future.

Vague Recollections

It was remarkable the very few incidents or stotfied were shared about the previous
history of the church in contrast to the fulsome nexfees to the current pastorate. Most
incidents were passed over in a couple of sentences. p&stors were mentioned by name
and then, only in mediocre terms. The previous past@raeme Mcleish was disparaged as

‘a city boy'. One old timer recalled the immediateopipastor saying ...

‘He had the cheek to ask me if | could cut his wimdhim. Why can’t he cut his

own wood?'(Rob).

Another who was well loved during the eighties had atgbastorate by virtue of suffering a
nervous breakdown related to a health crisis in his tammly (Harvey). Even negative

events were not elaborated by the tellers. Soméidaravidently left the church finding the
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legalistic emphasis of the elders difficult to toleratel a couple of families who wanted to
see some more vitality in worship left for a chaasimchurch in the nearby regional centre in
the middle of the 1980@®Bill). Impressions as to the underlying issues and details wgue va

By and large, the church did not have a negative reputatidthe community despite its

separated mindset. It just kept to itself and had liglevance to the ebb and flow of wider
community fluctuations. The paucity of vital recollecis serves to define the model of the
church here as typical of Becker’'s ‘house of worshipdelaas the influence of the church
was only upon its own members and there was littlenection between the ministry of the

church and its normal patterns of living.

The climate in the church was one of a stabilitgt tbordered upon stagnation with
very little anticipation of growth or positive chang€irst impressions of the present pastor’s

wife are significant in this regard.

Another impression | guess | had was a fairly staightry church where not a lot was
happening. Probably reminded me a lot of the churebw gp in, but a lot less young
people. And it was you know, one of the things thigks in my mind is the number
of membership hadn’t changed for years, they haddt dny baptisms for a long time
and it just seemed to be a point of just plateauYou kind of had your impression
that the Baptist church needed a bit of life. ... It Waml of this impression that the
church is pretty staid and needs a bit of life inWe also had the impression that they
didn't mix a lot within the community as a church, rihgust didn't seem to be a real

positive flavour in the community of the chur¢hisa)

The church was ‘doing well enough’ to keep the circuit isesvgoing for the scattered

devotees. None of the pastors seemed to have challehge mental model of church.

24¢



Where there was little sense of purpose in missionnahc great deal ventured, there were
few stories to tell and not a great deal of signifieamcthe life of the church community in
comparison to the pressing issues to do with rural suinmvle world beyond the walls of
the church. Longer-term members spent a great deal tmzeeelating details of life events

and personal crises that had no connection with thecktwhen it came to the former era.

Pillars of the Church

Another connection between context and church cubase to do with the power
exerted by at least one of the elders. Two of tHerslare successful crop farmers. One of
the most dominant members father was responsiblbuitding much of the infrastructure in
the area including a cannery for citrus growers and hpldiominant roles in the relevant
associations. The father’s reputation was one o¢lilgérent manager that was not to be
taken lightly. He was known as ‘the Squire’ throughout district (Gale). Such was his
unofficial but very real influence. And likewise thenscarried much of that stature into the

church on the back of his economic credentials. Whss evident in church meetings.

When he (the son) spoke, even though he wasn't ag aasis dad, it was as good as

done. There wasn't a lot of democracy abouf@ale).

No one would contradict these elders. There was angdthistorical-cultural reason lying
behind what a family systems lens would regard as ‘fusiorenmeshment’. Again, details
of the actual behaviours of these church leaders weseces but there was simply a
recollection shared by most that there were diffedentls of authority, influence and
deference within the group and that a legalistic mewntatcompanied this influence.
Nonetheless the church was still regarded as beindoesal, conservative or legalistic than

the leading church in the district in the nearby redioeatre.



Climate Change

The paucity of stories and enthusiasm about their ativiie history therefore stands
out in stark contrast to the description of the pregeriod. All participants with the
exception of those who have come into the church duhegresent pastorate speak of the
contrast between the climate of the church of the¢ @ag the present. Individuals speak of
the change in their own attitudes that have happenedftensthe legalistic and separated
mentality. The introduction of the Mcleish Familyusiformly attributed as the cause of this

change.

When | look back | think it was a bit like Jewish lamva sense, keeping the laws.
Look I'm not saying, to me it felt very spiritual ahdelt at that time probably it was
the most spiritual church in the town and | still bediethat. ... Certainly the
Mcleishes have made one heck of a difference. elh@rst so much, I've got to say it
there’s so much love and care in the place, you kAol. it was always pretty good.
I’'m not saying it wasn’t. But | don’t know it just e@s to be so much different now.

(Harvey)

The major consequence has been that the church taless aetached posture in
relationship to the mainstream rural culture around th&his involves not only participation
in organizations and societies but being equally open abeutallegiance to the church and
Christ. Examples were shared of members who oncedwmiilmiss a church service out of a
sense of duty, choosing instead to reciprocate hospitain workmates on a Sunday out of

a deliberate sense of ministry.
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| believe 1 am out there with the community, non-Ciiais friends, people see me for

what | am; a Christian. And | don’'t hide any oath believe what | am supposed to be

doing as a Christian(Bill)

This climate is largely discerned through the uniquely oppaces and vital

interchanges that occur in the Sunday morning worshiicesr

I think [it's] fairly relaxed and open, just in terna when people come in. There is
very much an atmosphere of isn't it nice to be hekainen we do have, you know
Graeme’s preaching or someone is saying somethingeufpant there is a freedom for
people to respond from [where they are] sitting dovinickv you don'’t get in a lot of

churches and some people probably get a bit of a shauktliat. But there is often a

lot of laughter in the services, which makes; | tdmow sometimes | think maybe it's

a bit sacrilegious. | don't know(Lisa)

The style and tone of worship tends to reflect theesbf the members in this new era. The
values of normalcy and relational warmth pervade theathespecially when it meets for

worship times.

I had the idea that a few people went to church abddyelse did. We have such a
lot of people and we have quite a lot of what | caigle men, which doesn’t mean that
they are not married, but they come to church by theesand you always have this
concept of church being a few little old ladies andeeglly lately the young people.

And in that the church has changetlelén)

And this has become a value that transcends appreca@tidre Pastoral family. Concern

about the McLeishes eventual departure was universaltgdly all who participated.
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| have often though to myself what would | do if Greeand Lisa left and we got
some very stiff staid sort of a minister who onlgnted to have the hymns out of the
green book and all the rest of it. What would | dd ahere would | go? And would |
stick with it, because you don't just walk out of a clubecause it's not what you
want. But on the other hand it could lose all it$ptaof its attraction for me anyway,

the joy of it. | just look forward to going to chixc(Helen)

Decision-making was also a feature of the church vidyem@embers were pleased to
see that the church was able to sort out its diffe®m@mnd come to consensus. Even those
who were adamantly opposed to recent major decisions asithe new building program
were open to persuasion and could change their view whem ghe right information.

Differences do not fester into dis-fellowship.

It is evident that any separated or legalistic spag left the church and in its place a
significant culture change has taken place at the deepesdt Once known for its social
distance and judgemental posture toward other churches;hilnish now is regarded well.
Also it is known for showing hospitality to case aftase of outcast from other Church
circles. One such moving account is of the wife paator, shunned by the other churches of
the same denomination in the district after having ageously pressed charges against her
pastor husband for molesting their teenage dauglftéssiard, Graeme, Lisa). Lisa Mcleish

shared the story and this outcome.

| think there are probably still, even within our chutblere might be one or two who
don’t quite know how to handle the situation. Buttloa whole she is very loved, very
supported and very much apart of our church and probablgfadhe hardest working

people with relationships. She loves people, cares gimmgie. For someone who's
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come from a background like that, that part of herditggaand reconstruction have
actually created her to be such a caring person. sknae she projects that onto the
church, so her caring, loving attitude she just desisthat's what the church is! But |
think in a lot of ways that's her response to whe ¢thurch showed her. Whether
that's how everybody believes that but because that'd sl received then that's

what she would recognise the church as being. (Lisa)

The transformation of Deaconess Helen Elvery is §gdehmatic. She came into the church
very reluctantly and timidly on a friend’s invitationFor many weeks she left the services

quickly to avoid contact. Eventually she came to hafegtla of her own.

Look she came along, she was baptised on a coldinfgeemrning at the lakes up
there. ... But she came along to bible study and she wwarddly open her mouth.
Now she is doing a group with Graeme. Look she getand she’s even, has she done
communion or part of it. She is taking part in thevise, she reads and oh fair dinkum
nobody else knows. | call her miracle but she knawegsl&now but fair dinkum if you

want to see a change in a person, wttarvey)

Some members attested to the change in themselveghbrabout with such human tragedies
from a judgemental posture to one of compaséitoward). By allowing themselves to be

vulnerable and the recipients of the care of the mesnbiker a torrid former pastorate, the
Mcleishes have set a cultural pattern that has pertheai® encapsulated the culture of the

church. The church has become largely characterizéuadyirtue.

Assumptions

The church therefore operates as an egalitarianyfamilhey have moved from a

passive acceptance to an active posture in the commuR#yher than taking an aggressive
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or a competitive stance they have found an appropriatBe nithin the churches.
Relationships are collaborative and a collective algwntis still evident which has persisted

from former eras.

The change of climate within the church Carinia Dev@ircuit has uniformly been
attributed to the influence of the Mcleishes and tiamous talents. This is not reducible to
their age or the fact of their musical family, noreewheir participation within the cultural
organizations within the district. The church had yopagtors before, including one who
was active within the theatre guild and other orgammati But, somehow the Mcleishes
have managed to enable the church to see these coasagtnatural outflow of their faith. In
the past such contacts were shunned especially by @ldédefigures within the church.
Many citations particularly from Graeme Mcleish hithshow a propensity to comprehend
the local culture and the rural mindset and to integtasewithin the framework of a biblical
faith. This resonance has been returned with amdn#ming generosity of spirit toward the

pastor. He recalls the therapeutic impact of most &spéthis culture.

I was looking for a place that was 'peaceful’. | Vea&ing for a place of healing. A
place where people would accept us and uhm ... | wouldn't featry to hard and
uhm, | felt this was a stable and easy going, communit But I, | expected that
people would come to faith. | had great confidenoexjzect that. Uhm ... | always had
experienced that in every other pastorate | had besimae my first. Because people
... do come to faith if you love people and the acceptaheghat they are and that's
what people do. And I also intended to missionafmhat is, to learn the culture. |
assumed | didn't know anything. So | started reatiie Weekly Times and listening
to the Country Hour. And uhm when | read up on ruraligtiyy there wasn't much

about. (Graeme)

252



A critical aspect of Graeme’s capacity to resonatdentically with the congregation
shows up in his attitude to ministry both within anddre)the church. To this extent he has
employed the change agency style of modelling the assumpgt® wishes to develop within
the congregation concerning the purpose of the churclef8d®990, 136). Correspondingly,
he was determined not to retrace the steps or remftte mental models of classical
evangelical teaching regarding salvation and sanctdcatbut build in a corrective more
incarnational theological perspective. He sought to ktildly and show how these people in
this rural context could flesh out their faith beyond thalms of church’s interior life. This is
also reflected in his weekly column in the local newspahat had a decidedly non-churched

audience in mind and avoids the clericalisms for whigih £olumns can be known.

This concern for cultural resonance comes from acpiat theological outlook on the
place of the culture in God’'s scheme. The pastor’s pimgdere is a significant window
into his assumptions and the course upon which he hasicasly set the church. He has a
‘gospel’ that postures God’s interest and focus not ‘agamure’ (Kraft: 1994, 104) but
‘above yet through’ the culture (Kraft: 1994. 114). As regatidspheaching he shared the

following among many insights into the presuppositions uyidgrhis homiletic practice.

| really preach the idea that uhm, ... our job is to chahg world and make it a better
place. | don't believe we are to snatch people frarjatvs of hell and prepare them
for heaven. Uhm my pet hate song is ‘this worlchas my home, I'm just passing
through’. The way | parody that is, we used to sthgs ‘world is not my home, | am
just passing through, | won't be here that long, sonltccare what | do’. That's the
theology that has prevailed in many places. ... And letstdnd that kingdom

eschatology stuff being not about pie in the sky whendje, but about what we are to
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work towards is in our own communities. When | résaiah 65 or 2 or 11 and all
that, | see its about the here and now. They're ataoial equality, ‘bout living with

nature, about living with snakes and not killing thall 'the asp shall lie down with

the child'. | see that's a kingdom theology of kieee and now. ... | hope that comes
out in my preaching and rubs through a bit. ... The diiiag | felt very strongly
about is that ... | wanted to preach about things fromddgrio Saturday and not

things about the church. | made a deliberate policyton@reach about the church. |
think that ministers live in the church and think abthat all the time but their people
don't think about it all the time. My interest isatlpeople live in the world and we
should preach about that. | don't always stick to. that that's what | attempt to. |
have comments that people say that the preachingnsusb more relevant than what
they're used to. They don't particularly care ‘whatnection Timothy had with

Epaphroditus'.

And speaking of the weekly newspaper column in ‘The Cdutibe same

commitment to a kingdom of God in rural guise comes thrstigimgly.

Writing the column in the local paper has been extremelyhelpful. There is a

number of people in the church that first came to theath uhm, because of that
column. My policy has been, now ministers have bedémgrcolumns in local papers

for hundreds of years. And the people in Carinia #ag,other ministers cannot read
through each other's column they are so boring! Howal write a column that is

interesting to people? You've got to write sometl@abgut what they care about and
that doesn't preach at them. | want a reader ooheert. | try to write things that are
topical and aren't full of God talk. | never use Rililireferences. If | ever do | say
‘the old Book' or something like that , or 'the dus of the ages says'. | try to
absolutely avoid all clichés. And write about thingattpeople can relate to, families,
work etc. Sort of everyday spirituality is what literabout. ... And , meet people all
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over the place that tell me that they read it. rjittdb write about farming as often as
possible; the family farm. 1 try to be pro farmer.try to put a defence of uh good
farming against industrial farming as they call ittried to make a stance there as a lot
of farms are getting bigger around here. But | demit to be painted as a ‘Greeny’
either, as that will lose my farm audience. Anchid found that there is so much in
the Bible that relates to farming and they've ndagard a sermon on it. For example
there's a verse in proverbs that says "Take carewf fjocks, pay attention to your
lambs" and then it says "For then your fields willdbessed and your servant girls will
drink milk" etc. etc. uhm | stood up one day and s&ld one ever speaks on this
except as a parable of the church in which the flocthéschurch and carer is the
minister. But this is for farmers."” This is saying Wwave a responsibility before God to
look after the livestock we have in our care. Andséd the illustration of the old bloke
in the church who uhm neglected his sheep and heamentlay and most of them had
died of fly strike in terrible agony. That is agstirtsod's word and you never hear of

sermons on this(Graeme)

Many other rich examples exemplify Graeme’s hard warlttempting to contextualize the

faith without distorting the message into an inculturaiadtature.

| did a series on agricultural metaphors of the Biloie htalked about the yoke, and |
talked about the harvest and about sowing. Before @aelof those | read up the old
history books about how they used to do it here, andt whmeant here. | went
interviewed old timers. | said "what was it like do it first, or what was it like to
drive a sixteen team yoke of horses?" And | couldeshhat in a sermon, and that
really struck home, because people's history runs deepdrt they love it. It's a sign

of respecting them(Graeme)
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The match between pastor and church is universallyoweld by pastor and church family.
So much so that when the family took study leave inydwr 2002 the church although
experiencing the hardship of severe drought secretlydrais$2000 gift as a token of their
love for the Mcleish family. From Graeme’s part despiis urban working class origins,
there is much to suggest a convergence of values betvresalf and the church contribute

to the capacity for the church to absorb the changémb wrought.

It suited me, | must admit. I'm not very cultivatechlist admit. A lot of things about
the country really suited me. Its just sheer sereydipihe same thing | did in the city

created great dissension. But here they loveflGtaeme)

This ministry is sufficient to satisfy his creatibent for over the last decade and into the

present.

The Cultural Surface: Artefacts

Two particular constructions emerge from the life led thurch that are noteworthy.
One is that the pastor involved the church in hi¢ fiesar in the construction of a purpose
statement for the church. This was a large documextttdok several sessions with the
keener members to construct. It was revised andestemttnearly a year later. However, it
has since been lost from view and even the pastordii@xiiity locating it. As such this
formal construction of the espoused mission of the ¢hhas had nothing directly to do with

the direction or decision making of the church in angtiomal sense.

Due to the upsurge in numbers and general optimism thehclemnbarked upon a
clever redevelopment of their property that almost dautile seating capacity of the church.

It involved switching the main worship area, a smadlysseat auditorium with the church
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hall that abutted the rear of the auditorium and was atgghtby a small kitchen. Exterior
toilets were also demolished and brought inside lifting @imbiance of the whole complex
markedly. Within the auditorium a large kitchen and sgrwesre constructed in the worship
space to one side near the rear along with new ifieee for the pastor and equipment. This
was primarily to facilitate the café’ church ministaypd other performance related services
within the community. Remarkably although these retiona were well underway during
the month when the first interviews took place, tlgy not rate any significant mention
despite being the first major construction the churachdrabarked upon since 1961, the year
when the church manse was constructed. While faiitasuccessful ministries of the
church it would appear that it is the ministries and mobdhe church itself that are the
significant locus of meaning for this people. Thesefacts then are purely pragmatic means

to an end rather than symbolic of the life of tharch.

Other Paradoxes

On the other hand, it could well be that the succedsdsGraeme has brought have
been paradoxically, self-defeating. In a curious iroingesthey have not had this sort of
influence or missional success before the church isrMiamiliar territory. The members now
depend upon Graeme to take the initiative. Consequenittitive leadership is in short
supply. It is as if the culture actually while reconsting lives also tends to deskill in terms
of the generation of leadership and initiative, the degtlsharing, the breadth of worship

experience and in conflict resolution.

But | think on the whole the love that they experiemgthin the church and the
acceptance, | think they would probably put a theolodmalon that and recognise it
as God. There is certainly not that from most disenot that commitment of like

church on Sunday. That is our biggest priority, justaféew but not a lot. It would be



a priority if there was nothing else but it is not Haene duty as it was in the past. You
don't allow anything to happen on a Sunday so that gao go to church. Well
probably most people in the church would come most ofirtte but every week there
would be several away. ... [We have] supporting loving peopteyou need more than
that. Which is probably in one sense up to him togdédethe leadership to and give
them opportunities to work on it but | think a lot oflibes also come back to the fact of
personality, whether you are a person who is preparedake the leadership
responsibility. Maybe it comes in the training, mayie haven't really trained our
leaders. We've just expected them to jump ifhat's what the mood becomes, it's a
joyful, happy we can laugh with each other. We doaitento be strait-laced but then
sometimes you think well does that help us to focussod but then you think well
maybe it does. Maybe that's what God is wantinghatrhoment is to know that we

can be that way(Lisa)

Love can be demonstrated in pragmatic ways but real medrdesclosure is rare despite the
relaxation of formality. Likewise this mood also dento deskill the church in handling
irrational levels of conflict. One such case of amack upon the pastor's wife and a
dangerously neurotic member had to be suppressed for "asneThe pastoral couple

believed the church simply would not be able to cope sutih distress.

I don’'t know that the church knows really how to Ide&h conflict because | don't
think conflict has ever really been perhaps airedl @m't think they have had a lot of
conflict, certainly since we have been here. You ge underlying things
occasionally, but strong conflict, or a poisonous sibualt don’t think they have really
had to handle, wouldn't perhaps know how ... | don't khihere is an openness to

handle conflict. Let's face it. Who of us like if2isa)
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This lack of conflict may not only be a sign of hbdiiut also a phenomenon peculiar to the
culture. The pastor himself wondered if the rural mindsetf deep down acknowledges that
in their vulnerable situation members are reluctantigk alienating those whose economic
generosity they may later have to depend upon. Thereriainly evidence that this could
have been the case once under the influence of “theeSand son”. In a situation where
economic position is fragile to begin with, where opsidor change in one’s lot are very
limited, one would learn to be satisfied with less tideal social arrangements as one has
with the state of the local industry. Such a learnegli@scence to the powerful naturally
leads to a resigning posture toward the dominant commieaitier, whether within or beyond

the church.

A Narrative of Cultural Change

As a narrative the Carinia Downs is a straightfodhaffair, not of a transformation so
much as a full-blown development of existing culture.a kense the reciprocation of care and
concern of the congregation to the Mcleishes is aaoasm of deep-seated rural values.
Having respected this culture and proven himself an autheatson, he has assisted church
to be culturally reinforcing rather than counter cultuthe morale and enthusiasm for the
church has increased and its place in the communitypémas affirmed. That this change is
developmental does not mean that it is not significarite church that once looked most like
a ‘house of worship’ had moved dramatically toward bengna ‘leader’ church with the

intention to have a wide and respected influence in loctl and ecclesial contexts.

In terms of Schneider’s typology a simplified naiu@tcould be that the church has moved
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(1) Weak Control Culture¥Visible in terms of the strict adherence to behawviand
belief codes, the subjection of former pastors toréiggonal church influence, and
the rigid personalities within the church that reflecteat position and a theology
that reinforced separation from the wider community atieer Christian groups.
This however was resisted by the stronger charaictéhe church and resented by
others who chose to leave at certain points in twhen the controls became
intolerable. The lives of the members had to canftw the culture jarring ideals,
such as bearing a bold witness and abstinence froneiwee pursuits of the
surrounding culture.

(i) A Strong ‘Collaboration’ Culturehas replaced this with a thankful relief at the
removal of guilt and an affirming healing culture. Thss Supported by an
ideological broadening which removes the barriers tatipesnteraction in the

wider culture and affirms the whole of the church’sdifeworship of Christ.

Schneider’s ‘possibility-personal’ or ‘cultivation’ ¢ufe is another option to consider
when locating Carinia Downs as a distinct organizalibype. But although there have been
deliberate attempts to spur individuals into ministry respmlity, these have not been
particularly successful. The pastor himself is governedenby ideals rather than actual
reality despite his ‘missionary’ approach to learn ¢lesting culture. He it is who has the
vision to see the church as a catalyst in rural raheWhis description could apply to him as

a religious steward of a ‘cultivation culture’.

Religious stewards focus on catalysing and cultivagirayvth and development among
their people. They strive to help people fulfil their gmtial, particularly spiritual
potential. They focus on people’s inspirations and aspirs, and herald ideals and

higher-level purposes. ... This occurs both in the stéwansdn organization and with

26(



outside constituents. ... The culture is value centreduégabnd the value of people
hold sway. Self-expression is highly encouraged,edd®urished. People are given
every opportunity to be all that they can be, to be pdgsits. They identify strongly
with their organization. ... People know or believe ding when there is a
connection between what they value and reality; wiibat is espoused is put in to

operation. (Schneider: 1994, 121,122).

In like manner, there has been no resistance ten@'a broader, more incarnational
presentation of the Kingdom of God. This would suggesttti®pastor’s style of change has
been more one of ‘absorption’, to quote Bate’s categprachieved through an ‘educative’
approach of Graeme in the role of the change ageniv fégures and expressions have been
brought alongside the old forms that have fallen awéys @ecline was largely as a result of
these forms being alien to this culture. Thereforg tia not been reinforced over time. The
weakness of the control mechanisms has given waydgenainely indigenous expression of

the faith of the members.

Yet the drawback with this category is that themoisvidence that the members have
willingly or consciously changed due to the acceptan@ngmew set of assumptions such as
a redefinition of their gospel. The pastor has begalved in significant meaning-making
endeavours, but the members at most simply assetththareaching is “relevant”, “good” or,

“really encouraging” if they mention it at all.

The Schneider definition of the Collaboration Cultarethe other hand tends to pick

up upon the therapeutic superabundance that typifies theeclrh@arinia Downs.
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Synergy itself captures the content and process sfdhiture. When you take two
chemicals and combine them and when you get 5 insteddyou have combined two
actuals, two realities, by utilizing an organic or aync process. The content at issue
here is not what might be or theory. idtlt is tangible. And, the process at issue here
is not detached, it is involved. The dynamic precesables people to empower one
another and deliver what is within each other ideorto bring about something more.
Harmony and cooperation are essential elementsisri¢an do” culture. The process

is inherently win-win. (Schneider: 1994, 117f)

This description certainly resonates with the nareatf Carinia Downs revitalization, with
the pastor as the catalyst supplying the religious legiom&or the church to release its
loving capacities within and beyond its boundaries andxpress these in modes more
indigenous to their real rural temper. The only detrartahoosing this culture as a better
type for Carinia Downs is that this change does ne¢ lsasense of being people driven. The
renewal has been largely through a leader led remouleofonfines of abstract theological
and stultifying pietistic concerns and his blasé disref@arthe power of the dominant figures
in the congregation. Nonetheless, the result ceythas been a synergistic superabundance.

It is appropriate to view the church as more typicalyadlaboration culture’ than any other.

It is also noticeable that the pastor and otherswasee, particularly in the light of the
steady growth of numbers, that they cannot bear tlightvef responsibility alone. Nor can
they rely upon the individuals as they are in their prestate to take up more initiative. The
pastor has strategic and missional plans at foot natthie church is in good spirits. Thus
we could be seeing the early stages of a ‘cultivatiaftuce emerge. At present however,
while the pastor focuses on the fields ahead, the péogls on the flock. It will remain to

be seen here whether the frustrations the Pastoexpesienced in the attempt to move the
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church in the direction of ‘possibilities’ domain and inplied missional ideals, is eventually

a sufficient impetus to move the pastor to other paikfieids.

vy Street

So the view through the shop window would be new anghbricolourful, but don't
change the engine room. Don't ... don't upset the balasfcwhat this place is.
And... I'll give you an idea of how that worked. | hadleacon come up to me after...
... I reckon it was four years I'd been here, and heecamto me one time. And he
said, “I think it's probably time | let you know... you'varobably noticed that I've
opposed you on everything.” And | said, “Yeah, | oedi that.” He said, “I made a
decision when you first came that | would oppose ek@rgtyou proposed. Just so

that you didn't get the idea that this was goingecasy.(Clive)

“Nobody ever leaves lvy Street!” they said when Isvappointed, that | was the last

hope of the church, which of course is nonsefj3ames)

This church has such a long and settled history for dftg years that it had
developed a particularly strong culture. Unfortunately ¢biture was often abusive and self-
defeating to the point of negatively affecting theirbiity. There was an overwhelming sense
of self regard that the church viewed themselves agader’ church having more than their
share of local civic leaders in their membership antraalition of influence within the
denomination. Their wider influence was somewhat nliomged to cross cultural mission
support overseas than in their own region. The cultumngposed the values and attitudes of a
homogenous, ageing and demographically conservative groughathgeen the devastating
impact of a change-agent with contemporising aspiraboing the church to critical levels of

functioning. They had survived for five years since amde reinforced in their assumptions
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by their resistance to anything resembling the ledgersf James Glover, the pastor during
the split, and the absence of any dissenting voicEserefore most of the observations shared
below focus upon the rich accounts of this controllintjuce and the surface evidence of it as
well as the role of the major change agent, the pregastor Clive Crowe. A close

examination of the reports reveals the precariousirierthat the church had in the peculiar

strengths of the pastor in such a culture with well-fdrgewers of resistance to change.

Climate

After the church split in the late eighties the chunelved in membership size, then
began to decline further. The aging pastor Ray Fleehdnattempted to foster a warm
relationship with all segments of the church realiZeat wrastic change was needed. He
believed that “Unless lvy Street got back on its feetiould die” (David). The majority of the

members were senior citizens.

One could get the impression that the church had laegeltyaced the positive value
of change from the fact that it was attempting torlendly to young people and new comers
and was attempting to recommence a youth group and droptie der youth at the church
premises during school holidays. But by and large this doegsransfer into a wilingness to
address the patterns of behaviour that negated the impaach a positive initiative. The
recognition that change was needed for organizationalvalidoes not necessarily translate
into a willingness to embrace even modest changesve Crowe summarized the most

prized values as he arrived at the church.

Safety first! Protecting! There was an overwhatmsense of protecting their past.

And protecting what the church was. It was abundaigr to me, even when | came
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to the committee that called me, | remember sayiRtpase understand, that | am not
someone who will just keep the wheels turning over.doh’t mind if you want
someone to do that, it's not me.” And they saip, we're ready for change” and
“We're open” and all that kind of stuff. But | dorthink they had any idea what that
meant. | think change to them meant... in fact I'mesaf this, what they actually
wanted from me, as | found out, was the church woulthire the same, but | would

provide a more lively, colourful... ah...front magClive)

The expectation of the leading figures was for ‘developatenhange at best in order to

remain the same in a changing era.

Distrust and suspicion filters through the narrativehef former vy Street. This is
graphically portrayed at the interview of the presentqrashen over three-dozen members
were on the interview panel to represent the inter@stheir own particular group, and this in
a church of around seventy active members. Most regmbs recollect this occasion. Clive
Crowe interpreted this as an underlying distrust sayirgthier words “We won't trust... we
won't trust a smaller group of people” due to the fractudedarah fellowship where many
vested interests competed unproductively. The church ceuttescribed as a series of sub

cultures each with its own rivalry and separate life.

We begin by identifying some of the pressures that shiapeulture from external
sources, share some indicators of the surface cultueeartefacts and structures and then
unearth evidence of the values and assumptions that und#rgiculture in the directions in

which it ended up.
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External Pressures

There are two major roles the external culture Imasiffecting the difficulties of
introducing change in Ivy Street culture. The strengtihefinternal culture underlines the
dominant narrative features in the stories shared abguStreet. Oppressive leadership

styles played upon relative social locations and persatarabilities.

It stems back from an era, where ... and this isvthele control technique, where
people are made to feel special, simply because thegllareed to be here. It was

almost like to belong to vy Street was a privilegéh... now you go back even ten
years earlier and that was the kind of thing thas wh... you know, “You're an lvy

Street person” And so, the division, in a sense, émtw. for instance... even your
‘ordinary people’ in the congregation and your ‘lestigy’ were great. Because they
were... they were ‘our respected and revered leaders!! Because a lot of people
here thought that to leave here or to ‘betray thisgle just unforgivable. This was
Ivy Street! Um, the leaders were wealthy, powenfogn of enormous control in their
business worlds, managers, directors, millionaires.., &md used that kind of... their
standover kind of stuff. That was obviously big intteea, where once you got into

that upper echelon of management, you were the manageme the workers were

the workers.(Clive)

The culture of control is an out of place transferefioen the business world into the

fellowship of the church.

Other respondents revealed that there were quite dofewvho had actually found
vy Street a haven from very abusive local independdmnirches and did not have the

personal esteem to withstand the intimidation of thyeStreet leadershifMonty). This also
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explains the fact that many visitors found the ‘ranid dite’ member quite warm and

accepting while the culture of leadership was coercidedsstant(Joyce, Amy).

Secondly, during the late seventies and early eightiistimct and widespread shift
was occurring across the external culture of the deratimiis churches. In particular
worship forms had become less formal and music hadeghifiward more contemporary
styles. Yet in the mid eighties the style at IvyeBtrwas a perpetuation of the post war
period, its heyday. This isolated the church from tlndeqtial new-comer who was
accustomed to the common contemporary church. It meadgtable that the range of values
across the population of the church broadened as the mearanembers actually formally
joined themselves to the church. But it is the conaih¢he present pastor that results in a
groundswell of new values emerging and the original membeasise that change is

increasingly unavoidable.

The Cultural Surface: Artefacts And Rituals

By the mid eighties key domains in the church’s lifeved as battlefields in which the
agents of change either won or lost ground in the strdggleultural supremacy. The first
and the most contested domain for cultural controlesaptly titled ‘Officers’ Court’. The

contest began with the form of the agenda.

You never discussed anything. You argued ... over judistiftles. See, if the result
was a fait accompli, the only thing to argue was nanutSo we'd spend so much
time... they were classics... | can still see it now... Yloargue about jots and tittles
and then a guy like Adam Keith, who was one of ‘neats’. At the same time, in
almost every meeting, he'd explode, and say, “You krnbw sick and tired of sitting

around here and listening to all this nonsenselkiere was almost like a ritual.



It's a dance! And he would feel better then, ‘causd kaid his piece. Then he’d shut
up again, and then they'd go on. And it was just madter month, the same kind of

ritual. And at the end of the meeting, they'd alaut.... As soon as they’'d walk out

the door, they'd revert back to... buddig€live)

This ritual resurfaced in church business meetings andsdhee characters followed their
assigned script, one pointing out the legal implicationamofutia, another supplying an
obscure Bible reference, another frustrated one begohustile. Very little time was spent
discussing the central issues of the ministry or missibthe church. Instead the following

indicates the agenda.

Well, for a start, the secretary would read out, wimd word, every word of the
previous meeting. Like, it was unbelievable. That wadd sometimes, for twenty-
five minutes. And that happened for the first threarg | was here. Every deacons’
meeting and every members’ meeting, because thathgasonhstitutional requirement.
And so everybody would sit there absolutely, you kncsleep. And then, there’d be
this interesting exercise of “Do we accept the mirRitesSo you'd have people who
would challenge things, just to assert, you know, “lhere... and “l think that
should’'ve been ‘the’ instead of ‘and’ "... “I don't ttknwe actually meant that
‘we’...”. And so you would find yourself, purportedly trgrto get the minutes right.

But, in actual fact, it was like a pecking orderwés just re-establishing who... who's

who. (Clive)

Curiously, this ritual is of critical importance to seefigures despite the fact that many were
people of significant influence in their weekday vocaionThe meetings agendas do not
marshal a movement toward effective ministry for ¥hey reason that this is not the purpose

that the main actors had for them. But for Cliveassume that effective decisions would be
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made in that locale was to work at cross-purposes teetligurpose of the officers’ court. It
was purely a static judiciary; an effective court whdre game of the social ordering of

power and privilege was played out resulting in both winaadslosers.

Stability was also preserved through the control of nieistries associated with
worship itself. Some formerly powerful figures stillhbe@an the structural changes that have

taken place and interpret the loss of these ritualgagysig administrative slackness.

Ah... the leadership is faceless. Um, instead of... atneonion, instead of your

leadership with deacons and elders sitting out tbet,fras they once did, and people
saw those men of... they had to front up, it was almostpulsory to be there, in those
seats, to fill those seats — and their families. y&o had this flow of everybody knew
the secretary, treasurer, elders, deacons... they sitéirgy up there... they were the

men!(Reg)

Changes in the composition signalled that the ethawefwvhole church was changing and
therefore those with an interest in maintaining caltstability resorted to hostility to restore
the equilibrium. This reflects how deeply they interpdetthe changes as significantly
compromising their core values in either James Glsver’ Clive Crowe’s ministries though
they were a decade apart. The depth of anxiety reveatbd sending of anonymous letters
during the James Glover eflames, David). James Glover would mention these ‘silly letters’
from the pulpit. But this did little to ease the polamggziof opinion about him. This signifies
the degree of distress these members were experielacidigiress compounded by pastor
Glover’'s response. The upshot was that every mindrjastifiable change to order was

resisted and resented publicly as when during the winterth®iowhen evening service



numbers dwindled, he had the worshipers huddle togethee ichihir stalls. But this ‘just

was not done!{James).

The various cligues and fragments of subcultures with Singet provided ready
networks to advance or retard these changes. Jamesr Gimself knew how his actions
were being interpreted, but persisted in formal changee $iis motives revolved around a
value of freedom of expression. This value was impofftanhim, but obviously alien to the
strong figures within the church. It was interpreted dkemlogical or spiritual shift toward
the charismatic movement at its zenith in the fafmthe ‘Signs and Wonders’ movement of

those days.

But, behind the scenes, there was all sorts of thiags.., [...] there were... there
were anonymous letters and there were phone callshene were all sorts of things
done. ... At the same time, there were, | believe ithais right for people to freely
express themselves in worship particularly those who ecdrom non-church
backgrounds. Um, the tradition was that we alwagstesd with the choir singing the
doxology or something, finished up with a threefoldearand it was that very hymn-
sandwich pattern. So | introduced, with the deacpesmission, | never did anything
just off my own bat, a number of avenues. We'd havees&uripture in Song
choruses, if people wanted to clap, they could. Andjetdo the stage where, because
the charismatic movement was quite strong at tlaafestif people wanted to raise their
hands, they could. Ah, if people wanted to be prayedten we’d look into that. We
didn't just have a call for people to come and be prdged. But this built up a
picture that | was charismatic and the church wasggdiarismatic, which was totally

false. (James)
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James Glover’s motives did not communicate as loudiyh@setroactive symbolizing
of his associations that the members made of hsvations in worship and his association
with the charismatic membef®avid). Not surprisingly, the same assumptions were still
alive and resistant to the changes wrought by pastee,Gkn years on. Many recollections
of the transitions touched upon the area of worship lamdntluential choir. Some members
were infuriated at the sight of Clive Crowe clapping teoag during a service and left never

to return and assumed that the “pastor was going dowrménsmatic track againAmy).

A distinct clash of values emerged. Although these \p&ged in the worship space
they represented a clash of a whole archetype of valesattitudes to church. While the
pastor would attempt to introduce up-beat music into theshiymrit could not be performed
adequately upon the pipe organ. At the same time the whsirehashing old material in an
uninspiring manne¢Amy, Clive). The choir itself and the posture it displayed in wqrstso
signified a message that was contradictory to the sitihe Gospel that Pastor Clive wanted
to see in the church and the desire to reach the emeadult generation. This was not just a
matter of a clash of musical styles but a confrootatvith the power exerted by the people

within it over the whole church.

The choir was another one of those groups who hacemsenpower. ‘Cause what
would happen was ... they sat out the front of the chuabhely, would look at what was
going on, they were the people who ... any issuedrchiurch was known to the choir.
Like, it was just classic ‘secret society’. You kriovidm. And when | came to it one
day and said, “I'm going to dismantle the choirLike, it was just almost like I'd

declared that Jesus was not the Son of God. You knoivwas unbelievable.
Unbelievable. ... But in the end, that worked itself thyto to a point where, you know,

| was able to come back and say “Do you understandtbassue here is not whether
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we have an old persons’ choir or not. The issuassa choir, you are ... you've lost

sight of what you were ever supposed to be there {dilive)

When Clive Crowe removed the choir stalls and th@oseshoir from regular performances
and then began a separate worship service according tiadtes of the era, it was a major
signal that these values were recognizably incompatilee dwindling traditional service
members were melded back into contested space thesearige. There was a discernable
change of form along with a whole new mood of joy aockptance into a fresh ‘archetype’.
This implied the culture had finally changed irrevocabiiinfings, Thibault, et.al.: 1996,
890f). Privilege, control and traditionalism had beenatiiesl despite the focus of conflict

being upon the fear of charismatic elements ‘creepigtire worship’.

All these issues kept coming up and even dress codasknow. “You're letting the
place go to rack and ruin.” “You're turning it into aous.” Um ... all of that. ...
That was a major, major issue. And | remember adfetiem saying that to me, they
said, “When we came back into the mainstream chuvetfgelt like we were coming to
a new church!” Because, all of a sudden ... all of a eudthey felt like they were
coming to someone else’s church. Whereas up until they had always held the

absolute sway.(Clive)

To this day, there are people who partake in the chwdéfésthat are still quite critical of the
worship “given half a chance(Joyce, Clive). Whatever the domain or the particular sub-
structure, the same theme came through. Clive Croveeattampting to change a cultural
archetype that was an expression of the need to ¢@mdoto conserve. Stories of critical
confrontations such as between the pastor and the amhthie pastor and the deaconesses are

milestones in the narrative of culture change.
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They [the choir] were practising one night. Mosttbése things, in the end, came
down to points where | just had to, in the end, amifwhatever it was. When it was
the choir, | went out there one time ... and | just safd.. “I know this is not going to
be popular.” | said, ah... “You know that basically | lalkeof you.” | said, “You're
wonderful people” | said... and this is five or six yedosvn the track. | said, “But |
no longer think the choir has a ministry.” And bty shat hit the fin | can tell you. It
was ah... it was not good. But it was the right tibex;ause, apart from the initial kind
of thing... Interestingly enough, | found out afterwarti@t most of them were
thinking that anyhow. But you see | had one of #ukels said ... , who was one of the
shakers and movers, said to me, she actually catheaash to me, “You've got no idea
how grateful... that you came in. ‘cause none us coulkkw that to Maurine.” She
had such a control over... none of them could’'ve saidAnd she said, “All of us
know that our time’s up.” So that was just the chodifle had to do that with the
deaconesses. | went to the deaconesses and Baid) the next church meeting there
will be no deaconesses.” That was awful. They... theye... they were terrible.

Because they felt they had control of (Clive)

The deaconesses were noted more for their ingestidninggction of rumours than for
genuine pastoral assistance. Consequently, conframdatioat curtail the influence of

powerful figures in these ministries have longer-tegniétance for culture change.

Cultural Change Strategy

As noted the present pastor’'s change strategy is qwieusb One can note in his
detailed reflections that he intentionally affectstw@d change by setting up alternative
patterns of interaction in the key domains where thluie of control was entrenched; the

worship services, the choir, the diaconate and thechhmeetings. Clive stressed that change
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itself was not his immediate response on enteringcthiech. He made every effort to use
persuasion and be conciliatory. But having experienagchrfrustration and believing also
that he had earned some leverage through his pastdhdlilifeess, he set about initiating
justifiable changes. Likewise the values that had lBgmessed as essential to the church
were constantly frustrated by a strong adherence to tpetpey the church as it had been in

the Max Grover heyday.

In recounting stories of change, a common themeriefes to this changing culture as
gaining ‘momentum’. First however came the delibetempt to decouple the existing
leadership (Bate: 1994, 154) and then to recruit new leaderscadid import a fresh mind
set. He firstly persuades, then confronts and thenregnthe legalistic use of leadership
structures of the existing brokers of power. He redlidgat any proposal would be so
dissected or diverted by the deacons in session thaalyrno constructive progress could be
made. He then made the critical move of informingdbacons that he ‘would bypass their
meetings’. This way trial changes could occur and theyldvbe able to see what it was they
were being asked to suppd@live). He would press on regardless of their declarations. This
would not have been possible if he was not confiderttiobtanding as a genuinely valued
pastor within the ranks of the wider church membersiipthe same time, Clive’s initiatives
encouraged other new and formerly passive members tomeedeacons and the power

balance in the ‘Officer’s Court’ shiftglive).

Well, in the end, I... probably around about that pointialted making some pretty
wholesale changes. Not necessarily asking, butsienae, taking more of an assertive
leadership role, where | felt | had enough respethenplace after five years. Where
people knew my character. So that they knew thatsnit just a fly-by-night who was

going to come in and do my own thing. Ah... | hadeager support on leadership and
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at deacon level. | had people in a variety of amdabe church, now, who wanted to
work together and who no longer saw ministry aswaegpdhing but saw it as a servant
thing. So all of a sudden, the ethos of the plackffierent. ‘Cause nobody’s worried
about treading on each other’s toes anymore, we arking together. ... We still

have a very strong element of people who were alei@standing the old, traditional
type church. Strangely enough, most of these peojedtapenly about “outreach”
and “mission” and “reaching our generation”, but thefused to allow a church that
would accommodate virtually anybody under sixty. Sar therbalising was totally

inconsistent with their willingness to allow theucbh to open up a bit{Clive)

We see here that the opponents shared many of Cligkises but worked from assumptions
that had become too deeply entrenched to resurfacerti@mally. The different worlds of
lvy Street in the Grover and Crowe eras reflect napts at construction of social
environments in line with totally different cognitivetyles. The church moved from a
bureaucratic sensing/thinking organization to a much morganic adaptive or
intuitive/feeling type (Schein: 1988, 159f). This is refgtboth in interpersonal transactions
of leaders and members and the tone and content ohiwas well as the focus of Clive’s
preaching. A key indicator of this too is the crdmaifrom former members as well that the
church has become administratively slack and that, @e§jlites’ clearly evident exposition,

that his preaching is not “Biblical”.

As noted already, Clive’s change strategy involved lautzded separation of the
various groups according to the worship services. Thssamaounced as a solution since the
former powerful group would not concede any formal chandgéa/e revealed that this was
not just motivated by the desire to appease parties,nbotved the prediction that the

traditional opposition would collapse if left to their owevices because what was left within
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that group was “the very things that had led to stuckmegwifirst place’(Clive). After nine
months elapsed, as predicted, the group had all but peteréal @abuple of dozen with very
little energy to continue. The moment was grasped amainin a spirit of concern Clive
announced to them that their late service would notirmes®n He was not just interested in
their disempowerment, but hoped also to see a changitwd@ from this aging group. Later
he found out that quite a few of these members had wamtedarly service to be folded up
anyway. So, he affirmed his love for them and yess®d the point that it was time “to pass

the baton” since they had enjoyed “seventy years iofjdbings their own way(Clive).

As noted above, the members who returned to the samljce, now the sole morning
worship service, perceived that the church itselfdsltif it had changed despite the familiar
faces that were found there. It is significant alsat tthe pastor did not assume that the

worship battle implied that the culture had changed irraiyc

Momentum had built up. And | remember, up until about thdn gietirr here, people
were always saying, “If you leave now, we’ll go baekds. We're going backwards.”
And | felt that too. | thought, “we’re on the vergé something here... but there’s
enough control to tip us backwards if we don’t.” Ancetkon, into about our seventh
year, | think we put all that behind us. Where theldeship itself, right across the

board, virtually said, “We are never, ever going bacthat.” (Clive)

Long term members could also discern that the “Groveriefinally dead”(David) and the

church was evolving into a new cultural identity.

The Bate change strategy categories are not adequatéohadequately define this

approach identified above. Clive Crowe describes tisé fieriod of his present ministry in
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terms of a ‘conciliative’ approach (Bate: 1994, 180-185) attigndb minimize opposition
by accommodation. But these prove fruitless in the &che strong culture of intimidation

and status consciousness.

One of the things I've found difficult to comprehendsmf only they knew how far |
felt | was going to... to embrace where they were, authunnecessarily offending, so
that | could gently bring them, you know, away froratth ‘Cause | didn't just come in
and go wham, bam... | think leaving things like theyraveor five years, in those
meetings, was... Someone else would've come in andbenaythe first six months
and said “This is atrocious. We're just not...” And wpétthe same time, they would
accuse me of being destructive, of wanting to comanih destroy the place and, you
know, “You're all gung-ho! and “You just ah...” and | thdug“If only you knew...”,
you know, “What I've had to put up with five years”. ..’slnot a revolution at all.
Like in five years, they had a world war. And Bth trying to do is to wait for the
right kind of moments, the right times, ‘il | ttkirthey've got a full understanding of

what I'm actually trying to do.(Clive).

Pastor Crowe eventually aimed to affect the direadibchange by concentrating upon
the actions of positive ministry performance and fdizimg this later rather than the other
way around (Bate: 1994, 188). He came to a point wherabaeot worried about obtaining
legitimation for changes first. Instead he believedt therformance would alter cultural
directions. But then as evident in the citations abdkie pastor’s role is notably ‘assertive’,
not only ‘corrosive’ (Bate: 1994, 187). He deliberatelemtded to remove certain patterns
and rituals and structures from the earth of the churdture. There is a significant
component of the ‘aggressive’ approach but not in theesémat it is the antithesis of “not
wanting people to think for themselves” as this styleallg implied. But there are some

striking similarities. He has a sense of urgency kgitimates deviant behaviour normally
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not tolerated from pastor figures. Bate describes tlegters as “Messianic” inasmuch as
they wish to change [the world] “not for his own sgifl or self-satisfaction, but in order to
fulfil the mission assigned to him by God” (Bate: 1994, 17This too is an overstatement
despite the extreme personal investment by this pastbe process of change. Nonetheless,
he does sense the pastoral need to seize the iettiatiorder to promote the change. He
realized as Bate warns, that developmental or condeappeoaches in the end would not

alter the foundations of this culture sufficiently.

But | don't believe you can impact a culture if you havegot a strong overriding
sense of belief that that is right. Because otheswisbecomes a consensus thing and

consensus doesn’'t change. Consensus modifies. t Amabifies your culture, whereas

this needed a new culturé€Clive)

And this conscious calculation that a transformatiayaé of change was required reflects a
conviction that the changes are needed for organiztsmvival. Bate is very close to the

mark when he identifies this agent’'s mentality asaiieebellion’ rather than ‘revolution’.

Rebellion is a cultural act whereas revolution is atipali act. Unlike the
revolutionary, the rebel's primary focus of concern net power but cultural
innovation: his theory is that to bring about a newrfoof organization and new
patterns of though and behaviour, there has to be almdmd®ntinuity (Peckham,
1970:274) - a violation of traditional perceptual forms axpleetancies. ... the rebel
works against the existing social structure not by lutem but by behaving as if the

structure did not exist. (Bate: 1994, 178).

This matches Clive Crowe’s own preference for tramsétional level change:
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A modification would’ve left room for fostering oldabits. And so, at some point, we

were always asking that God would bring in a new cejtarnew ethos(Clive)

The interpretation of that new ethos was not unifgrmbsitive. The higher degree of
humanness and the lowering of bureaucratic attitude<tivat promoted is interpreted by the
long time members as administratively sloppy and noni&aptThey perceive the pastor’'s
keenness to be more inclusive as lowering the boundafrigge church and loss of essential
Baptist Values. This speaks of deeper issues to do vatkdtrce of the core values of the

various segments of the church.

Values and Assumptions

As noted earlier, a recurring theme in the storieseshis that Clive is a strong pastor
and preacher, and regardless of the changes he has bheupbs the respect even of his
traditionalist opponents. We note that the attitudeatdwClive is not so much age related as
stage related. Those who came to the church inritsefopeak period under Max Grover

generally do not appreciate the changes associated ivie's@ra.

Even though there would be quite a few of the older pewpthe congregation who
would think Clive is a radical, who think he is aeeman show, um, and there would
be quite a few criticisms on that, “He’s just, you knotsail-blazed his way,
irrespective, hasn’'t considered other people”. Naat ih not necessarily the case, but
that is how some would view it. Um, that they shtilve a deep respect for him,
because he... they see him as a man of the Word. Amhéhgowill dissuade them
from that. They will sit there unhappily, enduring themat of the drum, and will have
their little whinges around, um, but because they st# €live as a man of God,

irrespective of all of his ‘sideline fluffies’, thewill stick with him. (Joyce)



Such attitudes are prevalent in some of the faithfumibegs from the former
diaconate. It was evident that in these criticishestalues of the long-standing members he
represents are revealed. Unlike the pastors this meappeeciated, Clive Crowe is not a
stickler for traditional Baptist polity and he repeatedlyin breach of a core value of

‘predictability’ and good business practice.

He's... he doesn’t preach every Sunday... he’s not confligte shares the pulpit
with almost anyone, whereas previously, only the pulpiild only be shared with...
it was very jealously guarded. But he doesn't ... hensde let anybody, oh ... have a
turn ... and not even be there to see they did the thghg. | understood that the rules
were that you would never vacate the platform untilriae speaker came. You were
always in control. You've got a congregation, tfeme you keep it under control until
you hand it over. But that doesn't happen now, itid sh.. very loose. Ah, he has
favourites and he’s not a visitor. Ah, and he tmemy things. He'’s not predictable. |
could think he could change the order of a servict@tiast moment. He's got loose
administration, and that, you pay a price for that rot tight. And we’'re now paying
a price for that, | think ... and we've really got leosdministration. Tight
administration allows you to go away and do things lou're doing now and the

place goes on. Loose administration means thateouit sort of depends.(Reg)

That is, even while the pastor is appreciated as beitig & “larrikin” (Reg) an aspect that
refers to his ‘rebellious’ approach to culture change,differences between Clive and those
like Reginald Simpson lie at the level of assumptionBhe fundamental difference being the
bureaucratic need to control and predict things, colliditg an assumption that people need
to be treated graciously. It is most likely that thedel of church in Clive’s mind most

closely resembles the ‘Community’ model coalescinguadoshared values and democracy
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rather than a task oriented mission. One sensegshisatodel is devolved in opposition to

the existing ‘leader’ model built on impersonality anditcol of the present.

These may have roots in divergent ecclesiologicalnagBons concerning the purpose
of the church. Sometimes Clive’s critics attempfind a Biblical justification to critique his
pastoral style. Because church meetings are disciplnédicezus upon issues without the
grandstanding of former cultures, Clive is called a ‘dmtaReg). The move away from
having everything determined by congregational meetingsally empowered the dominant
individuals. But this avenue for shaping the culture has wemoved along with the focus
upon administrative trivia. The attempted Biblical réblubelow also suggests that Clive and
his supporters have successfully shifted the basis metway from the supposed

denominational distinctives onto more evangelical logic

People have left. And the attitude seems to be t®ethweell, “If you want to go, go.
So what?” Doesn’'t matter whether they’'ve been thére20 or 30 years. And that's a
difficult one. Whereas ah...the lost sheep story is, get the last of them... all other
99... you try and show that. ... If administration getshi@ way of the wind of the

Spirit it's a bad thing. But if it is so loose anck tfinances are uncontrolled and the

ministers don't get paid, then they will get ups€Reqg)

We note here also that the inclusive culture thatréplaced the bureaucratic structure of the

past is also related to theological perspectives.

I think the theological emphasis then on God, omsles God’s Son, rather than... not
rather than - and not on the Father, God... and omtésent and not on the second
coming. So perhaps, yeah, the emphasis has beenuw.biVeah, | know that Jesus is
the Way the Truth and the Life, yes. But where ésRhtherhood of God? (Reg.)
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It is not difficult to detect here a well-worn dichotpretween the arguments of the critics
and current culture managers, both asserting their omm & radicalism. One advocates a
return to familiar and fixed denominational practicessus the latter advocating an inclusive,
flexible and interpersonal expression of the Gospehe Triction suggests that there is a
difference between the older generation of memberglandew since Clive has come at the
assumption level as to which ethical principles are gmnand most absolute. The Ivy Street
version of Baptist protocols, so intensely reinforpeditively in impersonality of the Grover

era, have been moved aside by a communitarian vieWeopresent with its tolerance of the

unknown and the willingness to live with a sense olucaltopen-endedness.

That there has been significant tension over Givainistry from the traditional
members results from not so much an informed artiailateareness of his ecclesiology as
an interpretation of his behaviour. His behaviourates that assumed to be proper for a
pastor patterned on the pastors of the past. But tmetishe whole story. These same
church members actually do appreciate other aspectss ofihistry. Although there is a
difference at the core level of assumptions, the sheoenmunity space is not the site of a

simple and outright values clash but an overlap as well.

In conclusion, there has been a significant cultu@ngé here that was attested to
through the conflict and resistance to pastor Clivendahough the values they espoused on
the surface regarding the mission of the church andhésldgy are not that dissimilar.
However, at the level of assumptions one can seethleathurch has moved from a fairly
coherent paradigm of an institution affirming bureaucratatrol type culture to a person
affirming culture. The coherence of each phase is g&eemhe correlation between the

theological emphasis on the authority of God contrastéd the intimacy with the Son via
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the Spirit. Social distance is matched by theolodiaiscendence. The greatest friction
point is not that the church meetings have disappearetiabatbecome focussed on effective
dialogue around the ministry of the church rather the pguessturing of the controlling

figures. The shared value of ministry to a new germratow has a possibility of realization.

Schneider Culture Type

In terms of the nature of power and authority, the aggdrdo decision-making, the
forms of organization and the management style ofotfiee prior to the split and beyond,
vy Street bears the essential hallmarks of Schrisid&994) ‘Control’ culture. Not only is
the church marked by ideological and political consenvabsit also the managerial climate
reflected in the style of those who lead the churctMax Grover's shadow. They are
concerned to maintain the traditions and their power ewnd through the key structures of
worship, deacons court and members meetings. Thus xpegtethat the pastor will fulfil a
function analogous to their ‘employee’ and maintaining plursuits of the organization and
following their directives (Bate: 1994, 106). Predictableleo, stability, theological
conservatism, overseas missions and relational dstane far more important values and
concerns than redemptive impact and empathetic humandimese was a time when people
who had been in the church for decades “did not know #mees of [others’] children!”.
There were scandals that were kept from surfacing dg@liee). Such matters are incentive
to foster the culture of control even further. Butsthéhings have changed in recent times.

Even in times of personal opposition towards him, Glamains a pastor to the opponent.

As Clive Crowe and his growing support base are ablaaoipulate the symbols of
cultural renewal in the mood of leaders meetings and hiyporservices a new culture is
established. Contrary to the critiques of the renmaftthe control culture era, Clive’'s

pastorate has seen the emergence within the chumh ethos of a more ‘personal’ culture.
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He sees the greatest change occurred through “breakingtdewnlture of control within the
leadership.”

There are some aspects of both the ‘Collaboratiaftue and the ‘Cultivation’
culture that compare favourably to the analysis shdnesiea The decision-making processes
certainly have an ‘actuality’ flavour to them being pleedriven, organic and informal
(Schneider: 1994, 117). There is a sense in which therpbstgle of Clive Crowe tends to
be more ‘nurse’ like, responding to the immediate needgh@fmember than a deliberate

system building approach. Both criticisms and valuebaxd within the church reveal this.

This could be another source of friction within theurctn. A focus group survey of
new comers into the church performed two years agopesing members who had entered
the church within the previous two years, also shdws tnany were grateful that the church
did not lay expectations upon them, they could convalestiemotivated to take up ministry
responsibility. Another church discussion night for rbers to hear each other in mid 2003
came to the same consensus that it was time nowndéoe to actually contribute to the
ministry of the church rather than simply enjoy tlendfits. Overall the members reveal a
belief that the church meets people where they aheréihan laying expectations upon them
to make a substantial contribution to the ministryr his reason, the church would best be
located at the ‘actuality-personal’ quadrant rather ti&described as a ‘possibility-personal

culture.

Recently the church has realized in the face ottitless pastoral need that is met by
the pastoral team that a more generative structureeded to develop a greater base of skills
throughout the membership. Major discussions betweeslinaysd the church over the last

two years have lead to a formal adoption of a strucbdinministry that involves a greater
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number of people taking responsibility for governance, aidtration and pastoral care where
such roles were less specified under the existing elgeasiai diaconate structure. Ironically,
long-term members in the church meetings have integristis as a ‘bureaucratic’ response
wanting to see pastoral care with preaching as therssfonsibility of the minister rather
than the whole ‘body’. However the leadership teas)decided it needs to set the pastors
free to coach and train others in ministry skills. cbuld well be the case that given these
frictions at a values level and the contradiction leetwthe espoused values of the newer
generation of members and their actual behavioursstirae of the resistance towards Clive
Crowe’s ministry from older members simply refledte fact that the church has also moved

from a coherent and strong culture, to a weaker momsiti@al arrangement.

Discussion of the fundamental directions of the missibthe church beyond its walls
and within the limits of its own community now havwafaced on the agenda of the leaders
meetings. In this sense it will be interesting te #ahe ‘possibility’ dynamic can replace the
contentment with ‘being accepted’, a strong theme enstiared values of both old and new,
with the more futuristic ‘possibility’ value of the cutition of growth both personal and
organizational. Up until now, the strength of the chisraninistries, pulpit, worship and
youth ministries have attracted the discerning membdrthose exiting bruising encounters
in other churches. Now as their worship attendanceoappes the seating capacity and
decisions regarding further staffing and structure areefbigpon the church it is being made
to address the issues of its fundamental directions areftine the adequacy of its core

values.
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A Narrative of Culture Change

Due to the long history of lvy Street and the survefaihe culture proven both in its

peak period, or ‘golden era’, and through adversity the cullualaes being significantly

entrenched the narrative of the church can be commsi®iedy covered in most regards

through the culture lens. Thus at the risk of redundancivth&treet narrative could be told

as follows:

(i)

(ii)

(i)

Proud Control Culture Era The strong managerialism resulting in an impersonal
and protective approach to leadership, decision making arraytsees the
church reach its zenith in the sixties and perpetuatdf ithrough to the late
eighties through key official and unofficial dominant figanentil the resignation
of the unsuccessful change agent James Glover.

Control Culture in Decline:Through the fracturing of the fellowship on James
Glover’'s resignation an increasingly paranoid and prveeagroup of leaders
gains control. Ray Fleet's developments encourage gifegressive folk to join
and stay in the church despite its skewed distributionrtvee seniors’ bracket.
Collaboration Culture in Opposition to Control CulturePastor Clive Crowe’s
introduction brings values that resonate sufficientlthvéome core values to be
accepted as legitimate pastoral leadership. Howevercdnsern for cultural
relevance in the wider context and the keenness to sslgressing actualities
through open political processes runs headlong into ehedngeference patterns
and formal rituals that contradict the espoused valuethefchurch. Despite
formal agreement about theological views, there islashcat the level of
assumptions that takes five to six years to work throaghSchein expected
(Schein: 1990, 114). This collaboration culture becomeslsstad through the

manipulation of the former symbols of status and céranal the corresponding

28¢



appeal to deeper values, the establishment of new lbgdensd new worship
formats. These are cemented by a new membershig fioft whom the values of
predictability and preservation mean very little.

(iv)  Innovation of Cultivation Culture: As the church has grown in complexity and
competence it has become evident to the leadershigh&gtmust now develop
capacities to generate the value of personal growthimmstny skilfulness and
outreach initiative. Structures are being put in placgHs training and releasing

process to become an essential component of the culture

Red Hill Regional Church

Climate

The climate of an organization refers more to thescious features of an organization
that can be espoused by its members and which are tstbjaccertain degree of control by
those in leadership (Dennison: 1994, 624). These featulels, avising out of the shared
values are more temporary than those of culture whitdss conscious and more abiding. At
Red Hill the fortunes of the church are suspended betweerequally dominant and gifted
pastoral personalities Clarie Friedman and David RAds climate of the church over time
is defined by power struggles and feistiness of the dominéagures both of pastors and the
subsequent reactivity of others. Both aim to creatalture in strict conformity with their
own vision of the ideal evangelistic church but thenategies are quite distinct. Clarie
attempted to control the church through close contatt @ach member whereas David uses
the political processes of the church to gain sufficiegitimation for granting the power for
change into the hands of the staff and directors abwsaministries. Both pastors assume
that the strength of the church resides in a strongndorm culture, where all aspects and
departments cohere within foundational principles and aomants. For Clarie Friedman
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this strength is vested in adherence to a dogmatic ositbctrinally. For David Ross it is
vested in a firm commitment to a mission and a profogssnhancing growth. But the desire
to induce conformity and uniformity pervades the ambitbhoth men.

The variation in climate in the church at a particudlene thus reflects the unique
gualities of leadership style and the priorities of thet@a in the various eras. There has
always been an exit of various groups who could not adteptotal implications of the

pastor’s style.

The interesting thing | have found, right througls itourse of history, the church has
lost people. But one thing | have thought interestinghe people we used to lose
before David’s time tended to be the more radicaikéis, they felt quite repressed
both through Doug’'s and Clarie’s ministry. Clarie wasy much anti-charismatic.

Those people found they couldn’'t stay any longer. Thadt the reason everybody
left of course but there was that strong element, @gisethe folk who left when David

came tended to be the more conservative elemeney ¢ouldn’'t hack the changes.

It's all happening too fast and this is not their dmuanymore(Sandra)

The shifting population of the church is reflected in aresponding shift in underlying
perspectives. Such a tendency to react to the pastis tenreinforce the prevailing mood of
the church around the pastor’s priorities. However, whia¢se broad descriptors
‘conservative’ and ‘radical’ actually mean need to b®rmed by the details conveyed in
specific instances and stories and are relative toatlevedly conservative evangelical

family-focussed Red Hill church culture.
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Assumptions About Change

In the stories of change some members tend to focus thgo visible changes in
worship style as critical indicators of change and tda&son for division over the recent
pastorate. The pastor focuses on structural changesadiership policies as the critical
changes. The strength of the culture in the currenbgbean be seen from the coalescence of
assumptions and the corresponding political actions obpastl leaders at the surface of the
culture. David Ross utilizes the political process as suqgplihe freedom of choice of an
evangelical ‘clientele’ to decide upon their source ofitsal nourishment. Therefore, he
assumes that no particular member can be expectedadpeemanent fixture’ in the church.
He willingly diverts newcomers to other churches ie #irea that are a better match with
visitors’ tastes than Red Hill. This is a ratiowalculation that the present pastor has been

willing to make for the sake of the effectivenesshef thurch.

The mandate for change according to Pastor Ross doomeshe very nature of the
culture. Unethical aspects needed confronting and hewviiag to attend to these. And his
response to these aspects is to alter the structurésaadrship to tighten the reins of

accountability of all parties involved.

That's why you must change structure. Whether youtlienot every church has got
it. There is structure there that is causing the pnubldey are now having. And so
you've got your head in the sand if you don't think $tiere is that culture, ... culture,
structure, same thing. So we had a culture of keepiEnything in the dark, we have a
culture of secrecy here. We have the culture of gos¥pu don't go and talk to
anybody about it. We have the culture of non-conframat.. We have the culture of
“There's no right or wrong. We've got to keep eedy happy.” They had an

awesome, a very dynamic personality leader, thdt&renits growth came, who was in
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control of everything. And so there was a feateafdership, okay ... and a fear of

being burnt by leadershigDavid)

This refers to the form of leadership that borderedabuse by pastor Clarie and conflict
avoidance by the leaders. The present pastor saw e¢aasnof renewal as best achieved
through open, politically legitimated structure change. tltright that if he could get the
group to identify it's shared goals and values, then haeset certified by vote of the
members, the culture would be changed at that point. thAl would be needed was an
alignment of the ministry systems to conform to ¢heerging consensus. Once the consensus
had been articulated it could be defended against thearessiof dissenting traditional
interests since it was a principle of the church #iaabide by a majority decision whether
one is in favour of it or not. By identifying culturatiwvstructure, the leaders assume that if
forums and decision-making structures could be devised, theewould be changed. This
is a form of “cultural imperialism” (Hawkins: 1997, 425) whichlithough introduced via
democratic processes, underplays the nature of cultui®a deeper structure than the wishes
espoused momentarily, being forged through the well-womh atishared history (Dennison:
1996, 622). A change in structure does not imply a changeanimgeor assumptions that

underlay the espoused shared values.

Strategic Assumptions

If a foundational assumption here is that culture ch&gehieved once structures are
legitimated, then resistance to structural change sas$ to represent an unethical negative
force. Five strong supporting assumptions of the cureantership therefore stand out in the
story of culture change at Red Hill. These are alldm with gaining the corporate

legitimation for the pastor and leaders to be changesgen
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Firstly, the undergirding legitimation comes from thensensus exercise that clarified
the purpose of the church. Secondly, The ultimate strafeigypreserving the churches
existence is to reach the unchurched through an atmattthurch model. It is assumed that
the church can only be faithful in its mission if peoglome into the church plant proper
rather than the church having a ministry inside théugall structures and spaces beyond the
churches specified worship times and spaces. A corodiérthis assumption is that a
successful church is assumed to be an attractive nuityegoawing church. Thirdly, this in
turn requires and therefore justifies ‘management byctbgs’ approach by the legitimated
leadership over the whole church ministry organizatidhis in turn necessitates a density of
competent leaders and a structure for multiplying thesbeasnly way of sustaining change
and growth. And, lastly, these leaders earn the rightedd by being demonstrably
accountable to a policy governance board and by beidgalsebuntable for pre-arranged and
guantifiable results. There have been discussions reggtdit how it is possible to quantify
the health and success of the church in numerical tbymbe leadership team. Numerical
success, the end, is evidence of God’s blessing the smafasuccess, the empowering
structure. A flood of requests for baptisms and a bulgirieg youth service is “pretty
hard to argue with(David). The same mentality was present prior to the prgsastor. It
underscored the early resignation of the previous pd3targlas Walker. He was considered
a failed leader despite his personal qualities due toumdaib induce church growth. For this
reason it was said “We knew that for that guy his tmas up(Len). Critics can be silenced

by visible evidence that this overall strategy isttigh

Secondly, while the church has been ‘reengineereappeal to the outsider (Len), the

vast majority of citations refer to revising theeirital workings of the church as a precursor to
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this desired external impact. Although there is not digpdebate about these assumptions
the culture still has a diversity of opinions about Wleeacity of such logic. However the
resistance to change may have to do with core valuassumptions that are perceived to be
under threat by the new ‘hard nosed’ ethos of effeatise pervading the church as a new
conscious mentality. The church had grown from itanay through the years of its first
generation of families with a large emphasis on churaked teenage sports teams and
Sunday school as an extended family beyond the homeh f&udy values don’'t necessarily
resonate with the new vision of Red Hill becomingegional church, especially so given that

these values had proven effective in establishingadtepleak period of the church.

But | think David’s come in with a very clear semdestrategy about how the church is
going to move into the future. There’s a fairly clegion that the church is going to
be a regional church. It's going to serve the peojtleirwa half an hour of where we
are etcetera. He has a very strong commitmenggohing out to the lost and so the
church has got to change to be accommodating of pdlopleare coming in. The
music has got to be updated and stuff like that. Sodwhing with some fairly strong
parameters. ... See | am not sure that the visionh®rregional church really was
necessarily the ideal. | think part of the stress what people still wanted to have a

family, a local community church(Neville)

Ironically, it is this core valuing of family life gt keeps this representative of the recently
marginalized at the church. Neville now is a coordinaif the traditional service that appeals
to the likes of the older and more ‘conservative’ supgsrof Clarie Friedman’s legacy. Yet

as a parent, he can value the modernization of thessito appeal to a new generation.
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If you've got teenagers like we have to have thede with such a strong Christian
youth group, it's a great thing. We would have to b wareful about any decisions
we made in terms of how it would affect our childeedd we've now moved my wife’s
parents down and we’'ve got them involved in theiti@dhl service. So we have two

generations one either side that are sort ofNeville)

Consequently his view of the change process was thatsittoo hasty and that the leadership
should have attempted to appeal to “some shared transtevalea” in a ‘conciliative’
manner(Neville). The family church of Clarie Friedman’s era was mstmuch in favour of
evangelism. But this value was achieved without thesgiigrn of traditional Baptist worship
order through Clarie’s direct visitation work and the bkommospitality of his wife and
capitalized through the evening Gospel services. Claoeld be present at the church’'s
sporting competitions and invite people to special seswideere they would be impressed by
his winsome tones. The down side of this approachthaswvhile numbers of new members
were attracted, there were not processes to grow fleelging Christians in faith toward

interdependence.

Like individuals, this cultural dynamic forged through experée of effective growth
leads to values that in time become its basic undgriggsumptions. Such assumptions do
not easily give way to logic or disconfirming eviden&zlfein: 1990, 115). Hence, Doug
Walker a disciple of the contemporary church or ‘seelaisisve’ movement, attempted
unsuccessfully, and not too skilfully, to change the priagdunction of the morning service
into an evangelistic event or to use it to entreatd&ints in their evangelistic responsibilities.
Later, Russel Norris attempted to swing the pendulum baek fenvther away from the non-
member but lacked the skills to make the morning worshg teaching moment for

exposition of classical Reformed doctrine.
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Growing Resonance of Leadership and Member’s Values

The new leadership implicitly believes that the churahure must resonate with the
non-member in style, particularly in musical tastes,the outsider to come. This assumption
therefore implies a high value is placed upon marketinghibech services and ministries to
potential religious ‘seekers’. At the same time, thelogbphy of the leadership and the
responsibilities of the members are continually sedsin the sermons.  Such values were
foreign to the former Red Hill and were resisted byrr opinion leaders. But with the
successful attraction of new members to the outwardaglisgl purposeful values, joining the
church implies that this style and values underlyinghd tontinual reinforcement. To join is

to adhere at the level of the system and the valesiirines.

In particular, the new culture has attempted among ¢hinegs, to induce a particular
value to do with the perception of leadership as a godds i§ an attempt to consciously
reverse the suspicion of leadership that had evolved @ldee’s dominating tenure. This
was attempted again by structural methods. This invaikedrestructuring of the whole
leadership and a step away from the traditional offieardrs elders and deacons, to a
governance board structure, a trustee role for lay Isallke the Carver model found within
secular not—for-profit organizations (Carver: 1998, 1999).s hiurn requires the ‘C.E.O.’
of the organization, here the senior pastor, to lté &ecountability to various policies and
guantitative results. Although David is “in two mindsboat this process others are
convinced that it is both necessary and possible frame ministry targets quantitatively
(Len). This desire to measure and quantify the ministigertainly a high value for the new
members of the governance board. It included ‘vitalssigetermined by the pastor such as
attendance figures, numbers of Baptisms, numbers of pewpleed in ministry, numbers in

training courses and of course financial giving. This work in process.
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If David chooses to measure extra things, that's fiHe can do that but we are trying
to get to the stage where the board says thesbathinhgs we want to see, once we do

that we can then demand of David numeric goalshi®mnext ministry yeafLen)

An assumption underlying such approaches is that in thenahostate of affairs these
statistical measures should be improving and that théisbewthe result of the effectiveness

of the Senior Pastor as ‘CEO’ of this not-for-praiganization.

Such values of the pastor resonate with important sggned the population of the
church, in particular the businessmen and self emplogekbdpersons that comprise a large
segment of the membership who were particularly negébwmeard Russel Norris’ disregard
for numerical success preferring his value of doctrinatyur~or these people ‘bottom lines’
and growth focus is an every day reality. The pastoogmeized that although there are a
variety of values within the church, he made a comscichoice to affirm the values of the
group that was both in the ascendency at the time astl likely to be able to become the
foundation of a new church. Russel Norris had commuedcatsubtle assumption that those

who “had money were unspiritual” (David).

Such values alienated these wealthier member and bstigreson who had resourced
the ministries of the church but lost their incentiee do so in the light of this value.
Consequently, there is now a strongly visible perspedtiat money is an essential resource
to achieve the structural reforms required. This happgt®th fund raising and cost cutting
as in a corporate setting. All this culminates in @dnaual “Vision Dinner” which is directly
calculated to raise membership giving. This is requiredujgport the staff size required to
sustain the membership skill base, so that the migsigerogress in linear fashion. Pastor

Ross related some of the cost saving measures thautha place by the purchase of new

29t



plant and equipment. He criticised the mentality of hedpcessor who putting up with the
constant repair bill on worn items. As a result, sooh the wealthier members have again
become very generous donors giving directly to the cbsemacement of aging plant and
equipment His unashamed reference to finances in messages andsitwe dinner is a

distinctive change from the previous pastorates.

Assumptions about Humanity

This type of incident is not uncommon of late as pheposes and strategies of the
church are made clear to all and fruit has begun to bdupeal in quantifiable terms. They

also reveal the pastor’s ‘theory Y’ understanding of huneture.

You see | think people want to be challenged, | thirdpfeewant to be committed. |
think people want to serve and it's the leadershipishiaucking it. You know, | think

our problem is we tend to think people don't want tdyevgot to push them, we've got
to cajole them, we've got to shove them, but nohinktit's the other. We've got to

lead them, open up the doors, open up the structure sadhnego it. We've got to

change our thinking(David)

This optimistic mentality is what drives this pastormake strategic choices as to the means
by which cultural change is best achieved. He delibrauts the long-term viability of the

mission of the church ahead of general and inclusiveichdilistic pastoral considerations.

But, | realised if people didn't see something happehinguld lose a whole group of
people, good folk who were waiting to see “Is it samtte same old or is something
new going to happen?” And some people would say “Aregmuog to bow to the grey

suits, so nothing is going to change here?” And bad to weigh up who, ... the
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bottom line is you are going to lose somebody and gogot to decide who you are
going to lose. | am sorry but that's just the wag.itSo | can leave it as it is and keep
the people who are happy with the way it is, who weobgioly complaining the most,
or, | can change to win this other majority, wholgably won't complain.  They will

just quietly leave. And so | decided which group | wamg to lead.(David)

This ‘cost-benefit’ analysis is quite deliberate anduages that there is no possibility that a
consensus of values will be possible let alone a aea@ation of underlying assumptions.
The worshipper is viewed as a religious analogue to auom@rswho has to have their basic
demands met in the market of church services and prograims.changes are pragmatically
justified in the light of the decisive perspective of itmpact of appeasing the values that will
enhance ‘market share’ rather than from deeper thealogonsiderations. The obvious
assumption again is that a successful church is a lalgecic David claims that this
consideration justified the changes of worship styleatwontemporary’ pattern. In other
words, the culture change was predicted to occur by chanbsgcomposition of the
membership rather than converting the existing memperson by person, value by value.
This attitude lies behind the many references frompidmors, staff and board-leaders as to
the intention to clarify the mission, values and durtes of the church, particularly ratifying

the authority of the pastor in the key role of reengiimg structural change.

Assumptions Regarding Structure Induced Change

This section is interesting inasmuch as it showsthate thinking particularly of the
present pastor that underlies the major thrusts of chandpe church. This rational process

of decision making regarding structure, mission values arjdctoades has primarily a



pragmatic justification in the mind of the pastor whiahturn is justified by the church’s

evangelistic priorities.

We're called to build the church and I've got to dateter is necessary to build the
church so that means leadership and that means caadgeally trying to develop the
culture of change here, that change is here to st&ythe only thing that is sacred is
our mission, all structure, everything can changet dbesn't fit it changes. We've got
to review and fine it. So | am saying this worsisigreat but that's not saying it will
be the same three years from now, this year's myrsigreat, it's the trying to get the
difference between what | call form and function. 8&ve got to be clear on our
function, what are we here for, the form can chaongde function. So the function is

‘worship’ but the form can vary(David)

A side-benefit of the process of defining the missiad values was that it screens out
unwanted ‘market diversity’. This includes people whosdiqudar brand of orthodoxy
would be detrimental to the fulfiment of the church pugsos The wide acceptance of this
homogenizing strategy has been assisted by the lelesoned through the largely negative
results from Russel Norris’ attempt to set up the chupddn an alien theological foundation
and the influx of Presbyterian members that came dunisgbrief pastoratgSandra).
Whether in leadership or membership, the ‘Vision andu&& prevent the church culture
being swamped with an outside influence that has little for the contemporising purpose
in the name of ‘evangelism’. Likewise, Pastor Rosuiaes structural engineering is a way of

‘re-freezing’ the changes so as to prevent subversiadhebformer values.

That's what we don't tend to put in, we don't chethgestructure so our old structure
takes us back to whatever we ... If we don't chdahgestructure the structure will

bend us. If we don't straighten the back we mightagetw body but the old will bend
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it back to where it was. And so if you change theefgou've got to change the
structure to hold up that new face and | think thakiatw have learnt and people, in an
organization whether you like or not the church oyme get over a couple of families
iS an organization and so you've got to start mgatias an organization. | think that's
the trouble. We want relationship, but | am running Egawization not just a family!
And | think that's where we struggle we've got talise we are running an
organization and that needs to have structure, acoiityt lines and all that for it to
run smoothly. And then in the end that, people dm®@tthat. But they enjoy this as its
running smoothly here. Members meetings are going wekacons meetings are not

long. Ministry happens. But underneath is ‘organizati (David)

It is striking to note that the struggle here is ov&rmalamental metaphor that can capture the
essence of the church and its fundamental directiomge pastor is quite conscious that the
metaphor of organization is incompatible with the mpkta of family and that this change of
identity is critical for mission achievement. As sugjgd recently therefore the role of
identity formation is a critical function of senioramagement. This is a deliberate realization
that there is a plurality of mental models within teirch but a toleration of only one by the
constructors of the new culture. Organizational idgititmation depends upon the effective
garnering of power and legitimation of authority (Prattl &oreman: 2000, 142f). It is not
surprising then either that this uniformalising process the radical organizational alignment
that goes with it is also legitimated by recourse tavNestament images of the charismata of
leadership. David Ross sees this as a correctivhetdormer ministry paradigm that over-
emphasised teaching and pastoring but neglected that ‘ttee afif administration and
leadership are also needed by the body, lest it becamaring blob’ and ‘suffer structural

collapse’(David).



There is a constant appeal to logic over emotiorutfitonuch of this type of material.
Since the church endorsed the fundamental direction efctiurch which implied their
becoming a large regional one, the shift to a chur@magement by objectives’ and ‘policy
governance’ approaches follow as a matter of necessttipng with this is an implicit
structural assumption that requires the Senior Pastdretgiven the rights of a general
manager in being able to enforce compliance. CriticBlavid Ross’ thinking is that to run a
church as an effective organization, the senior pastet have sufficient political power to
align the organization with its espoused values. Rigalisthe expects dissent in the face of
such a culture change, but assumes that consensus in lifiealplmrum of the church
planning meetings terminates the legitimacy of disserfBuch was the case with the
subjugation of the role of the Brigades leader under théhypastor. But this is not about the
desire to accumulate power for himself or his stdlff.is believed to be an objective necessity
for the role of administrating the church and movin@ itoherent forward directions. The

implication of a dispassionate application of this mamaabreathtaking in its simplicity.

There will be some who stand up against you, in thenentiave set an organisational
structure, we have put somebody in authority and theg wet willing to play ball.
So are we a team or are we individuals, are we ctiethto the mission or are we not?
And the church has voted in the board and the chusshvbted in these leaders and
this person is not willing to work at least reasopakith that or co-operate with those
leaders. ... And | guess as a leader what | am tigirggy is no this is not a personal
issue with me. I've got to say what is good for ¢herch and | have had to force
myself “What's the mission, vision and values?” H&s good for the church, not
what's good for me?” “What's good for the churchglderm?” And so is this
behaviour. If | allow this behaviour to keep happeninghia leader is that good for

the church? If I allow this anti feeling is thatogofor the church? If I allow this
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gossip to keep going is that good for the church. Rgaess to try and make decisions

on that basis because it [resistance] will come frooplee(David)

The same logic in a higher key can be seen to cometfie long-term leaders too.

Structure brings stability and morale improves. Refthem, which is just a

continuous improvement type process. In this case weirteof adopted the direction,
the organization, cash, tracking, overall evaluatma refinement. In implementing
that the first cab off the rank obviously is ‘directio We've had senior pastors in the
past promote certain mission and vision type statemenClarie certainly was a
directional leader. He had his idea of where he g@ing. | would be confident that if
you asked anyone on the diaconate at that staget"$\tha direction of this church?”

you would’'ve got very diverse answers. He would'vel liae idea but nobody else
would’'ve understood and owned what he would've saBbme of them might have
had similarities but there would be a diversity. Dowgl Hhis ideas and mission
statement but no one owned them really. Then Dawofse on board. ... So they
are actually documented. They are agreed. They @aterwinto our handbook. They

are there. We can change them if we want. ... Scsttibilised | guess the culture of

the organization(Len)

The pastor is not so naive as to expect that thacpbkhift implied that the culture
would change immediately. A time factor is expected. @sirict adherence to the principles
and processes would eventually align the whole organizatiol generate across the board
efficiencies. This uniformity would provide the stdlilihat in turn would provide a platform

for firmer commitment from the member.
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Oh yeah, the way you do ministry from the top affdwbsv everybody else does it;
how the youth ministry has a structure, so it just dalewn, so we are expecting all
leaders to lead the same, ... evaluation, refinemedittlaen set goals and set their
plans for the next year. Now it's not happening eveeya: But it's a huge change.
I'm the new guy on the block, it's only been 3 %2 yedissdifferent to starting a new

church and everybody comes in is on board. You angalyct'turning the ship

around. (David)

It is assumed that a strong culture is good for the churdll circumstances and would
necessarily lead to effective fulfilment of purposes.sthong emphasis on specifying mission,
vision and especially upon values has had at least a alaal ©On the one hand it tended to
liberate positive forces for change in its own rightlorale was sparked up as a result of
identifying their mission in the light of God's cosngcheme. But then also the articulation
of vision and values provides the ‘interpretive schentésbugh which the actions of
members in the congregation may be interpreted bydimmihant elites’ here, the leadership
team. They have the privileged interpretation as #isy possess the capacity to develop
congruence between their interpretation and the strudtuma of the church (Hinnings, et al:
1996, 903). This congruence also includes the deliberate primcethe socialization of new

members.

Level of Change: Development vs. Transformation

At the level of cultural assumptions we can see thahthe metaphors used to express
these rationales are discordant with the notionsuwily and pastoral care are mechanistic in
nature. We should not be too hasty though in seeing #igesnported into the church culture
by the pastor. A number of people made comments teffbet that the notion of defining

mission and setting directions had been attempted irpalsé and that in many ways the
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church now was ending up on a trajectory that began arthencera of Pastor Clarie’s
departure. In the past the leaders knew they needed suapdiens but found these issues
too difficult to deal with and they languished betweentmgs (Len.) The new handbook
outlining the structure came into effect seven years @me week from the meeting that
resulted in the departure of Clarie Friedman during whidfiredt of missional goals was
begun in earnest. It is as if the present pastor ddsHe strategic ‘know-how’ to bring these
issues into the heart of the political structures ef ¢hurch if not the heart of the culture
itself. In this sense the type of change that hasroed could be viewed more as a first order
‘developmental’ rather than second order ‘transformatioone for this sub group, if not for

other devotees of Clarie’s ministry.

He’s built on sort of what has happened and crises appened. But the church has
always been heading in that direction if that mad@sse. Now | don’t know whether
that's just because of the people that we have hadueds God has had his hand in it
there somewhere pushing us along. But | would saywibate been building to this

for a while and | am hoping that will build further finchere. Ien)

The discussion between the deacons and elders aftée’<hlurprise resignation set a new
trajectory for the church. The leadership had to dedimme directions prior to appointing
Doug. Clarification of values is seen as a means afifichtion of boundaries and an
automatic culture change mechanism. These viewpoiets ithply that if there were any
alien values they were those enshrined particularlghén interim period of Russel Norris’
ministry and reinforced by the influx of those whosamection with the church was only at
the level of a shared Reformed dogmatic perspective Rutssell. Likewise before him, it
would imply that Clarie had stifled the expression oséhgalues and assumptions due to his

personal style and strong control agenda.
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However, others would see that there has been atefinultural change that has
occurred at a rapid rate and is of a more ‘transformaltitype’ as there has been ‘a total
culture change’ (Larry). It would certainly appear thaegment of those who have left over
stylistic differences did so out of a sense that tl@ges in worship and processes signified a
change to values or assumptions that were incompatitiethe past. Also, the fact that the
church in the mind of the pastor is to be constructed tippmental model of an organization
rather than a family would certainly be felt as a elirable climate change. In terms of the
balance of values and the actual people who chooséetalatather than leave, there has been
a homogenizing of the values base that underlies thareudts a result of the deliberate
surfacing and tying down of the values and mission ofcthech. This would lead one to
conclude that this church has undergone a transformbtathar than developmental change.
The fact was that until David Ross came the notidna well-managed organization may
have been the view of some of the leaders but thdyendiad the will or perhaps the capacity
to strategically disseminate these values pervasiiaigugh the church. A change of
pastorate and a crisis of despondency provided the opportonitye political framework to

be in place so that this constellation of values cgald supremacy.

Integration of Assumptions and Spirituality

Intricately tied up with these values is a set of suaisumptions concerning the role
of God behind such issues. A certain inference repgatedse as members made value
statements in favour of the new pastor. The disagrmirthe voice or will of God constantly
came in connection with making organizational or stmadt adjustments of the churches
internal systems. For instance the introduction @faaoizational objectives and governance

structures are justified theologically even if after e, as a form of natural theology.
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| believe the Old Testament concept is all of lifespsritual and all truth is God's truth
and if it is truth it is truth no matter who discavét or where it is used and if someone
who is not a believer discovers a truth and uses dideovers the law of aerodynamics
it doesn't really matter whether he is an atheisiab that's the law created by God and
if he gets in line with that law he will enjoy fligand | can as a believer say that law is

not true and never enjoy flightDavid)

Others have an even more direct sense of encountar ®od. The former
administrator and the former visitation pastor in E€larera both are supportive of the
cultural change and related stories of how they disce@watis hand in the very process of
coming to a consensus on values. It was noticeanetladt at these points as with the pastor,
Len became visibly emotional, to the point of teaas, the time of recounting these
experiences. Likewise, the pastor himself becamblywismotional at the recollection of the
recent generosity of the congregation in their fir@noommitments. Similarly, Len Griffiths,
was moved to tears at the recollection of God’'s pimviof a consultant to lead the
leadership through the new governance structure. Len remb@nmoment of illumination
dawning upon him while on his morning walk during a perioa/ich the leadership had run
out of ideas as to what form of leadership governancetste would suit their needs. “If |

learnt anything from this | think in a sense God wats there because then he can wbrk

(Len) The feelings of frustration were all a part of a seigr over-ruling.

Similarly, the very process of rational consensuaisiten making at the retreat for the
leaders of ministry had a sense of God’s enabling ptesei long list of possible mission

goals had been compiled.
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We were struggling with our mission statement andesom said “Well lets break for
a while and then we will come back. We broke and tihe came back and prayed.
And then it just fell into place. So | believe it wlsem God. And | think that for any
church, that is significant because if you know it baese from God and not just a
whole lot of people getting together to think up thein ideas. You know you are

going in the right directior(Cyril)

With such a sense of ‘confirmation’ he strove mdeady to move the pastor to investigate a
‘Carver consultant’ to help shape the new structure ofegmnce. The fact that the
consultant came through a different more affordable arghon, a major cost saving, was
confirmation of God’s hand in directing the church irs tstructural direction. In summary,
although a rational pragmatic floods the many referetweasructural renewal rationales, this
is not assumed to be the work of human initiative alombe presence of God is integral to
the change process through these very ideas and ideatsigpicts a sense of righteousness
to all the efforts to induce change. In short, thisuld indicate that spirituality is the servant

of prior strategic and organizational assumptions rdtiar the converse.

Cultural Dynamics: Connections between Artefacts & Assumptions

One characteristic of the present pastorate is ttlexe has been an abundance of
artefacts generated from within the culture with thenition of conveying and reinforcing the
new culture of the successful, missional, leader led,nirg@onal church. This has begun in
minor areas such as the insistence by David Rosdafindsess codes, the replacement of
malfunctioning office equipment, the hosts at the sesviocluding their colour coordinated
T shirts, the total refurbishment of the foyer inchglia series of striking displays from the

recent Vision Dinner, itself a new feature of chumtliture and faith. Even the average
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committed member is encouraged to carry a personalizetirgyeard to give to friends and
acquaintances. The church handbook is an exhaustiverdaabthe production process of

the mission, values, vision and so forth.

The pastor intentionally sees these straightforwaedtg humanly as a positive
reinforcement of the culture, seeing the committed fiskechumanly constructed artefacts as
directly symbolic of a commitment to the divine nuossi As already mentioned, the pastor
expects the focus sheets that have to be filled imibistry leaders as a key way to sustain

continuous organizational improvement.

The pastor also believes that the new governangetste is something that will instil
a healthier climate of trust within this culture theds notable for its level of suspicion. As
noted earlier, the degree of change that he envisagedeediis change of structure
primarily to give him the legal authority to direct tbleanges and restructuring. The options
were clear to him; “work for the leaders as an emg@tyer, be the leader of the organization
himself. Although congregationalism may have beenlyacélued, he was ensuring that it
could not be used as an impediment for structural changeoptions were either to be like
his forebear Clarie, to be a coercive power brokénimwthe congregational system, or, if not,
he would need a mandate which would empower him for makidgeashrining structural

change that empowered him. The alternatives are equr@s a black and white rationale.

The bottom line is Do we believe in the gift of leestigp? And that's probably where
Carver comes in, the concept of Carver is, well wetsd off with what we call the
‘Circle of Empowerment’ which was more the membeils ® to empower the board.

The board's role is to empower the senior pastor laadenior pastor empowers his



Staff. The staff empowers the ministers which we @& every member and minister

and then again the members empower the board. &qittscess of empowerment, an

upward spiral. And so there needs to be a trust lexklizen the leaders also need to

prove that trust too so they are given more trustit'Sa growth of trust over a period

of time. (David)

However, as an artefact of the changing culture, fonesat least, it represents a
secularisation of the churches politics, a governingddigcy and systems rather than pastoral
interaction with the whole body. There are stilbgh for whom the artefact does not

symbolize their particular core values.

| think David’'s primary mindset to situations whicteasocial situations tends to be a
‘problem solving’ rather than the ‘put myself in thénat people shoes’. So his first
reaction is “Okay, according to our system, people caraplaining, ... not enough
community. We need a small group pastor to run smaligg.” And | would agree
with a lot of those strategies. | think they worBut there is a personal element that

just has not materialize(Neville)

The various artefacts in the new era typify evereas of the new cultural realities.
The attitudes toward the artefacts are related totthedes that people have toward the new
values. It is therefore difficult to separate thesefmm citations that reveal the core values
and assumptions of the various groups. Those who résshdéw directions resist the
imposition of new structures, record systems, goalngetilong with the forms of worship
designed to allure the unchurched. The leadership ®libae many of these forms should
not be issues if people agree about the underlying purposése ofhurch. Forms are
dispensable, but necessary if the functions of theianissre to be activated successfully

(David).

30¢



However artefacts still have to go through the ‘rattve symbolization process’
(Hatch: 1993, 666) whereby the recipients interpret and tselyc interpret symbolic
significance to these forms, symbols that are nabintrol of the makers. Some of these new
forms were interpreted in ways that were never inténole the leadership. There is an
ambiguity in the interpretation of the ‘Vision Dinnexdncept. Here again, the member turns
out to the event, a catered three course meal, prafiedigi developed visual production and
pays twenty dollars to hear the pastor recall the paghts of the previous twelve months and
the goals of the next period. The opportunity to show'socommitment is provided in
financial pledge slips. Some have ‘found them a bit emag/ but ‘anyone in business

would have such figures availab{gen).

Unfortunately again the more traditional people |khsort of look at as “Okay this is
the time that David's got his hand out. David, laes pastor has his hand out again!”

sort of stuff. | think some people feel we're adittbo ... ‘corporate’.(Len)

This artefact that is intentionally inspirational paradoxically confirmation to others that

essential core values are being lost in the transitio

Cultural Change Strategy

There are quite a few conflicting indicators of theangeby which the culture has been
changed by the recent agents. David’s approach that bdginprocess is akin to Bate’s
‘conciliative’ approach (Bate:1996, 181f). This is alsosistent with the traditional Baptist
process of consensus making and is perhaps thereforeamaingt his options at the point of

culture entry. Some initially accepted the legitimaéyhos early foundation work yet have



misgivings later. Such work means that ‘it became sohnaasier then to make decisions’

rather than be at the whim of competing ‘agen@@ag’il).

The implication of this approach at this stage is @gyeed lack of power on the part
of the pastor and that this is actually a means of teguof resistance and a means of
ensuring some form of cultural continuity. The processamly from these times does match
Bate’s description of a “simultaneous construction andowmcuction”, of “getting new

brickwork up before taking the scaffolding down” (Bate: 1996: 183).

There is also evidence of an ‘indoctrinative’ or ‘eahive’ approach (Bate: 1996,
192). There is an attempt as has been shown in tlewvr@vocesses to instigate a uniform
way of thinking throughout the church organization. Tbea writing mission and value
statements and enshrining them in a handbook is amg@tt® exert the dominance of ‘one
world view over the rest’ and the hope is that witd timstated “meta direction”, the actual
direction of the church will result in new processed parformance. Every new member is
given an introductory course where these values are oleae This approach did not bring

forth an automatic acceptance of the new directions.

For David Ross the key locus for the indoctrinate p®cgas in the minds of the
leaders. Education is the key to a changing perspectatevibuld then be expected to
permeate the whole organization via the political medd_eaders themselves commented
on the pastor's continual insistence on reading leaperstaterial and attendance at

conferencegLen, Cyril).

But at the point of resistance from some of the stipileaders such as the craft and
brigades groups, the political mandate from the church’'gtaoof the values and mission
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statement results in a switch to some aspects tbamidde his ‘aggressive’ approach. The
very fact that the pastor has set the church strucuye® measure progress towards the
decided goals indicates that the purpose would not be ‘@tnel as they do have an
historic mission to perform (Bate: 1996, 181). This is smtmuch that the pastor did not
want people to think for themselves. But once thers av@onsensus the time for thinking
was over. Resistance could justifiably be handled ecyc This coercion takes the form of
the democratic backing of the directions passed. Wéaeseethe fact that rational evaluation
and consensus-based change can be as coercive ashiuatatirection. The focus shifted
patently to organizational alignment with the espousegttiims of those committed enough
to attend the initial values clarification meetingshe test case was the confrontation with the
Brigades who were out of step both with the new procediMesnbers describe this as a
“showdown” (Natalie). After the best part of a year of explaining the nemuents and
waiting for changes the leadership ‘grasped the nettleermbving their endorsement of these
persons as ministry leadefGary). The upshot was the vindictive backlash orchestrated by
the main leader Elsie Crocket. This was a criticaim@nt for the process of change. David
himself recollects that he felt that the whole psscef change to the regional model and all

that involved structurally would be undone if they weakeateithat point.

You live with it for the rest of your life. It is soof like Joshua going to the promised
land and he made a compromise with a couple of tribdsfaey were a thorn in their
flesh for the rest of the time, and so that waaidyfcrucial and it tends to come from

the most difficult [people](David)

There is a strong resonance here with the ‘aggreappeoach’ pushed as far as the

congregational form of the church permitted.
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The ultimate ambition of such an approach is to estaalistnong integrated culture in
which there exists a single source of authority arsihgle focus of loyalty-a form of

cultural hegemony. (Bate: 1996, 173).

As Bate predicted, the reaction and segmentation etlatved, were to be expected.
The purpose of the process was not to be oppressive it tbe church organization back
into a fruitful growth phase. It is clear also thae thastor and leaders could distinguish
between types of factions that their uniformitarigpr@ach was creating. Those who refused
the structuring of ministry and who engaged in unethicelostve communication were met
with strong symbolic force of a demotion. Thosea#d told others they “had been sacked”
(Shane, Natalie). Their exit reinforced the caricature of the pastord aders as business
like and non-pastoral. But those who represented menelyrthogonal’ faction (Bate: 1996,
175), who believed in the dominant culture but retained then separate values, were
granted a certain leniency. This can be seen irddssription of the issue of worship style in

which long-standing members were given their own servic

It was the purpose. Okay so in the end | said “Our purigagereach everybody and if
you're not happy about this service you're are not goingvite, lets design a service
that you're passionate about. ... And there was a big puslt &being a sort of

compromise. | said “Compromise is only good for iesidyou know.(David)

Paradoxically, the church’s drive to pursue contemporasgiom was being subverted by an
over zealous application of the strategy of appeasingrityajiastes. However for the pastor
this was not so much a compromise as an applicatidheotleeper value of reaching ‘the
outsider’. This is not a return to a ‘conciliativggpaoach as the term ‘insiders’ reveals where

the boundary of conciliation ends. This implies recogmithat the culture, which had been
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established two years after the major structural chamge now secure and not threatened by
such formal variations. Likewise in the message ‘Rmegéao Cross the Jordan’ from late
2003, the pastor’s self identification with the Biblidiglure of Joshua and the need for the
people of God to support him and ‘his leaders’ has a defiimig not only of a heroic
characterization, but of the ‘messianic’ (Bate: 1996, 171Mis is not a leader who wants to
change the status quo for mere self-satisfying motivgstieat the church is portrayed
analogously as poised precariously at the boundary of Gaeaimised land”. The successful
negotiation of change and fund raising to make it a yeiglia mission assigned by God, no

less.

Schneider Cultural Type

There is sufficient data to suggest that for all thegcegational governance and lack
of specific explicit direction of the time, the Clafi@iedman era postured the church as a
collaboration culture. That is along Schneider's dosathere was not an emphasis of
changing the church nor of developing the potentials mvithiso much as preserving the
distinctives of its values and mentality through extengiersonal contact of the pastor and
his wife. It was an “actuality-personal” culture (Selder: 1994, 117). The pastor was
focused upon the immediate, real and pastoral matters. ndedtgeas to what was needed
tended to be ad hoc and dynamic. Relationships betweeteader, the deacons and the

church member were paramount.

We can see here though that for all the display ofopetsattention, this does not
ensure that the culture was caring. Underlying this u&lity-personality” plot is an
intentionally controlling dis-empowerment. Authorityr fministry is entirely conditional on
compliance with the pastor’'s whims and spiritual foibld3ebate and dissent are pushed to

the margins by a pastor that lectures his leaders andigsudeviants beyond the church
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boundaries. The diversity and synergy that should typityh suculture (Schneider: 1994,
118) certainly are missing here. Under a ‘cover stofgongregational participation lie clear
elements of control. This story demonstrates nhdequacy of thinking cultural climate can

be totally grasped by constitutional structures.

And yet this period does not present every key ingredietite ‘actuality-impersonal
or ‘control’ culture. While discipline and defensiveness present (Schneider: 1994, 116)
there is neither the expected sense of task orientatio a clear statement of rules to which
the members must conform. The ‘rules of engagemente wired within Clarie’s mind and
were discovered by the unwary at accidental points aéton. There is little systematic
articulation of goals. This is surely an advance sighat the ethical and psychological
dimensions of culture are not ensured by its cultural typellaboration happens at a variety
of levels and for a multiplicity of motives, includingafeand dependency. Cultural patterns

are serving deeper masters than the forgotten hidteouneces of familiar habits.

Secondly, the culture that persists into the next pastorates, or Doug Walker and
the interim ‘team leadership’ of Russell Norris, ist @@ much the ‘cover story’ but the
oppressive, secretive and self interested elements wndert. Doug finds himself
outflanked by Russell's personal ministry and high contedth the membership, a
continuation in the mode of Clarie, as much as hisladgmal commitments and theologically

articulate presence.

Likewise, a straightforward classification of the grspastorate is also not a simple
matter. The pastor bases the support he has froreatierkhip on his measurable “results” as
would be the case were the culture a ‘competence’ typhis could easily be wrongly

caricatured as a ‘control’ culture as he is not evatliatéerms of his intrinsic personal value.
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The concern for objectifying measurements and evaluabenchmarks are typical of a
management style aiming to keep the culture from diffusingegressing away from the
central growth purposes typical of a bureaucratic cultuBg.the same token, there are strong
strains in the pastor's own attitudes revealing the sipdisy-impersonal’ or ‘competence’
culture through an attempt to create a church with d fm@stice’ approach to systematized
ministry. ‘Excellence’ and ‘success’ are regular ide¢laig have seen the artefacts around the
office and church plant develop significantly. Colourfahbers adorn the foyer spelling out
the major departments and functions of the culture. Imwedg dressed ushers assist the
worshipper at all services to find a seat, the codfe@p or creche. A distinct shift in values
may be seen from those associated with ‘personalisigtoalture periods to the present. As
noted above, office staff had been appointed to help @mbars in financial difficulty or

with pastoral needs.

| turned up to the office and there's a lady playirgasee on the computer all day and
I'm thinking they've all got issues and problems. sBme of those people left the
church later, we tried to do it nicely and little litgle. ... | realised that these people
are here for their needs, not for the church's neefise church needs an efficient
organization at certain things. And so what | ad@s | put on two secretaries and in
the end one realised that the other, they couldnévea ... because | didn't know
which was best. And slowly one rose to the occasibo is now my administrative

pastor. (David)

In the past year, the pastor in charge of worship,nao$dong term significant members and
deacons, although significantly competent as a musicidragvare of technological issues in
production, has been ‘encouraged to move on’ into his performance career due to his

lack of ability in managerial areas to do with follagithrough on planning and developing
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the team under him. Therefore, both at different ghase¢he renewal of the culture and at
various levels of the organization, distinct cultured &adership approaches are at work.
Therefore, it follows that there are different peraem and characterizations of this
leadership depending on the vantage point of the subjduhlie culture.

Statements from the pastor such as this one wouldtteindicate that the motivations
of Pastor Ross have much to do with bringing the congoggeo its full potential through a

systematic generation of a greater density of leagecstpacity across all the ministries.

The reality is you'll always need a leader. | arw notally convinced everything rises
and falls on leadership. Whether you like it or @y can fight it or not, everything
rises and falls on leadership; every ministry, ewamyrch. And we've got to recruit
and train leaders so that's why the first line warg position focus sheet of every

pastor in the church is recruit, train and motivayenténisters for your area(David)

While the culture has the appearance at the surfacBeinmembership level of being a

cultivation culture, this reference would also tend tofiom the ‘impersonality’ aspect in that

the leadership is not valued in and of itself, but assaurce for the development and renewal
of the congregation as an effective organization aitigeorganizational ends. No doubt

therefore the culture of Red Hill has “an intense aigth-bBtrung ethos” (Schneider: 1994,

119) where the advancement toward potential achievermemeasured in quantitative and

detached objective verification particularly to do whitancial position. If this succeeds in

the long term, the congregation would become not so rautively community as living

verification of the church management ‘best practigestrong ‘competence’ culture ideal.

Since the power issues were resolved, the pastor arehtigadership team share the

outlook of a ‘possibility’ culture as they all have aviard looking focus. Positively inclined
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members also notice that relationships are imposaihe level of the staff and governance
board, even if not as apparent to the average membgain, a simple stereotyping of the

culture is not possible.

| think that we are very fortunate in that our boardréry forward thinking. It's not
just a group of older people who sort of are lookingrathe church that we've got.
They are a group of people who are forward looking sord of looking at what we
could be. ... 1 sort of had in my mind before that Dlavas sort othe leader. And
he would sort of ‘rule the roost’ and the board. kvamite surprised that something
came up ... and they basically said “No David. You cdo’tthat you know.” And
that was it. And | thought Ooh!” ... Yeah, they alidr@ends in that too, there wasn'’t
an argument about it. It was just taken “No that'sthetway we want to go”. ... Itis
not like a boys club or anything like that. As farlasould see all the people on the
board were very forward thinking, had the church’sufetdirection at heart, not for

themselves(Sandra)

Being ‘possibility’ focussed in the sense of Schneid@rtare orientation variable, does not
demand a hierarchical structuring of power relationshijgsdan coexist with a real team
climate where people are heard and valued as whole baitiges than just as resources for
the organization. It is easy for the mind to confaise variable of ‘possibility’ with

‘impersonality’. And it is quite possible that sometbé reaction against the directions in
which David Ross has taken the church could be a refstiiesense of culture change being

misinterpreted as the later. This situation demorestridite distinction between them.



A Narrative of Cultural Change

As a narrative Red Hill Regional church most likelyve® through three major phases

since the halcyon days of Pastor Clarie Friedman.

(i)

(ii)

(iii)

(iv)

Strong Control Culture: Although Clarie maintained a strong evangelistic
emphasis and interpersonal contact, the church fundtiangs best when Clarie’s
perspectives remained unchallenged. This was a ‘familypadriarchy church in
Becker’s terms.

Weak Control Culture: The intervening period of Russell Norris ministry saw
similar means employed to produce a doctrinal uniformiyough a high
emphasis on pastoral contact and waiting prayer. Tdtetiat many left during
this period shows that these highly cognitive valuesewet shared or effective in
building a coherent culture.

Weak Collaboration Culture: Initially as Rev. Ross arrives, he activates the
political legitimation process of the church to cladiyections and key leadership
jurisdictions. Not all however are committed to thalaborative process as it
threatens the control they presently exert througrpetrsonal means.

Strong Competence Cultur&hrough boundary maintenance, goal setting and
continuous improvement mentality the leadership atterptduild a regional
church, particularly one that appeals to the typical yadgt and family from the
area, but not necessarily to a range of current chumerhbers, particularly those
from non evangelistic church backgrounds. At last tharath membership
appears to resonate with the challenges that are iilggtiart of the ‘competence’

culture response.
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Conclusion: The Promise of an Organizational Culture Perspective

The cultural lens identifies the most vital aspecta ehared social experience inside a
particular church. It is necessarily an abstracttomfthe complexity of reality, supplying a
static set of ‘snapshots’ at particular points in tinagher than capturing the fluidity of
changing community realities. The culture lens doesdet¢ct the degree of emotionality
associated with conflicts surrounding cultural changesreith the period of intra cultural
conflicts or in the establishment of a new cultureThis highlights the need for a
psychodynamic perspective to supplement the objectifyitignedity that characterises this

framework.

The cultural lens does enable one to note connecéindscorrelations between the
beliefs, values, assumptions and the behaviours of thggind to assess the strength of the
culture on the basis of narrative style data. Abdli¢ha lens enables a reader of church
narratives to make comparisons between these uniqueesultithout being swamped by the
intricacies of the various plots. These comparisbes tan operate as the source for useful

theoretical proposals.

There are some striking features nonetheless that stat across these stories.
Firstly, wherever there is a positive cultural changetarms of some combination of
numerical growth, rising morale or cessation of confiihere is an associated change at the
symbolic level of the culture. This is most evidentfaur areas these being the style of and
emphasis placed upon worship, the emotional tone of chwrsimess meetings and board
meetings of office bearers, the physical condition simd of the worship premises, and the

production of handbooks, constitutions and church promdtazheertising.



To be able to affect all these is indeed to havegdh from one situation to another
more positive in terms of growth and mission fulfilmeriVhile these are also issues over
which much tension, suspicion and conflict rages, thaltieg change in these four factors is
indicative of the fact of change rather than a dioattse of culture change itself. They are
ways in which the change is ‘frozen’ in place delibelsaas well as indicators of a new
preferable equilibrium of those presently in leadersl@hanges in the worship both provoke
change by exacerbating conflict in all but Carinia dewas well as indicating a shift in power

of the new elites.

If one asks what exactly is the nature of the chaageyhat its agents actually affect,
then one firstly notices that these instances Wwesteas likely to be of developmental as of a
transformational order of changes. That is to saypuld appear to be truer to the experience
of these participants that the change removed ali@ppressive contradictions of the values
and assumptions of the people as much as it is a camvexsi or introduction of new
elements. The following table presents the opportdaitycomparison across the churches.

Our two churches that were not expounded above are indhad@d by way of comparison.
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This table admittedly pushes the data into discretegoaes which obscures
somewhat the complexity that is the culture of eaalrath Nevertheless, it allows one to
notice correlations between cultural change phenom#émainotherwise could be lost in the

details and thereby form the basis of the generafisorme theories.

Firstly, beginning with column’s two and three, | hantroduced four categories to
distinguish between the cultural change role played bytitleok of the main protagonist in
change, usually the new senior pastor. The co-resdtiprbetween pastor’s ideology, vision
and values and the order of change can feasibly befdoaraypes. These relationships can
be distinguished in the following ways. They are:

(a) ‘Reinforcing’: If the new change agents’ values or outlook is actuadlyced by, or,
strengthened by the culture change happening around thesn tlaéim the other way
around. The pastor assists the solidification of takue by reinforcing shared
viewpoints and values already emerging in the curreninititie culture.

(b) ‘Null’ : There is no appreciable connection between thegehagents’ vision or values
and the structure of the culture, or, if there were soaidnable theological convictions
articulated by either party as to assume there wasiartyconnection.

(c) ‘Catalytic: The perspective and values of the change agents’ promytigger the
incorporation of new values, structures or symbols,clwhievitalize the existing
culture, though not necessarily in total accordance thhagent’s personal vision and
values, and

(d) ‘Determinative: The beliefs of the change agents appear to determaeadtual
patterns of interaction and structures within the culturansforming it in an

appreciable way.
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The stories shared show that the perspectives gbdktor, their theology and core
values have a pronounced affect upon the culture that gevelothe renewal period of a
church life. They are at least catalytic if notfact shared by the people and able to be
articulated in a cohesive ideology. All the significagents of change who were shown to be
responsible for changing the power arrangements andtthetuses within the particular
church, were able to articulate some theological joatibn for their ministry that had a
direct bearing on the directions in which the changesgeded. The more ‘determinative’
the ideology underlying the inherited culture, the strorther change agent’s theology or
ideology needed to be to determine the direction of tluech. At the same time where the
impact of a pastor is catalytic, one also finds a grouati®f opinion already moving in that
direction as was the case at Carinia DoWwnand at Red Hill where the businessmen in the
church were longing for a managerial approach to ministmysuch cases the Senior Pastor’s
role is still critical for inducing both the occasioasd means by which those forces for

change could be amplified into surface expressions.

There is a strong theme in all but Ivy Street obacerted attempt by the pastors at
some stage in the change process to induce such chaagease pervasive level within the
church through ‘educative’ processes, whether that betha@a preaching strength as in
Carinia Downs and especially in Red Hill, or, througbyatematized induction process for
new members as with Forrest Hills, Petersham aral Ré&d Hill. vy Street is different in
this respect that the pastor's own pastoral and preadctmrengths have been sufficient to
induce change through inducing an influx of many people mcchurch who share the tastes
and preferences in the style of the church and itshwmrd8ut no evidence was produced that

he had in some way articulated into the culture a ¢leawlogical vision that was informing

! At Petersham, new members of the Diaconate had meguocess of redrafting the church constitution to bring
it into line with usual Baptist congregational polity.
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his agenda apart from a resistance toward dehumanisingt@sgthin the status quo and an
emphasis on grace and acceptance of others. This ceuwdeto the fact that as broadly
evangelical churches these communities traditionallye ha high view of the preaching
ministry. We note in that case that at Red Hib thministry was even coopted for the purpose
of apologizing for the culture change process itself @& kbynote sermon to do with the

‘death of Moses’ or his functional equivalent, Claree&man.

As regards column 4 and the type of change agency theanite seen that the
common assumption, namely, that effective change regui@nfrontation to ensure
uniformity, is too simplistié. If this is taken into consideration, then it candaed that
effective change in these churches can be deliverdobutithe recourse to aggressive tactics
when there is not a strong cohesive ideology undergirtimyalues, assumptions and surface
structures. Some degree of aggression was only required thiee preceding cultural
configuration was determined by the ideology and valuesxidting leaders. Their
resistance was delivered in a way that explicitly dinbe undermine the change process

fundamentally at vy Street and Red Hill.

In column 5 we can discern the phenomenon that tHasehes in decline were all
located in the vicinity of a ‘control’ culture wheth&trongly’ entrenched or weakened by
new unmanageable sections of the culture. The comdmnabf ‘actuality’ and
‘impersonality’ has no power to withstand a drift frafme churches in either energy or

membership. Not surprisingly the weak Control cultureedates with the lack of clarity or

2 In Petersham the major aggressive aspects of thgetayency were delivered to the church in a conflict and
decline period via the intervention of the denominati@uperintendent and the former pastor’s negative review
that resulted in the pastors eventual resignation. Thare while still being a ‘control’ type had been also
weakened through the changing composition of the chumtm, drrural to semi rural to urban congregation. The
influx of new faces and simultaneous departure of supporfténe pastor resulted in a change of personnel not a
personal change. The change agent pastor has to caeviteridose opportunistic leaders who saw the pastoral
vacancy as their moment for ascendency, ratherrémsistance from the old culture.
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the churches core values and assumptions during that deefioel. The strong cultures are

those uniform cultures, which are structurally alignedhwheir ideological heartbeat.

In harmony with this suggestion is the fact that ggressive approach to change is
associated with the combination of strong controfaatuality-impersonality’ culture type,
and where the leadership ideological position is detetivinaf the culture® All other major
personnel issues were resolved in a conciliativerpetsonal manner, and former offending

persons also reinstated to particular leadership roles.

In moving to column 6, a new culture emerges in eachchhurone of which are
‘control’ cultures. The cultural features of ‘impersiitgamixed with ‘actuality’ do not have
any association with renewal as Bate forecastede(BE#96: 88f) but can only entrench
decline. Culture is an inherently conserving phenomesiwang culture even more so. It is
remarkable then, that most of these cultures initialigde great strides toward change
through moving into a ‘Collaborative’ framework. Theeans of change then is also the
destination of the change itself! This may, as whih case of Petersham, be submerged under
a concerted conscious attempt to refound the church upaptisB or, congregational
governance principles. But this is certainly not tasecat Red Hfl The new leadership
there was determined to remove some of the key congreghatstructures, markers
traditionally associated with Baptist life. Ultimateéhowever, in each case there is a shift

toward the ‘personal’ domain in culture type, shown icoemaging an expression of talents at

3 Forrest Hills looks like an exception, in that well beyondittigal change process the new change agent Pastor had to
confront a couple of individuals about their uncharitable attitwdésin ministry that were having a counterproductive
impact. This strong action resulted in the removal of thessgers from their ministry. However such action wasciséd by

the other leaders despite their agreement with the outcamié,iout of kilter with the ‘conciliative’ culture and the
inclusive mood of acceptance that had become a core value.

* Nor was this the case at Forrest Hills where thegidership was much more enamoured with the power over
structures from the charismatic movements with whdraythad always identified rather than Baptist
congregationalism.
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Carinia, congregational discernment processes at Ratergeconciling dialogue at Forrest

Hills, and the fostering of familial warmth and accegmat Ivy Street.

However, if one moves across to column 7, one cantisat ‘collaborative’ mood
alone does not seem to sustain the valued aspects afetheculture and a ‘possibility’
dimension has to be added to structure the change. ®hisl \&ppear to be the case in all
situations even Red Hill where, as the church has gtowatcept the ‘impersonality’ aspect
of the culture, the very governance structure of the cthwattempts to reinforce this
unambiguously. The church becomes firstly a financippsrt base for professional ministry
then a body in ministry itself. Here the ‘persopaktomain is subverted and supplanted by
systemic processes which intentionally distance tls¢opdrom the member and enshrine him
as a manager of more quantifiable outputs. It will her@sting to see if the church can
satisfy the personality aspect through the systematidgvation of small groups alone. The
distinct sense is that some of the agents’ aggresssendiringing about the change is now
enshrined in an emphasis on ‘competence’, developing@ellent organization, rather than
cultivating the potential within the people as would b= dhase in a ‘cultivation’ culture. The
difference between these cultures is in definitionhef tnember as at least one of the valued
ends of the church, in and of themselves, or, as goessary means to the end of the
organization; the dream of becoming a successful regiomatch, their ‘Jordan River’
crossing. The other churches would tend to put the liBeg@ssumption that impersonality is
necessary for the sustenance of significant changevekkr, dramatic change does appear to
require a focus upon new content: the future state afithech and fundamental directions as
to where it is heading. We note however, that theduction of a future focus by leaders

need not imply a ‘management by objectives’ approadie tvansformative.
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As our attention shifts to column eight, regarding thesllor order of change, the
choices are fewer and therefore the judgements are crideetheless it is arguable that
where a leader’s ideology or vision has a catalyfiecefupon the culture, column 3, that the
order of change is ‘developmental’. This is to be exxbdh the sense that the teaching,
preaching or leading of the new pastor releases poteesiavithin the church that were
suppressed by the ideology of elites who are replaced orewih the church. The leader’s
attitudes are catalytic encouragements for the alignroéntre-existing core values and
assumptions. When the leader has a far more determimapact upon the church’s whole
ethos, it becomes more difficult to recognize the celtinat develops as a linear projection
from the past culture. Sometimes values polaritiesived themselves by the narrowing of
the spectrum of polar opposites as opponents and protagmoigesi out of a church. The
pastor’s impact then was more one of consolidatingctiesensus of the remainder of the
people. But this still is not a transformation to exagnizable culture so much as the
reconditioning of the existing one. This is broughtwhtihrough reconciling dialogue rather
than enforcement of leadership preferences. RedsHilsp a case in point in that, as like the
first two churches, the pastor is able to exploit pihe-existing vision of the leaders from
seven years earlier, his major contribution beingstngply of a change strategy to implement
their embryonic vision of a well-managed organizatamd protecting the vision against
destructive dissent. Yet the essence of the cultutehisanow been produced goes beyond
these proactive purposes. Now there is a strong empiasis continuous improvement.
Staff and members are extended annually to the limitassto materialize the dream of the
Regional church that still lies ahead. The strong spiritheme of ‘exodus’ would suggest
that the culture has changed at a second order levedredformation. When one compares

column 8 to column 5 and 6, one may conclude that the &ekldepth of change can be



transformational whether one or both aspects of iptigsactuality’ and the ‘personal-

impersonality’ domains undergoes revision.

While still considering the level of change as to thke it is more developmental or
transformational, Bate’s distinction between whettiex change was the kind and size that

was anticipated or, sought after makes an insightful casgrapossible.

1%, Order Change Outcome 2" Order Change Outcome
Anticipated Development Over - Achievement
1%, Order Aim
Forrest Hills. Carinia Downs.
Petersham.
Under-Achievement Anticipated Achievement
Ivy Street.
(Red Hill)
(Red Hill)
2" Order Aim

This discrimination allows us to conclude with one epton, that transformative
achievements are possible above and beyond expectaitbiosit the intention that the pastor
would aim to do anything more than serve the interealda of the culture. The difficult
church to locate in such a schema is Red Hill. Toetktent that the pastor had wanted to
grow a Regional church, this has not quite happened, anabthegenisation of the mission
and values has been and still is resisted in some gsiadespite the renewed period of
growth and consolidation. To the extent that the dhin@s a new accountability structure,
growth is visible and financial and physical commitmensoaring amongst those who do

own the vision of the regional church, the purposeh@fchange agent have been achieved.
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Despite the desire for uniformity in values, pluralitywigws persists. Therefore the rating
given to a particular culture really depends upon which segnudrthe culture are in focus.
The final choice would rest on whether the change agewed the less persuaded segments

as temporary aberrations on the way to a uni-cultureieaved plurality as inevitable.

Finally, these church cultures can be differentiatezbiling to the intention of the
leadership of the church to consciously give expressianrange of perspectives and values,
or if they attempt to form and firm a culture through adhee to a more limited range of
interests whereby plurality is censured by some meanstler. It is clear that despite
‘personal’ dimension that is evident within all théesellaborative’ or ‘cultivation’ types,
some pastors have attempted to limit the definitiomnalble values and interests through the
use of constitutional change as is the case of ReahtllPetersham. Others have resolved
not to homogenize the values but respect the pluralisaloles stemming from a multiplicity
of members’ origins. Carinia Downs now accept memlmershe basis of the Baptism of
one’s heritagé. Ivy Street leadership also is criticised by stalsvarho sense that the culture
is now less Baptist and pluri-form in values. These dies all have found their own ways to
come to terms with the rival outlooks and origins afiaids members to a greater or lesser
extent. This is not to say they are ‘value freetu@ls. They have their constitutions and

shared beliefs, but where possible allow the membdrat@ a greater degree of choice and

® At Petersham the new constitution moved the churdioth directions, removing the long term influence of
the doctrines of the Bible Cult that had dominatedufhosuccessive generations of pastors. Yet at the same
time it firmed the boundaries of formal membershipampen to those baptised as adults alone. However, once
in membership, the member had many more rights to speskand dissent by virtue of the dialogical process
infused in a new church meeting formats.

® The other church, ‘Forrest Hills’ has both changadniame and shifted its processes further away from
traditional Baptist congregational polity towards a leaéer model. Forrest Hills, and yet another sample
church, ‘Petersham’, like Red Hill, has installed preessto clarify the acceptable definition of faith and
practice and thereby structured the church towards ‘clasedibership. This is their reaction to a confusing set
of boundaries and symbols to do with membership thapbesisted. Curiously, at Petersham such features have
had a positive galvanizing effect even encouraging thbseane excluded by the closed membership criteria to
now ‘come into the fold’ on the basis of a morenieste definition of what members entails.
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not prescribe a solitary structure or values set fanambers. Inclusivity, or exclusivity may
accompany either a dysfunctional era or one associatbdyrowth and renewal. Whatever
was the case the new era always affects the bousddribe church in a direction opposite to
the prevailing practice as a necessary remedy forgitrening the emerging culture against

the conserving forces of resistance.

We have thereby isolated a couple of strong distingtiorihe style of change agency
and its impact. The feature of pastoral personal sylee isolated issue that determines the
friction experienced by those who aim to induce sigmificchange, and also whether this
change is perceptibly transformational or development#hat is happening within the
members, their own internal beliefs, censures andralsn determines the ease by which
significant change is achieved. Magnitude of change hatotwith the degree of internal
stress within the subjects of these narratives ahgé. It is not sufficient to notice surface
structural change if one is to come to grips with tmediy of the resistance or the morale of
the supportive. This again, calls for some understandiraylofre at a level of the psyche of
the individual and the group. To this we now turn as ouratiges are read in the light of a

psychological framework.
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