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ABSTRACT

Dimensions of Organizational Renewal in
Religious Organizations

Carlton F. Harvey, Ph.D.
Concordia University, 2003

The thesis of this study is that renewal efforts characterized by a partnership
between empowering leadership and an engaged grassroots will, over time, experience a
greater degree of renewal than organizations whose renewal efforts are initiated and
driven exclusively at the executive level. Further conclusions are that renewal efforts
must be a custom job, expansion probably works best when preceded by renewal, and
organizations must confront and deal with the problem of escalating commitments.

The thesis examines the dimensions of organizational renewal in religious
organizations with respect to regional jurisdictions and establishes the criteria for
measuring renewal. Renewal is defined as a change in structure, culture, standards or
norms without altering the fundamental purpose and identity of an organization.
Renewal can also mean whatever it takes to preserve or regain the health and vitality of
an organization as opposed to allowing the organization to grow stagnant, unproductive,
and die of entropy. Changes that are made by an organization to allow it to return to its
raison d’étre demonstrate the qualities of organizational renewal as defined in this
project.

The literature for both management and religious organizations reveals an absence

of material addressing renewal in terms of initiating a planned change. Further, religious



organizations are bereft of material focused on renewal at the level of regional
jurisdictions. The two notable exceptions to the above are Hurst (1995) and Payne and
Beazley (2000) whose material is reviewed at length.

Three case studies provide the laboratory in which the model of renewal is tested.
A series of interviews and examination of documents from two North American districts
in the Church of the Nazarene give examples of renewal efforts. These case studies are
compared and contrasted with an analysis of the secondary literature on the Dutch

Catholic renewal in the 1960’s.
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PREFACE

From my youth [ have been fascinated with religious organizations and how they
work. [ have absorbed the leadership styles and personal characteristics of local, regional
and denominational leaders, seeking to glean from them the clues to their successes and
learn from their failures. In addition, as a native of western Oregon, [ was captivated by
the workings of the Oregon Pacific District Church of the Nazarene and especially its
leaders.

In 1994 I received the appointment as District Superintendent of the Canada
Québec District Church of the Nazarene. Although there had been a pattern of excellent
growth and development prior to my appointment, [ was given the challenge of initiating
steps to change the structure, culture, standards and norms of the district. The district
was in need of renewal.

So it was that in my doctoral program my advisor, Dr. Frederick Bird, suggested
that I combine my interest in religious organizations and renewal to form the basis upon
which to research and write my Ph.D. thesis. Although I was no longer living in Oregon
at the time of their rapid expansion through church planting which capped off ten years of
renewal, I had observed it with keen interest from afar. I knew something dramatic had
happened there and it was worth investigation. Similarly, [ was present in Canada at the
time of the Target Toronto Thrust to the Cities program and watched it develop with

sharp interest. Again, [ was aware that something significant had happened that piqued
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my considerable interest. And it was through the counsel of Dr. Bird that I gave
consideration to the Dutch Catholics for comparison purposes.

The journey of this thesis project has taken me thousands of miles, weeks of
interviews, and years of study and writing. Interestingly, as a part-time scholar I have
worked on this project long enough to have passed through three generations of
computers, and there remains more research that begs to be done. I find this thesis has
opened a window through which [ see many new adventures of scholarship awaiting me.
At this juncture, | am satisfied that the effort has been diligent on my part as a
contribution to the field of knowledge with respect to dimensions of organizational

renewal in religious organizations.



CHAPTER 1

INTRODUCTION TO THE THESIS

The transition from a modern to post-modern culture in the Western World is
being punctuated by prolific change in contemporary organizations. Organizational
renewal is a topic of extensive discussion in business literature as corporations grapple
with the new environments in which they must compete and survive. The renewal of
political parties and governments are also the subjects of a significant amount of
literature for their genre of organization. In the midst of societal and organizational
change religious organizations find themselves confronted with a changing landscape
which demands renewal.

Greenleaf (1996) underscores the reluctance of religious organizations to embrace
change. Established norms and traditions are so deeply embedded that change is
forcefully resisted at all costs. Nevertheless, it is clear that contemporary religious
organizations, particularly those with about 100 years or more of history, are actively
seeking to avoid decline and disintegration via efforts toward renewal. Is the push
toward renewal prompted by following the fads of business and politics? Is it a natural
and cyclical process common to all organizations? Or is it some supernatural stirring
which motivates renewal in religious organizations? Perhaps the answer is yes to all of

the above and more.



AIM OF THE PROJECT

The aim of this project is to examine what has been called organizational
renewal in religious organizations. Renewal can be described as a change in structure,
culture, standards or norms without altering the fundamental purpose and identity of an
organization. Renewal can also mean whatever it takes to preserve or regain the health
and vitality of an organization as opposed to allowing the organization to grow stagnant,
unproductive, and die of entropy. Lippitt (1982, P. 15) underscores this notion of
renewal when he states:

Organizational renewal is the process of initiating, creating, and confronting those

changes needed—so as to make it possible for organizations to become or remain

viable, to adapt to new conditions, to solve problems, to learn from experiences,
and to move toward greater individual, group, and organizational maturity.
It suggests those efforts that bring about revitalization within an organization; sometimes
planned—what Lippitt (1982) succinctly calls “initiating...planned change” (P. 13)—
sometimes accidental, as in Hurst’s model of renewal (1995).

Organizational renewal must further include an increased capacity and will to
change and adjust in response to opportunities and contingencies. Change that merely
tweaks the machinery of an organization is not to be considered organizational renewal if
the organization does not as a result become more viable. Such changes will not
necessarily make an organization that has lost touch with its raison d étre any more vital,
resourced, ready to act or productive. Change in this respect may be seen as adjustment,
adapting to altered circumstances and/or taking advantage of new opportunities and/or
technology. Neither is change at the reformation level to be considered as organizational

renewal. Reformation calls for fundamental change in the raison d’étre of an

organization, with the resulting change in the manner in which the organization



accomplishes its goals. This point will be elaborated upon in Chapter 2. The point here,
however, is that changes that are made by an organization to allow it to return to its
raison d'étre demonstrate the qualities of organizational renewal as defined in this
project.

Hurst (1995) asserts that organizations need not be always reactionary,
scrambling to adjust and cope with accidental events. The preferred approach, according
to Hurst and endorsed by this thesis, is to plan for and initiate change, making a
conscious effort to clear away old growth structures, cultures, standards and norms so
that new growth may emerge. This project focuses upon renewal efforts that make a
conscious effort to change patterns of behavior in such a way that the basic good of the
organization is realized with fresh vigor and methodology.

Renewal here is contrasted with reform and revitalization. Reform, simply
defined, is a fundamental change in the identity and purpose of a given organization.
Reform typically occurs at the level of denominations and represents a radical departure
from an established organizational identity and purpose to a completely different raison
d’étre. Revitalization, observed most frequently at the level of local congregations,
represents an increased or revived zeal among rank and file members for current patterns
and values within an organization. The organization will likely make no changes to the
operational standards and norms. Nor will it reflect significant change in the structure.
Even so, there is a noticeable enhancement of the zest and vitality of the rank and file

toward the organization.



This project is not an effort to examine renewal efforts at the level of whole
denominations or local parishes. Rather, the study seeks to focus on organizational
renewal that effects specified jurisdictions or geographical regions within denominations.
THESIS STATEMENT

The thesis of this study is that renewal efforts characterized by a partnership
between empowering leadership and an engaged grassroots (Selznick, 1966) will, over
time, experience a greater degree of renewal than organizations whose renewal efforts are
initiated and driven exclusively at the exccutive level.' The criteria for measuring
renewal have been established by a model developed in Chapter 2. Those criteria are:

e Lively agreement regarding organizational purposes
e Lively cooperation with organizational objectives
e Organizational commitment
e Positive flow of resources
¢ Organizational productivity
RENEWAL

This study proposes to examine organizational renewal as it affects groups of
parishes. It is conceded that renewal can be manifest at the local parish. However, local
parish renewal can be an isolated phenomenon that is neither transferable nor experienced
by neighboring local parishes. Thus organizations need to consider how groups of local

parishes can experience similar kinds of renewal somewhat simultaneously. The study

' By reference to Selznick (1966) I am acknowledging both a closeness to the people who comprise the
base rank and file of an organization, i.e. grassroots, but also that those people bring an agenda of their own
based on a paradigm crafted to suit their particular life situation. The partnership | reference in the thesis
sentence of this project suggests a coming together of leadership’s agenda with the agenda of the people,
finding common ground, compromising and adjusting where necessary, so that the organization might
design and implement a renewal project that is compelling at all levels.



evaluates two North American examples in one denomination, the Church of the
Nazarene. The Nazarenes are a Protestant Evangelical denomination headquartered in
Kansas City, Missouri. The examples from the Church of the Nazarene will be
contrasted and compared with organizational renewal efforts in the Catholic Church of
the Netherlands during the decade of the 1960’s.

Organizational renewal among groups of parishes can take various forms.
Renewal may be initiated at the grassroots, in which the grassroots plans, initiates and
implements change which is then passed up the line to the executive level. An example
of this type of renewal is found in the case study from the Oregon Pacific District Church
of the Nazarene in which laymen lobbied successfully for a change in district leadership.
Once the transition was completed the new leadership team established new standards
and norms for the administrative operation of the district. From that point a movement
toward new methods of evangelism developed support across all levels of the
membership of the district, thus laying the groundwork for a major expansion project
which brought still further renewal to the district. Thus the program of the district
developed around a new set of standards and norms. In this case study, communication
was multi-directional and decision-making was empowered at the local level, resulting in
active engagement on the part of the grassroots. The executive level of the district served
as a facilitator and coordinator of activities initiated and driven by the grassroots. With
20 years of history, the renewal effort in Oregon continues to have positive grassroots
support.

Another means of organizational renewal amongst groups of parishes is to initiate

and gain support for a common project. Such a project may be initiated at the executive



level, the grassroots, or parachuted laterally into an organization by an auxiliary or
neighboring organization of some sort. The Canada Central District Church of the
Nazarene launched a project in 1990 with the aim of planting new churches, stimulating
growth in existing churches, opening new ministries among ethnic groups, and engaging
in social service ministries of compassion. The hoped-for byproduct of the project was
an expansion in the membership and participation of the district. The project was
initiated by the National Board of the Church of the Nazarene Canada, an auxiliary
organization serving all the five districts of the Church of the Nazarene in Canada.
Further, the project was initially funded and supervised at the executive level of the
denomination. Local leadership was recruited to facilitate and coordinate the project
among grassroots participants. That local leadership person was given executive level
authority for decision-making and a pattern of top-down administration dominated the
project. Over time the renewal effort of the Canada Central District has not demonstrated
a positive response from the grassroots and questions are frequently raised concerning the
role of the executive level of the denomination throughout the effort.

A third case, which also illustrates renewal around a common project, can be
found in the theological and structural reflection of the Catholic Church of the
Netherlands, led by Bishop Wilhelmus Bekkers (Van Hees, N. in Van der Pleas, M. and
Suer, H. eds., 1967). This last case illustrates the notion that numerical growth does not
always accompany organizational renewal in religious organizations. The renewal effort
centered on extensive communication with and among grassroots constituents of the
Catholic Church in the Netherlands beginning in the 1950’s and extending through to the

end of the 1960’s. During this period the Catholic Church of the Netherlands



experienced an intensity of engagement in the life of the church that had never before nor
has ever since been witnessed. Key concepts emerging from the renewal project were
collegiality, pluriformity and experimentation.

This project examines efforts at organizational renewal with the goal of
identifying more or less successful examples and the elements which contributed to that
success or frustrated the aims of the renewal effort. Criteria for evaluating examples
have been developed in a model of renewal in religious organizations and are discussed
in Chapter 2 of the thesis. Most studies of religious organizational renewal have focused
on the local parish. Other studies have looked at efforts from which whole new
denominations were created, such as the Protestant Reformation. Few attempts have
been made to look at organizational renewal within specified jurisdictions or geographic
regions of denominations. This study will seek to look at renewal efforts within three
specified jurisdictions and provide a useful point of reference from which others can
learn.

LITERATURE

The discussion of renewal in religious organizations is framed by a review of
literature germane to the subject. Chapter 3 begins with a survey of a collection of recent
papers in which various authors define religious organizations and then build the case for
the application of organizational theory to such organizations. From there the chapter
analyzes levels of religious organizations as they correspond to levels of other types of
organizations discussed in management literature. Management speaks of individual,
group, company and industry levels (Johns, 1999) whereas religious organizations speak

of individual, local church, geographic region, denomination, and movement levels.



Further, change can be observed within religious organizations at different levels such as
reform, renewal and revival. The review of literature goes on to examine change topics
in both management and religious literature, identifying similarities and gaps in the two
domains. The virtual absence of material addressing renewal at the level of religious
- jurisdictions is highlighted and underscores the contribution this thesis is making to the
literature.
CASE STUDIES

The three case studies of this thesis project (Chapters 4, 5, 6 and 7) will provide a
forum in which to examine the outcomes of organizational renewal within geographic
regions of religious organizations. The outcomes are identified and then a comparison is
made in each case study to determine to what degree the aims of the renewal effort were
successful. Studies will show that to a greater or lesser degree the cases realized renewed
vitality within the organization, i.e. met the criteria established in the thesis’ model of
renewal, both in existing and new congregations as well as in relationship to other
congregations within the given geographic region. The key factors in successful renewal
are grassroots engagement and multi-directional communication facilitated by
empowering leadership.
Introduction to the Case Studies

Chapter 4 provides a brief synopsis of the interview methodology utilized in
developing the Oregon Plan and Target Toronto case studies. The chapter also notes that
the Dutch Catholic case study is the result of an analysis of the secondary literature on the

subject.



The Oregon Plan

The first case study is a renewal effort initiated by grassroots leaders toward a
change of district leadership of the Oregon Pacific District of the Church of the Nazarene
in 1970 and a subsequent expansion project driven by the grassroots. The case study has
been titled “The Oregon Plan,” taken from the title given to the expansion project.
However, the reader will learn in Chapter 5 that the renewal effort was much broader
than the expansion project. The district was confronted with a financial crisis and in
1970 a committee representing the grassroots took steps to initiate a change in the
leadership personnel and style of the district. Once the transition to new leadership was
completed and the financial crisis averted, a second renewal effort was conceived in 1979
and launched in 1980. This second renewal effort developed broad support across all
levels of the membership of the district and became a grassroots driven movement.
Known as the Oregon Plan, the district set about a renewal project in which 57 churches
were planted within a three-year period. Of those initial church plantings, just under 50%
remain in 2000 as active and participating congregations within the district. The strength
of grassroots leadership that initiated the leadership change was also a distinct feature of
the Oregon Plan. An evidence of renewal on the Oregon Pacific District from 1970 to
1980 was the change from lack of confidence and cooperation with the district leader to
firm support and cooperation with the district leader. Further, the engagement of the

grassroots and the resulting multi-directional communication produced a climate in which

the effect of the renewal effort could be maximized.
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The Dutch Catholics

The Dutch Catholics of the 1960°s (Chapter 6) provide a rich example of a
religious jurisdiction engaged in renewal that does not directly address administrative
structures or expansion efforts. Instead, the seven dioceses of the country of the
Netherlands, with about five million members, found themselves passionately engaged in
a multi-level, multi-directional discussion that captured the attention of Catholics and
non-Catholics around the planet. The bishops of the Catholic Church in the Netherlands
began opening the way for the discussion in the 1950’s, leading up to Vatican II.
Throughout the years of Vatican Il, the Dutch Catholics made significant contributions to
the debates of the Council. And then in 1966 the Dutch Pastoral Council opened to
continue the discussion following Vatican II. More than 20,000 groups took part in
discussions concerning the life of the Catholic Church. Further, the bishops facilitated
the participation of all levels of Catholic faithful, including both lay and clergy, in wide-
ranging communication. Significant notions which emerged from the renewal effort were
collegiality and pluriformity, notions that are elucidated in Chapter 5. Although studies
show that there has been a mass exodus from the Catholic Church of the Netherlands in
the period following the 1960°s, the case study demonstrates that for the period under
scrutiny the Church experienced significant change and renewal initiated and driven by
the grassroots.
Target Toronto

The case studies of the Oregon Plan and the Dutch Catholics are compared and
contrasted with a renewal effort on the Canada Central District of the Church of the

Nazarene called Target Toronto (Chapter 7). In this second effort, launched in 1990, 23
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churches were planted within a three-year period and only 17% remain as active and
participating congregations within the district. However, the aims of the project to open
ministries among ethnic peoples and engage in social service ministries of compassion
were achieved to a large extent. The impact of the renewal effort on existing
congregations is yet to be explored during field research. The opening point of study will
be the impact of a renewal effort initiated at the district level with broad-based support at
the grass-roots level (Oregon Plan), compared with a renewal effort initiated by an
auxiliary organization, supervised by the denominational headquarters, and passed to the
district level for implementation (Target Toronto).

Through an analysis of levels of organizations, levels of change, variables, and
types of renewal, the anticipation is that this project will produce a model of
organizational renewal that currently does not exist within the literature of religious
organizations.

METHODOLOGY

The units of analysis for the North American case studies will be two districts
within the Church of the Nazarene. The Oregon Pacific District is located in the western
portion of the State of Oregon, U.S.A., and consists of 83 active congregations, one
mission,” and 13 inactive congregations.” The Canada Central District is found within
the Province of Ontario, Canada and consists of 42 active congregations, seven missions

and one inactive congregation.” The Catholic Church of the Netherlands encompasses all

the seven dioceses within the country.

f A mission is a new work that is not yet a fully organized congregation.
* Fifty-sixth Annual Assembly Journal, Oregon Pacific District (1999), P. 100-102.
* Sixty-fourth Annual Assembly Journal, Canada Central District (1999), P. 70.
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Field interviews were conducted with persons knowledgeable about the affairs of
the organizations being examined for the study of the two Nazarene Districts. A series of
questions were designed to glean recollections and stories specific to the periods of time
prior to, during and after the thrust of the respective renewal efforts. Questions were
focused on gaining an understanding of the standards and norms of the organization
during each of the three periods of time surrounding the renewal effort, looking for
changes, comparisons, and contributing factors within the specific case studies. Each
case study was evaluated on the basis of the criteria established in the model of renewal
proposed by the thesis.

CONCLUSION

Once the case studies have been examined individually they will then be
evaluated collectively, searching to find commonalties and contrasts both within the
milieu of religious organizations as well as against organizations in business. Results
will be reported in Chapter 8 and the model of renewal appraised for its usefulness as a
reference point from which others can learn about organizational renewal in religious
organizations. Suggestions will be made for further research projects that will advance
the understanding of dimensions of renewal in religious organizations beyond the scope

and limitations of the present study.
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CHAPTER 2
DIMENSIONS OF ORGANIZATIONAL RENEWAL
IN RELIGIOUS ORGANIZATIONS
I. Introduction

Religious organizations are not exempt from the climate of change in today’s
world. In the midst of societal and organizational change religious organizations find
themselves confronted with a changing landscape which demands that they, too, must
change. Religious organizations have a long-standing tradition of slow adaptation to a
changing society, clinging with fierce tenacity to tradition and established norms (cf.
Greenleaf, 1996). Religious organizations tend to have the firm conviction that a change
in what they believe and do would compromise their Divine mandate and thus evoke the
wrath of the Almighty. Nonetheless, Wuthnow (1988) is convinced that religion in
America has undergone a major restructuring in the years from World War I to the
present, and one can add that Christianity in particular throughout the Western World has
undergone radical change.

The aim of this project is to examine what has been called organizational renewal
in religious organizations. Renewal can be described as a change in structure, culture,
standards or norms without altering the fundamental purpose and identity of an
organization. Such changes may be seen at all levels of religious organizations, i.e. the

denomination, the regional level, and/or the local church. Renewal here is contrasted
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with reform and revitalization. Reform, stated in simple terms, is a fundamental change
in the identity and purpose of a given organization. Reform typically occurs at the level
of denominations because of authority structures that enable them to make such sweeping
and fundamental changes. Revitalization, observed most frequently at the level of local
congregations, represents an increased or revived zeal among rank and file members for
current patterns and values within an organization. This project is not an effort to
examine renewal efforts at the level of whole denominations or local parishes. Rather,
the study seeks to focus on organizational renewal that affects specified jurisdictions or
geographical regions within denominations.

As stated in the introductory chapter, the thesis of this study is that renewal efforts
characterized by a partnership between empowering leadership and an engaged grassroots
(Selznick, 1966) will, over time, experience a greater degree of renewal than
organizations whose renewal efforts are initiated and driven exclusively at the executive
level. The executive level must tap into the culture of the grassroots and enlist their
support in order for a renewal effort to be successful. The criteria for measuring renewal
will be established by a model discussed in this chapter.

This chapter begins with an introduction in which the thesis of the project is
presented in the context of organizational change and renewal. Section Il discusses levels
of change in religious organizations. Section III of the chapter develops the measures of
organizational renewal. Section IV provides a framework for understanding some of the
program issues in regional jurisdictional domains. Section V addresses the factors that
foster organizational renewal followed by Section VI with a discussion of the factors that

frustrate renewal. The final section is a conclusion. Throughout the paper, unless
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otherwise specifically noted, when referring to organizations the paper is speaking of
religious organizations.
II. Levels of Change in Religious Organizations
The notion of levels within organizations of all types has been thoroughly
documented (ex. cf. Johns, 1999). Generally speaking, organizational behavior theorists
speak of the following levels:
e Individual in which individual persons are the objects of study.
e Group in which two or more persons acting collectively are the object of
study.
e Company is the level at which groups of groups comprising an entire
organization are the objects of study.
e Industry takes the broad view in which all of the organizations within a given
industry are studied collectively.
Levels can similarly categorize religious organizations as follows:
e Individual in which the religious experience and practice of individual persons
are the objects of study.

o Local congregation in which the religious experience and practice of a group

is the object of study, as well as the organizational behavior of the group. It is
recognized that local congregations may be made up of various groups or
cells. However, the focus of research at this level tends to centre on the
membership body as a whole. Thus it is perhaps more similar to the company

level in the model above.
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e Denomination in which groups of congregations are studied collectively. This
level may encompass an entire denominational organization or may be
restricted to groups of congregations within specified jurisdictions or
geographical regions within denominations. Administratively this latter
category may be organized as districts, regions, dioceses, provinces, etc.

e Movement in which more than one denomination of a given genre are lumped
together to form a group as an object of study. Examples would be the major
religious traditions, or on a smaller scale such movements as Protestant
Mainline denominations, Protestant Evangelical denominations, Pentecostals,
American Holiness Movement, etc.

Within religious organizations there are levels of change as well. These levels of
change tend to flow toward specific levels of organization, but in fairness it must be
noted that examples can be found which cross to all levels. At this point the discussion
will not attempt to examine further the implications of levels of change at the individual
level but rather confine comment to local congregation, denomination, and movement
levels. These three will be addressed in reverse order within the context of the chapter’s
discussion of levels of change in organizations.

REFORM

Simply stated, reform refers to a fundamental change in the purpose and identity
of an organization, also known as a “first order change” (Fox-Wolfgramm, et. al., 1998).
That means that the fundamental “good” of the organization is revised around a new set
of values and priorities. These changes are founded upon a belief system, which forms

the basis upon which not only values are established, but also the structure, culture,
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standards or norms of the organization. Smelser (1963) develops this notion as a “value-
oriented movement” (cf. P. 313-381). He defines such movements as “...a collective
attempt to restore, protect, modify, or create values in the name of a generalized belief”
(P. 313). Smelser goes further to elaborate by saying, “Such a belief necessarily involves
all the components of action; that is, it envisions a reconstitution of values, a redefinition
of norms, a reorganization of the motivation of individuals, and a redefinition of
situational facilities” (P. 313). The broad stroke change of such reform movements may
rework existing values or create totally new values depending upon the implications of
the beliefs that motivate the movement. Smelser explains: “Such beliefs may involve the
restoration of past values, the perpetuation of present values, the creation of new values
for the future, or any mixture of these” (P. 313-314).

The most oft-cited example of such a change is the Protestant Reformation (cf.
Tentler, 1977; Ozment, 1980; Spitz, 1985; Ozment, 1992). Although there was
consideration of personal piety embedded within Lutheranism, the principal focus was
upon reform of Catholicism at a level that corresponds to industry-wide change. At the
heart of the reform was the belief that the Bible should be the source of authority for faith
and practice within Christianity, not the Pope. Lutherans opened the interpretation of the
Bible for both laity and clergy, thus undermining the previously held authority of clergy.
Furthermore, with the authority of the Pope specifically, and clergy in general, broken,
the entire political system of Europe was also changed. No longer did the clergy and
politicians have a united front from which to control the populace. The European way of

life, including religious practice, was forever changed as a result of the Protestant
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Reformation. In Smelser’s (1963) terminology, the belief system drove a change in
values that transformed an entire society.

At the same time as the Protestant Movement was changing the social landscape
of Europe, significant reform was also taking place within Catholicism. Thus all of the
Christian religion throughout Europe took on new values, reshaping the fundamental
belief system of Christians everywhere.

A very current example of reform at the level of a denomination is the
transformation taking place within the World Wide Church of God. The leader of this
sect, Herbert W. Armstrong, passed away within the last decade, prompting church
officials to call for a theological review of basic church beliefs. The result was a
discovery of what those same officials believed was heresy when their beliefs were
subjected to Biblical review. The officials believed in the authority of the Bible for both
faith and practice and came to the considered opinion that changes in the values of the
organization were indicated. Thus, the denomination began a campaign of public
repentance for the errors of the past as well as a campaign to realign the values of the
organization in harmony with their new discoveries in Scripture. At the heart of the new
system is a belief in the Deity of Jesus Christ, a belief that represents a radical change
from the previous position of the church. It could be argued that the reformation of the
World Wide Church of God is built around the restoration of past values as found in the
Bible, as well as the creation of new values for the future. The past values are
represented by the historical tradition of the Bible. The new values are required as the
church constructs new structures, standards and norms for implementing the change in

values.
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Recapitulating, change at the level of reform affects the basic good of an
organization. Purpose and identity are reshaped around values that conform to a system
of belief. Moreover, while the illustrations above have focused upon change at the
denomination and movement levels, one can rest assured that examples can also be found
of reformation at the local church level. Those examples will not be elaborated upon
here. The more notable examples of reform are at the level of movements that cross
denominational lines and tend to result in the establishment of new denominations.
RENEWAL

A change in structure, culture, standards or norms that does not alter the
fundamental purpose and identity describes renewal. In this sense, “The use of the term
organizational renewal is proposed to extend to the human and nonhuman aspects of
organizational viability” (Bennis, 1966, P. 48). Lippitt (1982, P. 15) offers this graphic
definition:

Organization renewal is the process of initiating, creating, and confronting those

changes needed—so as to make it possible for organizations to become or remain

viable, to adapt to new conditions, to solve problems, to learn from experiences,
and to move toward greater individual, group, and organizational maturity.
In short form, Lippitt (1982, P. 13) defines renewal as “initiating...planned change.” The
basic “good” of the organization remains the same, but the means by which that good is
achieved is different. Smelser (1963) calls this the “norm-oriented movement” and
defines it further as “...an attempt to restore, protect, modify, or create norms in the name

of a generalized belief” (P. 270). Persons promoting such change in organizations may

be acting in their own behalf or attempting to induce some constituted authority to act in

their behalf.
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Renewal movements may be a response to a perceived organizational drift away
from original patterns that produced initial successes (Smelser, 1963, Dale, 1981). The
drift, in this instance, is internal to the organization. Renewal movements in such
instances are an effort to get the organization to return to original values with adjustments
for current contextual factors. Common language to describe the goal of such renewal
movements is to “get back to the basics.”

Another perceived drift to which organizational renewal may be targeted is a shift
of current contextual factors. Here the problem is not that the organization has gotten
away from its original means of achieving some good. Rather, the organization perceives
that society has changed and the original good, with accompanying patterns of behavior,
is now obsolete (Barna, 1993). The shift is an external issue, embedded within the social
environment that is constantly moving and in flux.

In both the internal and external shifts noted above one can appreciate the need
for current contextualization of the structure, culture, standards or norms of an
organization. Current contextualization reflects the reality that organizations exist in
history as it unfolds. Carroll, Johnson and Marty (1979) support this notion by saying:
“Thus it is not only community changes but also changes in the social and cultural
characteristics of members and potential members [of religious organizations] that affect
the trends in membership and participation” (P. 43) As societies evolve, so must the
organization if 1t is to hope to survive and maintain vibrancy.

[llustrations of organizational renewal include two examples with similar
theological foundations, the Wesleyan revival in England (Cf. Pudney, 1978) and the

American Holiness Movement (Cf. Smith, 1957; 1962). Interestingly, neither of these
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renewal efforts started out to form denominations but both ended up with that result.
John Wesley remained loyal to the Church of England and retained his membership and
ministerial credentials within that denomination. It was only after his death that the
movement’s leaders began in earnest to establish churches, ordain clergy, and develop a
denominational structure, which became known as the Methodist Church. Wesley’s goal
was not to make a radical departure from the fundamental “good” of the Church of
England. Rather, he endeavored to initiate changes to the standards and norms of the
organization in order to restore its viability as a religious force in England.

The American Holiness Movement had its theological roots in Wesley’s
Methodism, though the small group meetings had given way to formalized church
structures in the North American context. At the outset, those seeking a renewal of
Wesleyan doctrine sought to remain within their Methodist, Baptist, Presbyterian and
other such established churches (Smith, 1962). However, when church officials resisted
a renewed emphasis upon Wesleyan doctrine, the proponents of such doctrine felt
themselves forced out and clustered together in associations which eventually were
organized into denominations.

The point in noting the illustrations of the Wesleyan revival and the American
Holiness Movement is that a generalized belief in the doctrine Wesley called “perfect
love” led to an attempt to create in the former, and restore in the latter, the norms that
would support such a doctrine (Smith, 1962). The basic values, i.e. fundamental “good,”
of the organization were not up for revision. Personal piety as an expression of “perfect

love” remained the core purpose and identity of the organizations and their individual
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members. The renewal movement was aimed at altering the standards, norms, and
structures by which the good was achieved.

Another example of a renewal movement would be religious orders whose goal is
to find a fresh expression of the core values of an organization while remaining loyal and
participating members. Such orders tend to take on a specific role and/or function within
the larger organization and become distinguished from other groups. Like Wesley,
however, there is no attempt to separate from the parent organization. Rather, the goal is
to be seen as validated and contributing members, helping the organization realize its
objectives and goals.

Currently there is a fad sweeping across the Evangelical churches of Canada to
promote the notion of healthy churches. The Church Growth Movement is passé and the
new movement is being driven by what is called Natural Church Development (Schwarz,
1998, 1999). In brief, the idea is that all churches share in common eight basic
components. These eight components must be functioning at prescribed levels in order
for a church to be labeled “healthy.” The components are as follows:

1. Empowering leadership

2. Gift-oriented ministry

3. Passionate spirituality

4. Functional structures

5. Inspiring worship services

6. Holistic small groups

7. Need-oriented evangelism

8. Loving relationships



Natural Church Development offers measurement tools and strategies for bringing
churches up to the prescribed levels for health. As in the illustrations above, the change
is at the level of structure, culture, standards, and norms, rather than at the level of the
fundamental purpose and identity of the organization. Natural Church Development, in
contrast to the illustrations cited above, is aimed at the level of the local church. The
presumption is that a healthy church will be attractive to members of society who are not
affiliated with any church, i.e. the church will grow. Thus the perception is that
unhealthy churches have succumbed to internal drift and must be renewed.

Observation of religious organizations reveals that the term renewal is popular
and applied to a variety of organizational events and actions. However, it should be
noted that while the rhetoric of renewal is frequently used in relation to a variety of
efforts, and often interchangeably with revival, not all such activities are renewal as
defined in this thesis. Restructure of an organization for greater efficiency and
effectiveness does not necessarily mean that renewal has taken place.'

The key element in these illustrations of organizational renewal is that a planned
change was initiated at some level within the organization, be it the grassroots, the
administrative level, or the two working in concert. The contrast that should be observed

is that this model of renewal is proactive whereas Smelser’s (1963) idea is reactive. This

' An example of restructure using the rhetoric of renewal within a religious organization was the action of
the 1976 General Assembly of the Church of the Nazarene. A multi-departmental structure was merged
into a five-division structure. A major change was the grouping together of many of the program-oriented
departments of the church into the Division of Christian Life. The change at the denominational level
worked its way down to the local churches in the establishment of a Board of Christian Life whose chair
found him/herself saddled with what seemed to be an enormous responsibility covering nearly all aspects of
church programming. The goal of the restructure effort was to bring about change at all levels of the
denomination with the hope that greater efficiency and effectiveness would result. The basic “good” of the
organization remained unchanged. However, the restructuring effort failed to produce appreciable renewal
within the organization and subsequent steps have been taken to restore some of the original structures.
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model of renewal initiates change through some sort of planning process that includes the
grassroots.
REVIVAL

The revival represents an increased or revived zeal for current patterns and values
within an organization. There is no effort to change either the norms or the values of the
organization. Revival tends to be temporary, lasting for a season, or may be ongoing in a
system of cyclical revivals (Smelser, 1963). In this effort the level of change is at the
point of doing what has always been done but with an increase of organizational
commitment. The aim of the revitalization effort is to reinforce and strengthen existing
patterns because of the belief that those existing patterns hold merit toward
accomplishing the overall “good” of the organization. Such an increase of organizational
commitment may or may not be accompanied by a spirit of zeal among participating
members.

An example of parish revival is the scheduled series of extraordinary services,
usually employing the services of a guest preacher. The success of such meetings
depends largely on a perceived crisis within the congregation (Smelser, 1963). Such
crisis may preexist or may be prompted by church leadership as the members are rallied
to band together against a common enemy. However, no change of structure, culture,
standards or norms is implied in such revival efforts. The idea is simply to do what was
done in the past, only do it better. The onus of change rests upon individuals as pressure
increases to align personal behavior with the standards and norms of the group.

An example of district revival, similar to the parish example above, is the annual

assembly, conference or synod. Typically a denominational official presides over such
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meetings and is expected to preach sermons that will rally the attendees around familiar
themes. In the Church of the Nazarene, a general superintendent is assigned jurisdiction
over a district and in that capacity presides over the annual district assembly”. The usual
expectation is that the general superintendent will preach several times throughout the
proceedings of the assembly. And the usual themes of those sermons will be to live holy
lives and grow the local church. The Scripture texts will vary, the style will vary, but the
message basically remains focused on those two themes, year after year after year. Those
themes are valued by the denomination as essential to the fundamental “good” of the
organization and thus frequent revitalization in those areas is deemed essential.

In summary, religious organizations can be examined at various levels: individual,
local church, denomination, and movement. Likewise, change can be examined on at
least three levels: reform, renewal and revival. The remaining sections of this chapter
will further develop the notion of renewal in religious organizations.

III. Signs of Organizational Renewal

A study of renewal in religious organizations must first of all ask the question,
What are the outcomes of renewal? The signs of organizational renewal, or dependent
variables, must be identified prior to discovery of how organizations achieved such
results. (See Table 1) This section will discuss five signs of organizational renewal,
which present themselves on continua between positive and negative expressions.

A. Lively agreement regarding organizational purposes

Normally tested at the group level, organizational purposes are the expression of the

fundamental identity of the organization. That is, organizational identity is the composite

*C.F. Manual 2001-2005, Church of the Nazarene.
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Table 1

MEASURES OF
ORGANIZATIONAL RENEWAL

Lively Agreement <> Organizational Purposes <>Anomie
Lively Cooperation «» Organizational Objectives < Egoism
Organizational Commitment <> Apathy
Positive Flow of Resources <» Declining Resources
(People, Time, Commitment, Wealth)
Organizational Productivity <> Organizational Waste/Leakage

Signs of Renewal

of the qualities, characteristics, and purposes which distinguish a given organization from
all others (Jeavons in Demerath, Hall, Schmitt and Williams, 1998). It is the particular
niche filled by the organization. Such an identity is built upon a value orientation, which
has been defined by Glock and Stark (1965) as the “...over-arching and sacred systems
of symbols, beliefs, values, and practices concerning ultimate meaning which men shape
to interpret their world” (P. 9, emphasis in original). Organizations come together
around a set of beliefs, whether explicit or implicit, written or unwritten, which compel
them to develop a vision of some task to be accomplished, a raison d’étre (Smelser,
1963, Glock and Stark, 1965, Dale, 1981, Lippit, 1982). Organizational purposes are the
expression of that raison d'étre.

In order for an organization to be founded, there must be lively agreement
concerning organizational purposes (Hurst, 1995). Over time, the distinctiveness of
organizational purposes may become blurred, either through internal or external drift.

One potential cause of internal drift among organizations is the acquisition of new
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members who are not thoroughly indoctrinated with the fundamental identity and
purposes of the organization. Changes of leadership may also cause drift. In any event,
one cause of organizational decline and the resulting need for renewal is that the
members of the organization no longer agree on identity and purpose. Thus, a renewed
organization experiences a return to lively agreement regarding organizational purposes.

Negatively, lack of agreement is manifest in passively going along with the status
quo, which may include simply allowing the organization to drift without a clear sense of
purpose that distinguishes it from all other similar organizations. An example of this is
the current blurring of doctrinal distinctives among Protestant Evangelicals, generating
what might be termed “Generic Evangelicalism.” A mobile society, Baby Boomers
seeking personal satisfaction and the quest for growing larger churches have all
contributed to a liberal crossing of denominational lines. At one time there was lively
agreement on the distinctiveness of the Calvinists, Pentecostals, and Holiness peoples.
Today those distinctives are very blurred and denominations are floundering, finding it
difficult to explain why they should exist as separate entities. Wuthnow (1988) advises:
“No longer are the barriers separating different denominations strong enough to keep
people from crossing over them” (P. 88).

When taken to the extreme, failure to maintain lively agreement on organizational
purposes results in anomie, a state of disorientation, anxiety, and isolation. While groups
of congregations may be constitutionally affiliated and continue to share a
denominational label, functional independence as a result of anomie augurs against
achievement of organizational purposes. Such functional independence will be seen in

the Target Toronto case study.
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While succumbing to an ever weakening position via the status quo is an
unattractive option for denominations, the challenge of renewal is daunting as well.
Nevertheless, organizations that pay the prices of renewal will find themselves enjoying
the strength and solidarity that comes from a fresh manifestation of lively agreement
regarding organizational purposes.

An extension of this discussion could explore how individual responses to
organizational purposes affect the collective response of a group. Similarly, in the levels
of religious organization model, the notion could be applied to congregations as they
contribute to denominations.

B. Lively cooperation with organizational objectives

Organizational objectives are the means by which an organization achieves its
fundamental purpose and manifests its identity (Sweet, 1999a). It would seem that once
organizational purposes are clearly established that lively cooperation with organizational
objectives would naturally follow. However, experience tends to indicate that sharp
disagreements are generated over the means by which groups seek to achieve the ends.

Negatively, groups can resist cooperation by open dissension, begrudging
cooperation, or passive resistance. In the case of a denomination such as the Church of
the Nazarene Canada, a common means of resistance is begrudging cooperation in the
payment of assigned budgets to denominational organizations. Payments can be made
late, challenges to the disbursement of budgets can be launched, and letters/speeches can
be drafted opposing the system and/or those administrating the system. While few
churches or districts within the Church of the Nazarene Canada would argue against the

stated mission and objective of the Canadian Church, as stated in the denomination’s
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Manual,’ there is sharp disagreement over organizational objectives designed to achieve
the goal.

A renewed organization would manifest lively cooperation with organizational
objectives, similar to the spirit of cooperation that existed when the organization was first
constituted (Dale, 1981). Self-selection of members at the founding of an organization
resulted in a membership committed to both the purposes and the objectives of an
organization (Hurst, 1995). As organizations mature, with the addition of new members
and/or other causes of organizational drift, lively cooperation with organizational
objectives can dissipate. A renewed organization would go through another self-selection
process for membership as people determine their willingness to continue association
with an organization whose objectives are delineated in a certain fashion. Thus the
members that remain will have made a commitment to lively cooperation with
organizational objectives.

At this point it should be pointed out that it appears possible for persons to remain
in a renewed organization who are neither actively in favor nor actively opposed to
organizational objectives. Their membership is founded upon factors other than
organizational purposes and objectives. They are associated with an organization
because of relationships, tradition, lack of awareness of other options, or other factors and
therefore they are unconcerned with purposes and objectives. These persons are neither
contributors nor detractors; they are simply going along with the crowd. Organizational

renewal has little or no impact upon their participation (Callahan, 1990).

? The Foreword of the Manual 2001-2005 states: “The mission of the Church of the Nazarene is to respond
to the Great Commission of Christ to ‘go and make disciples of all nations™ (Matthew 28:19). “The
primary objective of the Church of the Nazarene is to advance God’s kingdom by the preservation and
propagation of Christian holiness as set forth in the Scriptures.” (P. 5)
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With the above in mind, it then becomes apparent that lively agreement regarding
organizational purposes and lively cooperation with organizational objectives are issues
that affect some members but not all members of an organiization. These outcomes of
renewal are to be manifest in organizational leaders and opinion leaders who are then
able to garner a following among the rank and file in support of the directions taken by
leadership. The Oregon Plan case study will illustrate this point.

As the continuum swings more sharply toward the negative, lively cooperation
with organizational objectives is finally replaced with egoism. Organizational
participants consider each situation through the lens of what they perceive as benefiting
their personal agenda and readily choose non-cooperation (Sweet, 1999a). An example
of such non-cooperation would be the redirection of assigned district budget funds toward
projects deemed more worthy by the local congregation. Another example would be the
development of a competing program or activity that draws resources and participant;
away from a district sponsored event so as to promote the local congregation to the
exclusion of the district. A final example would be a decision to leave a void in the place
of an organizational objective, i.e. just do nothing. In this last case, the decision to
eliminate organizational objectives can be taken to such an extreme that the organization
(be it local or district) will have nothing around which to organize and eventually cease to
exist.

An indicator that renewal has taken place in a religious organization is a move
toward the positive end of the continuum in terms of agreement on organizational
objectives. Resources are focused, competing activities are aligned, and participants are

engaged in the achievement of organizational objectives.
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C. Organizational commitment

Renewed religious organizations experience an increase in organizational
commitment. That commitment is typically manifest in organizational citizenship
behaviors that flow out of lively agreement regarding organizational purposes and lively
cooperation with organizational objectives. Organizational citizenship behaviors are
those actions taken by individuals or groups that benefit the organization in some manner
but which are not mandated or expected. All three case studies in this thesis will give
examples of heightened organizational citizenship behaviors. There is no formal or
informal norm for the performance of these extra activities. They are simply done for the
good of the organization out of a spirit of good will.

Organizational commitment is ordinarily tested at an individual response level.
Greenleaf (1996) has confirmed: “One accepts that initiatives, all initiatives, are taken by
individuals, not by institutions. Institutions can only respond to the initiatives of
individuals” (P. 147). However, the extra activities of groups should not be overlooked.
For example, a renewed religious organization at the denominational level may witness
an increase of attendance at district or regional gatherings. The increase in this instance
1s the result of people making an extra effort to show up merely to demonstrate solidarity
and support of the district’s leadership and program. The Target Toronto project
launched a series of Sunday late evening celebrations that drew large crowds, as will be
discussed in the case study. The Dutch Catholic case study will highlight the huge
numbers of participants in literally thousands of small discussion groups.

Another example would be for local churches to collect extra funds to send to the

denomination in support of some cause. Still another example would be for a local
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church to volunteer to sponsor and produce an event for the benefit of the district. All of
these are examples of extra effort that is not mandated nor expected; thus they are
organizational citizenship behaviors performed by groups within a denominational
structure.

The negative side of the continuum here is a spirit of apathy. Organizational
commitment requires the expenditure of organizational energy. The absence of such
energy is demonstrated in an anemic, minimums-based existence seeking only to
maintain status quo. ‘Bennis (1966) speaks to this point when he states: “Organization is
the arrangement of people in patterns of working relationships so that their energies may
be related more effectively to the large job” (P. 27, emphasis in original, underscore
mine). Thus the relative degree of energy elevates the organization from apathy toward
organizational commitment.

D. Positive flow of resources

Declining or stagnated organizations suffer multiple problems related to shrinking
resources. Conversely, renewed organizations experience a resurgence of available
resources for investment in the purposes and objectives of their organizations (Guy,
1989). As people take ownership of the purposes and objectives of an organization, they
tend to respond naturally and freely to make available their resources for the cause.

Simple wisdom would suggest that the first resource members would make
available to a renewed organization is money. However, one veteran denominational
executive observed, “People, things, and money flow toward a great vision, and in that
order.” This paper does not purport to understand that phenomenon, but the idea is worth

consideration.
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Additionally, declining or stagnated organizations fight lethargy and
organizational fatigue (Guy, 1989). The common phrase is “burn-out.” The energy
required to invest in the basics of organizational functions is missing, let alone for
organizational citizenship behaviors. By contrast, a rush of energy and an associated
willingness to tackle the problems hindering progress characterizes renewed
organizations.

E. Organizational productivity

As with several of the dependent variables discussed above, organizational
productivity can be manifest both positively and negatively. Each of these will be dealt
with in turn.

On the positive side of the ledger, renewed organizations will experience growth
on at least two levels. First, statistical growth will occur. Interestingly, going back to the
item above and the order in which resources will flow positively toward a renewed
organization, the first statistic to show growth will be the people count. At the level of
denominations, attendance will increase in local congregations thus giving a cumulative
increase to the denomination’s attendance figures. Attendance will also improve at
denominational functions such as district gatherings. The Oregon Plan and the Dutch
Catholics both benefited from this phenomenon.

Statistical growth will also show in increased revenues from the voluntary
contributions of members. At first, contributions of time and talent will follow numerical
growth, followed by financial contributions. In the local church, folk wisdom says that it
takes 3-5 years for new members to buy in to the financial program of the church. Thus

it takes 3-5 years for giving to catch up to increased attendance. Nevertheless, both



attendance and revenues are statistical measures that will increase in a renewed
organization. All the forthcoming case studies experienced an a statistical increase of
some sort.

A second level of growth in renewed organizations is an expansion in ministry.
New churches will be started, new ministries of compassion will be opened, new
missions will be launched, and a host of other new ventures will characterize the growth
of a renewed organization.

Coupled with the growth of new ministries will be the success of activities
sponsored by the renewed organization. Not only will new ministries tend to be
successful in the context of a renewed organization, but also there will be success in
existing activities. The objectives of the organization will be achieved through the
contribution of successful activity.

Following along this same line of thought, renewed organizations will experience
productivity in the setting and reaching of discrete programmatic goals. Programs will be
initiated and evaluated on the basis of discrete goals—i.e. concisely stated, objectively
measured, and intentionally contributing to organizational objectives. Renewed
organizations have the ability to agree on purposes, cooperate on objectives, and then set
and achieve goals related to the programs which are intended to contribute to the success
and productivity of the organization (Guy, 1989).

Negatively, organizational productivity is contrasted with organizational waste.
Oliver Williams talks about transaction costs, a comparison of internal vs. external
expenditures to complete a given task. The idea is to measure the cost of performing a

task internally against the cost of hiring out the task externally. In the case of renewed
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organizations, those functions that can be more cheaply accomplished either internally or
externally are typically assigned to the most efficient performer. The exception to this
rule is in the case of certain functions for which there is an intrinsic value in retaining
internal performance. An example would be hifing Janitorial services internally for the
sake of creating a job for a member of the organization or because of belief in ceremonial
propriety for the task, even though the same task could be performed more cheaply by an
outside janitorial service.

Another way of looking at this issue of transaction costs related to organizational
waste deals with the time and energy to perform a given task. Waste is present when an
organization spends an inordinate amount of time performing certain tasks which, under
better conditions, could be expedited. An example of such waste is lengthy board
meetings out of which participants fail to derive the satisfaction of decision-making
handled in a manner that allows for due process without frustrating delays. By contrast,
the productive organization brings together decision-makers with clear objectives and
goals, engages people in the discussion, and then comes to a conclusion in a timely
manner. Even though meetings may still be lengthy, participants go away feeling that
something good was accomplished. Needless debate and frustrating indecision did not
waste their time.

Throughout this section the discussion has centered on the measures of
organizational renewal. Organizations operate at various intensities along the five
continua discussed. The goal of “initiating...planned change” (Lippit, 1982, P. 13) is to
bring each of the five measures of organizational renewal to full and positive intensity.

The dimensions of organizational renewal provide the framework within which the
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measures of organizational renewal may be observed. It is to those dimensions of
renewal that the discussion now turns.
IV. Dimensions of Organizational Renewal

The focus of this study is to examine organizational renewal at the level of
specified jurisdictions or geographical regions within denominations. Such divisions
within denominations are administratively organized under the common designations of
districts, regions, dioceses, provinces, etc. For simplicity this study will primarily use the
term “district” to refer to these classifications within denominations.

An understanding of organizational renewal at this level begins by detailing the
dimensions of district life to which a renewal effort may be applied. Generally, a district
will function both administratively as well as programmatically. Appendix 1 is a general
discussion of a framework for analyzing regional jurisdictional domains (districts) in
religious organizations. The material is provided as a point of reference that will be used
to understand the administrative dimension of districts. The discussion of the
programmatic dimension follows.

PROGRAM

The program dimension of organizational renewal at the level of districts may be
divided into two subsets: Participation and Products/Ministries (See Table 2). Each of
these will be discussed in turn.

Participation

Religious organizations thrive on participation. An anonymous camp song sung

back in the 1970’s included these words:

Numbers, numbers, numbers is the name of the game;
Just keep ‘em pourin’ through the door,
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No matter why they came.

Building your enrollment is the only way to fame;,

If later they should fall away, you 're really not to blame.

Being a volunteer organization whose principal means of legitimization in society
is in the quantity of participation and the good works performed, it is natural that
religious organizations pay careful attention to statistics of membership and attendance at

various congregational gatherings. And while the camp song above pokes fun at

TABLE 2

DIMENSIONS OF ORG. RENEWAL—PROGRAM

Participation
¢  Total Membership
e Attendance in Weekly Services
+ Participation in District Gatherings
-Assemblies/Conventions
-Rallies
-Camps/Retreats
-Training Events

Products/Ministries
e Expansion
-Existing Congregations
-New Congregations
¢  Education
-Leadership Training (initial and continuing for clergy and lay)
-New Member Training
-Continuing Education of Members
* Research and Development

unabashed number crunching, most religious organizations take the issue of participation
very seriously. Whether it be the total number in attendance at the largest of district or
local congregational gatherings, or the expectation of 100% attendance at a small group
or committee meeting, religious organizations consistently record participation levels.
Membership

Heading the list of participation measurements is the total membership of the

organization. All denominations have some means of keeping track of the number of
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people that have affiliated themselves with the given congregation. The case studies
from the Church of the Nazarene make specific reference to membership statistics
recorded in district journals. While it is noted that some denominations have no official
membership list,* even these churches have developed ways of measuring their adherents.
And among denominations, who make an official record of membership, there are
frequently levels of membership such as probationary, associate, and full members.
Some denominations also make a point of identifying persons whose names still appear
on the membership roll but are no longer actively participating in the life of the local
parish where their names are recorded. Such persons are placed on some sort of inactive
status but are nonetheless included in the total membership numbers of the local
congregation. Districts gather the membership statistics from local congregations to
arrive at district totals.

Renewal efforts directed at membership statistics may address a number of issues.
As noted above, congregations may have a list of inactive members and initiate activities
designed to change the manner in which those inactives are treated, thus hoping to
reactivate them as participants in the life of the local congregation. Another situation
may be that a congregation has carried large numbers of individuals on their active
membership list despite the lack of participation and interest on the part of those
individuals. As a means of making the term “active” meaningful, criteria may be
established for such a designation and those individuals not meeting the standards may be
shifted to inactive status. Still others may choose to designate a given period of time for
reconciling denominational membership rolls, dropping the names of persons unknown to

the congregation and/or dropping numbers without an associated name. For example, the

* Ex. The Church of God



Church of the Nazarene has designated the fiscal year 2002-2003 as the year of
membership reconciliation and by some estimates will reduce membership totals by as
much as 25%. It is expected that various programs and policies that are established on
total membership figures will have to be adjusted to meet the new realities. At issue here
is an effort to have a membership roll that accurately reflects the numbers of people who
are fully engaged in the life and activities of a local asssembly. Only those members who
are thus engaged will be able to contribute something of themselves and their resources to
the achievement of organizational purposes and objectives.

Demographic shifts in a population area can affect membership rolls of a religious
organization. Districts may develop plans to capitalize on the influx of new people and
will especially be forced to change the manner in which they conduct their affairs when
the newcomers are radically different in culture, language, and/or class from the existing
population (Carroll, et. al., 1979).

A completely different type of scenario is a change in the way a district
organization facilitates and promotes the process of joining for new members. Districts
may adopt a centralized or decentralized strategy, depending on the perceived need and
effectiveness of current programs in operation.

Typically, membership statistics are maintained at the local level and then a year-
end report is given to the district at the annual district assembly or conference.
Membership figures for the district are tabulated and in turn reported to denominational

headquarters for a global report.
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Attendance

Following closely on the heels of counting members is the practice of counting
attendance at weekly services in local congregations. More often than not, the relative
strength of a local congregation is better measured by the numbers of people walking
through the doors to attend weekly services than by the mere numbers registered on a
membership roll. The reason is that the effort to attend services is a better reflection of
the engagement of individuals in the life and activities of the organization, and also
positions them to both receive and contribute to the ministries of the parish.

Congregations may count attendance at only the principal worship service of the
week, allowing for a cumulative total when there is more than one principal service as in
the case of double and triple morning worship services. Or congregations may record
attendance figures at each of the general gatherings during a week, such as Sunday
School, morning service, evening service, midweek service, and small groups meeting in
the name of the church with certain criteria for qualifying to be included in attendance
counts.

Attendance figures for local congregations are gathered periodically and recorded
for district purposes. On some occasions districts have gathered attendance figures
weekly, such as during periods of attendance promotion or in the case of needing more
precise tracking of weekly attendance. An example of this will be seen in the Oregon
Plan. More common, however, are monthly and quarterly reports, with a final year-end
tally reported to a district assembly or conference. The annual figures are then reported

to denominational headquarters in the same manner as membership statistics.
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District Gatherings

A measure of organizational strength and health is the number of persons
attending district gatherings as compared to a percentage of the total membership and/or
weekly attendance averages of the district. It is commonly held that the higher the
percentage the greater the level of engagement there is on the part of the grassroots.
There may be situations in which facilities may limit the amount of participation. And
there are certain meetings such as district assemblies or conventions for which delegates
are elected as representatives. Still, the number on a waiting list for limited facilities or
the percentage of elected delegates in actual attendance are seen as measures by which
the particular event and the district in general is evaluated as more or less healthy.

What holds true for assemblies and conventions also holds true for other district
gatherings (See Table 2). Participation at rallies, camps, retreats, and training events is
always evaluated as a means of measuring the strength and viability of the event and/or
the district as a whole. Training events, while often not expected to draw extremely high
participation from the total of the grassroots, will also be established with an expectation
of participation from the targeted audience.

It should be noted that throughout the discussion of attendance, whether it be
weekly in the local assembly or periodically at district gatherings, participation may be
indices of more than one issue. A relatively high participation level, using whatever
measurement is appropriate to the situation, may indicate the attractiveness and viability
of the given event as well as the relative strength and viability of the organization as a
whole. But it should not be assumed that high participation levels are indices of both

event strength and organizational strength. A single event may enjoy extremely high
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participation because of the perceived value and enjoyment received by attendees, while
the rest of the organization is crumbling into disarray. Conversely, a healthy district
organization may sponsor an event that has lost viability, though the continuation of such
events will sooner or later call into question the ability of the organization to properly
critique itself. The Target Toronto case study offers an example of this latter idea.

Districts may seek renewal through planned change in the way that events are
structured, whether at the level of weekly services in local parishes or at the level of
district gatherings. Changing times, locations, focus, and style are common means of
attempting renewal. Dropping an event for a period of time and then reinventing it at a
later date with a new look may bring renewal. New leadership that is empowered to
make changes to an event often opens the door for renewal. And districts may attempt
renewal through a change in marketing techniques for any given event. The goal in each
of these instances would be to make the event more attractive and viable, thus attracting a
higher level of participation and enjoyment on the part of attendees.

[t should be noted that there is a distinct difference here between renewal in
participation levels and renewal in management of membership. The former seeks an
engaged and active participation that is a relatively high percentage of the total. The
latter is concerned with accurate reporting and record keeping (See Appendix 1). The
ultimate goal of each is a renewed organization, though the evidence is more readily
observed in the level of participation.

Products/Ministries

All religious organizations offer something to society in general and to their

members/adherents in particular (Carroll, et. al., 1979). Organizations produce some



good, as defined in the organization’s purposes. And they provide various ministries, as
defined in the organization’s objectives. This thesis discusses three such products and
ministries as dimensions in which organizational development may be attempted:
expansion, education, research and development (See Table 2).

Expansion

Expansion of membership is nearly always a high priority for districts. There is
an insatiable desire among organizations to reach an ever-expanding percentage of the
population. Hence the attention to participation levels as discussed above as well as in
these paragraphs.

Districts are concerned with expansion on two levels—in existing congregations
and in the creation of new congregations. One pastor of an established congregation
protested the emphasis on creating new congregations by saying: “It is cheaper to extend
our existing altars than it is to build new ones.” There is often a tension between the two
responsibilities for district expansion, and districts require good management of the
vision to keep both sides balanced in the organization.

Effective district leadership is seldom directly involved in the day to day
operations of existing congregations. Normally a pastor works with local lay leadership
to direct the affairs of the church in its regular operations. However, the district can
become involved when one of the following scenarios presents itself.

When dealing with a local assembly, a designated officer with the title of district
superintendent, bishop, moderator, etc. most frequently represents the district.’

Superintendents meet with local congregations periodically for consultation, motivation

> For the remainder of this discussion the term district superintendent or superintendent will be used to
designate such officers.
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and evaluation. Superintendents are also called upon to meet with local congregations to
coordinate and approve filling vacancies in the position of pastor.

At both the occasions of the periodic meeting and the pastoral arrangements
meeting, the superintendent has an opportunity for working with the grassroots to
evaluate current methods of expansion. When current methods are evaluated as under
performing, then the superintendent may guide the congregation to employ new methods
when there is a climate for acceptance of such changes. In the case of an assembly
needing to make new pastoral arrangements, the superintendent may guide the selection
committee toward candidates with a particular set of qualifications and experience that
would indicate the potential for implementing effective expansion methods (Barna,
1993).6

What is significant here is that over time, a district organization may experience
renewal through the leadership of a district superintendent at the level of the local
congregation. A superintendent may prompt such renewal through the periodic meetings
with local assemblies, motivating the majority of congregations to initiate planned change
(Lippit, 1982). The cumulative effect of such an effort over time will impact the district
organization as well as the individual congregations involved. The intensity of the
measures of renewal (See Table 1) will be heightened to the point where the whole
organization experiences renewal.

Another strategy for renewal of this sort is through the careful and deliberate
placement of local pastors whose qualifications and experience contribute to the renewal

efforts at the dimension of existing congregation expansion (Payne and Beazley, 2000).

¢ For a discussion of the traits needed in pastoral leadership to turn around a declining congregation, see
Barna, G., (1979). Turn-around churches. Ventura, CA: Regal Books.
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The issue here is a change in the style and characteristics of leadership at the local
congregation level. Whereas a district may have become dominated with pastors whose
intensity in the measures of organizational renewal has become very low, and whose
resistance to change has become very high, a superintendent may initiate planned change
toward a different kind of pastor. Over time, as the strength and numbers of these
growth-oriented pastors increases, a district may observe that renewal has taken place.

Beyond the direct intervention of district leadership at the level of the local
congregation, a district organization may initiate planned change through the
development of new approaches to expansion, which are made available to existing local
congregations. Centralized programs aimed at evangelization such as crusades, camps,
and rallies are one such example of a district effort to facilitate local church expansion.
Both Nazarene districts in the case studies utilized camps and rallies as means for helping
local churches expand. A decentralized program in which the district facilitates the
grassroots in local evangelization is another approach. The varieties of efforts, both
centralized and decentralized, are almost limitless. The issue that is often missed,
however, is that a district cannot expect organizational renewal if it is a top-down, district
sponsored—district run, activity. Renewal requires the full engagement of the grassroots
who not only agree on organizational purposes but who also cooperate with
organizational objectives. And the objectives must, of necessity, include broad-based
participation by the grassroots in both decision-making and implementation (Payne and
Beazley, 2000).

The Nazarene districts examined later in this thesis give examples of expansion

through new congregations (church planting), an issue of more or less importance to
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districts, regions, synods, and other similar domains of regional jurisdictions. It is more
or less of importance because admittedly, not all districts have the vision and/or
wherewithal to engage in starting new locations of congregational ministry (Payne and
Beazley, 2000). And once again, such expansion can be attempted through either a
centralized or decentralized approach.

The centralized approach means that sponsorship and decision-making for the
venture rests with district leadership. The district, either through a designated officer
such as the superintendent or through a designated committee, selects the location, the
pastor, and the ministry model. Further, the district organization provides funding and
moral support, as well as accountability structures. In this instance there is no other
direct involvement on the part of a local congregation or any form of the grassroots.
Local congregations may help to supply funding through the payment of a district budget,
but they are uninvolved in the decision-making or implementation of the church planting
effort.

A centralized approach may be appropriate when the situation warrants. For
example, district leadership may use the centralized approach as a means of breaking the
ice on a district where no church planting has taken place for an extended period of time.
The rationale is that the district needs to model a willingness to start new congregations
and to demonstrate that such efforts can be successful.

Another scenario for the centralized approach is in cases where the proposed
location of a new work or the proposed target audience of the new work is beyond the
reach of existing congregations. Also, the district may determine that existing

congregations are already engaged in expansion at the limit of their resources and it
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would be a dangerous overload to increase their responsibilities further. In these
instances the district may step in to provide resources for expansion through the start of a
new congregation.

The decentralized approach is obviously one in which sponsorship and decision-
making is pushed out to local congregations and the grassroots. While most
denominations will retain some decision-making and accountability structures at the
district level, local oversight and daily operations can be carried on by the grassroots.
The grassroots can be involved through donating members, money, facilities, goods and
support services. Moral support, consultation and some levels of accountability may also
be found among the people of local congregations. Again, these ideas will be illustrated
in the case studies.

Organizational renewal in terms of expansion through new congregations
suggests that new structures, methods, and norms are initiated. A norm of centralized
church planting may be replaced with a decentralized approach, as was the case in the
Oregon Plan. A culture of hesitant and modest church planting may be replaced with an
aggressive scheme. A cycle of limited church planting due to inadequate resources may
be exploded by the infusion of special funding from a centralized source, such as the
Target Toronto project.

It is useful for perspective to recognize that organizational renewal in church
planting can affect not only the strategies for starting new assemblies, but also can affect
the climate and organization of the district as a whole. As new approaches to church
planting experience success, then new models of ministry are developed that can be

adopted by existing congregations. Further, as new people groups are reached, changes
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may be indicated in the methods of conducting district activities. For example, the influx
of new ethnic groups may open the way for changes in programming for district rallies
and camps. A district and local congregation may cosponsor the start of a new
congregation and see a renewal of both district and local congregation structures.

While acknowledgement must be given to the place of centralized, district-
sponsored church planting, renewal is most likely to be experienced by organizations that
involve the grassroots (Payne and Beazley, 2000). New congregations that are started in
isolation from another local congregation fail to garner the buy-in and ownership of the
preexisting congregation. The existing congregation tends to view the project as a district
responsibility and therefore absolves itself from any implication in its success or failure.
Further, an existing congregation may develop a level of animosity toward the new
congregation, especially when the new group is seen as siphoning away much-needed
resources and/or experiencing a level of success unmatched by the older congregation.
Thus it is imperative that the planning for change initiated by the district take these
potentials into account and make provision for grassroots involvement wherever possible.
Education

Religious organizations, and denominations in particular, are regularly engaged in
providing educational opportunities. The Catholic Church and the Seventh Day
Adventist Church are well known for their parochial schools at the elementary and
secondary levels. Protestant Evangelicals have had modest involvement in such
educational endeavors, though they are more recognized for their colleges and
universities. These general education programs, while valid and worthy of consideration

in renewal efforts, fall outside the framework of this thesis. The reason is that regional
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jurisdictional domains are seldom involved directly in the operation and leadership for
these institutions.

Where regional jurisdictional organizations (districts) are more directly involved
is in leadership training, new member training, and continuing education of members
(See Table 2). And as in the expansion programs discussed above, the education
programs of a district tend to follow centralized or decentralized paradigms.

Districts become involved in three types of leadership training that are of interest
to this thesis. First, there is the regionally centralized college/university to which
students are directed from a cluster of districts, states, provinces, etc. In some instances,
districts facilitate and sponsor students to attend regional colleges/universities for the
purpose of either gaining a degree or to participate in some specialized seminar/training
program. The general notion is that the regional college/university offers resources
unavailable to districts and that a higher level of education is associated with greater
leadership potential.

Another form of regionally centralized education is the regional Bible college,
whose mandate is to specifically train individuals for ministry. Once again, the purpose
of such institutions is to provide educational resources and experiences unavailable to a
single district operating alone. District involvement in these programs is again at the
level of facilitating and sponsoring students who desire to attend.

In all these instances of higher education, the district may to a greater or lesser
degree commit resources to benefit the institution and/or the students in the hope that the
students will one day return to the district and make a contribution to the achievement of

purposes and objectives. With that end in mind, some districts may ascertain that the
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overall educational level of the candidates for leadership is low. Another district may
experience a shortage of trained personnel to fill vacancies at local and district posts. Or
it may be discovered that the training received at such institutions, while of an acceptable
quality, may not equip leaders for contributing to the aims of the district. A renewal
effort may then focus on raising educational levels, recruiting more students, or changing
curriculum. However, it must be recognized that the effect on the district will not likely
be seen for several years since it takes time to recruit, educate, and then return students to
the district to become involved in some form of leadership. Nonetheless, a religious
organization looking at a long-term renewal project may engage in just such an effort.

A more likely target of planned change initiated by a district would be centralized
leadership training programs conducted at the district level. Again, this is a centralized
effort in which students from across the district are brought together to take advantage of
resources not available elsewhere. These programs typically are designed for students
(clergy and/or lay) who are employed and unable to leave homes, jobs and families to
attend a regional college/university or Bible college. The curriculum may be an
extensive multi-year program designed to take ministerial candidates through a
prescribed course of study in preparation for ordination. Or the curriculum may be
designed for completion in a few months, a few weeks, or even a few hours. The Target
Toronto project (discussed elsewhere in this thesis as a case study in organizational
renewal), pioneered a unique program called the Toronto Institute of Lay Training. Nine
hours of classroom training were offered on weekends once a month for a period of nine
months. The purpose was to introduce lay persons to clergy-type ministry in nine

different domains. The result of the effort was that several students did indeed go on to
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further education and entered career clergy-type ministry. And a noticeable number of
lay people returned to their local churches with better skills and preparation for
effectiveness as lay leaders.

Beyond such intensive programs as noted above, districts frequently offer a wide
variety of training events for laity and clergy. Some of these are stand-alone events while
others are conducted in conjunction with other district assemblies, conventions, and
retreats. The purpose in all of these is to enhance the leadership quality of the district
with the expectation that greater productivity will result at both the local congregation
and district level.

A third way in which a district may become involved in leadership training is to
take a given course or seminar “on the road.” Sending teachers out to the local level is a
means of decentralization that touches the grassroots where they live and work. Another
approach is the teach—reteach method. Individuals are brought to a central location for
training in a given curriculum and then returned to their local situation to reteach the
material. In both cases the idea is to provide leadership training locally.

What has been suggested for leadership training (regional, district and local), can

N
be generally extended to new member training and the continuing education of
members. The curriculum is different, the audience is different, but the strategies for
providing the education are essentially the same. Renewal in any of the educational
domains is a planned change in the structure, culture, standards or norms that govern the
education program. When interest is lagging, when the results are unacceptable, when

the curriculum is outdated, when methods are obsolete, or any number of other negative
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outcomes indicate that the education program of a district is no longer contributing to the
good of the organization, then a renewal effort is once again an option to be considered.
Research and Development

It is this writer’s observation that only a limited number of religious organizations
engage in research and development at the level of a regional jurisdictional domain.
Districts rely almost exclusively upon denominational sources for research into all areas
affecting the life of the church and the development of products and ministries to be used
at the local level. The resources to employ and equip personnel for research and
development projects are much more readily available to a denominational organization
than to regional jurisdictions.

A notable exception was the Oregon Pacific District of the Church of the
Nazarene, the subject of a case study in this thesis. They put together their own strategic
planning team, commissioned their own research, and developed their own programs for
achieving renewal. The program, for which they are best known, The Oregon Plan,
emerged from this renewal effort and pioneered research and development in church
planting that continues to be a reference point for regional jurisdictions in many
denominations.

The point to be made here is that denominational programs in research and
development are of necessity broad-based and somewhat culturally neutral.
Denominational programs are designed to be used in all sectors of the country, and
perhaps even around the globe. Thus they are unable to engage in research and
development that is quite specific to the culture and needs of one locale. And while the

efforts of denominational structures to provide quality materials is recognized and
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applauded, an area in which districts may discover rich opportunity for organizational
renewal is in activating their own research and development efforts.

The third case study in this thesis investigates the renewal of the Dutch Catholic
Church in the 1960°s. The Dutch bishops became leaders throughout the Catholic world
in researching their own theological issues and developing responses to those issues.
They serve as a sterling example of renewal through research and development that other
regional jurisdictional organizations would do well to emulate.

In summary, the dimensions of organizational renewal include both
administration and program. This section has developed the discussion through
providing a framework for understanding each of these dimensions and suggesting
possibilities for initiating planned change.

V. Bases of Organizational Renewal

Religious organizations will find their efforts to “initiate...planned change”
(Lippit, 1982, P. 13) to be fostered by certain independent variables identified here as the
Bases of Organizational Renewal and seen in Table 3. As in the case of the Measures of
Organizational Renewal, the bases are represented as a continuum ranging from factors
contributing positively across to factors detracting negatively.

A great many authors in the field of management have published the fruit of their
research on the bases of organizational renewal and are reviewed elsewhere in this thesis.
A more limited treatment may be found in the religious literature, and was also reviewed
elsewhere in this thesis. Therefore this section will not attempt to discuss in detail each
of the points identified in Table 3. However, a few comments are in order to situate these

independent variables for the benefit of this project.
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Leadership

The comparison between invigorated leadership and lethargic leadership has
very little to do with personal energy levels among organizational leaders. While it is a
valid observation that regional jurisdictional leaders (district superintendents, bishops,
moderators, etc.) are most often in the later stages of their careers, it cannot be assumed

that all these individuals are running out of gas. On the contrary, it may be a very high

Table 3

Missional

--Forward focus
--Service oriented
--Initiating
--Managed chaos
--Successful
--Motivating
--Transferring values

Targeted
--Clear, articulate

--Prioritized
--Inspiring
*Catch emotions
*Engaging
*Desirable

Active

--Open
--Multi-directional
--Inclusive
--Extensive

Broad-based

--Multi-level acceptance

--Systemic change

--Philosophically motivated

BASES OF

ORGANIZATIONAL RENEWAL

Vision © Status Quo

--Affecting Administration & Program
Managed stress, conflict, and agreement <> Indifference < Discontent, turmoil, distrust

Healthy
--Candid

--Efficient
--Managed chaos
--Generous
--Embrace process

Vulnerable
--Careless
--Wasteful
--Ignored chaos

--Missed opportunities
--Side-step process

Invigorated Leadership <> Lethargic Leadership

Institutional

--Ingrown focus

--Survival oriented

--Reacting

--Stable

--Faithful

--Demanding

--Disconnected with followers

Diffused
--Uncertain, inarticulate
--Disorder
--De-energizing
*Fear
*Laissez-faire
*Unattractive

Communication < Insufficient Information

Passive
--Closed
--Top down
--Exclusive
--Limited

Multi-Dimensional <> Symptoms not Causes

Isolated Trouble Spots
--Executive level acceptance
--Machinery tinkering
--Convenience motivated
--Affecting Program only

Unhealthy
--Deceptive
--Destructive
--Anarchy
--Hoarding

--Delay process
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level of energy that has contributed to their propulsion to a top level of leadership in the
organization. At the same time, one may observe men and women in the mid-stages of
their careers whose youth suggests potential but whose performance is lackluster.

What is being sought here is an understanding of the tenor, the spirit, the intensity
of leadership as it applies to a renewal effort (Nanua, 1992). Greenleaf (1996) declares:
“I cannot visualize a world without leaders, without people who clearly see the path
ahead and take the risks of going out ahead to show the way” (P. 112). Quite simply, a
leader that is missional (See Table 3) will more or less display characteristics that are
invigorating, whereas an institutional leader will reflect lethargy. In fact, the missional
leader will most likely be leading the charge toward “initiating. ..planned change”
(Lippit, 1982, P. 13), ever seeking to find ways to strengthen and improve the
organization. By contrast, the institutional leader will most likely approach renewal
projects with resistance at worst and passive unattachment at best. From such a
viewpoint it is easy to understand why the missional leader is motivating to those around
him/her and readily gathers a following who embrace the values represented in/by the
leader. And sadly, the lethargic leader will find him/herself disconnected from their
followers and surrounded only with similar persons who drain energy and resources from
the organization. All three of the forthcoming case studies give examples of missional
and institutional leadership styles.

When an organization finds itself in a position of having lethargic leadership that
cannot be reinvented with an invigorated characteristic, then a change of leader will be
required. “One catalyst for changing an organization’s culture, particularly for critical

changes, is the selection of new top management team members...” (Hitt, Ireland and
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Hoskisson, 2000, P. 507). Such a move to change the top leader is viewed as extremely
painful and difficult for religious organizations. Issues of theology, spirituality, and the
general spirit of compassion make it very hard for religious organizations to take steps to
remove a leader, regardless of whether or not that leader is generally beloved by the
organization. In these situations religious organizations become extremely vulnerable to
escalating commitments similar to those in the domain of business leadership (Staw,
1976, Staw and Ross, 1987, Staw, et. al., 1997). Even with the difficulty, religious
organizations seeking to achieve organizational renewal will take the steps necessary to
position invigorated leadership at the helm. The Oregon Plan renewal effort was
launched by just such a decision to make a change in district leadership.

VISION

No successful renewal effort can be realized without a clear picture of a preferred
future for the organization (Dale, 1981, Lippit, 1982, Nanus, 1992, Barna 1993). And the
literature on religious organizations includes significant material on the value of vision
and methodology for developing vision (Dale, 1981, Schwartz, 1999, Sweet, 1999a,
Barna, 1993, Eby, 2000, Payne and Beazley, 2000). Thus it is unnecessary once again to
rehash the material from that perspective.

The point, however, that does need to be made is that there are certain
characteristics of the vision that drive an organization toward successful renewal projects.
The vision must be targeted rather than diffused (See Table 3). That means it must
concisely state the priorities of the organization in a manner that inspires the grassroots to
become engaged. Guy (1989) states: “The purpose for organizing is to accomplish a

particular goal that no one person can accomplish alone...” (P. 82). The problem with



57

many religious organizations is that they don’t know what the particular goal, ie. the
vision, of the organization is for a given period in history. The result is that the rank and
file is then unclear on the particular role they are to play in the organization. Greenleaf
(1996) suggests that a measure of evaluating whether or not the vision is targeted is by
asking: “What are the results you are responsible for? In other words, what are the
tangible and intangible end products of the operation you head up” (P. 193)? A follow-
up to that is to further ask, “And are those results something that inspires you to perform
at your very best?” It is the targeted vision that will foster renewal in organizations.
COMMUNICATION

Guy (1989) has placed the issue of communication in an appropriate context for
considering what will foster organizational renewal: “People who work together are
going to talk. In order to halt decline, management needs not to stop communication, but
to change the communication patterns” (P. 85). Kriegbaum (1998) underscores the
notion when he writes: “The more change an organization experiences, the more it needs
effective communication, especially to and from the leader” (P. 73).

Communication systems in a religious organization seeking renewal must reflect
an active quality rather than a passive quality (See Table 3). Of particular note is the
necessity of communicating with the grassroots, the level of the local congregation. It is
the local congregation that remains the heart of the denomination (Wuthnow, 1993).
People at that level must be engaged in the conversation that is multi-directional—up,
down, laterally. And the communication must be inclusive—in terms of gender,
ethnicity, age, location, and status (clergy or lay). To accomplish such an open, multi-

directional and inclusive form of communication will of necessity require that it also be
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extensive. The Dutch Catholics provide a compelling model of multi-directional
communication that forms the heart of their renewal effort. The case study will examine
their communication strategies at length.

Enhancing such an active communication style is made easier these days by the
use of computers and the Internet. The possibilities for communication seem endless as
new software is developed in the future. The caution that must be raised, however, is that
in order for communication to foster renewal efforts it must be inclusive in terms of
accessibility. Despite Bill Gates’ vision of placing a PC in every home in North
America, that goal is a long way from being realized. Persons who do not have access to
a computer or are not computer literate derive zero benefit from communication
strategies that require the use of such machines. Thus the effort to be inclusive will
dictate that comprehensive communication strategies be employed in the renewal effort.
MULTI-DIMENSIONAL

It is a given that religious organizations in the domain of regional jurisdictions are
complex, multi-layered, and geographically diverse. Thus a renewal effort will be short-
sighted and of limited effectiveness if it focuses on changing isolated trouble spots rather
than a broad-based approach (See Table 3).

Acceptance of the plan by all levels of the organization is essential to the best
renewal plans. That includes the obvious—acceptance by the leader/administrator level
and the grassroots—but must also include some level of acceptance by denominational
superiors. As the case study of the Catholic Church in the Netherlands will show, a
renewal effort can be seriously frustrated by decisions handed down from denominational

authorities that impede the implementation and progress of the effort.
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Another issue to be considered is that the proposed changes to the system must be
founded upon philosophical notions that are integral to the purpose and objectives of the
organization. Such philosophical motivations are anything but convenient and must
encourage the interface between administration and program (See Table 3). To merely
tinker with the program and fail to address the supporting issues in administration is to
frustrate the renewal effort via the bureaucracy. And as will be seen in the Target
Toronto case study, issues of administration play a key role in the relative success or
failure of a renewal effort.

MANAGED STRESS, CONFLICT AND AGREEMENT

Another given in organizational renewal efforts is that there will be stress,
conflict, and even agreement (See Table 3). To ignore such issues is to cultivate an
organizational culture that is vulnerable or even worse, becomes unhealthy and threatens
the organization’s viability.

An organization may signal decline and the need for renewal when the following
conditions are present (Guy, 1989, P. 2). These conditions are addressed to businesses
but can easily be extrapolated over to religious organizations.

o Consistently poor opportunity/cost choices

e Absence of long-range planning (or any planning)

e Resource allocations in the absence of a dialogue about priorities

e Finance-related organizational weaknesses

e Short-term cutbacks (deferrals) and organizational nearsightedness

e Decreasing profits

e Organizational turmoil
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e Pervasive employee discontent

¢ Increased absenteeism among employees

e Unusually high personnel turnover rate

o Insufficient information traveling through the formal communication channels

of the company, producing suspicions throughout the organization that
leadership is withholding information

e The grapevine among staff buzzing louder than usual

o Negative coverage in the media

Granted, many of these phenomena are applicable to the other bases of
organizational renewal discussed above. The reason for inclusion at this point is to
identify the power of managing stress, conflict and agreement in renewal efforts. For
indeed, failure to do so will frustrate renewal efforts in terms of leadership, vision,
communication, and being multi-dimensional.

Managing stress and conflict generated through the changes associated with
organizational renewal is a rather obvious issue for leaders to contend with. As Bridges
(1991) has suggested, “It isn’t the changes that do you in, it’s the transitions” (P. 3).
And, speaking to business leaders facing a declining organization in need of renewal,
Guy (1989) asserts: “It is the task of leadership to persuasively convince factions that it
is in their best interest to actively participate in the resurrection of the firm” (P. 83-84). It
is understandably the task of leaders in religious organizations to work with those who
feel displaced and disenfranchised, helping them to deal with the stress and conflict as
best as possible. The Dutch Catholics seemed to manage well the stress and conflict

generated by their renewal effort in terms of dealing with the various factions within the
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country of the Netherlands. Where the effort broke down was in relation to the
authorities in Rome. The case study will discuss this in greater detail.

The area that is not discussed in the literature is that agreements must be carefully
managed as well. In brief, as the Icarus Paradox illustrates, the strength arising out of
agreement, with accompanying success, may be carried to such an extreme that it
becomes a point of downfall. Thus, in kealthy organizations there is the ability to be
candid about not only stress and conflict, there is also a frank awareness of the dangers
associated with success.’

Three of the Measures of Organizational Renewal are organizational commitment,
positive flow of resources, and organizational productivity (See Table 1). Without doubt,
a healthy organization will benefit tremendously from a spirit of generosity that is
cultivated at every level of the organization. A vulnerable organization will miss
opportunities because of a spirit of indifferent hesitation. An unhealthy organization will
seek to hoard resources out of a spirit of distrust. Thus the measures of organizational
renewal mentioned above are more likely to be achieved when generosity is the defining
spirit. That generosity extends beyond the distribution of resources and includes the
development of a strong organizational ethos built on trust and goodwill, among other
things (See Appendix 1). Such an organization will seek to treat all, even the detractors,
with respect, openness, and acceptance.

Accompanying the spirit of generosity is a willingness to embrace the processes
required to effect renewal. Certainly there is the need to give place to the planning

process initially. But as time wears on and the implications/consequences of change

7 For a thorough discussion of managing stress, conflict and agreement, see Lippitt, G. (1982), chapters 4,
5, and 6.
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associated with the renewal become more evident, then the process of helping people
through the transition becomes crucial for the ultimate success of the project (Bridges,
1991). Sensitive leadership and effective communication will significantly aid in making
the process proceed smoothly.

As stated at the outset of this Section, there is no claim that the discussion has
been exhaustive. Instead, the effort has been to highlight selected issues that foster
renewal in religious organizations, issues that are not addressed in the literature of
renewal in religious organizations.

VI. Obstacles to Renewal

The preceding section has discussed factors that foster renewal efforts and made
several references to factors that will frustrate renewal. The Bases of Organizational
Renewal were discussed in a framework of continua from the positive contributors to the
negative detractors. This section goes one step further in the discussion of the negatives
to suggest some additional factors that frustrate efforts toward renewal. These frustrating

factors are shown in Table 4.

Table 4

OBSTACLES TO RENEWAL
Resistance

Environmental Factors:
e Economic
¢  Demographic
¢ Multi-cultural
¢  Tradition
Current Events
Leadership
e Resources




RESISTANCE

The literature on change in organizations, both in management and religious
domains, is extensive when it comes to the discussion of resistance. That material has
been surveyed in the literature review chapter found elsewhere in this thesis. Of special
note is the exhaustive list of reasons for resistance found in O’Toole (1995), highlighted
by what he sees as the strongest reason for resistance being that people simply do not
wish to have the will of others imposed upon them. Parenthetically, that points again to
the need for leadership to be missional, for vision to be targeted, for communication to be
active, for the effort to be broad-based, and the management of stress, conflict and
agreement handled in a healthy manner. Such an approach can minimize resistance to
change that is based on a contest of wills.
ENVIRONMENTAL FACTORS

Moving beyond the general topic of resistance to change, there are quite
specifically some additional factors present in the social environment surrounding
religious organizations that can frustrate renewal. Carroll, et. al. (1979) have firmly
established that religious organizations function within a social environment. Wuthnow
(1988, 1993) further discusses the changes in that environment for the modern day
religious organization.

Table 4 shows a representative list of the environmental factors that have potential
to frustrate renewal. A brief explanation of each follows.
Economic—Most often, a sagging economy is the culprit when discussing factors that
frustrate renewal. A downturn in the economy will be reflected in not only the revenues

available to a religious organization, but also in the attitudes of constituents. People
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whose livelihood has been threatened will be far more reluctant to embrace a change in
the status quo. This is especially true in the area of renewal through expansion, though is
not excluded from a simple desire to enter a holding pattern rather than downsize during
times of economic turbulence.

Demographic—A shifting population will frequently put religious organizations in a
mood to avoid major change. But it goes beyond that. A very significant factor in
frustrating renewal is the demographic make-up of both the target audience/area as well
as those who are implicated in the implementation of renewal. If an evaluation of the
target audience/area reveals that a renewal effort is either not appropriate or will be
refused, then the effort is frustrated. Similarly, if an appraisal of human resources
available to implement and support a renewal effort comes up short, then another plan
must be found.

Multi-cultural—As millions of immigrants continue to flood into Canada and the United
States, a whole variety of social dynamics are coming into play. It is beyond the scope of
this project to attempt to discuss those dynamics. Suffice it to say that renewal efforts
may be shut down on the basis of inappropriateness when applied in the multi-cultural
context that is constantly in flux in North America.

Tradition—The experts on leadership and resistance to change will speak to the matter of
traditional ways of doing things as an obstacle to renewal. What they don’t address,
however, is that religious organizations hold certain traditions as Divinely mandated and
sacred. To violate certain traditions, even in the name of legitimate renewal, would
demand a renovation of theological positions that may not be negotiable at all. Such a

move would take the effort beyond renewal and into the realm of reform—a step rarely
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seen in denominations, and more than likely constitutionally forbidden at the level of
regional jurisdictions. Rome became extremely leery of the renewal effort in the
Netherlands on the basis of the threat to tradition and, as the case study shows, took
specific steps to insert leaders more committed to the Church’s traditions.
Current events—whether it be a natural disaster, an act of war, or the general movement
of events, history may put a stop to a renewal effort.
Leadership—Once again, the literature on resistance to change discusses leadership as a
contributor or detractor to renewal. One of the ways this becomes acute for religious
organizations is in the case where a leader, for all his/her best intentions, 1s incompetent
and there is no acceptable way of changing the leader. This matter was discussed above
in the Bases of Organizational Renewal. The renewal effort must be put on hold until
such time as a change of leader can be consummated for the organization.
Resources—Along with the economic resources mentioned above, the absence of
appropriate human and material resources might also frustrate a renewal effort. Granted,
effective planning for change will take into account available resources for implementing
change. However, the point is that in some circumstances a renewal idea is deemed
worthy but either the resources are not present to begin with or those resources may
disappear somewhere in the process of implementation. Once more, the renewal effort
will be thwarted.
VII. Conclusion

This chapter has developed a theoretical framework for understanding the

Dimensions of Organizational Renewal in Religious Organizations. The notion of

renewal as it relates to religious organizations, and the model of renewal, is now ready to
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be tested on the three case studies of this thesis. What will be seen is that renewal efforts
characterized by a partnership between empowering leadership and an engaged grassroots
(Selznick, 1966) will, over time, experience a greater degree of renewal than
organizations whose renewal efforts are initiated and driven exclusively at the executive

level.
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CHAPTER 3

RELIGIOUS ORGANIZATIONS IN THE LITERATURE

I. INTRODUCTION

A popular maxim states that the only things that are certain in life are death and
taxes. In the modern world of business a third certainty has been added: change. “Many
organizations today of all sizes are undergoing a transformation in the way they
accomplish work” (Dubrin, 1996, P. 86). And indeed, even the very best run companies
are faced with the challenges of change in order to insure their continued strength and
stability. Tucker (1991) tersely states: “Businesses that do not know how to change with
change, that do not adapt and respond, do not survive” (P. 10).

Similar statements could be made of the modern religious organization. Radical
change is surrounding religious organizations in society, government, business, and every
other aspect of life. Many other illustrations of change could be noted from within
religious organizations in areas such as liturgy/worship styles, religious education,
mission, communication technology, etc.

This chapter’s first section reviews a recent collection of papers in which religious
organizations are defined and the application of organizational theory to them is justified.
The second section of the chapter then reviews salient literature on the subject of change

and renewal from the perspectives of management. The reader will note that only Hurst
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(1995) addresses the notion of organizational renewal. The third section looks at change
literature from the perspective of religious organizations. As in the section on
management, only the work of Payne and Beazley (2000) addresses renewal within the
material available from religious organizations. Their work is of particular interest
because it speaks to the notion of renewal at the level of what they term the “judicatory.”
The chapter concludes with observations of where the literatures in both fields connect as
well as identifying areas needing yet to be addressed.
II. SACRED COMPANIES

The Program on Non-Profit Organizations (PONPO) at Yale University
underwent a three-year inquiry into “religious institutions.” An eclectic group of scholars
from several disciplines contributed to a series of conferences, the papers of which have

been published in book form, the title of which is Sacred Companies (Demerath, Hall,

Schmitt and Williams, editors, 1998). Several of the book’s chapters have great
relevance to the study of renewal in religious organizations by making the connection to
organizational theory in general.

In an essay entitled “The Relevance of Organizational Theory to the Study of
Religion,” DiMaggiol traces recent developments in secular organizational analysis and
identifies connections that can be made to the analysis of religious organizations. He
discusses the trends in organizational theory that provide a special relevance to the study
of religion. Further, he explores the following: issues of decision making in
organizations, the organization as an institution, the ecology of organizations, and

network analysis. He concludes that students of religious organizations may benefit from



69

the application of insights and methods from the study of organizations, noting that such
an effort is in harmony with a major trend within sociology during the past 20 years.
Citing examples from the study of social stratification, art and media, and comparative
sociology, DiMaggio concludes that “...scholars have built upon insights from
organizational studies to cast new light on the central questions of their subdisciplines”
(P. 19). Students of religion, as a subdiscipline, can also benefit from the study of the
larger field of organizational theory because of the reality that religious organizations are
formal and complex. Much of religion is institutionalized and carried out through a
variety of formal organizations, all of which may find helpful understanding from the
study of organizational theory. Such a cross-over will require students of religious
organizations to make adjustments in order to accommodate the contour of their own
fields. Although DiMaggio fails to specify which adjustments will need to be made, one
can speculate that issues such as ultimate good, types and roles of stakeholders, sources
of authority are examples of areas for modification. However, DiMaggio takes the
position that both sides, religious studies and organizational studies, will benefit from the
effort to cross-pollinate. The point of this thesis is to achieve such cross-pollination with
the creation of a model of renewal that draws from both religious and organizational
studies and benefits both domains.

Zald and McCarthy explore the role of religious groups and social movements,
arguing that the former can play a significant role in facilitating and creating ongoing
social movements and countermovements. In their article, “Religious Groups as

Crucibles of Social Movements,” they examine conflict in religious organizations, taking

' Unless specifically noted otherwise, authors cited in this section will be found in Demerath, N.J. [I1, Hall,
P.D., Schmitt, T., and Williams (1998), Sacred companjes: Organizational aspects of religion and religious
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their analysis from both a political-economy and social movement perspective, and show
how change occurs within religious groups. They argue that placing the analysis of
religious change in the larger context of world-systems illuminates the way in which the
world’s political economy impacts religious expression. The authors discuss how
religious organizations in “core” nations, those that dominate and lead capitalist
production, exploit the resources of the poorer, weaker “peripheral” and “semiperipheral”
nations. Thus Zald and McCarthy argue that missionaries from religious organizations
will seek to mobilize peripheral labor in their ideological and institutional behalf. They
further contend that religious organizations and personnel carry their religious values,
political values, and ideology out into the world-system. In America, where the pattern
of religious belief and participation are extremely high when compared to the British,
French and West Germans, religious structures are a fertile ground for social movements
that extend beyond national borders. Religious groups enjoy a freedom to maneuver that
allows them to carry their beliefs out beyond national borders. Religious groups
demonstrate “...solidarity across international boundaries providing a central identity for
many individuals that transcends national identity” (P. 42). The point is that religious
organizations have taken advantage of the world’s political economy to expand beyond
national boundaries and in so doing have at the same time helped to shape the world’s
economy with their values, beliefs and ideologies. The case study on the Dutch Catholics
makes a connection between religious belief and the economy of the Netherlands.

The social reality of overlap between religious institutions and society at large is
the focus of Stout and Cormode’s contribution. In their essay entitled “Institutions and

the Story of American Religion: A Sketch of a Synthesis,” they state: “Human beings in

aspects of organizations. New York, NY: Oxford University Press.



71

real time and space inevitably live within institutional worlds, and this includes religion”
(P. 64). They define an institution as “...an embedded social structure of rules and
hierarchies created to embody and perpetuate a set of cultural norms and values among its
members” (P. 64). This perspective provides credence to the exploration of
organizational renewal within religious organizations as discussed in Chapter 2,
countering the argument that may be posed against lumping religious
organizations/institutions together with non-religious organizations/institutions in the
study of organizational renewal. It further reinforces the value of studying the programs
and activities of a religious organization as means by which norms and values are
expressed.

The whole notion of what makes an organization religious is addressed by
Jeavons in the essay entitled “Identifying Characteristics of ‘Religious’ Organizations:
An Exploratory Proposal.” Admittedly, congregations and denominations are self-
evidently religious. However, there are other organizations with connections to religion
that may or may not be religious. Examples would “...include everything from small
congregations to multimillion dollar hospitals; from elite preparatory schools to
threadbare shelters for the homeless; from huge, businesslike, international media
operations to tiny, primarily voluntary, ecumenical service groups” (P. 80). Jeavons
offers seven questions to inquire of an organization that determine its “religiousness.”

1. How religious is the organization’s self-identity?

2. How religious are its participants?

How religious are its material resources and their sources?

(8]

4. How religious are its goals, products or services?
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5. How religious are its decision-making processes?

6. How religious is its definition and distribution of power?

7. How religious are the other organizations or organizational fields with which

it interacts?

Jeavons insightfully points out that “...none of the standard management
literature considers the potential for Divine intervention or God’s providence affecting
organizational performance” (P. 89). Payne and Beazley (2000, cf. chapter 8) elsewhere
underscore this same notion as they specifically address organizational renewal within a
religious organization. The point is that while there are many useful correlates between
religious and nonreligious organizations, organizations that retain their religious
orientation are distinct from all others and thus must be evaluated accordingly. Religious
organizations presuppose spiritual dimensions that are distinct from secular
organizations. Some factors must be taken into account that cannot be seen in simple
cause/effect models.

Chaves makes his contribution to the study of religious organizations at the level
of denominational structures. His essay is entitled: “Denominations as Dual Structures:
An Organizational Analysis.” He counters the notion that denominations are unitary
organizations by proffering the position that “...they are essentially constituted by dual,
parallel structures: a religious authority structure and an agency structure” (P. 175).
Another characterization would be the comparison between priestly/pastoral functions
and social agency functions. Within this understanding is the notion of two parallel

systems of authority. Chaves states that “a religious authority structure is a social



structure whose elites attempt to further their ends by using the supernatural to control
access to some goods that individuals desire” (P. 175).

The agency structure is defined as organizations that are formally attached to a
denomination and engage in a variety of concrete activities. These activities may include
foreign and home missions; producing Sunday School and other educational material;
publishing various documents, training and evangelism materials; administering pension
funds; giving or loaning money to local churches for use in building projects; and
organizing denominational efforts in colleges, universities and seminaries. As will be
seen in the Target Toronto case study, the agency structure can also emerge in the
creation and operation of social service agencies, in this case called a compassionate
ministry center.

The sociological distinction between the religious authority structure and agency
structure 1s based in the recognition that the fundamental unit of both structures is the
local congregation. Chaves accurately observes that people do not directly participate in
any given denomination, but rather they are participants of a local congregation which is
in turn affiliated with a grouping of congregations known as a denomination.” The
denomination relates to the congregation in terms of both supervision and resourcing in
such a way that the objectives of the larger organization will be met through the local
congregation. With this in mind, Chaves analyzes the two structures with these

statements:

e For the religious authority structure...congregations are the object of control.

2 Within Christian denominations there are various views concerning membership. Differences may be
observed in entrance requirements, whether in virtue of baptism at birth, as a youth or in adulthood, or in
virtue of some other symbolic rite of passage. Differences are also seen dimensionally as members relate
to one another locally, regionally, denominationally and universally (the catholic church).
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e For the agency structure...congregations are a resource base.

e The goal orientation of the religious authority structure generally is internal,
while the goal of the orientation of the agency structure is external.

e The religious authority structure’s basis of differentiation is
geographical...[and] grows via segmentation.

¢ The agency structure’s basis of differentiation is functional, and it grows via
differentiation.

e The primary basis of legitimate authority within the religious authority
structure is either traditional or charismatic. The boundary marking the limit
of legitimate authority is the boundary between member and the nonmember.

o Legitimate authority within the agency structure...is rational-legal, and the
primary boundary of this authority is the line between the employee and the
non-employee of an agency. (P. 182-184, emphasis in original)

The theme of Chaves’ article is that any investigation of denominational
organizations should take into account the dual structures present. The connection to the
study of renewal of religious organizations at the level of denominational districts is
obvious. Leaders attempting to engage in a renewal effort must first identify whether the
structure being targeted for renewal is oriented toward religious authority or an agency.
The strategies employed will be varied according to the type of structure. For example,
changes in liturgy, preaching, prayer, evangelism and spiritual counseling address issues
concerning religious authority. By contrast, changes in educational curriculum, financial
management, compassionate ministry activities, and denominational headquarters

operations are examples of agencies.
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A further note is the similarity of Chaves’ definition of a religious organization to
that of Jeavons noted above. Chaves states: “Religious organizations are exactly those
organizations that contain religious authority structures” (P. 184).

In his conclusion, Chaves reinforces the connection between the sociology of
religious organizations and the sociology of organizations in general. He summarizes:
“Like organizations in general, denominations are best understood and studied not as
cohesive wholes but as loosely coupled sets of subunits that respond to fundamentally
different kinds of uncertainties generated by the outside world” (P. 191).

Finally, Demerath and Schmitt submit their views in an essay entitled:
“Transcending Sacred and Secular: Mutual Benefits in Analyzing Religious and
Nonreligious Organizations.” They find that there are “religious” dimensions found in
every organization, and virtually every religion has organizational dimensions. From the
realm of the nonreligious, the notions of bureaucracy, decision making and power have
implications for the religious. Further, the new institutional tradition in which a
nonindividualistic cast is the norm (as opposed to the former tradition which focused
exclusively on how individuals operate within and exert influence upon organizations),
addresses organizational culture and social movements with benefit to the religious
organization. “In opposition to behavioristic and rational-choice models of the
calculating actor, institutionalism focuses on the way organizations constrain and
transcend their members, while operating within a social environment over the long haul”
(P. 388).

Going the other direction, Demerath and Schmitt outline common problems

within religious organizations that have implications for nonreligious organizations.
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Those problems include the following, some of which are particularly interesting for this

study of organizational renewal:

I.

Nontangible goals. Explaining, the authors state: “Insofar as organizations pursue
ultimate objectives that are either other-worldly, highly subjective, or plotted into the
indefinite future, these goals tend to resist both operationalization and measurement”
(P.392). Thus it is difficult for religious organizations to analyze organizational
performance, leaving them “vulnerable to processes of change, takeover, and
cooptation” (P. 392).

Nontangible means. Religious organizations employ nondemonstrable and
noncalculable methods toward the achievement of their organizational goals. The
problem is that ends become means in their own right and ... “the process of goal
setting takes rhetorical and substantive precedent over goal achievement.” Religious
organizations demonstrate a need for renewal when the means of goal setting and
goal achievement are no longer effectively aiding the organization toward its raison
d’étre.

Cultural primacy. “Insofar as organizations give priority to symbols, doctrine, and
ritual, structural factors may be treated as derivative, secondary, and potentially
profane” (P. 392). Renewal efforts are aimed at narrowing the gap between “culture
and structure” (“ought and is”). For example, decision-making may be hampered,

creating conditions in which “...personnel actions may be based more on compassion

‘than on merit; budget decisions may be determined more by enthusiasm than

calculation, and institutional objectives may reflect moral commitments rather than

organizational capacity” (P. 393).
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Antiorganizational ideologies. The very ideologies around which persons rally may
in themselves mitigate against organizational development and structure.

Constraints of historicity. Religious organizations may be “...controlled by a definite
past even as they are oriented to an indefinite future” (P. 393).

Dependence of the leaders on the led. Religious organizations which depend upon
members for compliance and support may find “...the governors at the mercy of the
governed” (P. 394).

Taken-for-grantedness. A community may take an institution for granted for such a
long time that available resources are depleted and there remains no provision for the
future.

Local-national dissonance within organizational hierarchies. Local organizations
may develop their own set of priorities which may not support and complement those
of the national organization. A renewal effort in this instance may seek a realignment
around commonly held organizational structures, norms, and goals.

Boundary constraints and community labeling. Organizations operate within social
settings that produce constraints and labels. Mislabeling is usually “...a result of
change—in either the organization, the community, or both” (P. 395).

Cultural power as a political weapon. This notion has to do with invoking moral
values for the purpose of influencing agendas and steering discussion to favorably
benefit the view of the individual or organization.

Demerath and Schmitt conclude their article by stating: “The field of complex

organizations would be well advised to treat religious institutions more seriously, and

scholars of religion would do well to study the emerging scholarship on organizations of
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all sorts” (P. 396). It is with this background of belief that management literature and
religious literature have something to say to one another that we now turn to a specific
focus on change literature in each domain.

III. MANAGEMENT
ORGANIZATIONAL CHANGE

Change is an undisputed component in the current milieu of organizational life,
whether it be incremental, cumulative change or punctuated equilibrium (Gersick, 1991).
Various approaches to understanding change are discussed in the literature (e.g. Kanter,
1983; Goldstein, 1988; Bridges, 1991; Gersick, 1991; Tucker, 1991; Fraces, 1995; Hurst,
1995; Neal and Tromley, 1995; O’Toole, 1995) with the repeating theme that change is
inevitable (Conner, 1993) and mandatory for survival (Tucker, 1991). Simply stated,
“Change is the movement away from a present state toward a future state” (Fox-
Wolfgramm, Goal, Hunt, 1998; cf. George and Jones, 1995). The significant difference
in the literature rests primarily in the observation that Hurst (1995) deals specifically with
the notion of renewal while other authors focus their attention on a generalized discussion
of change. Hurst (1995) sees renewal in terms of decision making and organizational
learning, capturing the value of crisis as the catalyst for renewal.

Although it is argued that organizations require a certain amount of stability in
order to function properly (Hultman, 1979), it is certain that this equilibrium (Goldstein,
1988) is not absolutely static. Goldstein (1988) has discussed the notion of autopoiesis in
organizations in which feedback from various monitoring systems instigates changes to
the structure as a means of maintaining equilibrium and the basic identity of the

organization. Threats to organizational identity during periods of stability are met with
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“...incremental adjustments to compensate for internal or external perturbations without
changing their deep structures” (Gersick, 1991, P. 16). Thus threats to organizational
identity may call for organizations to implement changes. These changes may be minor
adjustments which accumulate incrementally over time, or moments of punctuated
equilibrium in which nothing short of revolution dramatically remodels the future path of
an organization. The Oregon Plan case study is an example of a revolution that brought
on a change of leadership and radically altered the future of the organization. Resistance
to change is evidenced in efforts to retain current understandings of organizational
identity.

Other challenges may present organizations with the opportunity for change
accompanied by resistance. For example, the introduction of new products to an
organization’s line of wares may call for change at both structural and identity levels.

For prospector companies these changes may be viewed as incremental, while defender
companies may be struck with the need for revolutionary change (Fox-Wolfgramm, Boal,
and Hunt, 1998). Fox-Wolfgramm, et. al. studied two Texas banks and discovered that
while the prospector bank’ experienced more incremental change and the defender bank®
experienced revolutionary change, both organizations faced resistance to change and both

eventually reverted back to previous patters of behavior consistent with organizational

’ Fox-Wolfgramm, et. al. define prospector thus: “This bank typically operates within a broad
productmarket domain that undergoes periodic redefinition. The bank values being “first in” in new
product and market areas even if not all of these efforts prove to be highly profitable. The bank responds
rapidly to early signs concerning areas of opportunity, and these responses often lead to a new round of
competitive action. However, this bank does not attempt to maintain market strength in all of the areas that
it enters” (P. 93).

* Fox-Wolfgramm, et. al. offer this definition of defender: “This bank attempts to locate and maintain a
secure niche in a relatively stable product or service area. The organization tends to offer a more limited
range of products or services than its competitors and it tries to protect its domain by offering higher
quality, superior service, lower prices, and so forth. This bank is at the forefront of developments in the
industry——it tends to ignore changes that have no direct influence on current areas of operation and
concentrates instead on doing the best job possible in a limited product or service area” (P. 93).
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identity. Attempts to adapt to changes in the environment brought about by the
introduction of new products and or the imposition of new regulations will not be
sufficient to overcome resistance to changes in the core features of an organization.
Nisbet (1972) suggests that organizations will take the necessary steps to weather the
initial crisis and then experience a regression back to the familiar and traditional.

In the same way that new products introduced through the work of an
organization’s research and development division may prompt change, new products
from competitors can initiate change. Morgan (1986) illustrates the point with a
typewriter company who saw its identity singularly as a typewriter manufacturer. The
introduction of computers and word processing capabilities soon posed the opportunity of
changing the deep structures of the typewriter company, a change that was resisted and
eventually resulted in the closure of the company. Whether it be through the introduction
of new products from within an organization or the imposition of products from outside
an organization, the tendency is to resist the changes necessary to accommodate the new
environment. Individuals and organizations prefer the comfort of a predictable future
based on repetition of the familiar.

Company mergers present another opportunity for organizational change
(Schopflocher, 1995). In these instances, frequently a new leadership team is set in place
with a mandate to implement changes in the acquired organization in order to move
toward congruence with the purposes and goals of the parent organization (Schopflocher,
1995). Consistent patterns of behavior over a long period of time within organizations
develop deep structures that resist such imposed changes (Fox-Wolfgramm, et. al., 1998).

O’Toole (1995) has argued that one of the strongest reasons people resist change stems
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from a refusal to acquiesce to the will of the others imposed upon them. Regardless of
the relative merits of the change, the fact that persons in organizations are being required
to change by new management teams, such as in merger situations, will evoke strong
resistance.

Still another opportunity for change arises with the economic fortunes of an
organization, whether they are positive or negative. An upswing in the economic climate
with increased sales will present the need for changes in production and staff as well as
the sales force. Changes to accommodate these increased demands are not usually
resisted. From the negative side of the ledger, a downturn in the economy will call for
reduced manufacturing, layoffs, and streamlining of the structure (Schopflocher, 1995).
The hope is that with patience and stability, things will get back to business as usual.
Organizations expend considerable effort to maintain equilibrium in times of turbulence
(Want, 1990). Particularly in periods of economic decline, change is vigorously resisted
in the name of holding steady until normalcy returns. Although business organizations
attempt to design their structures in order to accommodate these routine and often
cyclical demands for change, the point is that changes do take place in which there are
opportunities for renewal.

Finally, organizations are presented with opportunities for change when certain
conditions of escalation emerge (Brockner, 1992; Staw, 1997). Namely, projects are ripe
for escalation when the following four conditions are present:

¢ Negative feedback on project success

e Repeated decision-making for project continuation

o Uncertainty regarding project goal attainment
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¢ Choice exists about whether the project should continue.

The common phrase used to describe escalation of commitment is “throwing good money
after bad.” An organization increases the expenditure of valuable resources in the vain
hope that given a bit more time and investment, the loosing project will turn into a
positive money-maker. Such was the case in the Oregon Plan as they faced a mounting
financial crisis on two fronts yet executive leadership seemed unable to deal with the
problem of escalating commitments. The further into a loosing proposition an
organization goes, the harder it is for management to take the decision to cut losses and
close the project. It takes a courageous leader to admit that the king project is parading
through the streets without any clothes. In Oregon, it was not until the leader was
changed that the organization faced its crisis and took steps to arrest the financial
bleeding.

What to an outsider may appear as an obvious opportunity for change based on a
seemingly objective evaluation of the escalation situation is not so easily addressed by
organizations engaged in escalation (Staw, 1981). Staw (1976) introduced the notion of
escalation with his landmark study of business students engaged in a laboratory
experiment. 240 business school students were tested to determine their commitment to
an escalating situation in the face of negative feedback. It was revealed that
“...individuals invested a substantially greater amount of resources when they were
personally responsible for negative consequences” (Staw, 1976 P. 39, emphasis in
original). When organizations have made repeated decisions and thus implicated
themselves in responsibility for a failing course of action, the tendency is to resist

opportunities to change and thus persist in continuation of the project. As Mangham
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(1979, P. 118) states: “A great deal of social order, joint action...persists over time and,
in time, comes to appear highly resistant to change even when perceived to be in need of
it” (emphasis mine).

The point of this section is to reiterate that organizations are presented
opportunities for change from a variety of sources. Further, for each opportunity of
change organizations will experience resistance. As Dubrin (1996) has wisely observed,
“When people resist change, it is usually because they think the change will do them
more harm than good” (P. 86).

ORGANIZATIONAL RENEWAL

So what of the organization that chooses to break with the status quo, creating a
period of revolution and dis-equilibrium? Rather than incremental change, the
organization now pursues a period of punctuated change (Gersick, 1991). This is
“Initiating. ..planned change” (Lippitt, 1982, P. 15) in which the effort is made to address
deep structures and organizational identity in such a way that organizational renewal
results in transformation of identity.

Organizations tend to run through life cycles which offer opportunities to change,
if nothing else than by the death of the organization. Examples of such life cycles
include Want (1990) and Hurst (1995), all of which include options for renewal and leave
death as the last resort. In both cases the authors address resistance to change and make

note of the effort required to pull off lasting renewal.

> For a discussion of the reasons people resist change see Dubrin, A.J. (1996), Reengineering Survival
Guide: Managing and succeeding in the changing workplace. Cincinnati, OH: Thomsom Executive Press,

P. 86-91, and O’ Toole, J. (1995), Leading Change. San Francisco, CA: Jossey-Bass Publishers, P. 161-
164.
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What does management literature suggest as the criteria for effecting
organizational renewal? As noted at the beginning of this section, it is important that the
reader not equate change and renewal. Most of the management literature addresses
change only. For example, Tichy and Devanna (1986) suggest four ways to create a
sense of need for change in an organization:

1. Challenge the leader. “Effective transformational leaders must develop
mechanisms that provide dissonant information and surround decision-makers
with people who can operate effectively in the role of devil’s advocate” (P. 53).
Anderson (in Cousins, Anderson and DeKruyter, 1990) supports the same notion
by saying that religious leaders must occasionally “look out the window” to see
possibilities for new ministries and directions that will be the basis of renewal in
the organization. The same idea is later espoused by Drucker (1992) as he
suggests that the effective leader of any non-profit organization will see renewal
through changes experienced by getting outside the organization to do and
experience something new.

2. Build external networks. “There is strength in weak ties, and transformational
leaders need to cultivate networks made up of individuals with different views
and concerns. Differing views of the world can keep the [just noticeable
difference threshold] at a lower setting” (P. 54).

3. Visits to other organizations. “Seeing the way other companies...do things can
have a profound impact” (P. 54).

4. Management processes. “A powerful vehicle for creating a felt need for change

can be built right into the management processes” (P. 55).
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Tichy and Devanna (1986) go further to suggest that the leader’s task is to: 1) Determine
the organization’s mission and strategy; 2) Design an organizational structure that will
meet the needs of the mission and strategy; 3) Develop a human resources system that is
consistent with the mission and strategy (cf. 97-100). These three areas must be applied
to: A) technical systems; B) political systems; C) cultural systems.

Elsewhere the management literature identifies three strategies for effecting
change toward organizational renewal.
1. Change of leadership. The initial report on escalation by Staw (1976) was a
laboratory experiment in which some of the participants were given scenarios framed as a
change of manager in a financial investment project. Those who were new to the
situation, i.e. did not have responsibility for earlier decisions regarding investments, were
found to be less inclined toward persistence in a failing course of action. Staw, Barsade
and Koput (1997) reported on a longitudinal study of bank executives and found that
changes at the senior level tended to interrupt escalation on failing bank loans.
Schopflocher’s (1995) experience as a practitioner has indicated that an essential to
renewing an organization was typically a change of leadership. Finally, Staw and Ross
(1987) recommend administrative turnover as a strategy for combating escalation and
bringing about organizational renewal. Thus organizations seeking renewal are well
advised to consider a change in leadership. The Oregon Plan illustrates a successful
renewal that was initiated by a planned change of leadership. As Hitt, Ireland and
Hoskisson, (1999) state: “One catalyst for changing an organization’s culture, particularly
for critical changes, is the selection of new top management team members from outside

the corporation” (P. 507). A note of caution, however, is sounded by Fry and Killing
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(1986): “Strategic change that occurs through unilateral orders may not have a lasting
impact.” Thus the decisions of management toward change must be implemented with
cooperation and buy-in from stakeholders in the organization.

The ideal leader for initiating change is seen as charismatic and self-confident.
These individuals “...are likely to take on personal risks, make self-sacrifices, and engage
in strategies that substantially deviate from the organizational norm” (Conger and
Kanungo (1987).
2. Swift action. The “far-from-equilibrium” system advocated by Goldstein (1988, P.
19) recommends that organizations stay in close contact with the environment and remain
sensitive to changes. The organization thus positioned will be prepared to act swiftly to
changes in the environment and thus facilitate rapid action toward renewal. In the study
by Staw, et. al., (1997) it was found that bank executives new to a loan portfolio were
free from the restraints of earlier responsibilities and thus able to move swiftly in
resolving problem loans. Schopflocher (1995) corroborates this position by urging swift
and decisive action. Organizational renewal which breaks existing patterns of status quo
will thus entail swift action.
3. Managed transition. While several authors touch on the idea of managing change
(e.g. Goldstein, 1988; Want, 1990; Conner, 1993; Frances, 1995; Neal and Tromley,
1995; Armentrout, 1997), Bridges (1991) devotes his book entirely to the challenges of
dealing with transition, arguing that it isn’t the change that is difficult to accept but rather
the transition to the new paradigm. Bridges (1991, P. 3) explains:

It isn’t the changes that do you in, it’s the transitions. Change is not the same as

transition. Change is situational; the new site, the new boss, the new team roles,

the new policy. Transition is the psychological process people go through to
come to terms with the new situation. (emphasis in original)
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Staw and Ross (1987) discuss specific tools for enabling administrators to implement
change in escalation situations, most of which can be found elsewhere in organizational
development literature concerning change in organizations (e.g. Agécs, 1997 for a
review). Not to be overlooked in the management of transition is attention to survivor
care (Bridges, 1991; Frances, 1995; Hurst, 1995) in which individuals within an
organization are assisted in the process of coping with the personal adjustments required
by change. The point here is that the period of revolutionary change, with its inevitable
fall-out within the organization, must be planned and managed with intentionality
(Mangham, 1979). The Target Toronto and the Dutch Catholic case studies are both
examples in which revolutionary change was not well managed in the end. The result
was organizational regression rather than renewal once the initial renewal effort had
ended.

Of particular interest in addressing the notion of planned and managed change is
the work of Hurst (1995). Beginning with the story of the San people, or Bushmen, of
the Kalahari Desert in southwestern Africa, Hurst develops a story of societies and
organizations that have excelled in renewal and change. He also tells of the rise of Nike
to international fame in the field of sports apparel, the Quakers in the English Industrial
Revolution, and the steel and industrial products distribution company of which he was a
part during a significant renewal in the 1980’s. Like O’Toole (1995), Hurst (1995) is an
advocate of values-based leadership for successful change in organizations.

As he describes the Bushmen’s society, Hurst differentiates between their
centuries old tradition as hunter-gatherers and the recent transformation into a herder

culture. The features of the hunter-gatherers are the following: absence of hierarchy,
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emergent strategy, cooperative values, open communication, shared visions, stable
structures, and the hunting band as a learning organization. Features of the herder culture
are: possessions, breakdown of communication, and emergence of hierarchy (cf. Hurst,
1995, P. 14-26). Summarizing his view of the results of change among the Bushmen,
Hurst (1995) observes : “As one might expect, the consequences of this transformation
have been disastrous for the Bushmen. The hunting culture is probably lost, and for
them, the herding way of life is problematic at best” (P. 26).

Hurst (1995) asserts that the story of the Bushmen is the story of our lives in our
organizations and societies. These are his words :

We start off in the beginning in small-scale, informal organizations as naive

hunters, not knowing much but capable of learning every day through trial and

error. With success and the learning of effective routines, we steadily become
more like herders. Soon we are protecting possessions and defending territories
in large-scale hierarchical bureaucracies whose social dynamics are very similar

to those in the Bushmen’s herding mode of living. (P. 27)

Believing that the situation of the Bushmen contains all the elements of the
problems any established organization will face in seeking to renew itself, Hurst (1995)
suggests that one of the clues to successfully changing our bureaucracies into more
flexible organizations is “[converting] at least part of these organizations from herders
back into hunters” (P. 30). Citing the examples of Nike, the Quakers, and his own
business organization, Hurst (1995) draws parallels between the Bushmen and
organizational structures in the business world. Essentially, his argument is that
productivity is greatest when organizations are committed to a balance between hunters
and herders.

The feature of Hurst’s (1995) work is a model that draws from the ecocycle in the

forest. “A forest,” Hurst states, “like all complex organizations, is composed of many
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smaller organizational structures, all of which interact with each other and all of which
also go through their own processes of change” (P. 97). Hurst (1995) duplicates a
diagram of the ecocycle of a forest in which the birth, growth, destruction, and renewal of
a forest are visualized. He titles the four stages as follows : exploitation, conservation,
creative destruction, and renewal (cf. P. 97). He then presents the Organizational

Ecocycle which I have duplicated below as Figure 1 (cf. P. 103).
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In Hurst’s model, “...the ecocycle splits the evolution of a sociotechnical system
such as as a business organization into two halves” (P. 117). He explains :

The first half of the ecocycle, the conventional life cycle, tracks the development
of a performance-oriented organization from its entrepreneurial beginnings until it
becomes dominated by its technical system and the institutions associated with it.
It is toward the end of this loop that the total system starts to become negatively
constrained, unable to adapt gradually to change and hence prone to crisis. The
other half of the ecocycle, the learning loop, is the story of the evolution of a
social system, which, after the constraints of the technical system are broken,
leads to the emergence of choice, to freedom. Thus, for an organization to
survive, it must continually traverse both loops at all scales—that is, on all levels
of the organization (P. 117-118).



90

The point which becomes helpful for understanding change in organizations 1s
that organizational maturity is not a sign of health and strength. Examples from the case
studies in this thesis are the two Nazarene districts. Rather, organizational maturity is the
last step before transformational change, whether it be voluntary or involuntary. With
maturity comes inflexibility and brittlenes resulting in susceptibility to disaster. The
challenge for leadership is to preempt a negative crisis by prompting creative destruction
that will clear the way for new open patches to emerge in which growth can be renewed.
Hlustrating from the automobile industry, Hurst (1995) describes the renewal of Japanese
car manufacturing which precipitated crisis and renewal among American car
manufacturing. The result, according to Hurst (1995), is that consumers now enjoy much
better quality cars. The bishops in the Netherlands preempted a negative crisis by their
efforts toward organizational renewal as seen in Chapter 6. Hurst’s (1995) model creates
a positive outlook on crisis in organizations.

ORGANIZATIONAL LEADERSHIP

Overriding all is the matter of leadership, strategic and transformational in nature.
“Strategic leadership is the ability to anticipate, envision, maintain flexibility, and
empower others to create strategic change as necessary” (Hitt, Ireland and Hoskisson,
1999, 489 emphasis in original). Transformational leaders are defined as those who
“...take on the responsibility for revitalizing an organization. They define the need for
change, create new visions, mobilize commitment to those visions, and ultimately
transform an organization” (Tichy and Devanna, 1986, P. 4). This follows the notion of

Max Weber as cited by Willner (1984): “The charismatic leader may be inspired by a
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calling or mission and summon others to obey and follow him by virtue of his mission”
(P. 202).

The classic work of Burns (1978) on leadership also identifies those who will be
successful in leading and managing organizations through change. He states that the goal
of leadership is to achieve “social change.” “By social change I mean real change—that
is, a transformation to a marked degree in the attitudes, norms, institutions, and behaviors
that structure our daily lives” (P. 414, emphasis in original). Going further, Burns (1978)
explains:

The leadership process must be defined, in short, as carrying through from the

decision-making stages to the point of concrete changes in people’s lives,

attitudes, behaviors, and institutions, monitored by alterations in individual

collective hierarchies of values. (P. 414)

O’Toole (1995) discusses the leadership style and accomplishments of the United
States Presidents whose images are carved into the granite of Mount Rushmore. In each
case, Washington, Jefferson, Lincoln and Roosevelt, O’Toole credits the political leader
for outstanding moral leadership based on values. These presidents are credited for one
of four major themes in American history: “the founding (Washington), political
philosophy (Jefferson), preservation of the Union (Lincoln), and expansion and
conservation (TR)” (P. 20). Beyond these credits, about which O’Toole admits a certain
uneasiness, the author declares these four presidents “...as the best representatives of a
school of values-based leadership dedicated to democratic change” (P. 21).

O’Toole then offers what he considers to be equally sterling examples of what he
has termed “Rushmorean leadership” found in selected current leaders in industry and the

volunteer sector. O’Toole observes: “They created systems in which the talents of the

many more than compensated for whatever strengths they themselves may have lacked”
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(P. 42). In sum, O’Toole suggests that the model of participatory leadership is the
preferred choice among leadership styles for effecting change within organizations.

The point of this discussion on leadership is that not only is a change in leadership
personnel likely to be required in an organizational renewal effort, there are specific
qualities and characteristics that must be found. The aims and style of leadership must be
intentional toward transformation of the manner in which the organization seeks to
achieve its fundamental good. Burns (1978) asserts that real change is intentional,
purpose driven. “The test is purpose and intent, drawn from values and goals, of leaders,
high and low, resulting in policy decision and real, intended change” (P. 415).

Picking up from Hurst (1995) once again, we find a discussion of leadership
which he terms “ethical anarchy.” The idea is that management leads an organization in
creative destruction and then follows with creative leadership in renewal. As Hurst
(1995) states: “Managers must create crises, and then they must become part of the
situation they have created. It is anarchy, but it is ethical anarchy” (P. 144). Here again
Hurst (1995) advocates the hunter style of organization in which openness,
communication and egalitarianism prevails in a participatory style of management. Hurst
(1995) would join O’Toole (1995) in being sharply critical of managers who enter an
organization, create significant crises while pocketing huge sums of money, then
escaping to some other company and leave a bewildered and weakened organization to
try to cope with the aftermath.

The advantage of Hurst’s (1995) model of change as compared with O’ Toole’s
(1995) is that the former views crisis and renewal in a positive light. O’Toole (1995)

leaves little hope of change due to what he chose to call custom. Hurst (1995) not only
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argues that change is possible, but that the crisis which precipitates the change is to be
welcomed and exploited for the benefit of the organization.

Hurst (1995) encourages emergent strategies which capitalize on environmental
conditions of crisis for the good of the organization. His argument is compelling in large
part because of his focus on the notion of renewal in organizations rather than the more
generalized approach of other authors. A general discussion of change leaves the reader
without a model for harnessing the commitments and energy created in changing
environments for the good of the organization. Hurst (1995) provides a model to not only
help organizations identify their position in the ecocycle of organizational life, he
suggests attitudes and strategies for addressing issues. An issue that at first blush appears
to be catastrophic is reframed as an opportunity to turn it a bit, shape it, and make it into
something beneficial to the organization. Energy and commitment generated in crisis is
thus focused to positive ends.

IV. RELIGIOUS ORGANIZATIONS

The alarm bells are sounding. Changes in society are pounding in on religious
organizations with unprecedented intensity. “While the gospel has not changed, people
have” (Motz, 1990, P. 134). And yet, religious organizations, and in particular Christian
church organizations, are slow to change and are out of touch with the changes taking
place in society around them (cf. Malphurs, 1992, P. 24). The need for change in
religious organizations is largely identified with mature organizations whose programs
and activities are no longer tied to a compelling sense of mission and/or vision (Hunter,
1987; Malphurs, 1992; Payne and Beazley, 2000). The call is for a response from

religious organizations that stirs a mature, decaying mechanism to seek renewal through
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changes in the way they do their business. Hunter (in Galloway, 1999b) charges: “If
history does not do a U-turn, traditional churches are on a trajectory to become the Amish
of the 21% century” (P. 147). The fundamental good of the organization remains the
same—being a living expression of God’s redemptive plan among men. The way in
which that good is expressed is being scrutinized and challenged as all levels of religious
organizations grapple with the awareness that old patterns will not sustain their future in a
changed society.

The focus of this project is organizational renewal at the level of districts in
religious organizations. Payne and Beazley (2000) provide the following definitions
which help to understand what is meant by a district or regional organization:

All mainline denominations are structured in three parts: the national church

(referred to as the denomination), the regional church (referred to as the

Judicatory, which may also be called a diocese, synod, or conference), and the

local church (referred to as the congregation or parish). (P. xi, emphases in

original)

This section will explore the following topics in the change literature of religious
organizations:

e The need of change

¢ The possibility of change

o The locus of change
The section will conclude with observations concerning the gap in change literature for
religious organizations at the level of the district.

THE NEED FOR CHANGE

A frog that is dropped into a pot of boiling water will immediately jump out of

that hostile environment and likely survive. A frog that is placed in cool water will
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remain despite a gradually rising temperature that will eventually boil the frog to its
death. That graphic illustration is the metaphor Barna (1990) used to alert Christian
churches to the changes moving through society and the danger of the church boiling to
death. Old patterns of complacent behavior such as will be seen in the Target Toronto
case study are no longer safe for religious organizations. The need for change in the
church is at crisis proportions, i.e. the culture is boiling.

From a different perspective, the need for renewal arises when the programs and
activities of a religious organization become ends in themselves and are no longer
connected to the original mission and goals (Hunter, 1987). In this case, renewal may be
effected through a revisiting of the original mission and goals, or as Dale (1981) puts it,
revisiting the founding vision of the organization.

Payne and Beazley (2000) have published a helpful case study volume which
articulates both theory and practice in the renewal of the Episcopal Diocese of Texas.
The main premise of the book is that mainline denominations can attribute their decline
to the entrenchment of a “maintenance mode!” and hope for renewal lies in a return to
what they call a “missionary model.” The “maintenance model” is characterized by an
emphasis on community without mission. To explain they write: “Today’s maintenance-
centered Church ministers primarily to the faithful—to those, that is, who are already
Christian, were raised Christian, and are expected to die Christian” (P. 23). In contrast,
the “missionary model” emphasizes community and mission.® “In the missionary-
centered church...evangelism informs all activities” (P. 24). Going further, the

missionary church experiences “...the powerful effect of evangelism on the life of the

¢ See Appendix 2 for tables comparing “maintenance” and “missionary” models.
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believer. Evangelism is not merely a means of spreading the Good News. It is also a
means of living the Good News, of incorporating it into daily life” (P. 24).

Payne and Beazley have written with mainline denominations in mind including
the Roman Catholic Church, the Orthodox Churches, the Episcopal Church (U.S.A.), and,
among Protestant denominations, the American Baptist Church, the Disciples of Christ
(Christian Church), the Evangelical Lutheran Church of America, the Presbyterian
Church (U.S.A.), the Reformed Church in America, the United Church of Christ, and the
United Methodist Church. They state:

The principal cause of the symptoms affecting the mainline denominations—the

basic disease afflicting the Church—is that the mainline denominations have lost

their common vision of being a missionary church dedicated to community,

discipleship, and personal transformation. (P. 277, emphasis in original)
While extolling the value and virtue of mainline denominations, Payne and Beazley
acknowledge the decay and disintegration of such denominations, thus giving rise to the
need for organizational renewal that will lead to a return to the founding vision of the
church. The Episcopal Dioceses of Texas fit the model of a declining mainline
denominational structure, complete with loss of membership, shrinking resources, and
internal struggles over social issues on the periphery. Thus Claude E. Payne, newly

elected bishop and co-author of the text, launched the renewal effort that is the featured

case study of the book, Reclaiming the Great Commission.

Religious organizations may seek renewal in response to societal changes in three
areas: l)Technology (Parrott, 1988; Sweet, 19994, b; Barna, 2001); 2)Demographics
(Motz, 1990; Nees, 1997; Seim, 1997; Wiseman, 2001); 3)Religious belief and practice

(Parrott, 1988; Motz, 1990; Nees, 1997; Wiseman, 2001).



97

Leonard Sweet (1999a) has written insightfully concerning the coming tidal wave
of cultural change that threatens to overwhelm the Christian church and related religious
organizations. He argues that religious organizations can survive the changes by
employing various strategies prescribed in his book. Sweet (1999b) then follows up with
what he calls “leadership arts that will allow church leaders to successfully navigate the
waters of a culture totally foreign to those of us who were born modern rationalists” (P.
7). The argument Sweet offers in both texts is that leaders of religious organizations
must make personal and corporate changes in order to survive the massive changes in
North American culture being fueled primarily by communication technology.

While change literature for religious organizations speaks primarily to
adjustments required by societal changes, there are also authors who address other
catalysts for change. Barna’s (1993) research suggests that “a Christian church can
recover its health and spiritual impact even after a ‘spectacular’ debilitating collapse” (P.
115). However, he further asserts from his research that the likelihood of success in
turning a declining congregation around is virtually nil. Young leadership that is
passionately driven to achieve the turn-around is required in a context of laypersons
equally committed to effecting the changes necessary for renewal.

Reaching back to an earlier generation the work of Smelser (1962) as a
sociologist has addressed change in religious organizations. He specifically addresses
change in the religious sphere at the levels of what he terms a “craze,” a “norm oriented
movement,” and a “value oriented movement.” Smelser’s definition of these terms is
helpful:

CRAZE: “Mobilization for action based on a positive wish-fulfillment belief” (P. 170).
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NORM-ORIENTED MOVEMENT: “An attempt to restore, protect, modify, or create
norms in the name of a generalized belief” (P. 270).

VALUE-ORIENTED MOVEMENT: “A collective attempt to restore, protect, modify,
or create values in the name of a generalized belief” (P. 313).

Speaking directly to the craze in the religious sphere, Smelser calls it the
phenomenon of revivalism. “A revival, as we use the term, involves an enthusiastic
redefinition of religious methods, but not a challenge to basic religious values” (P. 173).

When addressing either the norm-oriented or value oriented movement, Smelser
places the emphasis on avoiding some form of undesirable strain within a structure that is
conducive to change. What is missing in Smelser is the notion of “initiating...planned
change” (Lippitt, 1982, P. 15). While religious organizations may be confronted with a
variety of catalysts for change, renewal efforts need not be only the result of cataclysmic
strain as Smelser suggests. Smelser’s view suggests that religious organizations are
limited to reactionary change without acknowledgement of intentional change that is the
proactive result of forethought.

Two other catalysts for change are strategies for coping with growth and
strategies for coping with a plateaued/stagnated, but not yet declining, organization.
Regrettably, the literature on religious organizations overlooks these legitimate notions.

Dale (1981) develops a model of the lifecycle of a church. He contends that
churches evolve through the following stages:

¢ Dream—the founding vision of the congregation

e Belief—the collective experience of God within the congregation

e Goals—turning belief to deeds
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e Structure—the formal organization

e Ministry—the kingdom dream incarnated

o Nostalgia—looking back on better days

¢ Questioning—>placing blame for decisions

e Polarization—taking sides in placing blame

o Dropout—the death of the congregation and the dream

The point of Dale’s (1981) book is that for congregations to experience renewal
they must revisit the dream, the founding vision of the congregation. With fresh clarity
and commitment to the dream, and/or a redefinition of the dream, a congregation is
positioned to begin the lifecycle once again. He contends that such organizational
renewal can be repeated and thus extend the life of the congregation indefinitely.
Whether the congregation is seeking to avert dropout, kick start a plateaued situation, or
take advantage of a growth pattern, renewing the dream (founding vision) is seen as
essential for organizational health.
THE POSSIBILITIES OF CHANGE

Observers of the Evangelical Christian church tend to be quite optimistic in their
belief that religious organizations can effect change and renewal (Parrott, 1988; Motz,
1990; Sweet, 1999a, b; Nees, 1997; Seim, 1997, Wiseman, 2001; Barna, 2001). Good
leadership, good followership, good vision and good effort seem to be the magic formula
for change and renewal in religious organizations. Only Barna (1993) throws cold water
on the optimism of Evangelical writers to state that while renewal can be achieved, it

represents an enormously costly effort that few are willing and/or capable of pulling off
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successfully. Barna discusses the realities of the following in turning around a declining
religious organization:

* Resistance to change.

Small-church mentality—assuming that the organization will have to remain
small and that small is innately superior to mid-sized or large organizations.

e Growth paralysis—a fear of change that therefore prevents changes necessary
to permit growth and renewal.

e Absence of a clear sense of identity.

e A teachable following is required for renewal, a condition that does not
always exist in an entrenched, mature, survival oriented organization.

o Unwillingness on the part of laypersons to submit to the leadership of clergy.
Religious organizations are typically clergy-led. In the case of a stagnant or
declining religious organization a lack of confidence in the motives and
abilities of the primary leader make it difficult for the organization to focus
energy and commit resources to renewal strategies.

The consensus among both the optimistic writers and Barna in his realism is that
change to bring about renewal is possible but will come with such challenges as to make
it difficult. Changes in leadership, quick action (usually no more than three years), and
carefully managed change are required for success (Barna, 1993). The rewards of a
renewed organization are consider\ed worth the effort. Payne and Beazley (2000), writing
of the renewal that has effected change in the Episcopal Church Texas Diocese describe
the impact of the effort upon local churches:

Such a community of believers embraces the power of prayer and recognizes
divine involvement, encounters the holy in daily life, and is confident of
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experiencing miracles and God’s ever-faithful care. In this kind of

community, miracles occur and are recognized, lives are changed, and the joy

of transformation is spread from disciple to disciple and from disciples to the

spiritually hungry and unchurched. (P. 52)
THE LOCUS OF CHANGE

Throughout all the literature cited the locus of change has been at the level of the
local church/congregation. The notable exception is Payne and Beazley (2000), whose
work recounts renewal efforts at the level of a group of churches geographically grouped
together. In this case it is a renewal effort developed by the bishop of the Episcopal
Diocese of Texas, or in their term, a judicatory. The equivalent in the Church of the
Nazarene, the denomination from which the two major case studies in this thesis have
been drawn, is a district. The Dutch Catholic case study, while being divided into seven
dioceses, also functioned as a group of churches geographically grouped together within
the one country. Thus it also meets the criteria of a judicatory.
Several aspects of the case study in Texas are noteworthy. They are summarized
as follows:
e The Diocese of Texas experienced a change in leadership and the new bishop was
committed to change.
e The new bishop acknowledged the maintenance model prevalent throughout the
diocese and cast a new vision for a missionary model.

o The philosophy of the diocese was changed from a group of loosely affiliated

independent churches to an organization of one large church composed of tightly

connected “missionary outposts.”
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e The diocese was restructured to accommodate the vision, including changes of
personnel at both local and judicatory levels, new job descriptions for judacatory
officials, new committee assignments, and new accountability practices.

e The grassroots were brought to a new level of involvement and participation in the
diocese, including input into the implementation of the vision, decision-making
(especially concerning funding), and communication. Of special interest was the
launch of the diocesan vision of one church and the introduction of the missionary
model in an event that was called “A Gathering of the Diocese: New Horizons, New
Perspectives, New Disciples” (The Gathering).

e Ministries to ethnic groups and the underserved have immerged as fruitful
opportunities for growth in the diocese.

Of further benefit to the reader are the tables prepared by Payne and Beazley in
which they compare the maintenance and missionary models from numerous perspectives
such as the vision, congregations, laity, clergy, and the functions of judicatory leaders
(See Appendix 2 for an example).

The authors, Payne and Beazley, acknowledge that the Episcopal Diocese of
Texas is a work in process and indeed, at the time of this writing, there are only seven
years of history to study. Thus it remains to be seen whether or not the changes that have
resulted from the renewal effort can be permanently inculcated into the norms of the
diocese. Nonetheless, the preliminary report is one of exceptional success in changing
the attitudes and behaviors of the diocese. The fact that Payne and Beazely offer the only
study of a regional religious organization makes it a project worthy of longitudinal

review and evaluation.



103

Among the other authors cited above, the ringing theme is characterized by
Sullivan (in Wiseman, 2001) when he challenges persons to enter the renewal movement
within the Church of the Nazarene to “think globally and act locally” (P. 16-17). Nees
(1997) directs his call for renewal in local churches through .ministries to non-majority
people groups. Sweet (1999 a, b) is exclusive in this writing for change and renewal at
the local level, as is Barna (1990, 1993).

The gap in the literature concerning groups of churches is obvious and provides a
strong argument for the contribution this thesis can make to the field of knowledge.
While there are many sources offering both popular and scholarly material for the local
pastor to use, Payne and Beazley (2000) provide the only text specific to leaders of
religious organizations charged with district level responsibilities. To date district level
leadership has been limited to what can be drawn from secular management literature, a
rich library of material from which many valuable lessons can be learned for use in a
religious organization, to be sure. Nevertheless, district leaders will undoubtedly find
help in a text that offers both the strength of scholarship and the practicality of

application to their level of responsibility.
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CHAPTER 4

INTRODUCTION TO THE CASE STUDIES

Three case studies provide practical applications for the analysis of the theory of
organizational renewal in religious organizations proposed by this thesis. This brief
introduction furnishes the methodological strategies employed in developing the case
studies as windows of understanding for the theory.

THE OREGON PLAN

This researcher spent three weeks in Oregon doing personal interviews with 26
individuals. The interviews were recorded by permission of the participants and each
gave permission for their interview to be included in the material analyzed for the study.
The interviews all followed the same basic outline of questions designed to engage
participants in sharing recollections of facts, events, stories and personal impressions.
Supplemental questions were added as necessary for clarification of details and to
encourage elaboration. It became obvious that the interviewees tended to focus on
church planting and expansion rather than the broader scope of organizational renewal as
discussed in Chapter 2. So it was necessary to lead the subjects to talk about other
dimensions of organizational renewal, an effort that was reasonably successful.

Interview participants were selected on the basis of the researcher’s personal

knowledge of the individual’s participation in some aspect of the Oregon renewal effort
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or as a result of a recommendation from persons knowledgeable of the effort. A
deliberate effort was made to interview lay and clergy persons representing all levels of
the district. Interviewees ranged from 42 to 83 years of age and all had direct knowledge
of the renewal project. A list of interview participants will be found in Appendix 3.

Additional interviews were conducted with denominational executives who were
knowledgeable of the Oregon Plan. These interviews were conducted by the researcher
in person and via phone in various locations.

To supplement the interviews, the researcher reviewed documents in the archives
of the Oregon Pacific District and various denominational publications that featured
articles about the Oregon Plan. Documents reviewed included minutes of meetings,
district journals, unpublished manuscripts, and communication pieces.

The information gathered in the interviews and from the documents formed the
basis for writing the case study found later in this thesis.

THE DUTCH CATHOLICS

This case study is the result of an analysis of the secondary literature on the
subject. Sources are noted in the text and will be found in the bibliography.
TARGET TORONTO

As with the Oregon Plan, the researcher went to the Toronto area to conduct
interviews with persons knowledgeable of the project. Additional interviews were
conducted by phone. The same outline of questions was used and a similar technique for
expanding the discourse of interviewees was employed. All interviewees granted
permission for recording and using their material in this thesis project. A total of 25

persons ranging in age from 32 to 73 were interviewed, a list of which is included in
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Appendix 4. Interviews of denominational executives familiar with Target Toronto were
also conducted either in person or via telephone in various locations. In the same pattern
as the Oregon Plan, subjects were highly focused on the church planting activities of
Target Toronto and had to be led to discuss other dimensions of organizational renewal.

This researcher also investigated the archives of the Canada Central District to
review documents germane to the project. Documents reviewed included minutes of
meetings, district journals, media presentations, unpublished manuscripts, and
communication pieces.

The information gathered in the interviews and from the documents formed the
basis for writing the case study found later in this thesis.

In all three case studies, the analysis of the information gathered through the
various sources was prepared in a narrative and then further analyzed in the framework of
the theory of the thesis. Each case study includes key observations of connections

between the theory and its applicability to the case.
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CHAPTER 5

THE OREGON PLAN

The Oregon Pacific District of the Church of the Nazarene was organized in
Portland, Oregon in an assembly dated April 26-30, 1944." The geographic region of the
district is roughly the western third of the State of Oregon” and is currently comprised of
83 active congregations, one mission and 13 inactive congregations.3 Throughout its 56-
year history, just five superintendents have served the district. E.E. Martin led the district
through its first two assemblies, 1944-1945, followed by W.W. Hess from 1946-1950.
The three subsequent district superintendents extended the tenure of office dramatically.
W.D. McGraw was superintendent through 20 assemblies, 1951-1970. Carl B.
Clendenen, Jr., whose term in office began at the 1970 assembly and concluded with the
1985 assembly, succeeded him. The current superintendent, Gerald E. Manker, was
elected by the 1985 assembly and continues to the present.4 This case study examines
issues of organizational renewal spanning a period from roughly 1969 to the present and
including the period in which these last three superintendents were at the helm of

leadership on the Oregon Pacific District.

! Fifty-sixth Annual Assembly Journal, Oregon Pacific District (1999), p. 3.
2 For a precise definition of the boundaries of the Oregon Pacific District, see Manual 2001-2005,
paragraph 655.
i Fifty-sixth Annual Assembly Journal, Oregon Pacific District (1999), p. 100-103.
Ibid., p. 3-4.
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The focal point of most district activities prior to 1969 was a property located
southwest of Portland in the suburb of Clackamas. Undoubtedly a rural setting when the
property was first purchased, it served as a location for district youth camps, an annual
camp meeting, and a center for district meetings such as the district assembly and the
conventions of the district auxiliary organizations.” In addition to buildings constructed
and maintained by the district such as a dining hall, dormitories and a tabernacle, the
home of the district superintendent was located on the grounds of what was known as the
district camp. Local churches and individuals also constructed and maintained seasonal
cottages for use during the assembly, convention and camping season. A section of the
camp was developed for tent and RV campers as well. The campground was the busy
focal point of district activities as Nazarenes from across western Oregon gathered for
fellowship, inspiration, instruction and to conduct the business of the district.

There was no district administrative office, per se, as pastors, officers, and
members of the district advisory board remember the district superintendent carried the
administration of the district “in the trunk of his car.” Meetings of district boards and
committees were carried on at the campground during the summer season and at various
restaurants and local churches during the other seasons of the year. W.D. McGraw was
known for using his amateur radio to communicate with pastors and laymen across the
district, often using a phone patch to contact the members of the district advisory board to
arrange for meetings, frequently on short notice.

As the Oregon Pacific District grew and increasing numbers of people frequented

the campground, the leadership of the district began to think about the need for a change.

> The Church of the Nazarene has three official auxiliary organizations: Nazarene Youth International,
Nazarene Missions International, Sunday School Ministries. Cf. Manual 2001-2005, paragraph 810-812.
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The existing facilities were becoming old and in need of extensive renovation. Concerns
were raised about the need for increasing the capacity of the campground. And the ideal
of a rural camping experience had been lost as the Portland metropolitan area now
engulfed the surrounding community. In addition to these concerns, the district began to
hear the complaints of members from the southern extremities of the district, noting that
the distance from places such as Klamath Falls, Medford, and south coast communities
made participation in campground activities very difficult.

The leadership of the district deemed the timing to be right for a dramatic move,
selling off the old property in Clackamas and purchasing 160 acres strategically located
in Woodburn. The property was easily accessible from Interstate 5 and was situated
halfway between Portland and Salem. As the dream took shape, Oregon Pacific
Nazarenes envisioned the creation of the greatest Christian conference center in the
Northwest. Plans were made to sell off permanent home sites for retirees and others
wanting to live within walking distance of the anticipated activities of the conference
center. Plans were also made to develop mobile home sites and lease lots for additional
revenue. It was a grand scheme to develop a full service conference and camping center
as well as the administrative hub of the district.

In a real sense the new conference center was envisioned as the focal point of
planned changed in terms of facilities used for district programs. And certainly, district
leadership anticipated that the new conference center would be the locus of fresh vitality
that would benefit the entire district. The new location, new facilities, new residents and
new programs planned for the Woodburn center represented opportunities for changes in

the culture and norms of the district.
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The City of Woodburn struck the plans for the conference center with a fatal
decision. The city ruled that before buildings could be constructed on the property the
district would first have to install a complete infrastructure system including sewers,
water system, and paved roads bordered by curbs and gutters. Furthermore, the city ruled
that since the district was selling building lots and leasing mobile home lots the property
could not retain its tax exempt status except for those areas reserved exclusively for
church-related activities. It was a stunning blow that would eventually prove disastrous
to the project. The district could not raise the funding necessary to cover these
unanticipated expenses. A portion of the property was sold, timber was harvested off of
some of the property, and tillable acreage was rented out to neighboring farmers. Still the
mounting debt was raging out of control. A financial crisis of unparalleled proportions
confronted W.D. McGraw and the district advisory board.

From this vantage point one can see the initial stages of escalating commitments
to a failing course of action as described in Chapter 3. The criteria were all present:
Negative feedback on project success; repeated decision-making for project continuation;
uncertainty regarding project goal attainment, and choice about whether the project
should continue. The Oregon Pacific District was struggling valiantly to keep the dream
of the conference center alive.

On another front the district found itself facing a second financial emergency that
was running out of control. But first a bit of background on the methods by which
Oregon Pacific Nazarenes had been planting new churches. In brief, the district would
select a promising location for a new church, often moving into areas where Nazarene

families were already living. The district would then purchase a property, finance the
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construction of a church facility, and secure a parsonage residence for the pastor. With
those steps completed then a pastor would be recruited for the start of a new church. The
district home mission fund and contributions from neighboring Nazarene churches
supporting the project would cover the pastor’s salary and benefit package. Wherever
possible, members from existing Nazarene churches would also be recruited to help with
the formation of a new congregation. Thus a pastor would assume his/her assignment
with a church, a home, a salary and some members to get started. It was a model of
church planting in which the district played the centralizing role. With respect to the
program dimension of organizational renewal (see Table 2), it was a district sponsored
expansion effort.

One should wonder how the district financed such a model that included
expensive construction before a congregation was ever formed and had commenced
generating its own revenue. Indeed, there was a plan. The new church was not expected
to immediately pick up the payments of the mortgage on church facilities. The district
made those payments for the church and an accounts receivable line was entered into the
district’s financial books in the name of the church for the amount of the mortgage
payment plus interest. The idea was that when the church got on its feet financially it
would begin paying back the district for the mortgage payments plus accrued interest.

The problems with the system were multiple. New churches were lax about
developing local revenue since they were secure in the financial strength of the district.
They failed to develop financial responsibility due in large part to the fact that the
building and property were already in place at the time new members began attending the

church and someone else was already making the payments. The new people had no
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personal history with which to connect to the need for generating money to pay for the
mortgage on the building and property.

A second problem was that as the church evolved and pastors came and went the
knowledge of a mounting debt was lost on the new clergy. Church members that had
been a part of the congregation from the beginning would remember the obligation, but in
time it was common for new pastors never to know anything about it. So the debt
continued to grow with no effort to reverse the situation.

A third problem was that the district showed the mounting debt of the new
churches as an account receivable and therefore an asset. However, there was no money
forthcoming, as the line item was in actuality a paper transaction. When the district made
its annual financial report it appeared that they were in a solid financial position. The
reality was that they had in the neighborhood of $500,000.00 of uncollectable money
showing on their books. Again, from this vantage point, it was clearly another example
of escalating commitments. The district did not have the financial strength it appeared to
have. When the bankers financing the Woodburn conference center property discovered
the weakness of the financial plan of the district it became apparent that the district was
in a dire financial crisis.

Contributing to the financial problem was the fact that district leadership did not
know the details of the financial statement and its implications. As mentioned above, the
district superintendent carried the administration of the district “in the trunk of his car.”
Interview participants also reported that the district treasury was carried “in the trunk of
his car.” In other words, there was no monitoring of the financial status of the district by

competent personnel, either at the level of the district advisory board, the district finance
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committee or the district treasurer. From the perspective of the administrative dimension
of organizational renewal (see Table 7), the district assets were not well managed.

As new personnel were elected in 1969-70 to the four-member district advisory
board, including some highly successful business people, questions were asked about the
financial status of the district. An inquiry was in order as a means of getting the
information needed to understand the district’s financial position. The more the advisory
board learned the more concerned they became and it was soon evident that the district
had become enmeshed in a situation of escalating commitments at both the Woodburn
conference center property and the financing of new churches. The businessmen of the
advisory board became convinced that drastic change, what Gersick (1991) calls a period
of punctuated equilibrium, was long overdue and that the current district superintendent
did not have either the will or the skills needed to lead them out of virtual bankruptcy. A
change of stance was needed from defender to prospector (Fox-Wolfgramm, et. al, 1998).

As the literature reviewed in Chapter 3 discusses, a change of leader is most likely
required in order to confront escalating commitments. Further, new leadership is needed
to devise a plan for organizational renewal. Thus the plan initiated by the advisory board
in 1970 is supported by current literature on the subject.

A discrete contact was made with the general superintendent in jurisdiction, V.H.
Lewis. The advisory board requested that the general intervene and find a way to
reassign W.D. McGraw. In the course of time, McGraw was offered a position in the
administration of a Nazarene college in another region of the United States. He made his
final report to the district assembly in 1970 and was released from his duties amid much

fanfare and words of appreciation. No one was interested in being hurtful to a man that
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had served the district for 20 years. Nevertheless, the inner core of leadership, centered
in the advisory board, breathed a sigh of relief that he was gone and they could now turn
their attention to selecting a leader capable of guiding them out of their financial crisis.

The system by which the Church of the Nazarene elects its district
superintendents is based on open balloting by the delegates from the local churches
voting at a district assembly. Each eligible delegate is given a blank ballot and instructed
to write the name of his/her choice. Candidates must be ordained elders in the Church of
the Nazarene in good standing and not having reached his/her 70" birthday.® The
successful candidate must be elected by a two-thirds favorable vote.

The Oregon Pacific District Assembly proceeded through several ballots and
eventually elected Earl Mosteller, a missionary serving in Brazil. Mosteller was a
favorite son from Oregon and highly revered across the district. An emergency meeting
of the advisory board and the general superintendent was hastily called and concerns
were voiced about Mosteller’s competency for the task. His credentials as an outstanding
missionary were stellar. However, the advisory board acknowledged that unique
administrative skills were required in order to lead the district out of its financial
predicament. After conferring with the general superintendent, it was determined that
Mosteller was not suitable for the job, despite the high level of admiration as a
missionary he enjoyed from the members of the leadership group. Mosteller and his wife
were called into the meeting and informed by the general superintendent that he would
not be allowed to accept the election and take office as district superintendent. Further,
he was reminded that his work on the mission field was not completed and that he could

not be replaced. It was a heart-wrenching moment as Mrs. Mosteller wept in grief at the
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thought that she would not be able to return to the United States and serve in her home
state. Nonetheless, it was a bold move on the part of the advisory board and the general
superintendent to go against the grain of popular opinion in a bid to rescue the district
from financial disaster brought on by unqualified leadership. It was a decision that
forged a new direction for the district, selecting leadership based on expertise for a
specific issue rather than selection on the strength of personal popularity. With respect to
the renewal effort on the district, it was definitely a change in the standards and norms
established for selecting a district superintendent.

With that crucial moment behind them the leadership team turned their attention
once again to electing a superintendent. No candidate could garner the required number
of votes to achieve election. Another desperate meeting was called with the general
superintendent and the advisory board. The advisory board requested that the general
suggest some names for the assembly to consider. The names placed on the table were
D.E. Clay, Carl Clendenen, Jr., and Neil Hightower. The qualifications of each candidate
were reviewed with the general favoring Clendenen. The leadership team returned to the
floor of the assembly and the general superintendent reported on the meeting just
concluded with the advisory board. The names were put before the assembly for
consideration and then on the 17" ballot Clendenen was elected district superintendent.

Clendenen was serving as superintendent of the Northwestern Ohio district at the
time and happened to be away on vacation in northern Michigan. He was located and the
general superintendent informed him of his election, requesting that Clendenen get on a
plane and fly to Oregon the next morning, a Saturday. Clendenen agreed, not having any

inkling of what lay in store for him in terms of the financial crisis on the district.

6 Manual 2001-2005, paragraph 203.10.
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Clendenen arrived at the assembly on that Saturday morning, greeted the
delegation, accepted his election, and then was ushered out into the same room in which
so many critical meetings had taken place in the previous few days. As the new district
superintendent, the general superintendent and the advisory board assembled in that
room, the general opened the meeting by simply saying, “Okay, tell him.” It was then
that the advisory board gave a brief overview of the financial crisis facing the district and
their need for a new direction in leadership. That was the first notice that Clendenen
received of the tremendous burden he had just inherited. And indeed, the financial
situation was so bleak that the district did not have the funds to pay the customary
expenses of moving Clendenen from Ohio to Oregon. Eventually the General Church of
the Nazarene had to step in and cover that bill. Nevertheless, feeling that God had
confirmed in his heart that Oregon Nazarenes were to be his people and their problems
were to be his problems, he immediately set about trying to grasp the situation and
develop a strategy. The most pressing issue was that within one week an interest
payment was due on the Woodburn property in the amount of $100,000.00. It was an
astronomical figure in 1970.

The literature review of Chapter 3 identified the need for not only a change of
leader to deal with escalating commitments and organizational renewal, the idea of swift
action was also identified as important. The new leader of the Oregon Pacific District
wasted no time before he swung into decisive action. Clendenen returned to Ohio on
Saturday afternoon, arranged a meeting with his district advisory board and resigned. By
the following Tuesday he had returned to Oregon and mapped out a plan to raise the

needed cash. By that time the assembly had closed and the district camp meeting was
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underway on the Woodburn property. As Clendenen took to the platform of the big tent
in which the camp meeting services were being held, his energy and charisma were
immediately evident. He presented his fund raising plan with energy and conviction.
The crowd responded and in a miraculous show of generosity Oregon Pacific Nazarenes
raised the funds necessary to meet the interest payment on time. The grassroots were
responding to their new leader.

At the same assembly in which Clendenen was elected district superintendent,
James Scarth, CPA was elected district treasurer. It was the first time in anyone’s
memory that a trained accountant had held the office. This was another bold move to
forge a new norm in district leadership. Scarth had specific skills in financial
management desperately needed, plus the professional training required to develop
appropriate reporting systems. Immediately the new superintendent and the new
treasurer began meeting together, poring over financial records, and seeking to grasp the
full scope of the financial situation. A renewal project in asset management was
underway.

As the picture unfolded, it became evident that the district would have to liquidate
the Woodburn property in order to deal with that escalating commitment. The
superintendent and the treasurer had visited the homes of those living on the property,
negotiating ways and means for the district to be released from its financial obligations.
Money was raised across the district to help cover expenses. It was an all out push to
bring the financial condition of the district under control.

The significance of the decision to sell the Woodburn property was enormous. As

one person remembered, “It was the death of a vision.” Gone were the hopes of building
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the greatest Bible conference center in the Northwest. For those that had invested in
building homes and mobile home lots, not only did they loose their dream of living on the
grounds of a great Bible conference center they also lost substantial sums of money.
Beyond that, the central meeting place of the district was gone, camp facilities were gone,
and the focal point of countless spiritual, emotional and relational experiences
evaporated.

Furthermore, and even more fundamental to the identity of the people called
Oregon Pacific Nazarenes, the model of evangelism which centered in large, district
orchestrated events, was gone. No longer was there a place for the camps and camp
meetings in which Oregon Pacific Nazarenes believed hundreds and even thousands
would be converted. Without a place for their traditional camping program, the
normative way for the district to evangelize was lost.

At the same time Clendenen was leading the district in liquidating the Woodburn
property, he also launched a program to erase the accumulated debts of the home mission
churches that had reached a staggering $500,000.00. Since the debt was constructed with
no financial backing, and since the district had no intention of closing the churches and
selling off the properties of those who owed money, the district had little to lose. So
Clendenen and the district advisory board developed a plan whereby the district would
match churches that began making payments dollar for dollar. In other words, for every
dollar the local church paid toward its debt the district would forgive a dollar. At last it
appeared that there was hope for the small churches to become debt free and for the
district to recoup some of its investment. The plan worked and over a period of years,

every church that had accumulated debt under the old system became debt free. Many
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expressed concern that some of those small churches would have to close because they
could not survive without district funding. However, not one church was lost in the
financial bailout program Clendenen instituted.

One particular success story of a church hopelessly mired in debt but rebounding
to unprecedented health and strength is the church in Brookings. The church had a
lengthy history of small numbers and inadequate revenue. The building was run down
and located poorly in a small fishing and lumbering village on the extreme southern coast
of Oregon. With the church about ready to be closed, Clendenen appointed David E.
Shankle to take over a beleaguered little band of people. Shankle’s energy and charisma
accepted the challenge with vigorous enthusiasm. The pastor’s optimism and dynamism
generated hope among the people and resources began flowing into the church. Over the
course of his 15-year pastorate, Shankle led the Brookings congregation completely out
of debt, relocated the congregation in newly constructed facilities that are debt free, and
left a congregation of 300 worshippers on a typical Sunday morning.

The Brookings church illustrates how positively people responded to Clendenen’s
financial strategies for the district, albeit the most spectacular response of any church on
the district. It also illustrates that it took a number of years for the district to rid itself of
the accumulated debt with new churches in that Shankle did not assume the pastorate in
Brookings until 1984. However, the point is that the plan was implemented in the new
churches and eventually was successful in erasing the $500,000.00 debt showing on the
accounts receivable ledger of the district. Today, the district manages an investment
portfolio for church extension in excess of $1,500,000.00 and employs an individual to

administrate the district’s assets. By a change of leaders (the district superintendent and



120

_ district treasurer) and a swift response to the escalating commitments, the standards and
norms of the district were changed. The need of change and the possibility of change
described in the literature review of Chapter 3 had come together with a plan for change.
Organizational renewal was in full operation on the Oregon Pacific District.

While much of the time and energy of the district superintendent was consumed
with implementing the financial correction strategy, Clendenen made a shift in his public
rhetoric. Instead of concentrating the attention of the people of the district on the
conference center property and the financial crisis, he began directing people’s attention
to engaging in effective evangelism. In pastors meetings and in local churches
Clendenen emphasized over and over the raison d'étre of the Church of the Nazarene was
to evangelize the lost.

Clendenen was calling the organization back to a lively agreement with respect to
the organization’s purpose as discussed in Chapter 2. It resembled Smelser’s (1962)
value-oriented movement (see Chapter 3). As Dale (1981) has described it, they were
revisiting the founding vision of the organization. Or as Hurst (1995) suggests, the
negative crisis had been preempted by prompting creative destruction that cleared the
way for new open patches to emerge in which growth could be renewed. In terms of the
dimension of organizational renewal developed in Chapter 2, with a renewed
organization in the domain of management, the district was primed for a renewal effort in
the dimension of program.

Some pastors remember the forcefulness of Clendenen’s mandate in which he

said, “If you can’t grow your church then we’ll get someone in there that can!” It was an
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all-out appeal for pastors to focus their ministries on evangelism instead of focusing on a
district conference center and financial problems.

As the financial crisis dissipated and the focus of the district shifted toward
evangelism, a second climatic moment happened for Oregon Pacific Nazarenes. This
time, instead of events taking place in the arena of a district assembly with a general
superintendent involved, it happened quietly one night in a car parked on the side of the
road over the Willamete Pass. Clendenen was returning to his home in Salem from
meetings in the Bend area. As he looked out across the Willamete Valley and the
thousands of lights from homes in and around Salem, he was overcome by a sense of the
thousands of people that had not committed themselves to the Christian faith as he knew
it. In his parked car on the side of the road, he remembers, he heard a Divine Voice
which said to him, “You don’t love souls like your dad did.” Clendenen was hard struck
by the message. He could not have been touched more deeply. He had tremendous
respect and idolized his father, a successful pastor in Ohio. To think that God would
judge him for having failed to compare to his father’s love for souls was almost more
than he could bear. Amidst tears and soul anguish, Clendenen felt his heart transformed
and a miracle of compassion for lost souls engulfed him. The financial crisis was behind
him and now the rhetoric of evangelism became his own personal soul passion.

In 1977 Clendenen reported to the district assembly the statistics which described
Oregon as the least-churched state in the Union.” He had formed an ad hoc committee
for the purpose of studying the district and developing plans for church growth on a
district-wide scale. His experience on the side of the road motivated him to open the way

for new, creative, entrepreneurial approaches of evangelism, utilizing the most creative

































































































































































































































































































































































































































































































































