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ABSTRACT 
 
 
 

WILLIAM MATTISON KING 
CLOSING THE GAP BETWEEN SURVIVING AND THRIVING: DESIGNING 
INTERVENTIONS FOR ADAPTIVE CHANGE WITH THE VISION 
IMPLEMENTATION TEAMS AT AUGUSTA ROAD BAPTIST CHURCH 
Under the Direction of David W. Hull, D.Min., Supervisor 
 
 
 

The reality of a post-Christendom world has resulted in the church losing its place 

in American society and culture. If the church is to understand this time of disruption, it 

must recognize the Holy Spirit’s work within it. When a congregation finds itself in 

uncharted territory, unequipped to live into its vision, it must determine how to address 

the adaptive challenges it faces so that its vision can be realized. 

Augusta Road Baptist Church has served Greenville, South Carolina for ninety-

five years. After a season of conflict, declining membership, and the unexpected loss of 

key leadership, a season of vision has allowed the congregation to ask how it can adapt to 

live into a thriving future. Utilizing the principles of Adaptive Leadership Theory 

developed by Ronald Heifetz, this thesis tests the potential of an adaptive change process 

to facilitate the first steps of congregational vision implementation. 

 Sixteen Augusta Road Baptist Church leaders were oriented to the principles of 

Adaptive Leadership Theory and asked to put them into practice. Through team meetings, 

these participants diagnosed technical and adaptive challenges facing the church, chose 
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an adaptive challenge to address, and designed interventions to develop adaptive capacity 

within the congregation to help it live into its vision. Participants were also presented 

with spiritual reflections to facilitate the recognition of the Holy Spirit’s work in leading 

disruption and adaptation. 

After introducing the research context and problem, this thesis traces the biblical, 

theological, and historical tradition of the Holy Spirit’s role in driving the church to adapt 

as it bears witness to Christ in changing and challenging contexts. It then explores the 

impact of an adaptive change process on project participants. It follows project 

participants as they design interventions for achieving congregational vision, recognize 

the work of the Holy Spirit in congregational life, and develop adaptive capacity. Finally, 

this thesis concludes with possibilities for utilizing this adaptive change process across all 

ministries at Augusta Road Baptist Church and in other congregations that find 

themselves in adaptive moments.  
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CHAPTER ONE 

INTRODUCTION AND BACKGROUND 

 In the introduction to his book, Canoeing the Mountains: Christian Leadership in 

Uncharted Territory, Tod Bolsinger tells of a conversation he had with an older minister 

as they were discussing work they were completing together. They hoped this work 

would help to shape their denomination for the future. The other minister, nearing 

retirement, lamented the changes they had seen in the culture that had resulted in the 

church losing its place at the center of society. They recognized their frustration that the 

same work that they had been doing for decades was no longer reaping the same results. 

In a moment of clarity, and perhaps grief, the older minister said, “Seminary did not 

prepare me for this.”  

Bolsinger considers the moment in which the church finds itself today an adaptive 

moment. We have come to a moment in time where the things we have always done are 

not working as they once did. Some of them are not working at all. We know that we 

cannot continue to do the same thing over and over again expecting different results. That 

is the colloquial definition of insanity. We cannot simply do nothing. Our faith and our 

callings will not allow for that. We have to do something, and we have to do something 

different that brings the best of who the church has always been as the Body of Christ 

into a new time and context to address new challenges.1 

	
1 Tod Bolsinger, Canoeing the Mountains: Christian Leadership in Uncharted 

Territory (Downers Grove: IVP Books, 2015), 11-12. 
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I understand Bolsinger’s experience. I have been a minister for going on fourteen 

years now. I received an excellent seminary education that equipped me in so many ways 

for the necessary work of serving as a pastor in a local congregation. Even before I 

entered seminary, I had a front row seat for over two decades of what pastoral ministry 

requires. As a pastor’s kid I saw the ups and downs, ins and outs, the good, the bad, and 

the ugly of church life. Even before I recognized and accepted my calling to the ministry, 

I recognized that my father had constantly been sharing the lessons he had learned from 

his pastoral service. As I entered the ministry, particularly as I began serving as a senior 

pastor in a local congregation six years ago, I realized the conversation changed. More 

and more we were discussing the frustrations that things had changed, and what had 

always worked in church life was no longer working. In conversations with other pastoral 

colleagues it has become clear that this is a reality for most pastors I know.  

 The thread that has been sewn through so many of the conversations I have been 

having lately is that my father and the churches he pastored were extremely well 

equipped for facing the world in which he ministered. Churches built on a twentieth 

century corporate model could reasonably be expected to grow and succeed simply by 

managing processes and operating out of established know-how and proven expertise. 

While each church and minister certainly faced challenges, if managed faithfully by 

everyone involved, clergy and laity alike, a certain level of privilege ensured success. The 

challenge today is that when I entered the ministry in 2006, I too was prepared for the 

world in which my father ministered, but not always the world I have faced. The 

disappearance of the privileges that came with that twentieth century world, before the 

rise of the postmodern era and the fall of Christendom has meant that churches that were 
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established in the early twentieth century are recognizing that doing church as usual is no 

longer sustainable. They must innovate and adjust to a new context for which they may 

not be prepared. Leaders must now be prepared, not only to serve as experts, but to lead 

congregations to move into what Bolsinger calls “uncharted territory.” They must be 

prepared to change to meet different needs in contexts they may no longer recognize. 

 When I first came across Adaptive Leadership Theory, I was quickly taken by its 

potential for the life of the church I lead. We minister within a context that has changed. 

We recognize the loss of key leadership whose gifts we no longer have to do ministry in 

the ways we always have. We are trying to live into a new vision. To be successful, our 

congregation and its leaders must learn new ways. We must adapt. We must learn what it 

means to thrive in a context with which much of our congregation may not be familiar or 

comfortable. We need to learn what it means to thrive, and to close the gap between the 

values we proclaim and the reality we are facing. We must develop adaptive capacity to 

respond effectively to any challenge an ever-changing world may bring.  

Description of the Ministerial Context 

 Augusta Road Baptist Church (ARBC) is a moderate Cooperative Baptist Church 

that has served Greenville, SC for ninety-five years. The congregation averages just over 

100 people in weekly worship attendance. In addition to the congregation, ARBC 

maintains an active preschool ministry that serves ninety-five children and their families 

during the week. It also maintains an active after school ministry serving 100 school-age 

children at the conclusion of each school day.  

 After enduring a season of conflict, the church suffered a congregational split in 

which its most senior ministerial staff members resigned. Those who remained as part of 



	 4 

 

the ARBC community elected to participate in a two-and-a half-year intentional interim 

healing process. After this interim period the church was prepared to call a pastor. I was 

called to serve as ARBC’s senior pastor in January of 2014. 

 For the last six years ARBC has maintained healthy communion. We have 

continued the work started by those involved in the transition period. We are continuing 

to clarify the church’s identity and mission. ARBC has also seen growth in its 

membership in my tenure, particularly among families with young children. This new 

growth represents a time of change within the particular portion of Greenville, South 

Carolina in which ARBC is located and serves most directly. Still, we face challenges of 

an aging campus and traditional church programs with far less attendance than in 

previous decades. Family schedules no longer allow for church attendance and 

volunteering to be the top priority. ARBC continues to operate a church developed on an 

early twentieth century model within a twenty-first century context.  

As a pastor, it is my hypothesis that if ARBC and churches like it are going to 

thrive within a twenty-first century context, adaptation will be necessary. The members 

of the congregation, specifically church leadership, will have to ask where the gaps are 

between the values they proclaim and the reality they are now facing. They will have to 

ask where they need to develop new knowledge that reaches beyond what they have 

always known and done. They will need to experiment with different ways of being 

church that may stretch them beyond their current traditional ministry programming. 

They will need to ask what has always been essential to life at ARBC, what is expendable 

because it no longer serves the purpose it once did, and what innovations are possible. 

They will need to consider what interventions or experiments can be run within the 
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congregation to enable them to learn and grow. And they will need to develop the 

capacity to adapt to the current context in which the church ministers, as well as any 

changes that context may see in the future. 

 In recognizing some of the challenges it faces, ARBC elected to enter a vision 

process in 2017 to determine how it might understand its unique identity and ministry 

calling within the work of the kingdom of God. The results of that initial vision process 

were celebrated and affirmed in June of 2018. The congregation is now developing plans 

to implement and achieve the vision toward which the congregation believes God is 

leading it. This project was developed to add a specific intervention to the vision 

implementation process that would test the application of Adaptive Leadership Theory on 

the development of adaptive capacity within key leadership at ARBC. It also tests the 

theory’s ability to facilitate an effective vision implementation planning process. 

Statement of the Problem 

 The challenge with congregational visioning processes comes after the initial 

discernment and exploration process concludes, and the time for implementation of the 

adopted vision plan arrives. Vision implementation processes often fail because those 

who are part of the implementation process are not equipped to lead the congregation to 

adapt to the new or changing context in which they find themselves. They may be 

unprepared to even distinguish between changes that are merely technical in nature, those 

that require true adaptation, and those that require a mixture of both technical and 

adaptive solutions.  

 Adaptive challenges require a congregation to navigate uncharted territory by 

observing trends within the wider culture and society that are affecting the congregation 
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and its ministries. It must understand its most deeply held values, and seeking new 

learning the leadership may not have once realized was necessary. It must experiment 

with solutions that maintain its core value structures, while innovating to capitalize on 

those values in a new context. It is my contention that ministers and lay leaders who will 

be involved in leading the changes required to implement a clarified vision need to be 

prepared to make the necessary organizational adjustments by being taught to utilize 

principles of Adaptive Leadership Theory (ALT) developed through the work of Ronald 

Heifetz, Marty Linsky, and Alexander Grashow. 

Research Question 

 When any organization finds itself in uncharted territory, it must determine how it 

can move forward in productive ways to live up to its mission and vision. A congregation 

that looks at its affirmed vision initiatives and recognizes that it is not currently equipped 

to see the vision to its completion must then figure out how to address the obstacles 

standing in the way. It must approach the challenges and changes it currently faces in 

ways that enable the vision to be realized. If Augusta Road Baptist Church, and churches 

like it, recognize that they need to change, but are unsure what changes are needed in 

order to achieve the affirmed vision, how much more effective might the vision 

implementation planning process be if it were to utilize a process built upon the 

principles of Adaptive Leadership Theory? How might equipping congregational leaders 

with the principles of ALT prepare them to be more adaptive to changes in their own 

lives? How might they lead the congregation at ARBC to adapt to any changes in context 

it sees in the future? How might equipping the leaders at ARBC with a working 
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knowledge of ALT enable them to recognize the leadership of the Holy Spirit in adaptive 

moments in the life of the church? 

Procedures 

 To test the effectiveness of Adaptive Leadership principles in enabling the 

leadership at ARBC to develop an effective vision implementation strategy, I designed a 

process that would accomplish three goals. The first goal was to equip the members of 

the ARBC Vision Implementation Teams (VITs) with a working knowledge of the 

principles of Adaptive Leadership Theory. In order to implement each of the ministry 

initiatives developed through the ARBC vision process, ministry and lay leaders who feel 

passionate about the church’s vision were invited to participate in this process. They were 

divided into teams based on their passion and experience in a ministry area addressed by 

one of ARBC’s vision initiatives. Those individuals were introduced to the principles of 

Adaptive Leadership. They were then tasked with assessing the changes necessary for 

ARBC to reach its stated vision. First, they were asked to analyze current church 

structures, and to name what changes need to be made to enable the congregation to reach 

its vision. Second, they were asked to determine if the changes were technical or adaptive 

in nature. Finally, they were asked to develop a first intervention that might enable the 

congregation to more clearly reflect the team’s vision initiative. 

 The second goal of this project was to help participants see the connection 

between personal and congregational Adaptive Work and the leadership of the Holy 

Spirit. Individual and corporate discernment is rooted in the Spirit’s guidance toward 

adaptation and growth. If a congregation is going to embrace adaptations that are 

appropriate for it to fulfill its vision, its leadership must be able to recognize what 
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changes are Spirit-led, and which ones are not. In reaching the ARBC Vision, it will be 

necessary for the VIT participants to be able to recognize the Spirit’s adaptive presence in 

their personal lives, as well as in the life of their faith community. As the VIT 

participants recognize the power of Adaptive Work for their own lives, they will be better 

able to recognize its power for the life of the church as well. To that end, each 

implementation meeting throughout this project began with prayer for the Spirit’s 

guidance. The dialogue around which adaptive challenges and interventions they felt 

drawn to indicated a tugging of the Spirit on their hearts. They were also given spiritual 

reflections connecting the movement and guidance of the Spirit to adaptive moments in 

the Scriptures. 

 Finally, the third goal of this project was to test the VITs’ understanding of 

principles of Adaptive Work in the process of developing congregational interventions. 

These are plans that will enable the church to successfully achieve implementation of its 

adopted vision initiatives. Participants were asked to assess how an ALT process 

facilitated or hindered the team’s analysis and intervention design processes. The VITs 

moved through an adaptive process to develop plans to ensure the church makes the 

necessary adjustments to church structures, procedures, initiatives, and programming. 

They were required to use the knowledge of ALT principles given during the orientation 

sessions to diagnosis technical and adaptive challenges. They were then asked to come up 

with necessary adjustments, and propose creative interventions.  

In developing this process, I leaned heavily upon the information found within 

work on Adaptive Leadership, including Leadership Without Easy Answers, by Ronald 

Heifetz, Leadership on the Line: Staying Alive through the Dangers of Change, by 
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Heifetz and Marty Linsky, and The Practice of Adaptive Leadership: Tools and Tactics 

for Changing Your Organization and the World, by Heifetz, Linsky, and Alexander 

Grashow. This final source serves as a toolkit for all those who would want to understand 

and implement Adaptive Leadership. I also leaned upon Tim Sensing’s work in 

Qualitative Research: A Multi-methods Approach to Projects for Doctor of Ministry 

Theses, as he focuses on the importance of developing an appropriate methodology for 

the type of research this project requires. It has helped with the development of surveys 

for this project, understanding the role of the participant-observer, and interpreting the 

data received from project participants.  

 As pastor, I served as the main facilitator of this process. My own work to gather 

and lead the teams through the process served as participatory action research within this 

intervention. Serving in this capacity enabled me to see first-hand the impact of an 

adaptive process on the work of the VITs. The resulting thesis presents the case of the use 

of Adaptive Leadership Theory principles in the vision implementation process at 

Augusta Road Baptist Church. It argues for this process to be more widely adopted by 

churches that began ministry in the twentieth century, but who find themselves struggling 

in a constantly changing twenty-first century context. 

Delimitations 

 This project specifically tested the use of principles of Adaptive Leadership 

Theory (ALT) in developing interventions that will lead to the achievement of 

congregational vision. While the congregation had already utilized an Appreciative 

Inquiry model developed by the Center for Healthy Churches in discerning its primary 

vision initiatives, the ALT process served to build upon the work that was already done. 
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Beyond reminding the participants of this previous work to lead the congregation to its 

current point, however, this project refrains from addressing or testing other theories of 

leadership and organizational change. While all volunteers, indeed all members of 

ARBC, may benefit from understanding principles of ALT, this project focused solely on 

equipping members of the VITs. Adaptive Leadership may be utilized throughout the 

entire implementation process in the creation and execution of the ARBC vision plan. It 

may also be used in other areas of church life. This project, however, only focused on 

testing the impact of ALT in developing first interventions. If effective, an ALT process 

might serve as a pattern for the rest of the vision implementation process. This procedure 

included analyzing current church structures against the clarified ARBC Vision, 

recognizing what changes need to be made, determining if the change is technical or 

adaptive in nature, and suggesting interventions for moving forward. This project does 

not, however, move beyond the design phase to test the impact of actually adopting the 

interventions that are designed by the teams. The success or failure of the interventions 

themselves is certainly fodder for future study, but falls beyond the scope of this project. 

Limitations 

 Several factors may have affected or limited the collection of data within this 

project. The first may be the amount of time lay leaders were able to give to this process 

as part of the ARBC VITs. Due to time constraints and the church calendar, this project 

began in the middle of November when the holidays were about to begin. November and 

December are also notoriously the busiest months of the year for ARBC and many 

churches like it. At times it was a challenge to coordinate calendars with project 

participants. Each member of the ARBC VITs understood it to be important work. They 
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desired to be part of the project. Still, each individual was only able to volunteer to a 

level within his or her available time. For example, two orientation opportunities had to 

be offered instead of one, to ensure that each participant was able to attend one. There 

was also one of the sixteen team members who was unable to attend one of his VIT’s 

meetings. The amount of time given to the project by each individual was considerable, 

and each participated enthusiastically to the level she or he were able. 

 A second limitation may be the amount of time ARBC VIT members participated 

in the original vision process to understand the clarified vision. The vision process 

covered a period of nine months from September 2017 to June 2018. Various 

opportunities were available for congregational engagement throughout this process, but 

each person participated as they were able. Only four of the original ARBC Vision Team 

members participated in this portion of the process. It is unlikely that anyone else was 

able to participate in every opportunity for congregational engagement during the original 

vision process. While measures were taken to remind the project participants of the vision 

work, it is likely that only a few grasped the entire scope of the vision context. One 

project participant was not a member of the congregation during the original vision 

process, and this was the first opportunity he had to become fully immersed in the vision 

initiatives.   

 A third limitation may have been the level of candor with which ARBC VIT 

members speak about their personal willingness to move through adaptive change and the 

impact they believed it had on facilitating the vision implementation process. Each 

participant was invited to take part in both an opening and closing survey that asked 

about their understandings of their own adaptive capacity, as well as that of the church as 
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a whole. Each participant took part in that survey. The results from the closing survey, 

however, were limited in that there were some project participants who did not fully take 

part. Some did not respond to the survey at all. Some only responded to certain portions 

of the survey. With three quarters of the teams participating in the survey, the impact of 

the process can still be understood. 

A fourth limitation may have been the amount of applicability theories of business 

leadership have in vision implementation in churches. I first discovered Adaptive 

Leadership Theory a year or so before the original concept for this project was born. It 

has only been over the last decade that scholars, consultants, and thought leaders were 

considering the application of ALT to church organizations. There is a step that must be 

taken to recognize adaptation not only as a needed change, but as a Spirit-driven act. 

When most church members may focus on the most pragmatic challenges, like 

membership decline and aging facilities, a different spiritual understanding of these 

challenges must be seen. If project participants were not open to seeing it, it may have 

closed them off to the applicability of the process to the life of the church. 

Terms and Assumptions 

 The following terms as defined by Ronald Heifetz, Alexander Grashow, and 

Marty Linsky in their book, The Practice of Adaptive Leadership: Tools and Tactics for 

Changing Your Organization and the World, will need to be understood in order to grasp 

the nature of this project. An adaptation is something that “enables an organism to thrive 

in a new or challenging environment. The adaptive process is both conservative and 

progressive in that it enables the living system to take the best from its traditions, 

identity, and history into the future.” Adaptive Capacity, then, is, “the resilience of people 
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and the capacity of systems to engage in problem-defining and problem-solving work in 

the midst of adaptive pressures and the resulting disequilibrium.” An Adaptive Challenge 

is, “the gap between the values people stand for (that constitute thriving) and the reality 

that they face (their current lack of capacity to realize those values in their 

environment).” Adaptive Leadership is, “the activity of mobilizing adaptive work.” 

Adaptive Work is, “holding people through a sustained period of disequilibrium during 

which they identify what cultural DNA to conserve and discard, and invent or discover 

the new cultural DNA that will enable them to thrive anew.” An experimental mindset is, 

“an attitude that treats any approach to an adaptive issue not as a solution, but as the 

beginning of an iterative process of testing a hypothesis, observing what happens, 

learning, making midcourse corrections, and then, if necessary, trying something else”. 

Getting on the balcony, is “taking a distanced view. The mental act of disengaging from 

the dance floor...to observe and gain perspective on yourself and the larger system.” An 

Intervention in adaptive work is, “any series of actions or a particular action, including 

intentional inaction, aimed at mobilizing progress on adaptive challenges.” Technical 

Work is, “problem defining and problem solving that effectively mobilizes, coordinates, 

and applies currently sufficient expertise, processes, and cultural norms.” To Thrive is, 

“to live up to people’s highest values. It requires adaptive responses that distinguish 

what’s essential from what’s expendable, and innovates so that the social system can 

bring the best of its past into the future.”2 

	
2 Ronald Heifetz, Alexander Grashow, and Marty Linksy. The Practice of Adaptive 

Leadership: Tools and Tactics for Changing Your Organization and the World (Boston: 
Harvard Business Press, 2009), 303-308. 
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 In addition to the above terms in understanding Adaptive Leadership Theory, one 

will also need to understand that the Vision Implementation Teams of Augusta Road 

Baptist Church are made up of members and active participants within the leadership of 

the congregation. They have volunteered to help lead and execute the implementation of 

one or more portions of the ARBC Visions Plan developed during the ARBC Vision 

Process. Those four portions are centered in the vision initiatives affirmed by the 

congregation at the conclusion of the original vision process. These vision initiatives 

include: Radical Hospitality, Transformative Relationships, Engaging Worship, and 

Faithful Service. Each initiative has a specific definition that was affirmed by the 

congregation, and a VIT has been assigned to each initiative in order to discern the 

ongoing adaptive work necessary for the congregation to achieve that initiative. 

 For the purposes of this project, since the congregation has already affirmed its 

support of the ARBC vision, it is assumed that its members also desire to see it achieved. 

It is also assumed that people can be taught to recognize and navigate issues of adaptive 

change as they cultivate adaptive capacity. It is assumed that the congregation of ARBC 

can cultivate a sense of adaptive capacity that will enable it to move forward with the 

implementation of the ARBC Vision Plan. It is assumed that the members of the ARBC 

VITs support the goals of the ARBC vision plan. It is also assumed that they are willing 

to move forward with implementation. It is assumed that the members of ARBC care that 

their church is following a vision for the future. 

Purpose and Significance 

 Churches that do not develop Spirit-driven adaptive capacity that enables them to 

navigate adaptive challenges and thrive in challenging times risk a loss of relevance in 
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their ministries. This focus on maintaining the status quo hinders their ability to live into 

the mission of bearing witness to the work of God in the world around them. It can 

eventually result in congregational death and church closure. There is a risk that any 

church that goes through a vision process without developing adaptive capacity, 

particularly Augusta Road Baptist Church where this project took place, will be unable to 

fully implement the vision plan adopted by the congregation. Without the ability to adapt 

in a way that builds upon its unique identity, a church in an oversaturated church market 

like Greenville, South Carolina, risks only being “white noise” instead of standing out as 

offering a particular witness to the work of God’s Spirit. 

 Completing this project directly enhanced my leadership as the Senior Pastor of 

Augusta Road Baptist Church. It will enable me to develop the leaders our church needs 

in such a way that it will effectively enhance our ability to implement our affirmed vision 

initiatives. Our church will be better suited to adapt in the future as challenges arise for 

which our technical solutions are insufficient. The learning developed through this 

project also offer a framework for other churches to develop the leadership they need to 

address adaptive challenges as well. I now turn to the nature of that framework, the 

results of its application, and the biblical, theological, and historical nature of adaptive 

work.
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CHAPTER 2 

BIBLICAL, THEOLOGICAL, HISTORICAL FOUNDATIONS  

 The church in North America finds itself in the midst of a time of disruption. This 

disruption began with the events of the early twentieth century that brought about the 

dismantling of the pervasive Western worldview known as Christendom. The loss of this 

worldview and the decline of the privileged position of the Christian religion within both 

public and private life have led to questions of the church’s identity and function. It has 

leaders asking what adaptations the Holy Spirit might be leading individual 

congregations to make as they seek to move back into the story of God. In order to 

address these questions, one must get a sense of the church’s calling when it was first 

initiated as told in the book of Acts. One must understand what adaptations the Holy 

Spirit led the church through in its earliest years, and how a missional lens on issues of 

theology and ecclesiology might enable the church to return to its calling to bear witness 

to Christ. Finally, one must consider how that missional perspective might enable 

congregational leaders to discern the Spirit’s guidance in adaptive moments today. 

The Church Has Lost Its Place 

 The Scriptures speak of a church that was persecuted from its beginning. The 

acceptance of Christianity into the Roman Empire beginning with the conversion of 

Constantine in 312 CE, however, brought the church to the center of public life. For 

roughly the next sixteen centuries the Christian religion enjoyed a privileged and 

protected position throughout the Western world as it morphed from a movement into an 
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established institution at the center of life and government.3 During this time, Western 

civilization and the Christian religion seemed to go hand in hand. To be a citizen of these 

Western nations was to be a Christian.  

The twentieth century, however, saw the dismantling of the assumptions of the 

centrality of the Christian faith and the church held within the metanarrative associated 

with progressive Western civilization.4 During the First World War the world’s most 

powerful Christian nations brought devastating destruction upon much of the planet. The 

development of a postmodern worldview following the war and throughout the twentieth 

century saw the emergence of an increasingly pervasive relativistic understanding of truth 

and morality. This worldview called into question the exclusivity of the Christian faith 

and the legitimacy of its institutions. It also saw a move toward privatization and 

individualization of the Christian faith that seemed to fall in line with capitalist consumer 

tendencies in industrialized nations. As a result, the Western world began to see a 

disestablishment of religion from the public sphere, and the church lost its privileged 

place in both public and private life.5  

 The disruption has continued into the twenty-first century. The Pew Research 

Center reported in 2019 that a survey of the American religious landscape revealed that 

just 65% of American adults consider themselves Christians. Not only is this a dramatic 

decrease from what was true a century ago, but it was a full 12% decrease in only a 

decade. Additionally, those who consider themselves religiously unaffiliated rose from 

	
3 Alan J. Roxburgh, Missional: Joining God in the Neighborhood (Grand Rapids: 

Baker Books, 2011), 104-105. 
4 Darrell L. Guder, The Continuing Conversion of the Church (Grand Rapids: 

William B. Eerdmans, 2000), 15. 
5 Ibid., 117. 
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17% to 26% since 2009. Church attendance has also declined, with only 45% of the 

American population now saying they attend church services at least once per month. 

This was down from 52% in 2009.6  

 This loss of place has left many churches wondering how to respond effectively to 

a twenty-first century context it no longer understands. Many continue to work to reclaim 

their position in the hearts of their communities. They are embracing different marketing 

strategies and models of church programming to become more attractive to a culture that 

seems less and less interested in what the church has to offer.7 These attempts have, 

however, been criticized by missional theologians as placing more focus on institutional 

survival at all costs than on furthering the reign of God in the world. Darrell Guder, for 

example, has accused the church of reducing the Gospel in such a way that it removes 

any sense of radical transformation of individuals and society in order to make the 

message palatable, controllable, and able to meet the needs and agendas for church 

survival.8 The pressing question, however, is not whether the church can reclaim its 

privileged position in society. The pressing question is whether or not the church can 

reclaim the heart of its calling to bear witness to Christ. Can it move beyond institutional 

desires and places its focus on following the leadership of the Spirit toward a new vision 

of the wider work of God in the world?  

	
6 Pew Research Center, “In U.S., Decline of Christianity Continues at Rapid Pace: An 

Update on America’s Changing Religious Landscape.” 2019, 
https://www.pewforum.org/2019/10/17/in-u-s-decline-of-christianity-continues-at-rapid-
pace/ (accessed January 29, 2020).  

7 Roxburgh, Missional, 21. 
8 Ibid., 102. 



	

 

19	
 

	
	

Craig Van Gelder says, “The church is. The church does what it is. The church 

organizes what it does.” 9 In other words, the assumptions about what the church is and 

what purpose it serves develop the framework through which individual churches and 

communities of faith operate every day. Times of disruption and loss of place bring these 

readily accepted patterns of operation into question in ways that force a response. They 

may cause congregations to give into the temptation to move away from the church’s 

divinely inspired calling. They may choose instead to double down on what worked in 

the past and seems to meet the perceived needs of the current membership. If they are 

willing to engage in a Spirit-driven adaptive process, however, adherents of the faith can 

openly reexamine, refocus, and return to the original intent Jesus outlined for the church 

in the scriptures. New patterns of communal life might then be claimed that have deeper 

roots in the ministry of Jesus himself?10 

 Missional theologians like Craig Van Gelder, Darrell Guder, and Alan Roxburgh, 

suggest that what is needed today is further disruption. The church needs new 

understandings of its models and frameworks for viewing what it is and what it should 

do. There is a need to return to what the church was always meant to be so that new 

expressions of the church might emerge that further the Christian mission in an ever-

changing context. By reclaiming the church’s identity as a Body of Christ sent on 

mission, one might break down previously accepted modern industrial notions of the 

church as simply a building. It might allow for recognition that the church more than an 

entity located in a particular place, or an institutional organization with programs or 

	
9 Craig Van Gelder, The Ministry of the Missional Church: A Community Led By the 

Spirit (Grand Rapids: Baker Books, 2007), 18. 
10 Darrell L. Guder, ed., Missional Church: A Vision for the Sending of the Church in 

North America (Grand Rapids: William B. Eerdmans, 1998), 78-79. 
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religious goods and services to be offered to the public. This might allow one to 

reconsider the church as a community, a people gathered in Christ’s name, brought 

together by a common calling and vocation.11 It might free up creative energies for 

adapting and innovating on the church’s original calling to ensure it thrives in every 

context. 

 In order to thrive, the church must embrace a sense of organizational and 

missional curiosity. It must ask what new thing God might be doing in the world and in 

the life of the community of faith to lead the church itself to a new place of ministry.12 

For Darrell Guder, this is a process of constant conversion. He says, “The church must 

constantly hear the gospel afresh in order to discern its faithful response. It must 

constantly examine how it has been shaped by its context and ask God to convert and 

transform it.”13 It requires constant openness to reformation and assessment of programs, 

structures, and procedures. It requires a willingness to make necessary adaptations that 

allow the church to more faithfully respond to be a witness to the work of Christ in 

whatever context it finds itself.14 Leaders of congregations in this disruptive context must 

encourage their congregations to move beyond accepted, but failing norms. They must 

help them reconnect with who they are called to be. This will allow them to grow ever 

more curious about the ways in which they can express their faith and identity to the 

world around them.15 

	
11 Ibid., 81. 
12 Ibid., 175. 
13 Guder, ed., Missional, 14. 
14 Ibid., 231-232. 
15 Mark E. Tidsworth, Farming Church: Cultivating Adaptive Change in 

Congregations (Columbia: Pinnacle Leadership Press, 2017), 132. 
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 Tod Bolsinger suggests the current day requires the church to embrace an 

adaptive process. An adaptive process enables congregations to develop the capacity to 

look behind the symptoms of decline and loss of cultural privilege to determine what is 

truly at the heart of the issues preventing healthy and vibrant church life. It is time to 

develop new learning that leads to implementing necessary change in order to fulfill the 

church’s missional purpose. This requires churches to develop “new beliefs, habits or 

values, or to shift their current ones in order to find new solutions that are consistent with 

their purpose for being.”16 It requires letting go of old strategies that no longer work. It is 

a time for embracing the adaptive process that involves observation, interpretation, and 

experimentation. It is time to embrace a posture of spiritual discernment that looks and 

listens for places where the Holy Spirit is leading disruption, driving the church to new 

places, and equipping it to thrive in different and more challenging contexts. 

The Spirit-led Church 

 The task of the church in every culture and time is to find ways to organize its 

work around its central identity so that new expressions emerge that bear witness to the 

work of Christ for its time. This is a process of faithful and Spirit-filled adaptation that 

has always been part of the life of the church. It recognizes the Spirit’s work in forming 

the church and drawing it into new and exciting opportunities. It recognizes the Spirit’s 

gifts for ongoing ministry to translate the good news of Christ into new contexts that no 

longer recognize it as they may once have.17 It drives the faithful to seek new 

understandings of what it means to be the people of God, and to actively seek to discern 

what God is doing in the neighborhoods and communities around them. Churches who 

	
16 Bolsinger, Canoeing the Mountains, 111. 
17 Guder, ed., Missional, 232. 
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embrace this Spirit-led mindset are no longer concerned with simply getting people in the 

church doors, but with ensuring that their church is part of the greater mission of God.18  

 At its core, the church is a Spirit-empowered body called forth for the task of 

bearing witness to the reign of God in the world. Theologian Daniel Migliore roots the 

very definition of the church, the ecclesia, in the New Testament to that community of 

believers that have been gathered and empowered by the Holy Spirit to act in response to 

the work of Christ.19 Just as the Spirit of the Lord, the ruach in Hebrew and pneuma in 

Greek, was the creative breath that was breathed into humanity in Genesis 2, this same 

Spirit came upon the gathered faithful on the day of Pentecost in Acts 2.20 This Spirit was 

given to the church for the purpose of continuing Christ’s work in the world in his 

physical absence.21 Jesus had promised his disciples the power to continue his mission, 

and to enable them to bear witness to him to the ends of the earth. It continues to serve as 

the driving force that is working to draw all people who find faith in Christ into a new 

way of living and being in the world.22 

 It is the Spirit of God that draws the church into communal purpose and action. It 

unites believers to Christ and one another.23 With this in mind, the early Christ-followers 

recognized the church as “a God-powered, God-led, God resourced adventure.” It was the 

Spirit that drew them beyond their limited understandings and viewpoints, and directed 

	
18 Roxburgh, Missional, 27. 
19 Daniel L. Migliore, Faith Seeking Understanding: An Introduction to Christian 

Theology, Second Edition (Grand Rapids: William B. Eerdmans, 2004), 251. 
20 Lesslie Newbigin, The Open Secret: An Introduction to the Theology of Mission, 

Revised Edition (Grand Rapids: William B. Eerdmans, 1995), 57. 
21 Migliore, Faith Seeking Understanding, 227. 
22 Joan S. Gray, Sailboat Church: Helping Your Church Rethink Its Mission and 

Practice (Louisville: Westminster John Knox Press, 2014), 1. 
23 Migliore, Faith Seeking Understanding, 228-229. 
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their steps each day.24 As Joan Gray puts it, even churches that embrace this Spirit’s 

power today, “focus not on their own situation, resources, or limitations, but rather on 

discerning God’s unfolding will. They engage in intimate partnership with God, trusting 

God to provide and do what only God can do.”25 

 It is the Spirit of Christ at work in the church that drives its purpose. As Guder 

puts it, “The essence of what it means to be the church arises perpetually from the 

church’s origins in the gospel: it is in every moment being originated by the Holy Spirit 

as it hears the gospel and is oriented by “the present reign of Christ in which the coming 

completed reign of God is revealed and becomes effective in the present.”26 It is this 

origin and orientation that ideally shapes the daily life and discipline of the church. Each 

day is ideally focused on the target of moving deeper into the realm and reign of God 

than the day before. This is where the community finds its focus in constantly shaping 

and reshaping its life in Christ.  

Through the indwelling of the Spirit the members of the community of faith are 

moved beyond personal interests and desires to live into the vision of the world seen from 

God’s view. They are given the opportunity to act as demonstration plots of new life and 

transformed relationships built upon the hope of God, revealing the potential available to 

all who join the body of Christ, and of what the world can be.27 They learn to live in 

fellowship, or koinonia, and are shaped by a deep love and concern for the spiritual and 

	
24 Gray, Sailboat Church, 1. 
25 Ibid., 5, 
26 Guder, ed., Missional, 87. 
27 Gray, Sailboat Church, 6, 19, 20. 
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physical wellbeing of those both inside and outside of the community of faith.28 

Collectively, the community of individuals that allow the Spirit to work upon them 

together becomes a clearer reflection of the community Christ desires for the world.29 

This goes far deeper than a religious institution peddling religious goods and services, or 

a group of people who gather to care solely for each other’s needs. This becomes a Spirit-

driven group that moves into the world to adapt in ways that enable its members to more 

clearly reflect the presence of Christ to others. 

Spirit-led Adaptation in the Book of Acts 

 The book of Acts tells of the work of the Spirit to empower and move the early 

church along in its mission to bear witness to the work of Christ to the ends of the earth. 

In order to live into the calling and empowering of the Spirit, throughout history the 

church has taken different forms and undergone Spirit-led changes based on its time and 

context. Hans Küng points out that it is the essence of the church to be a tangible and 

visible expression of the will of God in the world, but to take varied forms across time 

and space that address the needs presented by that context. “But what explains the 

church—what makes it the church—is that its life is birthed by the Holy Spirit as the 

Spirit gives hearing and response to the gospel.30 This Spirit-led movement and continued 

development and adaptation throughout time can be seen even in the life of the early 

church, as it was shaped and called forth in the book of Acts. 

	
28 Robert W. Wall, “Introduction, Commentary, and Reflections on the Book of Acts, 

The New Interpreter’s Bible: A Commentary in Twelve Volumes, Volume X (Nashville: 
Abingdon Press, 2002), 71-72. 

29 Gray, Sailboat Church, 18. 
30 Hans Küng, The Church (Garden City: Image, 1967), 22-24. 
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 If the church of the twenty-first century is in the midst of an identity crisis, it is 

not the first crisis it has faced. David Bosch contends that it was a similar crisis of 

identity that shaped the context in which Luke wrote his two-volume work, the Gospel of 

Luke and the book of Acts. Bosch contends that at the end of the first century Gentile 

Christians were asking questions similar to those many churches may be asking today. 

They were asking who God was calling them to be as they lived into the faith among 

citizens of the Roman Empire that did not accept them. They were contemplating the 

nature of God’s mission to the world, and the hope it gave for a future they believed God 

would bring about soon. With that in mind, Luke wrote more than a history of Jesus and 

the early church. He wrote to reframe their assumptions about the nature and purpose of 

these small and struggling communities centered on the Way of Jesus.31  

Luke writes to reassure them that the story into which they are living is the story 

that God has been writing since the beginning of time. He writes to show them that what 

Jesus began to do and teach meant that God was bringing forth something bigger than 

they could have imagined. He centers his thoughts on the ongoing work of the Holy Spirit 

as the active agent. While these concerned Gentile Christians felt as though the Gospel 

had not lived up to its potential, their focus on their personal expectations was preventing 

them from seeing all that the Spirit was actually doing in the world around them.32 

 Noel Leo Erskine suggests that the book of Acts should be properly understood as 

“The Acts of the Holy Spirit.” The Holy Spirit is the primary acting force driving the 

church after the ascension of Jesus. It is the Spirit that links the work of the apostles to 

	
31 Roburgh, Missional, 93-94. 
32 Ibid., 108. 
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the work of Jesus, and that empowers them to live into their calling.33 In Luke’s theology, 

it is the Holy Spirit that continues to push the church into places it may not feel ready to 

go. It is the Spirit that breaks the barriers set up by expectations too small for the nature 

of God’s movement in the world, and that pushes against their understanding of the story 

into which they are living as the community of faith.34  

 Alan Roxburgh says that, “Luke-Acts demonstrates that the Spirit continually 

pushes the church, in its particular time and place, to reenter the story of Jesus Christ in 

order to wrestle with the question of how this narrative is given structure in terms of 

institutions and organizations.”35 As the context changes, as more disruption comes to the 

life and work of the church and the world, the history of the early church shows that one 

can have faith that the Spirit continues to issue the invitation to reenter the story of Jesus 

as part of adaptive work. The Spirit, according to Luke in the book of Acts, is often at the 

heart of the disruption facing the church. It is pushing change so that the community of 

faith can continue to bear witness to Christ in hopeful ways.36 As the early church 

adapted to live into its calling, it was Spirit-led adaptation. 

The Call to Bear Witness, Acts 1:1-8 

  The first adaptive moment in the book of Acts comes as Christ prepares his 

disciples for his departure. He is passing on the mission to live into and to proclaim the 

kingdom of God at hand and on the move to them. Jesus tells his disciples, “But you will 

	
33 Noel Leo Erskine, Feasting on the Word: Preaching the Revised Common 

Lectionary Year B, Volume 2, eds. David L. Bartlett and Barbara Brown Taylor 
(Louisville: Westminster John Knox Press, 2008), 502. 

34 Alan J. Roxburgh, Structured for Mission: Renewing the Culture of the Church 
(Downers Grove: IVP Books, 2015), 61. 

35 Ibid., 64. 
36 Ibid. 
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receive power when the Holy Spirit has come upon you; and you will be my witnesses in 

Jerusalem, in all Judea and Samaria, and to the ends of the earth.”37 It is the power of 

God that will be at work in them and in the world. It is the Spirit that enables them to 

fulfill the ministry set forth by Jesus when they cannot depend upon his physical 

presence.38 Just as Jesus was anointed and empowered by the Spirit at his baptism, those 

who bear witness in his name receive the same Spirit to empower their witness.39  

 It is here, at the very beginning of the book of Acts, as Jesus takes his leave, that 

we learn the central nature of the church as its members move from discipleship to 

apostleship. The church is called to bear Spirit-empowered witness. Just as Christ has 

been on mission bearing witness to the reign of God in the world, so too is the 

community of faith a missionary community. The church is sent out empowered by 

God’s Spirit to share the news of Christ’s resurrection with all people.40  

It also bears noting that it is in the Ascension narrative that we learn that the 

missionary vocation of the church is going to move beyond the people of Israel. It will be 

adapted to be taken to the ends of the earth. The rest of the book shows the progression of 

the movement from Jerusalem to the rest of the world. As Michael Joseph Brown puts it, 

“the outpouring of the Holy Spirit will equip the disciples to move beyond their narrow 

confines and narrow vision—Jerusalem and the restoration of the kingdom of Israel—

into a larger, diverse world telling them ‘God’s deeds of power.’”41  

	
37 Acts 1:8 (NRSV). 
38 Wall, New Interpreter’s, 44. 
39 Ibid., 41. 
40 Ibid., 46. 
41 Michael Joseph Brown, Feasting on the Word: Preaching the Revised Common 

Lectionary, Year A, Volume 2, (Louisville: Westminster John Knox Press, 2010), 499-
501. 
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 It is in the first chapter of Acts, as Christ commissions the church to bear witness 

in word and deed to the power of his resurrection and reign, that the current church finds 

its purpose and mission as well. While bearing witness may have something to do with 

preaching and other forms of oral communication and proclamation, witness defines the 

entire life of the individual Christian and the Christian community.42 Darrel Guder says,  

The gospel is always to be embodied by the people of God in a particular place. 
The sent-out community is sent out into the specific context in which it is located. 
There, it must grapple with the challenge to be faithful to its mandate while 
translating relevantly, which will mean that it struggles with the pressures to 
conform found in every cultural setting.43  
 

The mission of the church in all its times and forms, is to bear witness to Christ to the 

entire world. Its ability to do so is what constitutes thriving, and anything that creates a 

gap between this ideal and the church’s reality presents an adaptive challenge. No longer 

was this work meant solely for Jesus. 

No longer was this a movement with a single earthly leader. Now the work was 

going to be divided among the faithful to do their part to bear witness to what Jesus had 

done. In Jesus, God had brought forth an innovation to the redemptive work God had 

always been doing. The disciples had to determine if they were going to be willing to 

adapt to this new way of being. If they were going to thrive, they had to follow Christ’s 

instructions and make adaptations through the Holy Spirit’s power and guidance.  

The Spirit at Pentecost, Acts 2:1-41 

 In the second chapter of Acts, the powerful and promised Spirit that the church 

has been waiting for finally arrives. The Spirit breaks forth like a mighty rushing wind, 

settles upon each disciple as if it were tongues of fire, and in a first display of power it 

	
42 Guder, Conversion, 55. 
43 Ibid., 148. 
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enables each disciple to speak in a language different from his or her own. Those 

gathered from far places in Jerusalem to celebrate the festival are able to hear the story of 

Jesus in their own language. Even before they are driven beyond the city walls, the 

disciples give shape to what a Spirit-led witness will look like in the Pentecost moment. It 

will be a witness in word and deed that will translate the story of Jesus in ways that the 

entire world is able to understand. Pentecost reveals that it is the Spirit that works in the 

church to empower it to bear witness to Christ. They may not have Christ physically with 

them, but they can adapt to accept the leadership of the Holy Spirit. 

 The outpouring of the Holy Spirit at Pentecost develops a new framework for the 

early church. It enables the church to recognize moments of the Spirit’s leadership and 

movement that will come as the church begins its mission. Peter’s interaction with 

Cornelius will be confirmed as the work of God, not simply by the vision Peter receives, 

but by the outpouring of the Holy Spirit upon Cornelius’ household.44 The Spirit will get 

hold of Saul on the road to Damascus.45 The Spirit will lead the decisions the church will 

have to make. Even today, the clue to the church that it is moving in the direction God 

desires it to go is the evidence it finds of the Spirit at work in its midst.46  

 This moment also teaches the church that constantly discerning and interpreting 

the work of the Spirit is necessary. Peter is able to tell the confused masses that this is a 

moment that God initiated. It was God’s plan to give the Spirit to the church that it might 

offer a witness to Jesus that might be compelling to the world and reveal God’s reign. 

That is how God’s purposes will be made manifest in the world now that Jesus is no 

	
44 Acts 10:1-33. 
45 Acts 9:1-19. 
46 Wall, New Interpreter’s, 57. 
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longer physically present.47 So too, must the church of today keep its eyes open for signs 

that the Spirit of God may be at work in unexpected ways. It must offer a witness that is 

so compelling that others want to join in the movement with faith to take part in what the 

Spirit is doing in the world. It requires constant curiosity and attention to where God may 

be working. 

 As Darrell Guder points out in the gravity of that moment, 

The church owes its origin, its destiny, its structure, its ongoing life, its 
ministry—in short, its mission—to the divine Spirit of life, truth, and holiness. At 
Pentecost, with the outpouring of the Holy Spirit, promise becomes actuality. 
God’s promised reign of love and hope, compassion and reconciliation, harmony 
and justice, is incarnated in a new humanity, a people commissioned to represent 
the gospel of peace to the alienated and hostile powers of the world.48 

 
The Conversion of Peter and Cornelius, Acts 10:1-33 

 Adaptive changes are those that individuals and organizations make in order to 

thrive in the midst of changing, challenging, or unfamiliar contexts. They come at points 

where there are gaps between the values someone expresses and the reality in which that 

person is living. As the early church recognizes the loss of the physical presence of Jesus, 

it discovers the ability to thrive presented by opening up to the power of the Holy Spirit. 

It is able to bear witness to Christ, not simply by pointing to his risen body, but by giving 

testimony in word and deed to the ways their experience of the Spirit continues to display 

the ongoing work of the one whom they followed and witnessed with their own eyes after 

his resurrection.  

These adaptive moments may require a reexamination or change in values if an 

individual or organization is going to thrive. Both the instructions of Jesus and the 

	
47 Ibid., 62. 
48 Guder, ed., Missional, 145. 
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appearance of the Spirit demonstrate that the salvific work of God is moving beyond the 

long-held idea of the restoration of the kingdom of Israel as the disciples understood and 

expected. Furthermore, the disciples recognize that their witness comes not only in word, 

as in Peter’s proclamation at Pentecost. It also comes in deed, as the community lives 

together, ensuring that everyone’s needs are met and Peter and John heal the man outside 

of the Temple.49 One could also recognize adaptive value changes as the Spirit leads Paul 

away from a life persecuting followers of the Way, to becoming one of the greatest 

proponents of the faith. His desire was to follow the will of God, but the Spirit leads him 

into an adaptive movement that clarifies his purpose in a new way. 

 Peter also undergoes one of the most drastic adaptations as he follows the Spirit’s 

leadership to the home of Cornelius. It is Peter who receives a vision and a voice that 

makes him rethink the Jewish Law and what and who is considered clean through the 

lens of Christ’s grace and love. This is a drastic change in thinking and values for Peter. 

He is then sent to Cornelius, a Gentile who “feared God,” where he bears witness to Jesus 

through his own testimony of recognizing that “God shows no partiality.” He is able to 

bear witness again as the Spirit does a new thing by falling onto this Gentile and his 

entire house.  

 Peter’s encounter with the Spirit and Cornelius leads one to consider how one 

recognizes and adapts to God’s will. Robert Wall points out that there are two elements 

from Peter’s story that shed light onto ways the current church must continue to discern 

the Spirit’s leading in its work. First, he says that God’s will is revealed directly by God, 

and Peter did not come up with it on his own. One must have a firm belief that God 

	
49 Acts 3:1-10. 
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continues to be active in history and in the life of the faithful, disclosing what God 

desires them to see in ways they could not possibly understand simply of their own 

volition. Second, he says that God’s will is something learned over time through what he 

calls a series of “aha” experiences. This is an important lesson for the church, and for the 

individuals who make up the community of faith.50  

Understanding God’s will, and being willing to bear witness to it for the world 

requires constant openness to God’s continuous work through the Holy Spirit. It requires 

a recognition that the Spirit will continue to work upon us and lead us to adapt to new 

experiences that place us more in line with the will of God. The faith life of Peter reveals 

that one can always be surprised by something new that the Spirit does if one is open to 

seeing it. In the life of the church today, particularly those congregations that seem to be 

struggling to thrive in a changing context, there can and should always be hope. Faithful 

congregations will recognize that the Spirit can always lead to new “aha” experiences 

that help the church to see its calling in a new light. 

 Furthermore, as Lesslie Newbigin points out, “Mission changes not only the 

world but also the church.”51 Simply by joining in the work of God, the faithful and the 

community of faith can adapt. Newbigin points out that at the end of the entire 

interaction, as Peter accepts and baptizes Cornelius and his entire household, the church 

becomes a different kind of group than it was before. It became different simply by 

Cornelius’ presence. Not only is Cornelius converted to the faith, but Peter is converted 

to the idea that God’s grace, forgiveness, and mission move beyond the people of Israel 

to include all people. As Newbigin points out, the church is only able to give good and 

	
50 Wall, New Interpreter’s, 171. 
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faithful witness to Christ if it is willing to follow where the Spirit leads. Had Peter not 

been willing to enter Cornelius’ house, his witness would have been compromised. 

Should churches today be unwilling to adapt to address the needs of their current context, 

but choose instead to remain committed to meeting the preferences and comforts of their 

current members, their witness will be compromised as well. As Newbigin says it, “There 

can be no separation between believing and following, between faith and obedience. The 

prayer ‘Thy will be done’ is in vain if it is not made visible in action for the doing of that 

will.”52  

The Jerusalem Council, Acts 15:1-35 

 The narrative of the early church’s witness reaches a climactic moment in its 

move from Israel to the ends of the earth in Acts 15. The Spirit has lived up to its calling 

as the boundary breaker for the church and the world. It has pushed the church beyond 

the comforts of a small band of followers tied to Christ’s physical presence whose hopes 

were placed in the idea of a political restoration of the kingdom of Israel. It has led 

through moments in which the gospel has been shared with and been given witness to 

among those the early church might least expect.  

One thinks again of the conversion of Paul who makes one of the most surprising 

turns toward Christ. One would also think of Philip and his encounter with the Ethiopian 

Eunuch, one who was considered unclean according to the Law, but who found faith in 

Christ and whom Philip baptized as his faithful brother.53 As discussed above, the Spirit 

led Peter beyond his comforts and his culture to bear witness to the house of Cornelius, 

and the entire household received the gift of the Spirit as well. With all of this Spirit-led 
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disruption, the church would eventually have to come to grips with what it all meant for 

their practical day-to-day life.  

At the Jerusalem Council, the community of faith must determine how to move 

forward given the work they have witnessed the Spirit do among outsiders. If the Spirit is 

moving beyond the people of Israel, and is truly leading the church to bear witness to the 

ends of the earth, what is to be done with those outside of the Jewish community who 

give positive responses to the church’s witness? Must they first become observers of the 

Jewish Law, or is the presence of the work of the Spirit among them enough? Where is 

the greater value for the community, in religious observance of the Law of Israel, or in 

the faith that the Spirit and the gospel can reach people wherever they are?  

 As is true even of the church today, few adaptations come without resistance. The 

changes that adaptive work requires almost always result in someone feeling a sense of 

loss. In this case, it was a group of believers among the Pharisees who felt that everything 

should be kept within the confines of the practices of the Jewish Law. It was a situation 

that required deliberation and discernment on the part of the church in order to recognize 

where the Spirit was leading it. It required testimony from those who had been given 

experience of the Spirit’s expansion to the Gentile world. It required assessing the nature 

and validity of the personal testimony against the testimony of scripture and the life of 

Christ in order to bring the best of their past into a thriving future. Ultimately it required 

the Spirit’s leadership to know how to move forward in embracing this new group of 

people just as they were free to embrace the Spirit without the requirements of the Law. 

 Robert Wall says, “Good theology facilitates new ways of thinking about God 

when new situations require it; however, good theology is ever alert to the danger of 
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discarding the non-negotiable ‘old’ for the ‘new.’”54 As the church processes what it is 

experiencing, it must pay attention to both. Luke Timothy Johnson lauds this moment in 

Acts as one of the only places where the true process of decision-making in the life of the 

early church is revealed in its clearest form. “Only here,” he says, “do we have so explicit 

a picture of the church as articulating its faith in response to new and threatening 

circumstances.”55 He also points out that one of the lessons of this passage is that, “New 

experience leads to new understandings of texts, and therefore to a deeper self-

understanding of the community itself.”56 It is this lesson that the church of today must 

keep in mind as it considers new approaches to ministry in an age of disruption and lack 

of privileged position. How do new experiences and contexts reveal new lessons about 

the mission of God found in the Scriptures? How do they reveal the work of Christ 

today? 

 Johnson points out that what we see at this point in Acts is the process through 

which the church comes to an understanding of what it means for its members to be 

called as God’s people. “It is an articulation of faith seeking understanding,” he says, 

“not in some abstract sense, but in an immediate and practical way: How can we 

understand the actions of God that go beyond our previous grasp of the way God acts?”57 

They come to a place where they are able to articulate their faith, in particular their faith 

in God. The lesson Johnson points out is in letting “God be God,” and responding 

	
54 Wall, New Interpreter’s, 211. 
55 Luke Timothy Johnson, Scripture & Discernment: Decision Making In the Church 

(Nashville: Abingdon Press, 1983), 78. 
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affirmatively to the work God is doing.58 For the church today, it may be a matter of 

letting God be God so that the church can discover how to adapt and be the church anew. 

A Spirit-led Missional Identity 

 Missional theologian Alan Roxburgh poses an important question to the church 

that finds itself in the midst of disruption and lack of privileged position after the fall of 

Christendom. He asks if it might be possible that the answer for the church today is found 

in the answer that the early church was being given in the book of Acts. “What if,” he 

asks, “the life-giving Spirit is saying to us that nothing has gone wrong but that he is 

breaking apart the five-hundred-year-old boxes in which we have so conveniently placed 

the movement of God since the European Protestant reformations?”59 What if what the 

church perceives as negative cultural change is not simply a loss or death of what it once 

held so dear, but the work of God through the Spirit of Jesus to bring forth something 

new that looks less institutional and more like the mission of Christ? How might the 

church rethink and restructure in order to be open to such Spirit-led adaptive work? 

 A missional understanding of the church roots the very heart of the church in the 

mission of Christ. “Missions,” Newbigin says, “is something that is done by the Spirit, 

who is himself the witness, who changes both the world and the church, who always goes 

before the church in the missionary journey.”60 In that light, churches that thrive with a 

missional understanding today define themselves with a purpose for following the Spirit 

into the mission field, regardless of the context or cost to the institution. They find 

revitalization as they reconnect with the mission to which they are called. The vision is 

	
58 Ibid., 106-107. 
59 Roxburgh, Missional, 114. 
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no longer about expanding the budgets and buildings, but joining God’s work in bearing 

witness to Jesus Christ. As Bolsinger points out, “each congregation is a ‘witnessing 

community’ to its very locale; each particular congregation has itself a unique and 

apostolic mission to fulfill.”61 If this is true, then no church will look exactly like any 

other. Each church must seek to understand its unique context and its unique gifts for 

bearing witness to Christ within that context as it lives as part of the missio Dei, the 

mission of God.  

 Missional theologians contend that adapting to this way of thinking is the very 

key to enabling the church to thrive. The community of faith that adapts to a Spirit-led 

missional identity, like the early church, recognizes the power of God’s Spirit within it to 

send it out into the world, rather than seeking to simply further its own progress.62 This 

rethinking provides a new framework for thriving, assessing the life of the church, and 

recognizing where it has fallen short of living into the missio Dei. “A missional 

ecclesiology,” says Darrell Guder, “will lead Christian communities to ask: What is our 

particular expression of the mission to be Christ’s witnesses? What are our charisms for 

that ministry? What is our sense of vocation as a sent community?”63 The answers to 

these questions become the new vision into which these communities live with faithful 

Christian expression in a changing world.64 

Discernment for Adaptation 

 The early church needed to discern the will of God among the changes and Spirit-

filled experiences it was witnessing in its community and the world. So too must the 
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church of today embrace a posture of discernment. This will allow it to acknowledge and 

understand God’s will in the changes it may need to make to effectively bear witness to 

Christ in a post-Christendom world. Craig Van Gelder points out that, “God has already 

made it clear what the purpose of a congregation is to be….While God’s purpose for 

congregations does not change, a congregation’s comprehension of that purpose will go 

through growth and development over time.”65 It is, after all, the process of discerning 

the ways in which God’s Spirit is working in the current context that will shape the 

structures of the churches of today and the future.  

 Darrell Guder offers a helpful definition of discernment for the missional church. 

He says, “Discernment is a process of sorting, distinguishing, evaluating, and sifting 

among competing stimuli, demands, longings, desires, needs, and influences, in order to 

determine which are of God and which are not.”66 Alan Roxburgh points out how crucial 

discernment is when one cannot predict the future. This is certainly the case given the 

uncertain future facing many churches today. It requires one to have what he calls a 

theological imagination that turns the attention of those in the community of faith back to 

the story of God’s work and purposes, while also keeping eyes on what the Spirit might 

be doing in one’s own time. He suggests that churches must begin with the confession 

that, just as it was with the early church, the Spirit of God is the active agent of the 

church that thrives today. It is the Spirit that is pushing the church into uncharted 

territory, causing a feeling of disruption, forcing the church to “wrestle with legitimating 

narratives.” If it does follow to this place where the Spirit leads, however, if the church 

asks what God might be doing new in the current time, new practices and structures can 
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39	
 

	
	

emerge that can enable the church to effectively bear witness to its current context.67 It is 

in that place where the church discovers how it can continue to bring forth the “non-

negotiable” aspects of its identity, while innovating in ways that enable the best part of 

itself to address the needs of its current context. 

 Newbigin suggests that a discerning congregation is one that is always learning. 

Like Peter, it seeks to continue to learn ways that the Spirit can offer correction and 

enhancement to the church’s understanding of obedience.68 Also like Peter, the church 

may find that it is being empowered by the Spirit to take part in the work of shattering 

boundaries.69 These communities must go through the difficult transition of becoming 

novices again. They must listen before they speak. They must pray with open hearts. 

They must read the Scriptures with fresh eyes.70 This is how the church analyzes the 

nature of its context and the nature of the Spirit’s work within it. This is how it becomes a 

“living dynamic reality” in the world it may no longer recognize, but to which it is 

called.71 Anticipating and embracing change that is Spirit-led becomes a natural part of 

the congregation’s journey as it lives into God’s mission for the world.72 It is here that 

missional theologians have begun to recognize the way that adaptive work in the life of 

the church can truly be Spirit-led. 

 Adaptive challenges, such as a change in context, or a loss of privileged position 

in society, require more than the programmatic changes that so many churches have 

sought to employ. They require deeper internal changes of perceptions, attitudes, and 
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legitimating narratives that speak to the work the church is called to do. They require the 

work of the entire congregation, not merely the official leadership.73 They require 

consideration of cultural and contextual changes facing the church in light of its 

traditions. They recognize the DNA of the congregation as it is rooted within the missio 

Dei, and brings forth the best of itself in innovative ways to address the new realities 

before it.74 This analysis process is what Ronald Heifetz and Marty Linsky describe as 

“getting on the balcony.”75 The balcony is where one goes to determine what is actually 

going on “on the dance floor” below. It is on the balcony where the congregation is able 

to recognize its default assumptions about who it is, as well as where God might be at 

work in the current context. It is there that discernment takes place.76 

 As Alan Roxburgh suggests, the church today finds itself in a Spirit-led adaptive 

moment. It requires deep cultural changes that technical programming answers will not 

offer. It requires the church to risk being open to the Holy Spirit to lead transformation, to 

open up the congregation’s theological imagination, and adapt its frameworks so that it 

can effectively bear witness in a new context.77 Those congregations that embrace this 

adaptive moment, and the faithful discernment that comes with it, will find themselves 

rejoining the story of Christ’s work in the world in new and exciting ways. They will 

recognize that the greatest expression of their purpose and calling is in partnering with 

what God is doing in the world. They will keep their eyes on the road ahead, always 

preparing for the next place that the Spirit will lead them. 

	
73 Roxburgh, Structured for Mission, 154. 
74 Van Gelder, 53. 
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CHAPTER 3 

MINISTRY CONTEXT 

 Augusta Road Baptist Church has served as a community of faith in Greenville, 

South Carolina for ninety-five years. Based on my experience over the last six years that I 

have served as the congregation’s pastor, I have found the following to be an appropriate 

description of the congregation, as best I can determine a consensus. On the whole the 

congregation is moderate in its theology, most closely aligning with the Cooperative 

Baptist Fellowship. The church defines “moderate” to mean that those who participate 

within the life of the congregation are varied in their theological perspectives and 

backgrounds. Some members of the congregation hold a very conservative biblical and 

theological perspective, while others hold much more progressive stances of biblical 

interpretation and social issues. The majority of the congregation grew up within the 

Baptist tradition of the Christian church, being baptized by immersion after making a 

public profession of faith. An increasing number, however, come from different 

denominational traditions, mostly mainline Protestant, with a few who grew up in the 

Catholic Church. The congregation holds to Baptist traditions of soul freedom, the 

priesthood of all believers, local church autonomy, and the separation of church and state. 

The presence of those who grew up in traditions other than Baptists also contributes to a 

worship and fellowship congregational life with an ecumenical feel. The church values its 

diversity of theological perspectives, finding a deeper sense of faith and communion with 

one another when all voices are represented in worship, study, and in making important 
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decisions in congregational life. The members of the church consider themselves open to 

all. They believe they provide a place where people of all walks of Christian life, and 

those who are simply seeking to understand the Christian faith, can find a home within 

the fellowship of ARBC. 

History and Contextual Change 

 In the early 1920s, members of Pendleton Street Baptist Church and Greenville’s 

First Baptist Church began meeting around the vision of a Baptist church in the Augusta 

Road area of Greenville, South Carolina. At the time, the area was very rural, mostly 

farmland. Augusta Road and Jones Avenue, the intersection where the church sits, served 

primarily as routes for farmers to take their goods to the markets in town, and for the 

city’s textile mills to transport their goods to other parts of the state. In 1924 the 

partnering congregations organized a Sunday school, and the first pastor was called.  

For ninety-five years the church has ministered at the corner of Jones and 

Augusta, and it has seen vast amounts of change in the neighborhood the congregation 

serves. The Augusta Road neighborhood continues to maintain a distinct identity outside 

of Greenville’s now thriving and ever-changing downtown. Augusta Street, however, is 

now a main artery into and out of the city for those commuting for work each day. It is 

also a prominent route for those coming to take advantage of the city’s entertainment, 

arts, shopping, and dining attractions. With a mix of the Augusta Road business district 

and residential areas that make up its neighborhoods, the Augusta Road area of 

Greenville has become a desirable location for young families, retirees, and everyone in 

between. As Greenville continues to make the lists of the best places to live for every 

stage of life, the Augusta Road area continues to see an increase in population density, as 
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well as property values. Shopping centers continue to be redeveloped to attract new 

businesses. Many of the houses in the neighborhoods around the church campus are 

continuing to be renovated or completely rebuilt.  

The location of the church campus continues to be one of ARBC’s greatest assets. 

The proximity to Greenville’s thriving downtown and the region’s largest hospitals 

ensures that the ARBC weekday ministries remain full. Parents appreciate the proximity 

to work when they need to leave their children for preschool and after school care. ARBC 

also finds itself strategically placed to be at the center of engagement in all facets of 

community life. The church campus sits at the intersection of the residential 

neighborhoods and the thriving Augusta Road business district. It is also in an area that 

could be considered the very center of the bridge from downtown to the Augusta Road 

neighborhood and beyond. In spite of the challenges that come with an aging campus, the 

ARBC congregation has recognized the strategic advantages that its location provides. In 

January of 2020, the congregation reaffirmed its belief that God was continuing to call 

the congregation to make the campus at 1823 Augusta Street the main hub for all of its 

ministry efforts. 

 The city of Greenville sits within the Greenville-Spartanburg-Anderson area of 

the Upstate of South Carolina. It has an estimated population of approximately 70,500. 

The median household income is around $48,000. The median age is thirty-six. Sixty-

three percent of the population is Caucasian. It has an African-American population of 

roughly 30%, and a Hispanic population of 6.8%. The remaining population consists of 

those of Asian, Native American, and Pacific Island decent, as well as those of two or 
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more races. Those below the age of sixty-five make up 85.5% of the population, with 

those over the age of seventy-five making up 6.4% of the overall population.78 

 Augusta Road Baptist Church has always felt a clear sense of calling to be part of 

its community. It has sought to minister to the spiritual, physical, and emotional needs of 

its neighbors. The congregation primarily reflects the racial and socioeconomic makeup 

of those who live, work, and play around it. Its membership is primarily Caucasian and 

middle to upper-middle class. Its members are also envisioning the church’s future in the 

midst of the change it is currently seeing all around it. How can it continue to bear 

witness to Christ in ways that enable it to thrive today and in the future?  

In the last six years the congregational membership and worship attendance has 

remained roughly the same. This is primarily due to the introduction of new younger 

families that have replaced older members who have passed away. There are just over 

150 active participants in the life of the congregation, with another twenty-five that could 

be considered “inactive.” The congregation has lost over fifty of its members in the last 

six years to death, most of whom were senior citizens. Today, however, close to half of 

the congregation is made up of families with preschool, elementary school, and teenage 

children.  

New younger families have brought a sense of revitalization to the life of the 

congregation in the midst of dramatic change. Still, the question before the congregation 

now is how it can leverage its best self to meet the challenges of ministering to an ever-

changing context that is growing increasingly resistant to models of church considered 

	
78 ESRI Market Profile, Greenville, SC, 
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c.pdf (accessed February 4, 2020). 
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“traditional.” The congregation continues to need energetic volunteers to support its 

ministries. The younger members are often called upon to fill the gaps left by older 

members who feel as though they can no longer serve in the same ways they once did. 

This is leading to volunteer burn out, and the congregation is being forced to ask if older 

models of doing church can be adapted to more adequately address the needs and 

challenges of an increasingly postmodern and urban context. 

In addition to the congregational ministries of ARBC, the church has a preschool 

ministry that serves ninety-five children and their families. It also has an after school 

ministry that serves approximately 100 elementary and middle school students and their 

families. This ministry transitions into a summer camp when school lets out and serves 

150 children. The church also opens its campus to community groups like Alcoholics 

Anonymous and neighborhood associations from the Augusta Road area. It serves as a 

polling place during election seasons. While the church was first planted as a 

congregation, these other ministry opportunities remain the church’s strongest connection 

to its community.  

Congregational Conflict 

 In January of 2014 I was called to serve as Augusta Road Baptist Church’s Senior 

Pastor. In this role I hold traditional responsibilities of preaching, worship planning and 

leadership, teaching weekly Bible studies, and offering pastoral care. I also oversee all 

members of the ministerial staff and program directors. I serve as the church’s chief 

administrator, working closely with the ARBC deacons and Administrative Team. Most 

pertinent to this project, it is my responsibility to lead ARBC’s congregation and program 
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staff to achieve the church’s vision initiatives of Radical Hospitality, Transformative 

Relationships, Engaging Worship, and Faithful Service. 

At the beginning of my tenure the church was emerging out of a two-and-a-half-

year intentional interim process that followed a series of conflicts that left the church in 

turmoil. In 1993 the then senior pastor, who was much beloved by the congregation and 

the community, retired after a thriving thirty-three-year tenure. The following years saw 

the church struggle with its identity and leadership. Both of the pastors that served the 

church between 1993 and 2011 resigned in the midst of some form of conflict. The first 

sought to move the church from a traditional program model to one with a deeper 

missional focus. The congregation seemed to interpret this move as giving too little 

attention to the pastoral needs of the congregation, and focusing too specifically on the 

needs of the community at large. The second and most recent serious pastoral conflict 

involved a leadership battle between the senior pastor and the associate pastor. Factions 

within the staff and congregation developed around both ministers. In 2011 almost the 

entire ministerial staff resigned. As a result, the congregation also lost around one third of 

its active membership in a “church split.”  

The intentional interim process led the members of the congregation who 

remained to a place of much needed healing. It gave the congregation an opportunity to 

reclaim a sense of love for each other, for the church, and for their collective ministry. 

The church has sought to maintain stability, allow for the congregation to be its most 

authentic self, and grow organically. 
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A New Vision 

 Since 2014 ARBC has maintained healthy communion. The congregation has 

continued to clarify the church’s identity, as well as its mission. The church also 

continues to be challenged by an aging campus, and traditional church programs with far 

less in attendance then previous decades. The lives of those who are part of ARBC, as 

well as those in the wider community, have also changed. Their work and family 

schedules no longer allow for church attendance to be the top priority in their lives. 

Active church attendance no longer looks like it once did. Families are constantly on the 

go. ARBC continues to operate out of a church model developed in the example of early 

twentieth century corporate organizations. It tries to maintain this model within a twenty-

first century postmodern context in ways that are no longer sustainable. In order for 

ARBC and churches like it to thrive within a twenty-first century context, adaptation will 

be necessary.  

 In order to approach the needed change, the congregation elected to enter a vision 

process in 2017 to determine how it might understand its unique identity and ministry 

calling within the wider work of the kingdom of God. The congregation used an 

Appreciative Inquiry approach to identify the times in its history and in the life of its 

members in which it has been the best representation of what it was called to be as a 

church. The hope is that ARBC will be able to use aspects of congregational life that 

have always been at the heart of the church and bring them forward into a new day. 

Through this process, the church identified current ministry assets and challenges, and 

sought to dream “God-sized Dreams” about the future. At the conclusion of the vision 

process, the congregation had discerned a sense of its unique identity and mission as part 
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of the Body of Christ in the Augusta Road neighborhood of Greenville, as well as the 

ministry initiatives that will shape its future vision. This vision centers around four key 

initiatives: Radical Hospitality, Transformative Relationships, Engaging Worship, and 

Faithful Service.  

 With these vision initiatives in mind, the congregation is now in the process of 

determining how to move forward into a thriving future. It is assessing its current 

operations and ministries in relation to these four vision initiatives to determine what 

changes must be made to enable the congregation to achieve this future vision in the next 

three to five years. It is discerning what adaptations will be necessary in order to close the 

gaps between the values it expresses and the reality it is currently living. 

Loss of Institutional Memory 

 In order to fully comprehend the nature of the current moment in the life of 

Augusta Road Baptist Church, one must understand the desire to envision and work for 

the congregation’s future. One must also understand the impact of a season of 

congregational loss. Included among the fifty church members that have passed away 

since 2014 were four men who were instrumental in executing the ministries of the 

church. Each death came as a shock to the congregation. Each was the loss of a beloved 

brother in Christ. These men also played crucial roles in maintaining the traditions and 

programs of the church and its ministries. Their passing in 2017 and 2018 represented a 

significant shift in congregational life at ARBC that caused many adaptive challenges to 

rise to the surface. Not only was there a clear sense of shock and grief, but there was 

great concern about how the congregation was going to operate without these four men at 

the heart of the ministry.  
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The first death came in June of 2017, as a man who had been part of the church 

for decades died at the conclusion of a long battle with cancer. He sang in the choir, 

served as church treasurer, and, most importantly, was one of the few people that cooked 

the Wednesday mid-week fellowship meals. He had given his time and energy to 

ensuring the work of the church was done in ways that few seem able today. The second 

was the church’s pastor emeritus who passed away in July of 2017. He was a beloved 

pastoral presence for fifty-six years, and the identity of the church had been built around 

him. Third, was a man who passed away in July of 2018. He had overseen or was 

involved in the construction or maintenance of almost the entire church campus. Even in 

his early nineties, he came to the church at seven o’clock each Sunday morning to ensure 

that the air or heat was working properly, and that the building was prepared for those 

who would gather for worship. Since his passing, however, the lay leadership who are 

tasked with overseeing the maintenance of the facilities have realized that the church has 

maintained a strategy focused on fixing immediate problems, but a longer-term view is 

needed for the future. Finally, a man passed away in September of 2018 whom many 

described as the life-blood or heartbeat of the church. He set the tone of loving hospitality 

that so many felt when they interacted with the congregation. Congregational meals that 

he strategically developed kept the church together in its most trying times. Perhaps most 

significant of all, this gentleman was one of the most energetic participants in the most 

recent vision process.  

 The death of these four men has dramatically altered the life of the congregation. 

Two represent the loss of a deep sense of institutional memory, maintaining a way of 

being church that seems to have waning relevance in a twenty-first century postmodern 
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context. All four of these men maintained a sense of the way the working life of the 

church was conducted. Whether fellowship and hospitality, or building maintenance and 

pastoral leadership, the church depended upon these four men for much of the work and 

leadership the ministries have historically required. Determining how to move forward 

without them has presented an adaptive challenge. The loss of institutional memory, 

waning participation in the non-worship aspects of congregational life, and a changing 

cultural context are going to require the development of a sense of adaptive capacity 

within the congregation of Augusta Road Baptist Church. 

Adaptive Leadership Theory as a Framework for Vision Implementation 

 This project was designed to enable Augusta Road Baptist Church to live into the 

adaptive moment it currently faces, and to develop the capacity to thrive in the future. As 

the pastoral leader tasked with ensuring the church achieves its adopted vision initiatives, 

I set out to equip the members of the ARBC Vision Implementation Teams (VITs) with a 

working knowledge of the principles of Adaptive Leadership Theory. I wanted to test its 

impact on designing interventions that would lead ARBC into a thriving future. This 

included introducing the concepts of a) knowing and diagnosing the difference between 

technical and adaptive challenges, b) diagnosing the political landscape within the life of 

the church to know what people and groups will be impacted by proposed changes, c) 

embracing qualities of adaptive organizations, d) making interpretations as to why older 

ways of operating no longer seem to address current congregational needs, and e) 

designing effective interventions to address needed adaptations.  

The driving question behind this project was whether or not an Adaptive 

Leadership process would help participants effectively develop appropriate interventions 
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to address the challenges facing the congregation. Could participants see the connection 

between adaptive work and the discernment process for understanding and following the 

leadership of the Holy Spirit as it pertains to the church’s work to achieve the 

implementation of its vision initiatives? Would they feel hopeful about the church’s 

future when the process concluded? It was designed to test the understanding among VIT 

members of the principles of adaptive work as they put them into practice in the 

beginning stages of the implementation process. It required them to use this knowledge to 

develop interventions that will enable the church to successfully achieve its vision. 

 Adaptive Leadership Theory (ALT) was first developed by Ronald Heifetz, and 

presented in his book, Leadership Without Easy Answers. His purpose in developing his 

theory was to put forth a way of leading change that enables people to handle the tough 

challenges that so often come their way. Often these challenges move beyond the answers 

that traditional avenues of authority, expertise, and technical ability provide. His work 

moves beyond simply allowing an organization to survive within a changing context. It is 

meant to enable an organization to thrive in the midst of change by closing the gap 

between the values it proclaims that represent thriving and the reality it currently lives. 

This is particularly important for times of organizational uncertainty and crises of 

identity. It requires one to “sift through the wisdom and know-how of their heritage, to 

take the best from their histories, leave behind lessons that no longer serve them, and 

innovate…for the sake of preserving the values and competence they find most essential 

and precious.”79  

	
79 Ronald Heifetz, Alexander Grashow, and Marty Linsky, The Practice of Adaptive 

Leadership: Tools and Tactics for Changing Your Organization and the World (Boston: 
Harvard Business Press, 2009), 2. 
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Finding its roots in evolutionary biology, ALT seeks to preserve what DNA is 

essential for organizational survival, let go of what DNA no longer meets current needs, 

and create new organizational DNA that enables it to flourish in challenging 

environments.80 Such is the case for Augusta Road Baptist Church, as it has identified the 

aspects of its ministries that have enabled it to be its best self. The congregation 

recognizes the institutional change that comes when those who have carried the ministries 

for decades are no longer present. It is seeking to live into a new and innovative vision 

for the future as the congregation and context in which it ministers continue to change. 

 The first aspect of the ALT process requires recognizing and understanding the 

difference between technical and adaptive challenges. Technical challenges can be met 

with technical answers. In these cases, the organization has the proper resources of 

expertise, talent, finances, etc., to bring forth a solution that will meet the needs presented 

by the current challenge. One knows that an adaptive challenge has arisen, however, 

when technical answers are no longer sufficient.81 Many churches recognize this when 

they meet new challenges, most notably decline in participation, and when the same 

programs they have always tried in the past no longer solve the perceived problem. They 

try to work harder to raise the level of excellence of what they currently offer, but it does 

not yield the desired results. They look back to the glory days and try to reinstitute 

programs and initiatives that once thrived, but that fail in the current time. They try to 

change staff members in hopes that a different expert with different ideas will be able to 

reignite the ministry, but the new staff members face the same challenges. They look to 

	
80 Ibid., 14. 
81 Ronald Heifetz, Leadership Without Easy Answers (Cambridge: Harvard 

University Press, 1994), 8. 
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other churches that they see as successful, and they try to recreate what they are doing in 

their church’s context, only to find that it does not fit with the core identity and calling of 

their church. When all of these strategies run out, these churches realize that a different 

type of thinking and change is needed. 

Adaptive challenges, those challenges that present a gap between proclaimed 

values and lived reality, “require experiments, new discoveries, and adjustments from 

numerous places in the organization or community…Without learning new ways—

changing attitudes, values, and behaviors—people cannot make the adaptive leap 

necessary to thrive in the new environment.”82 In order to diagnose if the problems that 

an organization is having are technical or adaptive, Heifetz calls for what he describes as 

“getting on the balcony.” He uses the metaphor of a dance. With the music playing and 

everyone dancing around on the dance floor, one cannot accurately pick out the different 

patterns and movements at work. One also cannot recognize the part that one plays in 

what is taking place on the dance floor while in the midst of the dance. Heifetz says that 

one must get to a higher vantage point. One must get “on the balcony,” so to speak, so 

that one can look back down onto the dance floor and see what is truly taking place.83 

From that place of observation one can ask questions about the nature of the patterns and 

challenges facing the organization.  

As stated in Chapter Two, for congregations this is an aspect of spiritual 

discernment. Churches can ask where God may be at work in the disruption they are 

feeling, and where might the Holy Spirit be leading them. Are there problems that are 

	
82 Ronald Heifetz and Marty Linsky, Leadership on the Line: Staying Alive Through 

the Dangers of Change (Boston: Harvard Business Review Press, 2017), 13. 
83 Heifetz, Leadership Without Easy Answers, 87. 
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presented within the life of the church clear, with clear-cut solutions? Are there 

challenges that can be defined, but no clear solution can be found? Are there challenges 

that can be recognized, but cannot be clearly named, and as a result one cannot begin to 

form a response or solution?84 As Heifetz asks, “Does making progress on this problem 

require changes in people’s values, attitudes, or habits of behavior?”85 If so, then no 

technical solution will be sufficient. Heifetz suggests an adaptive approach. 

 In the case of this project, the congregation has naturally been led to a “balcony” 

position. The church’s vision initiatives of Radical Hospitality, Transformative 

Relationships, Engaging Worship, and Faithful Service have been named and described. 

The process of assessing the current ministries in relation to these initiatives has given the 

congregation an opportunity to see and name the patterns that have emerged in 

congregational life, what challenges lie ahead, and where the specific gaps are between 

the values expressed in the vision initiatives and the way the congregation lives out its 

ministry. Specifically, the members of the ARBC VITs have looked at four areas of 

church life: facilities, finances, staffing, and structures, as they pertain to the four vision 

initiatives. They have asked what changes in congregational behaviors and patterns need 

to be made so that the church can achieve its vision. They have named problems that are 

purely technical and only require specific resources and expertise. Most importantly, 

through the course of this project they have named adaptive challenges that are forcing 

the congregation to rethink how it does its ministry if it is going to thrive and achieve its 

stated vision. 

	
84 Ibid., 75. 
85 Ibid., 87. 
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  Heifetz calls for those involved in adaptive change to form what he calls a 

“holding environment.” This concept, he says, “originated in psychoanalysis to describe 

the relationship between the therapist and the patient. The therapist ‘holds’ the patient in 

a process of developmental learning in a way that has some similarities to the way a 

mother and father hold their newborn and maturing children.”86 The holding environment 

is where the adaptive work is done. For each individual challenge and intervention, a 

holding environment is created to contain the tension and disequilibrium the work brings 

forth.  

The metaphor Heifetz works with most closely is that of a pressure cooker. He 

says, “As one would use a pressure cooker, turning the heat up but keeping it within the 

carrying capacity of the vessel (its walls and relief valve),” one holds the tension and 

stress of the adaptive work.87 In order for people to change, there must be a certain 

amount of urgency, or tension, or “heat.” Too much heat, he says, and they will become 

overwhelmed, and the change process may very well prove to be destructive to the 

organization. Too little urgency, tension, or “heat,” and nothing will change, leaving the 

organization with the risk of continued ineffectiveness.  

In the case of this project, the meetings of the project participants created the first 

holding environments for diagnosing adaptive change needs, as well as creating adaptive 

capacity within the participants. Furthermore, each intervention or experiment proposed 

by the teams required creating holding environments within the life of the congregation 

to spread the adaptive capacity beyond the program participants to the rest of the 

congregation. The congregation itself is a holding environment as well, as one recognizes 

	
86 Ibid., 104. 
87 Ibid., 85. 
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the integrated nature of the systems and people at play within the fellowship. Turning up 

the heat in one area often impacts life in another area of the church. 

 The holding environment needs to consist of different people that represent 

different factions and loyalties within the organization. Heifetz says that each person 

comes representing his or her own loyalties to different people or groups within the 

organization. They may each represent a different way of thinking. He says,  

In essence, one wishes to form a new coalition with these people, where the 
coalition entity has a purpose that redirects the previous purposes of the parent 
organization. If successful, then the coalition will achieve a self-perceived 
boundary of identity and a cohesion of self-interest. That is the beginning. Then, 
each representative must lead his or her own faction in its own process of 
incorporating what the representatives learned in the coalition.88 
 

 For the purposes of this project, the project participants span a wide spectrum 

across the life of Augusta Road Baptist Church. Some are relatively new members of the 

congregation. Some have been part of the church since they were born. Some are part of 

the “builder” generation. Some are part of the younger emerging generations. Some of 

the participants are more conservative in their political and theological perspective. Some 

are more progressive. Some have children involved in the ministries of the church. Some 

do not. By coming together, they each bring their own agendas, desires, and 

constituencies in a hope to move toward a common purpose. 

 As the project participants determined areas of needed adaptation, they were also 

asked to determine the “ripeness” of each issue. Heifetz describes the ripeness of an issue 

to be the degree of urgency that a challenge presents in the life of those involved. He 

says, “The central questions is: Has the issue fastened in people’s minds?”89 The first 

	
88 Ibid., 119. 
89 Ibid., 116. 
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interventions were chosen both because they are the most natural starting point for their 

team’s work, and because the team determined it was the most urgent issue that would 

have the most impact on the rest of the work to achieve their assigned vision initiative. 

Even this is a Spirit-led process, as they recognize the first step toward achieving the 

vision God has granted the church. They also attempted to determine the losses, 

perceived or real, presented with each possible change their interventions require.90 It is 

this sense of loss or competing values that often leads to the greatest resistance to any 

proposed change.  

Ronald Heifetz, Alexander Grashow, and Marty Linsky offer helpful resources to 

this project, and others like it, in their book, The Practice of Adaptive Leadership: Tools 

and Tactics for Changing Your Organization and the World. In particular, they present 

two tables that proved essential to this vision implementation process. The first asks the 

project participants to name all stakeholders involved in an issue or intervention, how 

they relate to it, what that stakeholder’s preferred outcome would be, what that 

stakeholder’s noblest values are, what loyalties they have, and what potential losses they 

will feel.91 The second helpful table in The Practice of Adaptive Leadership asks 

participants to present and name an adaptive change initiative, and then to identify allies, 

opponents, senior authorities, casualties, and dissenters for this specific change. Each of 

these groups represents congregation members on the spectrum of responses to the 

proposed intervention.92 

	
90 Ibid., 236. 
91 Heifetz, Grashow, and Linsky, The Practice of Adaptive Leadership, 100. 
92 Ibid., 147-148. 
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 Finally, the project participants were asked to begin developing a timeline for 

addressing the challenges presented by the ARBC Vision and their proposed 

interventions. By determining which intervention to address first, participants were 

brought into the process of regulating the heat within the holding environment of the 

congregation. They also became part of what Heifetz calls “pacing the change,” which is 

crucial to ensuring the temperature within the holding environment stays at what he calls 

“the productive zone of disequilibrium (PZD): enough heat generated by your 

intervention to gain attention, engagement, and forward motion, but not so much that the 

organization (or your part of it) explodes.93 

 For change to be adaptive, Heifetz says, the work must be given back to the 

people. That is one of the reasons this approach is conducive to congregational life, 

particularly in the Baptist tradition. The challenges facing Augusta Road Baptist Church 

are not challenges that traditional authority figures or experts, as ministerial staff 

members are often seen, can address. These changes will need to be made within the 

hearts and minds of the members of the congregation. The vision for the future of the 

church is not for the ministers and lay leaders alone. It is for the congregation as a whole. 

Each change intervention or experiment proposed will enable the members of Augusta 

Road Baptist Church to collectively move closer to reaching the vision. The change will 

then be worth the sacrifice and pain, as it will lead the congregation into a better future in 

which it can thrive in its context.94 

 

 

	
93 Ibid., 29. 
94 Heifetz and Linsky, Leadership On the Line, 94. 
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Project Methodology 

 This project was designed in the pattern of qualitative research to explore the case 

study of the application of Adaptive Leadership Theory to the vision implementation 

process at Augusta Road Baptist church. With the purpose of testing the impact of the 

principles of Adaptive Leadership Theory on the vision implementation process at 

Augusta Road Baptist Church, I first needed to pull together Vision Implementation 

Teams (VITs). The goal was to pull together teams of four to five people to begin 

implementation work around each of the church’s identified vision initiatives. I 

determined that it would be most appropriate to utilize members of the congregation who 

were already established with congregational leadership positions, or who have only 

recently concluded a term of leadership. These individuals would have keen 

understanding of the challenges facing the congregation, and a recognition of the 

necessity to move forward in a productive way that enables the congregation to continue 

its important work.  

 An invitation letter, informed consent document, and opening survey were sent to 

thirty-four leaders at ARBC inviting them to be part of this project. Those invited 

included ministerial staff, the preschool director, current and recent deacons, current and 

recent members of the church’s Administrative Team, current and recent coordinators for 

established ministry areas in the life of the church, and members of the church’s Vision 

Team who were involved in the original vision process in 2017. Out of these thirty-four 

individuals, sixteen agreed to participate in this project. Most of those who declined were 

very interested in the process, but did not feel that they could commit the time and energy 

necessary to see it through. Each of those who agreed to participate in the project were 
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asked to choose the two vision initiatives they were most interested in working on with 

the hope of being able to place everyone in a team focused on one of their desired areas. 

They were then divided into teams of four, with each team concentrating on a single 

initiative.  

Opening Survey 

 The first step in the project was to take stock of the familiarity that each 

participant had with the principles of Adaptive Leadership Theory, as well as how 

adaptive, if at all, they believed the congregation was. An opening survey was sent to the 

participants digitally through the church website. It was also emailed in a Word document 

form so that it could be filled out digitally or printed off and filled out by hand. These 

surveys were collected as part of the project’s orientation process. 

Orientation Sessions 

 Next, the participants were invited to participate in an orientation session. Due to 

the schedules of the participants, two orientation sessions needed to be held to ensure that 

everyone received the same material. Each orientation session was held in the church 

fellowship hall with participants sitting at round tables with material projected on a 

screen. The orientation session began with a recap of the congregation’s previous vision 

work, and the recognition of the loss and grief of those individuals at the heart of the 

congregation that caused the process to be interrupted. Second, the participants were 

given an overview of the principles of Adaptive Leadership Theory. Third, they were 

presented with a brief discussion of adaptive moments in the book of Acts in order to 

help participants begin to recognize adaptive work in the life of the church as Spirit-led 

work. Fourth, we discussed the ways that the principles of ALT would begin to be 
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applied to the challenges facing the congregation, beginning to process which of the 

church’s challenges were technical, and which were adaptive in nature.  

The Power Point presented at the orientation sessions was emailed to the 

participants so that they would be able to refer to it throughout the process. They were 

also given a packet of information to take with them that included a summary of the 

results of the congregation’s vision work, a glossary of terms that would make up the 

vocabulary of adaptive work they would need to know throughout the process, as well as 

charts and worksheets that would facilitate the process of analyzing the challenges facing 

the congregation and designing interventions to address them. Since the first part of each 

VITs work would include analyzing the facilities, finances, staffing, and structures 

already present in ARBC life, the packet also included a chart of the congregation’s team 

structure, a copy of the church’s 2019 budget, and a campus map. Finally, the packet 

included a bibliography of resources on Adaptive Leadership and Spirit-driven for 

participants to explore on their own. 

Vision Implementation Team Meetings 

 Once each of the project participants had taken part in an orientation process, each 

of the VITs scheduled its first meeting. Each team held three separate meetings as 

individual VITs, for a total of twelve meetings after the initial orientation meetings. Each 

VIT meeting was held in the same church Bible study rooms around a long boardroom 

table with plenty of space to work.  

The first meeting started with a review of that team’s vision initiative and the 

work done by the original vision team to develop the initiative itself. We reviewed key 

objectives that the vision team discerned would be realized once the vision initiative was 
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achieved, and first step action plans that the congregation might embrace as it began 

working toward implementation. The teams were then tasked with taking all of this 

information and dreaming five years from that current moment to discern what they 

would see in the life of the church if their vision initiatives were achieved. In line with 

the Adaptive Leadership process they were then asked to offer internal and external 

challenges they saw as standing in the way of achieving the vision implementation. They 

were also asked to consider what areas of church life that would be touched by their 

vision initiative might be considered essential, which were expendable, and where there 

might be opportunities for innovation. Finally, they were asked to look at all that the 

congregation does from the four lenses of finances, facilities, staffing, and structures, and 

determine what about current ARBC life serves to support the congregation’s vision 

initiative, and what stands as an obstacle to vision implementation. After the meeting, a 

recap document was sent to each team via email so that they would be able to recall the 

work that was completed in each step of the process. 

 The goal of the second VIT meeting was to determine which of the challenges 

presented in the first meeting were technical in nature, and which were adaptive. A 

definition of both technical problems and adaptive challenges was displayed on the wall 

to keep these ideas in the forefront of the minds of the participants. The teams were then 

asked to review the analysis work from the previous meeting in order to determine what 

they envisioned five years in the future and the obstacles presented by current 

congregational life presented technical problems, and which presented adaptive 

challenges. As we read through each section of the recap, I recorded lists of which issues 

they believed fell into each of the two categories. At the conclusion of the meeting the 
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team members were asked to express which of the adaptive challenges they had identified 

was most intriguing to them. Was there one they felt was most important to work on first, 

so that in the third meeting we could begin designing an intervention that would allow the 

congregation to begin working to achieve the church’s vision? 

 In third VIT meeting the teams began designing their first interventions. At the 

beginning of the meeting we reviewed the list of adaptive challenges identified in 

meeting two, and came to agreement on which challenge or challenges they felt led to 

work on first. Moving through the adaptive leadership process, the teams were then 

invited to make observations about how their chosen adaptive challenge manifests itself 

in the life of the church. Where possible they offered interpretations as to why that was a 

challenge for the congregation. When necessary because of the nature of the challenge or 

the nature of the vision initiative, the teams came up with appropriate definitions that 

would guide them throughout the rest of the process. Finally, the teams came up with a 

list of learnings around their vision initiative and chosen adaptive challenges that might 

guide in the development of the intervention. 

Finally, the teams moved to the intervention design phase. They began by taking 

their chosen adaptive challenge, and the list of observations they had made, and they 

came up with a hypothesis. Essentially, they were tasked with coming up with one thing 

that the congregation could do that would enable them to overcome the obstacles to 

thriving presented in their vision initiative area. They were then asked to come up with an 

experiment, an intervention, that would allow them to test their hypothesis. They 

determined what would be done, who would be involved with the intervention, where it 

would take place, how it would happen, and, if possible, when. In the final step of the 
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intervention design stage they came up with a list of possible stakeholders who might be 

impacted by the intervention, those who would serve as allies to the process, those who 

might serve as opponents, and any person, group, or aspect of ARBC life that might 

somehow be lost as a casualty to this process. 

Spiritual Reflections 

In order to ensure that the project participants were given the opportunity to 

reflect on the Spirit-led nature of adaptive work, each participant was given a set of ten 

spiritual reflections. Each reflection was brief, at most a little over five hundred words in 

length, and included a biblical text, and a term associated with adaptive work. Each term 

was chosen because of its connection to the spiritual work of the text, and the definition 

of each term could be found in the glossary offered to the participants in the packed they 

received at the beginning of the project. The reflections offered thoughts on the assigned 

biblical text, a connection between the text and Spirit-led adaptive work as described by 

the Adaptive Leadership Theory principle, and reflection questions on the application of 

this connection to individual and corporate church life. 

Closing Survey 

At the conclusion of the project, each participant was invited to take part in a 

closing survey. This survey asked about their assessment of how they grew in adaptive 

capacity in their personal lives as a result of learning about Adaptive Leadership Theory 

and putting it into practice in the vision implementation process. They were also asked a 

series of questions to determine the effectiveness of Adaptive Leadership Theory in 

facilitating the implementation process. Finally, they were asked a series of questions on 
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how the process impacted them in their relationship to their church and their 

understanding of the Holy Spirit’s role in leading the church into the future. 

Evaluation 

 As the pastor, and project coordinator, it was necessary for me to play an active 

role throughout the project. To that end, throughout the course of this project I served as a 

participant-observer. As the pastor of Augusta Road Baptist Church, I have served as the 

initiator of each part of the church’s vision process. During the orientation process I 

delivered the information on the principles of Adaptive Leadership Theory, and not only 

facilitated the discussion process, but shed light on where I saw adaptive moments in the 

life of the congregation. During each of the twelve Vision Implementation Team 

meetings I played the role of coach or consultant. It was my job to keep each team on 

track with the process. It was necessary to add clarification when the team presented 

technical solutions that were not in line with adaptive challenges, and to continue to 

direct the teams back to the vision initiative for clear guidance throughout the process. 

During each step of the process I sought to observe the teams at work, looking for places 

where participants seemed confused or frustrated. I watched for revelations and moments 

when the process clicked. I looked for expressions of excitement and hope toward the 

future. As the project coordinator, I also processed the survey responses offered by each 

project participant. It is to the findings of the project that I now turn. 
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CHAPTER 4 

THE PROJECT 

 In the first three chapters of this thesis I have argued that the nature of the post-

Christendom world has meant that the church in America has lost its place in society and 

culture. If the church is to understand its place in the midst of what it might consider a 

time of disruption, it must return to an understanding of the Holy Spirit’s work within 

congregational life. I have also argued that Augusta Road Baptist Church finds itself in 

the midst of an adaptive moment. In spite of the disruption that occurred in 

congregational life with the season of losses in key leadership, there is much to celebrate 

and build on in the fact that ARBC has been able to clearly articulate a new vision for the 

future. Naming and defining vision initiatives toward which to work has brought ARBC 

to a place where it is able to ask what adaptations need to be made to close the gaps 

between the values expressed by the ARBC vision initiatives, and the reality the church is 

currently living so that it can thrive in the future God was designing for it. I now turn to a 

description of the work completed by the ARBC Vision Implementation Teams as they 

moved through an Adaptive Leadership Process. I also offer my reflections on the 

process as a participant-observer in order to express the findings I gleaned through my 

work project coordinator. 

Participants 

 As stated in Chapter Three, sixteen of ARBC’s key leaders agreed to be part of 

this project. The participants were evenly split between the sexes, with eight females and 
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eight males. They were divided into four VITs comprised of four people on each team. 

Each team was made up of two females and two males. The average length of time in 

which the project participants had been involved in congregational life at ARBC was 

twenty years. The participants hold many different leadership positions at ARBC, 

including deacons, administrative team members, ministry coordinators, members of the 

original vision team, and lay members who had recently ended a term of service. Several 

participants serve in more than one capacity. These were individuals who had shown 

deep commitment to the congregation. They had also shown interest and concern in the 

church’s ability to address the challenges in front of it. Many had been part of previous 

vision and planning processes at ARBC and with other congregations. This experience of 

what had worked or not worked well in the past would enable them to determine if an 

Adaptive Leadership process was more or less helpful in achieving the needed results 

than other process with which they had experience. 

Opening Survey Results 

 As the process began, each participant was asked to fill out an opening survey. 

This survey was initiated to gain an understanding of how the project participants had 

experienced change in congregational life at ARBC, as well as how they perceived these 

changes were received by the church membership as a whole. Included within the survey 

was an assessment based on the adaptability survey developed by Cambridge Leadership 

Associates, founded by Ronald Heifetz and Marty Linsky, whose extensive work in the 

area of adaptive change and leadership shaped much of the background for this project. 

This assessment is designed to allow the participants to give a quick reflective assessment 
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of their own adaptive capacity.95 Finally, the opening survey included an assessment 

taken from The Practice of Adaptive Leadership: Tools and Tactics for Changing Your 

Organization and the World, written by Ronald Heifetz, Alexander Grashow, and Marty 

Linsky. This assessment listed principles involved in the practice of ALT. It gave a 

definition of how one might see each principle expressed within the life of an 

organization, and asked the participants to rate on a scale from one to ten how they felt 

the congregation measured up to that principle.96 These assessments were made available 

to participants in digital and print formats, and they were asked to return their responses 

before the beginning of the orientation session. 

As anticipated, those participants whose relationship with the church had existed 

for decades expressed that they had seen great amounts of change at ARBC. Even those 

who have only been associated with the congregation for less than five years recognized 

that change has been a regular part of ARBC life. The most significant changes included 

staff turnover, congregational conflict, integration of women into ministry leadership, 

denominational change, the loss of older members, especially the shocking loss that came 

with the passing of key lay leaders. There was significant indication that the stories of 

change, especially issues of conflict and membership loss, were still impacting many 

members today.  

Those who had seen significant amounts of change at ARBC indicated feelings 

that some of the changes had been handled in positive and constructive ways, while 

	
95 Cambridge Leadership Associates, online: https://cambridge-

leadership.com/how-adaptable-are-you/ (accessed May 3, 2019).  
96 Ronald Heifetz, Alexander Grashow, and Marty Linsky. The Practice of Adaptive 

Leadership: Tools and Tactics for Changing Your Organization and the World. Boston: 
Harvard Business Review Press, 2009, p. 108. 
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others had not. Often the congregation was informed, but changes were left to church 

leadership. When the most significant changes arose, they often led to conflict. The 

conflict then led to members choosing to leave instead of working for reconciliation or 

unification. In the wake of these departures, those who remained behind simply worked 

harder to maintain what they had and continue what they were doing.  

Given my argument as outlined in Chapter Two that the Holy Spirit can, and often 

is, the agent of change within the life of the church, it was necessary to ask project 

participants where they had recognized the Holy Spirit at work in moments of change at 

ARBC. Some recognized a general sense of the Spirit’s work in every aspect of life at 

ARBC, specifically in times of worship, study, prayer, and on spiritual retreats. Some, 

recognized the Spirit’s work in leading the congregation to come together for a common 

purpose and goal, specifically to reach out and bless the community outside of the 

church’s doors. Interestingly, four different responses indicated feelings that the Spirit 

was specifically at work when the congregation had been led outside of its comfort zone 

to minister in ways that were not familiar, and among people with whom they were not 

familiar. Participants also reported feeling a sense of the Holy Spirit’s work in moments 

of change, particularly when that change led to a new direction. These included clarifying 

the congregation’s vision, searching for and preparing to welcome new ministers, and the 

reemergence of children within the congregation. These responses seemed to show an 

inherent awareness of the Spirit’s work in moments of disruption and change even before 

the project began. 

While the opening survey results indicated an inherent awareness of the Spirit at 

work in change and disruption, the problems the participants named focused primarily on 
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practical aspects of church life. The most pressing concerns did not seem to focus on 

church vision, but on a lack of membership and critical mass to address problems with 

aging facilities and strained finances. These survey responses gave an early indication 

that these leaders were more preoccupied with technical problems than adaptive 

challenges, and would need to be led to focus on the gaps between the vision initiatives 

and the current reality. Would this process enable these leaders to find encouragement 

and hope through that if ARBC lives into its vision initiatives, these other challenges can 

be addressed as well?  

In addition to the problems listed above, there were other challenges named that 

were more adaptive in nature. These challenges present the gap between the values 

expressed by the ARBC vision, and the reality it is currently living. Among these 

responses were concerns over a change in church commitment in attendance and 

volunteering among younger generations. They noted a lack of enthusiasm and energy for 

some elements of church programming due to schedules and resources that are already 

overtaxed. They were concerned over the relevance of the church’s worship style, and its 

ability to reach out to the community outside the church walls when the culture has 

become more divided and less receptive to what churches have to offer. The majority of 

the respondents indicated that there was at least one of these challenges that the 

congregation was not prepared to address. All of this information would provide a good 

baseline for understanding the confidence that an ALT process might bring to the 

participants’ views of the congregation’s ability to meet its challenges. 

When asked to assess their personal adaptive ability the majority indicated a 

willingness to push themselves beyond the status quo, and to regularly take stock of what 
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is essential and expendable in their lives and organizations. One quarter, however, 

indicated that they do not take time to gain perspective, and they are unwilling to raise 

unpopular opinions. Only three participants assessed a developed sense of adaptive 

capacity in themselves in that they act to close the gap between the life they are currently 

living and where they want to be. 

Finally, participants were asked to respond to the table developed by Heifetz, 

Grashow, and Linsky to determine the adaptive capacity of an organization. On average, 

participants rated ARBC above average in its ability to move through adaptive work. On 

average, participants rated ARBC at a 6.12 for recognizing elephants in the room, 7.53 

for sharing responsibility, 7.51 for valuing independent judgement, 6.71 for developing 

leadership capacity, and 6.94 for institutionalized reflection and continuous learning. 

There is certainly room for growth, but these responses showed a surprisingly positive 

feeling about ARBC’s adaptability based the experiences of change noted by the project 

participants.  

The full text and coded results for all surveys used in this project can be found in 

the project appendices. On the whole, the results of the opening survey suggested that 

there were at least some participants who were able to recognize the Spirit’s work in the 

midst of change. Enabling them to determine the difference between technical and 

adaptive work would be important so as not to fall into the same patterns of working 

harder to do what the church has always done in addressing these challenges, and to 

develop Spirit-led interventions that increase adaptive capacity. 
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Orientation Sessions Observations 

 After inviting participants to take part in the project, and after gaining a baseline 

understanding of their experience with change at ARBC, it was necessary for participants 

to be oriented to the principles of ALT. The first challenge was finding a date that would 

work for sixteen participants to meet. While ideally there would have been a single 

orientation date in which all participants could be present, when no single date could be 

found, two dates had to be chosen to allow for everyone to be part of the orientation 

process. Even then, there was one participant who was unable to make an orientation day. 

He was given in print the same information that the rest of the participants were given in 

person. I recognize that it was a sacrifice for participants to give up their time to take part 

in this process, and made every possible arrangement to both achieve the goals of the 

project, and make accommodations for the participants’ needs. 

One weakness to this project is that the process would have benefitted from 

participants being able to spend more time on the orientation process. Attempting to 

deliver information that has been written about extensively in a matter of a few hours can, 

and did, result in information overload. I tried to focus primarily on the principles of ALT 

that would be most applicable to the work of VITs throughout this process. I gave a 

survey overview instead of focusing on in-depth study, believing that the greater learning 

would take place during the smaller group team process. I was also only able to give a 

quick recognition of the Spirit’s work in adaptative moments in life, but later provided 

the participants with spiritual reflections that would address this aspect of the project. 

Had the schedules of the participants allowed, I would have offered a more extensive 
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orientation day or retreat, or broken the material into a series of classes to be taken to lay 

the foundation for the adaptive process. 

Based on the orientation experience, it was apparent that few, if any, of the 

participants had any familiarity with ALT. As I delivered the basic information there 

were many looks of confusion. There were many questions for clarification. Thankfully, 

there were also “Aha!” moments of keen awareness about the moment in which the 

congregation finds itself. I was not surprised that project participants were able to openly 

express fears about the future of the church. This was in keeping with other anxious 

conversations I have had with members of ARBC over the last six years about the 

church’s ability to meet the challenges it faces. Project participants were able to 

recognize the need to take a higher-level perspective, as they “get on the balcony,” to 

diagnose the challenges facing ARBC. There was laughter at the metaphor of a pressure 

cooker, and the recognition of times that the congregation had allowed an urgent moment 

to pass it by, resulting in failure, and the need to raise the urgency on some elements of 

congregational life now so that the congregation would recognize the ripeness of the 

issues at hand. The most notable reactions came when discussing the aspects of loss and 

the recognition of casualties that so often come with adaptive work.  

As participants processed the material, there were raised eyebrows of recognition 

of places of congregational tension and the pain of potential casualties. There were arms 

crossed as they pondered the future impact of this work. There were wary looks at the 

possibility of additional conflict to what had already been too much a part of 

congregational life. In the end, there seemed to be recognition that there would be great 

responsibility placed upon the members of these VITs as they began to work. There was 
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also great potential to enable the congregation to navigate challenges and embrace new 

interventions under the church’s vision initiatives so that they could thrive in the future. 

While the participants were tired at the end of the orientation session, they also appeared 

eager to get to work. 

At the end of the orientation session, each participant was presented with a packet 

to take with them for reference throughout this process. Each packet included the results 

of the original vision process, a glossary of terms pertaining to ALT, and worksheets that 

would enable participants to begin naming technical and adaptive challenges presented 

by their vision initiative. Each participant was also given digital access to the Power 

Point materials presented at the orientation day. This material was meant to continue to 

deepen their understanding as they put the principles into practice. 

Vision Implementation Teams 

 The heart of this project came in the work with each of the four Vision 

Implementation Teams. As previously stated, each of the sixteen project participants was 

placed into a VIT based on their choice or interest in a specific vision area, as well as 

their experience in that area. Each team had two women and two men. When possible, the 

team consisted of those with long connections to the church, as well as those who had 

just recently joined the fellowship. The teams met at various times that worked with each 

group’s schedule. Each team met in the same room, a young adult Sunday school room 

on the ARBC campus. They sat around a large boardroom style table. The members of 

the team sat on one side of the table, and I as facilitator sat on the other side of the table 

so that notes could be taken and recorded on large sheets of white paper stuck to the wall. 
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The set up was to allow for appropriate team discussion, but also to keep the team 

members focused in the same direction.  

Each team was tasked with a single goal which each step of this process was 

meant to enable them to achieve. They were charged with coming up with and designing 

a single intervention to address an adaptive challenge that presented a gap between the 

values expressed in the ARBC vision initiative assigned to their team and the reality the 

church was currently living. The chosen intervention or experiment needed to be a task, 

program, or initiative that could be executed by the members of the congregation because 

it was the congregation’s growth and adaptive capacity that is ultimately at stake. Each 

intervention needed to be designed in such a way that it would effectively test a 

hypothesis within the congregation about what the team believed was needed to lead 

ARBC to more accurately reflect the values expressed by each team’s vision initiative. 

 The teams moved through a process of three meetings. The first two meetings 

were an hour in length. The concise time frame was meant to be respectful of the gift of 

time offered by each participant to this process. It was also meant to ensure that the team 

was focused on following the agenda of each specific meeting, with little time for veering 

off course. The third and final meeting in which the teams would design their 

intervention would necessarily be longer, and so was ninety minutes in length to give 

adequate time to complete the process. 

The First Meeting 

 In the first meeting, each Vision Implementation Team reviewed their assigned 

vision initiative as it was described by the original ARBC Vision Team. The teams also 

reviewed key objectives and action items that were developed during that same process. 
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The teams were then invited to pick up with the vision process right where the original 

team left off. They were asked to describe what they might see as part of ARBC life if 

they were to go to sleep on that night and wake up five years from that moment in 2024 

when ARBC will celebrate its centennial anniversary. The desire was to have the teams 

describe their future church as if it was successful and thriving in accordance with the 

principles of ALT.97  

Once the teams had come up with an expanded version of the thriving vision in 

their initiative area, they were asked to determine what challenges or obstacles were 

currently standing in the way of ARBC realizing this vision. They were then asked to list 

all aspects of ARBC life that could conceivably fall under the category of their vision 

initiative that were essential and expendable, and where there might be room to innovate. 

Finally, the teams were asked to analyze four specific aspects of life at ARBC, including 

facilities, finances, staffing, and structures, and to offer examples of how these areas 

currently offer support to their vision initiative, and what obstacles they present that 

would need to be overcome. 

This discussion proved to be the most natural and free-flowing of all three 

discussions. That was anticipated, given the fact that this was merely the beginning of the 

process, and it required little of the teams as far as applying the principles of the ALT 

process. There was some struggle at times to put concrete thought to some of the vision 

initiative language. As facilitator, I found that in these moments it fell to me to “prime the 

	
97 According to The Practice of Adaptive Leadership: Tools and Tactics for 

Changing Your Organization and the World (p.307), to thrive is defined as, “To live up 
to people’s highest values. Requires adaptive responses that distinguish what’s essential 
from what’s expendable, and innovates so that the social system can bring the best of its 
past into the future.” 
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pump” by offering a possibility or an example of something they might see in 2024, or a 

challenge that needed to be acknowledged to broaden their perspective. I saw this as 

falling well within my role as participant-observer, and was necessary to facilitate the 

process and continue to enhance the participants’ understandings of the ALT principles. 

The majority of each of these initial meetings was reserved for expressing the 

challenges that the participants saw confronting the church. While some of these had 

been listed in the opening survey, it seemed as though many of the participants had been 

waiting for an opportunity to openly express and discuss these challenges. Adaptive 

Leadership puts significant emphasis on naming and dealing with the “elephants in the 

room,” those difficult issues that clearly exist, but are not discussed openly.98 There was 

an almost cathartic feeling in the room when someone expressed a challenge presented in 

a well-established aspect of ARBC life. Some were clearly hesitant to speak at first, for 

fear that there might be others who disagreed with their assessment, or who might be 

offended by what they said. When invited to share, almost every challenge expressed was 

met with agreement by at least one other person. The goal was to allow all challenges to 

be acknowledged, and to then return to the task of recognizing which challenges were 

merely technical in nature in order to allow the teams to focus on the harder adaptive 

challenges in the second meeting. 

The Second Meeting 

The second meetings proved to be more challenging than the first. Each team met 

in the same room as the first meeting. Each meeting again lasted only one hour. This time 

limit allowed the teams to conserve energy and burnout in the process, particularly since 

	
98 Heifetz, Practice of Adaptive Leadership, 304. 
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much of the work was being done during the Christmas holidays, an already extremely 

busy time. It was also to allow the time limit to control and maintain the team’s focus. 

During the second meeting team members were asked to put the first principles of 

ALT into practice. Before the second meeting a recap document detailing the results of 

the first meeting was sent to each team member. These documents can be found in the 

project appendices. With that recap document in hand, the second meeting began by 

reviewing the original vision initiative, the aspects of ARBC life that the teams had 

envisioned in 2024, and each of the challenges that they had named in the first meeting. 

Each team was then asked to determine what challenges, obstacles, or vision objectives 

presented themselves as a technical problem, and which of the challenges presented in the 

2024 vision were adaptive in nature.  

As facilitator, the teams seemed to look to me for more guidance in this meeting 

than I anticipated on this part of the process. While each team was reminded of the 

definitions of technical and adaptive challenges based on ALT, it was clear that simply 

offering these definitions in the orientation session and through the participant packet was 

not enough. These principles would best be learned by looking at real examples in the life 

of the church as we put these principles to the test. There were times when challenges 

were named as adaptive, but were offered more as questions than as statements. There did 

not seem to be much confidence in naming adaptive challenges at first. There was more 

learning by doing than simply taking in knowledge and then regurgitating it. As with the 

first meeting, facilitator assistance was required to prime the pump and clarify when a 

challenge was more technical than adaptive. In the end each team was able to come up 

with an adequate list of adaptive challenges that were confronting the congregation.  
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At the conclusion of the second meeting, the teams were asked to consider if there 

was one adaptive challenge among the list to which they were most drawn, even led by 

the Spirit. Was there one that they wanted to work on first? Most teams were able to 

focus primarily on one adaptive challenge that could be addressed through the 

development of a single first intervention that would set the tone for the rest of the 

intervention work that would be done by the congregation as it worked toward achieving 

the ARBC Vision. 

At the conclusion of the second meeting each of the teams seemed a bit 

exhausted. There seemed to be a desire to trust the process that they were going through, 

but there was also some hesitancy or questioning if this was going to lead where it needed 

to. Primarily, at this stage most participants did not seem confident that they had a clear 

understanding of the difference between technical and adaptive challenges. This may 

have been due to the fact that their main concerns of late had been primarily technical in 

nature, and little work had been done prior to the project to focus on the deeper adaptive 

issues. With the technical problems like facilities concerns and trying to attract more 

members looming in their mind, some seemed to wonder if we were moving through the 

right process. I assured them that the third meeting would be where it all came together 

and the teams would recognize the results of this process. 

Designing the Interventions 

The third and final meeting was the Intervention Design Meeting. Each team was 

asked to reserve an hour and a half for this experience so that we could guarantee enough 

time to process and accomplish what needed to be accomplished. The meeting began by 

reviewing the list of adaptive challenges that the teams had named. They were instructed 
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to select a single challenge to address, and for which they could design an effective 

intervention. Each team came to a consensus on a single adaptive challenge to address 

first. In the end, most of the teams would recognize that interventions could be designed 

that could begin to address more than one challenge at a time. 

After the primary adaptive challenge was chosen, the teams were asked to 

develop a hypothesis around which they could design an intervention that could be tested 

in the life of the congregation. They were asked to make a list of observations about the 

way their challenge created obstacles to thriving in their vision initiative area. They were 

asked to determine what questions they wanted answered about that challenge. They then 

developed a hypothesis about what would be necessary for ARBC to do in order to live 

into their vision initiative. Finally, they developed an intervention that would allow them 

to test their hypothesis.  

The Interventions 

 The detailed results of the Intervention Design Meeting are included in the project 

appendices. Each team was able to utilize the ALT process to successfully design a first 

intervention that will be applied to congregational life in the coming months. The Radical 

hospitality Team developed a team whose task it will be to serve as ambassadors from the 

congregation to others on campus, like the families and staffs of the weekday ministries, 

to ensure engagement that enables to congregation to meet the spiritual, emotional, and 

physical needs of those served by these programs. The Faithful Service Team designed an 

intervention that included a series of opportunities for both the congregation and the 

families served by the weekday staffs to adopt and bless those staff members providing 

this important service at least once a month to build relationships and learn needs that 
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ARBC could serve. The Engaging Worship Team designed a worship planning team that 

would bring together creative individuals who are passionate about worship for the 

purpose of planning a series of innovative worship experiences for the ARBC Lenten 

Season that gets ARBC out of its stale worship rut, finds creative ways to express 

reverence, utilizes different voices and leaders each week, provides a variety of music 

presentations and visual enhancements, and that ensures openness to the Spirit’s 

leadership in stepping outside of the normal worship “box.” The Transformative 

Relationships Team chose to create ten intergenerational small groups that will meet for 

six months to gather around food and discussion of the themes of the season and the 

sermons that are preached to help people grow closer to each other and the church. 

Pastor as Adaptation Facilitator 

As the facilitator, my job during each meeting was to keep the groups on task. 

There were times when it seemed as though some groups moved away from an adaptive 

focus. They returned to more technical concerns like growing the church membership and 

addressing issues with the church buildings. I often needed to point the teams back to the 

vision initiatives, or the challenges we were seeking to address, so that I could ask how a 

proposed idea addressed the adaptive challenge or enabled them to come up with an 

intervention that appropriately tested their hypotheses. Overall, I observed that the 

process enabled each team to achieve the desired goal. At the conclusion of the process 

each team had designed an intervention that will address adaptive challenges within the 

life of the congregation. They were ready and eager to get to work. There was also much 

more energy coming from each team at the conclusion of this meeting than either of the 

first two meetings. More than one person expressed excitement at the intervention that 
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had been designed. They were enthusiastic about the fact that the process had led them to 

such a structured result. They expressed a relief that they were no longer trying the same 

things and waiting to see if something miraculously worked. They were able to have 

clear, attainable, and measurable goals that would allow them to learn how to make the 

congregation reflect their vision initiative. 

Spiritual Reflections 

 As stated in Chapter Three, at the conclusion of the project each project 

participant was given a series of ten spiritual reflections. Each reflection contained the 

reference to a passage of Scripture that could be interpreted to constitute an adaptive 

moment in the biblical narrative, as well as a term that is part of adaptive work. The 

purpose of these reflections was to enable the project participants to begin to recognize 

the Holy Spirit’s work in leading the early church to embrace adaptive moments in order 

to succeed at the task it had been given, and to thrive. They were instructed to read and 

spend time in prayer and reflection to continue to inform their understanding of the 

Spirit’s work in leading adaptation. Were a project like this to be done again, it would be 

beneficial to send the reflections to the participants throughout the duration of the process 

to ensure a deeper spiritual focus throughout. 

Closing Survey Results 

 At the conclusion of the project, each participant was invited to take part in a 

closing survey. The survey was emailed to each participant through a link on the church 

website. The purpose of the survey was to gauge the participants’ assessment of their 

own adaptive capacity, both after learning about the principles of ALT through the 

orientation process, and after putting the principles into practice during the intervention 
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design process. Like the opening survey, this portion of the closing survey was adapted 

from an assessment developed by Cambridge Leadership Associates. The survey was also 

designed to gauge which principles were most difficult to grasp, and to determine how 

helpful each participant felt utilizing ALT principles was in addressing the challenges 

that confront ARBC. Finally, the survey was designed to enable the participants to 

engage in personal reflection on how they adjusted to the adaptive process, whether or 

not they felt more confident about ARBC’s ability to address its challenges moving 

forward, and how an adaptive process compared to other strategic planning and visioning 

processes the participants had been part of before. 

 The full results of the closing survey can be found in the project appendices. As 

expected, in terms of their increased adaptive capacity, learning by doing and putting the 

principles of ALT into practice proved more helpful than simply learning about them 

through the orientation process. Three quarters of the respondents agreed that they were 

more likely to push outside of the status quo after practicing adaptive principles. Half 

responded that they were less afraid to raise unpopular opinions than they were 

beforehand. Ten out of twelve indicated that they were more likely to pull themselves out 

of their regular routines to gain perspective on what is really going on and what they can 

do to make improvements. The same number said they were more likely to identify and 

work to close the gaps between the life they are currently living, and the life they want to 

live. Ten out of twelve responded that they felt more empowered to be part of the church 

than they did before going through this process, that they were more in line with the 

church’s mission and vision than they were when the process began, and that they were 

more excited about the future of the church than they were before. Three quarters said 
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they were more able to recognize the Holy Spirit at work in the life of the church than 

they were when the process began. Ten out of twelve agreed that after reflecting on the 

Spirit’s leadership in the scriptures they were more able to see the Spirit’s leadership in 

their own lives. In comparison to other church planning processes, ten out of twelve 

indicated that this adaptive leadership process was more helpful than other processes they 

had experienced.  

 While two respondents shared concerns over continuing the momentum of the 

process and dealing with practical facilities needs that were not addressed through this 

process, most participants agreed that this process addressed most, if not all of the fears 

they held before the process began. There was also continued concern over the 

congregation’s willingness to accept the changes required in this process. Mostly the 

participants wanted to ensure the excitement that was felt at the conclusion of the process 

was maintained, and was spread to the congregation, as the intervention work took place. 

On the whole, participants said they recognized God at work through the 

accomplishments of the ALT process, and the excitement and hope they felt about the 

future. They were eager to continue to be part of the adaptive process moving forward. 

 The survey results seem to match what I experienced as the facilitator of the 

process. The timing of when this process took place was difficult to manage, given that 

the holidays caused there to be more time between meetings than was ideal. Summarizing 

and recapping the results of each meeting so that the participants could see how one 

meeting built upon another seemed to be helpful to keeping everyone on task throughout 

the process. It was important to have a facilitator who was familiar with the principles of 

ALT to be able to point back to the main goal, ask coaching questions that might enable 
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participants to recognize that they had moved back to technical work instead of adaptive 

work. It was important for participants, especially those who had been involved in the life 

of the church for an extended amount of time, to be able to process concerns and fears, 

and to be able to recognize the elephants in the room.  

 As a facilitator, the greatest indication of the potential of this process was to be 

able to experience the energy that came as the intervention design process concluded. I 

was able to sense the excitement of the participants at the potential of having such a 

defined plan. They were glad to have taken part in a process that they felt would lead to 

true change within the congregation. They appreciated the opportunity to develop a 

hypothesis, and to design a targeted intervention around a single obstacle to thriving. As 

their survey responses suggested, they seemed more excited about the future of the 

church than I had seen them in a long time. As a pastor, all of this was life-giving.  

 While the results of the full implementation process have yet to be seen, it seems 

likely that this process will continue to be part of the ARBC life. The participants 

recognize that each of their interventions only reflects a first step in moving forward with 

addressing ARBC’s adaptive challenges. There are many that remain across 

congregational life if ARBC is going to realize its vision. There is much more adaptive 

work to be done in the future, and the project participants are excited to stay engaged in 

seeing it through. For now, there are already plans being made to ensure momentum 

continues as the teams implement their first interventions.
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CHAPTER 5 

CONCLUSIONS 

 The genesis of this thesis project started long before the work with the ARBC 

Vision Implementation Teams began. Our congregation was recognizing the aging nature 

of its facilities. We had moved into a process for designing a new system for addressing 

our heating and air needs, as well as for renovating the fellowship hall where our 

congregation and many other groups gather for meals, study, celebration, and important 

community discussions. Just as the design of the new HVAC system was being 

completed, I was having conversation with many of our leaders that recognized that even 

after these upgrades were made, our church would still have challenges. We were 

continuing to see declining interest in some of the traditional programming offered by our 

congregational ministries. Other areas of the facilities were in dire need of maintenance 

that had been put off for far too long. We needed to understand how our congregation 

could impact our community and offer ministry that was relevant to all generations. My 

conclusion at the time was that our congregation had deeper issues of vision than could 

be addressed by a facilities project that would cost over one million dollars, and that 

would severely limit our available resources for ministry in the future. From that 

moment, and in working with ARBC lay leadership, the ARBC vision process was born. 

 As I shared in Chapter Three, the crisis of grief that ARBC faced as we lost key 

leaders who enabled ARBC to continue in its traditional patterns left an additional 

challenge of attempting to continue ministries without the individuals whose gifts were 
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necessary to their success. Other leaders stepped up to fill in the gaps, but they quickly 

recognized that we could not continue to operate as we once had. New leaders were going 

to need to be equipped to address current and future challenges, or the congregation was 

going to need to find ways to change to continue to be a vibrant expression of the Body 

of Christ, but in new ways for which its members were uniquely suited. 

 With both of these conversations going on at the same time, I recognized that 

ARBC was in need of a system for approaching the changes it was facing in a way that 

would lead to results. We needed to understand what it would look like for ARBC to 

thrive in the future. We needed to come up with ways to reach a thriving level again. As 

pastor, I needed a way to equip the congregation, particularly its leadership, to navigate 

change, and to recognize that it is possible to move forward toward a brighter vision, 

even after a season of great loss. They needed to see that you can find a way to deal with 

the overwhelming challenges when you figure out how to learn what you do not know, 

and recognize that you must try new things in ways that bring the best of what the 

congregation has always been into a new context. They needed to also recognize that they 

need not fear trying a ministry initiative that does not succeed in the ways they want it to. 

Failure is a tool of learning that teaches us how to adjust, adapt, and move forward in 

different ways in the future. 

Thankfully I was introduced to the principles of Adaptive Leadership Theory, and 

I was able to catch a glimpse of the theory’s potential for the life of the church. These 

principles began to shape the way I understood success within the life of the 

congregation, as well as the need to enable the congregation to embrace an experimental 

mindset and navigate loss that comes with change. I wanted to test the theory’s 
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application on diagnosing and implementing the changes that would inevitably be needed 

if ARBC is going to ultimately achieve its stated vision initiatives. Through this thesis 

project I have done just that. I have tested Adaptive Leadership Theory’s application and 

impact on ARBC Vision Implementation Teams’ ability to recognize gaps in the values 

expressed by ARBC and the reality it currently faces. I tested the process’s ability to 

facilitate the development of a first intervention that will enable the congregation to more 

fully reflect the congregation’s vision. I have seen the process’s impact on the leaders 

that will be directly involved in leading ARBC to thrive in the future.  

As demonstrated in Chapter Four, the application of an Adaptive Leadership 

process had a significant impact on the project participants. Not only was the process able 

to facilitate the design of creative interventions that will be executed within 

congregational life, but simply going through the process enabled ARBC leaders to feel 

closer to each other and the vision of the church. The process enabled members of 

different generations and tenures within the life of the church to come together in 

common purpose and around a common vision. It enabled them to discern a path forward 

where it felt like one did not exist. It enabled them to feel more excited and hopeful for 

ARBC’s ability to thrive and be the church it needs to be in the future. 

 In addition to the primary results of this project that were shared in Chapter Four, 

there are some additional takeaways that I gleaned as the facilitator of this process. The 

first is that people simply want to know that they are doing something meaningful. They 

want to know that they are taking some action to address the challenges they are facing. 

When faced with adaptive challenges that force them to recognize that they cannot do 

what they have always done, there is a great sense of discomfort that comes from not 
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taking action. Simply having a process that enables people to name their challenges, and 

begin trying something to address them, is helpful. Heifetz, Linsky, and Grashow suggest 

that authority can be formal and informal, and its basic services are to provide direction, 

protection, and order.99 As ARBC’s pastor, and the one with the most formal authority, 

simply to begin utilizing an Adaptive Leadership process seemed to calm some nerves 

within the Vision Implementation Teams, and the congregation as a whole, as simply 

knowing that we were going to be doing something to develop a plan moving forward 

provided direction and order. It seems crucial that a congregational leader be able to 

demonstrate to her or his congregation that even in times of great discomfort, 

disequilibrium, and uncertainty that there is a plan to move forward. 

 Second, in order to move forward in productive ways, people need a safe space to 

acknowledge the elephants in the room. As the facilitator, I was able to see this at almost 

every level of this project’s work, but in particular in the first and second VIT meetings 

as we recognized obstacles to thriving and determined what challenges were technical 

and adaptive. Team members needed to be able to name their fears and see that others 

shared them. They needed a safe environment in which to express frustrations with 

traditions, patterns of congregational behavior, and people that they feared might hinder 

progress toward thriving. They needed to be able to voice continued grief over the loss of 

beloved congregational members, and the church’s history of perpetual conflict. At times 

they needed me, as pastor and facilitator, to say what no one else wanted to say to 

recognize that acknowledging the underlying but unexpressed issues was not only okay, 

	
99 Ronald Heifetz, Alexander Grashow, and Marty Linsky, The Practice of 

Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World 
(Boston: Harvard Business Press, 2009), 304. 
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it was necessary. Once the elephants in the room were acknowledged, even written down, 

they seemed more manageable. Going through this crucial first step in the process is 

necessary to ensuring all participants in leading change are able to move more effectively 

into a productive process of addressing the challenges at hand. 

 Third, when leading change the leaders must always have the vision at the 

forefront of their minds. Even if they do not know how to get there, or what things may 

truly look like when they arrive, the vision provides the destination. The rest of the 

process is mapping out how you will get there. Even when there are no clear paths before 

you, keeping the vision in mind shaped the way we recognize gaps and align everything 

we do with the vision of where we ultimately want our church to be. The vision shapes 

the understanding of the deeper challenges facing the congregation. It keeps the process 

focused on the ultimate goals. It gives people a recognition of what is truly important so 

that they can recognize what casualties and losses will need to be accepted and navigated 

if the congregation is going to thrive. 

 Finally, never discount the power of hope. At the beginning of this process, all 

that much of the congregation could see were problems. Even when there were signs of 

vibrant new life among them, they feared they would be short lived. They seemed to have 

little faith that their congregation had the capacity to address the overwhelming 

challenges in ways that would enable them to live into a bright future. Many leaders felt 

burnt out being asked to carry so much of the congregational work load. There was a 

distinct lack of energy in much of what the congregation did. At the conclusion of this 

process, however, there has been a clear resurgence of energy and excitement. Above all 

else, those who participated in this project have what I interpret as a renewed sense of 
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hope. They recognize that the challenges before us are great, but they also feel as though 

they can be addressed. They have been reminded of the gifts within the congregation, and 

they have renewed faith that thriving is possible. 

Possibilities for Further Development 

 The primary purpose for choosing this particular project was to determine a path 

forward in equipping the leadership of ARBC to effectively navigate adaptive changes. 

These changes are important when there is no silver bullet technical response to 

sufficiently address the challenges before us. Having now seen the impact of Adaptive 

Leadership principles on sixteen ARBC leaders, many possibilities have emerged for 

further development and use of this process across congregational life.  

Equipping ARBC Leadership 

The first step for further development is passing this knowledge and experience 

on to all ARBC leaders. It is important to ensure that all leaders are equipped in the same 

way regardless of the ministry area in which they serve. In Chapter One I stated that one 

of the limitations of this project was the amount of time and energy that members of 

ARBC would be able to give to this process. That will continue to be the case as we 

move into the implementation phase with the interventions the VITs have designed. 

There is no doubt that additional leaders will need to be brought into the process to 

ensure the church maintains its current momentum and level of enthusiasm for the work 

we are doing. Each of these leaders will need to be oriented to the Adaptive Leadership 

process to ensure they are able to continue the work that has already begun. Additionally, 

it would seem that leaders at ARBC, both clergy and laity alike, would benefit from the 



 

 

92 
 

 
 
 

working knowledge the project participants acquired to ensure that adaptive thinking 

spills over into all areas of ministry. 

 Leadership at ARBC changes every September with the beginning of a new 

church year. It would seem prudent to invite all incoming leaders, particularly those who 

have no experience with ALT, to participate in an orientation process like the one 

developed for this project. This would enable them to have the same understanding as the 

members of the implementation teams, and it would facilitate an understanding of the 

work that is taking place to lead the congregation to achieve its vision in the next three to 

five years. 

Annual Planning Retreat 

 It would also seem appropriate to find a way to utilize the adaptive thinking 

outlined in this project as part of an annual planning retreat to which all leaders would be 

invited. Many church staff and leadership teams take time away to reflect upon the year 

that has just concluded, and plan for the year ahead. Were ARBC to follow in this 

pattern, it would be prudent to bring the leadership together around the ARBC vision just 

as the Vision Implementation Teams did for the sake of this project. Everyone would be 

able to celebrate the work that was done in the year that just concluded, including 

celebrating the knowledge and growth that was made available though that year’s 

interventions and holy experiments. Participants could embark on a time of spiritual 

reflection to consider where they experienced the presence of the Holy Spirit at work in 

the life of the church in the last year. They could also name places where they hoped they 

would be able to sense the presence of the Holy Spirit in the year to come. Participants 

could then be broken into vision implementation teams, and specific areas of ministry and 
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key leadership such as deacons, children and youth ministry, and homebound ministry. 

They could then be tasked with looking at the vision initiatives that are constantly held up 

before the congregation, see what obstacles are preventing their ministry teams and areas 

from thriving, and utilize the same process outlined in this project to design holy 

experiments that could be tried in the year to come. This would ensure that the 

coordination of all ministry interventions was leading everyone to thrive together as they 

worked to achieve the collective vision. 

Season of Testimony 

 A third possibility for further development would be to embrace a season of 

testimony that enabled the congregation as a whole to recognize the leadership of the 

Holy Spirit in adaptive work in their individual and collective lives. It would be 

advantageous for this to be done during a natural reflective season in the life of the 

church. It could be done as part of a congregational emphasis during the seasons of 

Advent or Lent. It could be a fall emphasis when the church considers stewardship, God’s 

provision, and is making plans to commit to a faithful New Year. It could also be 

considered for a time when members of the congregation are actually less engaged, and 

when hearing the stories of times and experiences when others felt the presence of the 

Holy Spirit at work in their lives would lead to deepening connection and a maintained 

sense of enthusiasm. 

 As pastor, I could utilize the spiritual reflections that were written as part of this 

project’s intervention, and they could be adapted and used as monthly reflections 

presented in the church’s newsletter. Each could also be used as the basis for a sermon 

series to be preached during this season. Further discussion around the same topics could 
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be facilitated during midweek small group Bible study times to enable the congregation 

to engage with one another on these topics of discernment, Spirit-driven adaptation, and 

following God’s vision for our individual and collective future. 

 Testimony continues to be one of the most powerful spiritual tools. Our Vision 

Implementation Teams grew closer together as they heard stories about each other’s 

experience in the life of the church, and as they recognized the Spirit’s work among 

them. During this season of reflection testimony could become a regular part of weekly 

worship. The pastoral staff might consider interviewing individuals from the 

congregation who they know have had a clear sense of the Holy Spirit’s work in their 

lives in times of difficulty, discomfort, and uncertainty. They have a sense that in the 

changes and moves they made, it was the Holy Spirit that was pushing them beyond their 

comfort zone, giving them a sense of peace in the midst of uncertainty, and enabling 

them to move forward into unknown lands.  

 During this season of testimony, it would seem fitting to equip families to engage 

in discussion within the home to enable each member of the family to recognize the 

presence of the Holy Spirit in guiding their life together. ARBC has a well-established 

tradition of providing families with seasonal activities to enable them to experience and 

develop during the high spiritual seasons together. Additional activities could be 

developed to help children and parents learn to tell the stories of where and when they 

have experienced God at work. This would enable the families to grow deeper in their 

faith together. It would teach the children the power of testimony, and the importance of 

viewing life from a Spirit-centered lens. It might even give them an opportunity to 

embrace adaptive principles that help them understand what it would look like for their 
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families to thrive together spiritually, and what changes they should make in order to live 

into the vision for their family that God is placing before them. Adding principles of 

Adaptive Leadership into family-centered studies and activities would allow for adaptive 

capacity to become part of ARBC’s DNA. 

 Finally, the pastoral staff could emphasize this season of testimony and spiritual 

reflection in the individual pastoral conversations they have. They could specifically offer 

an open invitation for the members of the congregation to enjoy pastoral coaching 

conversations around issues of spiritual discernment and adaptation they may be 

experiencing in their personal lives. An adaptive process would fit well with an effective 

coaching process. It would enable congregants to get on the balcony of their own lives 

and reflect on issues they are facing from a different perspective. They could define what 

they believe a thriving spiritual life would look like for them. They could name the 

elephants in the room and the obstacles that are preventing them from thriving. They 

could name the technical problems where they simply need to employ currently available 

expertise and processes once they have been named. They could then spend the most 

productive part of the conversation focusing on an adaptive challenge they are facing, and 

come up with interventions to try in their own lives that would enable them learn to 

thrive. 

Impact on Ministry 

 The entire process leading up to and through this thesis project has significantly 

impacted life at Augusta Road Baptist Church. It has also significantly impacted the way 

that I operate as a pastoral leader. I am certain that gaining my own working knowledge 

of Adaptive Leadership Theory and its application for congregational purposes has made 
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me a more impactful leader of congregational change. ARBC is a congregation that 

requires more than managing existing processes. It requires leadership in order to move 

into a place where it can thrive. I am far more equipped to lead the congregation in the 

ways that it needs than I was before this work began. The church is also more equipped to 

adapt and thrive in a changing and challenging world. 

The Researcher 

 One of the most significant lessons I have acquired through this process is the 

power of what Heifetz, Linsky, and Grashow call “giving the work back to the 

people.”100 There was a time when I placed pressure on myself to be the expert, and to 

have all of the answers the congregation needed. Awakening to the fact that our 

congregation is moving into areas of operation with which it is not familiar, and for 

which there may not be a specific answer, has reminded me how important it is to 

recognize the power of an entire congregation living into the vision together instead of 

simply going where the person with the highest formal authority points. I too have had 

my hope renewed in the future of this congregation. As with many of the project 

participants, I am more excited about the work we are currently doing as a congregation 

than at any other point in my six years of ministry. I have recognized that the vision 

interventions that resulted from this process were much more creative and powerful, and 

are more likely to be successful, because they were part of a collaborative effort. 

 A second lesson was gleaned in the recognition that people do not necessarily 

resist change. In fact, they readily accept changes that they perceive to have some benefit 

for them. People resist changes that come with loss. This has dramatically changed the 

	
100 Ibid., 161. 
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way that I approach resistance to my leadership of the congregation at ARBC. I used to 

feel intense frustration when someone was resistant to a change that I found to be 

obviously necessary in order for our church or one of its ministries to succeed. I used to 

think that if they simply came around to my understanding that everything would go 

exactly as it needed to. Now, if I find that someone is offering resistance to something, I 

find myself asking if that person or group of people may be experiencing a fear of loss 

with whatever has just been proposed. The ability to think politically and recognize all 

stakeholders, allies, opponents, and possible casualties has brought clarity to the way I 

lead our ministerial staff to execute their ministry efforts as well. 

 Finally, this process has brought clarity to the role that I must play as pastoral 

leader of the congregation I serve. Each minister has different roles or functions that she 

or he must fill. Sometimes we are pastors and priests, caring for the spiritual needs of the 

congregation. Sometimes we are administrators and managers of programs and resources. 

Sometimes we are preachers and prophets, bringing an important message that we have 

discerned needs to be spoken. Sometimes we fill multiple roles at the same time. For the 

current moment in the life of Augusta Road Baptist Church, however, it is incumbent 

upon me to be an adaptive pastoral leader. While I should never shirk my other 

responsibilities, if our congregation is going to thrive in the future, my priority must be 

leading the community of faith to make any adaptation necessary to relentlessly align all 

that we do in order to achieve the vision we feel God has given us. I must work with the 

congregation to celebrate and honor the past, but I must also help it innovate in order for 

the best of its past to be brought into a thriving future. This is a skill that I believe will 
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become more and more necessary as churches like ours find themselves in changing and 

unfamiliar contexts struggling to understand how to thrive in new ways.  

Augusta Road Baptist Church 

 The process developed for this project, as well as its results, will become a regular 

part of life at ARBC. The congregation has been extremely supportive of my work as I 

have progressed toward the achievement of the Doctor of Ministry degree. Many of them 

have not only celebrated each milestone on this journey with me, but they are truly 

excited to see its impact on the life of our church. I have already begun laying the 

groundwork for the implementations of the interventions our VITs developed. As 

ministerial and lay leadership, we are working all that we do this year around these holy 

experiments.  

The congregation is eagerly awaiting updates to the vision progress as well. Like 

the members of the VIT, they want to simply know that we are making strides to move in 

a positive direction to address the challenges before us. Each quarterly business meeting 

will now contain updates on the achievements of the vision initiatives and the 

interventions that are resulting. We are going to do everything we can to keep the vision 

at the forefront of congregational life to remind them of the reasoning behind everything 

we do. Each year as we work toward achieving our vision, I will give a State of the 

Church sermon that celebrates the work we have most recently accomplished, as well as 

shares the work that is ahead of us. At every possible opportunity, we will celebrate the 

work that God is doing among us to grow toward the ARBC Vision. 

 The work of the Vision Implementation Teams will also come into play when it 

comes to addressing the facilities needs across our campus. While those leaders who have 
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taken part in this process have come to recognize the deep adaptive challenges we have 

before us, the aging facilities seem to be what everyone is talking about. The 

congregation wants to know that we are making progress to address these challenges. 

Each of the four VITs recognized that our facilities are an obstacle. The way that they 

were constructed is a hindrance to achieving the ARBC Vision. We also know that we 

cannot simply move to renovate or address issues of delayed maintenance. We will 

design the future of our campus in ways that facilitate the future vision. Put differently, 

we must have a clear sense of our vision, and we must build a church campus around 

that. Like everything that has been addressed through this process, we must determine 

what is essential, expendable, and where we can innovate for a thriving future. And 

anywhere we experience congregational resistance to changes in our facilities, we will 

seek to address them in ways that recognize our fears of loss. Ultimately, we will do 

everything we can to build a church that thrives in every way as it lives into God’s vision 

for it. 

 Finally, I believe there is potential from this project to lead toward a clearer way 

of structuring the work of our congregation to reflect the vision needs. When I first 

arrived in 2014, the congregation had been through a transitional process that not only led 

to congregational healing, but that also streamlined the number of committees involved in 

congregational life, and provided a more effective team structure. Each team serves a 

function in fulfilling the stated congregational mission to be a “loving, inclusive Christian 

community that seeks to live out its faith in Jesus through worship, spiritual growth, 

ministry, and missions.” If ARBC is going to align itself in ways that will facilitate the 

realization of its vision, further restructuring of its teams and work will likely be 
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necessary. The current team structure will need to be adapted to reflect the vision 

initiatives of Radical Hospitality, Transformative Relationships, Engaging Worship, and 

Faithful Service. 

The Wider Community 

 It is my hope that the results of this project demonstrate the potential of applying 

the principles of Adaptive Leadership Theory for churches facing decline and changing 

contexts. I hope that as this process is fully utilized at Augusta Road Baptist Church that 

our congregation will become a model of what is possible when people put down 

personal preferences and conflict, move with common purpose toward a clarified vision, 

name what it will look like for them to thrive in the future, and work together to close the 

gaps between thriving and their current reality, and bring the best of their past into an 

innovative future. As we utilize adaptive thinking throughout all ministry areas of the 

church, I hope that ARBC can serve as an example for other pastoral leaders whose 

leadership is burning out and unsure how to move forward, of ways that hope and 

renewed faith in the church’s potential can be restored. I hope that ARBC can become an 

example of what happens when a congregation embraces a definition of thriving that is 

rooted in the vision of God, and not simply in the desire to attract more members. Should 

these possibilities be realized, I hope that we will have ample opportunity to share our 

story. It will be a story worth sharing.
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Tuesday, November 5, 2019

Mr. William King
3001 Mercer University Drive
School of Theology
Atlanta, GA 30341

RE: Naviga ng Adap ve Change in Vision Implementa on at Augusta Road Bap st Church, Greenville, SC (H1910281)

Dear Mr. King:

On behalf of Mercer University's Ins tu onal Review Board for Human Subjects Research, your applica on submi ed on 28-Oct-2019 for the above
referenced protocol was reviewed in accordance with the 2018 Federal Regula ons 21 CFR 56.110(b) and 45 CFR 46.110(b) (for expedited review) and
was approved under category(ies) _7 per 63 FR 60364.

Your applica on was approved for one year of study on 05-Nov-2019. The protocol expires on 04-Nov-2020. If the study con nues beyond one year, it
must be re-evaluated by the IRB Commi ee.

Item(s) Approved:
The purpose of this project is to explore the effec veness of applying the principles of Adap ve Leadership Theory in facilita ng planning and
implementa on stages of congrega onal vision processes.

NOTE: You MUST report to the commi ee when the protocol is ini ated. Report to the Commi ee immediately any changes in the protocol or consent
form and ALL accidents, injuries, and serious or unexpected adverse events that occur to your subjects as a result of this study.

We at the IRB and the Office of Research Compliance are dedicated to providing the best service to our research community. As one of our
inves gators, we value your feedback and ask that you please take a moment to complete our Sa sfac on Survey and help us to improve the quality
of our service.

It has been a pleasure working with you and we wish you much success with your project! If you need any further assistance, please feel free to
contact our office.

Respec ully,

Ava Chambliss-Richardson, Ph.D., CIP, CIM.
Director of Research Compliance
Member
Ins tu onal Review Board

"Mercer University has adopted and agrees to conduct its clinical research studies in accordance with the Interna onal Conference on Harmoniza on's
(ICH) Guidelines for Good Clinical Prac ce."

Mercer University IRB & Office of Research Compliance
Phone: 478-301-4101 | Email: ORC_Mercer@Mercer.Edu | Fax: 478-301-2329

1501 Mercer University Drive, Macon, Georgia 31207-0001
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Mercer IRB 
Approval Date 11/05/2019 
Protocol 
Expiration Date 11/04/2020 

Rev. January 2017 Page 1 

 
James and Carolyn McAfee School of Theology 

Navigating Adaptive Change in Vision Implementation at Augusta Road Baptist Church 

Informed Consent 

You are being asked to participate in a research study. Before you give your consent to volunteer, it is important that you 
read the following information and ask as many questions as necessary to be sure you understand what you will be asked 
to do. 

Investigators 
William Mattison King, M.Div. Mercer University, James and Carolyn McAfee School of Theology  
3001 Mercer University Drive, Atlanta, GA 30341, (678) 547-6474 

Dr. David Hull, D. Min. Mercer University, James and Carolyn McAfee School of Theology 
3001 Mercer University Drive, Atlanta, GA 30341, (678) 547-6474 

Purpose of the Research 
This research study is designed to test the effectiveness of principles of Adaptive Leadership Theory in providing a 
framework for developing and implementing a vision implementation plan within congregations. 

The data from this research will be used to The data acquired from this project will help to determine the effectiveness of 
applying principles of Adaptive Leadership Theory as congregation vision teams navigate and facilitate change during the 
planning states of church vision implementation processes. 

These results will enable the primary investigator to complete the requirements for the Doctor of Ministry Degree. 

Procedures 
If you volunteer to participate in this study, you will be asked to be exposed to a working knowledge of the principles of 
Adaptive Leadership Theory. This will include introducing the concepts of a) Knowing and Diagnosing the difference 
between Technical and Adaptive Challenges, b) Diagnosing the Political Landscape, c) Qualities of Adaptive 
Organizations, d) Making Interpretations, e) Designing Effective Interventions. the “Readiness Indicator” put forth in 
Mark Tidsworth’s, Farming Church: Cultivating Adaptive Change in Congregations. Test your understanding of 
principles of Adaptive Work in the process of developing the plan that will enable the church to successfully achieve 
implementation of its adopted vision initiatives. Reflect upon important adaptive passages in the Book of Acts with 
emphasis on further reflection on seeing the Holy Spirit leading the participants and our church toward Adaptation.  

Your participation will take approximately 12 hours. 

Potential Risks or Discomforts 
There are no foreseeable risks involved in this study. 

Participants may be uncomfortable with processes regarding changes in a congregational context. 

Each person will be treated with respect regarding their comfort with change and learning new processes. 

Potential Benefits of the Research 
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church 
William Mattison King 

 
Project Participant Invitation Letter 

 
Friends, 
 
I pray this letter finds each of you doing well. I am truly excited to be in the midst of a 
wonderful Fall Season full of activities and celebrations in the life of Augusta Road 
Baptist Church. In the midst of it all, I am excited to reignite our focus on our future 
ministries together as we begin the next step in our vision process. 
 
You are included on this email because you are currently serving in an important 
leadership role in the life of our church. You are a vision team member, a minister, a 
deacon, part of the administrative team, on the coordinating council, or lead another area 
in the life of our church that will be crucial to our church's ability to thrive in the future. 
Your passion for your church's future remains crucial to our success.  The knowledge and 
experience you have, along with your gifts and talents will be invaluable as we move 
forward together. 
 
You Are Invited: 
 
I would like to invite each of you to be part of an important conversation about our 
future. We have named our vision initiatives (Radical Hospitality, Transformative 
Relationships, Engaging Worship, and Faithful Service). We set them aside during a 
time of grief and loss of key leaders in our church who died and took with them 
institutional memory and the work that kept us tied to previous ways of operating. It is 
time to reignite the process. We honor those who have come before us by innovating to 
ensure our ministries thrive in the future. 
 
As many of you are aware, my doctoral studies are tied directly to our vision process, and 
I would like to invite each of you to be part of a project that may enable us to move more 
effectively through vision implementation. In my studies I have focused on Adaptive 
Leadership Theory as developed by Ronald Heifetz. With hundreds, if not thousands, of 
churches closing their doors each year because they are unable to adapt their ministries to 
enable them to thrive in a changing context, it is incumbent upon us to ensure we are 
equipped with the adequate knowledge and skills to address the challenges ahead of us. 
 
It is possible that the principles of Adaptive Leadership Theory will enable our 
congregation to more effectively move through the next steps of our vision process, as 
well as lead to more effective and efficient implementation process over all. I would like 
to invite you to participate in a project that will both reignite our vision conversation, and 
test the effectiveness of the principles of Adaptive Leadership Theory on vision 
implementation processes in churches. 
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The first step in reigniting our vision implementation process is an orientation day on 
Sunday, November 17. We will begin at 3 p.m., and end no later than 6 p.m. This 
will be an important opportunity for us to refresh our understanding of our vision 
initiatives, gain a background understanding of Adaptive Leadership Theory, including 
the difference between technical and adaptive challenges as we discern what lies before 
us, as well as begin putting these principles into practice as we seek the Holy Spirit's 
presence, guidance, and blessing on the next part of our journey. 
 
Vision Implementation Teams: 
 
During this process we will be dividing up into Vision Implementation Teams to focus on 
further development of our vision initiatives, and to chart a course for us to be able to 
reach them in the next few years. For your review, the vision initiatives are listed below: 

• Radical Hospitality: At ARBC, we neighbor each other and our community. We 
aggressively build transformative relationships with people every day. We 
embrace our city with the affirming love of Christ. 

• Transformative Relationships: At ARBC, we are an intergenerational church 
actively seeking to transform people into energized Christ-followers. We focus 
upon doing life together. We help people build their lives around Jesus Christ. 

• Engaging Worship: At ARBC worship experiences are engaging and inspiring. 
Through creative and reverent worship, we are growing a community of deep 
faith and commitment. Worship at ARBC is accessible and available to all. 

• Faithful Service: We enthusiastically serve our community and one another. We 
equip and empower people to confront the spiritual and physical needs around 
them. 

 
I will be dividing you up into teams, but I want to do my best to place you in one of the 
vision areas about which you are most passionate. When you respond to let me know of 
your interest and availability to participate in this project, please also respond with a 
ranking of the four vision initiatives from 1-4 (1 being the vision initiative about 
which you are MOST passionate, and 4 being the initiative about which you are the 
LEAST passionate). I will do my best to place you in one of your top two areas, but I 
also must ensure a good balance of each team. 
 
Each Vision Implementation Team will hold 3 to 4 individual meetings (including one 
part of the orientation day) as we look at where we currently are and where our church 
will go next in vision implementation from the areas of Finances, Facilities, Staffing, and 
Structures. Using the principles of Adaptive Leadership Theory, each team will diagnose 
the technical and adaptive challenges before our church in their area, and make 
recommendations for how we can implement our vision in the next few years. When our 
time has concluded we will bring everything together in a format that can be celebrated 
with the congregation, and with the next steps to begin in 2020. 
 
In order to test the effectiveness of Adaptive Leadership Theory on the vision 
implementation process of Augusta Road Baptist Church, I will be asking participants to 
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complete 2 surveys. The first survey is attached to this email. It will also be available 
online. It will gauge your current familiarity and comfort in navigating adaptive change. 
This survey is also available in print, and will be made available at the beginning of the 
orientation day. The second survey will be given at the conclusion of the process to gauge 
the comfort that project participants have in navigating adaptive change simply be 
receiving the information provided. It will also gauge each participants’ sense of the 
effectiveness of Adaptive Leadership Theory on the vision implementation process after 
they have been put into practice. Finally, I will be taking observation notes throughout 
this process to offer additional information on the way this process is received as it is 
being put into practice. 
 
Again, this project is part of my studies to complete the Doctor of Ministry process at the 
McAfee School of Theology. Since it is for institutional research, the results will ensure 
the confidentiality of all participants when published as part of the D.Min. thesis. I have 
attached the informed consent document to this email for you to reviews. 
 
I hope that you will join me in this project, as we reignite our vision process for the future 
of our church.  
 
Peace, 

 
Rev. W. Mattison King 
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church  
William Mattison King 

 
Orientation Session Opening Survey 

 
How Adaptable Are You?  

(Developed by Cambridge Leadership Associates https://cambridge-
leadership.com/how-adaptable-are-you/) 

 
How many years have you participated in the ministries of Augusta Road Baptist 
Church? 
 
What leadership positions have you held at ARBC? 
 
How has ARBC changed in the time in which you have participated? 
 
How has ARBC navigated change in the past? 
 
How were the changes described above received by the members of the congregation? 
 
When have you felt the Holy Spirit leading ARBC to make changes in the way it operates 
and conducts its ministries? 
 
How does ARBC assess the direction of the Holy Spirit when considering changes to 
congregational structures and life? 
 
What are the challenges facing ARBC today? 
 
Which of these challenges do you feel ARBC is prepared to address, and what about 
ARBC makes you feel this way? 
 
Which of these challenges do you feel ARBC is NOT prepared to address, and why? 
 
 
Please respond to each statement below regarding your personal feelings about your own 
adaptive ability. 
 
1. I often push myself to move away from the status quo or business as usual. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
2. I regularly take stock of all my responsibilities, discerning which activities are critical 
and which are expendable, letting go of those that no longer support a core function. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
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3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
4. I am not afraid to raise unpopular positions in the organizations in which I am 
involved. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
5. I occasionally pull myself away from the everyday tasks and routines to gain 
perspective on what is really going on and what direction we are taking. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
6. I identify and act to close the gap that exists between the way I am living my life now 
and what I want to be doing. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
 

How Adaptive Is Your Organization? 
 

Please use the criteria listed in the chart below to analyze and rate the adaptive ability of 
ARBC, its people, structures, and congregational life. The more positive you feel about 
the way each of the criteria is handled at ARBC, the higher the adaptive ability rating.  

 
(Table 7-1 Ronald Heifetz, Alexander Grashow, and Marty Linsky. The Practice of 

Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World. 
Boston: Harvard Business Review Press, 2009, p. 108.) 

 
Adaptability Criteria Description Rating (1 means “very low” 

10 means “very high”) 
Elephants in the room How long does it take for 

conversations to get from 
inside people’s heads to the 
coffee machine and then to 
meeting rooms? How quickly 
are crises identified and bad 
news discussed? Are there 
structures, incentives, and 
support for speaking the 
unspeakable? 
[Are there issues that are too 
sensitive to be raised at official 
meetings? Are there questions 
or ideas that are off-limits? 
Are crises identified early on, 
long before they reach 
unmanageable proportions? 
Are there established rituals 
and procedures designed to 

1  2  3  4  5  6  7  8  9  10 
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ensure that the elephants get 
acknowledged and discussed?] 
 

Shared responsibility To what extent do people in 
your organization, especially 
those in senior [leadership], act 
from the perspective of and for 
the betterment of the whole 
organization, as opposed to 
worrying about and protecting 
their individual groups or 
silos? 
[In addition to any specific 
role or function with which 
someone might identify, is 
there a sense of shared 
responsibility for the larger 
organization’s future?] 
 
 
 

1  2  3  4  5  6  7  8  9  10 

Independent judgment To what extent are people in 
your organization valued for 
their own judgment rather than 
their capacity to divine the 
[leader’s] preferences? And 
when someone takes a 
reasonable risk in service of 
the mission and it doesn’t 
work out, to what extent is that 
seen as a learning opportunity 
rather than a personal failure? 
[Do people ask what the best 
thing to do in service of the 
mission of the organization 
more than they ask about what 
the people above them in the 
hierarchy would do?] 
 

1  2  3  4  5  6  7  8  9  10 

Develop leadership capacity To what extent do people 
know where they stand in the 
organization and their potential 
for growth and advancement? 
Do they have an agreed-upon 
plan for how they are going to 
reach their potential? And to 
what extent are senior 
[leadership] expected to 
identify and mentor their 
successors? 
[Do people in the organization 

1  2  3  4  5  6  7  8  9  10 
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have a long-term perspective 
and a stake in the 
organization’s future? Do 
those in leadership positions 
feel equipped and guided to 
make their greatest 
contribution going forward in 
ways to maximize their 
potential, and that of the 
organization?] 
 

Institutionalized reflection and 
continuous learning 

Does the organization carve 
out time for individual and 
collective reflection and 
learning from experience? To 
what extent does the 
organization allocate time, 
space, and other resources to 
get diverse perspectives on 
how work could be done 
better? 
[Is there an openness and 
commitment within the 
organization to interpret what 
goes on within the 
organization and its context, as 
well as an openness and 
commitment to learning and 
experimenting with new ways 
to carry out work?] 
 

1  2  3  4  5  6  7  8  9  10 
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church 
Orientation Session Agenda 

 
Welcome 
 
Adaptive Leadership Training 
 
Break 
 
Discussion 
 
Implementation Team Work Begins 

• Set Meeting Schedule 
• Review Vision Initiatives, Objectives, and Action Items, and Consider Additions 
• Analysis of Facilities, Finances, Staffing, and Structures 
• Begin Diagnosing Technical Problems and Adaptive Challenges 

 
ARBC God-Sized Dreams 

 
Radical Hospitality 
 
Initiative: 
At ARBC, we neighbor each other and our community. We wholeheartedly build 
transformative relationships with people every day. We embrace our city with the 
affirming love of Christ. 
 
Key Objectives: 

1. ARBC is your neighborhood church. We are actively engaged with people both 
on and off our campus. 

2. Our campus is a safe place for all people to encounter the love of Christ 7 days a 
week. 

3. We love people in ways that build authentic Christian community. 
4. We embrace and support people of all generations and stages of life. 

 
Action Plans: 

1. The Kid Check security procedures are implemented across our ministries among 
minors. 

2. The ARBC Hosts ensure a welcoming and safe environment for all events and 
worship experiences. 

3. Annual background checks are performed on all volunteers, especially those who 
work with minors. 

4. Gliders are available in the back of the sanctuary as a sign of welcome and to 
serve parents caring for infants that are too young to be left in worship care. 
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5. Intergenerational summer meals are held in the homes of ARBC members in 
June, July, and August. 

6. Campus exterior and interior signage is updated to help people better navigate our 
campus. 

7. Meal trains are utilized to support those who are unable to be with us on campus 
for health and family reasons. 

8. The ARBC campus is open to community and support groups. 
9. An updated digital presence is maintained through the church website and social 

media platforms. 
10. We partner with Greenville Church Without Walls in supporting the summer 

programs within the Shemwood Community. 
11. We ensure ARBC has a community presence once a quarter at events like 

Summer on Augusta. 
 
Transformative Relationships 
 
Initiative: 
At ARBC, we are an intergenerational church actively seeking to transform people into 
energized Christ-followers. We focus on doing life together. We help people build their 
lives around Jesus Christ. 
 
Key Objectives: 

1. All age groups are theologically and Biblically literate in developmentally 
appropriate ways. 

2. People embrace a Jesus worldview in every aspect of their lives 
3. We provide opportunities to connect with others in meaningful and life-changing 

ways. 
4. We connect people to a variety of spiritual resources and support. 

 
Action Plan: 

1. Weekly Bible Study opportunities are held for all ages at times, places, and in 
formats that meet their unique needs. 

2. Community events are held that help people understand how the Christian faith is 
relevant to their daily lives. 

3. Intentional mentoring takes place across the generations. 
4. The congregation is annually surveyed in order to understand the spiritual 

resources that are needed to incorporate faith into their daily lives. 
5. Spiritual resources are shared weekly across all communication platforms. 
6. Digital discussion platforms are maintained to allow people to build relationships 

around spiritual resources. 
 
Engaging Worship 
 
Initiative: 
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At ARBC worship experiences are engaging and inspiring. Through creative and reverent 
worship, we are growing a community of deep faith and commitment. Worship is 
accessible and available to all. 
 
Key Objectives: 

1. ARBC has a uniquely inspiring and meaningful worship experience. 
2. ARBC engages all people in worship at times, places, and formats that meet their 

unique needs. 
3. Through worship anchored in tradition, ARBC infuses creativity into the worship 

experience. 
4. ARBC maintains a safe and secure worship atmosphere. 

 
Action Plan: 

1. Worship experiences are available via live stream, and worship videos and 
recordings are available across digital platforms. 

2. An annual security audit is performed to ensure the campus is safe for all people. 
3. Off campus worship experiences are held when appropriate to the season and life 

of the church. 
4. All generations lead in worship. 
5. Music-centered worship experiences are held throughout the year. 
6. Seasonal visual enhancements are a regular part of worship. 
7. Historical and innovative prayer practices are emphasized during worship, 

especially during the season of Ordinary/Everyday Time 
 
Faithful Service 
 
Initiative: 
 
At ARBC we enthusiastically serve our community and one another. We empower 
people to confront the spiritual and physical needs around them. 
 
Key Objectives: 

1. Every person in our church is actively engaged in ministry. 
2. We recognize and affirm a clear sense of vocational calling within all people. 
3. We have identified a select group of ministry partners to help us more fully serve 

our world. 
4. We participate in the Augusta Road community as a missional partner. 

 
Action Plan: 

1. Each person is given the opportunity to participate in a spiritual gifts inventory. 
2. Sacred service through work is celebrated during worship. 
3. We commission and bless those who serve others in any capacity. 
4. We annually reevaluate our ministry partnerships to ensure our support is given to 

those organizations who help ARBC fulfill its mission and vision. 
5. Ministry partners are regularly invited to share about their work and needs. 
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6. We maintain a monthly emphasis around our ministry partners through education, 
prayer, and service. 

 
 

Initiative Analysis 
 
Facilities 
Supportive of Initiative     Unsupportive of Initiative 
 
 
 
 
Finances 
Supportive of Initiative     Unsupportive of Initiative 
 
 
 
 
Staffing 
Supportive of Initiative     Unsupportive of Initiative 
 
 
 
 
Structures 
Supportive of Initiative     Unsupportive of Initiative 
 
 
 
 
Initiative Adaptive Challenges: 
 
 
 
 
Key Objectives Adaptive Challenges: 
 
 
 
 
Action Plan Technical Solutions: 
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Action Plan Adaptive Challenges: 
 
 
 
 

GLOSSARY 
 

Adaptation: A successful adaptation enables an organism to thrive in a 
new or challenging environment. The adaptive process is 
both conservative and progressive in that it enables the 
living system to take the best from its traditions, identity, 
and history into the future. 
 

Adaptive Capacity The resilience of people and the capacity of systems to 
engage in problem-defining and problem-solving work in 
the midst of adaptive pressures and the resulting 
disequilibrium. 
 

Adaptive Challenge The gap between the values people stand for (that constitute 
thriving) and the reality that they face (their current lack of 
capacity to realize those values in their environment). 
 

Adaptive Culture Adaptive cultures engage in at least five practices. They (1) 
name the elephants in the room, (2) share responsibility for 
the organization’s future, (3) exercise independent 
judgment, (4) develop leadership capacity, and (5) 
institutionalize reflection and continuous learning. 
 

Adaptive Leadership The activity of mobilizing adaptive work. 
 

Adaptive Work Holding people through a sustained period of 
disequilibrium during which they identify what cultural 
DNA to conserve and discard, and invent or discover the 
new cultural DNA that will enable them to thrive anew; i.e., 
the learning process through which people in a system 
achieve successful adaptation. 
 

Authority Formal or informal power within a system, entrusted by one 
party to another in exchange for a service. The basic 
services, or social functions provided by authorities are: (1) 
direction; (2) protection; and (3) order. 
 

Casualty A person, competency, or roles that is lost as a by-product 
of adaptive change. 
 

Dance Floor Where the action is. Where the friction, noise, tension, and 



	
	

 

125 
	

	
 

 
 

 

systemic activity are occurring. Ultimately, the place where 
the work gets done. 
 

Default A routine and habitual response to recurring stimuli. 
 

Disequilibrium The absence of a steady state, typically characterized in a 
social system by increasing levels of urgency, conflict, 
dissonance, and tension generated by adaptive challenges. 
 

Elephant in the Room A difficult issue that is commonly known to exist in an 
organization or community but is not discussed openly. 
 

Experimental Mindset An attitude that treats any approach to an adaptive issue not 
as a solution, but as the beginning of an iterative process of 
testing a hypothesis, observing what happens, learning, 
making midcourse corrections, and then, if necessary, 
trying something else. 
 

Getting on the Balcony Taking a distanced view. The mental act of disengaging 
from the dance floor, the current swirl of activity, in order 
to observe and gain perspective on yourself and on the 
larger system. Enables you to see patterns that are not 
visible from the ground. 
 

Giving the Work Back The action of an authority figure in resisting the pressure to 
take the responsibility for solving problems off of other 
people’s shoulders, and instead mobilizing the 
responsibility of the primary stakeholders in doing their 
share of the adaptive work. 
 

Holding Environment The cohesive properties of a relationship or social system 
that serve to keep people engaged with one another in spite 
of the divisive forces generated by adaptive work. May 
include, for example, bonds of affiliation and love; agreed-
upon rules, procedures, and norms; shared purposes and 
common values; traditions, language, and rituals; 
familiarity with adaptive work; and trust in authority. 
Holding environments give a group identity and contain the 
conflict, chaos, and confusion often produced when 
struggling with complex problematic realities. 
 

Interpretation Identifying patterns of behavior that help make sense of a 
situation. Interpretation is the process of explaining raw 
data through digestible understandings and narratives. Most 
situations have multiple possible interpretations.  
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Intervention Any series of actions or a particular action, including 
intentional inaction, aimed at mobilizing progress on 
adaptive challenges. 
 

Living into the 
Disequilibrium 

The gradual process of easing people into an uncomfortable 
state of uncertainty, disorder, conflict, or chaos at a pace 
and level that does not overwhelm them yet takes them out 
of their comfort zones and mobilizes them to engage in 
addressing an adaptive challenge. 
 

Observation Collection of relevant data from a detached perspective and 
from as many sources as possible. 
 

Pacing the Work Gauging how much disturbance the social system can 
withstand and then breaking down a complex challenge into 
small elements, sequencing them at a rate that people can 
absorb. 
 

Pressure Cooker A holding environment strong enough to contain the 
disequilibrium of adaptive processes. 
 

Productive Zone of 
Disequilibrium 

The optimal range of distress within which the urgency in 
the system motivates people to engage in adaptive work. If 
the level is too low, people will be inclined to complacently 
maintain their current way of working, but if it is too high, 
people are likely to be overwhelmed and may start to panic 
or engage in severe forms of work avoidance, like 
scapegoating or assassination. 
 

Regulating the Heat Raising or lowering the distress in the system to stay within 
the productive zone of disequilibrium. 
 

Ripeness of an Issue The readiness of a dominant coalition of stakeholders to 
tackle an issue because of a generalized sense of urgency 
across stakeholding groups. 
 

Ritual A practice with symbolic import that helps to create a 
shared sense of community. 
 

Song Beneath the Words The underlying meaning or unspoken subtext in someone’s 
comment, often identified by body language, tone, intensity 
of voice, and the choice of language. 
 

Technical Problem Problems that can be diagnosed and solved, generally 
within a short time frame, by applying established know-
how and procedures. Technical problems are amenable to 
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authoritative expertise and management of routine 
processes.  
 

Technical Work Problem defining and problem solving that effectively 
mobilizes, coordinates, and applies currently sufficient 
expertise, processes, and cultural norms. 
 

Thrive To live up to people’s highest values. Requires adaptive 
responses that distinguish what’s essential from what’s 
expendable, and innovates so that the social system can 
bring the best of its past into the future. 
 

Work Avoidance The conscious or unconscious patterns in a social system 
that distract people’s attention or displace responsibility in 
order to restore social equilibrium at the cost of progress in 
meeting an adaptive challenge. 
 

 
Figure 2-1 
Distinguishing technical problems and adaptive challenges 
 
Kind of Challenge 
 

Problem definition Solution Locus of work 

Technical 
 

Clear Clear Authority 

Technical and 
Adaptive 
 

Clear Requires learning Authority and 
stakeholders 

Adaptive 
 

Requires learning Requires learning Stakeholders 

 
Figure 2-3 
Leading from a position of authority 
 
Task 
 

Technical Adaptive 

Direction Provide problem definition & 
solution 
 

Identify the adaptive 
challenge; frame key questions 
and issues 
 

Protection Protect from external threats 
 

Disclose external threats 

Order 
Orientation 
 
 
 
 

 
Orient people to current roles 
 
 
 
 

 
Disorient current roles; resist 
orienting people to new roles 
took quickly 
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Conflict 
 
 
Norms 

Restore order 
 
 
Maintain norms 

Expose Conflict or let it 
emerge 
 
Challenge norms or let them 
be challenged 
 

 
 
Table 5-1 
Identifying a primarily adaptive challenge 
 
Concept Identifying flag 
Persistent gap between aspirations and reality. 
 

The language of complaint is used increasingly 
to describe the current situation. 
 

Responses within current repertoire are 
inadequate. 
 

Previously successful outside experts and 
internal authorities unable to solve the 
problem. 
 

Difficult learning required. 
 

Frustration and stress manifest. Failures more 
frequent than usual. Traditional problem-
solving methods used repeatedly, but without 
success. 
 

New stakeholders across boundaries need to be 
engaged. 
 

Rounding up the usual suspects to address the 
issue has not produced progress. 

Longer time frame necessary. 
 

Problem festers or reappears after short-term 
fix is applied. 
 

Disequilibrium experienced as sense of crisis 
starting to be felt. 
 

Increasing conflict and frustration generate 
tension and chaos. Willingness to try 
something new begins to build as urgency 
becomes widespread. 
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Table 6-1 
Adaptive challenge and proposed change initiative 
 
Adaptive challenge: ______________________________________________________ 
Your proposed change initiative: ___________________________________________ 
 
 
 
Stakeholder 
(individual or 
group) 
 
 

 
 
 
 

 
 
 
 

 
 
 
 

 
 
Relationship to 
the Issue? 
 
 
 

   

 
 
 
Preferred 
Outcome? 
 
 
 

   

 
 
 
Noblest Values? 
 
 
 

   

 
 
Loyalties? 
 
 
 

   

 
 
 
Potential Losses? 
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Table 10-1 
Worksheet: strategies for acting politically 
 
Your adaptive change 
initiative:_______________________________________________________________ 
 
Allies 
 
 
 
 
 
Who might be your 
allies? 

 
 
 
 
Why might they be 
allies? 

 
What is their main 
objective? (support 
you? The initiative 
itself? The 
organization? 
 

 
 
How can this ally best 
help you successfully 
implement your 
intervention? 
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Opponents 
 
 
 
Who might be your 
opponents? 

 
 
Why might they be 
opponents? 

 
 
What do they stand 
to lose if your 
initiative succeeds? 

 
How might you 
neutralize their 
opposition or get 
them on your sides? 
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Senior Authorities 
 
 
 
Who are the senior 
authorities most 
important to your 
intervention’s 
success? 

 
 
 
 
Why are they 
important? 

 
 
What signals are 
they giving about 
how the organization 
perceives your 
intervention? 

 
What might you say 
or do to secure their 
support as your 
initiative is being 
implemented? 
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Casualties 
 
 
 
 
Who will be 
casualties of 
your 
intervention? 

 
 
 
 
What will 
they lose? 

 
What new 
skills would 
help them 
survive the 
change and 
thrive in the 
new 
organization? 
 

 
 
 
How might 
you help 
them 
acquire 
those 
skills? 

 
 
 
Which 
casualties will 
need to leave 
the 
organization? 

 
 
 
How could 
you help 
them succeed 
elsewhere? 
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Dissenters 
 
 
Who are the dissenters 
in your organization—
those who typically 
voice radical ideas or 
mention the 
unmentionable? 
 

 
 
 
What ideas are they 
bringing forth that 
might be valuable for 
your intervention? 

 
 
 
 
How might you 
enable their ideas 
to have a hearing? 

 
 
 
How can you protect 
them from being 
marginalized or 
silenced? 
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Table 11-1 
Controlling the temperature 
 
To raise the temperature… To lower the temperature… 

• Draw attention to the tough 
questions. 

• Address the aspects of the conflict 
that have the most obvious and 
technical solutions. 

 
• Give people more responsibility 

than they’re comfortable with. 
• Provide structure by breaking the 

problem into parts and creating time 
frames, decision rules, and role 
assignments. 

 
• Bring conflicts to the surface. • Temporarily reclaim responsibility 

for the tough issues. 
 

• Name and use some of the 
dynamics in the room at the 
moment to illustrate some of the 
issues facing the group—e.g., 
getting authority figure to do the 
work, scapegoating an individual, 
externalizing the blame, and tossing 
technical fixes at the solution. 

• Employ work avoidance mechanism 
such as taking a break, telling a joke 
or a story, or doing an exercise. 

 
• Slow down the process of 

challenging norms and expectations. 

  



	
	

 

 
	

136 
 

 
 

 

APPENDIX F 

ORIENTATION PRESENTATION OUTLINE



	
	

 

137 
 

	

 
 

 
 

 

Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church 
 

Orientation Session Outline 
 
All Adaptive Leadership Theory concepts, definitions, and quotations are taken from The 
Practice of Adaptive Leadership: Tools and Tactics for Changing Your Organization and 
the World, (Boston: Harvard Business Press, 2009) by Ronald Heifetz, Alexander 
Grashow, and Marty Linsky. 
 
Vision Process: Discerning Our Future 
Centering On God’s Will 
Nothing More 
Nothing Less 
Nothing Else 
 
Vision Process 
Appreciative Inquiry 

• How did we get here?  
• When have we been our best self?  
• When have we felt most connected to the ARBC family?  
• When have we been the Body of Christ for each other?  
• What is our Positive Core? 

 
ARBC’s Positive Core 
Radical Hospitality 
Transformative Relationships 
Engaging Worship 
Faithful Service 
 
God-Sized Dreams 
What might God be calling us to do with who we are/what we have learned?  
Waking up in 2024, who or what do you see?  
How is ARBC ministering to our community? 
 
Radical Hospitality 
Initiative 

• At ARBC, we neighbor each other and our community. We wholeheartedly build 
transformative relationships with people every day. We embrace our city with 
affirming love of Christ. 

Key Objectives 
• ARBC is your neighborhood church. We are actively engaged with people both 

on and off our campus. 
• Our campus is a safe place for all people to encounter the love of Christ 7 days a 

week. 
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• We love people in ways that build authentic Christian community. 
• We embrace all generations. 

 
Transformative Relationships 
Initiative 

• At ARBC, we are an intergenerational church actively seeking to transform 
people into energized Christ-followers. We focus on doing life together. We help 
people build their lives around Jesus Christ. 

 
Key Objectives 

• All age groups are theologically and Biblically literate in developmentally 
appropriate ways. 

• People embrace a Jesus worldview in every aspect of their lives 
• We provide opportunities to connect with others in meaningful and life-changing 

ways. 
• We connect people to a variety of spiritual resources and support. 

 
Engaging Worship 
Initiative 

• At ARBC worship experiences are engaging and inspiring. Through creative and 
reverent worship, we are growing a community of deep faith and commitment. 
Worship is accessible and available to all. 

Key Objectives 
• ARBC has a uniquely inspiring and meaningful worship experience. 
• ARBC engages all people in worship at times, places, and formats that meet their 

unique needs. 
• Through worship anchored in tradition, ARBC infuses creativity into the worship 

experience. 
• ARBC maintains a safe and secure worship atmosphere. 

 
Faithful Service 
Initiative 

• At ARBC we enthusiastically serve our community and one another. We 
empower people to confront the spiritual and physical needs around them. 

Key Objectives 
• Every person in our church is actively engaged in ministry. 
• We recognize and affirm a clear sense of vocational calling within all people. 
• We have identified a select group of ministry partners to help us more fully serve 

our world. 
• We participate in the Augusta Road community as a missional partner. 

 
Halted by Loss 
Loss of Institutional Memory 
Loss of A Way of Being ARBC 
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Turning Point: An Adaptive Moment 
What must we do to thrive as the church and world change around us? 

• THRIVE: to live up to our highest values in the midst of changing and 
challenging environments. 

• Can we distinguish what is essential from what’s expendable? 
• Can we innovate so that we bring the best of the past into the future? 
• Take the best of our history, leave behind lessons that no longer serve us, and 

innovate, not for change’s sake, but for the sake of conserving and preserving the 
values and competence we find most essential and precious. 

 
Adaptive Leadership Theory 

• Ronald Heifetz, Marty Linsky, Alexander Grashow 
• Leadership Without Easy Answers, Leadership on The Line, Principles of 

Adaptive Leadership 
• “Adaptive Leadership is an approach to making progress on the most important 

challenges you face in your piece and part of the world, presumably in your 
professional life but perhaps in your personal life as well. Our concepts, tools, and 
tactics aim to help you mobilize people toward some collective purpose, a 
purpose that exists beyond your own individual ambition.” 

 
Diagnose the System 

• Diagnosis Then Action.  
• Diagnose what is happening in your organization or community and take action to 

address the problems you have identified. 
• Requires the ability to achieve some distance from those on-the-ground events. 

 
Get On the “Balcony” 

• Moving back and forth between “balcony” and “dance floor,” continually 
assessing what is happening in your organization and taking corrective midcourse 
action.  

• Keeping one eye on the events happening immediately around you and the other 
eye on the larger patterns and dynamics. 

 
An Experimental Mindset 

• Adaptive leadership work is iterative: you try something, see how it goes, learn 
from what happened, and then try something else. You tailor your interventions to 
the individuals involved and to the unique (and shifting) characteristics of the 
situation facing you. 

 
Adaptive Leadership 

• The practice of mobilizing people to tackle tough challenges and THRIVE. 
• Evolutionary Biology says that a successful adaptation has three characteristics 
• 1) It preserves the DNA essential for the species’ continued survival;  
• 2) It discards (deregulates or rearranges) the DNA that no longer serves the 

species’ current needs; 
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• 3) It creates DNA arrangements that give the species’ the ability to flourish in 
new ways and in more challenging environments. 

• Successful adaptations enable a living system to take the best from its history into 
the future. 

• “New environments and new dreams demand new strategies and abilities, as well 
as the leadership to mobilize them...Leadership, then, must wrestle with 
normative questions of value, purpose, and process...adaptive success in an 
organizational sense requires leadership that can orchestrate multiple stakeholder 
priorities to define thriving and then realize it.” 

• “Successful adaptive changes build on the past rather than jettisoning it...A 
challenge for adaptive leadership, then, is to engage people in distinguishing what 
is essential to preserve from their organization’s heritage from what is 
expendable. Successful adaptations are thus both conservative and progressive.” 

 
The Illusion of the Broken System 

• “There is no such thing as a dysfunctional organization, because every 
organization is perfectly aligned to achieve the results it currently gets.” 

• Any social system is designed the way it is because the people in that system want 
it that way. 

• What happens when the values the people proclaim, and the results the system is 
achieving no longer line up? 

• Often the people in the organization prefer the current situation to trying 
something new where the consequences are unpredictable and likely to involve 
losses for key parties. But they no longer thrive. 

• Insanity: Doing the same thing over and over again expecting different results. 
 
Technical Problems vs. Adaptive Challenges 

• Technical Work: Problem defining and problem solving that effectively 
mobilizes, coordinates, and applies currently sufficient expertise, processes, and 
cultural norms. 

• Technical Problem: Problems that can be diagnosed and solved, generally within 
a short time frame, by applying established know-how and procedures. These 
problems are amenable to authoritative expertise and management of routine 
procedures. 

• Clear Problem 
• Known Solutions 
• Can be implemented given the right resources and current know-how  
• Resolved within current structures, procedures, and ways of doing things, and 

when done by authorities 
• Adaptive Challenge: The gap between the values people stand for (that constitute 

thriving) and the reality they face (their current lack of capacity to realize those 
values in their environment). 

• Persists when technical solutions are exhausted 
• Requires new learning, b/c no obvious answer 
• Changes in priorities, beliefs, habits, and loyalties 
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• Moving beyond authoritative expertise, and mobilizing for discovery 
• Shedding entrenched ways, tolerating losses, generating adaptive capacity to 

thrive 
• What is the mission or purpose of the organization or group facing the challenge? 
• Does the current challenge emerge from changing values or priorities within the 

organization or changing conditions externally? 
• What are the adaptive aspects and the technical aspects of this challenge? 
• Where am I in the organization, and what is my perspective on the challenge? 
• Who are the relevant parties to the challenge, and what are their perspectives? 
• Where does the conflict emerge—at the level of orienting values and mission, or 

at the level of objectives, strategy, and tasks? 
 
Adaptive Challenge Archetypes 

• Gap Between Espoused Values and Behavior 
• Competing Commitments 
• Speaking the Unspeakable 
• Work Avoidance 

 
Taking Away the Car Keys 
 
Lewis and Clark and the Corps of Discovery 

• Canoeing the Mountains 
• Can’t Simply Do Nothing 
• What We’ve Done No Longer Works 

 
Spirit-Led Adaptive Moments in the Book of Acts 

• “Luke-Acts demonstrates that the Spirit continually pushes the church, in its 
particular time and place, to reenter the story of Jesus Christ in order to wrestle 
with the question of how this narrative is given structure in terms of institutions 
and organizations.” –Alan Roxburgh, (Structured for Mission: Renewing the 
Culture of the Church, p.64) 

• The Call to Bear Witness, Acts 1:1-8 
• The Spirit at Pentecost, Acts 2:1-41 
• The Conversion of Peter and Cornelius, Acts 10:1-33 
• The Jerusalem Council, Acts 15:1-35 

 
Change Brings Loss 

• No One Resists Change 
• We love changes with perceived benefits 
• We resist changes that we bring perceived losses 
• Life  Loved ones Relevance Community Loyalty Identity 
• Jobs  Wealth  Competence Status  Comfort Power 
• Security       Control Reputation Resources Time  Money 
• Independence  Righteousness 
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• We refuse to adapt when we are unwilling to accept the perceived loss the change 
will bring 

• “Adaptive leadership almost always puts you in the business of assessing, 
managing, distributing, and providing contexts for losses that move people 
through those losses to a new place.” 

• It isn’t all about loss. Also, conservation: What elements are essential and must be 
preserved into the future, or we will lose precious values, core competencies, and 
lose who we are? 99.9% of the DNA is preserved. 0.1% or less to Thrive 

 
Disequilibrium 

• Call attention to tough questions that raise deep value conflicts 
• Draw responsibility beyond norms and job descriptions 
• Move out of the comfort zone 
• Raise the heat 

 
The Pressure Cooker: PZD 

• Productive Zone of Disequilibrium: 
• The optimal range of distress within which the urgency in the system motivates 

people to engage in adaptive work. If the level is too low, people will be inclined 
to complacently maintain their current ways of working, but if it is too high, 
people are likely to be overwhelmed and may start to panic or engage in severe 
forms of work avoidance, like scapegoating or assassination.  

• PZD: Regulating the Heat 
• Enough heat generated by your intervention to gain attention, engagement, and 

forward motion, but not so much that the organization (or your part of it) 
explodes. 

 
Adaptive Leadership Activities 

• Observing events and patterns around you 
• Interpret what you are observing (developing multiple hypotheses about what is 

really going on) 
• Design interventions based on the observations and interpretations to address the 

adaptive challenge you have identified 
 
Observe and Interpret 

• As objectively as possible from the balcony 
• Collect all the data that is available 
• Listen for the song beneath the words 
• Determine underlying values at stake 
• Determine where others are interpreting adaptive challenges as technical 
• Is there any part of this situation that is new to us and that therefore might need a 

different strategy than what we usually do? 
• Who are the key stakeholders, and how might they be positively or negatively 

affected? How would they describe the situation and the stakes for them? 



	
	

 

143 
 

	

 
 

 
 

 

• How generalized in our organization is the urgency to do anything about this 
challenge, or does the issue need to ripen (or be ripened)? 

• What adaptive elements do you see? What technical aspects are there? Can 
technical solutions give early wins to buy time? 

• Are we the only ones in this organization or industry facing this situation? What 
responses are others making? 

 
Defining Purpose, Success, and Thriving 
 
What Structures, Culture, and Defaults have become ingrained? Which need to 
change? 
 
Folklore, Rituals, and Norms 

• Folklore: Stories, jokes, legends that make meaning 
• Rituals: What practices create a shared sense of community? 
• Norms: What must be done? What is unacceptable? 
• An adaptive organization looks beyond the norms when confronted with a new 

challenge. Beyond, “We’ve never done it that way before.” 
• This feels uncomfortable and risky, but when serving the greater purpose can 

enable you to thrive. 
 
Diagnose the Political Landscape 

• People in an organization are seeking to meet expectations of their various 
constituencies. When you understand the nature of those expectations, you can 
mobilize people more effectively. 

• Look at the organization as a web of stakeholders.  
• For each stakeholder, identify his or her: 
• Stake in the challenge at hand: How will he or she be affected by resolution of the 

challenge? 
• Desired outcomes: What would she like to see come out of a resolution of the 

issue? 
• Level of engagement: How much does the person care about the issue and the 

organization? 
• Degree of power and influence: What resources does the person control, and who 

wants those resources? 
• Values: What are the commitments and beliefs guiding the behaviors and 

decision-making processes? 
• Loyalties: What obligations does the person have to people outside his or her 

immediate group? 
• Losses at risk: What does the person fear losing (status, resources, a positive self-

image) if things should change? 
• Hidden alliances: What shared interests does the person have with people from 

other major stakeholder groups that could lead the person to form an alliance that 
could build influence? 
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• If you were to record the voice in your head telling you not to take more risks, 
whose voice is it and what is it saying? What is holding you back from taking 
risks, pushing your agenda, raising the heat? 

• Allies 
• Opponents 
• Senior Authorities 
• Casualties 
• Dissenters 

 
Intervene 

• Develop a hypothesis 
• Experiment in service of the larger and shared purpose 
• Consider what might need to be learned 
• Consider current resources at your disposal 
• Design interventions that move beyond the comfort zone 
• Questions 
• Process Ideas 
• Frameworks 
• Single Change Initiatives 
• Strategic Sequence Efforts 
• Sometimes focusing on a subgroup 
• Sometimes focusing on the larger organizational system. 
• Point to a long-term solution (rather than a quick fix) to the adaptive challenge. 
• Framing the challenge and offering interpretations of the issues and the current 

realities that will make some people uncomfortable. 
• Using the discomfort to drive progress rather than repressing or temporizing to 

restore the more comfortable status quo. 
• Leveraging unusual networks of relationships throughout the organization. 
• Strengthening the organization’s adaptive capacity to deal with ongoing streams 

of adaptive challenges in the future. 
 
Intervention Process 

• Get on the Balcony 
• Determine the Ripeness of the Issue in the System 
• Ask, “Who am I in this picture?” 
• Think hard about the framing. Start where the people are, not where you are. 

Reach people above and below the neck. 
• Hold Steady 
• Analyze the factions that begin to emerge. 
• Keep the work at the center of people’s attention. 
• Failure Leads to Learning! 
• Believe that your intervention is absolutely the right thing to do. Remain open to 

the possibility you might be wrong. 
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Create a Holding Environment 
• The cohesive properties of a relationship or social system that serve to keep 

people engaged with one another in spite of the divisive forces generated by 
adaptive work. 

• Bonds of affiliation or love 
• Agreed-upon rules, procedures, and norms 
• Shared purposes and common values 
• Traditions, language, and rituals 
• Familiarity with adaptive work 
• Trust in authority 
• Holding environments give a group identity and contain the conflict, chaos, and 

confusion often produced when struggling with complex realities. 
 
Select Participants 

• Who needs to learn what, to make progress on this challenge? 
• Does a party represent a constituency whose changes are critical if the larger 

community is to make progress? 
• Does any party’s perspective generate so much distress that including it would 

disrupt the efforts to build any kind of coalition? 
• Are there parties whose presence is important in the medium or long term but not 

in the short term? 
 
Give the Work Back to the People 
 
Remember Your Purpose and that the Mission Always Wins 

• John 1, Incarnation 
• John 3:16, Salvation 
• Roman Road, Response of Confession and Faith 
• Acts 1:8, Called to bear witness 
• Matthew 22, Commanded to Love 
• Matthew 25 and James 2, Faith lived out in service 
• Matthew 28, From Discipleship to Apostleship 
• The Holy Spirit is constantly pushing the church into Christ’s narrative, often in 

ways with which we are uncomfortable. 
• Augusta Road Baptist Church is a loving, inclusive Christian community that 

seeks to live out its faith in Christ through worship, spiritual growth, ministry, and 
missions. 

 
Qualities of Adaptive Organizations 

• Elephants in the room are named. 
• Responsibility for the organization’s future is shared. 
• Independent judgment is expected. 
• Leadership capacity is developed. 
• Reflection and continuous learning are institutionalized. 

 



	
	

 

146 
 

	

 
 

 
 

 

Challenges Facing ARBC 
• How do we define success at ARBC? 
• Are there subgroups with different definitions? 
• Describe ARBC. What are you observing about your community of faith? 
• If our system isn’t broken, what results are designed to achieve? Are we achieving 

them? 
• What changes are we seeing INSIDE ARBC that we need to address? 
• What are the technical problems? What are the adaptive challenges? What makes 

them adaptive? 
• What external factors are creating challenges for us? 
• What do we not know? 
• What is essential, and if we lost it we would lose who we are? 
• What tough questions must we ask, and what must we rethink if we are going to 

thrive today? 
• Within church life, what losses do you fear that prevent you from taking risks? 

 
Implementation Teams 

• Review Vision Initiatives and Key Objectives. 
• Add to Key Objectives 
• Analyze aspects of current ARBC Facilities, Finances, Staffing, and Structures. 

What supports initiative and objectives? What hinders? 
• How do we get from here to there? 
• What are the technical challenges? 
• What are the adaptive? 
• If Adaptive, what essentials must stay? What must be rearranged or discarded? 

How might we innovate? 
• Design an Intervention. 
• How is this change Spirit-driven? Purpose, Mission, and/or Vision driven? 
• Who may lose?  Who may be a casualty? 
• Design the holding environment? 
• Create adaptive capacity at ARBC. 
• Set a timeframe for implementation. 

 
Holy Experiment 

• “An innovate move, possibly inspired by the Holy Spirit, which helps us 
participate in God’s kingdom movement.”  --Mark Tidsworth  
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Faithful Service Team Meeting 1 Recap 
November 21, 2019 

 
Initiative 
At ARBC we enthusiastically serve our community and one another. We empower 
people to confront the spiritual and physical needs around them. 
 
 
Success / Thriving End of 2024 

• Faithful service gives life to ARBC. 
• There are constant opportunities to plug in for service. We are constantly talking 

about how and where we are serving, and the congregation is actively engaged in 
service. 

• The elderly and homebound feel connected, supported, and are not alone or left 
out of congregational life. 

• Families are helped with their children. 
• There is a connection to service across all ministry areas, and everyone in the 

church cares about service as an expression of their faith. 
• We are acutely aware of what is going on in our community. We understand the 

demographic makeup of the neighborhoods around us, as well as the needs and 
challenges presented there. 

• Everyone feels the love of ARBC the moment they set foot on campus. No one is 
exempt from this. That love carries over into the way the congregation lives and 
acts in their neighborhood and community. 

• We engage in strategic ministry and mission partnership with community 
organizations. Some groups and cause are adopted by the congregation as a 
whole. Some are adopted by individual smaller groups within the congregation. 
The church is deeply invested in its strategic ministry and missions partners. 

• Everyone in the congregation is informed about the church’s missions efforts, its 
ministry and missions partners, and ways they can plug in and support or serve. 

• There is a cohesive education and service strategy executed throughout the year. 
• We affirm the missions and service passions of all members of the congregations, 

and seek to support them or find ways to join in this important work. 
• Mission trips are a regular part of ARBC life. 
• ARBC members are naturally serving as an expression of their faith outside of 

church activities.  
• People in Greenville know that ARBC cares. 

 
Key Objectives from Vision Process 

• Every person in our church is actively engaged in ministry. 
• We recognize and affirm a clear sense of vocational calling within all people. 
• We have identified a select group of ministry partners to help us more fully serve 

our world. 
• We participate in the Augusta Road community as a missional partner. 
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Action Items from Vision Process 
• Each person is given the opportunity to participate in a spiritual gifts inventory. 
• Sacred service through work is celebrated during worship. 
• We commission and bless those who serve others in any capacity. 
• We annually reevaluate our ministry partnerships to ensure our support is given to 

those organizations who help ARBC fulfill its mission and vision. 
• Ministry partners are regularly invited to share about their work and needs. 
• We maintain a monthly emphasis around our ministry partners through education, 

prayer, and service. 
 
Challenges / Obstacles Preventing Thriving in 2019 
Internal 

• The size of the congregation prevents accomplishing service opportunities on the 
scale some would like, or to which we might feel called. 

• Volunteers are quickly burning out because they are asked to serve in many 
different areas. 

• The age of different segments of the congregation makes them ineligible for some 
service opportunities. It makes them feel like they are unable to physically serve 
in others. 

• Life is so busy that many people feel that they cannot give the time and energy to 
serve in ways they have been asked or feel called. 

• There are times when it feels like only some people care about service and 
missions. 

• Some of the congregation is okay with the status quo. 
• There is a scarcity mindset that does not see the abundance of the gifts available 

for service and supporting the community. 
External 

• There seems to be an increasing level of distrust in the culture toward faith 
communities and their intentions or motives. 

• The issues and needs presented in the communities around us seem so 
overwhelming that we do not know where to start or what good we are doing to 
help lead toward progress. 

• Life is so busy that many people feel that they cannot give the time and energy to 
serve in ways they have been asked or feel called. 

 
The Essentials and Expendables 
Essential 

• Service opportunities, both inside and outside of congregational life must always 
be at the heart of ARBC. There must be a balance of both, driven by a 
foundational understanding that we are called to an active faith that brings 
abundant life to the world and others. 

• Service opportunities must foster a connection across groups within the 
congregation in ways that bring the entire congregation together. 

Expendable 
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• Wednesday nights need to be rethought, and should be more about the post-dinner 
hour. 

 
Facilities Analysis 
Supports 

• There is a large amount of square footage that could be utilized for service and 
mission opportunities. The gym is a primary example of a place where large 
groups can be brought together. 

• The location of the church campus opens up strategic opportunities for the 
congregation to interact with and serve the residential community, the business 
community, the downtown community, and the Augusta Road community. 

• The preschool and after school ministries bring opportunities to minister to 
hundreds of people every day.  

• We have space to be a gathering place for community groups that offer support, 
connection, and care. 

• There is space that is not currently being utilized that could be put toward a 
faithful service use. 

Obstacles 
• The facilities are outdated. 
• Much of the campus is in disrepair. 
• The facilities and their maintenance take up too much space in the minds of the 

congregation and staff. This prevents opportunities to think creatively and engage 
energetically around service and missions opportunities. 

• The facilities drain financial resources that could be used for missions. 
• The layout of the facilities is not conducive to feeling the love of the congregation 

the moment one steps on campus. 
• We are unsure of how to accomplish the changes that may be needed in order to 

live into the faithful service vision initiative, as well as the other vision initiatives 
affirmed by the congregation. 

• Security continues to be a challenge. We must be secure enough so that the first 
response to anyone who comes on campus is one of Christian hospitality and 
service, and not fear. 

 
Finances Analysis 
Supports 

• The congregation tithes on its budget, ensuring 10% of every dollar that is given 
to the church goes toward mission and service. 

• We strategically use financial resources to support opportunities to gather the 
community on our campus. 

• The preschool and after school revenue enables us to keep the campus open, and 
could be utilized to even greater effect if they were managed in such a way that 
they were able to tithe on their budget as well. 

• The church currently has no debt. 
• There are many service opportunities that are not that costly to the church. 

Obstacles 
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• We do not have enough money to do all that we feel called to do. 
• We do not want to spend money for fear that we will not be able to cover 

expenses in the future. 
• There is a lack of clear financial strategy for moving into the future. 

 
Staffing Analysis 
Supports 

• The church staff thinks about and cares about service and missions as an 
expression of faith. They try to make it as much a part of congregational life as 
possible. 

• The staff is multifunctional, and is able to cover a variety of responsibilities to 
lead the congregation to serve each other and the community. 

• The church staff is team oriented and works well together to achieve 
congregational objectives. 

Obstacles 
• The current staff is stretched too thin. 
• Faithful service is not the focus of a single individual. 
• There is not enough support staff to support faithful service initiatives. 

 
Structures Analysis 
Supports 

• The missions and ministries coordinator is focusing on making strategic plans for 
engaging in missions and service in the future. 

• The congregation wants this to be a part of congregational life, and people show 
up for ARBC on missions. They also show up to support and engage in other 
fellowship-oriented missions fundraising events. 

• Even if they cannot show up to serve, if there is something that is being collected 
to support the work of a missions partner, the congregation will collect it. 

Obstacles 
• The missions team is inactive, and mission efforts are left to the staff and a few 

extremely dedicated volunteers 
• To this point the strategy for encouraging missions and service has been 

ineffective. 
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Engaging Worship Team Meeting 1 Recap 
November 22, 2019 

 
Initiative 
At ARBC worship experiences are engaging and inspiring. Through creative and reverent 
worship, we are growing a community of deep faith and commitment. Worship is 
accessible and available to all. 
 
Success / Thriving End of 2024 

• Weekly worship experiences are full in a space that is the right size for the 
congregation’s needs. 

• Worship is intergenerational, and all ages (including the youngest) participate and 
lead in worship. 

• There is a focus on congregational participation that leads to depth in lay 
leadership. 

• Opportunities are available for worship for those who cannot be present for the 
worship experience, such as livestreaming of services. 

• There is an enhanced musical experience in worship that includes a variety of 
musical genres and selections. More people are involved in leading music in 
worship than currently are. 

• There are different expressions of worship, including and especially visual 
enhancements such as multimedia presentations, drama, visual arts, dance, and 
other aesthetic enhancements that communicate the theme of the worship 
experience. 

• The worship and congregation do not give off the impression of a “stereotypical 
Baptist church.” 

• The congregation worships in sacred space that meets 21st century needs, that may 
be unconventional in nature, and may draw the focus of the congregation to 
worship, and not simply toward those who are leading in worship such as 
ministers and choir. 

• The dress of those who participate and lead in worship reflects the needs of the 
congregation, and is relatable those who attend worship. 

• The conclusion of worship communicates a spirit of commissioning and sending 
the congregation back into the world to bear witness to Christ each day. 

• People are enthusiastic about worship experiences, and desire for others to 
participate as well.  

• Statistics collected around worship experiences are appropriate measurements of 
congregational success for the current time. 

• Everyone can easily access the worship location. 
• Worship happens beyond the traditional 11:00 timeframe. 
• Everyone who attends worship experiences at ARBC understands why worship 

happens in the way that it does. 
 
Key Objectives from Vision Process 

• ARBC has a uniquely inspiring and meaningful worship experience. 
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• ARBC engages all people in worship at times, places, and formats that meet their 
unique needs. 

• Through worship anchored in tradition,  
• ARBC infuses creativity into the worship experience. 
• ARBC maintains a safe and secure worship atmosphere. 

 
Action Items from Vision Process 

• Worship experiences are available via livestream, and worship videos and 
recordings are available across digital platforms. 

• An annual security audit is performed to ensure the campus is safe for all people. 
• Off campus worship experiences are held when appropriate to the season and life 

of the church. 
• All generations lead in worship. 
• Music-centered worship experiences are held throughout the year. 
• Seasonal visual enhancements are a regular part of worship. 
• Historical and innovative prayer practices are emphasized during worship, 

especially during the season of Ordinary/Everyday Time. 
 
Challenges / Obstacles Preventing Thriving in 2019 
Internal 

• The members of the choir are aging, and few younger members have joined that 
may replace those who someday are no longer able to participate. 

• Worship, like much of ARBC life, is accomplished by only a few, overworked 
volunteers. 

• Current technology equipment and volunteer capability does not meet 21st century 
needs. 

• The church campus and facilities layout is not conducive to easily accessing 
worship. 

• The layout of the sanctuary ensures that focus is on both the ministers and the 
choir, which can cause distractions. 

• The congregation has a lack of patience with the youngest members present in 
worship. 

• The possible retirements of staff members who ensure we are able to reach 
excellence in a particular way of doing worship, and for whom replacements are 
not easily found. 

• Strong opinions about what worship is and looks like. Strong opinions about what 
does not constitute worship. Feelings that, “if it doesn’t speak to me, then it has 
no value.” 

• We are scared to take risks in worship. 
• The regular routine can lead to a lack of inspiration in worship. 

External 
• Competition for time and increased work demands resulting in people unable to 

attend or participate in leading regular worship experiences. 
• There is an increasing lack of interest in attending worship experiences in general. 
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• There is an increasing lack of understanding of the value of attending worship 
experiences. 

• The perception of who the congregation is, based on the nature of the facilities, 
may hinder attraction to participate in congregational life. 

• People may not know how to worship like ARBC worships. 
 
The Essentials and Expendables 
Essential 

• The word of God is proclaimed and red. 
• Prayer 
• Music 
• Congregational participation 
• Sacred space intentionally designed for worship 
• Intergenerational worship, all ages, including children, participate and lead 

Expendable 
(It was difficult for the team to name things that were truly expendable. The list below 
includes some possibilities with which the team and congregation will need to wrestle.) 

• Old hymns 
• Current sanctuary building 
• Organ 
• Choir 
• Robes 
• Regular liturgy / order of worship 

 
Facilities Analysis 
Supports 

• Plenty of square footage and places where worship can take place on campus. 
• The instruments (piano and organ) are of high quality, and are in good working 

condition. 
• The platform at the front of the sanctuary that draws one’s attention and focus in 

worship is aesthetically appealing. 
Obstacles 

• The layout of the facilities is not conducive to 21st century worship needs, and 
accessibility on campus. It is inflexible. 

• The sanctuary is hard to get to. 
• There is only one elevator located at the center of campus, but far away from the 

sanctuary and fellowship hall. 
• The pathway to the sanctuary is often dark and uninviting. 
• The facilities are plain. 
• The campus has buildings that have been put together and gives a feeling that 

things are “chopped up.” 
• Parts of the facilities have been poorly maintained, and much of the facilities 

require constant maintenance. 
• The HVAC system is difficult to work with and regulate, often making worship 

uncomfortable. 
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• The platform is inflexible and difficult to work with in ways that are not in line 
with the current format of ARBC worship experiences. 

 
Finances Analysis 
Supports 

• We are able to have a great staff that leads worship with excellence. 
Obstacles 

• We do not feel that we have the finances available to adequately support the 
Engaging Worship initiative. This is due to the other needs of the congregation, 
primarily the continued maintenance of the ARBC facilities. 

 
Staffing Analysis 
Supports 

• The staff is well equipped for leading the current worship experiences with 
excellence. 

Obstacles 
• There is not enough childcare support for all those who would like to participate 

and/or lead in worship to do so. 
• The talents of the staff may be limited to leading the current worship format, but 

may not extend to leading in other formats and forms of worship. 
• The demands of time and responsibilities on the ministerial staff lead to a routine 

of worship format that can become dull and uninspiring. 
• The congregation is not developing new leaders for worship. 
• The age of some of the staff may mean that there will come a time when they will 

no longer participate in worship. Who will replace them? 
 
Structures Analysis 
Supports 

• The choir is very active, but are if key members are absent it makes excellent 
choral offerings difficult to achieve. 

• There are individuals who are passionate about the visual aspects of worship, who 
are very talented, and who willingly lend their creativity and energy to creating an 
aesthetically pleasing worship atmosphere. 

• The communion team is dedicated to their tasks. 
• The AV team continues to work to enhance the multimedia capability of worship 

experiences. 
Obstacles 

• Volunteers on worship teams are overworked. 
• There is a need for more strategic collaboration between ministers, musicians, 

choir, and lay worship teams to create enhanced worship experiences that move 
people closer to God and keep them coming back. 
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Radical Hospitality Team Meeting 1 Recap 
December 1, 2019 

 
Initiative 
At ARBC we neighbor each other and our community. We wholeheartedly build 
transformative relationships with people every day. We embrace our city with the 
affirming love of Christ. 
 
Success / Thriving in 2024 

• Radical hospitality is accomplished in a way that has a deep and meaningful 
impact on the community and the congregation. 

• The congregation reflects the openness and spirit seen at a place like Triune 
Mercy Center. 

• The congregation, and those it serves, are diverse in all areas, including racial, 
economic, and generational diversity. “All are welcome as Christ.” 

• The ARBC facilities and spaces are useful for radical hospitality efforts. It is 
intentionally designed to be naturally navigable. Anyone can know or determine 
how to get where they need to go. 

• The ARBC campus feels like home to everyone. If you ever leave you are always 
welcomed back with open hearts and arms. 

• The ARBC campus is comfortable, but the buildings are not too big and/or empty. 
• There is an intentional staff emphasis around radial hospitality. It is someone’s 

job to ensure the congregation stays true to this initiative. 
• There is a strong bond developed within the congregation due to thriving mission 

emphases off campus. 
• Community events that bring people to the church campus are a regular part of 

ARBC life. 
• Through the work ARBC does, the church is blessing people, asking nothing in 

return. 
• There is a meeting of the church and the community at a level table because this 

initiative has been realized. The church approaches its relationship to the 
community from a place of humility. 

• The church is working to make the schools around it better. An example might be 
that ARBC has adopted Blythe Elementary because it has the highest number of 
homeless students in Greenville County. 

• The numbers of those engaged in ARBC life reflect the success of the radical 
hospitality initiative. 

• We love our Preschool and After school families and staffs. 
• There is a natural sense of invitation to become engaged at ARBC. 
• We teach how to embrace radical hospitality in the neighborhood and home. 
• It is clearly known that ARBC is involved in community projects and helping 

those around us in need. 
• There is a team of people who are constantly in the know about what is going on 

in the city so that we can determine where acts of Christian love and hospitality 
can be offered. 
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• We are constantly connecting with those who are part of the life of ARBC, but 
who cannot be on campus on a regular basis. 

 
Key Objectives from Vision Process 

• ARBC is a neighborhood church. We are actively engaged with people both on 
and off our campus. 

• Our campus is a safe place for all people to encounter the love of Christ 7 days a 
week. 

• We love people in ways that build authentic Christian community. 
• We embrace and support people of all generations and stages of life. 

 
Action Items from Vision Process 

• The Kid Check security procedures are implemented across our ministries among 
minors. 

• The ARBC Hosts ensure a welcoming and safe environment for all events and 
worship experiences. 

• Annual background checks are performed on all volunteers, especially those who 
work with minors. 

• Gliders are available in the back of the sanctuary as a sign of welcome and to 
serve parents caring for infants that are too young to be left in worship care. 

• Intergenerational summer meals are held in the homes of ARBC members in 
June, July, and August. 

• Campus exterior and interior signage is updated to help people better navigate our 
campus. 

 
Challenges / Obstacles Preventing Thriving in 2019 
Internal 

• Competing commitments among those involved at ARBC. They are drawn in too 
many directions. 

• There has been a Members vs. Outsiders mentality that has been difficult to 
combat. 

• Generational conversations have proven difficult, and a lack of understanding 
among the different generations remains. 

• Some at ARBC are uncomfortable with difference. 
• ARBC has used the same Bible study format for too long. Diversifying is needed. 
• “If it’s not for me, then it’s not for me.” 
• Many have not been to another church in a long time. 

External 
• The culture and context in which the church ministers has changed. 
• No one has time for church like they used to. 
• There is a significant level of distrust for the church from those on the outside. 
• The church is not always seen. Visibility is an issue. 

 
The Essentials and Expendables 
Essential 
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• Everyone is welcome at ARBC, especially in worship 
• Personal Touch 
• Empowering people 
• Kids are safe and loved regardless of need 

Expendable 
• Current midweek format 
• Historical traditional church scheduling 

 
Facilities Analysis 
Supports 

• We have space for the preschool, after school, and community events. 
• The location is an asset. 

Obstacles 
• Parking 
• Wayfinding 
• Elevator and access to multiple parts of the campus 
• We have no sense of where we are going. 
• Plenty of square footage, but much of it is in the wrong place, or configured in a 

way that does not meet current needs. 
• The campus is not flexible. 
• Gathering space is uninviting and not conducive to hospitality. 
• Everything is old. 
• Shared space can be a challenge. 

 
Finances Analysis 
Supports 

• We feed people well. 
Obstacles 

• Aging facilities costing too much money to repair and maintain, and are taking 
funds away from work that could be done for radical hospitality. 

• We spend too much money on feeding people. 
 
Staffing Analysis 
Supports 

•  
Obstacles 

• We do not have enough volunteers or staff to effectively live into this vision 
initiative. 

 
Structures Analysis 
Supports 

•  
Obstacles 

•  
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Transformative Relationships Team Meeting 1 Recap 
December 5, 2019 

 
Initiative 
At ARBC we are an intergenerational church actively seeking to transform people into 
energized Christ-followers. We focus on doing life together. We help people build their 
lives around Jesus Christ. 
 
Success / Thriving End of 2024 

• We measure what matters at ARBC. 
• Engagement is heightened at ARBC, and our numbers (attendance and financial) 

reflect our success at living into our core values and vision initiatives. 
• There are no age gaps, but all ages are represented. 
• Fresh ideas and initiatives are brought forth. 
• All generations are loved and welcomed. 
• There is a diverse population at ARBC across all areas (age, race, economic 

status, thought, perspective, etc.) 
• The congregation is spiritually engaged outside of Sundays. 
• The congregation is serving the community outside of Sundays. 
• Bible study groups and other small groups are engaged socially in ways that 

effectively develop relationships and establish communities of support and care. 
• There is a strong connection between the active congregation and the homebound 

that ensures no one is left out. 
• ARBC is effectively ministering to people of all needs. 
• Everyone feels safe and secure at ARBC. 
• There are strong connections between the congregation and the weekday 

ministries. 
• There is a strong Bible study life at ARBC in which participants are well 

resourced to meet their study and spiritual needs, groups are fellowshipping and 
developing connections outside of study sessions, and the congregation is open to 
different study times, formats, groups and places. 

• There is opportunity for constant connection for everyone at ARBC. 
• The church campus is conducive to relationship building 
• Those who participate in the life of ARBC are constantly talking it up with others, 

and inviting others to be part of the church’s ministries and relationships. 
• ARBC participants are willing to volunteer and give of themselves to ensure that 

the congregation is able to effectively live into core values and initiatives. 
• There is a clear pathway for deepening connection with people at ARBC. 
• Everyone feels heard and supported. 

 
Key Objectives from Vision Process 

• All age groups are theologically and Biblically literate in developmentally 
appropriate ways. 

• People embrace a Jesus worldview in every aspect of their lives. 
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• We provide opportunities to connect with others in meaningful and life-changing 
ways. 

• We connect people to a variety of spiritual resources and support. 
 
Action Items from Vision Process 

• Weekly Bible Study opportunities are held for all ages at times, places, and in 
formats that meet their unique needs. 

• Community events are held that help people understand how the Christian faith is 
relevant to their daily lives. 

• Intentional mentoring takes place across the generations. 
• The congregation is annually surveyed in order to understand the spiritual 

resources that are needed to incorporate faith into their daily lives. 
• Spiritual resources are shared weekly across all communication platforms. 
• Digital discussion platforms are maintained to allow people to build relationships 

around spiritual resources. 
 
Challenges / Obstacles Preventing Thriving in 2019 
Internal 

• ARBC staff is spread too thin. Need more people involved in the process. 
• Volunteers also feel spread too thin and burnt out. 
• There is a sense of apathy among the congregation. 
• If they are not truly apathetic, they may feel complacent or too comfortable to 

make changes. 
• There is a sense among the congregation that “If I’m not getting something out of 

it, there is not value in it.” 
• Some fear change, or are simply unwilling to change. 
• ARBC’s history can be a challenge, either because people recognize that it has 

been worse and they do not want to rock the boat, or there have been things that 
have been tried and failed in the past, so why try them again or something new 
that might fail. 

• There is too much going on at ARBC. 
• Full participation in traditional church life is difficult for people these days. 
• The congregation is aging. 
• Finances continue to be a challenge. 
• The buildings are not conducive to achieving this vision initiative. 
• It is difficult to find good curriculum to utilize in Bible study and small group 

ministry. 
• Much of the congregation hasn’t been to another church in a long time, and may 

not know how things can be different. 
• There may not be enough depth in the connections that are made at ARBC, 

especially with visitors. There is a need for more effective follow-up procedures 
to build relationships beyond the first visit. 

• There are people who get missed at ARBC, and the congregation needs to ensure 
everyone feels connected. 

External 
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• There is a constant competition for time and resources. 
• There is a lack of enthusiasm for traditional church life, or it no longer works 

(demands too much) with people who feel they are already spread too thin in all 
areas of their life. 

• The ties to the Baptist tradition may be a hindrance to developing new 
relationships with people who are not currently part of ARBC, or who are 
specifically looking for a CBF church. 

• The building is not warm and inviting. Instead, it looks dead to the point that it 
becomes unseen and blends in to everything else around it. 

• Finding good curriculum is not only a challenge for the current congregation, but 
also for ensuring studies that are relevant to meet the needs of the current day. 

 
The Essentials and Expendables 
Essential 

• Bible Study 
• Connection 
• Engagement 
• Worship 
• Service 
• Love for God, neighbor, and self 

Expendable 
• Times and formats 
• The current facilities 

 
Facilities Analysis 
Supports 

• Plenty of square footage and places where people can gather. 
• The gym provides large flexible space that could be used for reaching the goals of 

the transformative relationships initiative. 
• Children are together and “secure-ish.” 
• There are large gathering areas around campus. 
• The campus is kept clean. 
• The location is an asset. 
• The land on which the campus is located is valuable. 

Obstacles 
• The configuration of the campus enables the congregation to become siloed with 

people who are in their same age or life stage. 
• The campus is aging and becoming more and more expensive to maintain. 
• Parts of the campus have been poorly maintained, or maintained in a way that did 

not factor in a long-term strategy. 
• There is only one central elevator. 
• Shared space creates challenges for different groups. 
• There is a lack of good children and youth flexible and worshipping areas. 
• Though there are spaces to gather in groups of different sizes, they are not 

conducive to building transformative relationships. 
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• The technology across campus is poor. 
• The campus does not meet the needs of 21st century church life. 
• No room for growth capacity outside of worship. 

 
Finances Analysis 
Supports 

• Financial engagement per person continues to be strong within the congregation. 
Obstacles 

• Misallocated funds, or funds that are not properly allocated to developing 
transformative relationships. 

• Replacing the financial contributions of those who die, or who moved into a 
fixed-income lifestyle proves more and more difficult. 

• There are not enough financial resources to change the current buildings. 
 
Staffing Analysis 
Supports 

• The staff is good at what they do. 
• The staff is innovative and willing to experiment. 
• The staff is committed to ARBC. 

Obstacles 
• Staff burnout is a concern. 
• There is a need for more administrative and support staff to enable current staff to 

lead strategic ministry initiatives. 
• There is a need for someone to focus specifically on the mission work of ARBC. 
• There is a need for more volunteer staff. 
• The staff could benefit from a residency model that enables clergy in training to 

gain experience in ways that are beneficial to them and the congregation. 
 
Structures Analysis 
Supports 

• The development of a children’s team has already proved beneficial. 
• Those who lead Bible study are committed. 

Obstacles 
• Those who lead Bible study are burning out and need a break. 
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VISION IMPLEMENTATION TEAM INTERVENTIONS
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Transformative Relationships Intervention Meeting 
January 7, 2020 

 
Vision Initiative: 
At ARBC we are an intergenerational church actively seeking to transform people into 
energized Christ-followers. We focus on doing life together. We help people build their 
lives around Jesus Christ 
 
Adaptive Challenges: 

• Cultivating a diverse congregational population (age, race, economic status, etc.) 
• There are gaps in the different age groups at ARBC. There are specific 

generations and/or ages that seem to be missing from ARBC life. 
• Are all generations truly loved and welcomed? 
• Are we effectively ministering to people of all needs? 
• It is a challenge to get people engaged outside of Sundays. 
• We are running short on fresh ideas when it comes to transformative 

relationships. 
• Is the congregation adaptable to different formats in which relationships can be 

built? 
• Can we create a constant connection for everyone? 
• There is an ongoing challenge with volunteer burnout, as well as a lack of 

willingness for people to volunteer in new ways. 
• There is no clear pathway for deepening connections within the congregation. 
• Do we have a congregation in which everyone feels heard, and no one is left out? 
• If we want to measure what matters, how do we know what matters when it 

comes to transformative relationships, and how do we effectively measure it? 
• What is a “Jesus Worldview,” and how do we enable people to build their lives 

around that concept? 
• Decreasing congregational apathy, and reinjecting congregational enthusiasm. 
• Can we create mentoring relationships in which people are developed? 
• How do we define full participation in the life of the church, how do we help 

people achieve it with the schedule, pressure, and burnout challenges of a 21st 
century world? 

• How do we overcome a fear of change and failure? 
• Helping the congregation see value in participating in and supporting something 

even if it isn’t directly targeted at them. 
• Our congregation isn’t exposed to different ways of doing church. 
• The generations are siloed around campus. 

 
Adaptive Challenges to Address: 

• Breaking down the age silos to ensure that all generations are loved and 
welcomed. 

• Creating a pathway for deepening connections across the generations. 
• Engaging people in formats and at times other than Sunday, and with which they 

may be unfamiliar to create adaptive capacity. 



	
	

 

165 
 
 
 

	

 
 

 
 

 

• Defining what matters when it comes to developing relationships. 
• Create congregational enthusiasm. 

 
Observations: 

• More often than not, people gather with groups that are like them, and are usually 
life stage or age based in some way. 

• There is not enough interaction with multiple generations outside of worship. 
Even then, there is little interaction that would lead to effectively developing 
relationships. More often than not the different generations are simply occupying 
the same space at the same time (like in worship). This is not enough. 

• People are on the margins. They may have been active in the life of the 
congregation in some form, but people do not know them. 

• People may be connected in some way, but not truly engaged. They do not have 
deepening relationships. No one knows their story. Their needs are unknown. 
They do not seem to be on a path of deepening relationships with anyone in the 
congregation. 

• There is an element of complacency at work, where some people may be happy 
with the way they engage with the congregation, and are not looking for 
something deeper. 

• The generational silos have essentially developed cliques or communities within 
the larger faith community that attend to each other’s needs, but that prevent 
transformative relationships outside of those cliques. 

 
What We Want to Know and Learn: 

• How do we build intergenerational relationships and keep them sustainable? How 
or what makes them stick? 

• What are the basic elements that develop connections with people (hobbies, jobs, 
common friendships, etc.)? 

• How do we bring people to a people where they are willing to share their needs 
and/or respond to the needs of others? 

• What constitutes doing life together?  
• How does developing intergenerational relationships in this way help people build 

their lives around Jesus?  
 
Hypothesis: 
Augusta Road Baptist Church will more fully reflect the Transformative Relationships 
Vision Initiative if… 

• The generational silos are broken down and people are brought together with 
members of the congregation from other generations. 

• Intergenerational groups are gathered in ways that enable them to experience life 
together and to truly get to know each other. 

• Put people together around food and Jesus, and have them share their stories, and 
transformative relationships will develop. 

• We hear each other’s stories, are exposed to each other’s hearts, recognize each 
other’s needs and become willing to respond in ways that we are able. 
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• Relationships become sustainable when people are together in intentional ways 
for an extended period of time. 

 
Chosen Intervention: Intergenerational Small Groups 
What: 

• Intergenerational small groups (10 or so) that meet once per month for 6 months. 
When: 

• Monthly meetings, once per month. 
• 6-month time frame. 
• Starting in March with the beginning of the Lenten Season. 
• Group meeting times are left up to the group members. 

Where: 
• Groups can meet on or off the church campus at any location that is appropriate 

and conducive to this type of group gathering. 
Who: 

• Everyone is invited. No one is left out. If there are members that are unable to 
participate because of driving restrictions, the members will be encouraged to find 
a way to resolve this issue. 

• Hosts must be active and committed to congregational life at ARBC. They must 
be willing to facilitate the discussion and the formatting of the group meetings in 
ways that fit with the desired intervention. 

• Ministers will be exempt from serving as group hosts so that the congregation can 
get to know them in an unofficial, non-leadership capacity. 

How: 
• They need to be gathered around a common table for food, coffee, etc. The 

specifics are left up to the group. 
• The conversation must involve discussions of faith in some way (Jesus must be 

there). This will begin with discussion questions and topics developed by Matt 
and based on the sermons preached around the small group meetings. 

• The time and location of the group meetings are left up to the group members, but 
should first be instigated by the hosts. 

• In addition to faith discussion, the groups should have conversation that enables 
them to get to know one another. They must learn stories and memories. They 
must share the highs and lows of life. They must share their challenges and 
celebrations. 

• The groups will be required to find one act of service that they can offer to the 
community around them. 

 
How We Will Know If It Worked: 

• They are committed to the group and keep showing up. 
• Different people are speaking to each other on campus. 
• Different individuals, couples, and families are sitting together in worship and 

around the tables in times of fellowship. 
• They give positive responses to survey questions around the groups. 
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• We see people broadening the ways in which they participate in ARBC life. We 
see people becoming more committed to participating in ARBC life in the ways 
they are already involved. 

• They ask for the groups to continue meeting. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



	
	

 

168 
 
 
 

	

 
 

 
 

 

Engaging Worship Intervention Meeting 
January 20, 2020 

 
Vision Initiative: 
At ARBC worship experiences are engaging and inspiring. Through creative and reverent 
worship, we are growing a community of deep faith and commitment. Worship is 
accessible and available to all. 
 
Adaptive Challenges: 

• Regular worship attendance and church participation has changed. 
• Providing different expressions of “worship” that provide a deeper, or at least 

different, understanding of worship that is both creative and reverent. 
• Finding a way to create 21st century sacred space in which ARBC worships. 
• Holding worship in different times, places, and formats. 
• Finding ways for worship to lead to increasing depth among lay leadership. 
• Ensuring that worship is not simply an attractive moment, but that it is a 

commissioning moment that sends the congregation back out into the world 
inspired to live as the Christ-followers that the world needs. 

• Worship is not as intergenerational as it could be. How does ARBC create 
worship experiences that are tied to the traditions of the church, while relevant to 
younger generations. 

• Worship at ARBC has become stale and routine. 
 
Adaptive Challenges to Address: 

• Worship at ARBC has become stale and routine. 
• ARBC must strive to provide different expressions of worship that offer a deeper, 

or at least different understanding of worship that is both creative and reverent, in 
order to lead to better congregational inspiration and engagement with all people. 

 
Observations: 

• We do the same thing, or use the same order of worship every week. 
• We are not bold enough in our worship.  
• Matt puts the outline together with little consultation from others to prevent 

bothering others and asking those who are already stretched thin to be more 
involved in another thing. 

• The ARBC worship space is not flexible to allow for the most creative worship. 
• People sit in the same place every week, and sometimes seem to reflect a “Don’t 

you sit in my pew,” mentality. 
• We are afraid of the unknown. 
• We think we know what we don’t want, but we are not exposed to other worship 

styles and formats. 
• Our worship is designed primarily with the congregation in mind, and does little 

to specifically address the presence of guests. 
• Our worship consists almost entirely of music and spoken/read elements. 
• We have a lack of intentional worship planning. 
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Hypothesis: 
Worship at ARBC will become more engaging and inspiring, more creative and reverent, 
and will emerge out of its stale routine of doing the same thing every week if… 

• The order of worship, and the elements it includes, changes every week. We 
should be more excited to anticipate different each week, and to experience 
worship than knowing exactly what to expect. 

• More intentional and strategic planning went into worship. 
• Worship embraced a greater sense of pageantry. 
• There was more congregational participation, and more people were invited to be 

involved in leading worship. 
 
Possible Interventions: 

• Change the order of worship weekly. 
• Change the configuration of the sanctuary platform. Move the choir out of focus.  
• Take the pews out of the sanctuary, and purchase chairs that would enable to 

congregational seating to be configured in accordance with the needs of the 
specifics of the service. 

• Periodically completely change the format of worship. 
• Work with the congregation to come up with a common definition of “reverence” 

that allows for Spirit-driven creativity. 
• Find ways for more congregational participation, including simple things like 

standing for the reading of the Gospel passages each week. 
• Sing new hymns and songs. 
• Have music that is printed for those who enjoy contributing a specific SATB part, 

but also words projected.  
• Utilize different individuals and ensembles to relieve the choir of the burden of 

singing an anthem almost every week. 
• Find more opportunities for music-led worship through musicals, cantatas, 

productions. 
 
Chosen Intervention: Lenten Worship Creative Planning Team 
What: 

• Pull together a group of creative individuals who are passionate about worship for 
the purpose of designing a series of innovative worship experiences for the ARBC 
Lenten Season. 

• Utilize different voices and leaders each week, ensuring as much congregational 
participation as possible. 

• Be open to the Spirit’s leadership in stepping outside of the normal worship 
“box.” 

• Ensure a variety of music presentations (i.e., solos and ensembles, including guest 
musicians). 

• Consider the use of multimedia and visual enhancements to ensure worship is 
relevant to all generations and learning/worship engagement styles. 

When: 



	
	

 

170 
 
 
 

	

 
 

 
 

 

• Ash Wednesday, February 26 
• Sundays, March 1, 8, 15, 22, and 29 
• Palm and Passion Sunday, April 5 
• Maundy Thursday, April 9 
• Easter Sunday, April 12 

Where: 
• Be open to opportunities for worship in the sanctuary, around campus, and off 

campus. 
Who: 

• Engaging Worship Team  
• Ministerial Staff  
• Musicians  
• Worship Coordinator  
• AV Team  
• Creative Individuals  

How: 
• Develop a Full Lenten Worship Plan 
• Sketch out the entire season ensuring thematic flow and dramatic build that 

culminates on Easter Sunday. 
• Begin with a Lenten worship planning day in which Matt brings preaching themes 

and texts, Barry brings possible choir and congregational selections, Bridget 
brings possible opportunities for congregational intergenerational participation, 
and others brings the Lenten and Easter experiences that have spoken to them 
most. Learn from it all and pull together the best that will lead the congregation 
during Lent and Easter 2020. 

• Develop worship experience outlines, including texts, titles, musical selections, 
visual enhancements, and leaders for all worship experiences from Ash 
Wednesday to Easter. 

• Ensure creative elements encourage the congregation to grow to more closely 
resemble the Engaging Worship vision initiative. 

• Determine ways to measure the effectiveness of the intervention against the 
adaptive challenge and hypothesis. 

Possible Allies: 
• Younger generations 
• Those who seem bored in worship 

Possible Opponents: 
• Music Ministry Staff 
• Choir 
• Older Generations 
• AV Team 

 
How We Will Know If It Worked: 

• They keep coming back. 
• The congregation is talking about worship in positive ways outside of Sundays. 
• Constructive feedback. 
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• Changed opinions about worship styles and musical elements. 
• They ask for more. 
• “I was drawn closer to God when…” / “I was moved to worship when…” 
• The congregation is inviting friends and family to visit and experience worship. 
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Faithful Service Intervention Meeting 
January 19, 2020 

 
Vision Initiative: 
At ARBC we enthusiastically serve our community and one another. We empower 
people to confront the spiritual and physical needs around them. 
 
Adaptive Challenges: 

• Are we truly missions focused across the congregation? 
• How can we initiate a culture change to be a truly loving and inclusive church, 

and embrace diversity? 
• How do we begin to see the Preschool and After School ministry and the 

participating families as a valued part of the ARBC ministries and missions 
instead of a necessary nuisance? 

• How can we gain a sense of community awareness and understanding to be able 
to know how we can best uniquely serve those outside of the life of the church? 

• Are mission trips truly a valuable part of ARBC life? How do we change them to 
fit the needs of a 21st century world? 

• Who serves the children among us and why? 
 
Adaptive Challenge to Address: 

• How do we begin to serve the community that is outside the membership of the 
church, but that is already on the church campus? 

• How do we begin to see the Preschool and After School and the participating 
families as valued parts of ARBC? 

 
Definitions of Faithful Service Among ARBC Weekday Ministries: 

• The congregation demonstrates love for all those who participate in the weekday 
ministries. They know ARBC loves them. 

• Those who participate in the weekday ministries know that the door is always 
open. They are always invited to be part of the ARBC family. 

• Communication channels are always open between the congregation and the 
weekday ministries. Our eyes are always open. The congregation is listening for 
ways to meet the needs that arise as its members are uniquely able. 

• The congregation is informed about the programs and initiatives of the weekday 
ministries, as well as their purposes and goals. The congregation is constantly 
looking for ways to support these ministries and the families they serve. 

• The teachers are blessed and appreciated through efforts by both the congregation 
and the families they serve. 

 
Observations: 

• The congregation is overall uninformed about the weekday ministries. 
• There is a disconnect between the congregation and the weekday ministries, 

primarily because there is no overlap among the groups. 
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• There is very little interaction between the congregation and the weekday 
ministries, due primarily to the fact that the groups are rarely on the campus at the 
same time. It is a matter of timing that leads more to a siloed coexistence or 
occupying the same space at different times, without a cohesive ministry or 
missional strategy or relationship being formed. 

• There is a history of conflict with the After School Director. There has not always 
been a clear sense of shared philosophy between church leadership and the AS 
Director. 

 
Interpretations: 

• It is easier to love the preschoolers than the after school students because they are 
more active, rowdy, and not as cute. 

• The preschool seems very structured, while there is a sense of “laid back” 
structure in the After School that some in the congregation do not understand or 
respect. 

• There is a lack of understanding of the importance of the weekday ministries. 
• After School Ministry in general may have little to no return, but the efforts have 

a huge impact on the students being served. 
 
Hypotheses: 

• Perhaps a common event will bring all facets of ARBC ministry together for a 
common purpose. 

• Focusing on already existing overlap could deepen connection. 
• Find opportunities for participants across all ministry areas to serve in a missional 

way together. 
• Find a common interest that spans the ministry areas. 
• Offering a free meal may help attract preschool and after school families. 
• The preschool and after school staff are the “in.” We do not know them. We 

understand they are great. They understand the needs of the children and their 
families because they serve them every day. 

• There must be an ongoing effort in order to achieve the desired outcome of the 
congregation loving, serving, and building deep connection with the weekday 
ministries. 

• An intervention must take on multiple formats to ensure the greatest participation, 
and to help narrow down which strategies may be more effective than others. 

 
What We Want To Know: 

• What actually takes place in the preschool and after school. What are they doing? 
• What do the staff and families served by these ministries need beyond the services 

that are currently being offered, and that could be offered in a missional way by 
our congregation? 

• How can we empower the children and students in the weekday ministries to 
embrace service and develop a missional spirit and outlook? 

• What builds a strong relationship when a natural overlap and connection does not 
naturally exist? 
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Possible Interventions: 

• Find ways to bless and serve the PS and AS staff and families. Work in supportive 
ways. 

• Host a spring-cleaning day along with the PS and AS staff. 
• Send cards and prayers to the staffs 
• Host a commissioning and blessing service for the work they do. 
• Host an appreciation dinner in which the congregation sits down to eat with them. 

There will likely need to be assigned seating to ensure the congregation doesn’t 
simply sit together. Be strategic about what happens and how. 

• Spirit nights could be held at local restaurants. Proceeds could go to support the 
weekday staff wish lists. Proceeds could also go to support a mission emphasis 
shared across all ministry areas. 

• Help Sunday School classes to be committed to praying for or adopting a 
preschool class and/or after school age group. 

 
Chosen Intervention: Blessing the Weekday Staffs 
What: 

• A series of opportunities for the congregation to join with the preschool and after 
school families to serve and bless the weekday staff members. 

• These opportunities will build relationships, remove the disconnect currently 
experienced, enable the congregation to recognize the needs of those in the 
weekday ministries, enable to congregation to be more serving of the community 
already on our campus, and open doors to deeper ministry connection and 
opportunity with these groups in the future. 

• Sunday School Classes will be assigned preschool and after school staff members, 
and they will be tasked with blessing and encouraging them at least once per 
month (birthday cards, holiday cards, prayer cards, gift cards, etc.). These 
blessings will be hand delivered to ensure that direct connection between the 
congregation and weekday ministry staff members is made. 

• Sunday School classes will provide an appreciation meal for the weekday 
ministry staffs once per quarter. Whenever possible, the classes should sit down 
and eat with the staffs in order to have fellowship with them, get to know them, 
build relationship, and listen for opportunities to serve. 

• The congregation and weekday families will be invited to join together in work 
days that can bless the weekday ministries through cleaning assistance and 
providing for some of their wish list items. 

• The weekday staffs and families will be invited to join the congregation in the 
Blessing of the Bags worship service at the beginning of the school year. We will 
give thanks for the work of the weekday staffs, and ask God’s blessings upon 
them all. 

• The Faithful Service Team will join with the Family Ministries Team to provide 
Holy Week bags to the weekday families that provide age appropriate ways for 
their families to engage the spirit of the season. 

• The Faithful Service Team will hold the congregation accountable for this work. 
When: 
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• Blessing of the Bags: ________ 
• Spring Cleaning Days: ________ 
• Communicating and Equipping Sunday School Families: ________ 
• Teacher Appreciation Week: ________ 

How We Will Know It Worked: 
• The congregation feels more informed about the goings on in the weekday 

ministries. 
• The congregation speaks more positively about the weekday ministries. 
• The congregation is able to recognize the needs of those in the weekday 

ministries, and is willing to respond in loving ways. 
• The congregation knows the weekday staffs, and greets them warmly. 
• The congregation asks for more opportunities to bless the weekday ministries. 
• The weekday ministries recognize the blessings of love. They know ARBC loves 

them. 
• Those in the weekday ministries express and interest in getting to know more 

about ARBC. 
• The weekday ministry staff members are more satisfied in their work because 

they know they work at a church that loves and values them. 
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Radical Hospitality Intervention Meeting 
January 27, 2020 

 
Vision Initiative: 
At ARBC we neighbor each other and our community. We wholeheartedly build 
transformative relationships with people every day. We embrace our city with the 
affirming love of Christ. 
 
Adaptive Challenges: 

• Radical Hospitality should take place both on and off campus. The congregation 
focuses primarily on campus where the church gathers. Can this focus be 
expanded to carry Radical Hospitality into the world beyond the walls of the 
church? 

• Defining hospitality in a radical may be a challenge. It is an attitude, but it is not 
limited to a particular geography. 

• Building relationships with communities that vary from the congregation. 
• Embracing the city. 
• Living out an open spirit that reflects the spirit of a place like Triune Mercy 

Center. 
• Balancing the idea of the church being both safe and open. Ensuring the church is 

secure enough so that the first response anyone receives is one of hospitality, and 
not of fear. 

• The fears of the congregation may be rooted in a lack of diversity within the 
congregation, and a lack of exposure to people of diverse backgrounds in their 
everyday lives. 

• Can members of the congregation become reconciled with those with whom they 
have been in conflict in the past in order to be able to embrace a spirit of Radical 
Hospitality to them. 

• The congregation often works toward a wide impact, investing in many different 
projects. This results in a little deep impact in each of the places and areas in 
which the congregation invests. Can the congregation change this approach and 
focus on a single project (perhaps investing in a school in the area) that leads 
toward greater impact? 

• Can the congregation begin practicing Radical Hospitality on the church campus 
in ways that enable them to learn to practice it off campus? Can the congregation 
learn to show love to the preschool and after school families and staffs without 
asking anything in return? 

• Since the average time that someone spends gathering with the congregation on 
the church campus has decreased, how might the congregation encourage and 
empower the families to embrace and practice a spirit of Radical Hospitality in 
their own neighborhoods? 

 
Adaptive Challenges to address: 

• The congregation’s ability to practice Radical Hospitality among the preschool 
and after school families and staffs in a way that shows them love, asks nothing in 
return, and provides a loving atmosphere that will make it more natural for these 
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families to desire to become involved in the ARBC community of faith on a 
deeper level. 

 
What We Want to Learn: 

• What challenges do the preschool and after school teachers, staffs, and families 
have that if solved would make their jobs and lives easier? How can they feel 
heard in ways that make it clear that ARBC cares about, values, and welcomes 
them? 

• How can we minister to their personal needs in ways that go beyond offering a 
service or a place of employment? 

• How can the congregation learn to be more hospitable in sharing space with other 
ministries? 

• How do we make people feel comfortable without being creepy or invasive? 
• How can we effectively create a “front porch” feeling and atmosphere at ARBC? 
• What works? What is the impact? 
• What is our reputation in the community when it comes to Radical Hospitality? 

What do those beyond the church walls think of us? 
 
Impact We Want to Have: 

• Increasing interest in the congregation that leads to church growth. 
• The congregation, preschool, and after school all working together to be radically 

hospitable to those we serve. 
• ARBC is a more loving atmosphere because of the work we do. 
• The congregation is more willing to impact people that they don’t know with a 

spirit of Radical Hospitality. 
• We create natural advocates for the weekday ministries and the congregation. 

 
Observations: 

• The congregation must learn to leave their comfort zone. They must learn to leave 
the comfort of the known for the unknown where the Spirit often leads and works. 

• It is hard for the congregation to show Radical Hospitality to the preschool and 
after school families and staffs, and provide a loving atmosphere, because we 
don’t know them. 

• Preschool and after school families are not seen as guests, but customers. 
• Twenty-first century safety and security needs for caring for children can create 

an obstacle for natural congregational hospitality. 
 
Hypotheses: 

• If the weekday ministry (preschool and after school) teachers, staffs, and families 
are able to feel and recognize that they are loved and supported in radically 
hospitable ways, then a more loving atmosphere will emerge that will enable us 
all to better minister to the children in our care.  

• Practicing Radical Hospitality among the weekday teachers, staffs, and families 
will make the congregation more likely to be loving and hospitable to those they 
do not know. 
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Intervention: 

• Develop a Radical Hospitality Team that serves as ambassadors on behalf of the 
congregation to the weekday ministries.  

• This team will offer regular engagement with the weekday children, teachers, 
staff, and families in radically hospitable ways. 

• They will ensure more natural engagement between the congregation and 
weekday families at already existing events throughout the year. 

• They will connect with the preschool and after school directors to discern 
appropriate and effective ways to have a Radical Hospitality impact in the 
weekday ministries. 

• They will explore effective ways to discern the needs of those in the weekday 
ministries, bring those needs before the congregation, and facilitating the 
congregation’s meeting of those needs in the ways its members are uniquely 
suited. 

• They will ensure that the needs that are being met by the work of the Radical 
Hospitality Team go beyond the policies of the weekday ministries, but show 
Christian love in ways that extend beyond the work that takes place on the church 
campus and into their everyday lives. 

• This team will work with ministers, program directors, coordinators, deacons, and 
currently existing teams for work within congregational initiatives and procedures 
already in existence, while offering suggestions for rethinking what the church 
does to more effectively align with the Radical Hospitality initiative. 
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APPENDIX I 

REFLECTIONS ON SPIRIT-LED ADAPTATION
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church  
Reflections on Spirit-Driven Adaptation 

 
Instructions: 
 
Read the scripture passage listed for each reflection at least once, asking God to speak 
through the words. Write down and meditate on words or phrases that speak to you. 
Write down ways that you sense each passage speaks to the Holy Spirit’s leadership in 
adaptive work. Read the reflection and take time to consider the Spirit’s work in your life 
and in the life of our church, and to pray in the ways it suggests. 
 
 
Reflection 1: Acts 1:8 and Acts 2:1-20 
Adaptive Challenge 
 
The disciples had been called from different points and places, from different families 
and careers. Even to drop everything and follow Jesus was a change for them. It required 
them to rethink everything they knew and understood. It required them to learn new 
things. It required them to take risks based upon faith. 
 
Then suddenly everything changed again. Jesus, in whom they had placed all of their 
faith, who they believed was God’s chosen one to rid Israel of its oppressors and 
opponents, whom they believed would restore the earthly kingdom of Israel, was 
executed in the most brutal way. He was tried, unjustly convicted, beaten, tortured, and 
hung on a cross. They couldn’t believe it. What they couldn’t believe even more than that 
was the fact that he did not remain dead. He rose again! This was good news in which 
they could have renewed faith, even if it was faith in something different and unexpected.  
 
As they were just getting used to the idea that he was still with them, Jesus told them 
again that he would be leaving. The central figure around whom they had based their life 
was going to be leaving again. But he was leaving the mission to them. No longer was it 
work that was meant solely for Jesus. No longer was this a movement with a single 
earthly leader. Now the work was going to be divided among them. They were all going 
to be part of it in their own way, and they each had a new purpose: to bear witness to 
what Jesus had done. 
 
It was an adaptive moment. Even though he was not going to be with them, Jesus was 
still at the center of the movement’s DNA. No longer would they need to worry about the 
Law of Israel as a method of achieving righteousness. God had brought forth an 
innovation on the redemptive work he had always been doing. Now forgiveness and 
grace ruled the day. 
 
The disciples had to determine if they were going to be willing to adapt to this new way 
of being. If they were going to thrive, they had to follow Christ’s instructions. In fact, 
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they seemed quite worried that they would not be able to. They huddled in a room behind 
closed doors waiting for some sign that would help them know where to go. Then the 
Holy Spirit came and blew the doors wide open. The adaptations they would be required 
to make would be made through the Holy Spirit’s power and guidance. It would push 
them to places they never expected. It would stretch them beyond anything they thought 
they could stand. They would accept people they never thought they could accept. They 
would follow Jesus, but in new and varied ways. 
 
Adaptation may be one of the greatest ways the Holy Spirit works. It leads us to be 
entirely ourselves, and yet to be more like Christ. You might say it leads us to be more 
fully ourselves than we could otherwise be. 
 
Consider the times and ways that you have sensed that the Holy Spirit has empowered 
you to grow beyond anything you imagined possible. Say a prayer of thanks for those 
experiences.  
 
 
Reflection 2: Acts 2:43-47 
Experimental Mindset and Holding Environment 
 
You might call it a “holy experiment.” With the power of the Holy Spirit at work among 
them, the followers of The Way of Jesus gathered together. They went about the project 
of living out his teachings in a way that the world could see. If God’s original experiment 
began with one family in Abraham and Sarah, then perhaps this new family, rooted in 
Christ, could still be used to bless the whole world.  
 
If they were going to live out the principles of Christ in this new day, they needed to try 
something new. When thinking of adaptive changes, we must think with an experimental 
mindset. We must not simply look for technical solutions, because often the solutions are 
simply not available. We have to give ourselves over to an iterative process. We must 
observe what is going on, recognize the obstacles that might prevent us from thriving, 
determine a hypothesis about what might remove that obstacle, design an intervention, 
learn from the experiment, adjust, and try new things.  
 
The disciples also needed what adaptive work considers a holding environment. They 
needed a social system that kept everyone engaged around the same task in spite of the 
things that would naturally divide them. In this case, they created a community. They 
bound themselves to one another. They worshipped and studied together. They developed 
relationships with one another that ensured they knew and understood the needs of their 
community. Even more than that, they gave everything they had so that no one among 
them had any need.  
 
Can you imagine the forces that would have tried to divide them as they undertook this 
holy experiment? If you have never learned about Clarence Jordan and Koinonia Farms, 
you should look them up. They began as an integrated farming community in rural 
Georgia during the time of segregation. They sought to take on the holy experiment of 
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living as a Christian fellowship in which everyone is equal in the reflection of the 
principles of Acts 2. There protests against them. They were bombed, shot. Still they held 
the course. Their experiment is ongoing. 
 
Our church provides a holding environment in which we can engage in the work of holy 
experimenting. We have determined that we cannot do church as we have always done it 
if we want to live into the vision that God has given us. We also recognize that the world 
around us has changed, and if we are going to thrive then we must find ways to change as 
well. The challenge is that there is no single silver bullet that will solve it. Technical 
knowledge is insufficient. We need to adapt, and adaptation requires an experimental 
mindset that enables us to learn new things. 
 
When is the last time you faced a challenge that required you to change tactics, learn 
something new, and experiment in order to thrive? How might the same Holy Spirit that 
encouraged those first Christ-followers to build community with one another be driving 
the holy experiments we are called to take on for the sake of our church’s future? Pray 
that God would grant us all an experimental mindset as we design and implement the 
interventions that will be required if we are to thrive in the future as the church God 
desires us to be. 
 
 
Reflection 3: Acts 8:26-40 
Elephant in the Room 
 
There are some things we just do not say. Everyone may know them, but we do not want 
to acknowledge them out in the open. If we acknowledge them, then we will have to deal 
with them. This is so often the case in church life. Issues or areas of conflict are allowed 
to stew under the surface in ways that prevent productivity and thriving. If a church is 
going to thrive, the underlying issues must be acknowledged no matter how 
uncomfortable it may make us. 
 
Have you ever been in a job, in an organization, or in a relationship where an 
unacknowledged issue was allowed to remain unacknowledged, and it festered under the 
surface until it became destructive? How did that hinder the experience for everyone 
involved? If you were in a situation where the elephant was finally acknowledged and 
addressed in a productive manner, however, how much freer was everyone when the 
issue was at last resolved? 
 
When Philip came across the Ethiopian Eunuch, they both understood the issue. They 
were both experience in the ways of the religious ways of the Jewish Law enough to 
know that a man like the Ethiopian was considered ritually unclean. He was not allowed 
to take part in the rituals, customs, and religious observances of the Jewish people. He 
was an outcast, standing on the outside of the beloved community.  
 
On the other hand, Isaiah also spoke of a time in which the servant of God would be 
killed as if he were a sacrifice, not just on behalf of Israel, but on behalf of all people. 
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And when that time came all people would be given a home and brought into the beloved 
community through him…even those who were considered ritually unclean like the 
Ethiopian.  
 
The Ethiopian acknowledged the elephant in the room…or in the chariot, I suppose. He 
asked who the prophet was talking about, and Philip knew it was Jesus. So, the Ethiopian 
asked what would prevent someone like him from being baptized into the beloved 
community. The answer: nothing. Christ had made a way, and through Christ God was 
bringing the Ethiopian into a spiritual home among God’s people. 
 
As we approach the vision work of our church, we cannot allow the elephants in the room 
to go unacknowledged. The Spirit would not want us to. Instead, we must acknowledge 
all of those things that are holding our church back from thriving, even and especially 
when they make us feel uncomfortable. Only by naming them in our observations, 
recognizing them as obstacles, and coming up with hypotheses for addressing them will 
we be able to close the gap between the values we proclaim and the reality we are 
currently living. 
 
As you think about the life of our church, where do you see unacknowledged issues? 
How are they holding the church back from thriving? Why have you been resistant to 
acknowledge them in the past? Pray for that the church would have the wisdom to 
recognize the elephants in the room with us. Pray that we would be so dedicated to the 
tasks before us that we would refuse to allow them to fester and hold us back. Pray that 
we would find ways to resolve them so that a better path forward can be found.  
 
 
Reflection 4: Acts 10:1-33 
Getting on the Balcony 
 
Talk about an adaptive moment! Peter has been living his life one way for as long as he 
can remember. He stuck to the code of the Jewish Law as he had always been taught. He 
ate only what he learned was considered clean. Then he has a dream that tells him he 
needs to rethink everything he think he understands about the ways of God. 
 
Of course, this was not just about what Peter did and didn’t eat. It was about the way 
Peter viewed God’s creation. Most of all, it was about the way that Peter viewed God’s 
most beloved creation, people. Peter likely knew that God created and loved all people, 
but still he had always been taught that God loved some people more than others. Some 
were chosen, and some were not. As he lived his life solely among those considered to be 
God’s chosen, he missed out on the greater work that God was doing among the Gentiles 
(literally “the nations,” or everyone who was not Jewish). He needed some perspective. 
He needed to go up on the roof and think, discern. 
 
Sometimes when we are in the thick of it, we get so overwhelmed by what is going on 
right around us that we forget to gain a higher perspective on the systems at work. In 
adaptive work they say that is the moment you know you need to get off the dance floor 
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and onto the balcony. You need to get to a good place of observation, a place where you 
can see everyone moving on the dance floor below, a place where you can see all of the 
interactions taking place so that you can name what is actually going on and driving 
everything. That is where the adaptive work begins. 
 
From a spiritual sense, that may be where God starts to clue us in on what is really going 
on because of the Spirit’s work. Moses went to the mountain to be with God. Jesus went 
to the mountain to pray. Peter got up on the roof and heard God speak, and it changed 
everything. He was able to remove himself from being a participant to being an observer 
that was able to recognize where God was at work. Then, when he came back down onto 
the dance floor and saw the Spirit working with Cornelius, he was able to be part of 
something truly remarkable. 
 
Getting on the balcony is one of the first and hardest steps of adaptive work, especially in 
churches. We often like things the way they are. We are comfortable, and our comfort, or 
our ties to tradition, or our preference for one way of doing things over another, may 
prevent us from seeing what is really going on. We may not be able to hear the Spirit 
shouting at us to recognize something that no longer works and that has become an 
obstacle to our church’s ability to thrive as it lives into its vision.  
 
When was the last time you got away to reflect, find some perspective, or clear your head 
and discern where the Spirit is at work in your life? How much more clearly were you 
able to think once you did? Sometimes it requires taking yourself out of the equation, and 
looking and listening for where the Spirit is at work around you. As we continue to work 
toward achieving our vision, pray that God would give us plenty of opportunities to get 
on the balcony, to see the church system at work, to see the roles we play, and to 
recognize where the Spirit is leading us. Pray that once we have recognized the 
adaptations toward which the Spirit leading us, we will have the courage to be converted 
like Peter was, and that we will gladly join in the Spirit’s work. 
 
 
Reflection 5: Acts 15:1-35 
Pacing the Work 
 
Sometimes the hardest thing to know is when to act. Act before it is time, and you may 
fail before you ever really get going. Wait too long to act, and you may have missed the 
opportunity. When in doubt, follow the Spirit’s leadership, and it will tell you when the 
time is right to act, and how much of the work to take on at one time. 
 
In Acts 15 we find the followers of Jesus Christ in heated debate about who is in and who 
is out. They all recognize that Jesus came first to the Jews, but whether or not non-Jews 
could be brought into the community was a topic of much debate. Could they enter the 
community as they were, or must they first become ritually Jewish? This was a pivotal 
moment in the life of the first century church, but it took some time to get to this point. 
The Spirit had to be at work leading the church to this moment when a decision could be 
made at exactly the right time. 
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The groundwork had been laid. Paul and Barnabas had seen the Spirit do incredible 
things among the Gentiles. Peter had as well, as we saw in Acts 10. Word of the Spirit’s 
work among the Gentiles had spread to Jerusalem. But could the Jerusalem church accept 
this testimony and recognize it as the work of Christ? It took time to consider. It took 
evidence of the Spirit’s work from first-hand accounts. It took consultation of the 
scriptures and the experience of Jesus. Ultimately it took the Spirit’s leadership to come 
to a clear conclusion that all followers of Jesus Christ could be part of the beloved 
community, regardless of their heritage or circumcision. 
 
You see this at other times with Paul as well, when he speaks of the important role that 
women, children, and slaves play in the community. He goes so far in Galatians 3:28 to 
remind us that all people are one in Christ Jesus regardless of nationality, sex, and 
freedom, but he never goes far enough to declare complete equality in practice. While 
one can, and should, take issue with the way that some people have used Paul’s writings 
to subjugate people that Christ sees as equal to everyone else, one might be able to 
understand that to declare such an upheaval in the fabric of the social system by saying 
that women are equal to men, children have agency, and all slaves should be freed, would 
in actuality likely have brought the strong arm of the Roman government down on them 
all. Still, he spoke and wrote directly to these people (a revolutionary act in itself), and 
gave them what agency he could, and laid the ground work for gains that are still being 
made today. Perhaps he paced the change slower than anyone of us would like, but one 
has to know when the moment is just right. And when it is right, you must act as the 
Jerusalem council did. 
 
In adaptive work they say that pacing the work is measuring how much disturbance or 
disequilibrium the social system can handle and still survive. As we move through our 
vision implementation work, most of us know we cannot make all the changes we want to 
at once. Our church would not survive it. We have to pace the work at a level the church 
can receive. 
 
Perhaps we could recognize the same issue in our own lives. We know we want to 
change everything we dislike about ourselves at once, but it takes time and discipline to 
become the people we want to be. It also takes a constant search for the ways in which 
the Holy Spirit is leading. Pray that we will be wise in the ways we pace the changes our 
church needs. Pray that we will see the Spirit pushing, and when it is clearly time, that we 
will have the courage to act. 
 
 
Reflection 6: Acts 17:16-33 
Thriving 
 
In adaptive work they define thriving as people living up to their highest values. They 
recognize that thriving requires adaptive responses that help people to recognize the 
difference between what is essential, what is expendable, and what innovations could be 
made so that the best of the past can be brought to the future. In this light, you might say 
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that Paul wants to point to the most essential aspect of all. As he stands in front of the 
people in Athens, as he debates with them and teaches them about Jesus, he reminds them 
of what can be found in the one true God. He reminds them of what they fail to find from 
each of the idols before them, but that can be known in Jesus Christ. 
 
He says that it is in God revealed through Christ that we live, and move, and have our 
being. Christ is at the center of it all. Christ is the source of it all. Without Christ we have 
nothing. Without Christ we are nothing. If we want to know what it means to thrive, we 
must first return to Christ, ask what Christ has always been doing in our lives and in our 
church, and ask what we might be able to do to bring the best of what Christ has always 
been doing among us into our future so that we can thrive in new ways. 
 
It is this combined conservative and progressive nature of adaptive work that seems to 
make it a good fit for churches that have existed for a lengthy period of time (say ninety-
five years like ARBC). Churches must ask themselves when they have seen Christ most 
clearly revealed among them. They must ask how the church has been most successful at 
being the Body of Christ for them. They must ask when they felt closest to God because 
of the Spirit’s work. And when they have named those times and determined what key 
attributes were at work, they must ask how they can make those things relevant for today 
and the future. 
 
As individuals it is crucial that we reflect on our lives and think about the ways God has 
been at work, even when we didn’t realize it. How was God moving in subversive ways, 
hidden in plain sight, until finally something made it so abundantly clear that you could 
not ignore it any longer? When you saw it, you knew that you had to move in God’s 
direction. Only by following where God was leading would you truly live and find the 
being and abundance that God desires for all people. Finding a life that is in alignment 
with God is the only way to truly thrive. Only there will you find your life’s true purpose 
and calling. Only there will you find true joy.  
 
The same could be said for a church as well. Adaptive processes like the one we are 
undertaking have a way of revealing where God is at work among the idols. It puts the 
mission and vision at the forefront. It celebrates the best of the past, while letting go of 
the things that have run their course. It enables a church to live into its best future and 
thrive.  
 
When and where have you most clearly seen God at work in your life? When has the 
church been its best and truest self for you? Where are the areas that the church may have 
fallen off course? Pray that in every step of the vision process the church is brought into 
the closest alignment with God possible so that it can thrive, so that is can find life, 
movement, and being. 
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Reflection 7: Isaiah 43:1-21 
Intervention 
 
Change can be quite difficult for many people to handle. They say that people do not 
resist change outright. If you win the lottery, if you have suffered a physical ailment that 
is suddenly healed, if you fall in love and begin to live life with the person of your 
dreams, you welcome these changes that clearly signify that something positive is 
happening. Changes that bring a loss, however, are the changes we resist. When the 
world changes around us, and when we are forced to do things in ways that we are not 
used to, we may have to mourn the old that has passed away. But we cannot stop with 
mourning. We also need to understand what new thing God might be doing in order to 
draw us into a brighter future. 
 
The prophet Isaiah speaks to a people who have been through immense amounts of 
change. They were brought into covenant with God and they established a kingdom that 
thrived for generations. They became complacent in their relationship with God, 
however, and the life they lived no longer fully reflected the values of their covenant with 
God. Their life changed when they were conquered and many of them sent from their 
homeland into foreign territories where they had to learn to live life under new and 
different circumstances. The good news was that God wasn’t finished with them. There 
was still work to be done. God was going to draw them back into covenant again and give 
them new opportunities to thrive. 
 
In a way, God was providing an intervention. God was going to step into those places 
where there were gaps between the values of the covenant with Israel and the reality in 
which they were living. God was going to do a new thing among them, and because it 
was God at work, they did not need to fear any change that would come. If they stayed 
true to their covenant, then they could trust God to be faithful and lead them to a place 
where they could thrive. All they needed to do was trust, follow, and grow in the ways 
God needed them to grow. 
 
Giving into a church vision process is asking for God to intervene. It is asking God to 
reveal the gaps between the values we proclaim and the reality in which we are living. It 
is asking God to make the obstacles that stand in the way abundantly clear, and then to 
reveal ways that we might work to overcome them. It is asking God to do a new thing 
among us, and trusting that even though we may need to change or work differently that 
we need not fear because God will be faithful to us. 
 
One of the hardest parts of any adaptation or vision implementation process is to try to 
see where God’s Spirit is at work. When things change around us, in addition to 
mourning the losses these changes bring, we should also ask where God might be 
breaking down things that no longer serve the needs of the world. When we feel 
discomfort with trying new and different things, can we give ourselves over to God’s 
vision for our future instead of our own personal comforts? 
 



	
	

 

188 
 
 
 
 

	

 
 

 
 

 

When have you faced changes that asked you to adjust in difficult ways? What challenges 
are you going through right now where God might be at work? Where do you need to 
give trust that even if there is something that must be lost or sacrificed, God might be 
doing a new and positive thing worth the sacrifice? Pray that we will all have the strength 
to trust and follow the Spirit into the new thing at work among us. 
 
 
Reflection 8: John 14:15-28 
Allies 
 
Who is on your team? You cannot do it alone. You need to surround yourself with people 
who can serve as allies to what you are trying to do. This is true in any aspect of our 
lives, but especially when we come together to try something new as a church. As we 
develop interventions that will enable us to experiment to overcome obstacles to thriving 
and develop adaptive capacity within the congregation, we will need to remember that we 
are not in this alone. There may be some people who resist the interventions we design. 
There will be some who simply cannot accept the change that is needed, and they may be 
lost to the process as casualties. There will be others, however, whose connection will be 
crucial to an intervention’s success. 
 
Any intervention that truly serves the life of the congregation well will have its greatest 
ally in the Holy Spirit. When Christ was preparing to leave his disciples, he promised that 
he would not leave them orphaned. He wasn’t simply going to abandon them to this life 
to carry on without him. He promised that his Spirit would come and be with them as 
they kept his commandments, lived out his love for the world, and made heaven become 
a reality on earth. This is the same Spirit that continues to drive our church today. We 
pray that the Holy Spirit would be the driving force behind everything we do, and we 
know that if we are successful it is only because the Holy Spirit is with us and is blessing 
our work. 
 
This is one of the reasons we Baptists like to open every meeting with prayer. We need to 
remember who is driving all that we do. We need to remember where our focus must be. 
We need to remember that we are never asked to do our work alone, but we are asked to 
partner with God in the work for the world. If the work is truly of God, then we will have 
the Holy Spirit with us to equip us with the tools we need. We will have the Holy Spirit 
to empower us to stay the course even when it is difficult.  
 
Christ says that those who keep his commandments and give themselves over to his way 
will recognize the Spirit of God within them. It will be as if the Spirit God and Christ 
have made a home within them. The more we sense the Spirit’s presence, and the more 
we work to follow where it leads, the more in line with God we will be. We will learn 
new things, and we will grow in ways we never thought possible. We will also be a 
clearer reflection of Christ to the world than we were before. And that is what our 
congregation desires. We want to be the best reflection of Christ to the world that we can 
be. With the Spirit’s help we can. We can also be at peace with the work we are doing, 
knowing that we are not doing any of it alone. 
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As we approach our interventions, pray for the peace to know that we have discerned the 
right first step. Pray that the Spirit will be involved in it, blessing it, and serving as our 
advocate and ally. Think of the times in your life when you recognized that the Spirit 
came beside you and served as your ally in accomplishing something difficult. May we 
all have a clear sense of the Spirit at work through this entire process. 
 
 
Reflection 9: Micah 6:6-8 
Essential, Expendable, Innovation 
 
When we set out on our vision journey, we dedicated ourselves to doing God’s will, 
nothing more, nothing less, nothing else. The first step in that process is opening 
ourselves up to knowing the difference between God’s will and ours, the difference 
between what God wants and what we want. With prayer, study, worship, and reflection 
we named the initiatives that we felt that God was calling us to embrace and embody if 
we are going to be the church that God desires us to be. Once we named those initiatives, 
however, the next step might have seemed even more difficult. 
 
Moving from vision discernment to vision implementation requires what some church 
leaders would call radical alignment. You take everything you do as a church and you 
move until your church clearly lines up with the vision you have discerned. Quickly you 
will find that there are some things that have always been part of the core DNA of the 
church. Everyone who has ever been part of your church has realized how important 
these aspects are. They are central. They are essential. They continue to be the heartbeat 
of the church, and the question is how to bring them forward into a new context in ways 
that enable the church to thrive. 
 
You may also quickly realize that there are some things that no longer fit. There are 
programs that have run their course, and nothing will bring back the enthusiasm the 
congregation and the world once had for them. There are buildings that were built for 
church life in a different time, and they may not be able to be renovated to meet the needs 
of the future. There are essential attributes that have been presented in formats that no 
longer work for the current culture. These are expendables. They no longer fit the life of 
the church, and to continue them actually hinders progress toward the vision as they use 
resources that could be utilized for more productive purposes. Sometimes the hardest 
thing to do is to get rid of the expendables in ways that enable people to appropriately 
mourn their loss, but sometimes it is the most necessary step to free up energy for 
something new. 
 
You need the extra space left when the expendables are done away with, because now 
you get to innovate. You get to take the aspects of church life that have always been 
essential, and you get to present them in new ways for a new day, and for greater impact 
on the world. Bible study may always be a crucial part of spiritual formation, but the 
ways in which people gather around the scriptures may be able to change for groups who 
cannot always be on the church campus. Your deacons serve your congregation well, and 
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always have. What would it be like if they were to serve in the same ways with anyone 
who comes onto your campus? Corporate worship is what drives the congregation’s life. 
How might developing understandings about the learning styles of emerging generations 
enable them to experience worship in new and lifegiving ways? 
 
The prophet Micah knew that sometimes things get in the way of what God wants us to 
do, and sometimes they are well-intentioned initiatives that came out of our faith, but 
they do not help us reach the vision. Pray that God would make the essentials, 
expendables, and opportunities for innovation so clear to us that we could not possibly 
ignore them. Pray that once we have seen them, that we would have the faith to be true to 
God’s calling upon us. 
 
 
Reflection 10: Philippians 2:5-12 
Adaptive Capacity 
 
Paul knew the answer: be like Jesus. Think like Jesus. Act like Jesus. Live like Jesus. 
Love like Jesus. What more needs to be said? Embrace the humility of the way of Jesus, 
and learn what it means to give yourself over to the higher purposes and calling of God, 
and you will find the keys to life. 
 
Paul certainly would not have been thinking about adaptive work as we understand it 
today, but his answer still holds the key. One of the most inspiring aspects of Christ’s life 
and ministry was not only the way that he embodied the love of God for all people, but 
also the way in which he was able to express it uniquely to meet the needs of each 
person. Each person presented a different context with different needs that required a 
unique expression of the love of God. Sometimes he needed to show compassion and 
offer healing. Sometimes he needed to lift people up and help them see their own value in 
the eyes of God. Sometime he needed to offer instruction on living in the ways God 
would desire. Sometimes he needed to help people look beyond stereotypes and 
judgments. 
 
There is something radical in the love of Christ in the way it meets literally every single 
person in exactly the way that they need. The love never changes, simply the expression. 
It is love with the ability to adapt to each new context to ensure that those encountered in 
that context can receive it. If the church is the Body of Christ, embodying Christ’s love 
and bearing witness to its transformative power in the world, then the church must learn 
to be as adaptive as Christ was.  
 
So much of our unwillingness to adapt comes from our unwillingness to look beyond our 
own personal preferences and live into the mission and vision of God. Christ certainly 
embraced the mission and vision of God’s realm, even though it caused him immense 
pain and cost him his life. He emptied himself of his own desire for glory. He was God in 
the flesh, and had every right to demand allegiance and obedience. Instead he offered the 
service of one who would sacrifice everything so that others could live. 
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How might embracing the mind of Christ, as Paul suggests, enable us to develop capacity 
in our individual and corporate lives? How might it reshape the ways we define thriving, 
as we root ourselves in God’s ways instead of our own? How might it free us to be 
creative in the way we innovate and evolve to meet the needs of the context in which we 
find ourselves, so that we can overcome the gaps between our values and our reality? 
How might it be able to understand the essentials and expendables of the faith and our 
congregational life? How might it help us to have compassion for those who may resist 
the needed change, or who risk being casualties to the process, and enable us to 
empathetically bring them along with us on this incredible journey? 
 
As we continue to move through the implementation phase and become more like the 
Body of Christ we need to be, pray that we would focus our minds to have the mind of 
Christ as well. Pray that you as an individual would embrace the servant’s heart of Christ 
that finds its home in the mission and vision of God. Pray that our congregation would 
express such radical love as Christ did, so that no matter the time or place in which we 
worship and minister together, we would always be the expression of Christ’s love the 
world needs us to be.  
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church  
William Mattison King 

	
Closing Survey 

 
How Adaptable Are You After Learning About Adaptive Leadership?  
(Based on the Survey Developed by Cambridge Leadership Associates 

https://cambridge-leadership.com/how-adaptable-are-you/) 
 
Think back to the orientation session you attended. Please answer each question below 
regarding your personal feelings about your own adaptive ability after learning the 
principles of Adaptive Leadership Theory (ALT) in the orientation process. 
 
1. I am more likely to push myself to move away from the status quo or business as usual 
than I was before learning about ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
2. I am more likely take stock of all my responsibilities, discerning which activities are 
critical and which are expendable, letting go of those that no longer support a core 
function than I was before learning about ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved more now that I have learned about 
ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
4. I am less afraid to raise unpopular positions in the church and other organizations in 
which I am involved than I was before I learned about ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
5. I am more likely to pull myself away from my regular routine in church life in order to 
gain perspective on what is really going on and what direction we are taking than I was 
before learning about ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
6. I am more willing to identify and act to close the gap that exists between the way I am 
living my life now and what I want to be doing than I was before learning about ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
7. The orientation day was effective in helping you gain an understanding of the 
difference between technical and adaptive changes in the life of the church. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
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8. After the orientation day you believed the principles of ALT would be helpful in 
enabling the Vision Implementation Teams to develop a plan for implementing Augusta 
Road Baptist Church’ clarified Vision and God-sized Dreams. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
9. What principles of Adaptive Leadership Theory were most difficult to grasp during the 
orientation phase?  
 
10. What changes could be made to the orientation day to make learning about ALT more 
effective in the future? 
 
 

How Adaptable Are You After Practicing Adaptive Leadership?  
(Based on the Survey Developed by Cambridge Leadership Associates 

https://cambridge-leadership.com/how-adaptable-are-you/) 
 
With which Vision Implementation Team (VIT) did you participate? 
 
Please answer each question below regarding your personal feelings about your own 
adaptive ability now that you have practiced Adaptive Leadership Theory (ALT) as part 
of the ARBC Vision Implementation Teams. 
 
1. Now that I have experienced the practice of the principles of ALT, I am more likely to 
push myself to move away from the status quo or business as usual than I was before 
practicing ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
2. I am more likely take stock of all my responsibilities, discerning which activities are 
critical and which are expendable, letting go of those that no longer support a core 
function than I was before practicing ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved more now that I have practiced ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
4. I am less afraid to raise unpopular positions in the church and other organizations in 
which I am involved than I was before I practiced ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
5. I am more likely to pull myself away from my regular routine in the life of the to gain 
perspective on what is really going on and what direction we are taking than I was before 
practicing ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
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6. I am more willing to identify and act to close the gap that exists between the way I am 
living my life now and what I want to be doing than I was before practicing ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
7. I am more willing to identify and act in ways that contribute to the church’s ability to 
close the gap that exists between the values it professes and the reality it is currently 
experiencing in order to enable the congregation to thrive than I was before practicing 
ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
8. I feel more empowered to be part of the church than I did before practicing ALT. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
9. After concluding this process, I am more in line with the church’s mission and vision 
than before the process began. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
10. After concluding this process, I am more excited about the future of the church than I 
was before. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
11. I see the Holy Spirit at work in the life of our church more now than when this 
process began. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
12. I am closer to the members of my Vision Implementation Team now than I was 
before this process began. 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
13. After reflecting on the Holy Spirit’s work in adaptive moments in the scriptures, I am 
able to notice times of Spirit-led change, growth, and adaptation in your own life? 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
14. Compared to the other church planning processes that I have experienced, I found this 
ALT process to be more or helpful? 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
15. In reflecting on gaps between the values the church proclaims and the reality it is 
currently living that would constitute thriving, I am able to more easily recognize areas of 
needed growth in my own life because I see gaps between the values I proclaim and the 
reality I am currently living that would constitute thriving? 
____ Strongly Agree ____ Agree ____ Disagree ____ Strongly Disagree 
 
 
In answering the following questions, please use a scale of 1-5: 1 Not helpful, 2 
somewhat helpful, 3 helpful, 4 very helpful, 5 extremely helpful 
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1. How helpful were the principles of ALT in analyzing and naming what changes need 
to be made at ARBC in order for the church to achieve the initiatives outlined in your 
VIT’s God-sized Dreams? 
 1 2 3 4 5 
 
2. How helpful were the principles of ALT in helping to recognize if the necessary 
changes your VIT proposed were technical, and which changes were adaptive in nature? 
 1 2 3 4 5 
 
3. If your team’s intervention could result in a sense of loss for someone, how helpful 
were the principles of ALT in helping to recognize the different stakeholders involved in 
the changes your VIT proposed, who among them might be allies or opponents of your 
intervention, and how the losses they would face as a result of the proposed change might 
impact them? 
 1 2 3 4 5 
 
4. How helpful were the principles of ALT in developing possible interventions that will 
enable ARBC to move toward implementation of the ARBC Vision Plan with regard to 
your VIT’s God-sized Dream? 
 1 2 3 4 5 
 
 
Please answer the following questions with honest and open reflection on the process and 
its impact on you, your team, and your relationship to your church. 
 

1. What fears about this process did you have as you moved from orientation into 
practice? 

 
2. What fears about the future of the church did you have before practicing this 

process? 
 

3. How did this process help you overcome those fears? 
 

4. Which of your original fears did the process fail to address? 
 

5. What fears do you have as we move from the intervention design stage to the 
intervention implementation stage? 

 
6. What challenges did you find in maintaining an open perspective and getting on 

the balcony throughout the process? 
 

7. When you felt yourself being pulled into a non-objective perspective, what was 
motivating you?  

 
8. What loyalties came into play?  
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9. What risks seemed too great to take on?  

 
10. What potential losses did you recognize? 

 
11. As we begin the implementation stage with your VIT’s intervention, what do you 

feel you will need to stay the course, keep an open perspective, and see the 
intervention through with the learning objectives in mind? 

 
12. Were you more able to understand the principles of ALT that your found difficult 

to grasp during the orientation stage as you put them into practice with your VIT? 
 

13. What part of this process do you feel is most helpful to the church vision process? 
 

14. In regards to Adaptive Leadership Theory, what do you want to learn more about? 
 

15. How and where did you see God’s work through this process? 
 

16. How are you closer to your team members than you were before? 
 

17. Where did conflict emerge within your VIT? How was it handled through this 
process? 

 
18. Were there times when you felt uncomfortable speaking up about the elephants in 

the room, or the obstacles that stood in the way of your church thriving? When 
you did speak up, how did this process facilitate effective conversations around 
these obstacles? 

 
19. Were you comfortable or uncomfortable thinking about those who might be 

opponents of your intervention? Why? 
 

20. If opponents or casualties of your intervention were named, how was your VIT 
able to consider ways of addressing them during the intervention? 

21.  
Where and when did you feel your team lost focus? How did the process enable 
you to return to the focus of the intervention and keep the team on task? 

 
22. What excites you for the future of the church in ways that you were not before 

going through this process? 
 

23. What concerns about the church’s future remain with you? 
 

24. Compared to the other church planning processes that you have experienced, how 
did you find this process to be more or less helpful? 

 



	

 

198	

 
 

 
 

 

25. Have you ever been part of another vision implementation process? Did you find 
this process to be more or less helpful in developing interventions for making the 
church ready to achieve its vision initiatives? 

 
26. Would you like to continue to be part of the implementation process? 

 
27. In what other areas of the church’s life would you like to see this process utilized? 
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Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church  
William Mattison King 

 
RESULTS:  Orientation Day Opening Survey 

 
How Adaptable Are You?  

(Developed by Cambridge Leadership Associates https://cambridge-
leadership.com/how-adaptable-are-you/) 

 
How many years have you participated in the ministries of Augusta Road Baptist 
Church? 
 

1.5 / 2 / 3 / 3 / 4 / 15 / 20 / 20 / 22 / 27 / 28.5 / 36 / 55 / 63 / 64 / 67 
• LONGEST: 67 years 
• AVERAGE: 26.52 years 
• MEDIAN: 20 years  

 
 
What leadership positions have you held at ARBC? 
 
Deacon 13 
Bible Study Leaders 9 
Ministry Coordinators 6 
Ministry Team Members 6 
Church Officers 1 
Ministerial Staff 2 
Preschool and After School Staff 1 
Choir Members 3 
 
 
How has ARBC changed in the time in which you have participated? 
 
Decreased Membership, Attendance 7 
Introduction of Young Families 7 
Leadership Changes 7 
Denominational Changes 2 
Introduction of Female Leadership 2 
Death of Elderly Members, Key Leaders 7 
Tighter Security 1 
Change in Lay Leadership Structure 3 
Elimination of Programs (ex, Sunday Night 
Worship) 

2 

Vision Process 1 
Openness to Change 2 
Gap in Middle Age Population 1 
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Conflict led to Church Split 1 
Rebuilding in Positive Direction 1 
Program Changes 2 
Campus Changes 1 
Membership in different locations in the city 1 
 
 
How has ARBC navigated change in the past? 
 
Persevere through change 2 
Celebrate good changes 1 
Leadership Changes 6 
Adjusting to Membership Challenges 1 
Congregational Communication 4 
Mixed (Some positive, Some negative) 3 
Church Split 3 
Not supporting things they disagree with 2 
Anxiety on spending money 1 
Healing after conflict 3 
Difficult to handle changes 1 
Lack of follow through 1 
 
 
How were the changes described above received by the members of the congregation? 
 
Left the church 6 
Moved forward with Openness 5 
Agreed to Disagree 2 
Welcomed New Younger Families 1 
Negative Reaction 2 
Mixed Reaction 2 
Change structures to respond to change 1 
Overall positive 2 
Sought Leadership 1 
Tried harder 1 
Grief w/ Loss of Membership 1 
 
 
When have you felt the Holy Spirit leading ARBC to make changes in the way it operates 
and conducts its ministries? 
 
Meeting Needs of the Community 6 
Vision Process 4 
Varied Times 2 
Prayer 1 
Leadership and Healing in Interim Period 2 
Working toward Common Goal 3 
New staff leadership 2 
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Pulling Resources Together 1 
Retreats 2 
Worship at ARBC 3 
Preparing and during times of Change 2 
Children leading to need for relevance 1 
New learning 1 
Leaving Complacency for Passion 1 
Bible Study 1 
 
 
How does ARBC assess the direction of the Holy Spirit when considering changes to 
congregational structures and life? 
 
Team Discussions 7 
Prayer 6 
Mission work/Outward Focus 2 
Stepping out of Comfort Zone 2 
Retreats 1 
Listening to Leadership 1 
Assessment / Response / Engagement 1 
Church Vote 1 
 
 
What are the challenges facing ARBC today? 
 
Lack of Attendance and Church Growth 7 
Packed Schedules 4 
Other Church Options 2 
Lack of Finances 5 
Need for Community Outreach 3 
Facilities 8 
Aging Membership 3 
Lack of Commitment 5 
Security 1 
Relevance of Worship 2 
Lack of Volunteers 2 
Greater Cultural Division 1 
Lack of Middle Adults 2 
Achieving Church Vision 1 
Lack of Staff 1 
 
 
Which of these challenges do you feel ARBC is prepared to address, and what about 
ARBC makes you feel this way? 
 
Change in Community 1 
Ready for Anything 5 
Good Core Membership 1 
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Security 1 
New Membership / Young Families 2 
Accepting Diversity 1 
Reaching Community 1 
Aging Congregation 1 
Finances 1 
Building Issues 1 
Achieving ARBC Vision 2 
Unsure 1 
Committed People 1 
 
 
Which of these challenges do you feel ARBC is NOT prepared to address, and why? 
 
Worship for Younger Generation 2 
None 2 
New Programming 1 
Facilities 3 
Being More Welcoming 1 
Not Sure 1 
Fear of Debt 1 
Volunteer Engagement 1 
Vision Realization 1 
Finances 1 
Staffing 1 
 
 
Please respond to each statement below regarding your personal feelings about your own 
adaptive ability. 
 
1. I often push myself to move away from the status quo or business as usual. 
 
Strongly Agree 3 
Agree 10 
Disagree 3 
Strongly Disagree 0 
 
 
2. I regularly take stock of all my responsibilities, discerning which activities are critical 
and which are expendable, letting go those that no longer support a core function. 
 
Strongly Agree 1 
Agree 11 
Disagree 4 
Strongly Disagree 0 
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3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved. 
 
Strongly Agree 9 
Agree 7 
Disagree 0 
Strongly Disagree 0 
 
 
4. I am not afraid to raise unpopular positions in the organizations in which I am 
involved. 
 
Strongly Agree 3 
Agree 8 
Disagree 5 
Strongly Disagree 0 
 
 
5. I occasionally pull myself away from the everyday tasks and routines to gain 
perspective on what is really going on and what direction we are taking. 
 
Strongly Agree 3 
Agree 9 
Disagree 4 
Strongly Disagree 0 
 
 
6. I identify and act to close the gap that exists between the way I am living my life now 
and what I want to be doing. 
 
Strongly Agree 3 
Agree 11 
Disagree 2 
Strongly Disagree 0 
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How Adaptive Is Your Organization? 
 

Please use the criteria listed in the chart below to analyze and rate the adaptive ability of 
ARBC, its people, structures, and congregational life. The more positive you feel about 
the way each of the criteria is handled at ARBC, the higher the adaptive ability rating.  

 
(Table 7-1 Ronald Heifetz, Alexander Grashow, and Marty Linsky. The Practice of 

Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World. 
Boston: Harvard Business Review Press, 2009, p. 108.) 

 
Adaptability Criteria  

 
Elephants in the room • 8 = 5 

• 7 = 3 
• 6 = 1 
• 5 = 4 
• 4 = 1 
• 3 = 1 
• 2 = 1 

 
AVERAGE: 6.12 
 

Shared responsibility • 10 = 3 
• 9 = 3 
• 8 = 2 
• 7 = 3 
• 6 = 1 
• 5 = 3 
• 4 = 1 

 
AVERAGE: 7.53 
 

Independent judgment • 10 = 2 
• 9 = 3 
• 8 = 3 
• 7 = 4 
• 6 = 2 
• 5 = 1 
• 4 = 1 

 
AVERAGE: 7.51 
 

Develop leadership capacity • 10 = 1 
• 9 = 2 
• 8 = 3 
• 7 = 3 
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• 6 = 3 
• 5 = 2 
• 4 = 1 
• 3 = 1 
•  

AVERAGE: 6.71 
 

Institutionalized reflection and 
continuous learning 

• 9 = 1 
• 8 = 5 
• 7 = 3 
• 6 = 5 
• 5 = 2 

 
AVERAGE: 6.94 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



	

 

207	

 
 

 
 

 

Closing the Gap Between Surviving and Thriving: Designing Interventions for 
Adaptive Change with the Vision Implementation Teams at Augusta Road Baptist 

Church 
William Mattison King 

	
RESULTS: Closing Survey 

 
How Adaptable Are You After Learning About Adaptive Leadership?  
(Based on the Survey Developed by Cambridge Leadership Associates 

https://cambridge-leadership.com/how-adaptable-are-you/) 
 
Think back to the orientation session you attended. Please answer each question below 
regarding your personal feelings about your own adaptive ability after learning the 
principles of Adaptive Leadership Theory (ALT) in the orientation process. 
 
1. I am more likely to push myself to move away from the status quo or business as usual 
than I was before learning about ALT. 
 
Strongly Agree 1 
Agree 6 
Disagree 2 
Strongly Disagree 0 
 
 
2. I am more likely take stock of all my responsibilities, discerning which activities are 
critical and which are expendable, letting go of those that no longer support a core 
function than I was before learning about ALT. 
 
Strongly Agree 0 
Agree 7 
Disagree 1 
Strongly Disagree 0 
 
 
3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved more now that I have learned about 
ALT. 
 
Strongly Agree 1 
Agree 6 
Disagree 1 
Strongly Disagree 0 
 
 
4. I am less afraid to raise unpopular positions in the church and other organizations in 
which I am involved than I was before I learned about ALT. 
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Strongly Agree 0 
Agree 5 
Disagree 3 
Strongly Disagree 0 
 
 
5. I am more likely to pull myself away from my regular routine in church life in order to 
gain perspective on what is really going on and what direction we are taking than I was 
before learning about ALT. 
 
Strongly Agree 1 
Agree 7 
Disagree 0 
Strongly Disagree 0 
 
 
6. I am more willing to identify and act to close the gap that exists between the way I am 
living my life now and what I want to be doing than I was before learning about ALT. 
 
Strongly Agree 2 
Agree 6 
Disagree 0 
Strongly Disagree 0 
 
 
7. The orientation day was effective in helping you gain an understanding of the 
difference between technical and adaptive changes in the life of the church. 
 
Strongly Agree 3 
Agree 5 
Disagree 0 
Strongly Disagree 0 
 
 
8. After the orientation day you believed the principles of ALT would be helpful in 
enabling the Vision Implementation Teams to develop a plan for implementing Augusta 
Road Baptist Church’ clarified Vision and God-sized Dreams. 
 
Strongly Agree 3 
Agree 5 
Disagree 0 
Strongly Disagree 0 
 
9. What principles of Adaptive Leadership Theory were most difficult to grasp during the 
orientation phase?  
 
Technical vs. Adaptive 2 
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Elephants in the Room 1 
Change as Tool for Success 1 
 
 
10. What changes could be made to the orientation day to make learning about ALT more 
effective in the future? 
 
More Visuals 1 
Timing of the Process 1 
Smaller Amounts of Information 1 
 
 

How Adaptable Are You After Practicing Adaptive Leadership?  
(Based on the Survey Developed by Cambridge Leadership Associates 

https://cambridge-leadership.com/how-adaptable-are-you/) 
 
With which Vision Implementation Team (VIT) did you participate? 
 
Please answer each question below regarding your personal feelings about your own 
adaptive ability now that you have practiced Adaptive Leadership Theory (ALT) as part 
of the ARBC Vision Implementation Teams. 
 
1. Now that I have experienced the practice of the principles of ALT, I am more likely to 
push myself to move away from the status quo or business as usual than I was before 
practicing ALT. 
 
Strongly Agree 2 
Agree 6 
Disagree 2 
Strongly Disagree 0 
 
 
2. I am more likely take stock of all my responsibilities, discerning which activities are 
critical and which are expendable, letting go of those that no longer support a core 
function than I was before practicing ALT. 
 
Strongly Agree 1 
Agree 6 
Disagree 3 
Strongly Disagree 0 
 
 
3. I understand the difference between management and leadership and value both skill 
sets in the organizations in which I am involved more now that I have practiced ALT. 
 
Strongly Agree 3 
Agree 6 
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Disagree 1 
Strongly Disagree 0 
 
 
4. I am less afraid to raise unpopular positions in the church and other organizations in 
which I am involved than I was before I practiced ALT. 
 
Strongly Agree 1 
Agree 6 
Disagree 3 
Strongly Disagree 0 
 
 
5. I am more likely to pull myself away from my regular routine in the life of the to gain 
perspective on what is really going on and what direction we are taking than I was before 
practicing ALT. 
 
Strongly Agree 2 
Agree 8 
Disagree 0 
Strongly Disagree 0 
 
 
6. I am more willing to identify and act to close the gap that exists between the way I am 
living my life now and what I want to be doing than I was before practicing ALT. 
 
Strongly Agree 3 
Agree 7 
Disagree 1 
Strongly Disagree 0 
 
 
7. I am more willing to identify and act in ways that contribute to the church’s ability to 
close the gap that exists between the values it professes and the reality it is currently 
experiencing in order to enable the congregation to thrive than I was before practicing 
ALT. 
 
Strongly Agree 3 
Agree 6 
Disagree 1 
Strongly Disagree 0 
 
 
8. I feel more empowered to be part of the church than I did before practicing ALT. 
 
Strongly Agree 3 
Agree 7 
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Disagree 1 
Strongly Disagree 0 
 
 
9. After concluding this process, I am more in line with the church’s mission and vision 
than before the process began. 
 
Strongly Agree 4 
Agree 6 
Disagree 0 
Strongly Disagree 0 
 
 
10. After concluding this process, I am more excited about the future of the church than I 
was before. 
 
Strongly Agree 7 
Agree 3 
Disagree 0 
Strongly Disagree 0 
 
 
11. I see the Holy Spirit at work in the life of our church more now than when this 
process began. 
 
Strongly Agree 5 
Agree 4 
Disagree 1 
Strongly Disagree 0 
 
 
12. I am closer to the members of my Vision Implementation Team now than I was 
before this process began. 
 
Strongly Agree 3 
Agree 5 
Disagree 2 
Strongly Disagree 0 
 
 
13. After reflecting on the Holy Spirit’s work in adaptive moments in the scriptures, I am 
able to notice times of Spirit-led change, growth, and adaptation in your own life? 
 
Strongly Agree 2 
Agree 8 
Disagree 0 
Strongly Disagree 0 



	

 

212	

 
 

 
 

 

 
 
14. Compared to the other church planning processes that I have experienced, I found this 
ALT process to be more or helpful? 
 
Strongly Agree 3 
Agree 7 
Disagree 0 
Strongly Disagree 0 
 
 
15. In reflecting on gaps between the values the church proclaims and the reality it is 
currently living that would constitute thriving, I am able to more easily recognize areas of 
needed growth in my own life because I see gaps between the values I proclaim and the 
reality I am currently living that would constitute thriving? 
 
Strongly Agree 3 
Agree 7 
Disagree 0 
Strongly Disagree 0 
 
 
In answering the following questions, please use a scale of 1-5: 1 Not helpful, 2 
somewhat helpful, 3 helpful, 4 very helpful, 5 extremely helpful 
 
1. How helpful were the principles of ALT in analyzing and naming what changes need 
to be made at ARBC in order for the church to achieve the initiatives outlined in your 
VIT’s God-sized Dreams? 
 
1 0 
2 1 
3 5 
4 3 
5 1 
 
 
 
2. How helpful were the principles of ALT in helping to recognize if the necessary 
changes your VIT proposed were technical, and which changes were adaptive in nature? 

 
1 0 
2 1 
3 3 
4 5 
5 0 
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3. If your team’s intervention could result in a sense of loss for someone, how helpful 
were the principles of ALT in helping to recognize the different stakeholders involved in 
the changes your VIT proposed, who among them might be allies or opponents of your 
intervention, and how the losses they would face as a result of the proposed change might 
impact them? 

 
1 0 
2 2 
3 2 
4 5 
5 1 
 
 
4. How helpful were the principles of ALT in developing possible interventions that will 
enable ARBC to move toward implementation of the ARBC Vision Plan with regard to 
your VIT’s God-sized Dream? 

 
1 0 
2 1 
3 3 
4 3 
5 3 
 
 
Please answer the following questions with honest and open reflection on the process and 
its impact on you, your team, and your relationship to your church. 
 
1.What fears about this process did you have as you moved from orientation into 
practice? 
 
Not excited about team 1 
Fear Intervention won’t be exciting 1 
Concepts of ALT will get in the way 1 
Will process be successful? 1 
Singular process, not ongoing 1 
Continued stagnation, nothing gets done 2 
Process too structured 1 
Issues too big for ALT 1 
Losing people who disagree w/ the vision 1 
 
 
2. What fears about the future of the church did you have before practicing this process? 
 
Finances 1 
Job security 1 
My place in the result 1 
Stagnation, nothing changes 1 
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Resistance from church 2 
Sustaining loss 1 
Gaining Members 1 
Ability to Thrive 1 
Death if campus issues not addressed 1 
Lack of finances 1 
Lack of agreement on initiative 1 
Uncertainty in the future 1 
 
 
3.How did this process help you overcome those fears? 
 
Excited, Hopeful 2 
Working w/ like-minded people 1 
Systematic Group Process 3 
Grasping the bigger picture 1 
New ways to look at issues, fresh ideas 2 
 
 
4.Which of your original fears did the process fail to address? 
 
None 6 
Infrastructure 1 
Loss of engagement, energy 1 
 
 
5.What fears do you have as we move from the intervention design stage to the 
intervention implementation stage? 
 
None 2 
Continuing Momentum 2 
Congregational openness to change 2 
Disappointing people 1 
Congregational buy-in 1 
Insufficient resources 1 
 
 
6.What challenges did you find in maintaining an open perspective and getting on the 
balcony throughout the process? 
 
Fatigue 1 
None 1 
Lack of trust in team 1 
Getting on the balcony 1 
Getting to far into the weeds 1 
Fear of how others will perceive opinions 1 
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7.When you felt yourself being pulled into a non-objective perspective, what was 
motivating you?  
 
Excitement of the Team 1 
N/A 1 
Personal Preference over God’s Plan 1 
Looking for proof change will work 1 
Motivated by family  1 
Future 1 
Different perspectives 1 
 
 
8.What loyalties came into play?  

 
Families in the Church 1 
God 1 
People not programs 1 
Desire to change 1 
None 2 
Noting wanting to offend others 1 
The greater good 1 
 
 
9.What risks seemed too great to take on?  
 
None 5 
Changing w/out more buy-in 1 
Don’t want to risk offending people 1 
 
 
10. What potential losses did you recognize? 
 
Those who don’t participate 1 
Comfort zone / Status quo 1 
Members 2 
Financial support 1 
Pride 1 
Programming 1 
Dealing w/ past hurts 1 
None 1 
 
 
11.As we begin the implementation stage with your VIT’s intervention, what do you feel 
you will need to stay the course, keep an open perspective, and see the intervention 
through with the learning objectives in mind? 
 
Stay involved, engaged 1 
Keep the momentum and work going 3 
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Staying informed, receiving feedback 3 
Keeping the focus and goal in mind 3 
Keeping an open mind 1 
Support of the team 2 
Guidance of the Holy Spirit 1 
 
 
12.Were you more able to understand the principles of ALT that you found difficult to 
grasp during the orientation stage as you put them into practice with your VIT? 
 
Yes 8 
Still some difficulty in areas of overlap 1 
 
 
13.What part of this process do you feel is most helpful to the church vision process? 
 
Smaller team work on single initiative 3 
Facilitating keeping focus on big picture 1 
Intervention meeting 1 
Team collaboration 2 
Dealing w/ obstacles, stumbling blocks 1 
Identifying needs and actions 1 
Diagnosing technical vs. adaptive needs 1 
Each step was wonderful 1 
Defining goals and plans 1 
 
 
14.In regards to Adaptive Leadership Theory, what do you want to learn more about? 
 
Application on a personal level 1 
Keeping momentum during implementation 1 
Nothing 2 
Follow through and accountability 2 
 
 
15.How and where did you see God’s work through this process? 
 
The intervention meeting 1 
Excitement and hope at the end of the process 1 
Collaborative work 4 
Everywhere 1 
Seeing others excited, united, growing 2 
Seeing commitment from others 3 
Ability to trust team members 1 
 
 
16.How are you closer to your team members than you were before? 
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Not necessarily closer 2 
Common dedication 1 
Understand beliefs, perspectives 2 
Freer to share ideas 1 
Friendships strengthened 1 
Collaboration and time together 2  
 
 
17.Where did conflict emerge within your VIT? How was it handled through this 
process? 
 
No conflict was experienced 7 
Discussed opening, reached consensus 1 
End goal was serving others (vision vs 
membership) 

1 

 
 
18.Were there times when you felt uncomfortable speaking up about the elephants in the 
room, or the obstacles that stood in the way of your church thriving? When you did speak 
up, how did this process facilitate effective conversations around these obstacles? 
 
Felt comfortable 6 
Prayer 1 
Listening and Understanding 1 
Disagreement w/ intervention, focused on end 
goal 

1 

 
 
19.Were you comfortable or uncomfortable thinking about those who might be opponents 
of your intervention? Why? 
 
Comfortable, better to recognize, overcome 4 
Intervention dealt w/ opposition 1 
Uncomfortable at first 2 
 
 
20.If opponents or casualties of your intervention were named, how was your VIT able to 
consider ways of addressing them during the intervention? 
 
End goal outweighs casualties 1 
Bring them along 2 
Limited casualties in our intervention 1 
 
 
21.Where and when did you feel your team lost focus? How did the process enable you to 
return to the focus of the intervention and keep the team on task? 
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Lost focus, eventually led to intervention 3 
Leader brought back to focus 4 
None 2 
Focusing on problems, not solutions 1 
Wanting to move forward with something 1 
 
 
22.What excites you for the future of the church in ways that you were not before going 
through this process? 
 
The intervention(s) 1 
Potential for coming together as a church 2 
New ideas to reach the community 1 
Finally being able to move forward 3 
Taking part in the process 1 
 
 
23.What concerns about the church’s future remain with you? 
 
Keeping people engaged 3 
Follow through 4 
Loss of momentum, purpose 3 
None 2 
Financial support 2 
Need for larger attendance 1 
 
 
24.Compared to the other church planning processes that you have experienced, how did 
you find this process to be more or less helpful? 
 
More structured, focused, action oriented 3 
Dealt with people, not issues 1 
Commonalities vs Divisions 1 
More people involved 1 
Much more helpful 2 
Allowed for new ideas 1 
 
25.Have you ever been part of another vision implementation process? Did you find this 
process to be more or less helpful in developing interventions for making the church 
ready to achieve its vision initiatives? 
 
No 4 
Yes 2 
Yes/Structure helped keep it moving 2 
Yes/Other processes too long 1 
 
 
26.Would you like to continue to be part of the implementation process? 
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Yes 8 
No 0 
 
 
27.In what other areas of the church’s life would you like to see this process utilized? 
 
Family ministries 1 
All area 2 
Bible study 1 
Wednesday Activities 1 
Deacon ministry 1 
See how this goes first 1 
Facilities planning 1 
Outreach 1 
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