


































































Much of the conflict in the synagogue 

world comes from a lack of communi-

cation about roles and responsibilities. 

Alban Special Report, The Leadership Situation Facing 
American Congregations, apply to rabbis and their congrega­
tions as well as to Protestant clergy.' While Alban has deter­
mined that a majority of Protestant clergy had received an 
evaluation in the past two years, my assumption in regard to 
synagogues is that very little formal written review of rabbinic 
lay leadership was occurring. 5 

When evaluation does occur, it is often associated with 
rabbinic contract negotiations. Regional executives report that 
they get requests from lay leaders in February or March for eval­
uation surveys. The timing of these reviews usually coincides 
with discussions about the renewal of contracts in July and also 
parallels discussions about next year's budget. Issues of review 
are thus mixed with anxieties about financial resources and 
contract negotiations. 

The Partnership Process 

As I reflected on the current state of the rabbinic-lay leader part­
nership I began to feel that a stronger foundation needed to be 
formed. The Partnership Process (PP) described below is a model 
that provides four stepping stones toward better partnerships. 
Each stage helps create the conditions for success in the next. The 
model attempts to build shared meaning, clarify assumptions, 
encourage shared values, and lead to mutual review and feedback 
between partners. The process requires the kind of deliberate 
planning that was a core element in our Jewish agricultural past. 
The tradition asks, "[I]f one does not plant in the summer, what 
will one eat in the winter? (Midrash Misle 6). Like crops, relation­
ships need to be planned and nurtured. 

In The Seven Habits of Highly Effective People (1989), Steven 
R. Covey suggests that effective leaders "think with the end in
mind." In this case one would start the Partnership Process. If
we think about mutual review as the desired ending, then we
might work backward to define the foundational steps needed to
support it. Rabbi Paul Menitoff, executive director of the
Central Conference of American Rabbis, has written that "when
partners have clear expectations, empowerment, processes to
recognize contributions, and opportunities for personal bonding
and trust," then partnerships can endure and prosper.6 

The Partnership Avoidance Model 

The "Partnership Avoidance Model," in contrast, does not 
build a foundation of trust. It is described by the following 
characteristics: 

30 
I 

c O N G R E G AT I O N s • SUMMER 2004 

1. Partners are overwhelmed by the forces of change
around them.

2. Poor communications weaken the potential for empathy. 

3. Values to ensure a shared culture of civility are few (lack
of derech eretz, or manners).

4. Without a solid foundation for the relationship, a tendency
grows to avoid mutual review and ongoing dialogue.
Issues are allowed to "build up," a process that leads even­
tually to confrontation.

We will look at how the PP model can overcome the dangers 
of the Avoidance model and help create a strong foundation 
for partnerships. 

1. From Overwhelmed Thinking to Shared Meaning. If
congregations cannot agree about their current situations, how
will they ever be able to develop shared values or create mutual
goals? We believe that shared meaning lays the foundation for
all the other stepping stones in the reframing process. Jeff
Woods argues that Protestant congregations cannot assume a
"one-room schoolhouse" where everyone is on the "same
page."7 Woods argues that we need to educate and assimilate
diverse members.

We believe this same diversity is affecting the synagogue. Dr. 
Arnold Eisen and Dr. Stephen Cohen talk about the "exercise 
of autonomy" among moderately affiliated Jews in their study. 

Three-quarters of the Jews that participated in their survey 
agreed with the statement, "I have the right to reject those 
Jewish observances that I don't find meaningful."8 

When budgets are strained, lay leaders 

often focus on concrete elements of 

their relationships, such as the rising 

costs of the rabbi's total compensation 

or administrative support costs. This 

focus on finances feeds a desire to gain 

more control in the relationship and to 

hold the rabbi accountable. 

2. From Low Empathy to Shared Assumptions. Much of the
conflict in the synagogue world comes from a lack of commu­
nication about roles and responsibilities. Both rabbis and lay
leaders have their narratives and often try to sell their partners
on their view. Rabbi Paul Menitoff (CCAR) argues that rabbis
should help lay leaders understand the rabbi's strengths and
weaknesses, work preferences, professional growth needs, and
the kind of congregational supp01t necessary to compensate
for areas of weakness. The Gallup Organization has published



a study based on interviews with more than 80,00 supervisors 
in an effort to identify the characteristics of successful 
managers. The researchers determined that one important 
quality of successful managers was that "they focused on 
people's strengths rather than trying to fix them."9 

Menitoff suggests that these candid conversations about 
strengths and weaknesses would ideally occur in the place­
ment-process interviews. Unfortunately this type of mutual and 
candid exchange often fails to develop. The PP seeks to create 
the kind of candid conversations that may be difficult in the 
placement process when both parties are trying to put the best 

possible face on their roles as applicant or recruiter. 
Lay leaders are anxious about the survival of their congrega­

tions during these times of change. According to one denomi­
national leader, many presidents are just trying to "get through" 
their two years of office without a crisis.10 Many have not made 
the investments in leadership development and synagogue 
envisioning that would provide them with a stronger back­
ground for the partnership. Thus when budgets are strained, 
lay leaders often focus on concrete elements of their relation­
ships, such as the rising costs of the rabbi's total compensation 
or administrative support costs. This focus on finances feeds a 

'e soupt to test out the Partnership Process by designing a series of partnenhlp dialogues. I had seen elements of this type of dialogue In a 
workshop at a Union of Hebrew Consresatlons (Now URJ} Regional Biennial In 2001 led by Rabbi David Wolfman. A regional director In 

New England, Wolfman staffs the National Commission on Rabbinic Congregational Relations (NCRCR). He worked with rabbis and their presi­
dents to look at the assumptions each had about the others' roles and responslbllltles. Both partners seemed to be positively engaged by this form 
of active llstenlng. This experience led me to explore the Partnership Process In more detail. I would soon get the opportunity to test the model 

Judy Beck, director of the Synaaosue Leadership Institute (SU} of the United Jewish Appeal In Berpn (NJ.) and North Hudson (NY.) Jewish 
Federation, sugpsted that we test the model with a group of Interested synagogues. She supported our plan to recruit the partners. Ultimately a 
'PIP of seven rabbis and their synagogue pNSldents were recruited, and the workshops began in September 2001. 

l!lN;J:ti=C•i:.1ibfA\W•M:utillli 
In workshop 1 a lay leader and rabbi group was formed. The rabbis 
.worked together and listed on a chart what they considered to be 
their key Job requirements, and lay leaders listed what they consld­
wed to be the key requirements for a rabbi. Then the roles were 
..-,,ersed and both sides reviewed the key elements for lay leaders. 
the rabbis realtzed that because of their common training they 
ll5eCI more Judaic language to describe their roles. They emphasized 
toncepts that lay leaders didn't, such as rabbinic authority (man,h 
,atroh}. The rabbis noted that their list of rabbinic responslbllltles 
was much longer than the lay leaders' list for them. Lay leaders 
described the rabbis' role as a more public, extroverted one 
Involving congreptlonal communications and education, while the 
rabbis emphasized a more Introverted role with an lntemal focus on 
study and prayer. 

... 

We administered the Consresatlonal Systems Inventory (CSI) ques­
�nalre to the professlonal staffs and the lay leaders of each 
,artlclpatlng synagogue. The CSI provides a portrait of the congre­
jatlon's leadership preferences across seven leadership dimensions. 
Ute Alban polarity management approach encourages leaders to 
become more aware of the tensions between opposite poles, such

as a centralized authority versus dispersed authority. The assess­

ment gives partners a vocabulary to talk about lay and rabbinic 
leadership styles In the congregation. Rabbis and presidents saw 
that their leadership styles had an lmpad on one another. When 

they thousht of their relatlonshlp, they tended to focus less on 
blaming their partners and chose to address areas of weakness. 

... 

To begin this discussion we needed to understand the formal and 
Informal norms In the congregational organizations. We explored 
how study of Jewish values can create derech etttz (community 
manners) that could support healthy partnerships. Each group 
looked at examples of unclvll behavior In the general community 
and In their congregations. Each Identified five Jewish values that 
could help Improve their culture. Each group Identified the behav­
iors that they would monitor If the value had been accepted and 
embraced In the congregation. 

We looked at the role evaluation plays In most nonprofit organiza­
tions and the fiduciary responslbilltles for volunteer leadership. We 
recognized the complexlty

,111
of synagogue evaluation and worked to 

present a range of feedback processes that could support an Incre­
mental and ongoing dialogue. Once the participants had explored 
their assumptions about each other's roles, reflected on the leader­
ship system, and accepted the challenge of proadlvely creating a 
healthy culture based on Jewish values (Le. "the stepplng-sto,Jesi, 
they were ready to look at mutual review. We presented the part­
ners with a range of mutual feedback approaches-from simple 
letters of appreciation to more formal feedback such as a mutual 
review of Job priorities. 
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desire to gain more control in the relationship and to hold the 
rabbi accountable, as lay leaders hold accountable the other 
professionals with whom they contract. 

The challenges of the rabbinic role must be better under­
stood. While management consultants encourage today's 
business managers to specialize, the rabbi's role runs against 
this current management trend. Rabbis are challenged to be 
true generalists. They function as spiritual leaders, counselors, 
educators, managers, marketers, administrators, and commu­
nity organizers. Is it any wonder that the Alban Special 
Report found so many clergy who felt overwhelmed by 
their jobs? 

For lay leaders and rabbis to find 

common ground, they must find 

Jewish principles they can agree on to 

support their mission; that is, "for the 

sake of heaven." 

3. From Incivility to Shared Values. Alban field research
experience suggests that most of what clergy do is invisible to
congregants most of the time. Rabbis are often out of their
offices managing community roles, life-cycle events, and
counseling. Some members complain in frustration that they
did not find the rabbi in his office at 11 a.m. or that they did
not see the rabbi on the day they were in the hospital. Others
may feel that the rabbi is not adequately invested in their
favorite synagogue program. The Reconstructionist
Denominational Movement studied the relationship between
rabbis and their lay leaders and found that members were
often passing judgment on the rabbi without a complete
holistic understanding of the rabbi's roles and responsibili­
ties.11 This "rush to judgment" sometimes created an environ­
ment of incivility that became a major barrier to "sacred
partnerships."

Once the rabbi and the lay leader have begun to understand 
each othe1� they can move beyond their personal positions and 
look at their relationship on the current "congregational stage." 
When partners can look at these issues from a distance (what 
Alban Consultant Gil Rendle calls "the balcony''), they can look 
beyond the specific points of contention and see the larger rela­
tionship.12 For lay leaders and rabbis to find common ground, 
they must find Jewish p1inciples they can agree on to suppmt 
their mission; that is, "for the sake of heaven." 

4. From Avoidance and Confrontation to Mutual Review. In
many Protestant denominations a bishop can remove a
minister. In the Jewish world a denominational placement
system is a resource to lay leaders, but the ultimate choice to
engage a rabbi or sever a relationships lies with the congrega-
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tion's lay board. Given this fiduciary relationship, lay leaders 
must consider evaluation as a serious responsibility. 

Mutual Minist1y Review (MMR) is a process whereby both 
lay and professional staffs accept the responsibility to review 
their ministry. Research shows that clergy feel the process is 
far more successful if it is mutual.13 

Lay leaders are anxious about review. If they are to develop 
literacy about building sacred Jewish communities, they need 
to work in partnership with their rabbis. Rabbis should advo­
cate for synagogue leadership training because, as the tradi­
tion says, community leadership "is too heavy for anyone to 
carry alone" (Deut. Rabbah 1:10). Rabbis need a well­
educated partner. We discussed creating a rabbinic relations 
committee to help provide feedback from the rabbi to lay 
leader, and from lay leaders to the rabbi. We also considered a 
trustees committee concept, which strengthens lay leader 
performance by coordinating nominations, board process, and 
leadership development. We reviewed a process in which the 
board and the rabbi would both rank their priorities for the 
rabbi and then compare notes. 

The four-step Partnership Process works to address shared 
meaning, assumptions, expectations, shared values, and 
mutual review. The Avoidance model leads to a reactive rela­
tionship in which evaluations are rushed to meet deadlines. 
The Partnership Process can take from two to three years to 
develop. It can't be rushed. The preliminary evidence 
suggests that if the partners commit to a plan, they may create 
the foundation for relationships that can endure and prosper. 
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The Courageous 
Follower is far too good 
a book to be read just 

by those Ira Chaleff calls "followers." 
It is a book that will provide everyone 
with key insights into the relationship 
ofleaders and followers. 

Chalef
f 

is the president of 
Executive Coaching and Consulting 
Associates in Washington, D.C., and 
chairman of the board of the Congres­
sional Management Foundation, 
which provides management training 
and consulting to political leaders and 
their staffs. And while the book is 
pitched primarily to the world of poli­
tics and business, the principles and 
insights will apply to the realms of 
church and social activism. Three 
chapters in particular hold relevance 
for the church. 

Chapter I-called "The Dynamics 
of the Leader-Follower Relationship"­
includes an excellent section on power 
in the leade r -follower relationship. 
After noting that power for the leader 

will fall somewhere on the "spectrum 
from hierarchical to shared leadership," 
the author lists 12 sources of power a 
follower may have, such as: 

• the power of knowledge, skills, and
resources

• the power to speak the truth

• the power to choose how to react in
a situation regardless of what is done
or threatened by others

• the power to withdraw support if the
leadership actions violate our values

If we are to be effective pa1tners 
with leaders, it is important to 
remember that as followers we possess 
our own power "quite apart from the 
reflected power of the leader" (p. l 7ff). 

Chapter 5-"The Courage To 
Participate In Transformation"-begins: 

I find it tragic that able leaders 
who fall dramatically from grace 
often share a common experience: 
Their closet followers have long 
been aware of their fatal flaw . . .. 
Revelation of the flaw often 
comes as an unexpected shock to 
the broader group because it has 
been carefully managed and kept 
from public view. But those 
closest to the leader have usually 
spent long hours dealing with the 
fallout from the leader's behavior 
and discussing among themselves 
what to do about it (p. 117). 
Chaleff offers several insights and 

suggestions for dealing with the defen­
sive resistance and denial of the leader's 
shortcomings that can arise when 
followers try to help the leader away 
from the self-destructive behavior and 
toward healthy transactions. He then 
offers a list of possible transformation 
resources and sections on "creating a 
supportive environment," "modeling 
change," "containing abusive behavior," 
"coping with recurring behavior," 
and "validation." 

In chapter 6-"The Courage To Take 
Moral Action"-Chaleff defines moral 
action as one "taken with the intention 
of bringing the actions of the leadership 
and organization into line with the 

Ik,icws· 

fundamental values that govern decent 
organizational behavior while preserving 
the capacity of the organization to fulfill 
its purpose" (p. 157). As such, a moral act 
may involve "the decision of whether to 
appeal to higher levels of authority within 
the organization, whether to stay in or 
leave an organization, how to frame 
conversations and actions around these 
decision-making processes, and how to 
conduct oneself in the face of different 
potential outcomes" (p. 157). 

The interesting section on how to do a 
''Values Review" seemed too brief and 
might have been expanded to give some 
real examples from his experience. 
However, he does give some useful and 
practical information in sections titled 
"The Decision To Withdraw Support," 
which warns that before taking such a 
stance, one must carefully assess the 
consequences for the leader, tl1e organiza­
tion, and oneself. Indeed, it is not a deci­
sion one reaches easily, and ''When 
Leaders Must Be Opposed" explores the 
possible outcome. Here the author 
outlines ilie risks of such drastic action, but 
maintains iliat iliey should not dissuade 
courageous followers from the duty to 
stand against immoral and unetlucal acts. 

Throughout the book, the author 
provides lists of key questions and key 
points of the chapters. And for iliose who 
like the study of polarities the author 
provides a model of twin poles oflow and 
high challenge and low and high suppmt, 
which lends itself to ilie familiar box of 
quadrants of boxes, which he names 
The Partner, The Implementer, The 
Individualist, and The Resource (p. 40ff). 

In all, The Courageous Follower is a 
good read for serious leaders who want 
effective followers and for serious 
followers who want effective leaders. That 
should include all pastors and lay leaders 
desire better pastor-laity relations. 

REV. TERRY E. FOLAND 

Consultant 

The Alban Institute 

SUMMER 2004 • CONGREGATIONS 133 



I am a sucker for books 
in the things-I-wish-I­
learned-in-seminaiy 

genre. But most such books are so 
tiite, petty, and superficial that they 
leave me feehng hke, well ... a sucker. 
Yet I approached this new one by 
Lawrence Farris, a veteran of three 
Presbyterian congregations, with the 
hope that it might prove an exception. 
Happily, it did. 

Farris notes that the early days of a 
new pastorate are key and deserve 
special care and attention because 
they greatly affect the rest of one's 
tenure. Even if one is a seasoned 
pastor, it is insufficient-and possibly 
harmful-to rephcate what seemed to 
work at a previous congregation. 
Beginning a new pastorate is a 
complex and stressful endeavor even 
in healthy congregations, let alone 
where there is conflict or stagnation. 
Farris offers some ve1y helpful advice 
about issues that are likely to arise, 
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such as working for change that matters, 
prioritizing preaching, paying attention 
to finances, needing to please members, 
generating reasonable expectations, 
taking a day off, and dealing with 
chronic problem behavior. 

The first "commandment" for a new 
pastor is paying attention to a church's 
social and cultural context and history. 
In addition to giving stories that show 
both successes and failures, Farris 
recommends helpful exercises for 
working with the congregation in ehc­
iting members' cultural and historical 
understanding. It is only upon such a 
foundation that one can work faithfully 
toward any future change. 

There are several reasons why this 
book succeeds where many do not. It is 
filled with stories from his substantial 
experience as a pastor and as mentor to 
other pastors. Further, Farris' ideas are 
theologically grounded. His Calvinist 
underpinnings stand him in good stead 
as he calls preaching a primary aspect of 
pastoral ministry and a spiritual disci­
phne in itself: 

What contemporary people lack is a 
place to gather with others before 
the mystery of God's self-disclosure 
as conveyed to them by a preacher 
who has accepted the task of 
faithful proclamation and all the 
demands it brings (p. 30). 

In other words, he goes beyond merely 
hsting effective how-to techniques 
and suggests that faithfulness brings 
fruitfulness. 

In addition to the primacy of preaching, 
he stresses two other responsibilities: 
being a "resident theologian" and equip­
ping "people to carry out those ministiies 
suited to their gifts, individually and 
corporately" (p. 76). I hked this, even if I 
would frame it a httle differently to pay 
more attention to spiritual direction and 
Christian formation. Also, he could have 
expanded what it means to be a "resident 
theologian"; he has barely a page of 
mostly hypotl1etical examples. Perhaps 
Farris was tiying to keep the book shm 
enough (it's 94 pages at 5.25 x 8.25 
inches) tl1at virtually anyone has time to 
read it. That's fme, but I wish he had 

included suggestions for further 
reading; tl1ere are neitl1er footnotes nor 
a bibhography. 

In all, Commandments is botl1 prac­
tical and wise and I gladly recommend 
it to pastors, both new and seasoned, 
and seminaiy students as tl1ey prepare 
to enter a first pastoral charge. While a 
book is no replacement for having a 
mentor-a practice Farris commends 
for all pastors-it is full of wise and 
trustworthy counsel. 

REV. DR. ARTHUR PAUL BOERS 

Author, Never Call Them Jerks: 

Healthy Responses to Difficult Behavior 

Elkhart, Indiana 



Growing up Nazarene on 
the east coast, I never saw 
much of Mary. She was 

minimally present in our home around 
Christmas, and around our predomi­
nantly European neighborhood in 
Pittsburgh, my Roman Catholic friends 
would talk about praying the rosary and 
praying to Mary. But otherwise I spent 
most of my youth in a religious tradition 
without any connection to her, and I was 
left with more questions than answers 
about her significance. 

It was not until my son Daniel was 
diagnosed with cancer that I felt God 
nudge me into silence and contemplation 
about Mary. Around that time, dming my 
first silent retreat, I had a personal 
encounter with Mary in a Russian icon of 
the Black Madonna. Soon I became 
aware of tl1e fact that I had missed out on 
a deeper meaning for the Christian life 
because of fear-because of a patriarchal 
fear of the feminine. I believe Mary 
caused in my spiritual mentors a fear of 
recognizing a woman in a position of 
prominence before Christ. Not knowing 
what to do with her, tl1ey honored tl10se 
fears by pushing her almost out of sight 
and mind. These well-intentioned people 

completely left her out of any conver­
sation that would have been helpful in 
deepening my understanding of Jesus 
and my intimacy with God, as this 
book does. 

Mary ofNaz.areth begins with a poem 
by Gerard Manley Hopkins: 

O thou dear Mother, 
my atmosphere 

above me, round me lie, 
fronting my forward eye 

Stir in my ears, speak of God's love, 
of patience, penance,prayer 

With this poem, Dear draws us into a 
deeper encounter with Mary and calls 
us-as she was called-to welcome 
God into our lives and the world. The 
book's message of "moving with peace" 
encourages us to reach out to people 
in need, to love our neighbor, and 
to become people of nonviolence. 
Dear focuses his purpose on page 21, 
where he starts to examine the "three 
aspects of Mary's life on the road to 
peace and hope that we too will take 
up tl1at journey, deepening our non­
violence, worship the God of peace, 
love our neighbors and our enemies, 
and proclaim God's reign of peace and 
justice." The book's three chapters 
focus on these three movements of 
Mary's life-tl1e Annunciation, the 
Visitation, and the Magnificat-and 
models from them three movements 
of the spiritual life-contemplative 
nonviolence, active nonviolence, and 
prophetic nonviolence. 

For Dear, the journey to peace is a 
movement in prayer, in learning to be 
still and waiting until our inner turmoil 
is handed over to God. Prayer rooted in 
solitude sharpens our ears to God and 
in confession allows God to disarm tl1e 
violence of our hearts. Hearing clearly, 
we will be called into this war-making 
world as peacemakers. The goal of 
prayer, then, is not the spiritual life; the 
goal is hearing God. By this message, 
Dear challenges us to acknowledge an 
aspect of God that creates fear and 
anxiety in all of us: God's willingness to 
startle us, as he did Mary, by meeting 
us face-to-face-but also to strengthen 

us then by saying, "Do not be afraid." 
The book has raised in me several 
challenging questions in my own spiri­
tual journey: 

• How can I work for peace more
radically in my life?

• Does my resistance to work for
peace indicate my own personal
disconnect with God?

• What is the price of our collective
disconnect for this generation
and beyond?

Throughout the book, Dear shares 
several prayer experiences that will chal­
lenge any reader. They have challenged 
me to become a peacemaker, although 
working for 33 years as a hospital chap­
lain has taught me that advocating for 
peace can be a costly adventure. But the 
simple truth is that whatever does not 
propel us toward peace is an unhealthy 
spirituality tl1at is not rooted in God. 
Quoting Dr. Martin Lutl1er King, Jr., 
Dear says we as a nation are "the 
greatest purveyors of violence in the 
world," followed by many examples of 
the reality of his statement. 

This small (128-page) book will 
disturb tl1e reader's false sense of secu­
rity. It will create storms in our 
perceived peace, drown out the sounds 
of our denial, and open our senses to the 
voice of God calling us to justice, disar­
mament, peace, a counter-culture revo­
lution of love, action, and nonviolence. 

REV. DR. ALDEN E. SPROULL

Redlands Community Hospital 
Redlands, California 
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As I was reading 
Leadership That 

__ __..._..__...._.'-"-.L.-a� Matters, I found myself 
sc1ibbling on the back cover of the 
book long-term and short-term goals 
for my congregation. This was not my 
intention at all; I had intended to read 
the book, wlite a review for it, and 
move on with the remainder of my 
week. Instead, I found myself 
immersed in the theory of leadership 
and, better yet, actively planning how I 
would implement the ideals presented 
in Marshall and Molly Sashkin's book. 

Leadership That Matters is clearly, 
succinctly, and compellingly written, 
for use by religious and nonreligious 
leaders. It is a book tl1at can be marked 
up and digested in two or tluee 
extended readings. Or if the reader 
wishes, she can skim for topics: tl1e 
index and table of contents are quite 
detailed and let tl1e reader easily pick 
out a ceitain aspects of leadership­
such as vision or chaiisma-and 
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concentrate on just tl1ose topics. 
According to Sashkin and Sashkin, most 

the01ies on leadership concentrate only on 
the personality traits of a leader or the 
context in which she or he leads or the 
specific set of behavioral skills that a 
successful leader may display. A few theo-
1ies may examine one or two of tl1ese 
aspects, but in the authors' opinion no 
work tlrns fai· has integrated all tl1ree into a 
discussion of leadership. By contrast, 
Sashkin and Sashkin bling all tl1ree aspects 
into a vision of transformative leadership 
that inte1twines the leader's context, 
personality, and skills. Specifically, I found 
the authors' descliption of how a leader 
can begin to transform his or her context a 
particularly helpful piece, since most 
successful congregational redevelopment 
projects necessitate an alteration in 
congregational culture. 

The central focus of Leadership That 
Matters is that leadership does matter. An 
effective leader can enable other people 
to "define and construct meaning" in 
congregational life (p. 186). Leadership 
can enable members of congregations to 
come to a deeper understanding of their 
talents. And leadership can help create 
faitl1 communities where individuals take 
lisks and help initiate ministries that test 
tl1eir gifts and develop tl1eir skills. 
Sashkin and Sashkin believe that transfor­
mational leaders can alter organizations 
and change people's lives. Now imagine 
what we can do if we couple their belief 
witl1 our faith in God. 

REV. BONNIE A. PERRY 

All Saints' Episcopal Church 
Chicago, Illinois 
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Take the Next Step is the 
first in a selies on 
insights for church lead-

ership autl10red by Lovet I-I. Weems, 
Jr., distinguished professor of Church 
Leadership and director of the G. 
Douglass Lewis Center for Church 
Leadership at Wesley Theological 
Seminaiy in Washington, D.C. In this 
volume written for those who would 
lead change in congregations, Weems 
explores the aspects of leadership and 
theories of change that can inform 
congregational planning. 

I disliked several aspects of the book. 
Weems brings together key teachings 
from both the business world and the 
church world, providing an overview of 
the existing literature, but sometimes 
moves too quickly to illuminate connec­
tions for those new to the topic. At the 
same time, experienced clergy will have 
heai·d much of it before, and planning 
teams will miss details and insights 
offered in volumes dedicated to leading 
planning processes, or Holy Conversa­
tions by Gil Rendle and Alice Mann 



(Alban Institute, 2003). In short, I could 
not imagine to whom I would recom­
mend this book. 

That being said, Take the Next Step 
does have strengths. As in his book 
Church Leadership, Weems does an 
excellent job of connecting the faith 
journey of a people with their need for 
change and planning. That is, Weems 
understands that change should occur 
not for the sake of change, but rather for 
the sake of nearing toward God. 

Weems spends his first full chapter 
on the importance of developing trusting 
relationships, an issue that is commonly 
overlooked in congregational life and the 
first thing to debilitate leadership. 
Nearly every church conflict in which I 
have intervened suffered from a lack of 
trust in congregational relationships. 

Weems then walks the reader through 
the purpose of clarifying identity, vision, 
mission, and goals in congregational life, 
and provides methods for unearthing and 
articulating them. He considers more 
options than the average congregation 
would need in any single planning cycle, 
which makes the section a useful refer­
ence over time. 

Finally, the book offers some practical 
suggestions on how to guide a congrega­
tion through the pain of change, to frame 
their experience in the larger picture of 
faithful progress. Weems does not 
recommend a simple "majority rules" 
approach toward guiding change, but a 
strong pastoral approach for under­
standing those who must accept change 
they did not want. 

Take the Next Step is not the best 
book I have read on change and plan­
ning. But it is a good-enough resource 
that can point to other good resources 
for leaders trying to guide their congre­
gations through change. 

PATRICIA HAYES 

Consultant 

The Alban Institute 
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A learning, 1isking 
community of faith 
remembers its histo1y, is 

clear about its present identity, and 
calls forth ... a vision of hope .... They 
are willing to Iisk naming and exam­
ining their own assumptions and to 
consider whether or not they need to 
be altered. Such congregations regard 
the hard work of open, ongoing 
dialogue-even when it is painful-as 
integral to their ongoing life and 
mission as Christians" (p. 184). 
People of a Compassionate God explores 

the ways in which five very cliff erent faith 
communities confronted and struggled with a 
particularly difficult issue. Methodist affili­
ated, they were all aware of the UM C's 
Reconciling Congregation Program and its 
commitment to "welcome persons of any age, 
gender, race, ethnic background, sexual 
olientation, economic condition, physical or 
mental ability as full participants in tour 
community of faith" (p. 20). But the sticking 
point for these five congregations, as for so 
many faith-based communities, was 

welcoming homosexuals-as individuals, as 
couples, and in families. The diversity of ways in 
which the congregations worked and grew in 
response to this challenge is presented by Janet 
Fishburn as a template for reconciling other life­
threatening problems in congregations. 
Homosexuality-like any issue that threatens to 
dive1t a congregation from its mission and 
ministiy in the world-must be faced openly 
and in the spilit of learning. 

The five congregations studied vaiied in 
many significant ways, from an ethnically 
diverse inner-city church, to a liberally 
committed congregation in a college town, to a 
pai·a-church rninistiy to marginalized people. 
Each approached the problem of acceptance 
and inclusion from a different perspective. Each 
responded in unique ways, but also exhibited 
meaningful similaiities from which the reader 
may draw inspiration, direction, and strength. 

For example, in each "history," the power of 
dialogue and learning played a major role in the 
congregation's resolution. All histolies showed 
deep communal commitments to discerning 
God's grace, to giving prophetic public witness, 
and to acting courageously. Furthennore, the 
openness of a congregation to accept change 
was closely linked to leadership. Education, 
whether from the pulpit, in meetings, or in 
formal study, was a major force for creating an 
environment where participants could feel safe 
to share and debate. 

Symbols also played a powerful role in each 
history. These included wall decorations, music, 
candles, vvindows, and the shape of the Euchaiist 
table. Events such as birthdays and other cele­
brations that invite nontraditional families to 
partake in traditional family events also were 
effective in stimulating reflection and forging an 
inclusive atinosphere. The interpretation of 
symbols taught them that a willingness to enter 
and re-enter into dialogue and to approach issues 
from many angles "transforms lives and congre­
gations [and] not only confronts brokenness but 
also moves towai·d wholeness" (p. 183). 

While each study is fascinating in itself, it is in 
the aggregate that they have real force. Fishburn 
has distilled the lessons from these studies to 
create guidelines that would be useful to any 
faith community faced with difficult change. 

BARBARA WIES 

St. Peter's Episcopal Church 

Carson City, Nevada 
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& Noteworthy 
FROM THE ALBAN INSTITUTE 

40 Days and 40 Bytes: Making Computers Work for Your Congregation 

AARO SPIEGEL, NANCY ARMSTRO G, AND BRENT BILL AL288; $16.00 

In 1998 the Indianapolis Center for Congregations (a supporting organization to the Alban Institute) 
began offering a series of seminars on "Computers and Ministry," focused on helping congregations to 
assess their technological needs and to build plans for equipping themselves. 40 Days and 40 Bytes 
assembles the knowledge that the authors garnered in resourcing the more than 100 congregations that 
participated in this program. Writing with a touch of humor, Spiegel, Armstrong, and Bill present an 
accessible, nonintimidating approach to technology that will proflt the Luddites, technonerds, and 
everyone in between who hold a stake in your congregation's organizational life. 

Preventing Sexual Abuse in Congregations: A Resource for Leaders 

KAREN A. McCu TOCK AL285; $18.00 

As sexual abuse scandals have overwhelmed churches in recent years, conversation has more often 
focused on how to deal with perpetrators rather than how such incidents might have been avoided in the 
first place. Karen McClintock, a licensed psychologist and ordained pastor, targets the shame mecha­
nisms that are often prevalent in congregational life and shows how they can lead to all sorts of inappro­
priate behaviors, including sexual harassment, stalking, and other forms of malfeasance by both pastors 
and parishioners. Speaking with unusual frankness and honesty, she envisions congregations that can 
properly celebrate human sexuality and be safe places for all. 

Memories, Hopes, and Conversations: Appreciative Inquiry and Congregational Change 

MARK LAU BRANSON AL278; $18.00 

Appreciative Inquiry (AI) has become a popular approach for organizations to get beyond conflict situa­
tions and move into a useful, forward-looking self-understanding based on the best practices of its past. 
Memories, Hopes, and Conversations is the first book to examine how AI may be profitably employed in 
mainline congregations that are facing change. Focusing on the e;,,,'Perience of a Japanese American 
congregation in California, Branson demonstrates the "4-I Steps"-Initiate, Inquire, Imagine, 
Innovate-that any faith community may easily implement to transform old stories into new possibilities. 
This is an essential addition to the grO\,ving literature on "narrative leadership." 

The Practicing Congregation: Imagining a New Old Church 

DIANA BUTLER BASS AL295; $17.00 

Observers of the American religious scene have long predicted the demise of the Protestant mainline as 
believers join up with more conservative, evangelical congregations, often of the "megachurch" variety. 
Drawing on her skills as a historian, an active layperson, and a religious observer in her own right, Diana 
Butler Bass has identified a new type of mainline congregation that she has named "the practicing 
congregation"-mainline Protestant congregations that are flomishing as they intentionally and innova­
tively employ ancient religious practices. The Practicing Congregation will give new hope to discouraged 
religious leaders and provide them with a path beyond hackneyed "liberal" or "conservative" dead ends. 

To order these or other Alban titles, please visit us online at www.alban.org or call us toll-free at 
1-800-486-1318, ext. 244.
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Becker, Carol E. Leading Women: How Church 
Women Can Avoid Leadership Traps and 
Negotiate the Gender Maze (Nashville: Abingdon 
Press, 1995). Having interviewed female and male 
clergy, lay professionals, and volunteers in 13 
Protestant denominations, Carol Becker asserts that 
although female leadership styles are now acceptable, 
women still must compromise with patriarchal 
theology, invisibility, and sexism. Cases from the 
interviews illustrate these problems and suggest 
approaches to solving them. 

Goleman, Daniel, Richard Boyatzis, and Annie 
McKee. Primal Leadership: Realizing the Power 
of Emotional Intelligence (Boston: Harvard 
Business School Press, 2002). Primal Leadership 
outlines the abilities of the emotionally intelligent 
person who leads with resonance rather than disso­
nance. The authors highlight four competencies of 
emotional intelligence: self-awareness, self-manage­
ment, social awareness, and relationship manage­
ment. With these competencies, leaders can 
determine the best leadership style to use in a variety 
of situations. 

Heifetz, Ronald A. Leadership Without Easy 
Answers (Cambridge, Mass.: Belknap Press of 
Harvard University Press, 1994). Ronald Heifetz 
makes two key distinctions regarding leadership: that 
between technical and adaptive problems, and that 
between leadership and authority. The bulk of the 
book works through these distinctions in both theo­
retical and practical ways. Although not aimed at reli­
gious leaders, this book's focus on adaptive leadership 
will be useful to them. 

Lehman, Edward C., Jr. Women's Path into Ministry: 
Six Major Studies, Pulpit & Pew Research Reports, 
No. 1 (Durham, N.C.: Duke Divinity School, 2002). 
Edward Lehman draws upon extensive research to 
explain the history, status, and experience of ordained 
women. Optimistic reports about women's success in 
seminary education and collegial relationships with 
male pastors are balanced by pessimistic reports on the 
difficulty of obtaining good placements and the nega-

"1FROM THE CONGREGATIONAL RESOURCE GUIDE

tive attitudes of laity. Available online at www.pulpit 
andpew.duke.edu/women.html. 

McKenzie, Vashti M. Not Without a Struggle: 
Leadership Development for African American 
Women in Ministry (Berea, Ohio: United Church 
Press, 1996). With historical and theological insight, 
Vashti McKenzie explores African American women's 
leadership in the church. Not Without a Strng,g,le 
connects the past and the present by honoring the 
legacy of women who have struggled for inclusion in 
ministry and providing contemporary leadership strate­
gies used by African American women. 

Melander, Rochelle and Harold Eppley. The Spiritual 
Leader's Guide to Self-Care (Bethesda, Md.: Alban 
Institute, 2002). This 52-week book invites readers to 
(1) explore their own attitudes toward their life vision,
work habits, and relationships; and (2) take a serious
look at how they treat themselves physically, spiritually,
and intellectually. Each week explores a different theme
and gives readers a chance to connect with themselves,
others, and God.

WITNESS: Transforming the Church through the 
Witness of Women (www.witnesschange.org). As a 
nonprofit charitable organization that promotes gender 
parity in faith communities, WITNESS offers resources 
for and on behalf of women-particularly those who are 
in or seeking leadership roles. Resources include educa­
tional programs and study materials, counseling and 
referrals, consulting, networking, liturgical aids, spiritu­
ality retreats, and the WITNESS newsletter. 

Zikmund, Barbara Brown, Adair T. Lummis, and 
Patricia M. Y. Chang. Clergy Women: An Uphill 
Calling (Louisville, Ky.: Westminster John Knox Press, 
1998). The authors review and discuss a 1993-94 survey 
of male and female clergy in 15 Protestant denomina­
tions. Statistical analyses address topics such as clergy 
couples, clergy spouses and children, age and health, 
leadership styles, and career paths. The authors 
conclude that clergy women are reinventing ministry. 
In the process, they are guiding the whole church to 
rethink its leadership. 
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The Spiritual Challenge of Clergy Transition 

I'm the spiritual formation intern at a medium-sized 

• 

• 
Episcopal church whose rector is about to retire. Do you 

have recommendations for what I can do to support the 

congregation as the rector prepares to leave? Most of the resources I 

know about seem to focus more on the practical and business aspects of 

this critical time rather than on what it means about relationship to 

God and each other. 

A
Clergy help us to know 

• the love and faithful­
ness of God. Through

• words and actions and
the conduct of their lives, they teach 
us to trust (or sometimes, sadly, not 
to trust) God's promises. Everything 
about our spiritual lives depends on 
whether we develop basic, funda­
mentally nonrational trust. Spiritual 
maturity is not belief that all will go 
well, but faith that, when things go 
badly, we can count on the compan­
ionship of God and that which is of 
God in others. 

Representing God is perilous 
work, in part because people are so 
prone to confuse the representative 
with what he or she represents. 
Healthy clergy gently shrug off 
excessive praise or admiration and 
remind people that clergy, too, are 
human beings striving to be 
good, not gods accountable for 
being perfect. 

Despite such efforts, the minister 
gets more than one person's share of 
praise and blame, especially when 
the ministry is long in one place. 
Some say, "Our church is wonderful 
because of our wonderful rector." 

40 I c ONG R EGA TI ON s . s u MME R 2 0 0 4 

Others say, "If only we could find a 
different rector, this could be a 
better church." Both statements 
may have truth in them, but both 
assign too much responsibility to 
clergy and too little to the congrega­
tion and its members. 

When a clergyperson retires or 
resigns, especially after a long, 
eventful, or conflicted ministry, 
members of the congregation face a 
spiritual challenge. As their coach 
and guide, you might encourage 
them to ask, "What part of my expe­
rience of the Holy depends on this 
representative of God who's 
leaving? What part of my anger and 
disappointment belong to the 
departing rector, and what part 
reflects my own unfinished business 
with my God?" 

Many people have unfinished 
business about separation. Part of 
growing up is learning, one by one, 
that people we depend on have lives 
of their own and things they must 
do-or that they'd rather do-than 
meet our needs. Those of us with 
siblings learn this early; we all even­
tually learn it from our parents. 
Friends, lovers, spouses-at first 

all seem to live to fill our empty 
places, but all of them disappoint us, 
some betray us, and we are parted, 
soon or late, from all by death. For a 
few members of your congregation, 
the rector's retirement will feel as 
though a parent said, "Goodbye, 
I'm off to Florida. I'm sure you'll 
find another parent you'll like just 
as well." 

The retirement of a rector is a 
chance to practice healthy separa­
tion. By telling the congregation 
early, your colleague has given the 
members of the congregation time 
to part with him deliberately. There 
will be public opportunities to 
express gratitude. You can provide 
also private settings where people 
can express fear, disappointment, 
loss, and anger. 

By helping people move beyond 
their infantile reactions you will 
help them to be ready for a more 
mature relation to the new rector. 
This is not your work alone. In every 
congregation there are older people 
who have seen ministers come and 
go and have learned to accept with 
gratitude the gifts of each. Lift up 
these saints and let their generous, 
forgiving spirits shape the space 
your congregation's heart makes for 
its new leader. 

Rev. Dan Hotchkiss 

is a Unitarian 
U niversalist minister 
and an Alban Institute 
senior consultant who 
speaks, writes, and 
consults widely on 
clergy transition, 

conflict management, fundraising, and 
financial and strategic planning. He is 
also the author of Ministry and Money:
A Guide for Clergy and Their Friends 
(Alban Institute, 2002). 



Add to Favorites 

You'll be back 

www.congrega ti onalresources. org 
An online guide to resources for today's faith communities 

The CRG puts access to more than 600 annotated resources­
books, periodicals, organizations, focus articles, online and 
downloadable materials-at your fingertips. Chosen with 
the unique needs of congregrations in mind, updated regu­
larly, and free. Visit today. 

Developed by The Alban Institute and the Indianapolis Center for Congregations, 
funded by Lilly Endowment Inc. 
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