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ABSTRACT 
 

  This study focused on the extent to which professional development can bring 

about changes in ministerial leaders� thinking and practice, and was based on a 

constructivist approach to learning. The study adopted a qualitative methodology to 

answer the three research questions: 

1. To what extent can professional development assist ministerial leaders to 

      change their thinking about themselves as leaders and their actual leadership 

       practices? 

2. What changes (if any) occurred in each of the participants� conceptions of 

ministerial leadership during a Ministerial Leadership Development Program 

(MLDP)? 

3. To what extent did changes in participants� thinking about ministerial 

leadership affect their actual practice? 

 There were nineteen participants in a Ministerial Leadership Development 

Program which was conducted between March and October 2000 by the Uniting Church 

in Australia (Queensland Synod). Data were gathered at the beginning and end of the 

MLDP and one year after its completion. 

 The methods used to collect data were concept maps of �effective leaders�, 

repertory grids based on participants� views of �effective� and �ineffective� leaders, 

interviews and a survey. The concept maps and repertory grids were completed at the 

beginning and end of the MLDP. The interviews and survey were conducted one year 

after the program was completed. The interviews were conducted with a small group of 

the participants (five) and the survey was completed by lay leaders from the 

congregations where the nineteen participants were ministering. For each of the five 

interviewees a case was constructed using methodological triangulation and an 

interpretive approach. Triangulation of the three types of data (concept maps, repertory 

grids and interviews) enabled identification of important components of individuals� 

thinking and practice. The survey produced data on the perspectives of lay leaders, thus 

enabling comparison between the perspectives of the ministerial leaders and their lay 

leaders. 
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 The study found a variety of initial conceptions of effective ministerial leadership 

amongst the participants. Most of these conceptions were related to leadership skills and 

qualities. Very few participants demonstrated an understanding of the nature of effective 

ministerial leadership at the beginning of the program. However, during the MLDP, the 

conceptions of participants developed and by the end of the program most of them 

demonstrated a more holistic understanding of the nature of leadership, and particularly, 

the nature of Christian leadership. 

 In relation to changes in leaders� practice, the study found that significant changes 

were reported as taking place in leaders� practice and most of this was linked to their 

thinking changing first. Many of these changes in practice were attributed to the 

encouragement leaders received in mentor groups. These reported changes in practice 

were also supported by data from the lay leaders� survey. Thus there was consistency in 

data from ministerial leaders� perspectives and from lay leaders� perspectives. 

 Apparent trends across the cases included links between the leaders� feelings of 

self confidence and their capacity to lead effectively; the difficulties associated with 

following a minister who had a very different conception of effective leadership from 

his/her own; the unrealistic expectations some congregational members have of their 

ministers; and the difficulty of moving a congregation from one understanding of 

ministry to another. 

 The results of this study have implications for pre-service education, continuing 

education, and the policy-making committees of the Synod, and suggest fruitful areas for 

further research. The results of the research are discussed in relation to relevant literature. 

Implications of the findings for the appropriate stakeholders are highlighted, and some 

ongoing issues for ministerial leadership are raised. 
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CHAPTER 1 

CONTEXT: LEADERSHIP FOR A NEW AGE 
1.0 INTRODUCTION 

One of the primary questions of our time is: if leadership is the greatest 
challenge of the twenty-first century, and if this new century is going 
to be radically different, what kind of leaders do we need to begin  
growing today so that the church can thrive in the twenty-first century? 
     Easum, 2000: 22.  
 

This dissertation uses Easum�s question as a point of departure. It concerns the 

professional development of ministers as church leaders in the context of a rapidly 

changing world at the beginning of the twenty-first century. Leadership is being 

investigated and studied because there is a critical need today for resourceful visionaries 

who can lead organizations like the church into a future, the nature of which is only just 

beginning to emerge. In the church there is a need for leaders who possess spiritual 

attributes, awareness and sensitivities to the changing needs of their congregations and 

surrounding communities. Is there a type of leadership that will be appropriate for this 

new church context? Is it possible for ministerial leaders who have been trained to lead in 

a very different context than the one which exists now, to be re-equipped and re-oriented 

to lead the church in these turbulent times of transition? These are some of the questions 

that are explored in a study of ministers who participated in an intentional professional 

development intervention program focused on their thinking about themselves as leaders 

and their leadership practices. 

This chapter describes the context for the study by focusing firstly on some of the 

challenges facing leaders around the world at the beginning of the twenty-first century.  

Before any leaders� professional development program can be developed, it is necessary 

for those planning such programs to understand these general leadership challenges so 

that they can respond appropriately.  Secondly, the chapter explores the specific 

challenges facing ministerial leaders within the church as they endeavour to carry out 

their responsibilities within the context of profound change. Thirdly, the chapter then 

narrows the focus to the Australian church context, and then to the Uniting Church in 

Australia, which is the denomination in which the research is located. The chapter 

concludes with a description of the Uniting Church in Australia Queensland Synod, 
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which is the specific context for the research. Thus the chapter begins with a worldwide 

perspective on challenges to leadership and gradually narrows the focus until it concludes 

with the very specific context of the current research. 

1.1 WORLDWIDE LEADERSHIP CHALLENGES 

Easum (2000) suggests that many organizations around the world are being 

challenged by questions such as: How do we develop leaders for these uncertain times? 

Do we know what kind of leaders we need? 

When everyone is asking the same question at the same time, you know 
something of great importance is taking shape. Every area of life is in 
desperate need of leaders who can lead in a world of uncertainty��The 
greatest challenge of our times is to develop leaders who can function 
effectively when all the rules are changing (Easum, 2000: 22).  
 

These comments can also be applied to the church which finds itself in a new and 

uncertain place at the beginning of this century, and which needs leaders who are 

adaptable. 

Every few hundred years in Western history, there occurs a sharp transition. 
Within a few short decades, society rearranges itself � its worldview; its 
basic values; its social and political structure; its arts; its key institutions. 
Fifty year later, there is a new world. And the people born then cannot 
imagine the world in which their grandparents lived and into which their own 
parents were born. We are currently living through just such a 
transformation (Drucker, 1989:3). 
 

Drucker�s words are relevant to the church in Australia because it too has 

experienced a �sharp transition�. Many ministers are finding that the way they were 

trained is no longer appropriate for these times of transition and change (Kaldor & 

Bullpitt, 2001; Whetham & Whetham 2000). They were trained to be pastoral therapists 

and personal chaplains but what is needed now are ministers who are able to be practical 

theologians � ministers who can reinterpret the sacred stories of Scripture for people who 

feel like they are living in exile (Groome, 1989; Brueggemann, 1997; and Spong, 1998). 

To understand how the church arrived at this point in its history, it is necessary to explore 

the general world scene in relation to the changes that are taking place, and then to look 

more specifically at what has been happening to the church.  

Around the world writers are using a variety of images and metaphors to describe 

the changes that are occurring and the impact they are having on people in general, and 
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on leaders in particular. Harman (1998) believes that the epistemological, philosophical, 

ontological and metaphysical structures underlying all of our belief and value systems are 

coming apart and being re-assembled. As a result, the way people process knowledge is 

undergoing a profound metamorphosis of mind and heart. This is occurring so rapidly 

and relentlessly that many of today�s leaders are confused about the way they should be 

leading - they feel paralyzed and unable to function effectively.  

There is no doubt that we are in a time of great change and writers including 

Rendle, (1998); Easum, (1995) and Dale, (1998) are describing this era as a time of 

shifting �paradigms� which challenge our understanding of life, and which test our very 

assumptions about life. Rendle (1998) notes that new sciences, particularly quantum 

physics, and their new lenses for looking at the world have challenged the assumption 

that science would enable us to understand and control the world. He proposes that we 

have a choice in relation to the lens we use to view change. We can either use a linear or 

a chaotic lens. The linear lens is the problem solving approach where a problem is 

identified, alternative solutions are suggested, the pros and cons of each solution are 

weighed, and the solution which best solves the problem is chosen and implemented. 

This model of change does work but it works best when the problem is clear and when 

there is a low level of conflict regarding the issue. 

However, society is now experiencing examples of change that are much too 

complex and unclear to be served well by the linear problem-solving method. A chaotic 

model begins with an understanding of change that recognizes the reality and the value of 

a time of chaos (�messiness�, lack of clarity, a need for wandering). Scherer (1991) has 

written: 

 No significant change can take place in individuals, groups, or larger 
 organizations, regardless of the pain and possibility present, without 
 a passage through chaos, the world�s �birthing centre�, where 
 fundamental change and innovation come into being (p.19).  
 

Drucker warned organizations as far back as 1969 that they were entering a world of 

discontinuity in which the world of slow, incremental change would be replaced by a 

world of fast, revolutionary change. Easum (1995) suggests that:  

A new economy and world view are emerging, which are driven by two new 
disciplines � quantum physics and microprocessors. Both disciplines 
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approach knowledge and reality in a radically different way from classical 
physics. Quantum physics seeks to understand the system as well as the 
relationships that exist between the parts. The whole is understood to be 
more than the sum of the parts because of the relationships between the parts 
(p.23). 
 

Linear thinking is now replaced with interactive thinking that allows for paradox 

and polarities. In the Industrial Age chaos was to be avoided, but in the Quantum Age 

chaos leads to new order and new possibilities. Linked with this new worldview, a new 

economy is also emerging that is changing the way people view reality and process 

knowledge. Easum (1995) believes that �the marriage of computers and quantum 

mechanics may prove to be the most radical change in the twenty-first century� (p.27). 

Dale (1998) uses geological images to describe what is happening today. He 

suggests that just like the earth�s tectonic plates whose shifts cause earthquakes, new 

elements are challenging and radically reshaping the contemporary leadership equation. 

He concludes that the demands of these trends, taken together, require a new breed of 

leaders for this new day. 

Thus writers such as Rendle, Dale and Easum suggest that leadership is being 

reshaped by a new, contemporary definition. For many centuries now, descriptions of 

leadership, and indeed the predominant worldview, have reflected industrial society�s 

viewpoint. According to this view the world is much like a machine made of component 

parts working together to achieve a desired outcome. When this worldview is applied to 

leadership, leaders want to be able to control things and fix them when a problem arises. 

A mechanistic view of the world assumes that life is made of component parts that can be 

named, understood and controlled.  

Rendle (1998) goes on to suggest that a more helpful and appropriate worldview 

for this chaotic time of history is systems theory. This provides us with a more organic 

language and way of viewing the world. Rather than seeking control, leaders are more 

focused on nourishing and nurturing the system, not trying to fix it; and leaders need to 

know how to respond appropriately to the needs of their system and allow it to do what it 

is designed to do. He then goes on to briefly explain four central characteristics of 

viewing organizations as systems (organisms) rather than machines, and applies these 

characteristics to leading a congregation.  
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• The older mechanistic worldview invites us to move from a description of 

the whole to the component parts whereas systems theory invites us not to 

go from the whole to its component parts but to begin with the parts in 

order to understand the whole. Thus leaders should look at more than just 

the presenting problem to understand the relationships and connections in 

the congregation. 

• Instead of the cause and effect emphasis of the mechanistic worldview, 

systems theory recognizes that the variables that influence are less about 

causes and more about connections. Thus the role and responsibility of 

leaders is not to fix whatever is causing the problem, but to describe and 

understand what various issues or variables they will need to address in 

order to lead the system. 

• All systems seek a balance or equilibrium. If you push a system toward 

change, it naturally pushes back. If you push it harder, it pushes back 

even harder in order to maintain its balance. This is particularly true of 

congregations. It is important for congregational leaders to acknowledge 

that reasonable resistance to change is typical and characteristic of all 

healthy systems. 

• Different levels exist within a system � it is whole and complete within 

itself, and at the same time, it is a part. Thus leaders need to understand 

that one of the most effective ways they can respond to the needs of the 

larger congregation, is to be aware of the needs and feelings they are 

dealing with themselves (Rendle, 1998: 55-68). 

1.1.1 Challenges of modernity for leaders 

Before going any further, it is necessary to briefly describe some of the key 

differences between the �modern world� and the �postmodern world�, because so many 

of the significant changes confronting leaders of organizations today are linked with the 

differences between these two paradigms. The last five hundred years are known as the 

Modern Age (modernity). This period was shaped by people such as Descartes, van 

Gough, Galileo, Newton, Marx, Freud, and Gutenberg and included the Renaissance and 

the Enlightenment. Science and religion were locked in what Wilbur (1998) calls a 
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�deadly dance� to see who was king. Battles raged between science and religion in an 

attempt to defeat one or the other or to bring them in line with each other. Ultimately 

science won the battle and physical matter became the fundamental building block. 

Anything paranormal was dismissed as science fiction. Modernity took the soul and 

mystery out of the Western view of the cosmos, and life became one dimensional, having 

no inner depth (Easum, 2000: 68). 

More recently the foundations of modernity have crumbled as the discoveries of 

quantum physics shattered the closed minds of the scientific community by 

demonstrating that there is no such thing as a fixed, totally certain body of knowledge. 

There is always something unknown that is beyond the grasp of scientists. An increasing 

number of scientists are concluding that the only way to make sense out of the logic of 

the universe is to believe in a divine hand in creation. They are realizing that there is a 

complex interaction of the emotional and spiritual world with the world of physical 

matter (Easum, 2000: 68-69). Unlike modernity, the postmodern world is a fluid world 

where everything is constantly changing.  Science and religion have begun interacting 

with each other in new and creative ways as seen in recent studies on how prayer affects 

the outcome of surgery (Rendle, 1998). 

According to Kaldor and Bullpitt (2001) when people are confronted with so 

much change in such a short time, one of the most common reactions is the experience of 

loss and confusion. People recognize that the traditional structures are disappearing and 

new ones are appearing. In a very real sense as Roxburgh (2000) indicates that many 

people are grieving the death of much of what they have known in the past, and yet are 

trying to live in this new reality of profound change. Leaders realize they are in the midst 

of massive destabilizing change and somehow they have to learn how to lead people 

through the transitions. The key question is: how? 

Another major difficulty confronting leaders is describing what the emerging 

culture actually looks like. Riddell, Pearson and Kirkpatrick (2000) note that it is too 

early to say what the new creature emerging from the chrysalis will look like in detail, 

but there are a few clues that can guide us, including a hunger for community and 

relationships, desire for participation from the grassroots, an explosion of interest in 

spirituality, and an acceptance of diversity. 
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As leaders seek to discover how to be effective in such a context, it is imperative 

that they take careful note of trends previously discussed, and seriously consider the 

implications for leadership. 

 The idiom that says �the only thing constant in the world today is change� 
turned out to be the ultimate illusion. We live in a time unlike any other that 
any living person has known. It�s not merely that things are changing. 
Change itself has changed, thereby changing the rules by which we live 
(Limmerick & Cunnington, 1993:47). 
 

This section has highlighted some of the challenges that are confronting leaders around 

the world including the rapid rate of change, changes in the way people think about the 

world and the leadership challenges of postmodernity. 

1.2 CHALLENGES FACING MINISTERIAL LEADERS  

How are some of these changes affecting ministerial leaders within the church, 

and how is the church responding to those changes? Established Protestantism was born 

into the Industrial Age, a world of slow, incremental change. Enormous changes did 

occur during the Industrial Age, but they came far enough apart that no matter how 

slowly church leaders responded, ample time remained to assimilate the implications. 

Easum (1995) suggests that the devastating results of church leaders� slow response to 

these changes went unnoticed because of the gradual evolution of change. However, 

during the twentieth century, the rate of change increased. Change occurred, not in 

incremental steps, but in random, episodic, discontinuous, quantum leaps. According to 

Brzezinski (1993): 

 We live in a world that is already in fact very different from the one which we 
have begun to comprehend, and by the time our comprehension has caught 
up with the new reality, the world is likely to be even more dramatically 
different in ways that today may seem unthinkable (p.x). 

 
A key problem identified by Kaldor and Bullpitt (2001), which is confronting the 

churches today, is the fact that most ministerial leaders were trained for a very different 

environment than the one in which they find themselves. According to research 

conducted by Kaldor and Bullpitt (1988) in several denominations in Australia, many of 

them no longer have a clear sense of their role or their worth. In their confusion and 

anxiety they are sometimes unable to see where the �new shoots are sprouting� where 
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new ways of being the church are happening. Their eyes are blinkered and their spirits are 

depressed.  

A recent publication of the National Church Life Survey entitled Burnout in 

church leaders (Kaldor & Bullpitt, 2001) explored the degree to which different leaders 

experienced burnout. The research found that inherited models of church life, often 

drawn from the stable village-like communities of previous eras, simply do not fit into 

the diversity and mobility of contemporary Australia. This has placed additional 

pressures on church leaders, and most of them are not ready or able to handle these 

pressures. Kaldor and Bullpitt go on to indicate that for many congregational leaders the 

result is an increase in pressure from having a job role that is quite different from what 

they felt called to decades ago. 

It is not just change that must be faced; leaders need to come to grips with the 

effects of that change on themselves and the members of their congregations. Many 

leaders have a strong sense of what they have lost in all the changes and this produces 

feelings of loss and confusion deep within them. They are aware that traditional 

structures are rapidly disappearing yet they have no idea yet what will replace them. 

Leaders are also aware of people�s inner responses to massive change, as Roxburgh 

(2000) succinctly suggests:  

In a very real sense, many are grieving the death of much of what we have 
known, and yet, must live into this new reality. Leaders of congregations are 
in the midst of massive destabilizing change. We have to address in ourselves 
and with our people, these inner responses to massive changes (p.12). 
 

Thus congregational leaders today have to learn how to lead people through the 

transitions they are experiencing when the images or metaphors in their hearts and minds 

no longer correlate with the images of the world of this twenty-first century. Without 

appropriate frameworks to interpret what is happening both personally and within church 

systems, it is possible to become disoriented and reactive in one�s leadership.   

The pervasive changes unfolding in Western culture at the beginning of this 

twenty-first century have also impacted on the social location of the church within that 

culture. When Christianity became the legalized religion of the empire under 

Constantine, the church moved into a central place where it shared in the social structures 

of power. This engendered the long period called Christendom. However, since the 
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Enlightenment, Christendom has been under attack. Now in this new millennium, as 

Spong (1998) suggests, the church again finds itself pushed to the cultural margins and 

outside the social structures of power. Confused and uncertain, the church today is more 

likely to be concerned with its own future than its influence; security and survival have 

priority over missional engagement with our postmodern, post-Christian world. 

Spong (1998) also suggests that those who still claim allegiance to the Christian 

religion now find themselves living in a kind of �exile�. He outlines many developments 

in Western thought that gradually squeezed Christian content into increasingly irrelevant 

ghettos. He says: 

 In exile the Jewish people in the sixth century B.C.E. were forced to abandon 
all of the preconceptions and definitions that they had held about God. Our 
exile has done the same for us. The Jewish people could not return to the 
good old days. Neither can believers in this generation. Christianity has now 
arrived in this postmodern world (p.41). 
 

 The renowned Old Testament scholar Brueggemann (1997) also uses the 

metaphor of exile to describe where the church finds itself today. He suggests that this 

exile is not a geographical one (like that of the Jews), but it is a social, moral and cultural 

exile. Like the Jews during the Old Testament exile there is a sense of loss of a reliable 

�world� where treasured symbols of meaning are mocked and dismissed. 

 Many serious reflective Christians find themselves increasingly at odds with 
the dominant values of consumer capitalism and its supportive military 
patriotism; there is no easy or obvious way to hold together core faith claims 
and the social realities around us (Brueggemann, 1997:2). 
 

 Hauerwas and Willimon (1989) use the term �resident aliens� to describe how Christians 

feel living in this postmodern world. 

However, all is not doom and gloom, because all these writers are very quick to 

point out that it was while the Jews were in exile that they learned to �sing the Lord�s 

song in a strange land� (Psalm 137:4). The exile was a time when the Jews were able to 

take stock of what was happening to them and to begin to write down their history and to 

dream of new ways to be God�s people. Similarly the church today also has new 

opportunities to envision a new future as she endeavours to dream of new ways to be 

God�s people in the twenty first century. 
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If leaders are going to be able to assist congregations to discover these new 

possible futures, they must first be aware of the changes that have a specific bearing on 

pastoral ministry. Schaller (1987) highlights the erosion of denominational loyalty as one 

of the most significant changes. People are no longer committing themselves to a 

particular church or denomination. There is a new consumer mentality that exists in 

society today. Bibby (1987) describes this as �a movement from religious commitment to 

religious consumption (p.81)�. 

Linked with this decline in denominational loyalty is the general decline in the 

level of trust people have toward all institutions. Kaldor and Bullpitt�s research through 

the National Church Life Survey (2001) found that there has been an increase in sexual 

crimes committed by clergy and this has led to a dramatic drop in public confidence in 

religious leaders. These attitudinal changes have brought increased pressure on leadership 

according to Kaldor and Bullpitt (2001).  

For those entrusted with leadership in congregations across our nation, the global 

changes sweeping the world are making the role of ministers increasingly difficult. As 

well as being traditional pastors and counselors, they are now required to provide 

visionary leadership as congregations struggle to survive, let alone move forward in 

creative and constructive ways! Schaller suggests that now �a far greater emphasis is 

placed on competence, personality and performance of the minister� (1987:28). People 

are no longer willing to put up with perceived incompetence. If they don�t find what they 

are looking for they simply go down the street to another church. Anderson (1990) 

believes that there is an almost unbelievable increase in the expectations people have for 

clergy today. It has been called the �walk on the water syndrome� - the belief that 

ministers can and should be perfect. 

Whetham and Whetham (2000) also focus on the very diverse and multifaceted 

role which church leaders are expected to fulfill today. These include educator, 

evangelist, organizer, pastor, preacher, priest, scholar and social reformer. An additional 

problem is that the church leaders themselves have different perceptions of what their 

roles should be, compared to what they actually are (Kaldor & Bullpitt, 2001). They 

suggest that 43% of senior ministers/pastors feel they waste time on tasks not central to 

their role. Thus the question of role clarity is clearly a vexed one. Add to this the problem 
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that clergy have in relation to separating their personal and work life, and it becomes 

even clearer that these leaders are under stress. 

Whetham and Whetham (2000) go on to suggest that:  

The institutional church is in crisis. Trends such as church closures, ageing 
congregations, the increasing number of civil marriage celebrants and the 
rise of alternative religions all reflect this. While the institutional church may 
have been appropriate in the past, its relevance today is seriously being 
questioned. What is not so widely known, however, is that people who work 
in this environment are also struggling. This is indicated by the increasing 
incidence of burnout, extramarital affairs and sexual abuse among church 
leaders. In addition, issues regarding women�s ordination, homosexuality 
and celibacy are hotly debated (p.11). 
 

Easum (2000) writing from the perspective of ministerial leadership, suggests that the 

emerging world is geared for a totally new understanding of leadership. In his book 

Leadership on the Other Side he explores the current �seismographic� shifts, which are 

underway today, and the effects those shifts are having on leadership. He believes that 

there is no one model for leadership � no laws or principles. Instead he focuses on clues 

about leadership that can be discerned in the midst of uncertainty.   

In Mead�s influential book The Once and Future Church (1991), he claims �Our 

task is no less than the reinvention of the church�. Reinvention is a process that will 

engage those who care about the church for the rest of our lives. The book was an attempt 

to point out that the dislocations being experienced by congregations were similar to 

those occurring in the larger society. He believed that the church needed to stop trying to 

find someone or something to blame and to get on with discovering how to be the church 

in a new way. 

 In the Christendom paradigm, the role of the clergy was clear. It was strong, 
central and unquestioned. It was a high-status role, carrying authority. 
Clergy were the ministry (Mead,1991:32).  
 

In the post-Christian paradigm many clergy are very confused about their roles, and this 

loss of role clarity lies behind much of the stress and burnout among clergy today. 

 The changing role of clergy is also influenced by the changing role of laity. Mead 

(1991) and Bandy (1997) suggest that in the past, the role of the laity was to support the 

minister. Now members of the laity are strongly encouraged to discover their own 

ministry outside the congregation as well as supporting activities within the congregation. 
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Many members of the laity are expected to accept key leadership roles in addition to their 

own demanding work and family roles. According to Bandy (1997) some feel patronized 

by clergy and many feel confused and do not know what is expected of them. Many who 

were nurtured in the Christendom paradigm have simply backed away from the painful 

experiences that continually face them at church. 

 If the clergy in the emerging age feel a sense of schizophrenia in 
understanding and fulfilling their role, so do the laity (Bandy, 1997:37).  
 

Bandy (1997) also refers to a new emerging paradigm.  

This paradigm recognizes the ferment of spiritual yearning among the public 
and has engaged that yearning in vigorous conversation. Growing numbers 
of thriving churches have managed to break loose from old assumptions, 
liberating themselves from chronic, self-destructive patterns, to discover a 
whole new life (p.12).  
 

Bandy believes that many congregations around the world are so addicted to self-

destructive practices that they cannot change until they recognize what those practices 

are.  

In this section a number of challenges which are facing the church have been 

explored, both from the perspective of ministerial leaders and from the perspective of lay 

people in congregations. Some of the recent research conducted in Australian churches 

has been presented, highlighting some of the attitudinal changes in relation to church 

leaders and those who would call themselves Christian.  The next section explores the 

Australian church context in more detail and then specifically focuses on the Uniting 

Church in Australia because this is the denomination in which the research is conducted. 

1.3 AUSTRALIAN CHURCH CONTEXTS 

Kaldor (1988) described what has been happening during the last two decades for 

many members of churches in Australia by using the following analogy. 

 Once upon a time there was a mighty river. It flowed gracefully and  
 elegantly across the landscape. Along its banks it gave life and 
 sustenance to the tribes of Aboriginal Australians who camped by it. 
 For many generations this river was a cultural focus for life. Then 
 gradually the river ceased to flow, becoming a stagnant pool. With  
 the heat of summer it started to dry up. Around the banks of the  
 disappearing symbol of their security, the people watched aghast. 
 What could be happening to them? By the dried up river bank many 
 sat, waiting for the river to flow once more. Yet others thought to look 
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 around and discovered that the river was not gone. Still flowing, it had 
 simply changed course upstream, creating a billabong on the curve 
 where they sat (Kaldor:1988:xxiii). 
 

This analogy highlights the challenges that face the Christian church in Australia 

at the beginning of the twenty first century. It suggests that many church members are 

still �sitting by the dried-up river�, hoping and praying that the rains will come so that life 

can return to normal. They recognize that the world has changed, and that church 

organizational structures and practices which had meaning for them no longer have 

meaning for their children and grand-children. But they do not want to risk moving to 

another place or worshipping in another way to see if �there is water flowing there�.  

This could also be applied to ministerial leaders, because according to Kaldor�s 

research (1988, 1994) some of them no longer have a clear sense of their role or their 

worth. They too �sit by the dried up river bed� wondering how to move forward � where 

to �find fresh water�. In their confusion and anxiety they are sometimes unable to see 

where �the river is flowing afresh� because their eyes are blinkered. They need to be 

encouraged to dream a new dream and envision a new future. They need to be re-

equipped and re-oriented so they can see themselves in a new light, and then be able to 

lead their congregations effectively to the places where the �water is flowing�. 

One of the changes affecting churches around the world is the change in people�s 

affiliation with a particular denomination. A snapshot from the national census and 

survey polls in Australia in the 1960�s and late 1990�s illustrates the extent of this 

change. In 1961 the national census found that 88% of Australians identified with a 

Christian denomination. By 1996 this had declined to 71%. In 1961 some 21% of 

Australians identified with the Methodist, Presbyterian or Congregational churches.( 

These are the churches which came together to form the Uniting Church in Australia in 

1977.) In 1996 only 11% identified with either the continuing Presbyterian or the Uniting 

church.  Some 41% claimed to be frequent church attenders in the 1960�s and this had 

dropped to 20% by the late 1990�s (Australian Community Survey, 1998). The 1996 

National Church Life Survey (NCLS) identified missing generations among church 

attenders. In the Uniting church half of the attenders (49%) are over 60 years and 29% 

are 70 years and over. These trends are affecting most churches around the world. The 
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NCLS Research team in conjunction with Edith Cowan University conducted the 

Australian Community Survey in 1998. This profiled Australian spirituality. Australians 

exhibit an absence of certainty, and although the majority believes in God, many hold 

other religious beliefs. Many Australians approach religion on the basis that all religions 

are valid. They do not reject beliefs, but say they are neutral or unsure about their own 

religious beliefs. Taking these attitudes and beliefs into account, is it any wonder that 

ministerial leaders are feeling confused and inadequate to perform the task they once 

believed God had called them to, and for which they felt equipped? 

This section has explored some of the research conducted by the National Church 

Life Survey which indicates that leadership within congregational settings in Australia 

today is experiencing an era of turbulence as ministers struggle to understand emerging 

societal trends and what effect these trends might have on their role as clergy in an 

environment where they no longer hold a valued and respected place. Kaldor and 

Bullpitt�s later research (2001) suggests that one of the greatest challenges for clergy in 

such an environment is to become leaders who can function effectively when all of the 

rules are changing, rather than be overcome by a sense of powerlessness. There is a 

tendency on the part of some clergy to simply give up. Others have to take early 

retirement due to stress. Some believe there is nothing they can do to change the system 

(Whetham & Whetham, 2000). However, there are others who want to tackle the 

problems and see if there is a creative way to move forward into this new millennium and 

discover new ways of being leaders.  

1.4 UNITING CHURCH CONTEXT 

The Uniting Church in Australia had been aware of the trends identified in the 

discussion so far for some time, but it was not until 2000 that the denominational 

leadership began exploring ways of responding to changes confronting the church. 

Pitman (2000) has pointed out that an understanding of the contemporary situation of the 

institutional church is essential to any discussion regarding appropriate leadership for the 

organization. With its declining status, the mainline churches and their leaders are 

experiencing a severe identity crisis expressed in lack of role definition and purpose. 

There is a great deal of pressure both from within and outside the institution to reinterpret 
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the traditional faith to reflect and embrace diverse theologies and religious heterogeneity. 

It is within this context that leadership is exercised. 

1.4.1 Queensland Uniting Church context 

 As the twenty-first century approached, some of the denominational leaders in 

the Uniting Church in Queensland began to grapple with questions like: How can we 

support ministerial leaders in times like these? Is it possible to re-equip leaders for this 

new and uncertain future?  How do we equip ministers for this demanding and ever-

changing role of leadership in a church which is trying to find its way into a new model 

of being church? 

During the 1999 Queensland Synod (the state gathering of ministers and lay 

people from all over Queensland), one of the major issues for discussion was a proposed 

Statement of Strategic Intent for the next five years entitled A People on the way towards 

2003. One of the aspects of this plan focused on leadership:  to develop credible, 

inspiring leadership through defining leadership roles, recruiting, training and 

supporting persons in these roles and regularly reviewing their performance. Delegates 

at the Synod were very conscious of the need to make this a priority and so the Statement 

was adopted. 

Soon after that Synod a task group was formed to develop strategies for fulfilling 

this goal. It was decided to conduct a Ministerial Leadership Development Program 

(MLDP) for ministers who had been in ministry for five or more years and who were 

demonstrating some leadership potential. MLDP aimed to provide a series of significant 

learning experiences over a seven month period (March to October) for selected members 

of Uniting Church specialized ministries (Minister of the Word, Deacon and Youth 

Worker). It was hoped that these experiences would have application to their present and 

future ministries, and would open up new vistas for personal learning and growth. It was 

also expected that this pilot project would help identify other issues relating to church 

leadership development that could be addressed in the future.   

Taking the worldwide trends affecting congregations and data from the recent 

census and NCLS research into account, the planning group settled on a number of 

desired outcomes for the program. These included: 
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1. that the participants would develop a greater self-awareness, particularly in 

relation to their ways of behaving and working with others, as well as a 

greater awareness of how others behave; 

2. that the participants would develop the ability to understand the shifting 

paradigms present in their contexts and be able to work creatively in the midst 

of change and transition; and 

3. that the participants would develop the capacity to become reflective 

practitioners and be committed to lifelong learning. 

As a result of the intentional intervention, it was hoped that the participants would 

feel more competent to offer leadership to the emerging church. For these outcomes to 

become reality, it was believed that the ministerial leaders would need to be able to 

actually change their thinking about themselves as leaders before any changes could 

occur in their leadership practice.  So long as they held negative and unrealistic images of 

themselves as leaders, they would be paralyzed by the fear of failure and would simply 

continue to survive rather than flourish � to be involved in maintenance rather than 

mission. Thus it was argued that their whole mindset needed to change.  

In this section the Uniting Church in Australia has been briefly explored, followed 

by a more detailed discussion of the Queensland context. Background concerns raised by 

Australian research have been identified - concerns that led to the development of a 

specific program of intentional leadership development. 

1.5 SUMMARY 

This chapter has presented a number of challenges which are confronting leaders 

around the world. These include the paradigm shift from a mechanistic, linear view of the 

world to a chaotic, systems view that is more holistic and organic; the move from 

modernity to postmodernity; and the difficulty of describing the emerging culture.  It has 

highlighted some of the specific challenges confronting ministerial leaders in the church 

including the problem of leaders being trained from a different paradigm than the one 

they now find themselves operating in; the difficulty of leading congregations in times of 

transition and profound change; the changing affiliation patterns of church members; and 

the varied expectations that church members have of their clergy. It has briefly described 

the more specific context of the Uniting Church in Australia.  Finally, it has described the 
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context of the Uniting Church in Australia Queensland Synod which is the context for the 

research.  

Taking these challenges and trends into consideration, it is now possible to define 

the aim of this research which is to explore: 

the extent to which an intentional ministerial leadership development 
program ( MLDP)  contributes to changing ministerial leaders� thinking 
about their professional practice and their actual professional practice. 
 

The research questions are: 

RQ.1. To what extent can intentional leadership development assist ministerial 

leaders to change their thinking about themselves as leaders and their actual 

leadership practices? 

RQ.2 What changes (if any) occurred in each of the participants� conceptions of 

ministerial leadership during the MLDP? 

RQ.3. To what extent did changes in participants� thinking about ministerial 

leadership affect their actual leadership practice? 

The next chapter of this dissertation will explore the literature relating to the two key 

dimensions of the research � leadership and professional development. Chapter 3 outlines 

the various research methodologies that are appropriate for this kind of research and then 

presents arguments for the chosen methods. Chapter 4 presents and analyses data in 

relation to ministerial leaders� thinking about themselves as leaders, and Chapter 5 

presents and analyses data in relation to perceptions of ministerial leaders� practice. 

These two chapters answer the three research questions. The final chapter draws the 

dissertation together by discussing the key findings from the research, the implications of 

the study, possible future research and some important ongoing issues. 

 



CHAPTER 2 

LITERATURE REVIEW 
2.0 INTRODUCTION 

The purpose of this chapter is to review relevant literature related to the 

development of ministerial leadership. The chapter is presented in three major sections � 

leadership and professional development (the two key components of the research) and a 

final section that presents some hypotheses and the framework upon which the 

Ministerial Leadership Development Program (MLDP) is based.  

In the first major section some of the key theories of leadership that highlight 

aspects of leadership crucial for ministerial leaders today are explored. These theories of 

leadership provide the foundation for the MLDP and are used to broaden ministerial 

leaders� conceptions of leadership. Then a �shadow side� of leadership is discussed in 

order to indicate the importance of leaders being willing to explore aspects of their 

leadership practice which may be limiting their effectiveness. This is followed by a brief 

overview of some of the recent trends in ministerial education which illustrate the 

influence that ministerial education has on leaders� current practices of leadership. The 

overview highlights the need to re-orient ministers� thinking about their role before any 

changes in practice can occur. This section of the chapter argues that if ministerial leaders 

are going to be able to change their thinking about themselves as leaders, they must first 

become aware of other conceptions of leadership. They must also become aware of the 

shadow side of leadership so that they are able to identify shadows within themselves and 

be able to deal with them.  

The second major section of the review focuses on professional development 

since the current research focuses on a particular form of professional development. It 

presents a constructivist account of the nature of knowledge and learning, and argues that 

experience-based learning is the most appropriate theory to inform the MLDP since it 

takes into account the experiences of the learners. The second aspect dealt with in this 

section is Schön�s reflective practice that informed the framework used to develop the 

MLDP. It argues that reflective practice is the most effective way to improve leaders� 

practice.  The third aspect to be explored briefly in this section of the chapter is the extent 

to which leadership can actually be taught and developed. If it can be demonstrated that it 
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is possible to teach and develop leaders, then there is purpose in conducting a leadership 

development program. If this were not the case then developing such a program would be 

a waste of time and effort.  Fourthly, the effect that thinking has on practice is briefly 

explored. It is argued that before leadership practice can change, there has to be a change 

in leaders� thinking.  Finally, a framework, which draws the various strands of the 

literature review together, is presented as the basis upon which the MLDP was 

developed. 

The main contribution of this section of the chapter to the developing argument is 

that any professional development program that is designed to improve leadership 

practice must incorporate components such as experience-based learning and reflective 

practice. 

2.1 LEADERSHIP 

2.1.1 Theories of leadership 

Leadership is one of the most observed and least understood phenomena on 
earth (Burns, 1978:2). 
 

 This section of the literature review explores that statement and seeks to highlight 

aspects of some of the leadership theories that should be incorporated into any program 

designed to improve ministerial leaders� effectiveness. At the beginning of the twenty -

first century it would seem that leadership has a variety of interpretations. A review of the 

literature on leadership shows that while some authors attempt to define leadership, only 

a few are able to explain how and why the leadership process is distinctly different from 

other processes which we as human beings use to order our existence. What is needed, as 

Rost (1991) suggests, is �a school of leadership that clearly and consistently articulates an 

understanding of what leadership is� (p.180). 

In his monumental study on leadership, Burns (1978) calls attention to this as a 

major problem besetting those interested in studying leadership, namely: 

 There is, in short, no school of leadership, intellectual or practical. 
 Does it matter that we lack standards for assessing past, present and 
 potential leaders? Without a philosophical tradition, without  
 theoretical and empirical cumulation, without guiding concepts and  
 without considerable practical experience, we lack the very foundations 
 for knowledge of a phenomenon � that touches and shapes our lives (p.3). 
 

Ch. 2: Literature Review   19 



He goes on to suggest that even though we do not have a school of leadership as such, we 

do have an immense reservoir of data from which a central concept of leadership could 

emerge.  His book was an attempt to achieve such a purpose, but Rost (1991) does not 

believe that Burns, or any of the hundreds of writers published in the 1980�s and early 

1990�s, have actually achieved that purpose. 

In his research Rost found that over 60% of the authors who have written on 

leadership since 1910 did not define leadership in their works. He goes on to say that:   

The importance of understanding the true meaning of leadership � having a 
clear understanding of the essential nature of leadership by agreeing upon an 
accurate definition � is crucial to studying and doing leadership (p.8). 
 

 So what is the nature of leadership? Historically, researchers have tended to view 

leadership in terms of three theoretical constellations � leadership as traits of character; 

leadership as behaviour (style); and leadership as a function of culture/climate. But as the 

sociologist Merton (1969) suggests: 

 Leadership does not, indeed cannot, result merely from the individual traits 
of leaders; it must also involve attributes of the transactions between those 
who lead and those who follow �. Leadership is then some sort of social 
transaction (p.215). 
 

Up to 1990 most leadership theorists studied leadership from the perspective of 

one academic discipline or profession only. However, now there is a greater emphasis on 

multi-disciplinary approaches. This new trend brings with it a promising breakthrough in 

our understanding of leadership. Rost (1991) believes that: 

 In the past leadership scholars have spilled much ink on the peripheral 
elements surrounding leadership and its content, instead of on the nature of 
leadership as a process, on leadership viewed as a dynamic relationship � a 
process whereby leaders and followers relate to one another to achieve a 
purpose (p.4). 
 

 What would that kind of leadership look like? What kind of leadership is needed 

in congregations in these times of transition and change? A number of theories of 

leadership are now explored including Transformational leadership, Servant leadership, 

Spiritual leadership and Holistic leadership � all of which contribute to the kind of 

leadership needed within the church, and therefore all have an influence on the 

development of the MLDP.  
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2.1.2 Transformational leadership 

In 1978 James MacGregor Burns proposed a theory of leadership that has shaped 

the way leadership is now understood. According to Burns, leadership is exercised when 

persons with certain motives and purposes mobilize resources so as to arouse and satisfy 

the motives of followers. He identified two different kinds of leadership � transactional 

and transformational, seen as being at opposite ends of a continuum. Transactional 

leadership focuses on basic and largely extrinsic motives and needs, whereas 

transformational leadership focuses on higher-order, more intrinsic and ultimately moral 

motives and needs.  

Burns has become famous for initiating a movement to reconceptualize leadership 

as a transformational process: 

When one or more persons engage with others in such a way that leaders and 
followers raise one another to higher levels of motivation and morality.  
Transformational leadership becomes moral in that it raises the level of 
human conduct and ethical aspirations of both leader and led, and thus it has 
a transforming effect on both (Burns, 1978:20). 
 

He believed that all leaders are actual or potential power holders, but not all 

power holders are leaders. The crucial variable for him is purpose and this is intrinsically 

linked with the wants, needs, aspirations and expectations of both leaders and followers. 

It is this interaction between leaders and followers which is so central to his theory. 

He concluded his book with this sentence: 

 That people can be lifted into their better selves is the secret of transforming 
leadership and the moral and practical theme of this work (p.462).  
 

This understanding of leadership is appropriate in the context of congregational 

leadership where leadership must be a common enterprise which involves clergy and lay 

people.  

  This new, and some (House, 1977; Hunt, 1984) would say radical view of 

leadership, spawned numerous other definitions of leadership in the 1980�s. Some echo 

Burns� understanding, others expand it to different kinds of transformation besides those 

of morality and motivation. Bass (1985a) extended the leadership theories of House 

(1977) and Burns (1978) by arguing that effective leaders practise both transactional and 

transformational leadership.  
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Vance Packard (1962) suggests that: 

 In essence leadership appears to be the art of getting others to want to do 
something you are convinced should be done (p.170). 
 

 The key word in that definition is the word �want�. It�s fairly easy to get people to do 

something � especially if there are extrinsic rewards and pressures. 

 If there is a clear distinction between the process of managing and the 
process of leading, it is in the distinction between getting others to do and 
getting other to want to .. leaders get other people to want to. Leaders do this 
first of all by being credible. That is the foundation of all leadership. They 
establish this credibility by their actions � by challenging, inspiring, 
enabling, modelling and encouraging (Kouzes and Posner, 1987:27). 
 

After analyzing recent literature on transformational leadership, Lewis (1996) 

came to the conclusion that many researchers seemed to have returned to the old �trait� 

approach in that the so-called �qualities� listed by many authors are no more than traits in 

disguise (e.g. Kouzes & Posner). Lewis (1996) developed a new model of 

transformational leadership which does not contain idealistic notions of a leader who is 

somehow �more perfect� than mere mortals. Rather it paints a picture of real human 

beings. Lewis� experience shows that transformational leaders in no way need to 

demonstrate the charismatic qualities described in much of the transformational 

leadership literature. But at the same time, it does not necessarily mean that such leaders 

are not �charismatic� in a different sense, and perhaps what is needed are new and wider 

definitions of the concept of charisma (Lewis, 1996:26).  

 Day et al. (2000) refer to a post-transformational model of leadership which they 

term values-led contingency leadership. This kind of leadership stresses the importance 

of values and vision, integrity, continuing professional development and reflection. It also 

emphasizes the importance of the context � the need to understand both the internal and 

the external environments and the necessity of being able to adapt. These aspects are ones 

which need to be incorporated into any ministerial leadership development program, 

especially when the contexts of ministry are changing so quickly. 

2.1.3 Servant leadership 

Another form of leadership which has relevance for this study is servant 

leadership which was first espoused by Greenleaf in 1977. He believed that: 
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A new moral principle is emerging which holds that the only authority 
deserving one�s allegience is that which is freely and knowingly granted by 
the led to the leader in response to, and in proportion to, the clearly evident 
servant nature of the leader (p.10).  
 

For Greenleaf, the great leader is a servant first. 

Servant leadership, Greenleaf (1977) maintains, is more easily provided if the 

leader understands that serving others is important but that the most important thing is to 

serve the values and ideas that shape the organization as a covenantal community. In this 

sense all the members of the community share the burden of servant leadership. 

To some, servant leadership may seem weak but it brings a different kind of strength � 

one based on moral authority.  

When one places one�s leadership practice in service to ideas and to others 
who seek to serve these ideas, issues of leadership role and leadership style 
become far less important. It matters less who is providing the leadership, 
and it matters even less whether the style of leadership is directive or not, 
involves others or not, and so on. These are the issues of process � what 
matters are issues of substance (Sergiovanni, 1992:129).  
 

He summarizes these issues as being: 

• purposing  - building a centre of shared values that transforms the 

organization into a covenantal community; 

• empowerment � everyone is free to do what makes sense as long as 

people�s decisions embody the shared values; and 

• leadership by outrage � the leader must be outraged when empowerment 

is abused and when purposes are ignored. 

These aspects of Sergiovanni�s theory are relevant to this study of ministerial 

leaders because they all have a biblical base and are central to the role of minister. 

 Servant leadership is practised by serving others, but its ultimate purpose is 
to place oneself, and others for whom one has responsibility, in the service of 
ideals (p.138).  
 

Christian leaders see Jesus as the one who first modeled servant leadership. The ultimate 

expression of this was evident when he was willing to die for those he loved. Christianity 

has a strong focus on people being servants to others, and it is certainly expected that 

ministerial leaders will model this form of leadership. 
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2.1.4 Spiritual leadership 

  Another theory of leadership that has particular relevance to this study is spiritual 

leadership since their congregations see all ministerial leaders as spiritual leaders. For 

most of the history of leadership theory, the matter of spirituality has not been considered 

an issue, even though for most of social history we have identified inner moral and 

spiritual standards as the prime influence in human action. 

Fairholm (1997) says: 

 Our individual sense of who we are � our true, spiritual self � defines us. It 
creates our mindset, defines our values, determines our actions, and predicts 
our future behaviour. As such, spirit is a part of leadership and always has 
been, whether the individual leader knows it or consciously uses this fact in 
developing his or her leadership approach (p.1). 
  

He suggests that because our work world has expanded in importance and for many is 

now the central activity of our lives, relating personal spiritual values with work values 

has become the central task of leadership. People bring their whole self with them to 

work so it is crucial that we reconnect to the fact that our hearts and minds are central in 

our business relationships. This is a holistic approach to leadership. 

 The concept of spiritual leadership in organizations is new and like all new ideas 

it challenges, by its very presence, old ideas and practices. Fairholm (1997) suggests that: 

It is new in the sense that academic leadership theory has not considered the 
spiritual orientation in people as a factor in their theories of leadership. It is 
also new in the sense that many people�s professional paradigms have 
excluded any sense of the unique self from their preconceptions of work, 
workers, managers and leaders; or of the interactions in which these 
organizational actors engage�As such, introduction of spirit to the 
workplace is new, even alien to many (p.31). 
 

Firstly, spiritual leadership is about the sharing of meaning, intentions, and 

visions. It is about finding shared meaning, not about coercion or force. 

 There is no more powerful engine driving an organization toward 
 excellence and long-range success than an attractive, worthwhile 
 and achievable vision of the future, widely shared� 

 (Bennis, Mason & Mitroff, 1992:3). 
 

 For centuries the power and authority in the church has been in the hands of the clergy. 

They were the ones who had the vision and there was no sense of shared meaning. 
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Recently, however, lay people have become more involved in leadership and deciding on 

the vision for the congregation.  Ministers must now see themselves as part of a team and 

not as a �lone ranger�. A major part of their responsibility is to equip and empower lay 

people to take a more significant role in the leadership of the faith community, and to 

ensure that the whole congregation owns any vision for the congregation. 

Arbuckle (1993) also focuses on this need to empower people. 

 Transforming leadership is a response to the need people have for a sense of 
purpose, meaning or a vision that raises them in their work above the daily 
grind of routine. Inspired by this leadership, people are empowered to 
become more active themselves, more creative in the control of their own 
lives through interacting with others in trust and mutuality, more confident to 
lead�. (102). 
 

Secondly, spiritual leadership is active, and action involves risk. Leaders need to 

challenge existing processes and produce real change that meets people�s enduring needs 

regardless of the risk. They must be individuals who are willing to take a stand, 

particularly when there is injustice. For ministerial leaders this often means standing with 

the marginalized in society even when this is an unpopular stand to take. 

Thirdly, spiritual leaders are spiritually transforming. They enhance people�s 

moral selves, help confirm others� beliefs in their own self-worth, and, in the process, 

they help create a new scale of meaning within which their followers can see their lives in 

terms of the larger community. Thus, spiritual leaders create meaning for others. They 

engage the heart (Kouzes & Posner, 1987). A major tenet of Christianity is the 

transformation that can take place in people�s lives as a result of becoming a Christian, so 

this dimension is extremely important for ministerial leaders. 

Fourthly, spiritual leaders must demonstrate integrity. This means having the 

courage and self-discipline to live by inner truth. It involves the idea of goodness, human 

decency, fairness, kindness, politeness and respect. Moral integrity involves a willingness 

to say what needs to be said, and not needlessly saying what may hurt another. It too 

demands self-discipline. Living by inner truth means putting truth into practice. People 

work harder when there is mutual trust, respect and concern for each other (Fairholm, 

1997).  
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Finally, spiritual leaders must behave ethically. Ethical behaviour flows from our 

ability to distinguish right from wrong and the commitment to do what is right. Spiritual 

leaders empower followers to build and use a personal belief system that reflects their 

innate goodness, ethics, and morality and to live out that belief system (Fairholm, 1997). 

There have been many recent examples of clergy who have not behaved ethically and this 

has a profound effect on the way clergy are seen by the general public. Many people no 

longer trust clergy (Kaldor & Bullpitt, 2001; Whetham & Whetham, 2000). 

Conger (1994) also sees the need for spiritual leadership that he links with moral 

leadership and charismatic leadership. He lists a number of features which characterize 

this type of leadership including the fact that it is highly relational, and based on an 

unwavering trust and faith of followers in their leaders. He believes these characteristics 

are also echoed in our spiritual experiences. His conclusion sums up his understanding of 

spiritual leadership: 

 � although leadership can take various forms, �it is only when leadership 
takes on a more transformational form that the spiritual dimension comes to 
the fore (p.184). 
 

 It is interesting to see this recent trend to include spirituality in the leadership literature. 

 From a Christian perspective, spiritual leadership takes on additional meaning 

because it also refers to those who are led by the Holy Spirit and are seen to be those who 

will guide others in their spiritual development as Christians. Ministers are certainly seen 

as spiritual leaders in this sense, but all the other characteristics that have been 

highlighted from the literature are also relevant for ministerial leaders.  

2.1.5. Holistic leadership 

Is it possible then to bring these different understandings of leadership into one 

holistic understanding?  Fairholm (1997) and an increasing number of other authors 

believe it is possible. 

 Matters of the heart transcend matters of the mind. More important than our 
knowledge, our skill, or our education, is simply our goodness � the quality 
of out hearts and souls �.Leadership is a matter of touching people�s souls, 
not controlling their actions. Leadership is connecting with people at the 
feeling level (p.5).  
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This new holistic approach that Fairholm and others suggest provides for 

leadership that recognizes the spirit element in people and in all their behaviour. It sees 

transformation of self, others and the organization as important, even critical. This new 

leadership model incorporates servant leadership and asks leaders to put those they serve 

first and let everything else take care of itself. Fairholm believes that the biggest mistake 

of current leadership texts is that they confuse dedication, mission, vision and spirit with 

spirituality. People are looking for significance in their work and the opportunity to use 

their minds and feelings while appealing to the animating or life giving principles within 

them. So spiritual leadership requires leaders to use their hearts and their minds (heads).  

These are the kinds of leaders that the church needs to take it through the twenty-first 

century. 

So far this review has emphasized the positive dimensions of leadership. Now it is 

relevant to briefly outline some of the negative dimensions, because if leaders are going 

to become more effective, they must be aware of some of what Palmer (1998) calls �the 

shadow side of leadership�.  

2.1.6 Shadow side of leadership 

Palmer (1998) highlights a dimension of leadership that no other writer has 

included - the shadow side of leadership. If ministerial leaders are going to be able to 

change their thinking about themselves as leaders, they must be willing to get in touch 

with this shadow side of leadership so that these shadows can be transformed, and any 

blocks to their effectiveness can be removed. Palmer defines a leader as: 

 �.a person who has an unusual degree of power to project onto other 
people his or her shadow, or his or her light. A leader is a person who has an 
unusual degree of power to create the conditions under which other people 
must live and move and have their being, conditions that can either be 
illuminating as heaven or as shadowy as hell. A leader must take special 
responsibility for what is going on inside his or her own self, inside his or her 
consciousness, lest the act of leadership create more harm than good (p.100). 

 
Palmer believes that great leaders are those who have been willing to explore their 

inner strengths and weaknesses. Why is it necessary for us to make this inner journey? 

Because he argues, unless we confront these things inwardly, we will project them 

outwardly onto other people, and we will always be looking for someone �out there� to 

blame. Palmer (1998) then names some of the biggest shadows that many leaders carry 
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inside them. These have particular application to ministerial leaders who spend so much 

of their time in the external world and often do not allow themselves the opportunity to 

explore their inner worlds. 

 The first shadow named by Palmer is insecurity about one�s identity. Many 

ministers live in terror of what will happen to them when their institutional identity is lost 

� for example when they have to retire. When ministers are willing to take the inward 

journey, they discover that their identity does not depend on titles or degrees or functions. 

They need to realize that their identity is who they are not what they do. Christians 

believe that each person is a child of God who is valued and treasured for who they are. 

The second shadow of leadership named by Palmer is the perception that the 

world is basically hostile and that life is fundamentally a battleground. This is based on a 

fear of failure that drives people to live competitively. Commitment to competition 

becomes a self-fulfilling prophecy. When people take the inward journey they receive the 

knowledge that the universe is actually working together for good. 

The third shadow mentioned by Palmer is functional atheism � the belief that 

ultimate responsibility for everything rests with the individual. It is the unconscious, 

unexamined conviction within us that if anything decent is going to happen, I am the one 

who needs to make it happen. This leads to dysfunctional behaviour on every level of our 

lives: �workaholism�, burnout, stressed and broken relationships, and unhealthy priorities. 

All of these are very prevalent among ministers. When we are willing to take the inner 

journey we receive the gift of the certain knowledge that ours is not the only act in town. 

 We learn that co-creation leaves us free to do only what we are called and 
able to do, and trust the rest to other hands (Palmer, 1998:106). 

 
The fourth shadow among leaders is fear � particularly fear of the natural chaos of 

life. Many leaders (especially ministers) have a deep devotion to eliminating all the 

remnants of chaos from the world. They want to order and organize things so thoroughly 

that the �nasty stuff will never bubble up around us� (Palmer, 1998:107). This approach 

creates corporate cultures that are imprisoning rather than empowering. It explains why 

so many ministers are really struggling to survive at this point in the church�s history 

when we are living in the midst of chaos. The gift of this inner journey is to know that 

Ch. 2: Literature Review   28 



creation comes out of chaos, and that people and organizations not only survive but thrive 

in chaos.  

The final example of the shadows that leaders can project onto others is the denial 

of death. We live in a culture that simply does not want to talk about dying. Often leaders 

(especially ministers) artificially maintain things that are no longer alive and perhaps 

have been dead for some time. Some programs and projects should have been given a 

decent burial years ago instead of being �propped up on life support�. The gift of this 

inner journey is the knowledge that death is not the final word. Allowing something to 

die is also allowing new life to emerge (Palmer, 1998:108). Thus Palmer believes that we 

must strive to elevate the value of inner work if our leaders are to be really effective. He 

concludes with these words: 

 New leadership is needed for new times, but it will not come from finding  
   new and more wily ways to manipulate the external world. It will come as  
  we who lead find the courage to take an inner journey towards both our 
  shadow and our light, a journey that, faithfully pursued, will take us  
 beyond ourselves to become healers of a wounded world (p.108). 
 

Ministerial leaders need to be willing to take this inner journey if they are going 

to be able to overcome some of the negative inner aspects of their lives. Often it is this 

shadow side of leadership which has limited their effectiveness as ministers. A review of 

the literature has shown that one of the most debilitating shadows is what Palmer calls 

�insecurity about identity�. In these times of change and transition in postmodernity the 

role of the minister is very unclear and certainly very different from that of the context in 

which most ministers were trained.  

This section of the literature review has sought to highlight some of the different 

theories of leadership that are prevalent today, and to emphasize those aspects which are 

particularly relevant to ministerial leadership development. If ministers are going to be 

able to change their thinking about themselves as leaders, they must first be able to 

envision the kind of leaders they might want to become. Their concepts of effective 

leadership will be based on theories of leadership that they have been exposed to in the 

past, so it is important that any leadership development program include some 

exploration of newer understandings of effective ministerial leadership. This presents the 
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leaders with new ways of thinking of themselves as leaders, and gives them the 

opportunity to incorporate that thinking into their actions. 

 The review has demonstrated the increased emphasis in recent times on aspects 

such as vision, values, morals and spirituality � all of which are crucial dimensions of 

effective ministerial leadership. It has also demonstrated the importance of being a team 

leader rather than a solo pastor, and stressed the need to empower lay people to take their 

place within the leadership team. It has raised the importance of leaders being willing to 

explore some of the shadow dimensions of ministry so that they are able to function more 

effectively; and it has drawn all this together in a holistic view of leadership which 

stresses servanthood, empowerment, spirituality and inspiration all occurring within the 

context of a covenant community. 

The problem that arises now is that many ministerial leaders today do not feel 

capable of this kind of leadership because they were trained in a different paradigm to 

perform ministry in a very different context than the one which now confronts the church. 

Before any professional development program can be undertaken, it is important to have 

an understanding of that different training paradigm in order to determine the most 

effective ways of planning professional development. A brief overview of the recent 

history of ministerial education will illustrate some of the debates that have surrounded 

ministerial education, and the profound influence that the way in which ministers were 

trained affects their current thinking about themselves and their practice. 

2.1.7 Ministerial Education  

For over three hundred years there has been universal agreement that a minister 

needed to learn from three principal fields � Bible, church history and theology. Later a 

fourth field was added � that of practical theology. This immediately created a distinction 

between the so-called classical disciplines that are sometimes grouped as �theological� 

studies, and the more �practical� or ministry-related studies. This distinction still exists in 

most theological colleges. During the 1960�s the demands of a fragmented society and 

the loss of what had passed for epistemological certainty about the form of ministerial 

education, came together to force a reconsideration of that form in the light of the clear 

need to be socially relevant.  
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Hough and Cobb (1985) suggest that church leaders should not be viewed as 

pastoral managers or pastoral therapists. Instead they should be �practical thinkers� and 

�reflective practitioners�, that is, to be thinking about practice and thinking in practice 

(Banks, 1999:35). For Hough and Cobb (1985), ministerial education is basically a 

practical professional task. The heart of their proposal for theological education is to 

replace the historic images of minister as Master, Revivalist, Builder, Pastoral Director 

and the more contemporary image of Manager and Therapist, with the image of the 

minister as Practical Christian Thinker or Practical Theologian. �Practical theology is 

critical reflection on the church�s practice� (Hough and Cobb: 90-91). 

Groome (1989) applauds Hough and Cobb�s recommendations to make reflection 

on praxis the cornerstone of ministerial education, but he faults them for not developing a 

thoroughly practical pedagogical method: 

We need a radical reform of theological education as it is typically carried 
on if we are to form �practical theologians� who can effectively guide the 
church in its reflection on appropriate practice for authentic Christian living 
in our time (p.78). 
 

He states that Hough and Cobb (1985) pay no attention to the style of the 

teaching/learning act required in the theological education they envisage. Their 

reflections and proposals are confined almost exclusively to the content of the curriculum 

� with what is being taught, rather than the process for how the content should be taught.  

 
The issue of how best to educate and form ministerial leaders surely have 
been crucial for the Church in every age, but it would seem to have a 
particular urgency in our own (1989:77). 
 

 Thus for Groome (1989) the crisis in theological education today is also less with 

what is being taught and more with how it is being taught. The typical teaching style that 

predominates in our theological colleges is marked by a theory-to-practice assumption 

about how to promote the �knowing� that is needed by future ministers.  

 We need an epistemological conversation that will be reflected in the central 
historical event that effects theological education � in our teaching/learning 
act � if we are to educate practical theologians (Groome, 1989:83). 
 

He goes on to say that:  
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There is a growing awareness that something is significantly wrong with and 
ineffective about the mode of ministerial training which is typically provided 
by our seminaries and divinity schools (1989:77). 
 

Groome (1989) is convinced that if ministers are to be capable of acting 

reflectively from an informed and practical Christian perspective in historical contexts, 

then the teaching/learning act that effects the education of practical theologians must 

itself be an exercise that constantly engages both theory and practice as constitutive 

components of the curriculum. In other words, we must teach them in a mode that forms 

them in how we would have them minister.  

 Our new theoretical clarity about theological education must now be 
reflected in how we actually teach theology. Without a paradigmatic shift in 
our teaching, the new paradigm for doing theology will remain more of a 
theory than a practice (1989:87). 
 

 This certainly presents a challenge to current practice in most theological 

colleges and has profound implications for the planning of any professional development 

program for ministers who still see themselves as managers and therapists. 

The dilemma which confronts the church today is that she is expecting her 

ministers to be able to be leaders in a very different context from the one for which many 

of them have been trained. Is it possible for those trained from a church-culture 

perspective (where the church played a central role in the life of the community and the 

role of the minister was clearly understood by minister and lay people alike), to be able to 

operate effectively in a culture which is now referred to as post Christian and postmodern 

(the church no longer holds a central place and neither ministers nor lay people are really 

clear about the role of the minister)? Can ministers who see themselves (and are seen by 

their congregations) as pastoral managers and pastoral therapists become reflective 

practitioners capable of thinking about their practice and in practice? Can they actually 

become �practical theologians�? 

This brief overview of the dilemmas facing ministerial education today has 

relevance for the current study because it demonstrates that a leadership development 

program must focus on helping ministerial leaders to change from acting as pastoral 

therapists and chaplains to acting as reflective practitioners and practical theologians who 

are capable of engaging both theory and practice. It also highlights the importance of 
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ensuring that those who teach or facilitate such a professional development program do 

so from the perspective of being practical theologians themselves. 

2.2 PROFESSIONAL DEVELOPMENT 

The next section of the literature review addresses the second major focus of this 

study � professional development. It commences with a brief overview of the nature of 

knowledge and learning in order to explain the preferred mode of learning chosen for the 

professional development program � that is experience-based learning; and then 

highlights reflection as a major component of experience-based learning. Secondly, it 

explores Schön�s notion of developing reflective practitioners that supports the previous 

section of the review highlighting the trend in ministerial education to train people as 

practical theologians. Thirdly, it presents a framework for planning an intentional 

intervention program. 

2.2.1 The nature of knowledge 

Before any professional development program is developed, it is essential that 

those responsible for designing the program have a clear understanding of the approach 

to learning, the adult learning principles and the construction of knowledge that undergird 

the program design.  

There are three different schools of thought in relation to how knowledge is 

discovered and used. One view (the positivist approach) is that knowledge is constructed 

scientifically. From this perspective knowledge is objective, capable of being discovered 

empirically. This approach aims to gradually discover the �truth� about the world � to 

discover the way the world �really� is. It is claimed that this �scientific� approach is both 

rigorous and practical. The scientific, instrumental, technical, or positivist approach was 

dominant in the first half of the twentieth century, but since then it has come under 

increasing scrutiny and been challenged on ethical and political grounds (Carr & 

Kemmis, 1986:51-70). 

The interpretive paradigm sees knowledge as both subjective and socially 

constructed: its fundamental assumption is that different individuals understand the world 

differently. This approach suggests that is it futile to try to discover universal laws. It is 

more useful to study the different ways people make sense of situations. Interpretivists 

maintain that the way individuals make meanings is not purely subjective or 
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idiosyncratic. The focus is on the interaction of self and social structures and culture. It is 

by studying these interactions that we can come to understand how people make sense of, 

and act on, the world (Carr & Kemmis, 1986:83-94; Usher & Bryant, 1989:23-40). 

Although the interpretive paradigm recognizes that individual understanding is shaped by 

culture and social structure, the emphasis in the interpretive framework is still on the way 

individuals construct meaning.  

A third framework, the critical framework, places a much greater emphasis on the 

social context of knowledge and education. Critical theory focuses on the relationship of 

knowledge, power and ideology (Foley, 1995:17). This notion of critical and 

emancipatory theory and practice has been influential in adult education over the past 

century at least (Carr & Kemmis, 1989:137). 

The interpretive framework is the one that is considered most appropriate to the 

current study because it focuses on the way people construct meaning. This framework is 

supported by cognitive psychologists who believe that people impose order on the mass 

of stimuli that they are confronted with every day. In other words, people have cognitive 

frameworks that help them to make sense of the world. Thus learners are active; they do 

not simply passively absorb information but process it in their own ways.  

According to cognitivists:  

 The human mind is not simply a passive exchange-terminal system where the 
stimuli arrive and the appropriate response leaves. Rather, the thinking 
person interprets sensations and gives meaning to the events that impinge 
upon his {sic} consciousness (Grippen &  Peters, 1984:76). 
 

Thus learning involves the reorganization of experiences in order to make sense of 

stimuli from the environment. Merriam and Caffarella (1991) explain that cognitively 

oriented explanations of learning encompass a wide range of topics. What unites these 

various approaches is the focus on internal mental processes that are within the learner�s 

control (p.131).  

Several theories which emphasize the central role of the learner in creating 

knowledge all have in common a constructivist theory of knowledge which recognizes 

that it is the learner who constructs knowledge, not the teacher. The constructivist view 

that: 

Ch. 2: Literature Review   34 



 learning is a process in which learners construct knowledge in order to make 
sense of their observations and experiences and to predict future events 
(Brickhouse & Bodner, 1992:482) 
 

 provides a useful perspective from which to study changes in ministerial leaders� 

conceptions of leadership.  Constructivists writing from a cognitive perspective 

(including Ausubel, Novak, and Piaget) believe that individuals create knowledge by 

linking new information with past experience to create a personal process for meaning 

making. Within a constructivist framework, the learner progressively differentiates 

concepts into more and more complex understandings and also reconciles abstract 

understanding with concepts gathered from previous experience (Novak, 1998). New 

knowledge is made meaningful by the ways in which learners establish connections 

between knowledge learned, previous experiences, and the contexts in which learners 

find themselves. 

One key assumption of this cognitive viewpoint is that learning is cumulative in 

nature and that nothing has meaning or is learned in isolation from prior experience 

(Shuell, 1986). Thus the learner�s experience is seen as a crucial component to 

knowledge acquisition and learning. One particular approach to learning which focuses 

on the learner�s experience is experience-based learning and that will be briefly discussed 

in this next section. 

2.2.2 Experience-based learning 

 As Foley (1995) points out, the distinguishing feature of experience-based 

learning is that the experience of the learner occupies a central place in all considerations 

of teaching and learning. A key element of experience-based learning (henceforth 

referred to as EBL) is that learners analyze their experience by reflecting, evaluating and 

reconstructing that experience (sometimes individually, sometimes collectively, 

sometimes both) in order to draw meaning from it in the light of prior experience. This 

review of their experience may lead to further action (p.207). EBL is a participative, 

learner-centred approach that places an emphasis on personal experience, rich learning 

events, and the construction of meaning by learners, and for this reason it is seen as an 

appropriate approach for the current study which is so related to the participants� 
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experience. EBL is based on a set of assumptions about learning from experience which 

have been identified by Boud, Cohen and Walker (1993) as: 

• experience is the foundation of, and the stimulus for learning; 

• learners actively construct their own experience; 

• learning is a holistic process; 

• learning is socially and culturally constructed; and 

• learning is influenced by the socio-emotional context in which it occurs. 

Foley (1995) outlines six features which characterize EBL and distinguish it from other 

approaches.  

 1. Involvement of the whole person � intellect, feelings and senses.  

2. Recognition and active use of all the learner�s relevant life experiences and 

 learning experiences. Where new learning can be related to personal experiences, 

 the meaning thus derived is likely to be more effectively integrated into the 

 learner�s values and understanding. 

3. Continued reflection upon earlier experiences in order to add and to transform 

them into deeper understanding. �Learning is the process whereby knowledge is 

created through the transformation of experience� (Kolb, 1984:38). 

4. Whether or not the activity that leads to learning has been intentionally 

designed for that purpose.  

5. Whether or not the learner�s engagement in the experience is facilitated by 

some other person or persons. It is really important to ensure that there is an equal 

relationship between the facilitator and the learner.  

6. Whether or not the outcomes of learning through experience are to be assessed 

and, if so, by what means, by whom, and for what purpose this assessment is to be 

carried out (Foley, 1995:208-209). 

 EBL is as much concerned with the process as the outcomes of learning, so tasks such as 

group projects, journals, reading logs and critical essays are used in assessment. 

Kolb (1984) is another theorist to emphasize the importance of experience in 

learning. He offers a working definition of learning: learning is the process whereby 

knowledge is created through the transformation of experience (p.38). This definition 

emphasizes several critical aspects of the learning process as viewed from the 
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experiential learning perspective. First, there is an emphasis on the process of adaptation 

and learning as opposed to content or outcomes. The second aspect is that knowledge is a 

transformation process, being continuously created and recreated, not an independent 

entity to be acquired or transmitted. Third, learning transforms experience in both its 

objective and subjective forms. Finally, to understand learning, we must understand the 

nature of knowledge and vice versa (Zuber-Skerritt, 1992:105). 

Boud and Pascoe (1978) point out that experience does not necessarily lead to 

meaningful learning; that experience without reflection, generalization, hypothesis 

formation and testing does not result in learning. Thus it is important that any program 

designed to develop reflective practitioners include not only an emphasis on experience, 

but also an emphasis on reflection. Tennant and Pogson (1995) suggest that learning from 

experience includes three tasks � getting people to talk about their experiences, analyzing 

those experiences individually or corporately, and then identifying and acting on the 

implications of what is revealed as a result of the analysis.  

 There are strong parallels between reflective theories of experiential learning and 

the epistemological assumptions and mental models of personal construct psychology. 

They all suggest a cyclical process of action, reflection, abstraction, and experimentation. 

One theorist who comes from the constructivist perspective and who considers 

experience as crucial to learning is Kelly (1955). In his personal construct theory, he 

conceived the learner as �personal scientist�. In 1955 Kelly published his theory as a 

potential alternative to both the dominant behaviourism and the various psychoanalytical 

theories of the time. However, it is only in the last few decades that the climate has been 

conducive to a discussion and appraisal of his theory. According to Zuber-Skerritt (1992) 

Kelly�s epistemological assumptions are that there is no objective knowledge of reality, 

but that reality can only be known through our constructions, which are subject to 

constant revision. Kelly�s theory begins with and centres on the person as �personal 

scientist� and as an active knowing subject whose ultimate aim is to predict and control 

events. 

Kelly�s epistemological position is probably more correctly titled �constructive 

alternativism� � because it is based on the assumption that our present constructs or 

interpretations of the universe are subject to revision or replacement. This contrasts with 
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the more fundamentalist constructive positions which contend that all realities are 

subjective. Kelly also believes that people construe reality in an infinite number of 

different ways and that it is important to explore people�s thinking about their present 

situation. Kelly (1963) writes: 

 No one needs to paint himself {sic} into a corner; no one needs to be 
completely hemmed in by circumstances; no one needs to be a victim of his 
{sic} biography (p.15). 
 

This seemed very relevant to the current research where the emphasis is on leaders being 

able to change their thinking about themselves as leaders. It signals the need to include 

methods of data collection which give the researcher access to the personal constructs of 

participants. 

This section of the literature review has focused on the constructivist 

understanding of learning because it is seen to be appropriate for a study which deals 

with the way that leaders construct their reality, and how that in turn affects the way they 

act as leaders. It sees the learner as active and values the experience of the learner. It 

explains how learners make sense of their worlds and how they establish connections 

between knowledge learned, previous experiences and the contexts in which the learners 

find themselves. 

 Since the current research is based in the context of professional development of 

leaders, it is crucial that those planning any professional development activity take this 

understanding of the learner and the learning process into consideration. It has also 

explored Experience-Based Learning and presented it as an appropriate approach for the 

current study which is grounded in the experiences of the participants. It has also 

identified Kelly�s personal construct theory as one which is concerned about helping 

people become aware of their constructs by making implicit knowledge explicit. This is 

argued to be a very appropriate approach to use in a program designed to help leaders 

think about themselves as leaders. 

 The basic framework of experience-based learning has inspired a number of well-

documented approaches to professional development, all concerned with promoting 

reflection on experience. One such approach is that developed by Schön (1983, 1987) and 

his model of professional development is presented in the next section of this review 

Ch. 2: Literature Review   38 



because he too is concerned about professionals becoming reflective practitioners. Thus it 

is recognized that his research is relevant for the current study that seeks to assist 

ministerial leaders to become more reflective. 

 2.2.3 Defining professional development 

In 1984 Schön presented a paper which is now considered a classic in the field of 

professional development. It was entitled The crisis of professional knowledge and the 

pursuit of an epistemology of practice. In it he outlined the growing crisis of confidence 

that our society has in the professions. This has been exacerbated in recent years with 

many well-publicized scandals involving professionals (including clergy). Now 

professionals find themselves in a very different and difficult place. Their claims to 

privileged social positions and autonomy of practice have come into question as the 

public has begun to have doubts about professional ethics and expertise. As our society 

has become more litigious, professionals themselves have shown a loss of confidence in 

their roles and responsibilities. They are becoming aware of situations of complexity and 

uncertainty. Much of the research done by the National Church Life Survey team found 

that clergy suffer these same anxieties. In fact, stress and burnout have become major 

concerns for denominational leaders around the world. 

Schön (1984) suggests that: 

 The eminent professionals were disturbed�.to discover that the 
competencies  they were beginning to see as central to professional practice 
had no place in their underlying model of professional knowledge (p.51). 

 
Schön describes the current epistemology of practice and then proposes an alternative one 

grounded in observation and analysis of the artistry of competent practitioners that he 

called �reflection-in-action�. This model actually focuses on the way in which 

professionals think and act in actual work situations. The �practitioner-centred� model 

puts the practitioner and the complex contexts in which s/he works at the centre of the 

model. Foley (1995) points out that this practitioner-centred model of professional 

education assumes that adult educators and other professionals are active thinkers, or 

�practical theorists� who are continually trying to make sense of their work. This is very 

similar to Kelly�s (1958) concept of the learner as �personal scientist�. 
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Schön (1984) is concerned that the positivist epistemology of practice that sees 

professional practice as essentially technical, does not take into consideration the fact that 

many professionals (including clergy) often do things that they cannot give complete or 

even reasonably accurate descriptions. They make judgments of quality for which they 

cannot state adequate criteria, and they sometimes display skills for which they cannot 

describe procedures or rules. He suggests that:  

 By defining rigour only in terms of technical rationality, we exclude as non 
rigorous much of what competent practitioners actually do (p.54). 

 
 He then uses a very apt metaphor to describe the situation. 

 In the varied topography of professional practice, there is a high, hard 
ground which overlooks a swamp. On the high ground, manageable problems 
lend themselves to solutions through the use of research-based theory and 
technique. In the swampy lowlands, problems are messy and confusing and 
incapable of technical solution. The irony of this situation is that the 
problems of the high ground tend to be relatively unimportant to individuals 
or to society at large� while in the swamp lie the problems of greatest 
human concern (p.54). 
 

 Professionals such as clergy conduct most of their practice in the �swamp� of the real 

world where problems do not present themselves as well formed and unambiguous, but 

rather as messy and indeterminate. In the swamp the practitioner must find or construct 

problems from ambiguous situations.  

Schön (1984) suggests that it is timely to reconsider the question of professional 

knowledge and look for an epistemology of practice which takes full account of the 

competence practitioners display in situations of uncertainty, complexity, and uniqueness. 

Often in everyday situations practitioners show themselves to be knowledgeable in a 

special intuitive way. They may not be able to say what they know. Their knowing is tacit 

or implicit. Their knowing is actually in their action. This is what Schön calls �knowing-

in-action�. 

 Once we put technical rationality aside�.there is nothing strange about the 
idea that a kind of knowing in inherent in intelligent action� (Schön, 
1984:56). 
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Schön locates his notion of knowledge-in-action within the tradition of philosophical 

enquiry advanced by Ryle (1949) and Polanyi (1958). But it is reflection-in-action which 

is the central concept in Schön�s analysis. According to Schön (1984): 

  �reflection-in-action� involves a �stop-and-think�. It is close to conscious 
awareness and is easily put into words. Often, however, reflection-in-action 
is smoothly embedded in performance; there is no stop-and think, no 
conscious attention to the process, and no verbalization (p.58). 
 

In his 1987 book Educating the Reflective Practitioner,  Schön attempts to 

develop a new epistemology of practice by suggesting that:  

The question of the relationship between practice competence and 
professional knowledge needs to be turned upside down (p.13). 
 

 He goes on to indicate that the focus of professional development should be on careful 

examination of artistry � the competence by which practitioners actually handle 

�indeterminate zones of practice�. He describes artistry as �an exercise of intelligence, a 

kind of knowing�.  

When Schön explored how this might happen within different professions, he 

made the interesting observation that: 

 In some fields the question of professional artistry has come up in the context 
of continuing education. Educators ask how mature professionals can be 
helped to renew themselves so as to avoid burnout, how they can be helped to 
build their repertories of skills and understandings on a continuing basis 
(p.15). 
 

 These were the very questions confronting those planning the MLDP, and for this reason 

Schön�s model became an integral part of the approach taken by the planners. He claims 

that reflection-in-action is not the sole source of professional knowledge but it is a means 

of learning from experience. 

Thus Schön�s constructivist approach to professional knowledge grounds the 

acquisition of professional knowledge in the experience and actions of the practitioner. 

Although Schön recognizes that, like many everyday acts of recognition, judgment and 

skilful performance, much of the expert practitioner�s knowledge is tacit in nature 

(knowing more than we can say). He proposes that formally tacit knowledge can be made 

explicit through reflection-in-action leading to construction and reconstruction of 

knowledge. So reflection-in-action involves practitioners revising their personal 

Ch. 2: Literature Review   41 



constructs of leadership while engaged in practice. Learning from experience takes place 

through reflecting in the process of experience, and that often happens at an intuitive, 

tacit level. 

In comparison, Boud and his associates (Boud, Keough & Walker, 1985; Boud & 

Walker, 1990, 1991, 1992; Boud, 1992) initially differed from Schön�s understanding. 

They emphasized reflection after the event as the key factor in promoting learning from 

experience. �There are two components of an experience: the experience and then 

reflective activity based on that experience� (Boud, Keogh, & Walker, 1985: 18). They 

subsequently revised their views to �encompass reflection in the midst of experience and 

the foundations on which learning builds� (Boud & Walker, 1992:168). This latter stance 

aligns them more closely with Schön, as they came to believe that �we experience as we 

reflect, and we reflect as we experience� (Boud & Walker, 1992:167). Their most recent 

model of learning through experience accounts for the preparation the learner brings to 

the experience, the experience itself, and the two-way process of reflecting back and 

forward during and subsequent to the experience.  

But how do professionals learn to reflect both in action and on action? Is it 

possible for mature leaders to develop the capacity to become reflective practitioners? 

These were some of the questions that challenged the planners of the MLDP. 

The solution that is most frequently proposed, when problems such as the re-orienting of 

leaders within organizations are identified, is to institute some kind of training program. 

However, this solution has not had overwhelming success (Braithwaite, 1993; Joyce and 

Showers, 1988) and, in fact, �Organizations have found that training is not enough to 

meet the demands of continuous learning� (Watkins & Marsick, 1992:288). Argyris 

(1982) suggests that the most powerful barrier to the success of the training solution is 

one of perception that is controlled by personal beliefs. 

Butler (1996) believes that: 

The training solution has within it the seeds of its own limited effectiveness 
because it is an externally prescribed skilling process rather than a     
problem-correcting process focusing on personal beliefs, values and 
experiential knowledge. The training solution is best for remedying skill 
deficiencies within a community sharing a vision that embraces the skills, 
whereas learning to promote and use independent learning is an instance of 
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the much more significant category of professional re-orientation and self-
transformation (p.266). 
 

The planners of the MLDP certainly did not want to offer another training course that 

leaders attended, because one of the unintended consequences of the training solution is 

that the focus of professional development is shifted, and for many professionals, 

professional development simply becomes �going to courses�. This usually means that 

there is no real long-term change in their professional practice. One of the desired 

outcomes of the MLDP was to re-orient and transform ministerial leaders so they could 

become practitioners who were capable of reflection-in-action and reflection-on-action. 

This is much more complex than simply teaching leaders some new skills. The work of 

Belenky et al. (1986) demonstrates that the reflective process can change throughout a 

person�s life. It was this aspect that encouraged the planners of the MLDP to incorporate 

reflection into the learning design. It was anticipated that ministerial leaders would be 

able to become more reflective, even though some of them were mature adults. 

Cervero (1988) points out that the starting point for developing educational 

strategies that will foster this kind of reflection is to provide experientially-based methods 

which will help the learners become researchers of their own practice. He highlights 

some of the important implications of this model of learning for educational interventions 

in which one wants to change what professionals know or do. Because learning is an 

active process, the educator�s task involves more than the transmission of information. 

The educator must take into account the professional�s prior knowledge. Professionals 

must be able to test, evaluate and modify their existing cognitive structures (schemata) so 

that some resolution can be achieved between the learner�s knowledge structures and the 

one proposed by the new information. This means that any educational intervention based 

on a constructivist approach will include strategies that take the learner�s experience into 

account � strategies such as case studies and simulation activities.  

Foley (1995) makes a very important point when he describes critical reflection as 

�the identification and challenging of people�s assumptions�. Brookfield (1987) and 

Mezirow (1990) are two other theorists who have developed this form of critical 

reflection. In the planning of the MLDP consideration was given to incorporating aspects 

of critical reflection into the program because it was recognized that if people were going 
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to actually change their thinking about their practice of leadership, they would first of all 

have to examine critically some of their underlying assumptions about themselves as 

leaders and how this impacts on their actual leadership practices. 

However, the question which then confronted those planning the MLDP was 

whether is it possible for those trained within a positivist paradigm to be retrained and re-

oriented so that they are able to function as effective leaders in these chaotic times of 

transition? Can leadership be developed or do leaders have to be born with the right 

genes? It was important for those planning the program to know whether it is possible to 

develop leaders � especially mature leaders, so the next section of the literature review  

briefly explores that question. 

2.2.4 Leadership development 

Conger (1992b) suggests that: 

 There are indicators that leadership is indeed more a matter of development 
and experience than of genes or family dynamics (p.361). 

 
He believed it is possible to actively train and develop leaders but this may mean that  

selection processes and specific training and development programs may need to be 

dramatically changed. 

Gardner (1990) also addresses the question of whether leadership can be taught, 

and his answer is an emphatic yet qualified �Yes�.  

 Empathic because most of the ingredients of leadership can be taught, 
qualified because the ingredients that cannot be taught may be quite 
important (p.157). 
 

 Gardner goes on to suggest that the notion that all the attributes of a leader are innate is 

demonstrably false. There is no doubt that certain characteristics are genetically 

determined � for example energy levels. But the individual�s hereditary gifts, however 

notable, leave the issue of future leadership performance undecided. Gardner is bold 

enough to recognize that most of the capabilities that enable an outstanding leader to lead 

are actually learned. The maturing of any complex talent requires a combination of 

motivation, character and opportunity. 

However, leadership development is a process that extends over many years. It 

calls for repeated assessment and repeated opportunities for training. In some individuals 
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leadership gifts are well hidden until mature years. For this reason, it is important to 

provide mid-career renewal opportunities. Also many leaders who have functioned 

effectively during the early years of their careers sometimes experience a mid-life slump. 

Some grow stale or burn out, other lose their sense of direction. Mid-career training and 

refresher experiences acknowledge the continuing nature of personal growth and 

encourage people to keep up to date in their chosen field. 

In summary, the literature on leader development suggests that it is certainly 

possible to develop leaders, but that a number of other dimensions must also be part of 

the program. Some of these dimensions include the importance of providing opportunities 

for leaders to critically reflect on their underlying assumptions about themselves as 

leaders, and to critically reflect on their past experiences. Thus any program designed to 

help leaders change their leadership practices would need to include these aspects.  

2.2.5 Leader thinking and action 

The last issue which the researcher and the planning group needed to explore 

before designing the MLDP was the role that thinking has on action and the things which 

can influence a person�s thinking and, in turn, their actions. 

Writers such as Day (1984), Connelly and Clandinin (1985), Butt (1984), Yinger 

(1987) and Elbaz (1988) all reflect their concern to enable participants in teacher- 

thinking research to gain from the experience of reflection and clarification of their 

thinking in anticipation of further action. In a similar way, it is anticipated that in the 

current research, participants would gain from the experience of intentional intervention 

and that their thinking would also be clarified, and, as a result of that change in thinking, 

there would also be potential for a change in their leadership practice. 

There are two other concepts from the literature that influence leaders� thinking. 

One is what Senge (1990) calls �mental models�. These are: 

�..deeply ingrained assumptions, generalizations, or even pictures or images 
that influence how we understand the world and how we take action. Very 
often we are not consciously aware of our mental models or the effects they 
have on our behaviour (p.7).  

 
Before thinking can change, these internal pictures of the world must be unearthed and 

brought to the surface where they can be scrutinized and maybe changed. Many clergy 

have allowed their mental models to have a negative effect on their thinking and this is 
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reflected in their actions. They feel inadequate and unable to see their way through the 

maze of problems they face. If they can be helped to name their mental models and bring 

them to the surface, then it will be possible for them to change their images of themselves 

as leaders. 

Easum (2000) uses the term life metaphors instead of mental models. 

 Life metaphors are the unwritten and mostly unconscious assumptions, rules 
and prejudices that form the basis of how we feel, think and act (p.15). 
 

 They are the sum of all a person�s experiences and everyone perceives reality through 

their life metaphors. They are different from worldviews in that they actually construct 

reality for people rather than simply organize it. They create the world people inhabit 

rather than simply describe it. He suggests that:  

It seems our minds make decisions based on unconscious routines (that is 
Life Metaphors). These Life Metaphors determine how we sift through the 
bits and pieces of reality that flood through our senses every day. When 
confronted with a decision, we draw on these Life Metaphors to help us solve 
the problem. The more complex the problem, the more helpful or harmful 
these Life Metaphors can be (p.39).  
 

As the church struggles to come to grips with the emerging new paradigm previously 

referred to, it is crucial that leaders are able to change the way they think and act. 

However, before they can change the way they act, they have to change the way they feel 

and think. This means changing the way reality is perceived � changing the Life 

Metaphors that have ruled their lives for years. One of the purposes of the MLDP was to 

help leaders confront their life metaphors, because if they are going to be able to 

effectively lead congregations into the emerging future, they must first be willing to 

change some of the life metaphors that have limited their effectiveness in the past.  

In summary, this last section of the literature review has explored some key 

questions that must be answered before decisions can be made about any intentional 

intervention program. It has explored the issue of whether it is actually possible to re-

equip and re-train mature leaders; the impact that life metaphors and mental models have 

on a person�s thinking and the need to examine some of these metaphors and possibly 

reframe them. Any framework designed to affect change in leaders� thinking and 

behaviour will need to take these issues into consideration. 
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2.3 THEORETICAL PROPOSITIONS 

Having reviewed the literature in the two key areas of leadership and professional 

development, and raised several other relevant issues, it is now possible to draw these 

issues together to create a framework that will inform the MLDP. 

Figure 2.1 illustrates four components that are incorporated into a framework for 

the Ministerial Professional Development Program.  
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Figure 2.1 Framework for Ministerial Leadership Development Program  
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 As suggested in Figure 2.1, there is a need for participants to be exposed to some 

current theories of ministerial leadership so that their conceptions of leadership can be 

challenged and changed (if necessary). If ministerial leaders are going to be able to 

change their thinking about themselves as leaders, they must be exposed to other (newer) 

conceptions of effective ministerial leadership. 

 Peoples� experiences of ministerial education, as well as their own thinking about 

themselves as leaders influence conceptions of ministerial leadership. Thus the 

framework divides conceptions of ministerial leadership into two categories � ministerial 

education and leader�s thinking. One of the problems confronting the church today is that 

some ministerial leaders were trained to provide a particular style of ministerial 

leadership that is no longer appropriate for a post-modern society. Thus part of the 

purpose of presenting newer conceptions of ministerial leadership is to help leaders 

rethink their role and to help re-orient them. 

 These newer conceptions of leadership are also closely linked with another of the 

components of the framework � the context of change and transition. As ministerial 

leaders develop a clearer understanding of the context in which they are ministering, they 

become more aware of the need to change the way they are providing leadership and are 

more open to explore alternative leadership practices. 

 To ensure that learning during the MLDP is as effective as it can be, experience-

based learning is another crucial component of the framework. Since the participants in 

the MLDP are all mature aged practitioners with several years of ministry experience, it 

is important that learning takes into account those experiences, and, as much as possible, 

keeps the focus on the learner. 

 The final component of the framework is reflective practice. The literature review 

demonstrated the effectiveness of reflection-on-action and reflection-in-action in 

developing reflective practitioners. Ministerial leaders need to develop this capacity if 

they are to survive in a context of constant change and transition. Thus all four 

components are related to, and influenced by each other, and this is indicated in Figure 

2.1 by the two-directional arrows.  

It is now possible to make some theoretical propositions about the research 

questions. Based on the analysis in this chapter it is argued that ministerial leaders can 
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change their thinking about themselves as leaders and their actual leadership practice 

through professional development providing the following dimensions are incorporated 

into an intentional intervention: 

1. there is opportunity for critical reflection and reflection on practice; 

2. participants are exposured to a number of more recent theories of leadership 

that give them a new understanding of their role as ministerial leaders; 

3. experience-based learning principles are employed; 

4. the intervention is conducted over a period of time allowing participants to 

reflect on any changes in their thinking and practice.; and  

 the context of change and transition is recognized.  

 The next chapter explores the design and methodology for the research which 

investigates the extent to which an intentional professional development program can 

change ministerial leaders� thinking about themselves as leaders, and their actual 

leadership practices. It gives an account of the choice of particular methods of data 

collection and describes the Ministerial Leadership Development Program (MLDP) 

which is based on the framework presented in the current chapter.  



 
CHAPTER 3 

 
DESIGN AND METHODOLOGY 

 
3.0 INTRODUCTION 
 

This research is an investigation into the extent to which an intentional 

professional development program contributes to changing ministerial leaders� thinking 

about themselves as leaders, and their actual leadership practice. The professional 

development program is based on the framework developed in the previous chapter, and 

draws heavily on Schön�s reflective practice and experience-based learning.  

The study chronicles the experiences of Ministerial Leadership Development 

Program (MLDP) participants over a two-year period in an attempt to answer the 

following research questions: 

RQ. 1. To what extent can professional development assist ministerial leaders to 

change their thinking about themselves as leaders and their actual leadership 

practices? 

RQ. 2. What changes (if any) occurred in each of the participants� conceptions of 

ministerial leadership during the MLDP? 

RQ. 3. To what extent did changes in participants� thinking about ministerial 

leadership affect their actual leadership practice? 

This chapter presents a brief discussion of the decision to use an interpretive 

approach to the research, and gives an account of the reasons for choosing particular 

methods of data collection. It details the research design and presents a description of the 

professional development program used as an intervention and those who participated in 

it. It also demonstrates from the literature review theoretical and empirical bases for each 

of the phases of the program, describes the methods of data analysis used in the research, 

and concludes with a table summarizing the methods of data collection relevant to each 

aspect of the research question � leaders� thinking and leaders� practice. 

3.1 METHODOLOGY � RESEARCH ORIENTATION 

There are two competing views of research in the social sciences and both of 

these have been absorbed into educational research - the established traditional view that 
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is referred to as a positivist approach, and the more recent interpretive view. The former 

holds that the social sciences are essentially the same as the natural sciences and are 

therefore concerned with discovering natural and universal laws regulating and 

determining individual and social behaviour. The latter view, on the other hand, while 

sharing the rigour of the natural sciences and the same concern of traditional social 

science to describe and explain human behaviour, emphasizes how people differ from 

inanimate natural phenomena. These offer two basically different conceptions of social 

reality. 

Burrell and Morgan (1979) suggest that these two different conceptions of reality 

have direct implications for the methodological concerns of researchers. The positivist or 

objectivist approach sees the social world like the world of natural phenomena as being 

hard, real and external to individuals. Researchers coming from this perspective choose 

methods from a range of traditional options including surveys and experiments. These are 

essentially quantitative methods. The methodological issues with this approach are the 

concepts themselves and their measurement. The goal is the search for universal laws.  

 The anti-positivist or subjectivist approach on the other hand, views the social 

world as more personal and humanly created. Researchers coming from this perspective 

use techniques such as participant observation, and personal constructs. These approaches 

are essentially qualitative and their principal concern is to understand the way in which 

individuals create, modify and interpret the world.  

There has been sustained and sometimes vehement criticism of the positivist 

approach. Habermas (1972) wrote a powerful critique of positivism arguing that scientific 

mentality has been elevated to an almost unassailable position as being the only 

epistemology of the west. In this view all knowledge becomes equated with scientific 

knowledge. He argues that scientism silences an important debate about values, informed 

opinions, moral judgments and beliefs. Positivism is unable to answer questions about 

many interesting and important areas of life (p.300). Positivism regards human behaviour 

as passive, essentially determined and controlled, thereby ignoring intention, 

individualism and freedom. It suffers from some of the same difficulties inherent in 

behaviourism. 
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Opponents of positivism argue that the social world can only be understood from 

the standpoint of individuals who are part of the ongoing action being investigated. Anti-

positivists suggest an alternative to positivist approaches - naturalistic, qualitative, 

interpretive approaches. These approaches are all concerned with phenomena. The central 

endeavour in the context of the interpretive paradigm is to understand the subjective 

world of human experience. To retain the integrity of the phenomena being investigated, 

efforts are made to get inside the person and to understand from within. The imposition 

of external form and structure is resisted since this reflects the viewpoint of the observer 

as opposed to that of the actor directly involved. Interpretive researchers begin with 

individuals and set out to understand their interpretations of the world around them 

(Cohen et.al., 2000: 22-23). The interpretive approach aims to uncover these meanings 

and significances. As Carr and Kemmis (1986) point out: 

 Interpretive accounts offer opportunities to see more deeply under the 
surface of social life and human affairs (p.92).  

 
According to Cohen, Manion and Morrison (2000) critics have wasted little time 

in pointing out what they regard as weaknesses in these newer qualitative perspectives. 

They argue that while it is undeniable that our understanding of the actions of our fellow 

beings necessarily requires knowledge of their intentions, this, surely cannot be said to 

comprise the purpose of a social science (p.26). Some argue that advocates of an anti-

positivist stance have gone too far in abandoning scientific procedures of verification and 

in giving up hope of discovering useful generalizations about behaviour. There is a risk in 

interpretive approaches that they become hermetically sealed from the world outside the 

participants� theatre of activity � they put artificial boundaries around subjects� 

behaviour. Just as positivist theories can be criticized for their macro-sociological 

persuasion, so interpretive and qualitative can be criticized for their narrowly micro-

sociological persuasion. 

Thus, positivist and interpretive paradigms are essentially concerned with 

understanding phenomena through two different lenses. Positivism strives for objectivity, 

measurability, predictability, controllability, patterning, the construction of laws and rules 

of behaviour, and the ascription of causality; the interpretive paradigm strives to 

understand and interpret the world in terms of its actors. In the former, observed 
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phenomena are important; in the latter, meanings and interpretations are paramount 

(Cohen et al., 2000:27).  

 Since a major focus of the current research was to explore leaders� thinking about 

their leadership practice and their actual leadership practice, it was considered that an 

interpretive approach was warranted because of its emphasis on understanding the 

subjective world of human experience.  

The literature on qualitative methodology suggests that it can be a source of well 

grounded, rich descriptions and explanations of processes occurring in local contexts and 

that it may use a wide range of methods of data collection and analysis (Miles and 

Huberman, 1984: 15). This makes it particularly suitable for research into changes in 

leaders� thinking and practice where the focus is on meaning and interpretation. 

However, as the following table indicates, there are situations where a positivist 

approach is the most appropriate paradigm. 

Table 3.1 Summary of Two Paradigms 

Positivist Interpretive 
Society and social system The individual 
Medium/large scale research Small-scale research 
Impersonal, anonymous forces  Human action continuously recreating 

social life 
Model of natural sciences Non-statistical 
�Objectivity� �Subjectivity� 
Research conducted from the outside Personal involvement of the researcher 
Exploring behaviour/seeking causes Understanding actions/meanings rather 

than causes 
 

Table 3.1 illustrates some important comparisons between the two contrasting 

approaches. Positivist approaches are useful in medium/large scale research where 

objectivity is required, where the research is conducted from outside and where the focus 

is on exploring behaviour and seeking causes. On the other hand, interpretive approaches 

are useful when the focus is on individuals and it is small-scale research, when non-

statistical data is required, when the researcher is personally involved, and the focus is on 

understanding meanings and actions. 

  Fortunately, social scientists today have abandoned the spurious choice between 

qualitative and quantitative data. They are now concerned with the combination of both 
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which makes use of the most valuable features of each. The problem then becomes one of 

determining at which points they should adopt the one, and at which points the other 

approach. In the current study it is recognized that although the focus of the research is 

predominantly interpretive, there are some aspects of the research which are more suited 

to quantitative approaches. 

The next section of the chapter demonstrates the appropriateness of the methods 

chosen for this study � a combination of qualitative and quantitative data collection � thus 

making use of the most valuable features of each. Using a variety of methods also 

improves the validity of data. 

3.2 SELECTION OF APPROPRIATE METHODS OF DATA COLLECTION 

Within qualitative research many forms of data collection can be used depending 

on the particular research questions. As has already been pointed out, it is now acceptable 

to use a combination of qualitative and quantitative data collection methods. Because of 

the nature of this study involving individuals and groups, research being conducted from 

the outside and the inside, and the need for objective and subjective data, both qualitative 

and quantitative methods of data collection were utilized. 

Having made this decision, the next step was to investigate the various methods of 

data collection available in order to determine which methods would be the most 

appropriate for the current research. It is important that each of the methods used to elicit 

data should provide a valid perspective on participants� conceptions of effective 

ministerial leadership, and that the views elicited by different methods should be 

complementary. The ability of each method to trace conceptual change was a further 

consideration. 

Observations, interviews, personal and official documents, photographs, 

recordings, drawings, e-mails, informal conversations, personal constructs and concept 

mapping are all sources of qualitative data. Since one of the aims of the current research 

is to elicit the participants� conceptions of ministerial leadership, two methods which are 

designed to make explicit individual�s implicit knowledge - concept maps and repertory 

grids - were chosen. These methods seem to provide the researcher with access to the 

thinking of ministerial leaders. Most of the other methods are more subjective and open 

to researcher bias. To provide additional data, it was decided to use interviews with a 
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small sample of participants. These methods all give the researcher access to leaders� 

thinking. 

The next decision to be made was in relation to the most effective method of data 

collection for researching leaders� practice. It was recognized that some aspects of the 

repertory grid and the interview would be relevant to this aspect of the research, but that 

data was from the leaders� perspective. It was believed that it would also be important to 

access the perspective of those on the receiving end of the ministerial leadership � the lay 

members of their congregations. This required a quantitative method of data collection 

because it would be conducted from outside, it needed to be objective, would involve 

medium-scale numbers of participants, and the respondents� anonymity had to be 

protected. After considering other methods of collecting this kind of data, it was decided 

to use a survey that could be statistically analyzed.  

3.2.1 Validity and reliability 

Another aspect that must be considered at this point is the validity and reliability 

of data obtained through the methods of data collection. One method designed to 

contribute to meeting the criteria of validity and reliability of data is triangulation. This 

term that is borrowed from navigation requires the use of three sets of data to �test, 

corroborate and elaborate each other� (Morine-Dershimer, 1983:1). Comparison of 

several different types of data prevents the researcher from relying on those that are 

artifacts of one specific method of collection (Burns, 1990: 248). As Denzin (1988) 

points out:  

 Each research method implies a different interpretation of the world and 
suggests different lines of action the observer may take towards the research 
process (p.512). 
 

Methodological triangulation has been used extensively as a way to enhance 

validity (Calderhead, 1983; Calderhead & Miller, 1986; Morine-Dershimer, 1983). Thus 

triangulation is an approach commonly used in qualitative research to enhance the 

validity and reliability of conclusions. Methodological triangulation used in the current 

study has the advantage of gathering different forms of data about the constructs of 

leaders, thus providing converging evidence; but also divergent data whose interpretation 

may provide a richer picture of the central constructs.  

Ch. 3: Methodology 55 



3.3 RESEARCH DESIGN 

 The design involved data being collected at a number of different points in time. 

Firstly, the participants completed a concept map and a repertory grid at the beginning of 

the MLDP in Phase 1. Concept maps are used to demonstrate cognitive differences over a 

period of time, and in this study are used to demonstrate differences in ministerial 

leaders� thinking about themselves as leaders before and after participating in an 

intentional professional development program. The focus of the concept maps was on the 

participants� knowledge of effective leadership in a particular ministry setting. For most 

of the participants this meant the context of a congregation. 

 Repertory grids were used to retrieve leaders� cognitions in relation to effective 

leadership and gave the participants an opportunity to rate themselves against people they 

considered to be effective leaders. The maps and grids represent the participants� initial 

conceptions of effective leadership, and were completed before any input or interaction 

occurred.  

Following the convention of Zuber-Skerritt (1998) the approach chosen for this 

study involves reference to two effective leaders and two ineffective leaders, in addition 

to the subjects themselves (presently and how they want to be in the future), to give rise 

to six elements of the matrix as shown in Figure 3.1. 

The elements were: 

• self now 
• ideal self 
• effective ministerial leader 1 
• effective ministerial leader 2 
• ineffective ministerial leader 1 
• ineffective ministerial leader 2 
 

Participants were asked to think of two effective ministerial leaders and two ineffective 

leaders and were then able to complete the grid (see Figure 3.1). 
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Figure 3.1 Repertory Grid Template 
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 Secondly, after the completion of Phase 3 (the second intensive) the participants 

completed a second concept map and repertory grid.  The concept maps were used to 

signal changes in the complexity and the integration of ministerial leaders� concepts as 

they participated in the MLDP over a year. The repertory grids were used to analyze 

changes in leaders� perceptions of themselves as effective leaders. 

 Thirdly, partially structured interviews were conducted with a sample group of 

leaders (five members of the researcher�s mentor group) a year after the completion of 

the program so that participants had had time to incorporate any desired changes into 

their thinking and practice. Because of the nature of the interviews it was important not to 

structure the interviews too tightly. This meant the interviewer had the flexibility to 

follow up on unexpected results or to go deeper into the motivations of respondents. The 

interviews also provided an opportunity for participants to reflect on their two sets of 

concept maps and repertory grids, as well as share their reflections on the program and its 

effect on both their thinking and practice. Because the researcher was part of the entire 

program, when it came to the interviews, the participants were very familiar with the 

researcher and there was a high level of trust and rapport. 

These interviews were audiotaped so that the researcher could actually listen to 

the leaders expressing some of their own observations on changes in their thinking about 

leadership and their current leadership practices, and to ensure that researcher bias was 

reduced. It also meant that further analysis of data could occur. Some of the questions 

included in the interviews were: Why do you think these concepts/constructs are 

important to you? How did you become aware of that concept/construct? What do you 

think is the source of that knowledge? What do you want to say about your 

concepts/constructs of ministerial leadership now? Is there something you would do 

differently now? What has influenced your decision to act differently? Do you reflect 

differently on your professional practice now and why? The complete list of questions is 

included in Appendix A. 

 There were several other questions related to the leaders� thinking of themselves 

as leaders and their actual leadership practice. They were asked to describe their journey 

of leadership, to indicate some of the greatest challenges they face as leaders who are 
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seeking to minister in a time of great change, and to suggest changes in their leadership 

practices which their congregational members might have observed.  

There was no attempt to ask the interviewees to remember what they were 

thinking when they completed their concept map or repertory grid. The focus was more 

on using these as a prompt to identify changes in their thinking about their leadership and 

their current leadership practice. Another purpose in using this method was to encourage 

the leaders to become more reflective practitioners. Learning from experience enhances 

this process of reflection. As the leaders reflected on the ways they had represented their 

beliefs about and knowledge of effective leadership, they were able to identify significant 

changes that had taken place both during the intervention program and since that time. 

For them it was a process of learning from experience. 

 Fourthly, it was also important to get some feedback from the recipients of the 

ministerial leaders� leadership � that is members of their congregations. Members of the 

congregations completed a specially designed survey where the leaders were ministering. 

This provided the researcher with data related to leaders� practice and the extent to which 

any changes in their leadership the congregational members had observed practice. This 

meant that the researcher had data representing the perceptions of the leaders themselves, 

and data representing the perceptions of the members of their respective congregations. . 

The survey and explanatory letter (see Appendix B) was posted to 231 members 

of 17 church councils associated with the congregations of the participants in the MLDP. 

A stamped, self-addressed envelope was included to increase the chances of having the 

surveys returned.  

3.4 METHODS OF DATA COLLECTION 

 This next section of the chapter describes in detail the four methods used to 

collect data for the research � concept maps, repertory grids, interviews, and surveys � 

and presents relevant literature to support the use of each of these methods. 

3.4.1 Concept maps 

The data-gathering approach known as concept mapping was developed in 

response to the belief that a person�s understanding of any area of knowledge consists of 

an organized set of concepts and that this organization is dynamic rather than static 

(Bruner, 1960; Preece, 1976). During the 1970�s Novak�s research team came up with the 
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idea of concept mapping as a way of recording what children knew about a domain of 

knowledge before and after instruction. They found concept maps were a good way for 

students to find the key concepts and principles in lectures, readings and other 

instructional material (Novak, 1991; Robertson, 1989; Wandersee, 1994; Jonassen, 

Beissner & Yacci, 1993). An important and unexpected outcome was that students 

reported that they were learning how to learn. The concept map actually helped them to 

become more proficient learners.  

Novak (1984) defines a concept as �a perceived regularity in events or objects, or 

records of events or objects, designated by a label� (p.25). Concept maps are intended to 

represent meaningful relationships between concepts in the form of propositions. Two or 

more concept labels are linked by words in a semantic unit. A concept map is a schematic 

device for representing a set of concept meanings embedded in a framework of 

propositions. Concept mapping requires the participant to structure concepts and identify 

their interrelationships from recall, and thus from the learner�s perspective rather than the 

test maker�s (Novak & Gowin, 1984). In constructing a concept map, participants 

generate terms they associate with the topic, thereby revealing the terms contained within 

their technical vocabulary and the specific domain of knowledge. This means that 

concept maps are a very useful method to use when one wants to analyze any changes in 

a person�s understanding within a domain such as effective leadership. 

Because concept maps are an explicit, overt representation of the concepts and 

propositions a person holds, they allow researchers to see what a person believes and 

thinks about a particular topic. Thus concept maps are powerful tools for capturing 

individuals� knowledge.  When personal interviews are used in conjunction with concept 

maps, the researcher is able to probe and capture how the interviewee thinks, feels and 

acts towards an idea, thing or experience.  

 There have been a number of recent studies that have shown that concept 

mapping is a powerful and sound method for assessing conceptual change (Markham, 

Mintzes & Jones, 1994; Novak & Musonda, 1991; Trowbridge & Wandersee, 1994; 

Jones & Vesiland, 1995)).  Naveh-Benjamin, McKeachie, Lin and Tucker (1986) 

examined the concept maps of undergraduate students before, during and after a 

Psychology of Aging course at a major university. They found that as the course 
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progressed, students� concept maps became more organized, had greater depth and 

became more like the map generated by the teacher of the course. 

Beyerbach (1988) examined the concept maps of undergraduate teacher education 

students before and after courses at three different levels of the program. She found that 

within each course, students� maps became more similar to the instructor�s and more 

differentiated. The content of post maps was different from pre maps, reflecting more 

emphasis on strategies and processes of teaching, as well as more attention to the process 

of student evaluation. She suggests that: 

 Concept mapping, a technique of graphically representing concepts and their 
hierarchical interrelationships along two dimensions, is one approach to 
examining changes in content and organization of prospective teachers� 
thinking (p.339).  

 
Concept maps are particularly useful for researchers seeking insight into how 

individuals construct their own idiosyncratic concepts (Trowbridge & Wandersee, 1994), 

and how these concepts can change over time. Cary (1986) suggests that: 

 By comparing successive concepts maps produced as the student gains 
mastery of the domain, the researcher can see how the knowledge is 
restructured in the course of the acquisition (p.1126). 
 

 Not everybody is supportive of this methodology. Kagan (1990) criticized studies 

that used concept maps to evaluate teacher cognition on several counts including small 

numbers of subjects; emphasis on short term changes; comparison of the student maps 

with �target� map of the instructor; complex and time consuming systems of analysis; 

and faulty assumptions that such maps reflect cognitive structures. All of these are 

certainly valid criticisms, however, it is used here because of its capacity to illustrate 

changes in conceptions over a period of time. 

There are also issues of reliability and validity that need to be addressed. The 

validity issue is relatively transparent because it is easy to see if propositions indicated on 

the map are valid and to determine if the superordinate/subordinate nature of concepts in 

the structure makes sense. Scoring a concept map when scoring criteria have been 

established requires only three to ten minutes depending on the complexity of the map 

(Ruiz-Primo & Shavelson, 1996). Over the past two decades in dozens of studies done by 
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Novak�s research team, concept maps have been shown to be highly reliable assessment 

instruments. 

3.4.2 Repertory grids 

  One way of helping ministerial leaders reflect on their practice and to discover 

whether an intentional intervention program has made any significant difference to their 

thinking about their role as leaders and their actual leadership practice is to use the 

Repertory Grid. The theoretical basis for the Repertory Grid can be found in Kelly�s 

(1955, 1963) personal construct theory which is based on the thesis that people construct 

their own cognitive frameworks for anticipating and interpreting situations and events 

(Wilson & Retsas, 1996). His theory has been described earlier in the literature review 

chapter.  Personal constructs are categories of mind that allow insight into the ways 

individuals organize thinking about events and phenomena.  

Kelly (1955) originally proposed the repertory grid as an empirical measurement 

methodology appropriate to personal construct psychology.  It was designed to help 

people exhibit their construct systems. This technique elicits knowledge indirectly by 

prompting individuals for critical elements and relevant constructs in a coherent sub-

domain. Bannister and Mair (1968) define a repertory grid as:  

 Any form of sorting task which allows for the assessment of relationships 
which yields primary data in matrix form (p.136). 
 

 If grids are elicited over a salient period of time and then reflected upon, the process of 

change, growth and decline in each person�s perspective may be interpreted.  

Easterby-Smith (1981) indicates that:  

 Repertory grids are seductive because they promise accurate measurement of 
subtle perceptions while being based on a technique which appears to be 
quire simple. Repertory grids are extremely easy to adapt and modify. This 
has encouraged many people to design and develop their own applications 
(p.9).  
 

However, he goes on to point out that: 

It is not all as easy as it appears to be.  The design and elicitation of a grid 
can be a very delicate matter requiring considerable skill and sensitivity 
(p.9). 
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 Despite these reservations, Easterby-Smith believes that the repertory grid is 

undoubtedly a very fertile instrument that allows a great deal of flexibility in design and 

application. Bezzi (1999) suggests that:  

The repertory grid enables people to use their own language to convey 
meanings, thus it renders explicit what individuals hold tacitly, and enables 
researchers to explore the way people construe events and their constructive 
alternatives (p.678). 
 

Several forms of repertory grids have been developed since Kelly�s original, but 

they all have certain general characteristics which, according to Bannister and Fransella 

(1971) include: 

1. concern with eliciting the relationships for a person between sets of 

constructs, either in terms of construing elements or by directly comparing 

construct with construct; 

2. the central aim is to reveal the construct patterning for a person and not to 

relate this patterning to some established normative data; 

3. there is no fixed form or content. It is called repertory grid technique not test 

and the selection of the form and content is related to each particular problem; 

4. all forms are designed so that statistical tests of significance can be applied to 

the set of comparisons each individual has made (p.70). 

Three components are essential in every repertory grid: a grid (a matrix of cells); 

a set of provided and/or elicited stimuli (elements) which define the material upon which 

the grid will be based; and provided and/or elicited constructs which are ways that the 

subject is grouping and differentiating between the elements. It is for the participants 

engaged in the completion of the grid to construe set combinations of elements in terms 

of construct dimensions, and hence provide the grid�s framework. The cells of the grid 

are filled by ranking the elements on each construct dimension. The resulting two-

dimensional (element x construct dimension) numerical matrix is capable of statistical 

analysis. 

 Researchers choosing the repertory grid agree that this elicitation    
technique reveals strictly personal (cognitive, value-related, affective) 
dimensions of personal constructions and are free from external influences 
(Bezzi: 1996:678). 
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Easterby-Smith (1978) suggests that it is helpful to make a distinction between 

elements as being the objects of people�s thoughts, and constructs as the qualities that 

people attribute to these objects. The classical approach to generating constructs is to 

elicit them from triads. This method involves selecting groups of three elements (triads) 

from the full list of elements, and the subject is then invited to say in what way two of the 

elements are alike and in what way the third element is different from the other two. This 

procedure is intended to produce two contrasting poles for the construct, although it is 

sometimes suggested that the poles should be opposites. The problem with using 

opposites is that it produces logical opposites rather than opposites in meaning.  

 The literature bears witness to a number of repertory grid studies of teacher and 

student thinking as well as studies where the tool was used to assess changes that 

occurred during training programs. These studies are the ones that most closely resemble 

the current research, and it was on the basis of the usefulness of the repertory grid in 

those studies which encouraged the current researcher to use this tool. One such study 

was conducted by Kevill, Shaw and Goodacre (1982) who looked for changes in 

teachers� thinking following in-service courses. The teachers were required to construe 

their teaching situation at the beginning and end of their courses.  

 Corporaal (1991) decided to use the repertory grid in her research with primary 

school teachers because of its:  

 commitment to eliciting, as neutrally as possible, the ways in which 
respondents construe their worlds or, at least, those parts of their worlds that 
are of interest to the researcher (p. 317).  
 

Diamond (1985) employed the repertory grid technique to reveal the changing 

professional development of pre-service teachers during their one year graduate diploma 

course. His study confirms the suitability of repertory grids in tracing the developing 

nature of the student teachers� personal constructs of teachers and teaching. 

Morine-Dershimer (1983) utilized repertory grids in a study investigating the 

cognition and beliefs of two secondary school teachers. She argued that repertory grids 

contributed to the triangulation of data sources as they complemented and confirmed 

alternative data on the teachers� perceptions of their own teaching practice.  
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Many researchers including Austin and Rossi (1994), Cunliffe (1994), Kane 

(1993a, 1993b), Korthagen (1993), and Mayer and Goldsberry (1987) have utilized 

repertory grids as a way of making explicit the thinking and perceptions of beginning 

teachers as they participated in the process of learning to teach. The findings of each of 

these researchers have contributed to the growing acceptance of the repertory grid 

technique as an appropriate way of tracing the developing nature of student teachers� 

personal constructs of teachers and teaching and �self as teacher� during the course of 

their preservice teacher preparation.  

What all applications of the repertory grid have in common is their seeking to 

understand how people impose meaning on their worlds. They also demonstrate how 

repertory grids can be used to disclose the people, situations, and events that help shape a 

person�s thinking. However, the literature also suggests that Kelly�s holistic approach to 

people�s �construing� is more than simply �thinking�. In fact, individuals construe their 

reality in an attempt to make sense of the external world through looking, listening, 

touching, feeling, perceiving, moving. Consequently, there is wide consensus on the 

claim that the repertory grid technique can depict aspects of a person�s way of thinking 

(Bezzi, 1999).  

Despite all the positive support for the repertory grid technique, the tool does have 

its critics. Nespor (1985) raised theoretical questions as to the implementation and 

analyses of repertory grids in her extensive study of teacher beliefs, and Corporaal (1991) 

suggested the use of repertory grids on a large scale could prove time consuming and 

problematic. Issues of the reliability and validity of the repertory grid have been 

discussed by a number of researchers including Austin and Rossie (1994), Diamond 

(1988b, 1991), Easterby-Smith (1981), Fransella and Bannister (1977), Kelly (1963), 

Nespor (1985) and Solas (1992). It is interesting to note that Fransella and Bannister 

(1977) reject criticisms of the reliability of repertory grids because there is no such thing 

as the grid. According to Kelly (1963) the validity of repertory grids lie in their 

usefulness to the researcher and the individual in promoting greater understanding and 

awareness of personal constructions (Ethell:1997). 

 Computer-based tools have also been developed to elicit, model and compare 

construction systems (Shaw, 1980; Shaw & Gaines, 1989; Gaines & Shaw, 1993). One 

Ch. 3: Methodology 65 



such program is the Repgrid 2 software package (Centre for Person-Computer Studies, 

1990) that allows a focus analysis of each repertory grid. The �focus� analysis uses a 

hierarchical cluster analysis technique to order the constructs according to their spatial 

relationships and provides a printout showing patterns of relationships in the data for both 

elements and constructs.  

3.4.3 Interviews 

 The use of interviews in research marks a move away from seeing human subjects 

as simply manipulable and data as somehow external to individuals, towards regarding 

knowledge as generated between humans, often through conversations (Kvale, 1996:11).  

According to Gay and Airasian (2000):  

 An interview is a purposeful interaction, usually between two people, focused 
on one person trying to get information from the other person (p.217). 
 

 However, they are quick to point out that not all researchers accept the idea of �pulling 

out� information from respondents. They prefer to view the interview as 

�� a joint construction of meaning between the researcher and the 
participant (Gay & Airasian, 2000:218). 
 

This definition is very similar to the one proposed by Kvale (1996): 

 An interview is an interchange of views between two or more people on a 
topic of mutual interest (p.14).  
 

One of the advantages of interviews highlighted by Gay and Airasian (2000) is 

that the interviewer can explore and probe the participants� responses to gather more in-

depth data about their experiences and feelings. Interviews enable participants to discuss 

their interpretations of the world in which they live and to express their own points of 

view. Thus the interview is not simply concerned with collecting data about life, it is part 

of life itself, and its human embeddedness is inescapable (Cohen, Manion & Morrison, 

2001:267). 

Kitwood (1977) contrasts three conceptions of interviews. The first conception is 

that the interview is a potential means of pure information transfer and collection. 

Secondly, the interview is seen as a transaction that inevitably has bias which is to be 

recognized and controlled. Thirdly, the interview is an encounter that necessarily shares 

many features of everyday life.   
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There are many different types of interviews ranging from open-ended and 

spontaneous to close-ended and prescribed. In general, qualitative interviews tend to be 

on the unstructured side. One of the emphases in qualitative research is its focus on depth 

of understanding through probing responses and exploring unplanned topics that might 

arise. Qualitative interviews provide opportunities for this to happen and are therefore 

more free-flowing and open than quantitative ones tend to be. Interviews can be used as 

the sole method of data collection, or used in conjunction with other methods of data 

collection.  

The research interview has been defined as:  

 A two person conversation initiated by the interviewer for the specific 
purpose of obtaining research-relevant information and focused by him [sic] 
on content specified by the research objectives of systematic description, 
prediction, or explanation (Cannell & Kahn, 1968:527).  
 

Kvale (1996) sets out key characteristics of qualitative research interviews: 

1. Life world � the topic of the qualitative research interview is the lived 

world of the subjects and their relation to it. 

2. Meaning � the interview seeks to interpret the meaning of central themes 

in the life world of the subject. The interviewer registers and interprets the 

meaning of what is said as well as how it is said. 

3. Qualitative � the interview seeks qualitative knowledge expressed in 

normal language, it does not aim at quantification. 

4. Descriptive � the interview attempts to obtain open nuanced descriptions 

of different aspects of the subjects� life worlds. 

5. Specificity � descriptions of specific situations and action sequences are 

elicited, not general opinions. 

6. Deliberate naiveté � the interviewer exhibits openness to new and 

unexpected phenomena, rather than having ready-made categories and 

schemes of interpretation. 

7. Focused � the interview is focused on particular themes, it is neither 

strictly structured with standardized questions, nor entirely �non-

directive�. 
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8. Ambiguity � Interviewee statements can sometimes be ambiguous, 

reflecting contradictions in the world the subject lives in. 

9. Change � the process of being interviewed may produce new insights and 

awareness, and the subject may, in the course of the interview, come to 

change his or her description and meanings about a theme. 

10. Sensitivity � different interviewers can produce different statements on the 

same themes, depending on their sensitivity to and knowledge of the 

interview topic. 

11. Interpersonal relations � the knowledge obtained is produced through the 

interpersonal interaction in the interview. 

12. Positive experience � a well carried-out research interview can be a rare 

and enriching experience for the interviewee, who may obtain new 

insights into his or her life situations (p.30). 

Types of research interviews include unstructured, partially structured, semi-

structured, structured and totally structured. Gay and Airasain (2000) define partially 

structured interviews as:  

�.. interviews where an area is chosen and questions are formulated but the 
order is up to the interviewer who may add questions or modify them. The 
questions are open-ended and responses are usually recorded (p.211). 
 

Gay and Airasian (2000) indicate that there are two main threats to the validity of 

data obtained from research interviews � researcher bias and observer effects. 

Researcher bias is the invalid information that results from the perspective the researcher 

brings to the study. Each researcher brings a highly individual background, set of 

experiences, preferences and attitudes. There is a risk of identifying with one or more 

participants or being negative towards others. They go on to point out that there are 

weaknesses and strengths of participant observation. On one hand, the more involved the 

researcher is, the greater the degree of subjectivity that is likely to creep into 

observations. On the other hand, the greater the involvement of the researcher, the greater 

the opportunity for acquiring in-depth understanding and insight. Thus qualitative 

researchers must walk a fine line in their attempt to be at the same time both involved and 

unbiased, and must be aware of this challenge and make every effort to meet it. 
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There are a number of strategies for minimizing bias including making a 

concerted effort to obtain participant trust and comfort; using verbatim accounts of 

interviews by collecting and recording data with tape recordings; triangulating by using 

different data sources to confirm one another. 

Observer effect is the impact that the observer�s participation has on those being 

studied. Again researchers walk a fine line, but one of the major strategies to lessen 

observer effect is to be unassuming and non-threatening initially and then gradually 

increase participation.  

3.4.4 Surveys 

Surveys are a method of descriptive research � that is they set out to describe and 

to interpret what is. According to Best (1970) descriptive research is concerned with 

conditions or relationships that exist; practices that prevail; beliefs, points of view, and 

attitudes that are held; or trends that are developing. Sometimes, descriptive research is 

concerned with how what is or what exists is related to some preceding event that has 

influenced or affected a present condition.  

Cohen, Manion and Morrison (2000) indicate that:  

Typically surveys gather data at a particular point in time with the intention 
of describing the nature of existing conditions, or identifying standards 
against which existing conditions can be compared, or determining the 
relationships that exist between specific events. Thus, surveys may vary in 
their levels of complexity from those which provide simple frequency counts 
to those which present relational analysis (p.169). 
 

Surveys may be further differentiated in terms of their scope � small scale or large 

scale, and can involve a number of data-gathering techniques including structured or 

semi-structured interviews, self-completion or postal questionnaires, standardized tests of 

attainment or performance, and attitude scales. Morrison (1993) suggests that surveys are 

useful in that they gather data on a one-shot basis and are therefore economical and 

efficient; they represent a wider target population; they generate numerical data; they 

gather standardized information; they support or refute hypotheses about the target 

population, and they make generalizations about, and observe patterns of response to, the 

targets of focus (pp. 38-40). 
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The attractions of a survey lie in its appeal to generalizability within given 

parameters, and its ability to establish the degree of confidence that can be placed in a set 

of findings.  

3.5 PARTICIPANTS OF THE MINISTERIAL LEADERSHIP DEVELOPMENT 

PROGRAM (MLDP) 

In the year prior to the program commencing (1999) information was sent to a 

number of ministers who had been in their current placements for more than 3 years, and 

who were seen to be ministers demonstrating some leadership expertise. These ministers 

were given the opportunity to complete an application form if they were interested in 

being considered for the program. The planning group then reviewed these applications 

and twenty-two ministers were invited to participate in the first program to be conducted 

in 2000.  

Some of the aspects that were taken into consideration for acceptance into the 

course included their willingness to commit themselves to the total program, their 

availability to serve in future placements, their openness to learning, and their 

demonstrated leadership capacity. It was important that the participants were able to be 

part of the whole program and not just parts of it. 

When participants were informed of their acceptance, they received an overview 

of the whole program, a timetable indicating when the live-in intensives would be 

conducted, and some explanation of the purpose of the whole program. This was mainly 

so that they could organize their diaries to ensure attendance at all of the events. All of 

this was completed by December 1999.   

3.6 DESIGN OF THE MINISTERIAL LEADERSHIP DEVELOPMENT 

PROGRAM 

The planners of the intervention made a conscious decision to name this the 

Ministerial Leadership Development Program rather than Course to make it clear to the 

participants that the purpose was to bring about long term change � not just to provide a 

course for people to attend. 

The MLDP has three main phases as presented in Table 3.2. 
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Table 3.2 Ministerial Leadership Development Program Phases 

Phase I. 
One-week professional development intensive 
based on experiential learning and reflection. 
 
Included opportunity to make explicit the 
participants� implicit beliefs and conceptions of 
effective leaders and self as leader. 
 
Phase 2. 
Seven-month mentoring program. 
Coaching and becoming reflective practitioners. 
 
Phase 3.  
One-week professional development intensive. 
Making explicit learning from reflection on 
practice. 
 
Included a second opportunity to make explicit 
participants� implicit beliefs and conceptions of 
effective leaders and self as leader after 
intervention. 
 
 

 
Phase 1: The Professional development intensive was a live-in week of experience-based 

learning activities including workshops, simulation games and case studies, all designed 

to give the participants plenty of opportunity to reflect on their current practice. Thus the 

planners of the MLDP incorporated many of the features of EBL as outlined in Chapter 2. 

The week was designed from a constructivist perspective, and, as such provided many 

opportunities for participants to construct their own meanings. It was learner-centred � so 

much so that when some of the participants wanted to have more time to reflect on one of 

the sessions, the program was changed to allow this. One of the foci of the workshops 

was to present some alternative theories of leadership (such as transformational 

leadership, servant leadership and holistic leadership) which would challenge the 

participants� current understanding of effective leadership. Another focus was to provide 

opportunities for participants to discover the strengths and weaknesses of their current 

leadership practices by participating in an interactive session on leadership behaviour.  
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 All the presenters during this phase used strategies appropriate for adult learners 

and incorporated intentional opportunities for reflection, and for incorporating new 

knowledge with past experiences � for example after the input on leadership theories 

there were a number of case studies of ministry situations which recognized the variety of 

ministry contexts in which people could find themselves. 

 Another of the purposes of this phase was to provide solid biblical teaching that 

would ground the whole experience biblically and theologically. Following Groome 

(1989) the planners of the program endeavoured to teach in a way that forms ministers as 

practical theologians and the person who presented the Bible studies was also a practical 

theologian.  

 At the very beginning of Phase 1 before there was any discussion or input 

participants were given the opportunity to complete their first concept map and repertory 

grid before their thinking was influenced by the activities of the week and the interaction 

with other participants. Participants were encouraged through the use of concept maps 

and repertory grids to make explicit their implicit knowledge of effective leadership and 

how they saw themselves as leaders, thus gaining an awareness and appreciation of their 

own personal constructs and concepts of leadership. It also assisted them in identifying 

exemplars of effective leaders and to evaluate their own leadership in relation to those 

expert leaders. 

Phase 2: Mentoring phase. During this phase of the program five or six participants 

formed a mentor group led by an experienced practitioner. All of the persons invited to be 

mentors were reflective practitioners who had the ability to coach others since the 

purpose of this phase was to coach participants to become more reflective by learning to 

reflect both in action and on action. Each participant had to write his/her own learning 

agreement for this phase � thus it too was learner-centred. The learning agreement 

included the desired learning outcomes for this part of the program, as well as relevant 

books that he/she intended reading. This ensured that participants were engaging the 

relevant literature as well as reflecting on their epistemology of practice.  At each of the 

monthly meetings each participant presented a critical reflection on an incidence of 

his/her professional practice. The group then participated in collaborative reflection. The 
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mentor acted as a coach and guide, assisting the participants to develop the capacity to 

reflect-in-action and on-action. 

 One of the reasons for including seven months of mentoring was to ensure that the 

program was not seen as a �one-off� course. As the literature review indicated, it takes 

time for people to change their ways of thinking and behaving. Seven monthly meetings 

gave the mentors time to encourage participants to critically reflect on their practice and 

to actually develop some competency in that. 

Phase 3: Second live-in week. This phase focused on the participants� key learnings from 

their reading and reflection on and in practice � thus it was totally learner-centred. Each 

of the mentor groups was responsible for preparing and presenting a three hour session 

which summarized the group�s learnings, particularly in relation to their leadership 

practice. After each presentation everyone participated in collaborative reflection and 

feedback. Thus this phase gave opportunity for articulation as well as reflection. It 

allowed participants to learn from each other. 

 At the end of the live-in week, participants were given a second opportunity to 

make explicit their implicit beliefs, constructs and conceptions of effective leadership and 

self as leader through the use of a second concept map and repertory grid. Participants 

were then given an opportunity to reflect on changes they observed between their two 

maps and their two grids. They wrote down these comments for use in the data analysis 

later. One of the purposes of this phase was to discover whether participants had moved 

closer to their ideal of an effective leader. Table 3.3 presents a summary of each stage of 

the MLDP incorporating the theoretical and empirical references used and the appropriate 

method of data collection for each of the phases.  
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Table 3.3 Summary of Links between Phases of MLDP, Theoretical Bases and Methods 
of Data Collection 
 

Phase Theoretical and empirical references Data Collection    
 
Phase 1: Intensive week 
1. Engaging the participants 
for the MLDP. 
 
The aims of the program were 
made explicit with reference to 
recent literature and to the 
findings from relevant 
empirical studies. 

 
Ministerial leaders often suffer 
burnout and lose their initial sense of 
call after a few years in ministry. 
 They become confused and 
disillusioned by the changing 
attitudes towards ministers (Bullpitt 
& Kaldor, 2000; Whetham & 
Whetham, 2000).  
 

 

 
2. The expectations of 
participants and the role of the 
researcher and the mentors 
were explained. Some ground 
rules for the next phase were 
discussed and negotiated. 
 

 
Adult learning principles stress the 
importance of involving adults in 
decisions about their learning 
(Knowles, 1980; Foley, 1995). 

 

 
 3. All participants completed 
a concept map on effective 
leadership based on their 
current understanding.  

 
Concept maps provide participants 
with the opportunity to represent 
their current beliefs and 
understandings about leadership and 
to show any meaningful relationships 
between the concepts (Novak, 1984; 
Markham, Mintzes & Jones, 1994). 
 

 
Participants� 
initial concept 
map (concept 
map 1). 

 
 
4. Participants� constructions 
of effective leaders and their 
images of �self as leader� and 
�ideal self� at the beginning of 
the program were made 
explicit through the elicitation 
of the participants� first 
repertory grid. 

 
 
People actively interpret and make 
sense of their world through their 
personal constructs developed from 
personal experience (Kelly, 1955, 
1963). Repertory grids have been 
demonstrated to be an effective tool 
for fostering professional 
development (Diamond, 1985; 
Zuber-Skerritt, 1988) 
 

 
 
Participants� 
initial repertory 
grid (Repgrid 
1). 
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Phase 3: Second Intensive week 
1. At the end of the second 
intensive week all participants 
completed a second concept map 
on their current understanding of 
effective leadership. 
 

 
Concept maps are a powerful 
method for assessing conceptual 
change (Markham, Mintzes & 
Jones, 1994; Trowbridge & 
Wandersee, 1994; Jones & 
Vesiland, 1995) 

 
Participants� 
second concept 
map  (concept 
map 2) 

 
2. At the end of the second week 
of intensive the participants also 
completed a second repertory 
grid on effective leaders and �self 
as leader�. The grid also includes 
�the leader I want to become�. 

 
Literature on repertory grids bears 
witness to a number of studies 
where the tool was used to assess 
changes that occurred as a result 
of intervention (Kevill, Shaw & 
Goodacre, 1982; Diamond, 1985; 
Corporaal, 1991). 
 
Including the element �the leader I 
want to become� allows the 
researcher to analyze whether the 
participants have moved closer to 
their concept of an effective 
leader. 
 

 
Participants 
second 
repertory grid 
(repgrid 2). 

 

Table 3.3 illustrates that the various phases of the MLDP are based on sound theoretical 

and empirical foundations. It also provides a helpful summary of the methods of data 

collection used at each phase of the program. 

3.7 METHODS OF DATA ANALYSIS 

The methods of data analysis are informed predominantly by the main focus of the 

study, the data collection methods employed, and the methods of analysis adopted in 

similar previous studies. These methods of analysis are outlined in the following section. 

3.7.1    Analysis of concept maps 

Methods used to analyze and interpret concept maps are chosen according to the 

purpose of the research and include qualitative and quantitative approaches. In this study 

the main purpose of the concept maps was to make explicit some of the implicit beliefs 

that participants in the MLDP held about effective ministerial leadership. The use of two 

maps at the beginning and the end of the program was to provide data that could be 
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analyzed in terms of changes that had taken place in leaders� thinking about leadership. 

For this reason the emphasis in the data analysis is more on the actual composition of the 

maps than any external measures. 

Many of the quantitative methods of analysis assess the number of concepts used, 

the number of main categories produced, and the number of levels of any hierarchies 

(Morine-Dershimer, 1989). More complex scoring methods involve weighting the 

number of propositions formed by the propositional labels, the levels of hierarchy 

produced, the number of valid, significant cross-links, and the number of appropriate 

examples provided (Novak & Gowin, 1984). 

An alternative approach is a qualitative, comparative approach which evaluates 

whether participants have connected concepts in an integrated way, by what criteria they 

grouped them, what relationships they have used to link concepts and how well the 

relationships they stated conformed to relationships produced by �experts� in the subject 

area (Chanpagne & Klopfer, 1980). They also proposed an examination of the quality of 

the concept groupings and suggested scrutinizing links to see whether they are necessary, 

possible or meaningless.  

When concept maps are used to trace changes in individuals� conceptions, scoring 

methods have compared concepts and structure at different stages rather than using 

quantitative measures. Studies such as the one conducted by Markham et al. (1994) 

suggest that increased complexity, integration and use of a greater range of concepts on a 

map indicate development towards greater expertise in an area. This approach seems to 

be the most appropriate for the current study. 

The concepts from all the maps were sorted into categories that were initially 

labeled leadership tasks, leadership qualities, Christian attributes, and interpersonal 

communication skills. These are the same labels used to sort the constructs from the 

repertory grids into categories. It was hoped that by using the same categories for the 

maps and the grids, a closer comparison of the data produced would be possible. The 

problem with these categories is the considerable overlap with some of the concepts. 

After the first sort was completed, the category interpersonal communication skills was 

subsumed under leadership tasks, and a new category the nature of leadership emerged. 
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These categories were further analyzed, and the data from both sets of concept maps were 

compared and contrasted to determine any common concepts. 

The maps themselves were also compared visually and analyzed in a similar way 

to the method used by Markham et al. (1994) to provide data appropriate to the research 

questions.  

3.7.2 Analysis of repertory grids 

Analysis of the repertory grid matrix can be conducted either manually or with the 

assistance of available computer packages. Consideration can also be given to content 

analysis of the constructs to reveal the nature of constructs that participants utilize to 

distinguish between aspects of their world. With respect to computer-assisted analysis, 

Easterby-Smith (1981) cautions that the computer analysis serves only to sort and 

summarize the data and �does not add anything to the information available in a grid, nor 

does it provide any indication of the meaning of the grid� (p.22). 

Analysis of the data in this study began with consideration of the components of 

the raw grids through content analysis of the participants� elicited constructs. This 

examination provided the researcher with insights into what aspects of the leadership 

world contributed to the participants� constructions of effective leaders and effective 

leadership. Content analysis of successive grids allowed the researcher to identify and 

gain access to each participant�s changing perspective on leaders and leadership. 

Categories were identified and frequencies of categories noted. These findings were then 

considered with the findings from the two sets of concept maps to see if there were any 

similarities.  

The leaders� repertory grids were then subject to two way hierarchical cluster 

analysis utilizing the REPGRID program (Shaw, 1990) which sorts the constructs into a 

focused grid so that there is the least possible variation between adjacent constructs and 

adjacent elements. The program does this on the basis of the numerical ratings assigned 

to the elements for each construct by the leaders, not the written labels given to the 

constructs. The �focused grid� is printed with an �element tree� and a �construct tree� 

which graphically represent the relationship and percentage match of the adjacent 

constructs and elements (Kane, 1993). 
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The element and construct trees of each repertory grid were examined to identify 

patterns that serve to elucidate how ministerial leaders construe effective leaders and 

leadership. Of particular interest to this researcher are the constructs which participants 

used in interpreting and predicting their own and other leaders� behaviour. This analysis 

provided important information as to how the participants viewed themselves as leaders 

in comparison with other effective and ineffective leaders, as they progressed through the 

MLDP. 

 One of the aspects of the repertory grid data that has the most potential for this 

research is to explore changes in leaders� scores on The leader I want to become. This 

element represents their ideal leader, and the scores indicate whether or not a leader has 

moved closer to their concept of the ideal leader during the program. 

3.7.3    Analysis of interviews 

 All the interviews were tape-recorded and the tapes were then transcribed by a 

professional transcriber and produced as transcripts. An extract of one of the transcripts is 

included in Appendix D and the full transcripts are available if required.  

 The great tension in data analysis is between maintaining a sense of the holism of 

the interview and the tendency to atomize and fragment the data � to separate them into 

constituent elements, thereby losing the synergy of the whole, and in interviews often the 

whole is greater than the sum of the parts (Cohen, Manion & Morrison, 2001: 282). Miles 

and Huberman (1994) attach much importance to coding of interview responses, partially 

as a way of reducing what is typically data overload from qualitative data. Coding has 

been defined by Kerlinger (1970) as the translation of question responses and respondent 

information to specific categories for the purpose of analysis. Coding is the category label 

either decided in advance or in response to the data that has been collected. Miles and 

Huberman suggest that the coding label should bear sufficient resemblance to the original 

data so that the researcher can know, by looking at the code, what the original piece of 

datum concerned. 

 In this research coding was related to the key research questions and also to the 

two main aspects of the research problem � leaders� thinking and leaders� practice. 

Colours were used in combination with codes so that the researcher was able to detect 

patterns and common themes, and then use these segments of data, in conjunction with 
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data from the other methods of data collection, to begin to make generalizations about the 

extent to which leaders� thinking and leaders� practice can be changed by an intentional 

professional development program. 

3.7.4  Analysis of surveys 

The type of analysis applied to surveys is determined by the purpose for which the 

survey is utilized. In this study, the survey was used to provide the researcher with data 

related to the perceptions of lay leaders in relation to their ministerial leader�s practices.  

Surveys can be analyzed item by item but that can provide an overload of 

information that is difficult to absorb and condense. A more effective way to report 

according to Gay and Airasian (2000) is to group items into clusters that address the same 

issue and develop total scores across an item cluster. This process is called factor 

analysis. Not only does factor analysis make it easier and more meaningful to report 

survey results, it also improves the reliability of the scores themselves � in general, the 

more items in the cluster, the higher the reliability.  

The survey form was designed with 44 pairs of items and most of the items were 

related to the concepts from the concept maps. These items were grouped under five 

headings � visionary leadership, interpersonal skills, equipping and empowering lay 

people, self care and Christian attributes. Table 3.4 illustrates the groupings of the items 

into the categories. 

Table 3.4 Survey Categories and Items 

Category Items on survey 

Visionary leadership 1/2; 11/12; 17/18; 21/22; 23/24; 25/26; 29/30; 31/32; 

35/36; 37/38; 39/40; 65/66; 67/68; 79/80  

Interpersonal skills 3/4; 15/16; 19/20; 27/28; 41/42; 43/44; 45/46; 47/48; 

49/50; 55/56; 71/72; 73/74 

Equipping and empowering 

Lay people 

5/6; 7/8; 13/14; 33/34; 51/52; 53/54; 69/70; 85/86 

 

Self care 57/58; 59/60; 61/62; 63/64; 75/76; 81/83 

Christian practices 77/78; 78/88 
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Table 3.4 shows that some of the categories did not have many items, whereas 

some of the categories had a large number of items.  There were two items (9/10 and 

83/84) that were included in the survey in order to see how lay people would respond. 

They did not fit into any of the above categories. One of these related to the leader never 

rocking the boat and the other was in relation to the leader expecting others to follow.  

In this study a professional data analyst conducted factor analysis of the survey. 

He produced a report that showed the clusters of items. These clusters were given a 

descriptive title (e.g. visionary leadership). The clusters give the researcher important 

information about the way lay leaders perceive ministerial leadership. The clusters with 

the highest reliability scores are the most significant. It is possible to carry out a number 

of statistical investigations on survey data, but because this study was using the survey 

data for descriptive purposes only, statistical measurements were kept to a minimum. 

In addition to the overall data being analyzed, the same five leaders who were 

interviewed were used as case studies to provide more detailed data on the changes that 

lay leaders in their congregations had observed in their leadership practices. Alpha 

reliability coefficients were produced to allow for this more detailed analysis. 

3.8 SUMMARY OF RESEARCH METHODS 

This chapter has examined the design and methodology used in the current 

research by firstly presenting reasons for the choice of an interpretive research 

orientation. The second section of the chapter described the various methods chosen for 

the study � a combination of quantitative and qualitative methods � concept maps, 

repertory grids, interviews and surveys. Thirdly, a brief comment was made about the 

participants in the MLDP and then the MLDP design was presented in its three phases. 

The fifth section of the chapter described the methods of data analysis in relation to 

concept maps, repertory grids, interviews and surveys. This final section of the chapter 

provides a summary of the research methods in tabular form to illustrate the relationship 

of the various methods of data collection to the two key aspects of the research question, 

leaders� thinking and leaders� practice.  
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Table 3:5 Summary of Research Methods 
 
 
LEADERS� THINKING 

 
LEADERS� PRACTICE 

 
Concept maps 1 and 2 

 
 

 
Repertory Grids 1 and 2 � constructs 

 
Repertory Grids 1 and 2 � scores on Self as 
leader and Ideal self as compared with 
effective leaders. 

 
First part of the interviews when they 
commented on their maps and grids and 
explored the similarities and differences 
between the two. 

 
Comments in interviews on how they 
perceive their actual practice have changed. 
 
 

 
Latter part of the interviews when they 
talked about whether the MLDP had 
changed their thinking about themselves as 
leaders. 

 
Latter part of the interview when they 
talked about whether the MLDP had led to 
changes in their actual leadership practice. 
 

 
 

 
Survey responses from congregational 
leaders in relation to changes they have 
observed in leaders� practice. These will be 
compared with the leaders� comments in 
the interviews about their perceptions of 
the congregations� observations of their 
practice. 

 
Table 3.5 is a summary of the research methods for collecting data in relation to leaders� 

thinking and leaders� practice. The two sets of concepts maps, the constructs from the 

repertory grids and sections of the interview are the methods of data collection used to 

research leaders� thinking. Other aspects of the repertory grids, comments from the 

interviews and the survey responses are the methods of data collection used to study 

leaders� practice. This summary is also used as the framework for the next two chapters. 

Chapter 4 presents and analyzes data in relation to leaders� thinking and includes all of 

the methods listed in Table 3.5 under the heading Leaders� Thinking. Chapter Five 

presents and analyzes data in relation to leaders� practice and includes all of the methods 

listed in Table 3.5 under the heading Leaders� Practice.  



CHAPTER 4   
 

PRESENTATION AND ANALYSIS OF DATA OF LEADERS� 
THINKING 

    
4.0 INTRODUCTION 
  

Chapter 4 presents data collected before and after the Ministerial Leadership 

Development Program in relation to leaders� conceptions of leadership and their thinking 

about themselves as leaders. As indicated earlier, data on perceived changes in leaders� 

actual practice are presented in Chapter 5. In this chapter, relevant data from the concept 

maps, repertory grids and interviews are presented and analyzed (using both quantitative 

and qualitative methods as discussed in Chapter 3). Research question two is addressed: 

What changes (if any) occurred in each of the participants� conceptions of ministerial 

leadership during the (MLDP)?  The next section addresses the first part of research 

question 1 - the extent to which the MLDP has assisted ministerial leaders to change their 

thinking about themselves as leaders. To help answer that question data from the 

interviews are presented and analyzed. Five of the participants who were interviewed are 

used as case studies and material from their interviews is used to support the developing 

argument. Whenever quotations from interviews are used, they are presented in italics 

and indented.  

After each section of the chapter there is a summary of significant findings in 

relation to the relevant research question, and at the end of the chapter there is a final 

summary of the most significant findings from the research in relation to leaders� 

thinking about themselves as leaders. 

In chapter 5 a similar approach is taken in relation to leaders� practice.  

4.1 DATA GATHERING PROCESS 

At the beginning of the program participants were given a brief explanation about 

concept maps and were taken through the process of creating a map one step at a time. It 

was suggested that participants use up to twenty concepts to describe effective leadership, 

but the actual number of concepts varied from sixteen to forty one. Participants were told 

that they would complete another concept map at the end of the program and that this 

would be a helpful way for them to see whether their thinking about leadership had 
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changed during the program. A similar introduction was given in relation to the 

completion of repertory grids. A total of nineteen sets of concepts maps and sixteen sets 

of grids were completed.  The researcher held the concept maps and grids from the 

beginning of the course. 

At the end of the program the concept map and repertory grid exercises were 

repeated. The participants were then handed back their first maps and asked to write a 

paragraph about the differences they observed in their two maps. These written 

comments were collected along with the maps for analysis later in the research. 

The process of sorting the concepts and constructs into categories has already been 

described in Chapter Three. The categories are Leadership Tasks, Leadership Qualities, 

Nature of Leadership, Images of Leadership and Christian Attributes. 

4.2  CONCEPTIONS OF LEADERSHIP AT THE BEGINNING OF MLDP 

 In this section, data from the first concept maps and repertory grids are 

presented and any relevant comments from the interviews are included. The focus is on 

the participants� thinking about leadership and themselves as leaders at the beginning of 

the program. This is done so that comparisons can be made between the conceptions they 

brought with them into the course and the conceptions they had at the end of the course. 

Some general comments are made about the overall trends that emerge from both the 

maps and the grids, and then a more detailed commentary on the five case studies is 

presented.   

4.2.1 First concept maps 

 Table 4.1 indicates the frequency of the concepts used by each of the 19 

participants in their first maps. The majority of participants had more concepts in the 

categories Leadership Tasks (goal setting, time management, conflict management) and 

Leadership Qualities (supportive, visionary, adaptable) � 35% and 34% respectively � 

compared with only 7% in Christian attributes (prayer, spirit filled) and 9% in Images of 

leadership (shepherd, taxi driver) categories. 
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Table 4.1 Frequency of Concepts within Categories in Concept Map 1 
 

  

Person  L�ship 
Tasks  

L�ship 
Qualities 
 

Nature 
of 
L�ship 
 

Images 
Of 
L�ship  

Christian 
Attributes 
 

Total 
No. of 
Concepts 

1 19% 32% 39% 0% 10% 31 
2 30% 35% 15% 20% 0% 20 
3 0% 50% 0% 50% 0% 20 
4 20% 20% 30% 20% 10% 20 
5 67% 17% 11% 0% 5% 18 
6 55% 20% 20% 5% 0% 20 
7 32% 27% 9% 0% 32% 22 
8 57% 28% 10% 0% 5% 21 
9 22% 37% 19% 11% 11% 27 
10 21% 63% 0% 0% 16% 19 
11 13% 68% 0% 0% 19% 16 
12 33% 62% 0% 5% 0% 21 
13 43% 38% 19% 0% 0% 21 
14 44% 11% 30% 15% 0% 27 
15 35% 35% 0% 20% 10% 20 
16 65% 12% 23% 0% 0% 31 
17 35% 20% 10% 20% 15% 20 
18 30% 48% 13% 3% 6% 30 
19 30% 45% 10% 5% 10% 20 

Average  
%  

 
35% 

 
34% 

 
15% 

 
9% 

 
7% 

 
100% 

When the data from Table 4.1 are examined from an individual perspective, 

Persons 5, 6, 8, 14, 16 and 17 saw leadership as predominantly what the leader does. 

Persons 5 and 16 were particularly task oriented at the beginning of the program with 

67% and 65% respectively in the category of Leadership Tasks.  Persons 10, 11, and 12 

saw leadership primarily in terms of qualities that leaders possess; whereas Person 1 saw 

leadership primarily as the nature of leadership. Person 3 saw leadership as qualities and 

images. Overall the percentages in the categories of images of leadership and Christian 

attributes are low, whereas the percentages in leadership tasks and leadership qualities 

are high. Thus the majority of participants saw leadership mostly in terms of what the 

leader does and the qualities that a leader possesses. 

One surprising aspect was the low number of concepts in the Christian Attributes 

category in the first set of maps. Since all of these leaders are ministerial leaders in 

Christian congregations, the researcher assumed that this category would rate higher. It is 

also interesting that only Person 1 had any significant numbers of concepts in the 

category of Nature of Leadership, and only Person 3 had any significant numbers of 
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concepts in the category of Images of Leadership. This may be because of their particular 

understanding of leadership from reading they had done prior to the program. 

Most of the maps were very structured and ordered. They were hierarchical with 

very clear connections. Many flowed from top to bottom, although some did have a 

circular movement. On the whole they were fairly static and represented a limited 

understanding of the nature of ministerial leadership because of the very few concepts 

that defined how ministerial leadership is different from other forms of leadership. 

4.2.2 First repertory grids 

The most relevant aspect of the repertory grids in relation to leaders� thinking 

about themselves as leaders is the constructs themselves and the similarity they have with 

the concepts used in the concept maps. If the constructs and concepts are similar, that 

indicates that the conceptions of leadership are consistent. Because the focus of the grid 

is on comparing the similarities and differences between various triads of leaders � both 

effective and ineffective leaders � most of the constructs elicited from the participants are 

either leadership qualities or leadership tasks. There were 91 constructs in the category of 

Leadership Qualities and 30 constructs in the category of Leadership Tasks out of a total 

of 133 constructs. Thus 68% of the constructs were related to the qualities leaders need 

compared with 35% in this category from the concept maps. This meant that it was not 

meaningful to produce a table similar to the one illustrating the participants� concepts. 

However, some overall comments can be made about the constructs and what they 

illustrate about the leaders� thinking about leadership and themselves as leaders (see 

Appendix D). 

The construct that was used most frequently was visionary. 10 out of 16 

participants included that construct. The next most commonly used construct was relates 

well with people (six responses). These data are supported by the data from the concept 

maps where visionary was by far the most commonly used concept in the category 

Leadership qualities with 13 of the 19 participants including it in their maps. In terms of 

Leadership tasks, the most common constructs used were decision making, listening and 

communication. These were also high on the list of concepts used in that category. 

This indicates that there is a degree of similarity between the concepts used in the 

concept maps and the constructs used in the repertory grids. Thus the views of leadership 
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expressed by the participants at the beginning of the program are consistent with a heavy 

emphasis on tasks that leaders do and the qualities that leaders need to possess. 

4.2.3 Case studies 

In order to explore these data from a more detailed perspective, the maps and 

grids of the five participants who were interviewed are now examined. Relevant 

comments from the interviews are incorporated into the text in order to strengthen the 

data available for analysis.  

Table 4.2 Interviewees� Concept Frequencies from Map 1 

Concept Map 

Categories 

 

Barbara 

 

Heather 

 

Steven 

 

Kevin 

 

Edward 

 

Aver. 

Leadership 

Tasks 

67% 19% 0% 20% 30% 40% 

Leadership 

Qualities 

17% 32% 50% 20% 35% 40% 

Christian 

Attributes 

6% 13% 0% 10% 0% 6% 

Images of 

Leadership 

0% 0% 50% 20% 20% 5% 

Nature of 

Leadership 

10% 36% 0% 30% 15% 9% 

 

Table 4.2 shows the percentages of concepts in each of the five categories from 

the participants� first concept maps. There are a couple of important trends evident in this 

table. First of all, most of the five participants have a majority of their concepts in the 

categories Leadership Tasks and Leadership Qualities � overall 80% of all concepts are 

in these categories. This supports the trend observed in the overall data as illustrated in 

Table 4.1. The second interesting feature is also supported by the overall data � the low 

percentage of concepts in the category Christian Attributes. Person 3 and Person 5 did 

not have any concepts in that category. Person 3 is the odd one out in that he has 

allocated half of his concepts to the category Leadership Qualities and half to Images of 

Leadership; whereas two of the others had no concepts in Images of Leadership. The 
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shaded cells illustrate very clearly each participant�s major category � three of these are 

Leadership qualities. The overall picture that emerges from these data at the beginning of 

the program is that most participants viewed leadership in terms of what the leader does 

and the qualities that are needed for leadership. They do not demonstrate a clear 

understanding of the nature of leadership, and do not see Christian leaders as very 

different from other leaders. This is consistent with the literature (as described in Chapter 

Two) which has a proliferation of books on qualities of leaderships and tasks of 

leadership, but very few which deal with the deeper issue of the nature of leadership (or 

Christian leadership). 

 In the next section the maps of the five interviewees are described in much more 

detail in order to make some tentative generalizations about data from the concept maps. 

4.2.3 (a) Barbara 

Barbara has 67% of the concepts in the category of Leadership Tasks and 17% in 

the category Leadership Qualities. Thus her conception at the beginning of the program 

was that leadership is about what the leader does. It is a very task-oriented view of 

leadership and one which is similar to that held by most of the participants. Some of the 

tasks in her map include management, taking risks, motivation, and decision-making.  

Her first concept map was hierarchical with clearly defined links. Her comments from the 

interview transcript bear this out.  

(In the first map) they�re mostly action things�external things that a person 
who�s a leader does�leaders are expected to have vision. 
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Figure 4.1 Barbara�s first concept map 

 Figure 4.1 is Barbara�s first concept map. There was a grouping of three concepts 

� spirituality, values and beliefs which were seen as resources for leaders. The map 

recognizes that sharing vision with others can lead to conflict. There was another group 

of concepts associated with conflict � conflict, conflict resolution, mediation, and 

listening. The concept listening was seen as aiding mediation and as necessary in the 

process of conflict resolution. There was a propositional link between taking risks and 

conflict, indicating that Barbara believes that leadership sometimes involves taking risks 

and recognizing that by so doing leaders can experience conflict. 

When asked about these particular concepts Barbara indicated that they related to 

the situation she was experiencing in the congregation at the time of completing the map. 
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She was struggling with her own leadership and her self-image, and that influenced her 

choice of concepts.  

When Barbara was asked about the source of these concepts of leadership she 

responded: 

I would think reflection on leadership�I had done a little bit of reading on 
leadership (before the program)..but I think most of them come out of 
practice. It was being said to me� �a leader has to have vision� and � a 
leader has to make decisions�, those sorts of things. 
 
This map also demonstrates that Barbara understands leadership as involving 

participation and empowerment both of which can lead to change. She values the 

involvement of people and sees her role as leader as helping them develop the confidence 

to become more involved. In the interview she mentioned that the congregation invited 

her because they realized they needed to change. However, because there had been so 

much conflict, her first task was trying to establish trust and to �simply love them�. 

Her first repertory grid (Figure 5.1) has many constructs that fit into the categories 

of leadership tasks and leadership qualities. Leadership tasks include time management, 

teaching, organizational skills, management skills and listening. Leadership qualities 

include charismatic, good with people, humility, wisdom, compassion and self-

confidence. This presents an understanding of leadership which is consistent with that 

depicted in her concept map.  

During the interview Barbara shared some of her beliefs about leadership. 

I saw being a minister, the leader, as the front runner � not the decision 
maker, but the person who had the ideas; the abilities and the training�time 
to take on the task. 

 
Thus for Barbara leaders are the ones who have the ideas, the abilities and the 

training to undertake the various roles of leadership. It was interesting to note that she 

also mentioned that ministers have the time to take on tasks because it is their fulltime 

job, whereas lay people are expected to take on roles in addition to their daily work. She 

mentioned at another point in the interview that the minister is the only one who cannot 

�pick up their marbles and go home� when the going gets tough. Because the minister is 

the one being paid, he/she has to work through the conflict or disagreement, whereas lay 

people can choose to leave. 
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In terms of Christian leadership, her concept map had only one concept related to 

this � spirituality, and her repertory grid had deep spirituality and proclaims the Gospel 

as constructs. So at the beginning of the program Barbara did not demonstrate a clear 

understanding of what makes Christian leadership distinctly different from other forms of 

leadership. 

4.2.3 (b) Heather 

Heather has a quite different map from Barbara�s in that she has the majority of her 

concepts in the category Nature of leadership (36%) and 32% of concepts in the category 

Leadership Qualities. Thus her understandings are different from the majority 

understanding at the beginning of the course. For her it is important to have an 

understanding of the nature of leadership and the qualities needed for leadership. Her first 

map is quite orderly and linear. Many of the concepts deal with the positive and negative 

sides of leadership � loneliness, fun, stress, humour, rejection. These represent some of 

the feelings she was experiencing because she had only just moved to her congregation 

two months before the program began. She recognized that changes needed to be made 

there, and she knew that she risked rejection if she did things too quickly.  
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Figure 4.2 Heather�s first concept map 

Her first map, as shown in Figure 4.2, has four main sections to it � leadership 

requires, leadership provides, leadership means, and leadership produces. Under each of 

these sections she had a number of concepts. Leadership requires humour, spiritual 

nurture, strength, personal integrity and openness to change and growth. In the section 

headed leadership provides for the led are concepts such as vision for the community, 

inspiration, security, new possibilities and a framework for understanding others. Thus 

for Heather:  Leadership means vision for others, confrontation, affirmation, honouring 

God and naming of possibilities. In the final section leadership produces for the leader 

concepts such as fun, stress, fulfillment, personal growth, loneliness and risks rejection 

are included. 

I think my first concept map is very much about the leader him or herself�.I 
was thinking about myself�what leadership means, what it produces for the 
leader, what it requires to be a leader and what leadership provides for those 
who are led. 
When asked to comment on where the concepts had come from she replied: 
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Out of the situation I was in at the time�.I was feeling challenged and the 
scariness of knowing I needed to provide vision and direction and challenge 
for a community that really were looking for that�.. 

 
4.2.3. (c) Steven 

 
Steven�s map is quite different from Barbara�s and Heather�s because he has 50% 

of his concepts in the category Leadership Qualities and 50% of his concepts in the 

category Images of Leadership. The map is linear with four sets of concepts clearly 

linked.  It has a number of images of leadership that are linked with particular qualities 

appropriate to that image. Some examples include: farmer has ability to grow, manager 

has stickability, desert flower has self-love, taxi driver has a listening ear and shepherd 

has servanthood. 

 
Figure 4.3 Steven�s first concept map 
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The map (as shown in Figure 4.3) illustrates Steven�s understanding of leadership 

as roles that a leader must fill and some of the important attributes associated with each 

of those roles. There are no concepts that relate to specifically Christian attributes. In the 

interview he made the following comment: 

I guess it�s the way I saw leadership at the beginning of the course and 
they�re pretty much things that I�m aware of about myself and the sort of 
leadership that I like. 
 
This map has more concepts in the category of Images of Leadership than any other 

map, and it was interesting to hear Steven explain some of those concepts.  

A ship captain has to care for himself or herself in order to be able to oversee 
leadership�.If you can�t care for yourself, you can�t love yourself. That�s 
linked with the desert flower..it survives in extreme conditions��The taxi 
driver �.I always imagine taxi drivers are great listeners..and a leader is 
like that, you�ve got to be able to listen to where people are at even though it 
may not be interesting to you personally. 
 
In terms of Steven�s repertory grid, many of the constructs related to the concepts 

in his map. Constructs such as good listener, examines self, self-assured, and 

approachable all seem consistent with the concepts used in his map. The most important 

construct for him at the beginning of the program was good listener. This is certainly 

consistent with his understanding of leadership expressed in the map and the grid.  

He wrote these comments about his first map at the end of the program: 

Looking back to the first map I was subconsciously trying to deal with a lot of 
inner hurt�.This hurt surfaced only a few days following the drawing of the 
map. 
 
In the interview Steven was asked to share some of his beliefs about ministerial 

leadership. 

�..being the ordained minister there�s a certain amount of authority that the 
church has placed upon me and that God placed on me�..When I went into 
theological college the image I had was that of a shepherd leader. 
 
It is interesting to note that one of the images he used on his map was shepherd. 

So there is a consistency between the ideas expressed in the concept map, the repertory 

grid and the interview. Like most of the others, his map represents some of the issues that 

were facing him as a ministerial leader at the time of completing it.  
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4.2.3 (d) Kevin 

Kevin has the most even spread of concepts of all the maps. 20% of his concepts 

are in the category Leadership Tasks, 20% Leadership Qualities, 10% Christian 

Attributes, 20% Images of Leadership, and 30% Nature of Leadership. This was not 

surprising because he has done a lot of thinking and reading about leadership and has 

already incorporated a radically new model of leadership into his congregation. He really 

became a second mentor to the small group because he could share what he was doing in 

his congregation and how things were going. 

 Figure 4.4 Kevin�s first concept map 

Kevin�s first map (Figure 4.4) has a circular movement and he has used arrows to 

show the flow which is in one direction only.  There is no particular starting point and no 

finishing point on this map. Unlike most of the other maps, this one is Christ-centred. 

That particular concept is underlined so it would suggest that perhaps that is the starting 

point. All the concepts do flow from that. Christ-centred, empowering, OK to make 

mistakes, initiative, feedback, growth and so on around the circle until towards the end 
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are concepts such as care, servant and love. When asked to comment on his map, he 

explained: 

The way I put these (concepts) is that all these actually interact with each 
other. It�s just a circular movement�.the danger with that is that it just 
becomes circular and you don�t go anywhere. 
 

When asked to comment on where the concepts may have come from he responded: 

Personal experience at the time, the relationships that I was in, the way 
which we as a church were seeking to function at that point in time. 
 
In terms of his repertory grid, some of the constructs included: clear direction, 

confidence, courage, discernment and charisma. Again most of these are either 

something the leader does or a quality that a leader possesses. His most important 

construct was discerning God�s will and that was affirmed in the interview. 

Kevin has a more clearly defined understanding of Christian leadership than most of the 

others and that is partly because he had been working much more intentionally on 

exploring the nature of leadership with his key lay leaders than most of the other leaders 

at the beginning of the program.  

4.2.3 (e) Edward 

Edward�s map is also predominantly linear and very hierarchical. It flows from 

the top of the page to the bottom. The concepts on this map are fairly evenly spread 

across four of the five categories, because there are no concepts in the Christian 

attributes category. However, he does have 30% of concepts in the Leadership Tasks 

category; 35% in Leadership Qualities; 20% in Images of Leadership and 15% in Nature 

of Leadership. 
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Figure 4.5 Edward�s first concept map                             

Figure 4.5 shows that there are a number of words that Edward uses to link his 

concepts which are seen as very important as his comments from the interview indicate: 

�I seem to have got these linkage words fairly well set out�.I think that in 
terms of giving it (the map) some sort of construct�.they became the words 
of how things fitted..like a bridge that holds things together. 
 

When asked to comment on where those concepts might have come from he replied: 

My first map reflected some reading from Callahan in terms of his book on 
effective churches. So even words like �boss�, �enabler�, �helper� �had come 
out of that book. 
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Edward demonstrated some understanding of the nature of leadership through 

concepts such as �partnership� and �corporate�, but 65% of his concepts are still within 

the categories of Leadership Tasks and Leadership Qualities. Leadership involves 

delegation and decision making, and leadership needs humility, experience, expertise, 

compassion and vision. Leadership is being servant and self-giving, and leadership gives 

boundaries, hope, future and direction. This map presents a more holistic concept of 

leadership than most of the other maps, but it does not have any concepts that identify 

Christian leadership.  

In his grid Edward used constructs that are consistent with the concepts used in 

his map. These included decision- maker, visionary, encourages laity and releases people 

to minister. All these constructs relate to his understanding of leadership as being a 

partnership � in this case a partnership between the minister and the lay people of the 

congregation. One interesting difference in his grid is the inclusion of responds to the 

Spirit�s leading which was his strongest construct. This is very definitely a Christian 

attribute. Thus, at the beginning of the program, Edward�s thinking about leadership is 

focused on partnership and how best to release lay people to be involved in ministry. 

Before exploring leaders� conceptions at the end of the MLDP, it is important to 

summarize the key findings from the data at this point. Most of the participants came into 

the program thinking that leadership was mainly about what leaders did and the qualities 

they needed to possess in order to be effective leaders. Very few of them had done any 

serious thinking about the nature of leadership, and more specifically the nature of 

Christian leadership. Some of them had read some books about leadership, but most of 

those focused on tasks and qualities also. There were a few exceptions to these 

generalizations � Kevin stands out as one person who had done some serious reflection 

about the nature of Christian leadership and was already involved in training his key 

leaders. A few other leaders had some understanding of the nature of leadership but were 

not able to clearly articulate that understanding. 

4.3  CONCEPTIONS OF LEADERSHIP AT THE END OF MLDP 

In this section, data obtained from the concept maps and repertory grids completed at 

the end of the MLDP are presented and any relevant comments from the interviews are 

included. The focus is on the participants� thinking about leadership and themselves as 
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leaders at the end of the program. Some general comments are made about the overall 

trends that emerge from the maps and the grids, and then a more detailed commentary on 

the five case studies is presented. At the end of the section the key findings are 

summarized. 

 4.3.1 Second concept maps 

  The following table illustrates the frequencies of concepts in each of the five 

categories from the participants� second concept maps. It also illustrates the total number 

of concepts in each of the categories, as well as the total number of concepts used by each 

of the participants. 

Table 4.3 Frequency of Concepts within Categories in Concept Map 2 

 

 
Person 

L�ship 
Tasks 
 

L�ship 
Qualities 
 

Nature of 
L�ship 
 

Images of 
L�ship 
 

Christian  
Attributes  
 

Total no 
of 
concepts 

1 27% 41% 17% 0% 15% 41 
2 20% 25% 50% 5% 0% 20 
3 0% 0% 0% 83% 7% 18 
4 10% 15% 25% 15% 35% 20 
5 0% 20% 65% 10% 10% 20 
6 0% 22% 56% 6% 16% 18 
7 11% 17% 22% 0% 50% 18 
8 13% 17% 27% 10% 33% 30 
9 17% 21% 38% 10% 14% 29 
10 10% 16% 42% 16% 16% 19 
11 15% 35% 25% 5% 20% 20 
12 35% 25% 15% 5% 20% 20 
13 0% 18% 24% 6% 52% 17 
14 11% 5% 26% 42% 16% 19 
15 30% 15% 20% 25% 10% 20 
16 55% 25% 15% 0% 5% 20 
17 0% 18% 46% 23% 13% 21 
18 0% 4% 31% 42% 23% 26 
19 30% 45% 25% 0% 0% 20 

 
Average%  

 
16% 

 
21% 

 
29% 

 
15% 

 
19% 

 
100% 

Table 4.3 makes it clear that there have been some significant changes in the 

percentage frequencies of the concepts within some of the categories � Leadership tasks 

decreased from 35% of concepts in map 1 to 16% of concepts in map 2. On the other 

hand, Nature of leadership increased from 15% of concepts in map 1 to 29% of concepts 

in map 2. Another significant shift is in the category Christian Attributes where the 

percentage of concepts increased from 7% in the first set of maps to 19% in the second 
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set of maps. On an individual basis there have also been some interesting shifts. Person 5 

has decreased the percentage of concepts in the category Leadership tasks from 67% in 

map 1 to 0% in map 2, and Person 6 has decreased the percentage of concepts in this 

same category from 55% to 0% in map 2. These are very dramatic shifts which seem to 

be offset by similar dramatic increases in the category Nature of leadership. Persons 12, 

15 and 16 are the only ones who now have the largest percentage of their concepts in the 

category Leadership skills. The overall pattern illustrated in Table 4.3 is one which has a 

more even spread of concepts in all five categories. Table 4.4 clearly illustrates some of 

the key differences between the two sets of concept maps. 

Table 4.4 Category Comparisons between Concept Map 1 and Concept Map 2 
 L�ship 

Tasks 

L�ship 

Qualities 

Nature of 

L�ship 

Images of 

L�ship 

Christian 

Attributes 

Concept 

Map 1 

 

35% 

 

34% 

 

15% 

 

9% 

 

7% 

Concept 

Map 2 

 

16% 

 

21% 

 

29% 

 

15% 

 

19% 

 

There are some aspects of Table 4.4 that are worth noting.  The percentage of 

concepts in the category Nature of Leadership increased from 15% in the first set of maps 

to 29% in this set of maps. The percentage of concepts in the category Images of 

leadership increased from 9% in the first set of maps to 15% in the second set, and 

Christian Attributes increased from 7% in the first set to 19% in the second set of maps. 

On the other hand, there are some interesting decreases in this second set of maps. The 

category Leadership tasks decreased from 35% in the first set to 16% in the second set, 

and Leadership qualities category decreased from 34% in the first set to 21% in the 

second set.  These are very significant shifts indicating that during the program 

participants� conceptions of leadership changed dramatically. At the end of the course 

they were much clearer about the distinctive aspects of Christian leadership, and they had 

a more thorough understanding of the nature of leadership. 

In this set of maps only Person 1 and Person 16 still have a significant number of 

their concepts in the categories of Leadership tasks and Leadership qualities. Many of the 

participants who did not have any concepts in the category Christian attributes in the first 
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set of maps, have a substantial number in that category in the second set of maps. This 

would tend to indicate that by the end of the program participants had a clearer 

understanding of the specifically Christian attributes of leadership than they had at the 

beginning of the program. 

4.3.2 Second repertory grids 

The second set of repertory grids (see Appendix E) did not show the significant 

shifts that were evident in the second concept maps, but there are several points worth 

highlighting. The number of constructs in the category Leadership qualities remained at 

91 (the same number as the first set of grids) but there were some significant changes in 

relation to specific constructs � people skills increased from 6 responses in the first set of 

grids to 12 responses in the second set of grids; visionary decreased from 10 responses in 

the first set of grids to 6 responses in the second set of grids. The first set of grids 

produced 35 different constructs in the category leadership qualities, whereas the second 

set of grids produced 42 different constructs. Thus there was a greater variety of 

constructs enunciated in that category in the second set of grids, indicating that the 

participants had broadened their understanding of the qualities which leaders must 

possess if they are to be effective leaders. 

 The number of constructs in the category Leadership tasks fell from 30 to 24 

with communication and listening the most commonly used constructs (5 responses 

each). Decision making decreased from 5 responses in the first set of grids to one 

response in the second set of grids; whereas releasing people for ministry increased from 

one response in the first set of grids to 5 responses in the second set. Another interesting 

difference between the two sets of grids is in relation to the number of constructs in the 

category Christian attributes. This fell from 12 responses in the first set of grids to 8 

responses in the second set of grids. So whereas there was an increase in the number of 

concepts in this category in the two sets of concept maps (32 to 79) that trend was not 

evident in the repertory grids where there was a 25% decrease in the number of 

constructs in that category from the first set of grids to the second set of grids. It is 

difficult to explain this decrease without further research. 



In the second set of grids the most commonly used constructs were people skills 

with 12 responses, and visionary and compassionate with six responses each; whereas in 

the first set of grids the most common constructs were visionary with 10 responses and 

people skills with six responses. These changes are illustrated in the following Table 4.5. 

Table 4.5 Comparison of Constructs from Repertory Grids 

Construct 
Category 

Construct Grid Set 1 Grid Set 2 

Leadership 
Qualities 

People skills         6        12 

 Visionary         10           6 
Christian 
Attributes 

          
        12 

 
          8 

Leadership 
Tasks 

 
Communication 

 
         5 

 
           5 

 Listening           5            5 
 Decision making           5             1 
 Releasing people for 

Ministry 
    
          1 

 
            5 

 

Table 4.5 illustrates the changes in the number of constructs in the various categories 

from the two sets of grids. Some of the most significant increases are in the category of 

people skills which increased from 6 to 12 (a 50% increase); and releasing people for 

ministry which increased from one to five (a 20% increase). There were also some 

significant decreases including the category of Christian attributes that decreased from 

12 to 8 (a 25% decrease). 

4.3.3 Case studies 

In order to explore these data from a more detailed perspective, the maps and 

grids of the five participants who were interviewed are now examined. Relevant 

comments from the interviews are incorporated into the text in order to strengthen the 

data available for analysis. It is interesting to see the pattern which emerges when the 

frequencies from the five case studies are compared on one table. Table 4.8 illustrates 

these frequencies for each of the five categories of concepts from the second set of 

concept maps. These frequencies are shown as percentages. Firstly, there is a percentage 

for each of the categories for each person � for example Barbara has 15% of her concepts 

in the category Leadership qualities and 0% of her concepts in Leadership tasks. 
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Secondly, the table shows the total percentages for each of the categories � for example 

18% of the total concepts were in the category Leadership tasks. 

Table 4.6 Interviewees� Concept Frequencies from Map 2  

Concept Map 
Categories 

 
Barbara 

 
Heather 

 
Steven 

 
Kevin 

 
Edward 

 
Total 
 

Leadership 
Tasks 

0% 26% 0% 10% 20% 18% 

Leadership 
Qualities 

15% 42% 0% 15% 25% 23% 

Christian 
Attributes 

10% 15% 17% 35% 0% 18% 

Images of 
Leadership 

10% 0% 83% 15% 5% 14% 

Nature of 
Leadership 

65% 17% 0% 30% 50% 27% 

TOTAL 
Concepts 

20 41 18 20 20 416 

 

The shaded cells in Table 4.6 show the categories that have the maximum 

percentage frequency for each of the five participants. Barbara has 65% of her concepts 

in the category Nature of leadership whereas Steven has 83% of his concepts in the 

category Images of leadership. Another point worth noting is that Steven has all of his 

concepts in only two categories, whereas all the others have a more even spread than they 

did in concept map one (Table 4.2). Overall the table illustrates the spread of concepts 

used by the five participants, so it can be reasonably assumed that this spread is 

representative of the total group. 

When Table 4.6 and Table 4.2 are placed beside each other, some of the changes 

in participants� thinking about leadership become more obvious. These are explored in 

more detail in the case studies that follow. 
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Table 4.7 Interviewees� Concept Frequencies from Concept Maps 1 and 2 

                            

Concept  Barb.1 B.2 Heath. 
1 

H.2 Steve 
1 

S.2 Kevin 
1 

K.2 Ed. 1 Ed. 2 

 Leadership 
Tasks 

 67% 0% 19% 26% 0% 0% 20% 10% 30% 20% 

Leadership 
Qualities 

17% 15% 32% 42% 50% 0% 20% 15% 35% 25% 

Christian 
Attributes 

6% 10% 13% 15% 0% 17% 10% 35% 0% 0% 

Images of 
Leadership 

0% 10% 0% 0% 50% 83% 20% 15% 20% 5% 

Nature of 
Leadership 

10% 65% 36% 17% 0% 0% 30% 30% 15% 50% 

When these tables are placed together (as in Table 4.7) it is easy to see individual 

and category differences. For example Barbara has changed from having 67% of her 

concepts in the category Leadership tasks to 0%, whereas Steven has moved from 50% of 

his concepts in Leadership qualities to 0%. At the same time Steven increased the 

number of concepts in Images of leadership from 50% to 83%. In the second set of maps 

three participants now have a majority of their concepts in the category Nature of 

Leadership, and two in the category Images of Leadership. It is also interesting that there 

is still one participant who has a majority of concepts in the category Christian 

Attributes. When the total percentages for each of the sets of maps are compared, again 

the shifts are very clear. Some of the most dramatic of these include Leadership tasks 

which decreased from 40% to 18%, and Leadership qualities which decreased from 40% 

to 23%. The most dramatic increases were in the categories of Nature of leadership 

which increased from 9% to 27%, and Christian attributes which increased from 6% to 

18%. 

4.3.3 (a) Barbara 

Barbara�s second map is different from her first, a fact which can be seen even at 

a quick glance. It is now creative, colourful and dynamic, and has a sense of organic 

growth to it. In her own words: 

�.I suppose its biological�I don�t know where I got that from..I don�t know 
why I chose a bunch of flowers. 
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Figure 4.6 Barbara�s second concept map 

Figure 4.6 shows a concept map that uses a bunch of flowers to depict Barbara�s current 

conceptions of effective leadership. It is interesting to see the concepts she has used such 

as transformation, attending to and focusing on God, trustworthiness, as well as clever 

clown. It also includes the three concepts that she had struggled with during the course � 
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power, authority and responsibility.  In her interview she explained that these were from 

a book that had really influenced her thinking. 

She elaborated some of the differences between her two maps: 

During the course�.I had read the book by Celia Hahn about integrated 
leadership, and so I think I had tried to, in my own mind, start to internalize 
some of those things�.when you look at it like this, you sort of realize that 
they�re much more inward components now �now I have a much bigger 
cluster of internal descriptors. 
 
In the notes written after completing the second map and receiving the first one 

back, Barbara commented that she had been in a conflict situation with a person in the 

congregation when she completed her first map. This was a situation that revolved around 

authority and power. She was struggling to find her place as a leader in that setting. Over 

the duration of the program she focused more on her own expression of leadership and 

some of the internal values that were important to her. Many of the concepts on the 

second map reflect new learnings that came from the program. 

The title �complex tapestry� sums up my learning � the more we learn the 
more complex the issue becomes. When we focus too closely on a tapestry all 
we see are the stitches and the quality of the stitches, the colour of the thread, 
but to see the tapestry properly you have to move further away. 
 
In her second map the focus is the centre of the flower � attending to/focusing on 

God, and surrounding that centre on each of the petals of the flower are concepts such as 

spiritual formation, servanthood, authority, power, love, transformation, trustworthiness 

and love. On the stems of other flowers are concepts including accountability, systemic, 

shared vision, context, mutuality and beliefs and values of the community. Most of these 

concepts are from the book she had read and the material that was presented during the 

program. 

It is interesting to note that Barbara had the largest change in relation to the 

categories � from 67% of concepts in her first map in the category Leadership tasks to 

0% of her concepts in her second map in that category. There was an equally notable shift 

in the category Nature of leadership from 10% in the first map to 65% in the second map. 

The comments from her interview support this shift. Thus by the end of the program 

Barbara�s thinking about leadership had changed. This change is best summed up in her 

own words: 
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Leadership is not so much about what you do but who you are. 

For her leadership is about the relationship between authority, power and 

responsibility, and balancing the internal aspects of leadership and the external ones.   

I think working out the relationship between those three (authority, power 
and responsibility) is a critical component�.I think both of the maps express 
a whole range of concepts�you can�t really have these external concepts 
without those internal ones.  
 
She also explained her understanding of Christian leadership as having �a 

servant component�: 

I think a Christian leader has to have a servanthood component�I don�t 
believe that a Christian leader has to be a �goody goody� person�.Perhaps I 
did believe that before I was ordained�People used to say to me �you should 
be ordained� and I said �I�m not good enough to be a minister.� �..I didn�t 
see myself as a leader of a church because I guess I thought of them as being 
somehow better than everyone�..I definitely don�t believe that now! Being a 
leader is a pretty slippery thing to hang on to. 

 
Thus by the end of the course, Barbara was able to articulate some of the 

specifically Christian dimensions of leadership. These are supported by the focus in her 

map on Christian attributes. 

In terms of the second repertory grid, there were some constructs that were the 

same as the ones used in the first grid � visionary, management skills and good student, 

and many of them still focus on Leadership tasks and Leadership qualities. There is a 

strong match between the constructs on both grids, so the changes that were so evident in 

her concept maps are not so evident in the constructs. The more interesting data from the 

grids is in relation to leaders� practice and that will be dealt with in the next chapter. 

4.3.3 (b) Heather 

Heather�s second map goes against the trend that most of the other maps show in 

that the number of concepts in the categories Leadership tasks and Leadership qualities 

increased from her first map to her second. These accounted for 19% and 32% 

respectively in the first map and 26% and 42% in her second map. She is also the only 

person not to have any concepts in the category Images of leadership in either of her 

maps. Another difference between her maps and those of her colleagues is that the 

number of concepts in the category Nature of leadership decreased from 36% in her first 
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map to 17% in her second map. A closer examination of her second map reveals some of 

the reasons for this. 

 
Figure 4.7 Heather�s second concept map 

Her second map (Figure 4.7) has more colour and more movement than her first 

map. It is centred on Christ. The map has four sections to it but these are less structured 

than in her first map. Each of the corners is headed by the concept love and in the middle 

of the map are the concepts focus on Christ and vision of the future. Many of the concepts 

from her first map appear again on this map but they are represented in different clusters. 

One cluster includes concepts such as spirit-inspired perspective, discerning, dispels fear, 

points others to God, and stands in the midst of chaos � most of which illustrate the 

increase in the number of concepts in the category Christian attributes.  Another cluster 

includes courage, calling, trusts, vulnerability, daring, integrity and secure personality � 

most of these are qualities. A third cluster includes vision for each one, an encourager, 

supportive, reads the times, affirming, listener, lives into the context and allows space for 

others to blossom � all of these are tasks that a leader does. The final cluster includes 
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pain, alone, hurt, takes criticism, forgives, disappointed and disillusioned � which are 

similar to some of the concepts included in her first map in the cluster of concepts which 

leadership produces for the leader.  

Some of Heather�s comments from her written observations at the end of the 

program illustrate some of her thinking: 

The second map is more simple, less structured. The input from the 
Leadership course has reinforced the need to keep focused on Christ. Thus 
the vision for the future and the focus on Christ holds together both the 
character aspects of leaders and the negative experiences along with the 
actual skills and work of leadership.  
 
To some degree the second map also reflected a change in Heather�s thinking about 

herself as leader: 

The second map is more easy-going and so am I. But I am also more fearless. 

During the interview Heather made some further interesting comments about her 

second map: 

I�ve gone for a more spiritual, perhaps, and more ambiguous experience of 
leadership..less analytical in some ways�.There is a paradox there�you 
choose to be vulnerable because of your love for Christ and Christ�s love for 
you. 
 
When Heather was asked to reflect on what might have caused the changes in her 

second map she responded: 

I think because in the first instance (first map) I was in the midst of beginning 
a restructuring program in the parish�.so I suppose I was forced to be more 
analytical about what was required, what had to happen. �.By the second 
one �..I�d had a lot more pastoral involvement with the people�.We�d got 
half way through restructuring but there was a lot still not done�.but I think 
I have more courage now�and the water is not quite so muddy. 
 
Heather did complete the second repertory grid and although no comparisons can 

be made with the first grid, it is interesting to explore the constructs that she used. They 

include steps out with courage, strong, decisive speech, takes the people along, passion 

and does not compromise. Many of these constructs are consistent with the journey which 

Heather had experienced during the year of the program and which she enunciated in the 

parts of the interview previously referred to.  
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4.3.3 (c) Steven 

Steven�s second concept map is visually very different from his first map. It is in 

the shape of a spiral which starts in the centre with the earliest understanding he had of 

leadership and moves outward in an ever increasing circle: 

In the second one�the circle is going out. It gives me that image of being in 
movement � it�s spiraling, it�s growing, it�s developing�The first map is 
pretty static, flat, it doesn�t have a lot of shape or movement in it.  
 
 

 
Figure 4.8 Steven�s second concept map 
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 This map (as shown in Figure 4.8) is a visual representation of his developing 

understanding of leadership. It begins with the concept lifeguard and moves around to the 

current concept of scientist. Steven explains this journey in the interview: 

I saw (my own leadership) as developing, growing from my initial thought of 
leadership in terms of the lifeguard. That�s going right back to my 
youth..when you were to save people, rescue the perishing�.moving from 
there to the farmer..the idea of nurturing, growing, tending�.at the end it�s 
the scientist, the one who is looking beyond the known to what lies out there 
in the unknown. So that leadership is not so much about the known as the 
unknown and how to use it. 
 

When asked where some of the changes in the concept maps came from Steven replied: 

It�s probably the reading and exploring for myself, where I was in terms of 
my own leadership..the second map is the way I�ve seen myself grow and 
develop. 
 
An interesting aspect of these two maps is that both of them use many of the same 

concepts but the actual maps look very different. Spiraling around the second map are the 

words �this has developed over time as each context of leadership has pushed me to 

explore my concepts of leadership further.� 

The idea of leadership as developing into the future is also highlighted in the 

comments Steven wrote at the end of the program: 

The second map shows the possibility for further development. The concepts 
have been influenced by this week and the course and they indicate 
leadership which is intentional, purposeful and directed. 
 
It is also interesting to note that all of the concepts in Steven�s second map were 

from two categories, but they were two different categories from those used in his first 

map. In map one, half of his concepts were Leadership qualities and half were Images of 

leadership, whereas in the second map 17% were Christian attributes and 83% were 

Images of leadership. Thus his map is the one most heavily oriented to a single category. 

In terms of Steven�s second grid there is a strong focus on constructs in the 

categories of Leadership tasks and Leadership qualities, so it is quite different from his 

map. However, the constructs are still consistent with his understanding of leadership 

because they stress many of the qualities he equates with various images of leadership 

such as listener, availability, sense of humour, passion for people and compassion. 
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4.3.3 (d) Kevin 

Kevin�s second map shows a similar broad spread of concepts to those included in 

his first map illustrated. His map is again the one which has the most even spread of 

concepts from the five categories with a decrease in the number of concepts in the 

categories Images of leadership (20% to 15%) and Leadership tasks (20% to 10%) and an 

increase in the category Christian attributes (from 10% to 35%).  

After completing this second map Kevin wrote: 

While the second map looks more disorganized, it isn�t. I am more clearly 
able to identify what the foundational principles of leadership are, what the 
keys to change are, and have a clearer sense of direction and what helps keep 
us/me moving forward.   
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Figure 4.9 Kevin�s second concept map    
 
Kevin�s second map (Figure 4.9) has no connecting links and the concepts are 

scattered all over the page in no particular order. Down the bottom of the map are the 

words �foundational keys to change and direction�. 

In the interview Kevin made the following comments about his map: 

The second one actually looks even more chaotic�.that was my first 
impression when I looked at it visually�it still contains the dynamics of 
interaction. 
 

When asked why he did not have any connecting links he replied: 
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I don�t think it�s ordered. I think there�s a feeling that you can be engaged in 
any one of these at any given time. It doesn�t progress necessarily from one 
to the other.  
 
In response to a question about where the concepts had come from, he responded 

that the key ones had come partly out of the course and partly out of the context he was 

in. He made particular reference to the theological and biblical reflection concepts 

coming from the course: 

They were probably the two that came out of the course and my own personal 
experience would say listening to people and listening to God facilitates that 
process. 
 
Some of the key concepts on this map included team, servant, equipping, influence, 

Holy Spirit, change, contextual, vision of the Kingdom, Christ-filled, prayer, hopeful and 

theological/biblical reflection. 

One of the constructs from his second repertory grid was courage and he had this to say 

about that construct: 

..if we�re clear about who we are and how God has called us to function and 
relate and are clear about where we are going, that gives me courage.  
 
He identified the construct discerning God�s will as the most important construct to 

him, particularly in the last few months when he has felt that there is a clearer sense of 

direction in terms of what he is to be doing as a leader and that gives him confidence. 

This seems to be consistent with the increase in the percentage of concepts in the 

category Christian attributes and demonstrates that through the year of the program 

Kevin�s thinking about leadership became more focused on the unique aspects of 

Christian leadership. 

4.3.3 (e) Edward 

Edward�s second map was different from his first. It was more dynamic and fluid 

than his first map and has a clockwise movement centering on the concept of servant . 

The map has four segments which flow in a particular direction as Edward described in 

the interview: 

�.it does flow through in that the vision comes, then the wisdom comes, and 
the prophetic power is all�.part of the missional stage which then moves on 
to �the challenges that may bring�which moves on to things like 
transitions, change, reconciliation�and change leads to joy. 
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Figure 4.10 Edward�s second concept map 

One of the key differences between Edward�s two maps (Figure 4.5 and Figure 

4.10) is that in the first one servant was a sub-set in terms of self-giving leadership, but in 

the second map servant becomes the central concept.  

�servant becomes the key word, the central word with a cross associated 
with that, so that Jesus is the servant�through my reading and reflection and 
as a result of the leadership course that idea became for me more and more 
central in terms of leadership over and against corporate management 
models�.from a Christian theological perspective servant leadership became 
more and more for me the centre. 
 
This statement summed up Edward�s new understanding of leadership which was 

influenced greatly by his reading of Greenleaf�s (1977) Servant Leadership. He made 
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many comments throughout the interview about the need for ministerial leaders to be 

very clear about the difference between managerial leadership and ministerial leadership. 

Another interesting aspect of this map was the inclusion of joy as a significant concept. 

Edward commented that:  

Joy is a result for me of servant leadership�.at the end it is seeing that 
change is a positive thing� that change leads to joy and not despair. 
 
This understanding of the positive dimension of change came from his experience 

in the congregation where they were successfully able to start a new worship service and 

that was seen as positive. 

When Edward was asked to comment on why some of those changes in his maps 

had occurred, he responded: 

Certainly the reading I was doing was part of that�the fact that in the 
congregation we were going through a process of �whether two morning 
services should become one..That became the catalyst for my thinking .. the 
way in which my thinking was earthed. It sort of took on meaning in terms of 
a real situation..I was asking myself the question �what does my leadership 
mean in this setting?� �How does that work?� �To what extent do I influence 
that?� �To what extent do I just stand back and allow the process to happen?� 
 
These questions illustrate how Edward�s thinking about his role as leader has 

become much more intentional. That thinking had also become more theologically 

focused as his written comments after completing his second map illustrate: 

My second map is more Christ-centred.. it involves seeing leadership as more 
of a process and being involved in that process e.g. transitions. The second 
one also involves participation in Christ�s leadership, so the second one 
expresses a theological foundation for leadership from my reading and 
writing. 
 
It is interesting to note the shifts that took place in Edward�s second map. The 

greatest decreases were in the categories Images of leadership that fell from 20% to 5%, 

and Leadership qualities that fell from 35% to 20%. On the other hand the largest 

increase was in the category Nature of leadership that increased from 15% to 50%. This 

is consistent with the comments made in the interview in terms of his thinking being 

focused on what leadership actually is. It is also worth noting that even though the cross 

is central to the map, there are no specifically Christian concepts used. It was only when 

Edward explained the map that the strong Christian theme emerged. 
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In terms of his second grid, many of the constructs are consistent with the concepts 

used in his second map. These include: courage, vision, enable others and engages 

others. There is a similar emphasis in his grid on the importance of involving others and 

being able to relate well to them. This is consistent with the focus of his second map.  

Before analyzing the data from the interviews in relation to changes in leaders� 

thinking, it is helpful at this point to summarize the key learnings from this section. There 

were some very significant changes in leaders� thinking during the MLDP, particularly in 

relation to a more holistic understanding of the nature of leadership and the Christian 

attributes of leadership. Many of the participants used concepts in the category of Images 

of leadership that shows that they are broadening their understanding of leadership. Most 

of them had a broader spread of concepts across all five categories, and their maps were 

much more dynamic, creative, and open indicating a new understanding of the need to be 

flexible and adaptable in these times of change and transition. 

4.4 DATA FROM INTERVIEWS ON CHANGES IN LEADERS� THINKING 

Some of the interview questions related to changes that had occurred in leaders� 

thinking about themselves as leaders. Interviewees were asked to talk about their journey 

of leadership and how they felt about themselves as leaders. They were also asked to 

share any changes in their thinking that may have occurred as a result of the MLDP. In 

this next section of the chapter some illustrations from the interviews are used in an 

attempt to answer the first part of research question 1 � The extent to which the MLDP 

changed leaders� thinking about themselves as leaders. The data are presented in Table 

4.8. 

Table 4.8 Interviewees� Comments on Leaders� Thinking 

Journey of Leadership Self Image as Leader Effects of MLDP on 
thinking 

 
In my first six years I 
thought of leadership in 
terms of the external 
stuff�.what you did. Later 
when I was on my own in a 
congregation I kept 
thinking the same sort of 
thing. You are valued for 
what you do. My current 

 
When other people in the 
congregation affirm the way 
I handle things, that helps. 
Other people�s affirmation 
is helpful in building self 
confidence. �Once you 
have confidence you can go 
ahead and make 
decisions..Once you�ve got 

 
I found the mentoring 
group really helpful 
�.because it was 
interesting to hear and 
engage with the 
others�.We heard a wide 
range of people�s different 
experiences �.trying to 
find common ground was 
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congregation has taught me 
that you�re valued less for 
what you do and more for 
who you are. 
 

confidence people trust you 
more. MLDP gave me 
confidence through the 
reading I did�and the 
chats with the other guys 
because when we shared we 
found out that we were not 
alone and that builds 
confidence too. 
 

really exciting�..You 
actually had a basis from 
which to say �yes I agree 
with that�. It was like 
reshaping frameworks all 
the time. 

 
The first few years I was 
still a student in a lot of 
ways..so I exercised 
pastoral leadership. The 
next phase..leadership grew 
in terms of helping the 
congregation to find a 
direction. This last phase 
has been one of exponential  
growth in having to find a 
way forward as a church. 
Less pastoral in a sense of 
the minister doing all the 
pastoral care of the 
congregation.  
I am actually struggling at 
the moment to find a mentor 
for myself �who is further 
ahead than I am but close in 
style. 

 
I have struggled with 
owning myself as leader. 
These days I can own that a 
little more, though there�s 
still some uncertainty. One 
of the things that has helped 
me has been discovering a 
definition of leadership that 
I could hold on to � namely 
a God-given capacity to 
influence God�s people 
towards fulfilling God�s 
purposes. Coming to the 
point of being able to own 
leadership as a gift of 
God�s spirit�set me free 
from the idea that it all had 
to reside in me. That sets 
me free from all the 
insecurities I have about 
who I am and how I 
function. 
 

 
I was really challenged �to 
deal with stuff in my own 
heart that I haven�t come to 
terms with about my style of 
leadership. 
I think the main thing was 
the issue of genuine 
reflection�.The perspective 
of really challenging what 
people say and what I read. 
That brought me to a 
clearer perspective of 
leadership�. 
I have picked some stuff out 
of the books we used�The 
mentoring phase was 
excellent in terms of 
hearing what others said 
and having a sounding 
board there..Sharing our 
genuine learnings was 
helpful. 

 
When I was first ordained..I 
really enjoyed ministering 
in the parish but I didn�t 
have all the responsibilities 
on my shoulders. In the next  
parish I was the personal 
chaplain to the elderly 
congregation. It was an 
opportunity for me to 
develop my skills because I 
took on more of a teaching 

 
When I look back I see there 
has been growth 
fortunately. I am less 
concerned with myself and 
less worried than I used to  
be. ..As you become more 
sure of yourself in what you 
are doing, the focus is less 
on me as a person�I�m 
more secure in me as a 
person�and I�m not 

 
I found the whole program 
very helpful. The course 
both affirmed the need to 
restructure and also 
reaffirmed that the focus is  
on Christ.  
The leadership course 
helped me to recognize that 
the managerial stuff is only 
a small part of leadership. 
�It�s easy to get carried 
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role. Now I am in a much 
bigger congregation and 
the only agent so it�s a 
scary kind of challenge 
because I have to draw on 
skills that were either 
dormant or just not there.  
 

worried as much. away with the latest 
thing�but we need to 
remember that biblical and 
theological understanding 
of ministry is still the best 
foundation for ministry. 

 
It�s been a bit of a winding 
road. In my first placement 
I didn�t feel greatly 
challenged but it was a nice 
place to start�The next 
place was fairly traumatic. 
It was my first time solo and 
it was a traditional country 
area where they had 
everything set in concrete. I 
had the opportunity to 
empower and enable people 
to do the changing 
themselves. Coming here 
has been quite a cultural 
shock..I tended to jump in 
and do too much�There�s 
been a lot of difficult times 
but I know God is there and 
God has called me to these 
places and equipped and 
empowered me to minister. 
 

 
I don�t have a very strong 
opinion of my own 
leadership..I think I have 
lost the spark to go out and 
be there for people�.I am 
feeling positive about some 
things. I am a good listener 
and people feel comfortable 
sharing with me�I see 
myself as a people 
person�I have seen a lot of 
growth in my leadership. 
Sometimes though I feel like 
a round peg in a square 
hole. Despite the fact that I 
doubt my ability I know 
God has the ability to use 
me. 

 
The course made me more 
intentional and purposeful 
in my thinking. I remember 
going back and really 
thinking about where we 
were going and how we 
might develop guidance for 
the next few years. 
 It made me more focused 
myself as a leader. I have 
found myself since then 
working on who I am as a 
leader. What do I have to 
offer in terms of leadership? 
I have now realized that I 
am somebody who gets 
great energy from working 
with others, enabling and 
empowering them to be 
involved. 

 

When these comments are placed alongside each other, as in Table 4.8 it is 

interesting to note some of the similarities between the descriptions of the journey of 

leadership and the self-image of the leader. When things are going well in the 

congregation where the minister is serving, when he/she is getting positive affirmation 

from the people, then his/her self-esteem is strong and there is a feeling of confidence. 

When things are not going so well in the congregation this profoundly affects the self-

esteem of the minister. The overall comments about the effects of the MLDP are positive, 

especially in relation to the peer mentoring groups. This received the most positive 

affirmation of any of the parts of the total program. One important implication is the need 
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for ministers to have opportunities to be together with other ministers for the purpose of 

intentionally sharing concerns about their leadership and to discuss common issues they 

are facing in their congregations.  

Another influence on ministerial leaders� conceptions of leadership and their 

thinking about themselves as leaders is their theological training. During the interviews 

the leaders were asked to comment on the extent to which their ministerial education had 

affected their thinking of themselves as ministerial leaders. There was a range of 

comments made including: 

 I gained a clear understanding in college of what it means to be a minister 
and I valued that because in many ways it has set boundaries for me in terms 
of my own expectations of myself in the ministry. 
 
During my time in college I gained an understanding of ordination so I left 
college with a fairly sharp focus on that and I haven�t lost that focus. I am 
very guarded about this � it keeps me on track. 
 
I came to realize that as an ordained minister I have a certain amount of 
authority placed on me by the church and God. It is an authority you handle 
with care. 
 
With the proliferation of literature on leadership today there is a very real 
danger of getting carried away with the latest leadership fad. But we still 
need solid Scripture training and biblical and theological understanding and 
we got that in college. That is still the best foundation for ministry. 
 
My college experience strengthened my concept of the call of God, of 
ordained ministry, and the privilege and responsibility of that. 
 
To have the theological training at college behind you gives you the why�s 
and wherefores of ministry. It is something you can come back to. 

 

These comments illustrate what a powerful influence their theological college experience 

had on ministerial leaders� understanding of their role as ordained ministers. It is 

interesting to note the references to the importance of receiving a solid grounding, 

biblically and theologically, and the concern some expressed about the temptation to get 

drawn into some of the current emphasis on particular aspects of leadership which may 

not be appropriate for ministerial leaders.  
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Data analyzed in this chapter support the assumption that an intentional 

professional development program can change leaders� thinking about themselves 

as leaders. However, it is also important to indicate that the MLDP was not the only 

contributor to changes in thinking. Several of the interviewees mentioned other 

courses that they had done since the MLDP, and other books they had read. With 

that in mind, it is still significant that most of them saw the MLDP as being the 

catalyst for further thinking and reflecting. It was what started many of them 

thinking more intentionally about their leadership and themselves as leaders. 

4.5 SUMMARY OF DATA ON LEADERS� THINKING 

This chapter has presented the data from the two sets of concept maps and the two 

repertory grids in terms of leaders� thinking about their practice and themselves as 

leaders. It has used participants� written comments at the end of the MLDP and data from 

the interviews to illustrate some of the most significant changes. Some general comments 

about the data were presented and then more specific data from the five interviews were 

used to explore research question 2: What changes (if any) occurred in each of the 

participant�s conceptions of ministerial leadership during the MLDP? It is now possible 

to answer that question by indicating that the MLDP facilitated changes to participants� 

thinking about leadership as illustrated by Table 4.9. 

Table 4.9 Summary of Changes in Leaders� Conceptions of Ministerial Leadership 

Participant From this To this 

Barbara Leadership focuses on the external 
aspects - what the leader does 

Leadership focuses on the 
internal aspects � who the 
leader is 

 Received authority Integrated authority 
 Focus is on leadership tasks Focus is on the nature of 

leadership 
 Hierarchical and static view of 

leadership 
Organic and dynamic view of 
leadership 

 Belief that the Minister is no different 
from anyone else 

Belief that the Minister�s role 
is to articulate the faith and 
give people the language the 
need to interpret today�s 
events 

Heather Focus is on the minister Focus is on Christ 
 Confused understanding of the role of 

ministerial leader 
Clearer understanding of role 
of ministerial leader 
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 Minister as personal chaplain to 
members 

Minister as equipper and 
trainer of lay people for 
ministry 

 Belief that it is easy to get carried 
away with the latest fad in leadership 

Belief that ministers need 
solid biblical and theological 
training 

 Managerial role Ministerial role 
 Need to emphasize the intellectual 

aspects of faith 
Need to emphasize the 
experiential aspects of faith 

Steven Image of leader as a lifeguard whose 
job it was to save the world from sin 
and death 

Image of leader as scientist � 
the one who looks beyond the 
known to what lies out there 
in the unknown 

 Leader as upfront communicator Leader as contemplative 
 Leadership is a real privilege Leadership is an awesome 

responsibility 
 Minister as organizer Minister as worship leader 
 Ordination gives a person God given 

authority 
God given authority must be 
handled with care 

Kevin Leadership is about things which 
move us forward 

Leadership is about the 
interactions which occur as 
leadership is exercised 

 Struggled with a definition of 
leadership he could live with 

Developed a definition of 
leadership he can hold to 

 Minister as pastoral carer Minister as visionary 
discerning God�s way forward 
for the congregation 

 Image of the shepherd of a small 
flock where the pastor knows each 
person 

Image of the shepherd of a 
larger flock where the pastor 
must have the big picture 
 

Edward Image of leader as 
boss/enabler/helper 

Image of leader as servant 
modeled on Jesus as servant 

 Management Leadership 
 Leadership seen as a static process Leadership seen as a much 

more fluid process 
 Belief that strong leadership equals 

upfront, extroverted leadership 
Broader understanding of 
what constitutes �strong� 
leadership 

 What does it mean to be a minister? What does it mean to be a 
ministerial leader? 

 Leadership is viewed separately from 
the context 

Leadership is viewed in the 
context of ministry 

              

Ch. 4: Leaders� Thinking 121 



Table 4:9 contains a selection of examples from participants� interviews which 

depict significant changes in their conceptions of ministerial leadership. These range 

from focusing on the external aspects of leadership to the internal ones (from what the 

leader does to who the leader is); a focus on the minister him/herself to a focus on Christ; 

to a change from the minister as pastoral carer or personal chaplain to the minister as 

visionary.  

It is also possible now to respond to the first part of research question 1: To what 

extent can professional development assist ministerial leaders to change their thinking 

about themselves as leaders? Table 4.10 summarizes changes in participants� thinking 

about themselves as leaders. 

Table 4.10 Summary of Changes in Leaders� Thinking about Themselves as Leaders 

Participant From this To this 
Barbara Leader is valued for what 

you do 
Leader is valued for who you are 

 Leader is the front-runner 
� the one with the 
abilities, training and ideas 

The leader is the servant helping people to 
have shared responsibility for what happens 

Heather Worried about whether 
she could do the job 

Spiritually more confident in God and what 
God can do through her 

 Focused on the work and 
all that needed to be done 

Realized that God uses what we offer and does 
marvelous things despite us 

Steven Felt that �it�s all up to me� Realized that it is important to involve others 
in ministry 

 His leadership was less 
intentional and less 
purposeful 

His leadership became more intentional and 
purposeful 

 Doubted his ability to lead Knows that God has the ability to use his gifts 
and weaknesses 

Kevin Lacked clarity in terms of 
the key aspects of his 
leadership 

Developed a clear understanding of the 
importance of owning the vision and ensuring 
this is consistent with the values of the 
organization (church) 

 Believed that everything 
resided in the leader 
intrinsically  

Was set free from unrealistic expectations of 
self as leader 

Edward 
 

Liked to have things under 
control 

Now accepts the �messiness of life� 

 Felt that he  have to �make 
it all happen� 

Sees himself as being in partnership with God 
and being open to what God is wanting to do 
through him and God�s people 
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  Table 4:10 exemplifies some of the reported changes in leaders� thinking about 

themselves as leaders which occurred as a result of their participation in the MLDP. 

These ranged from leaders feeling that it was all up to them to make things happen to 

leaders being able to involve others in ministry; and leaders doubting their ability to lead 

and then realizing that God can use their strengths and weaknesses; through to leaders 

being able to accept the �messiness of life� instead of needing to have everything sorted 

out ahead of time.  

Although these comments are from the five interviewees, those cases are 

indicative of all participants in the MLDP. On the basis of this evidence it is possible to 

assert that the MLDP contributed to changing ministerial leaders� thinking about 

themselves as leaders.  

 The evidence from this limited study therefore indicates that intentional 

professional development can assist ministerial leaders to change their thinking about 

leadership and themselves as leaders providing there are opportunities during the 

program to participate in a number of different learning activities including peer-

mentoring groups. Many of the participants mentioned the importance of the peer 

mentoring sessions � especially in relation to giving them the confidence and the courage 

they needed to make some of the difficult changes in their own thinking about themselves 

as leaders. This study also demonstrates that for leaders� thinking to change there needs 

to be some stimulating input through presentations, personal reading and reflection in 

order to challenge leaders� current thinking. Only when leaders are aware that there are 

other ways of thinking about leadership are they motivated to change. 

In the next chapter a similar approach is taken to presenting and analyzing the 

data from the research in relation to the other aspect of the research question � leaders� 

practice. That chapter will also investigate the extent to which these changes in leaders� 

thinking and practice are seen as beneficial to the ministers and their congregations, and 

the extent to which changes perceived by the leaders is actually supported by the 

perceptions of members of their congregations.  

 

                           



CHAPTER 5 
 

PRESENTATION AND ANALYSIS OF DATA ON 
LEADERS� PRACTICE 

 
5.0 INTRODUCTION 

This chapter presents data collected before and after the Ministerial Leadership 

Development Program in relation to leaders� practice that is the second aspect of the 

overall research topic. The grids were analyzed using a computer-based program 

FOCUS. 

 Second, relevant comments from the interviews about practice are included, 

especially those related to the effect of the MLDP on their actual leadership practices. 

 Third, in order to gain data from those on the receiving end of the ministers� 

leadership, survey data are analyzed. Congregational members from five of the 

congregations where these ministers are currently serving were involved in a survey to 

determine what changes, if any, they had observed in their ministerial leaders. These data 

are then compared with data from the ministers themselves when they were asked in the 

interviews to describe the changes in their practice that their congregations might have 

observed. 

Fourth, once these data have been presented and analyzed, research question 3 is 

addressed: To what extent did changes in participants� thinking about ministerial 

leadership affect their actual leadership practice?  

 After each section of the chapter there is a summary of the significant findings in 

relation to changes in leaders� actual practice. At the end of the chapter, the most 

noteworthy findings from the research are summarized in relation to the second part of 

research question.1: To what extent can professional development assist ministerial 

leaders to change their actual leadership practices? 

As shown in Table 3.5 the main methods of data collection in relation to Leaders� 

Practice were the repertory grids, the comments from the interviews in relation to their 

practice, and the survey data from congregational members.  
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5.1 FOCUS ANALYSIS 

The grids that are analyzed in detail in this first section are those of the five 

interviewees. These grids are included in Appendix 5. The repertory grids were subject to 

analysis using RepGrid Version 2 Program (Centre for Person Computer Studies, 1990), 

in particular the FOCUS (Shaw, 1984) algorithm.  Each repertory grid is FOCUS-ed 

using cluster analysis to rearrange the grid to ensure the least possible variation between 

adjacent constructs and adjacent elements. This results in some constructs being reversed 

by the analysis. The FOCUS-ed grid is printed with its �element tree� and �construct tree� 

that graphically depict the relationships (similarity) between adjacent elements and 

constructs.  The computer program computes element and construct matching scores, 

based on summing the results on a scale of 0% to 100% - thus showing the strength of 

matches between various elements. This enables the researcher to discover which of the 

leaders (effective or ineffective) participants identify with most closely.  

5.2 REPERTORY GRIDS AT THE BEGINNING OF THE MLDP 

The results of these analyses are presented initially by addressing the analysis of 

individual grids followed by the identification of any commonalities and trends revealed 

by considering the grids in sequence. 

One of the main reasons for choosing this particular method of data collection 

was to give some indication as to whether the participants moved closer to their ideal 

leader � the leader I want to become by the end of the intervention program. This seemed 

to be one way of assessing the extent to which the professional development program had 

changed leaders� practice. However, after the conclusion of the program, it became clear 

that because different constructs were used for each of the repertory grids, these could not 

be simply compared. To overcome this problem a template was designed (see Appendix 

4) for use during the interviews. All the constructs that participants had used in their first 

and second grids were listed and during the interview each person was asked to fill in a 

score for him or herself now. The researcher then filled in the scores from their two 

previously completed grids and participants were asked to comment on the changes that 

had occurred. These data are also analyzed to determine whether there are any 

commonalities with the data from the FOCUS-ed analysis. 
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5.2.1. Barbara�s first grid  

 
Figure 5.1 FOCUS-ed analysis Barbara 1 

 The left and right hand side of the grid list the constructs that Barbara has used in 

describing effective and ineffective leaders. She has then given each of those leaders 

(effective leader 1 and 2, ineffective leader 1 and 2, the leader I want to become, and self 

as leader) a score between 1 and 5 (1 meaning that the construct is weak and 5 meaning it 

is strong). These are the scores in the centre of the grid. The computer has then grouped 

these responses so that the element tree can show the strength of the relationship between 

the six elements (e.g. in Barbara�s first grid there is a 90% match between her two 

effective leaders). 

The element tree in Figure 5.1 indicates that Self as leader and Ineffective leader 

2 matched 93.8%, and Effective leader 1 and Leader I want to become matched 84.4%. 

This indicates that at the beginning of the program Barbara identifies herself most closely 

with Ineffective leader 2 but she wants to become more like Effective leader 1. Another 

significant aspect of this grid is that there is 65.6% match between Self as leader and 

Leader I want to become. This is the most significant element in terms of the current 

study because a closer match in the second grid would indicate that Barbara had moved 

closer to her ideal leader during the MLDP. 
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There are a number of similarities between the concepts used in her first concept 

map and the constructs used in this grid � for example listening, management and vision. 

As Barbara commented in the interview:  

�it is interesting�that these (constructs) match those (concepts) in the sense 
that they are very external factors�.They�re mostly things you do like 
manage, teach, communicate. 

 
This indicates that there is consistency between the concepts of leadership used in 

the concept map and the constructs used in the grid. The following table shows the 

constructs used at the beginning of the course and the ratings that Barbara gave 

herself and the ratings which she gave herself in October 2001 when the interviews 

were conducted. 

Table 5.1 Barbara�s Pre-course Constructs from Repertory Grid 1 

 
CONSTRUCT 

 
RATING SELF NOW 
March 2000 

 
RATING SELF NOW 
October 2001 

Time management 2 2 
Charismatic 2 2 
Excellent teacher 3 3 
Good communicator 4 3 
Well organized 1 2 
Deep spirituality 1 3 
Broad vision for church 2 3 
Good student 3 3 

 

Table 5.1 shows that there has been an increase in the ratings of her ability to be well 

organized and to have a broad vision for church. The greatest increase is in terms of her 

spirituality that is interesting in the light of her comment in the interview: 

Spirituality I suppose is a key to being a leader. 
 

 The only score to decrease is communication skills and she could not account for that 

change. 

One of the key issues of leadership practice for Barbara is the way leaders manage 

the relationship between responsibility, authority and power: 

�one of the challenges for me�is how we manage the 
responsibility/authority/power issue�they are the ones you have to keep 
�coming back to. �Am I using power?� �How am I using power?� �Is this 
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appropriate authority?��Leadership is not something that you do on your 
own. It�s in a context�with people. 
 

Another key issue of leadership practice for Barbara was the ongoing conflict situation in 

her congregation: 

Challenge to leadership style is a form of conflict�It is something that has 
continually been an issue for  me since last October�.although I am getting 
more confident in handling the issues with certain people�.and other people 
in the congregation affirmed the way I handle things. So that helps�Other 
people�s� affirmation�is helpful in building self confidence and developing 
your own leadership. 
 
Barbara highlights something that many of the interviewees mentioned and which 

is one aspect of leadership that could be further researched � the relationship between 

affirmation and self-confidence. Many times in the interviews participants mentioned the 

effect of either positive or negative feedback on their self-confidence that in turn affected 

their actual leadership practice. This is particularly relevant in terms of this study because 

if that affirmation is so crucial to leaders� thinking about themselves as leaders and their 

leadership practice, then even if professional development programs are effective and do 

make changes to both leaders� thinking and leaders� practice, all that can be undone by 

the negative effects that criticism can have on them. Later in this chapter further 

comments are made about this aspect of leadership. 

Most of the comments Barbara made in the interview about her leadership practice 

are fairly positive, and she sees the challenges facing her as a leader as both exciting and 

frustrating: 

It�s exciting because of the political climate we are in..but it�s also 
frustrating because we haven�t got the resources to do all the things we want 
to do�So I think being a leader is probably a great challenge in terms of 
managing the resources so that we�re efficient and effective, but also 
�building people�s energy so that they are willing to talk about God and 
Jesus Christ to their neighbours. 

 
5.2.2. Heather was not present when the first repertory grid was completed. However, it 

was agreed that she would complete the second grid even though no comparisons could 

be made. 
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5.2.3. Steven�s first grid 

 
Figure 5.2 FOCUS-ed analysis Steven 1   

The element tree in Figure 5.2 indicates a 100% match between Steven�s vision 

for himself as leader (leader I want to become) and Effective leader 2 and an 87.5% 

match with Effective leader 1. Thus his ideal leader is Effective leader 2. At this point in 

time he identifies himself most closely with Ineffective leader 2 with a 73% match, and 

there is a 56.2% match between Self as leader and Leader I want to become. This would 

indicate that the MLDP did not help Steven become more like his ideal leader. 

There are some similarities between the concepts used in his first concept map 

and these constructs � for example listening, ability to explore self (self care), but overall 

the grid presents a picture of the sort of leader he wants to be. Unlike his concept map 

there are no constructs that relate to Images of leadership.  
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Table 5.2 Steven�s Pre-course Constructs Repertory Grid 1 

 
CONSTRUCT 

 
RATING SELF NOW 
March 2000 

 
RATING SELF NOW 
October 2001 

Clear goals 2 3 
Level headed 4 4 
Openness to listen 4 5 
Approachability 4 5 
Ability to explore self 3 5 
Wisdom 3 3 
Verbalizes clearly 2 3 
Secure in leadership 2 3 

 

Table 5.2 shows that six of Steven�s self-rating scores increased and two remained the 

same. Steven found this surprising as his comments in the interview indicate: 

I�m surprised at the change because as I have just said, this year has been so 
traumatic for me, and yet I have either scored the same or higher�.I�m 
feeling positive. I must be doing something good. 
 

He went on to elaborate on some of the specific scores and reasons for the changes: 

I have given myself a 5 for openness to listen, approachability and the ability 
to examine myself�.I think that what�s happened over the last twelve months 
and through the Leadership course I�m trying to work through the issues for 
myself. I�ve become better at listening and more approachable. 
 

The greatest change was in ability to examine self: 

That�s an area that I�ve grown more in..that contemplative type of area so 
that I have time to meditate and think about what�s going on. 
 

Later in the interview Steven identified that the most important construct for him at this 

point in time is approachability. When he originally completed the grid the most 

important construct was openness to listen which is very similar to approachability. 
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5.2.4. Kevin�s first grid 

 
Figure 5.3 FOCUS-ed analysis Kevin 1 

The element tree in Figure 5.3 indicates an 84.4% match between Ineffective 

leader 2 and Self as leader, and an 81.2% match between Effective leader 2 and Leader I 

want to become. At this point in time Kevin identifies most closely with Ineffective 

leader 2 but desires to become more like Effective leader 2. There is a 59.4% match 

between Self as leader and Leader I want to become. However, he also has a 78.1% 

match between Self as leader and Effective leader 1 which indicates that he sees himself 

as having many of the qualities and strengths that he has observed in Effective leader 1. 

There is considerable similarity between the concepts used in his first concept 

map and the constructs in this grid. Both emphasize the importance of team, vision, clear 

directions and discerns God�s will. Thus for Kevin the value of building a team of lay 

leaders who are confident in joining him to discern God�s direction for the congregation 

is a high priority. 
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Table 5.3 Kevin�s Pre-course Constructs from Repertory Grid 1 

 
CONSTRUCT 

 
RATING SELF NOW 
March 2000 

 
RATING SELF NOW 
October 2001 

Courage 3 3-4 
Gives clear directions 3 4 
Passion 3 4 
Organized  3 2-3 
Charisma 3 3 
Strength 3 4 
Discerns God�s will 3 4 
Confident 3 3-4 

 

Table 5.3 indicates that most of Kevin�s scores increased, with only the score for the 

construct organized decreasing. He commented on these constructs in the interview: 

The first two constructs �courage and clear direction come out of what I 
have been saying. If we�re clear about who we are and how God has called 
us to function and relate, and are clear about where we are going, that gives 
me courage. �In the last few months discerning God�s will..there probably is 
a clearer sense of direction�.. It�s interesting to see the relationship between 
these. 
 

Kevin talked about some of the challenges he faces as a leader in a growing 

congregation: 

The challenge is �getting a hold of and entering into both the direction and 
the culture of the church�it�s the direction in terms of growing our 
relationship with God�.and every person finding their place�.How do I 
both encourage and at times discipline some of the leaders? 
 

This quote highlights a significant aspect of ministerial leadership that is the balance 

between encouragement and discipline. When is it appropriate to discipline and when is it 

appropriate to encourage? Kevin mentioned that he was sensing less resistance to change 

in the congregation and believed that that was the result of trying to equip and empower 

people for ministry. 

All we can do is provide the possibility for change through the whole issue of 
empowering people, equipping people, biblical reflection with people. 

 

Thus for Kevin, being a leader who is able to discipline, encourage and empower lay 

people to become involved in ministry is at the centre of effective leadership practice. 
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5.2.5 Edward�s first grid 

 
Figure 5.4 FOCUS-ed analysis Edward 1   

The element tree in Figure 5.4 indicates an 84.4% match between Self as leader 

and Leader I want to become, and an 84.4% match between Leader I want to become and 

Effective leader 1. These percentages are interesting because they show that Edward has a 

strong match between the leader he is now and the leader he wants to be (his ideal 

leader). The scores also indicate that he desires to be more like Effective leader 1 than 

Effective leader 2. Kevin is the only person who identified so strongly with his image of 

the leader he wants to become at the beginning of the program. This may be because 

many of the scores he ascribed to Self as leader are the same as the scores he ascribed to 

The Leader I want to become. Three of his scores were identical and the other five scores 

varied by only one point.   

There are some similarities between these constructs and the concepts he used in his first 

map � delegation, visionary and direction. 
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Table 5.4 Edward�s Pre-course Constructs from Repertory Grid 1 

 
CONSTRUCT 

 
RATING SELF NOW 
March 2000 

 
RATING SELF NOW 
October 2001 

Encourages lay ministry 4 4 
Strong leadership 3 4 
Good corporate decisions 2 3 
Willing to allow change 3 4 
Gives firm directions 3 3 
Responds to Spirit�s 
leading 

4 3 

Releases people for 
ministry 

3 4 

Makes Gospel relevant 3 4 
 

Table 5.4 indicates that most of Edward�s scores have increased or stayed the same with 

the exception of responds to Spirit�s leading that has decreased. Edward made the 

following comments in the interview: 

In terms of strong leadership�I suspect that my general understanding of 
leadership has changed�.At the beginning of the course when you see a term 
like �strong leadership� you tend to think of leadership in a very narrow sort 
of way � in terms of the up-front, fairly extroverted type of leadership. I think 
as a result of the course�I have a broader picture of leadership and so I am 
going to see my particular style of leadership as strong. 
 
Having made comments earlier in the previous chapter about some of the changes 

Edward was facing in the congregation, it was interesting to hear his comments on the 

increase in the score for willing to allow change: 

I think I�m more willing to allow change, given the fact that it�s not all my 
responsibility��a different model of leadership where it�s not necessarily 
all dependent on you to make it happen, is more willing then to allow the  
change, to stand back a little more and allow it to flow. 
 

In relation to the decreased score in Responds to Spirit�s leading Edward made an 

interesting comment: 

I think I�m probably less confident now in knowing what  God�s Spirit is 
saying�I think again through my reading and reflection my sense is �well I 
don�t know really what we are going to do��it�s more a matter of the 
messiness of life, of change, and through it all God brings about His plan and 
purposes. 
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In relation to his leadership practice Edward mentioned in his interview how he prefers to 

handle conflict: 

I want to see myself being there for both sides of the argument in terms of 
differences�seeing my role as not wanting to say �this is the way we should 
go� but actually stepping back and being part of the process.  

 

Edward was another participant who mentioned his predecessor and pointed out some of 

the differences in their two styles of leadership: 

I see myself taking on more of a teaching type of role in terms of training lay 
people to take more responsibility for various ministries. �My style of 
ministry is very different from NN who was here before me. He fitted the 
more up-front style of leadership, calling the shots. 

 

Thus Edward saw that the emphasis of his leadership practice was on teaching and 

training lay people to be involved a variety of ministries, rather than having an up-front 

style of leadership. 

5.2.6 Summary of findings from the first set of repertory grids 

 The first set of Repertory Grids shows that there is a strong degree of similarity 

between the constructs used in the grids and the concepts used in the concept maps. 

Because the focus of the grids is on leadership qualities and tasks, this was not 

unexpected. Many of the comments from the interviews presented additional information 

in relation to leaders� practice and this will be analyzed more fully at the end of the 

chapter after the second set of repertory grids has been presented. This first set of grids 

has also given a clear indication of which effective leader each participant identifies as 

being the leader he/she most wants to emulate. After the second set of grids is presented, 

changes that have occurred in relation to those effective leaders are analyzed. 

It is interesting to note that some of the participants compared their leadership 

practices with those of their predecessors, and commented that the congregations 

sometimes had difficulty adapting to a new style of ministerial leadership. When a new 

minister is appointed to a congregation, consideration is given by the appointing body to 

the kind of leadership that has been provided by the previous minister. Sometimes, 

however, it is important that a different style of leadership is provided. Comments from 

the interview transcripts of some of the participants in this research would indicate that 
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perhaps more preparation is needed before the new minister arrives. In some cases where 

there has been particular trauma in a congregation, an intentional interim minister is 

appointed for a short time to help the congregation deal with past hurts so that they can 

be ready to receive a new minister. Unfortunately this does not happen in every situation. 

The fact that so many of the participants mentioned the effect that the predecessor had on 

their leadership is something worth noting for further research. 

Another aspect which came through strongly was the relationship between 

affirmation from the congregation and other trusted colleagues and the ministerial 

leader�s self-esteem/self-confidence. This is further explored in the next section of this 

chapter.  

Some participants gave specific examples of how changes in their thinking about 

themselves as leaders led to changes in their actual leadership practices including 

becoming more self-aware, more able to handle conflict, more supportive of lay people, 

and more willing to allow change to happen. For some it also meant that they were 

clearer now about the specific strengths of their leadership in terms of contemplation, or 

teaching, or discipline. 

At this point in the chapter, there is evidence from data that change in leaders� 

thinking of themselves as leaders does lead to changes in their actual leadership practice.  

 The table below summarizes this first section of the chapter by illustrating the matches 

between Element 1 Self as Leader and selected other elements. 

Table 5.5 Summary of Matches between Self as Leader and all other Elements for 
Repertory Grid 1 
Elements Barbara 1 Steven 1 Kevin 1 Edward 1 
Leader I 
want to 
become 

 
65.6% 

 
56.2% 

 
59.4% 

 
84.4% 

Effective 
leader 1 

 
75% 

 
68.8% 

 
78.1% 

 
84.4% 

Effective 
leader 2 

 
65.6% 

 
56.2% 

 
59.4% 

 
81.2% 

Ineffective 
leader 1 

 
53.1% 

 
53.1% 

 
65.6% 

 
65.6% 

Ineffective 
leader 2 

 
93.8% 

 
71.9% 

 
59.4% 

 
50.0% 
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Table 5.5 indicates that at the beginning of the program Barbara identified herself 

most strongly with Ineffective Leader 2 and there is 65.6% match with the leader she is 

now and the leader she wants to become. Steven identified himself most strongly with 

Ineffective leader 2 with 71.9% match, and there is 56.2% match between the leader he is 

now and the leader he would like to become. Kevin identified himself most strongly with 

Effective leader 1 with 78.1% match and there is 59.4% match between the leader he is 

now and the leader he wants to become.  Edward identified himself most strongly with 

Effective leader 1 with 84.4% match and there is 84.4% match between the leader he is 

now and the leader he wants to become.  

Another very interesting aspect that this table illustrates is the relationship 

between Self as leader and Leader I want to become. Most of the participants at the 

beginning of the program did not identify themselves very strongly with the leader they 

want to become except Edward who had a match higher match than the others (84.4%). 

At this point in the analysis it is not possible to indicate why this has happened. Further 

comment will be possible after the second set of grids is analyzed. 

5.3 REPERTORY GRIDS AT THE END OF THE MLDP 

The second set of grids were analyzed in the same way as the first set, but once 

each of the second grids is analyzed, comments are made on some of the differences in 

the matches. The most significant one in terms of leaders� practice is whether the 

participants moved closer to their ideal of an effective leader. This means that the most 

important match is that between Self as leader and Leader I want to become.  The scores 

from each of the grids in relation to those elements are compared and analyzed in an 

attempt to answer research question 1: To what extent can professional development 

assist leaders to change their actual leadership practice? The assumption is that if a 

participant has moved closer to his/her ideal of an effective leader, then there may have 

been a positive change in his/her leadership practice. 
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5.3.1 Barbara�s second grid 

 
Figure 5.5 FOCUS-ed analysis Barbara 2 

This grid contains constructs that on the whole are quite different from those used 

in Barbara�s first grid. The element tree in Figure 5.5 indicates a 90.6% match between 

Leader I want to become and Effective leader 1. Thus Barbara�s ideal leader is matched 

more strongly with Effective leader 1 than it was at the beginning of the course. There is 

also a 68.8% match between Self as leader and Ineffective leader 2, whereas in the first 

grid that match was 93.8%. This indicates that she does not see herself as ineffective a 

leader at the end of the program as she did at the beginning. Another interesting feature 

of this grid is the 34.4% match between Self as leader and Leader I want to become. In 

the first grid there was a 65.6% match. This is quite a dramatic drop and it is difficult to 

account for it without further research. 

However, there are some possible explanations. When her two sets of grids are 

compared, it is clear that she has given herself much lower scores for Self now on the 

second grid. As a result, there is a larger difference between Self as leader and Leader I 

want to become. This may have been the result of her rethinking her leadership capacity, 

particularly in relation to her ideal leader. Another difficulty is the fact that the constructs 

used in both grids are different, and it may be that she sees herself less effective in 

relation to the particular constructs used in the second grid. Without further research, 

these can only be conjectures. 
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When Barbara rated herself as leader at the beginning of the program she gave 

herself a two out of five, and at the end of the program she gave herself a three out of five 

(see Appendices E and G). This indicates that there has been improvement in her image 

of herself as leader.  Thus at the end of the program, one set of data indicates that Barbara 

reports that she has become more effective as a leader, but the other set of data indicates 

that she is further away from her ideal leader than she was at the beginning of the 

program.  

Table 5.6 Barbara�s Post-course Constructs from Repertory Grid 2 

CONSTRUCT RATING SELF NOW 
October 2000 

RATING SELF NOW 
October 2001 

Compassion 3 3 
Humility 3 2 
Wisdom 3 1 
Self confidence 2 3 
Good with people 3 3 
Listening skills 3 3 
Proclaims Gospel 3 4 
Management skills  1 3 

 

Table 5.6 indicates that, in contrast to the comments made above, three of the construct 

scores in Table 5.6 remained the same and two increased. At the same time two 

decreased. Barbara made the following comments in her interview: 

I�m surprised that my confidence in management skills has gone up that 
much�but perhaps eighteen months down the track I do see in myself some 
of those skills.  

 
When Barbara was asked to comment on the extent to which the MLDP may have 

affected her actual leadership practice, she responded: 

What the course did in terms of my practice was give me confidence to 
do what I was doing�and that makes a huge difference, because when you 
do the stuff and you�re not confident that it�s the right thing to do, that 
doesn�t help your decision making. Whereas once you�ve got that 
confidence..you can do ahead and make decisions confidently and �people 
trust you more. 

 
Barbara also found that the peer mentoring sessions helped to build her confidence 

because she found that she was not alone in her leadership struggles � there were other 

colleagues facing similar struggles. The support that the members of the peer group were 
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able to give each other was very important to her. Although the group had people with 

very different experiences and struggles, the fact that they were so honest about their 

struggles and failures really encouraged her. The discussions helped her to reshape her 

leadership framework, and finding common ground for the final presentation was an 

exciting experience for her. 

Barbara also mentioned another dimension of the life of the wider church in which 

she was involved. It also helped affirm her leadership in relation to being able to 

negotiate conflict successfully and that gave her more confidence in handling similar 

situations in her congregation. 

Another significant effect that the program had on Barbara�s leadership practice 

was in relation to one of her learning goals. She wanted to become more intentionally 

reflective in her practice: 

I use the action-reflection model ..I like to analyze situations and think 
�how did that get handled?� so I do a fair amount of self-evaluation and 
reflection. Reflection has become a more intentional part of my practice now. 

 
Barbara gave an example of this reflection when she mentioned that an issue that 

she kept coming back to was the responsibility/power/authority issue. She 

continually asked herself questions such as: How am I using my power? Is this 

appropriate authority? 

One of the major difficulties that Barbara mentioned in relation to her leadership in 

the current congregation was that she was trying to incorporate �integrated leadership� 

(sharing responsibility for leadership) into the congregation but they still wanted her to be 

the one to make the decisions and have the vision. 

I don�t see myself as a visionary �but the people are waiting for you to 
give them a vision. They actually are unable to articulate their own vision..I 
think it�s important for them to discern the shared vision. 

 
Another challenge she faces is discerning how the congregation should move forward in 

growth to reach out to the community. She believes that being a leader today is a great 

challenge in terms of managing the resources so that the church is effective and efficient, 

and at the same time, channeling people�s energy so they are willing to talk about God 

with their neighbours. 

Ch. 5: Leaders� Practice 140 



These comments indicate another common difficulty faced by ministerial leaders. 

Sometimes leaders want to implement a particular kind of leadership but the congregation 

is really looking for a different kind of leader. This can create conflict for the leaders and 

a real challenge in terms of their leadership practice. As Barbara commented toward the 

end of her interview: 

 Being a leader is a fairly slippery thing to hang on to�. It is not 
something that you do on your own � it is in a context with people. 

 
She also made some comments about the effect that the events of September 11th 

2001 (the terrorist attacks on the United States of America) have had on her 

practice: 

September 11th changed the way we need to work � we have to work harder  
at what it means to be the church in today�s climate�Ministers are called 
upon more than ever before to articulate the faith. In the future we must be 
able to help people develop the language of faith�.The world has changed so 
much and we have to have a vision for the church that is different from the 
past. 

 
It is interesting to note the link that Barbara makes between leadership, faith and the 

contemporary context. 

5.3.2 Heather�s second grid 

  
Figure 5.6 FOCUS-ed analysis Heather 2 

For Heather the element tree in Figure 5.6 indicates a 68.8% match between Self 

as leader and Effective leader 2 and 68.8%% match between Self as leader and 
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Ineffective leader 2. Thus Heather identifies equally with Ineffective leader 2 and 

Effective leader 2. In terms of the Leader I want to become she identifies 93.8% with 

Effective leader 1 and 84.4% with Effective leader 2. It is clear that her ideal leader is 

more like Effective leader 1. 

Table 5.7 Heather�s Post-course Constructs from Repertory Grid 2  

CONSTRUCT RATING SELF NOW 
October 2000 

RATING SELF NOW 
October 2001 

Passion 3.5 4.5 
Strong decisive speech 3 4.5 
Courage 3.5 4.5 
Know what they stand for 3 5 
Reflective  3 4.5 
Cares for the weak 3 4 
Identifies with people 4 5 
Moderates 4 4 

  

Table 5.7 indicates that Heather has increased her scores on all eight of the 

constructs. She made the following comments in the interview: 

�strong decisive speech and courage..go hand in hand. Courage in terms of 
knowing that part of my role is to help other people take their next steps in .. 
their own ministry and having the confidence to speak about that openly with 
them�.I�ve got more courageous about that�.Strong decisive speech�I�ve 
noticed this as things are clarified for me and I present my understanding of 
these things to the church council and the congregation, I am much clearer 
so I can present it much more clearly�.Personally I am more secure now. 

 

She also talked about her confidence as a preacher that she believed is the result of good 

solid biblical training in theological college.  She, like some of her colleagues, also talked 

about her predecessor: 

It�s only one style of preaching�I think the previous minister had quite a 
different style and had a different thing to offer. If I tried to be like him I�d 
start feeling very inadequate�.I have something else to give and people are 
appreciating that. They are not comparing us�. I think maybe I�m more 
confident in God than I was�less worried about whether I can do it. 
 

Heather spent some time in her interview explaining the restructuring that she had been 

leading the congregation through.  

I�ve been trying to help people develop their own leadership skills and in 
some places that�s worked, and in some places it has a long way to go�.It�s 
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still a real challenge to stop being the personal chaplain to people who still 
have that expectation of the ministerial role. I still haven�t fully managed it 
although I am getting better. 
 
One of the things which Heather related was the fact that often it was not the 

congregation�s expectations of her that caused the problem, but her own expectations. A 

number of her colleagues also mentioned that. It seems that most ministerial leaders have 

very high expectations of themselves as leaders and that may explain why so many of 

them end up having to leave the ministry because of stress-related illnesses. 

 Another significant aspect of her leadership practice that Heather commented on 

was in relation to being more assertive. In the past she did not like to be seen to be critical 

of anyone and would accept people�s limitations and allow them to hold positions that 

they were unable to fulfill effectively. Now she has a greater capacity to be more honest 

and assertive and to help people recognize where their gifts actually are.  

I need more people to understand what their role is and to be ready to use the 
freedom to take the initiative so that I don�t have to make it all happen. 
 

When asked to comment on the extent to which the MLDP may have affected her actual 

leadership practice she firstly affirmed the value of the mentoring group: 

I don�t think I would have managed the restructuring  business without the 
encouragement and support of my colleagues (in the peer mentor group). 
When you are the only one in the parish who cannot just pick up their 
marbles and go home when you�re discouraged, it�s really supportive and 
encouraging to have that dialogue with other ministers struggling with the 
same issues. MLDP provided the best forum I have come across for that 
dialogue and support. 
 

Later she spoke more specifically about the three phases of the program: 

I found the whole three phases encouraged me to reflect on what was 
happening and to understand that people get less anxious about it (change). 
It encouraged me to press on when the people in the parish didn�t understand 
what I was doing. Having colleagues to discuss that with really encouraged 
me not to give up. 

 
When Heather was asked to discuss some of the challenges which she saw as significant 

for the future, she responded: 

Training and equipping a core group of lay leaders who are able to stand as 
equal partners with the minister in discerning God�s leading � a group of 
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leaders who have submitted themselves to training and are willing to step out 
and take responsibility. 

 
She also mentioned that a personal challenge was how to stop being the personal chaplain 

to those who still have that expectation of her as the minister. She saw that her main role 

in the future needed to be an educational and equipping role and that she had to become 

more fearless in helping people identify their gifts so that they can be ministering in an 

appropriate way. 

Towards the end of the interview, Heather summed up her leadership practice now: 

I�m willing to be more challenging, more assertive, and in a way, I think I�m 
giving better leadership. 
 

5.3.3. Steven�s second grid 

 
Figure 5.7 FOCUS-ed analysis Steven 2 

The element tree in Figure 5.7 indicates 87.5% match for Steven between Leader 

I want to become and Effective leader 1 and 84.4% match between Leader I want to 

become and Effective leader 2. Steven actually now identifies himself 65.6% with Leader 

I want to become. This is a shift of 28.2% from his first grid when he identified only 

56.2% with Leader I want to become.  He also identifies himself as leader 68.8% with 

Effective leader 2 compared with a 56.2% match in the first grid. So despite many of the 

difficulties which Steven faced during the year, he feels that he moved closer to his image 

of an ideal leader, and also that he became more like Effective leader 2.  

Ch. 5: Leaders� Practice 144 



 

 

Table 5.8 Steven�s Post-course Constructs from Repertory Grid 2 

CONSTRUCT RATING SELF NOW 
October 2000 

RATING SELF NOW 
October 2001 

Available 3 5 
Self assured 1 3 
Passion for people 4 5 
Listens to others 3 5 
Sense of humour 3 4 
Good communicator 3 3 
Good teacher 4 3 
Self control 3 4 

 
Table 5.8 indicates that most of Steven�s scores improved or stayed the same with 

the exception of Good teacher which decreased by one. Again this was a very positive 

result considering the difficulties which he had shared in his interview. He was 

particularly surprised by the jump from one to three with Self-assured; 

I�m surprised by that because at the end of the course I was really 
shattered�perhaps it�s because I have begun to deal with some of the hurt. 
Listening to others has gone from a three to a five.. that relates to openness 
to listen to others. Sense of humour has gone up a bit. Communication is the 
same. I guess that doesn�t surprise me. I still struggle to be clear expressing 
myself and my thoughts. 
 
A little later in the interview he talked about the fact that people feel comfortable 

sharing things with him that they have not shared with anyone else: 

That�s a real privilege and an awesome responsibility�It is interesting that I 
rate myself a good listener but I�m a lousy verbalizer. 
 

Steven�s interview was fairly traumatic for him because he had had a very difficult year 

since the MLDP finished. He mentioned that what caused the trauma was not the 

congregation but rather an incident with a person whom he really respected. This person 

actually told him he was not fit to be a minister. His account demonstrated the effect of 

negative feedback on a person.  

..I really don�t have a strong opinion of my own leadership. I feel empty�I 
have lost the spark to get up and go. When it happened I found myself going 
back to the hurts I�d experienced when I was a child�.where I�d been told I 
was not good enough..and to have this person say to me virtually the same 
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thing..it hit something in me that I�d forgotten about�.so I simply accepted 
the words of that person because I looked up to him, whereas everyone else 
was saying �you�re doing well�. I think the reason the negative feedback  
overrode all the positives is that it hit that nerve that was linked to past hurts 
�� and I haven�t got back to what I was like �the self confidence I had 
before the comment was made. 
 

Later in the interview Steven gave an interesting example of how this was affecting him: 

When I hear�What are we going to do?� I really hear �What are you going to 
do and I freak out. 
 

This demonstrates how powerful negative comments can be on leaders� thinking which in 

turn affects leaders� practice. Steven also raised another issue which some of the other 

participants mentioned in their interviews � the role of the minister who preceded them.  

My predecessor was a minister who was an organizer/manager/director. He 
gave the people clear guidelines, where to go what to do. Whereas I tend to 
be the one who says �well look, this is your decision and these are the options 
we have�. 
 

Comments like these indicate that another influence on leaders� practice is the impact of 

the minister who served in the congregation before the current minister. Sometimes this 

creates quite a challenge for the successor to discover a way to move forward. 

When Steven was asked to discuss the effect that the MLDP may have had on his actual 

leadership practice, he responded: 

I think initially it made me more intentional and purposeful and I can remember 
going back and really focusing on where we were going and how we might develop 
and plan for the next few years�.It also made me more focused as a leader in my 
congregation and how I could do that more effectively�.I found myself working on 
who I am as a leader�What do I have to offer in terms of leadership�I�m 
somebody who gets great energy from working with others, with empowering and 
enabling people to do the jobs rather than do it myself�It certainly helped me 
sharpen my leadership..to become more intentional. 
 
In terms of the challenges that confronted him, Steven mentioned that the areas of 

spiritual direction and worship leadership were two key ones for him. He also saw that he 

needed to be providing leadership that empowered and enabled lay people to take their 

place within ministry. 
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Thus for Steven there were some very positive changes that the course produced in 

his leadership practice, but unfortunately, the effect of receiving negative comments from 

someone he really respected undid a lot of those changes.  

5.3.4 Kevin�s second grid 

 
Figure 5.8 FOCUS-ed analysis Kevin 2  

The element tree in Figure 5.8 indicates that Kevin now identifies himself as 

leader 87.5% with Effective leader 1 compared with 78.1% in the first grid. He has also 

moved closer to the leader he wants to be since the first grid was completed. In the first 

grid there was 59.4% match between Self as leader and Leader I want to become, and 

now that match is 62.5%. In the first grid Kevin identified himself 84.4% with Ineffective 

leader 2 and now that match is 59.4%. When these scores are considered together, Kevin 

feels he has become a much more effective leader during the program. Kevin�s second 

grid has only two constructs which are similar to those on his first grid �Courageous and 

Purposeful personal growth.  
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Table 5.9 Kevin�s Post-course Constructs Repertory Grid 2 

CONSTRUCT RATING SELF NOW 
October 2000 

RATING SELF NOW 
October 2001 

Purposeful personal growth 3 2 
Grows through pain 2 4 
Sees long term picture 2.5 3-4 
Manages conflict 2.5 4 
Empowers others 4 4 
Courageous 3.5 3-4 
Purposeful busy-ness  4 4 
Seeks God  4 3 

Table 5.9 indicates that Kevin�s scores increased or stayed the same in six of the 

constructs, and decreased in two. He reflected on those changes in his interview: 

 Personal growth has gone down and that is probably because I have not 
given that a lot of attention this year�..I think I am learning to cope with 
pain better and to live with it�The conflict issue�I think I�m growing in 
having the courage to walk into it when necessary�I still tend to 
procrastinate but I am getting there�..Purposeful busyness probably hasn�t 
changed. Actually it has�my time is more intentional..I have chosen the 
people time more carefully. 
 

When he was asked why he thought that Seeks God had gone from a four to a three he 

replied: 

My own personal retreat times have not been as significant. I�ve probably 
been really distracted by church directional stuff. 
 

When Kevin was asked to comment on the extent to which the MLDP may have affected 

his leadership practice he responded: 

I think the main thing was the issue of genuine reflection�.and the issue that 
we actually can�t change things. We can only provide the possibility for 
change through the whole issue of empowering people�.I now have a 
clearer perspective of leadership. The program�s main effect on me was the 
issue of genuine reflection � theological and biblical reflection�.Reflecting 
on what good leadership really is has helped  me develop a clearer 
perspective on leadership. 
 

Kevin made an interesting comment about the different phases of the program: 

It�s strange to say that the first phase was probably the most frustrating but I 
can recall more of the stuff I�ve taken from that than the last phase which I 
found more fulfilling at the time. It�s a bit hard to put my finger on what it 
was that I take from the course. 
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He also commented on some of the aspects of the program that he has used with his 

own leaders and some of the books he has bought and read as a result of the program. 

Kevin believes that the greatest challenges for him as a leader will be continuing to 

discern the vision for the congregation, and the way in which to share that so that people 

own it and want to live it out in their own lives.  

 Like some of his colleagues, Kevin mentioned another course he had been doing 

since the MLDP and the effects that it was having on his leadership practice. He saw the 

two programs as being complementary, but the MLDP was the one that really got him 

thinking about his leadership more intentionally, and becoming more reflective in terms 

of his practice. 

5.3.5 Edward�s second grid 

 
Figure 5.9 FOCUS-ed analysis Edward 2 

The element tree in Figure 5.9 indicates that for Edward there is 68.8% match 

between Self as leader and Effective leader 1 and Effective leader 2. This indicates that at 

the end of the program Edward identifies himself equally with two effective leaders 

whereas at the beginning of the program he identified himself 84.4% with Effective 

leader 1. In the first grid, Edward identified himself as leader 65.6% with Ineffective 

leader 1 whereas in the second grids that match has risen to 71.9%.  

  The difference between his two grids is that in the first there was 84.4% match 

between Self as leader and Leader I want to become; whereas in this grid that has 

dropped to 62.5%. This means that he sees himself further away from the leader he wants 
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to become at the end of the course than he saw himself at the beginning.  It is also 

interesting to note that the match of 84.4% at the beginning of the course was much 

higher than those of his colleagues. One possible explanation is that at the beginning of 

the program he saw himself as a fairly effective leader compared with his ideal, whereas 

by the end of the program he did not see himself as being so effective. Another difficulty 

with comparing these two sets of data is the fact that participants chose different 

constructs for each of their grids and it may be that Edward felt he was more effective in 

relation to the first set of constructs than the second set. However, the constructs used in 

Edward�s two grids are quite similar and he has more constructs in common than on any 

other grid, so it is particularly interesting to see how the scores have changed. Without 

additional data it is difficult to hypothesize the reasons. It would be an interesting aspect 

for further research.  

Table 5.10 Edward�s Post-course Constructs from Repertory Grid 2 

 
CONSTRUCT 

RATING SELF NOW 
October 2000 

RATING SELF NOW 
October 2001 

Teaching ability 4 5 
Decision making ability 3 2 
Vision 3 3 
Communicates well 2 4 
Releases others  3 4 
Relates well 4 4 
Engages others  4 4 

 

Table 5.10 indicates that Edward�s scores in all but one of the constructs either stayed the 

same or increased. Edward was pleased to see that his score for teaching had gone from 

four to five: 

Teaching ability goes from four to five. I�ve always believed I had teaching 
gifts so I guess that just reflects even more a firm understanding of 
that�Decision making has gone from a three to a two�I�ve never seen 
myself as a mover and shaker and the one who calls the 
shots�.Communicates well has gone from two to four. That�s the biggest 
change in the whole grid. �That�s probably in terms of other people�s 
comments to me..a greater appreciation for my ability to communicate. 
 
When Edward completed his first grid the construct that was the most important to 

him was Responding to the Spirit�s leading and in the second grid it was Vision. When 

asked which one of those constructs is most important to him now he responded: 
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It�s probably vision in the sense of being party to what God has in store for 
us rather than feeling like you have to do make it happen�It�s seeking to be 
open to what God is wanting for God�s people at that particular place in 
time�In a sense that is the same as responding to the Spirit�s leading and 
there are connections there. But I think I�d go with vision ..because that�s the 
one that defines leaders. 
 

Edward was able to articulate more clearly how the MLDP had influenced his thinking 

about himself as leader than how it had influenced his actual leadership practice. 

However, when he reflected on a major transition that the congregation was facing in 

relation to deciding whether or not to have two morning worship services, he made the 

following comment: 

The situation that comes to mind is with the morning services and how I saw 
my role in terms of being there offering insights into what worship is. �the 
practice of letting go and allowing the process to happen�.rather than feel 
that somehow I need to drive it. 

 
He was also able to articulate how his practice has become more reflective, and that 

through his reading and reflection he had come to accept �the messiness of life�. 

He often now finds himself asking questions such as: What does my leadership 

mean in this situation? To what extent do I influence the decision? To what extent 

do I stand back and allow the process to happen?  

It was also interesting to hear Edward talk about the person he had used as one of his 

effective leaders: 

I�ve always valued his ability to allow others to do their ministry�in the 
midst of changes taking place, he always seemed to be able to give good 
teaching with it�.He was sensitive to how people were feeling. 
 

When Edward was describing what he saw as some of his leadership challenges, they 

were very similar to the way this effective leader carried out his ministry. 

The greatest challenges are enabling the congregation to accept an 
understanding of ministry where my time becomes more and more focused on 
training leaders and less and less doing all the pastoral support. 
 

Thus for Edward, leadership is about training lay leaders and equipping them for ministry 

in the community so that ministry is able to be extended beyond what he as one person 

could achieve. The whole process for him is to understand leadership within the context 

of ministry. 
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5.3.6 Summary of findings from the second set of repertory grids 

 One of the ways to depict the key findings of the second set of repertory grids, is 

to show the summary of matches between Self as Leader and all the other elements for 

that set of grids. 

Table 5.11 Summary of Matches between Self as Leader and all other Elements for 
Repertory Grid 2 
Elements     Barbara Heather Steven Kevin Edward 
Leader I want to become 34.4% 65.6% 65.6% 62.5% 62.5% 
Effective Leader 1 37.5% 59.4% 65.6% 68.8% 68.8% 
Effective Leader 2 53.1% 68.8% 68.8% 84.4% 68.8% 
Ineffective Leader 1 65.6% 59.4% 53.1% 56.2% 71.9% 
Ineffective Leader 2 68.8% 68.8% 40.6% 59.4% 59.4% 
 

Table 5.11 indicates that Barbara now identifies herself most strongly with 

Ineffective leader 2, whereas Steven and Kevin now identify most strongly with Effective 

leader 2. Edward now identifies himself more with Ineffective leader 1 and Heather 

identifies herself with Effective leader 1 and Ineffective leader 2.  This table takes on 

more significance when it is incorporated with Table 5.5. 

Table 5.12 Summary of Percentage Matches between Self as Leader and all other 
Elements for Repertory Grid 1 and 2 
Elements Barb. 

1 
Barb. 
  2 

Heath. 
    1   

Heath. 
    2 

Steve 
    1 

Steve 
   2 

Kevin 
    1 

Kevin 
     2 

Ed. 
   1 

 Ed. 
   2 

Leader I 
want 
To become 

65.6 34.4 DNC 65.6 56.2 65.6 59.4 62.5 84.4 62.5 

Effective  
Leader 1 

75.0 37.5 DNC 59.4 68.8 65.6 78.1 68.8 84.4 68.8 

Effective  
Leader 2 

65.6 53.1 DNC 68.8 56.2 68.8 59.4 84.4 81.2 68.8 

Ineffective 
Leader 1 

53.1 65.6 DNC 59.4 53.1 53.1 65.6 56.2 65.6 71.9 

Ineffective 
Leader 2 

93.8 68.8 DNC 68.8 71.9 40.6 59.4 59.4 50.0 59.4 

 

Table 5.12 incorporates Table 5.5 and Table 5.11. It indicates that Steven and 

Kevin moved closer to their ideal leader and Edward and Barbara moved further away. 

Some possible explanations for this have been mentioned above. The other changes 

occurred in Steven�s scores, and these are particularly interesting because in his interview 

he talked a great deal about the traumatic time he was having. Despite that, not only did 
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he see himself moving closer to his ideal leader during the program (56.2% to 65.65 

match), but he also saw himself becoming less like Ineffective leader 2 (71.9% to 40.6%). 

 The following table that shows the scores that each participant gave his/herself at 

the beginning and the end of the MLDP supports these changes in the matches between 

Self as Leader and Leader I want to become. 

Table 5.13 Participants� Ratings at Beginning and End of the MLDP 

PERSON SELF AS 
LEADER 1 

LEADER I WANT  
TO BECOME 1 

 

SELF AS 
LEADER 2 

 

LEADER  I WANT 
TO BECOME  2 

Barbara 2 5 3 5 
Heather - - 3.5 5 
Steven 3 5 4 5 
Kevin 3 5 3.5 5 
Edward 4 5 3 5 

 

Heather has only one set of data because she was unable to be present when the 

first grid was completed. Table 5.13 indicates that all of the participants except Edward 

rated themselves as being closer to their ideal leader at the end of the program than they 

did at the beginning. These data are fairly consistent with data from Table 5.12. The 

exception is Barbara who rated herself as being closer to her ideal at the end of the 

program and yet her percentage scores from the grid show that the match between Leader 

I want to become and Self as leader is almost half what it was at the beginning of the 

program. Only further research would reveal the reasons for this shift. 

5.4 PRESENTATION AND ANALYSIS OF DATA FROM THE SURVEY 

 The questionnaire (see Appendix B) was sent out in December 2001 to all 

members of the church councils where the participants in the MLDP were currently 

serving as ministers. The researcher decided to send the survey out just over a year after 

the participants had completed the MLDP in order to determine to what extent, if at all,  

congregational members had observed changes in their leaders� practices. This meant that 

the leaders had fourteen months to put into effect changes which they desired to make to 

their leadership practices. 225 questionnaires were sent out and 131 were returned � a 

58% return rate. The purpose of the survey was to explore the perspective of those who 

had experienced the ministers� leadership. Data collected through the other research 

methods (concept maps, repertory grids and interviews) gave the researcher the leaders� 
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perspective on changes which they believed had occurred in their practice, whereas data 

from the survey gave the congregational members� perspectives on changes they have 

observed in their leaders� practices.  

 The questionnaire had 44 statements referring to aspects of ministerial leaders� 

practice. The content of these statements was based on concepts and constructs used by 

the leaders in their concept maps and repertory grids. Respondents had the option of 

choosing whether they strongly agreed, agreed, were neutral, disagreed or strongly 

disagreed with the particular statement. They also responded to each statement twice � 

once in terms of previous years and once in terms of present leadership practices, thus 

providing the researcher with data to demonstrate whether respondents had observed any 

changes in their ministers� leadership practices during the past fourteen months. 

 A professional data analyst analyzed the questionnaire responses and a report was 

sent to the researcher. The first analysis performed on the data was factor analysis in 

order to determine which of the items on the survey were seen to be the most significant 

by the congregational members. The items were grouped under six headings � visionary 

leadership, interpersonal skills, self-care, decisive leadership, lay leadership and 

Christian practices. Each of these headings was then labeled as a scale to make data 

analysis easier (Scale 1 Visionary leadership).   

5.4.1 Factor analysis of questionnaires 

 In this section of the chapter, data from the survey is presented and analyzed. In 

the following table the items from the questionnaire are grouped under six scales 

according to the factor analysis. The items are grouped in pairs (�in previous years� and 

�this year�) as they were on the questionnaire.  

Table 5.14 Factor Analysis of Questionnaires 

Scale and 
Item No. 

Statement from questionnaire 

Scale 1 VISIONARY LEADERSHIP 
49/50 Consensus decision making 
11/12 Clear vision for congregation 
7/8 Encourages me to move out of my comfort zone 
41/42 Articulates ideas clearly 
21/22 Challenges us to change the way we are endeavouring to be church 
31/32 Helps us reach our vision 
29/30 Encourages us to develop shared vision for congregation 
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51/52 Helps us become more aware of our strengths and weaknesses 
23/24 Ensures appropriate strategies are in place to meet our goals 
Scale 2 INTERPERSONAL SKILLS 
71/72 Respects others� opinions 
73/74 Sensitive to others� needs 
27/28 Listens attentively to others 
3/4 Is able to talk easily with people 
5/6 Relates to me as an equal member of the team 
Scale 3 SELF CARE 
59/60 Demonstrates appropriate self care 
57/58 Regularly participates in retreats 
Scale 4 DECISIVE LEADERSHIP 
9/10 Expects us to follow his/her lead 
37/38 Is very decisive 
Scale 5 LAY LEADERSHIP 
33/34 Delegates responsibilities to others 
13/14 Encourages lay leaders to take on leadership roles 
81/82 Handles stress effectively 
53/54 Is committed to empowering and equipping lay leaders 
47/48  Conducts meetings effectively 
65/66 Is confident 
Scale 6 CHRISTIAN PRACTICES 
77/78 Talks easily about his/her faith 
79/80 Passionate about ministry 
63/64 Is aware of own strengths/weaknesses 
87/88 Models daily Christian practices 
67/68 Is an enthusiastic leader 
15/16 Preaches relevant sermons 
75/76 Is committed to ongoing learning 
85/86 Challenges us to be involved in the community 
43/44 Preaches challenging sermons 
17/18 Has a strong sense of his/her leadership role 
 

The factor analysis in Table 5.14 illustrates church council members� perspectives 

on what is important in ministerial leadership. Firstly, Visionary leadership contains 

many statements about the type of leadership they are looking for � visionary, 

challenging, consensus decision-making and leaders who are able to articulate ideas 

clearly. Visionary leadership has an Alpha reliability coefficient of .8978 that is 

statistically significant and, because it is the highest coefficient in the factor analysis, it 

indicates that Visionary leadership is the most important dimension of leadership to lay 

leaders. 
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 Secondly, Interpersonal skills includes on some of the communications skills that 

lay leaders expect from their ministers. These include respect for others� opinions, 

sensitivity, attentive listening, and being able to talk easily with people. Thus it is 

important to members that their minister is able to both listen and communicate with 

sensitivity. The Alpha reliability coefficient for this scale is .8128 which also statistically 

significant. 

 Thirdly, Self care and Decisive leadership did not rate significantly on the Alpha 

scale (.5696 and .4942 respectively) partly because they did not contain many items and 

partly because lay leaders did not consider these aspects of leadership as important as 

some of the other aspects already mentioned.  

 Fourthly, Lay leadership is another dimension of leadership that has a high Alpha 

reliability coefficient of .8446. This scale includes many items relating to the importance 

of leaders being able to delegate, handle stress effectively, encourage lay leaders, and 

empower and equip lay leaders. It is interesting that stress management, effective conduct 

of meetings and confidence are included in this grouping. This indicates that from the lay 

leaders� perspective, there is a connection between being able to handle stress effectively 

and the willingness to delegate and involve lay leaders. When leaders are able to do that, 

they are more confident and more able to conduct meetings effectively. 

 Finally, Christian practices, which includes such practices as being able to talk 

easily about faith, being passionate about ministry and modeling daily Christian 

practices, has an Alpha reliability coefficient of .8805. Again this is statistically               

significant and indicates the importance of these aspects of leadership from the 

perspective of lay leaders. There is an emphasis in this grouping of items on ministerial 

leaders preaching relevant and challenging sermons and encouraging people to be 

involved in the community.  

              Another interesting aspect of this table is the comparison between it and Table 

3.1 that depicted the items grouped by the researcher prior to the completion of the 

survey. There are some differences that are worth noting including the increased number 

of items included in the category of Christian practices by the lay leaders. They also 

grouped decisiveness and �expects us to follow their lead� into a separate category. 
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However, on the whole, Table 3.1 and Table 5.14 are very similar, thus indicating that the 

lay leaders� responses supported the researcher�s groupings of items. 

 These Alpha scores are summarized in the following table. 

Table 5.15 Alpha Reliability Coefficients 

Scale Category Alpha Score 
1 Visionary leadership .8978 
2 Interpersonal skills .8128 
3 Self care .5696 
4 Decisive leadership .4942 
5 Lay leadership .8446 
6 Christian practices .8805 

 

The data in Table 5.15 shows that visionary leadership is the most important 

aspect of ministerial leadership from the perspective of Church council members, 

followed closely by Christian practices. It is not surprising that the encouragement of lay 

leadership is also rates highly since the survey was completed by key lay leaders. It is 

also not surprising that decisive leadership (in terms of expecting people to simply follow 

the leader) does not rate highly with a group of lay leaders. One aspect that is of concern 

is that lay leaders do not rate Self-care, ministers looking after themselves, very highly. 

The research referred to in previous chapters demonstrates the high incidence of stress 

and burnout in clergy. Some of the strategies that are recommended for alleviating stress 

include taking a regular day off and being involved in regular retreats. However, this 

survey indicates that lay leaders do not rate the importance of their minister looking after 

him/herself as highly as some of the other factors. In summary, all of the scales with 

more than two factors had Alpha coefficients exceeding .8. The two scales with lower 

Alpha coefficients were those with only two items each.  

5.4.2 Lay leaders� perspectives on changes in leaders� practice 

 One of the most important dimensions of the survey for the current research is the 

analysis of data related to the five ministerial leaders who were interviewed. By 

examining the lay leaders� responses to each of the factors previously mentioned, it is 

possible to determine whether there were any observable changes in leaders� practice 

from the perspective of lay leaders. In previous sections of this chapter, data which 

present the leaders� perspective on perceived changes in practice, were analyzed.  Once 
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the survey data were analyzed, it was possible to compare the perspectives of lay leaders 

with the perspectives of ministerial leaders. Data are illustrated in a series of bar graphs 

that show the perceptions of each group of lay leaders on their ministerial leaders� 

practices before and after the MLDP. The mean scores for before and after for each 

congregation are then compared.  

 The following section of the chapter presents a series of figures (Figure 5.10 to 

Figure 5.14) that depict changes in ministerial leaders� practice from the perspective of 

lay leaders (Church council members). 

 Figure 5.10 depicts the changes in Barbara�s leadership practices from the 

perspective of her lay leaders. Lay leaders perceptions are used to represent the 

perceptions of the congregations. 

Barbara's Congregation

0
1
2
3
4
5

Vi
si

on
ar

y
Le

ad
er

sh
ip

In
te

rp
er

so
na

l
sk

ills

Se
lf 

ca
re

de
ci

si
ve

le
ad

er
sh

ip

la
y

le
ad

er
sh

ip

ch
ris

tia
n

pr
ac

tic
es

M
ea

n Then
Now

 
Figure 5.10 Congregational perceptions of Barbara�s leadership.   

Data in Figure 5.10 show that there are perceived slight improvements in five of the six 

dimensions of leadership, and no perceived change in decisive leadership. The greatest 

observable change was in her visionary leadership  

 Figure 5.11 depicts the changes which Heather�s lay leaders have observed in her 

leadership practices. 
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Figure 5.11 Congregational perspectives of Heather�s leadership 

Figure 5.11 shows that there are observable changes on all six scales with the largest 

change in the area of encouraging lay leadership. Heather�s scales show the greatest 

increases of the five ministerial leaders. 

 Figure 5.12 depicts the changes that Steven�s lay leaders observed in his 

leadership. 
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Figure 5.12 Congregational perceptions of Steven�s leadership 
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Figure 5.12 shows that Steven had decreases in four of the six leadership dimensions. The 

greatest decrease was in decisive leadership that was not surprising because he talked 

about his lack of confidence and self esteem in his interview. An encouraging aspect of 

these data is the reported increase in his ability to equip lay leaders and to demonstrate 

Christian practices. 

 Figure 5.13 depicts the perceived changes which Kevin�s lay leaders have 

observed. 
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Figure 5.13 Congregational perspectives of Kevin�s leadership 

Figure 5.13 shows that there are observable changes on all six scales although some of 

them are very small increases. Overall Kevin�s increases are not as marked as Heather�s 

but they are all positive changes. 

 Figure 5.14 depicts the changes which Edward�s lay leaders have observed in his 

leadership practices. 
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Figure 5.14 Congregational perspectives of Edward�s leadership 

Figure 5.14 shows that Edward had increases in all but one of the scales � lay leadership. 

The greatest perceived change in his leadership was decisive leadership.  

These figures show how much perceived change lay leaders have observed in 

their ministerial leaders� practices. It is encouraging to see that the overall trend in the 

data is that lay leaders have observed changes in leadership practices. Some of these 

changes were greater than others, but the fact that all the ministers demonstrated 

observable changes in some aspects of their ministerial leadership is worth noting. The 

final section of this chapter compares lay leaders� observations with those of ministerial 

leaders. 

5.5 COMPARISON OF MINISTERIAL LEADERS� AND LAY LEADERS� 

PERCEPTIONS 

During the interviews ministerial leaders were asked to predict what their lay 

leaders might say about changes they had observed in their leaders� practices. It is now 

possible to make some comments about those predictions. Barbara thought that they 

might see her as less tough than when she first came to the congregation but this was not 

supported by the responses from lay leaders. If this had been the case, the mean score for 

Decisive leadership would have decreased whereas it remained the same (3.83). She also 

believed that they would see her including more people in decision making and this was 

supported by the congregational responses because her score for Lay leadership (which 

included delegation) increased by .10. 
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Heather thought that her leaders might see that she is more out-spoken now and 

this was supported by the survey data which showed increases in the scores on both 

Decisive leadership and Visionary leadership (which includes articulating ideas clearly). 

 Steven believed that his leaders would mostly be concerned about him being too 

busy and that he needed to take time to sort out his own problems. Data that show 

decreases in the scores for self-care and decisive leadership indirectly support this. 

Kevin suggested three possible responses � no observable changes; that he 

doesn�t listen as much; and that he is clearer now and engages the issues more. The first 

of these was not supported by the data because there were changes observed on all five 

scales. The second possible response was negated by the data which illustrated that he 

was in fact listening more effectively (Interpersonal skills which includes listening 

increased by .10) The third possible response was also supported by data which showed 

slight increases in Visionary leadership and Decisive leadership. 

 Finally, Edward thought that his lay leaders might observe that he was not doing 

enough in terms of setting directions for the congregation (part of Visionary leadership). 

However, his lay leaders did perceive a positive change in that aspect of his leadership 

with a .25 increase in his score. 

 Thus, on the whole, there was consistency between ministerial leaders� 

predictions and lay leaders� responses. This indicates that ministerial leaders know their 

lay leaders well enough to be able to predict, with some degree of accuracy, what they 

might say about perceived leadership changes. 

5.6 SUMMARY OF ANALYSIS OF LEADERS� PRACTICE 

Before attempting to respond to the research questions in relation to what has 

been presented in this chapter, it is interesting to note some of the key changes in practice 

that participants articulated in their interviews. Table 5:21 is a summary of some of the 

changes in leaders� practice.  
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Table 5:16 Summary of Changes in Leaders� Practice 

Participant From this To this 

Barbara Not confident in her ability to 
lead 

More confident in her ability to lead 

 Felt her leadership style was 
being challenged 

Developed more confidence in her 
own leadership style especially in  
relation to handling conflict 

 Questioned her capacity to 
handle difficult situations 

Received positive affirmation about 
her ability to handle conflict and that 
gave her more confidence to manage 
other difficult situations 

 Trying to work out how to be a 
Uniting Church minister 

More comfortable being a Uniting 
Church minister 

 Used one particular style of 
leadership 

Realized the need to be flexible in her 
leadership style as she moved from one 
context to another 

 She liked to throw in her ideas 
and get others to respond 

Realized she needs to be more reserved 
about sharing her ideas because in this 
congregation the minister�s word is 
taken as final 

 Did not take time to intentionally 
reflect on her practice 

Reflection has now become a more 
intentional part of her practice 

Heather Took an analytical approach to 
re-structuring 

Seeing God�s perspective and learning 
to trust God 

 Found it difficult to see the way 
forward 

Has more courage now because �the 
water is not so muddy� and she can see 
things more clearly 

 Unsure about how to challenge 
people to use their gifts 
appropriately 

Now has the confidence to speak more 
openly and assertively with people 
about their gifts 

 Settled for maintenance ministry Realizes that changes have to be made 
if the congregation is going to grow 

 Unsure about what the 
congregation should do as they 
move into the future 

Is able to articulate more clearly her 
ideas about future directions because 
she is more secure in herself 

 Allowed other people�s 
expectations to influence her 

Is more realistic about others� 
expectations of her and her own 
expectations 

 Accepted others� limitations and 
tried to fill in the gaps herself 

Has become more fearless in helping 
people use their gifts effectively 

 Anxious not to put forward her 
own views 

Doesn�t hesitate now to put things 
strongly and express her convictions 

 Not willing to risk making 
mistakes 

Willing to risk making mistakes 
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Steven Felt that he needed to be the up-
front leader 

Realized that he didn�t need to be the 
up-front person because there are 
plenty of people in the congregation 
with those skills 

 Was not focused as a leader Became more focused and directional 
as a leader � more intentional 

 Did not see himself as a leader Discovered strengths he didn�t realize 
were there 

 At times he felt like walking 
away from it all 

Realized that God is the one who has 
called him and God will empower him 
to do the job 

 Not very self-reflective Has become more self-reflective so that 
now he has time to meditate and think 
about what is going on and why 

Kevin Tended to procrastinate when 
faced with conflict situations 

Growing in courage to deal with 
conflict situations when necessary 

 Wasted time with people Has become more intentional about 
people time 

 Struggled with owning himself 
as a leader 

Sees his leadership as a gift that is God-
given 

 Felt that he had to change things Realized that all he can do is provide 
the possibility for change through 
empowering and equipping people 

 Leadership focused on being a 
pastor to the people � people 
focus 

Leadership focus has shifted to a 
training and equipping focus � big 
picture focus 

 Tried to take on board 
everyone�s ideas 

Is willing now to push back a bit and 
not just accept all ideas 

Edward Feeling that he was the one to 
make the change process happen 

Has a greater confidence in allowing 
people to enable the process to happen 

 Directional model of leadership 
� not wanting to allow too much 
change 

Less directional model of leadership 
where he is willing to allow change to 
happen 

 Wanted to be clear about where 
God was leading the 
congregation  

Is now less sure about where God is 
leading but more confident about God 
bringing about God�s purposes through 
the messiness of life 

 Believed he had teaching skills Even more sure about the importance of 
the teaching ministry and his gift of 
teaching 

 Being a leader who says �This is 
the way we should go� 

Being a leader who is able to step back 
and be part of the process 

 Developed a strong 
understanding of the theology of 
ordination in college 

Now very guarded about his 
understanding of ministry because it 
keeps him on track 
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Table 5:16 is a selection of examples from participants� interviews which depict 

reported changes in ministerial leaders� practice. These changes ranged from developing 

more confidence in handling conflict; realizing the need to ensure that one�s leadership 

style is appropriate to the context; more ability to articulate one�s ideas clearly � through 

to becoming more self-reflective and allowing people to enable the process to happen 

rather than feeling it was all the leader�s responsibility.  Comments like these are 

representative of those made by all the participants and they demonstrate that the MLDP 

did contribute to changes in leadership practice. Many of the comments from the leaders 

are supported by data from the survey. Thus there is corroborating evidence from the 

perspective of ministerial leaders and from the perspective of lay leaders. 

 In terms of research question 3 and the extent to which changes in leaders� 

thinking affect changes in their actual leadership practice, there are many examples from 

the interviews which show the powerful connection between thinking and practice. When 

leaders are receiving positive feedback and affirmation from congregational members, 

colleagues and respected friends, they report their leadership as decisive, assertive, 

confident, and competent. However, when leaders receive negative feedback (even from 

one respected person) that is conveyed as having a detrimental effect on thinking, and, in 

turn, on practice- especially if self esteem is low. This is not to indicate that ministerial 

leaders need constant positive affirmation, but it does highlight the powerful effect that 

thinking has on practice.  

One other factor mentioned by some leaders as having an influence on their 

leadership practice was their involvement in other courses since the MLDP. It was 

difficult at times for them to separate the effects of the MLDP from those of other 

courses, but most indicated that it was because of the MLDP that they later participated in 

other professional development courses. For many leaders the MLDP became the catalyst 

for further learning and development. This was one of the desired outcomes � that leaders 

would be encouraged to continue lifelong learning, and it is supported by the response 

from lay leaders who indicated that they had seen a change in their leaders� commitment 

to lifelong learning (see Table 5.14). 

This chapter has presented and analyzed data from the repertory grids, interviews 

and survey in relation to research question 1:  
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 To what extent can professional development assist ministerial leaders to 
change their thinking about themselves as leaders and their actual leadership 
practices? 
 

 The previous chapter responded to this question in relation to changes in leaders� 

thinking about themselves as leaders, and this chapter has focused on the second aspect � 

leadership practices. It is clear from the data that ministerial leaders felt that their 

leadership practices had changed and key lay leaders also reported similar changes.  

These changes in practice covered such diverse aspects as improving 

interpersonal skills; providing more visionary leadership; empowering and equipping lay 

leaders to a greater extent; and modeling daily Christian practices more openly. Thus 

from the perspective of the ministerial leaders themselves and from the perspective of 

those implicated in that leadership (key lay leaders) there were observable changes in 

leadership practices. Without further research it is not possible to determine to what 

extent all those changes were the result of the MLDP, but it is clear that the MLDP was a 

major contributor. Even when participants mentioned other programs they had been 

involved in since the end of 2000, they all mentioned that the MLDP was the catalyst � it 

was the main reason that most of them went on to do other courses. 

This chapter has also sought to respond to research question 3:  

To what extent did changes in participants� thinking about ministerial 
leadership affect their actual leadership practice? 

 
During the interviews the participants gave examples of the relationship between their 

thinking and their practice. On the one hand, they reported that when they were receiving 

positive feedback from others (especially those whom they respected) they thought of 

themselves as assertive, confident, able to communicate clearly, able to handle conflict 

effectively and able to handle stress in their lives. At these times a positive image of 

themselves was lived out in their practice. On the other hand, they also reported that 

when they received negative feedback it had a negative impact on their thinking of 

themselves as leaders. This caused them to be uncertain, anxious, unable to make 

decisions, unable to express themselves clearly and, as a result of all that, more stressed. 

Thus it is now possible to indicate that there is a relationship between changes in leaders� 
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thinking and their actual leadership practice. However, without further research it is not 

possible to determine the actual extent of that connection. 

  Having presented and analyzed the data from the study, Chapter 6 presents the 

key findings from the research, the implications of the study and possible future research 

opportunities. 

 

 

 



CHAPTER 6 

DISCUSSION 
6.0. INTRODUCTION 

 Chapter 1 began with a general overview of some of the challenges facing leaders 

around the world. Throughout the remainder of the chapter the focus gradually narrowed 

from challenges facing the church around the world, to challenges facing the Australian 

church, to challenges facing the Uniting Church in Australia, and finally to challenges 

facing the Queensland Uniting Church (the context in which the study was conducted). 

 In Chapter 2 the focus was on the literature review covering the two main aspects 

of the research � leadership and professional development. The section on leadership 

reviewed a number of theories of leadership and explored the shadow side of leadership. 

The section on professional development reviewed various understandings of the nature 

of knowledge, experience-based learning and professional development. It concluded 

with a number of theoretical propositions and a proposed framework for an intentional 

professional development intervention. 

 Chapter 3 presented the research orientation and the reasons for selecting 

particular methods of data collection. It outlined the research design and described the 

format of the Ministerial Leadership Development Program (M LDP). It concluded with 

a description of the methods of data analysis utilized in the study. 

 Chapters 4 and 5 illustrated the extent to which an intentional intervention 

program (MLDP) contributes to changing ministerial leaders� conceptions of themselves 

as leaders and their actual leadership practices. The MLDP was designed from a 

constructivist understanding of learning, because its planners wanted to ensure that the 

learners were at the centre of the whole program and not the program presenters; that 

there was an emphasis on providing opportunities for the participants to construct their 

own knowledge through a range of different learning experiences; and that there was a 

focus on their own experiences in ministry. 

 A framework for the proposed professional development program was presented 

in Chapter 2 (Figure 2.1).  It was based on the assumption that for professional 

development to result in long-term changes to leaders� thinking and practice, a number of 

crucial components must be taken into account when planning any intentional 

Ch. 6: Discussion 168 



intervention program. Those components were: the context of change and transition; 

experience-based learning; reflective practice; and ministerial leadership which was sub-

divided into ministerial education and leaders� thinking. This framework is now used to 

discuss the findings of the study into the effects of professional development on the 

thinking and practice of ministerial leaders. 

 Whenever a researcher is investigating changes in conceptions or practice, an 

extended approach to research is required as was argued in Chapter 3. The research 

questions in this study concerned possible changes in leader�s thinking and practice. 

Therefore similar sets of data (concept maps and repertory grids) were collected at two 

points � the beginning and the end of the MLDP. It was then possible to respond to  

research question 2:  

What changes (if any) occurred in each of the participants� conceptions of 
ministerial leadership during the MLDP? 
 

 These changes were described and analysed in Chapter 4. 

 Additional research methods (as described in Chapter 3) were used to address 

research question 3:  

To what extent did changes in participants� thinking about ministerial 
leadership affect their actual leadership practice?  
 

A number of the participants were interviewed and these interviews were analysed to 

determine the leaders� perceptions on how any changes in their thinking had produced 

changes in their actual practice. These findings were described in Chapter 5. To improve 

the validity of the data, another research method (survey) was utilized in order to give the 

researcher access to the perspective of the recipients of the ministers� leadership. These 

data were presented and analysed in Chapter 5. Once data from the perspectives of lay 

leaders and ministers had been analysed, research question 3 (see above) was addressed. 

 Having presented and analyzed data relevant to research questions two and three, 

it was then possible to address research question 1 (the core issue of this study): 

To what extent can professional development assist ministerial leaders to 
change their thinking about themselves as leaders and their actual leadership 
practices? 
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  All the data � from the original data gathered before and after the MLDP, to data 

collected fourteen months after the completion of the program � were then utilized in 

addressing the core research question. These findings were presented in Chapter 5. 

 It is important to note that because of the limited number of participants, the 

qualitative, interpretive approach taken, limits the possibility of replication. The 

generalizations suggested must be treated as tentative. However, they provide a valuable 

starting point for further research, and some implications for those concerned with 

improving professional development for ministerial leaders. 

 This chapter reviews the research findings; discusses them in relation to the 

components of the framework developed in Chapter 2 and then critiques the framework 

in the light of the research findings in order to present a revised framework. The 

theoretical propositions presented in Chapter 2 are also revisited in the light of the 

research findings. Some implications for the various stakeholders are presented and some 

possibilities for future research are outlined.  

6.1. KEY FINDINGS FROM RESEARCH 

 This section of the chapter presents the key findings from the research in relation 

to the framework proposed in Chapter 2 and ideas resulting from the literature review. 

Each of the components of the framework is discussed and relevant supporting data are 

included. 

6.1.1. Ministerial leadership 

 Most of the participants came into the MLDP thinking that ministerial leadership 

was mostly about what ministers did and the qualities they needed to possess in order to 

be effective ministers. Very few of them had done any serious thinking about the nature 

of leadership, and more specifically, the nature of Christian leadership. Some of them had 

read some books about leadership, but most of those focused on tasks and qualities. This 

was clearly evident in the first set of concept maps and repertory grids produced by the 

participants where the majority of concepts used were in the categories of Leadership 

tasks and Leadership qualities. Thus the first set of maps and grids support Rost�s 

contention that: 

 In the past leadership scholars have spilled much blood on the peripheral 
elements surrounding leadership and its content, instead of the nature of 
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leadership as a process, on leadership viewed as a dynamic relationship 
(1991:4)  
 

 Much of the literature available today focuses on the skills a leader needs and the 

qualities required by leaders, rather than the more foundational aspects of the nature of 

leadership and the features of Christian leadership. 

 One of the changes in leaders� thinking which occurred during the Ministerial 

Leadership Development Program (MLDP) was in developing a more holistic 

understanding of the nature of leadership appropriate for Christian leaders.  The 

percentage of concepts in the category nature of leadership increased from 15% in the 

first set of maps to 29% in the second set of maps (Table 4.4) and Christian attributes 

increased from 7% to 19%. In fact, by the end of the program, most of the participants 

had developed a more holistic understanding of ministerial leadership as demonstrated in 

Table 4.3. They had a broader spread of concepts across the five categories, and their 

concept maps were more dynamic and creative indicating a new understanding of the 

need to be flexible and adaptable in these times of change and transition. This 

understanding of leadership is what Fairholm (1997) refers to as holistic leadership. 

 Figure 2.1 speculates that conceptions of ministerial leadership are influenced by 

two key aspects � ministerial education and ministerial leaders� thinking. Each of these 

components is now briefly explored. The current study has demonstrated (particularly 

through the interviews) that the way ministers are trained has a profound effect on the 

way they think about themselves as leaders, and how they conceptualize ministerial 

leadership. If they were trained in a culture which believed that the central role of the 

minister was to be a personal therapist and chaplain to those who belong to the church, 

then that is generally how they began their ministry. 

  However, what emerged from the current research was the difficulty that 

ministerial leaders faced when they tried to change the perspective of the congregation in 

relation to the minister�s role. One minister referred to the dilemma she faced when she 

came to a new congregation which wanted her to be the leader and tell them what they 

should be doing, whereas she wanted them to take some leadership responsibility. Many 

of the interviewees shared the struggles they faced when trying to shift the congregation 

from one leadership paradigm to another. These illustrations indicate that it is not only 
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the way ministerial leaders have been trained which impacts on their thinking and 

practice, but also the expectations that the congregations have of  how ministerial leaders 

should be performing their leadership roles. The research demonstrated that when 

ministerial leaders are exposed to a range of different perspectives on leadership, they can 

change their own thinking about leadership more easily than they can change the thinking 

and expectations of the congregation. This finding was not available and therefore was 

not taken into consideration in the original framework. 

 There were many positive affirmations of ministerial education during the 

interviews. Some of the ministers mentioned how much they appreciated the strong 

biblical and theological foundations that their training gave them. They believed that this 

strong foundation, together with a solid understanding of their role as ordained 

ministerial leaders, enabled them to be effective leaders in a variety of different settings. 

They believed that most of the leadership skills could be learned after ordination but solid 

biblical and theological education was crucial before ordination. 

 Writers such as Spong (1998), Easum ( 2000), Rendle ( 1998), and Brueggemann 

(1997) highlight the need for ministerial leaders to be able to reinterpret the sacred stories 

of Scripture for people who feel like they are living in exile. During the interviews a 

number of ministers mentioned the importance of being relevant in their preaching, and 

indicated that their ministerial training had prepared them well for that task. Barbara 

made a very pertinent point in her interview when she referred to the September 11th 

incident (terrorist attacks in United States in 2001) and indicated that her role as minister 

was to articulate the faith in such a way that people would be able to see the relevance of 

the Scriptures for their daily lives. The fact that their college education had also helped 

them to develop an understanding of their sense of call (vocation) was mentioned by 

many. It was this strong sense of call which kept them going when the times were 

difficult.  

 The current study has also demonstrated some of the specific ways that leaders� 

thinking affects practice (Table 4.5). It is significant that so many participants mentioned 

the impact that feedback (both positive and negative) had on their thinking of themselves 

as leaders, and in turn, on their actual leadership practices. This was particularly true for 

Steven who gave some very clear examples from his own recent experiences. His 
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experience supports what Palmer (1998) highlights as an important dimension of 

leadership � the effect that the �shadow side of leadership� (internal negative beliefs) has 

on a leader�s thinking and practice. Palmer suggested that if leaders were going to be able 

to change their thinking about themselves as leaders, they must be willing to get in touch 

with this shadow side of leadership so that the shadows can be transformed. 

 One of these shadows was insecurity about one�s identity and there were many 

examples from the transcripts which supported the powerful effect of this shadow on 

leadership. A number of the ministerial leaders mentioned the relationship between their 

self esteem and their practice. When they were receiving positive feedback their self 

esteem was high and as a result they were able to be assertive, articulate and visionary. 

However, when they were receiving a lot of negative feedback the opposite was the case. 

Much of the recent literature (Kaldor & Bullpitt, 2001; Spong, 1998; Whetham & 

Whetham, 2000) highlights the impact that unrealistic expectations of congregations have 

on ministerial leaders� thinking about themselves as leaders. These expectations add to 

their insecurity about their own identity, and in some cases, lead to stress and burnout. In 

this study, Steven�s experience certainly supports that research. 

 Another shadow which was significant in the current study was what Palmer 

(1998) called functional atheism � the belief that the ultimate responsibility for 

everything rests with the leader. This shadow was strongly present in the interviews 

where a number of the interviewees mentioned that they felt �it was all up to me�. They 

believed that if anything was going to happen in the congregation, they had to make it 

happen. Such an unrealistic expectation placed a burden on them and this added to their 

stress. One of the most notable changes in their practice at the end of the MLDP was a 

relaxation about the belief that everything depended on them. By the end of the program 

many of them commented that they no longer felt that pressure because they had now 

involved lay people in helping the vision of the congregation become reality (Table 5.16). 

 A third shadow which was supported by the current research was fear of natural 

chaos. Many leaders talked about their desire to have everything under control, and to 

have a clear idea of where the congregation was heading. However, during the program 

they began to realise that it was not important to be totally clear about the future and were 

able to accept that life is often very messy. It is not necessary in these times of change 
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and transition to see everything clearly. The more important aspect is to be open to the 

leading of God�s spirit and to be willing to respond. A number of participants talked 

about being more comfortable now �living in the messy middle�. The literature review 

referred to the recent contribution made by quantum physics which sees chaos as creative 

and productive rather than something that must be solved and overcome. The view that 

many participants held at the end of the program was in line with this understanding of 

chaos. 

6.1.2. Context of change and transition 

 The opening paragraphs of this dissertation highlighted the significance of 

recognising that ministerial leaders today must understand that they are ministering in a 

context of change and transition which is unlike anything the church has ever seen in its 

2000 year history. In the past it may have been possible to ignore these changes but that 

is no longer the case. It may also have been easier in the past for ministers to transfer 

from one context to another and simply continue to minister in a very similar manner. 

That time has also passed. Now ministers must take cognizance of the context in which 

they are currently serving and tailor their leadership to that context and that particular 

time in history. 

 Writers such as Drucker, (1989); Harman, (1998); Rendle, (1998); Easum, (2000) 

and Roxburgh, (2000) have all highlighted the undeniable fact that the church now finds 

herself in a very different place than ever before and she needs to discover new ways of 

being church that are relevant for today. We are now in a post-modern, post-Christian era 

and that calls for different models of church and different ministerial leaders. All of these 

writers use similar images to describe the current context for ministry � chaos, 

wilderness, exile. 

 The current research supports the literature on change in a number of ways. 

Firstly, when the concept maps were compared at the end of the MLDP, there were some 

very obvious differences � even from a visual perspective. These have been described in 

Chapter 4. The second set of maps illustrated in very creative ways, the emphasis on 

leadership happening in a context of change. The maps were more dynamic, organic and 

chaotic, and the concepts themselves included words like change, transition, chaos, 

vision.  
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 Secondly, in the interviews when the ministers were asked about some of the 

things happening in their congregations, they all mentioned examples of changes that 

were being considered and introduced. They elaborated on the effect that these changes 

were having on the members of their congregations. A dimension of their leadership was 

firstly helping people to accept the need for change, and secondly helping them to 

envision a different future by reaching out beyond their congregations into the 

community. 

 Thirdly, some of the ministers mentioned the effect that trying to bring about 

change was having on them. They sometimes felt like they were walking a tight rope. 

Some of them had intentionally implemented strategies to assist both themselves and 

their people to work through these transitions in ways that were not unlike those 

suggested by Bridges (1980). 

 When the ministers were asked to identify some of the challenges they might face 

in the next five years, there was an awareness of the importance of change and transition 

and the impact that would have on the congregations. This meant that many of the 

ministers saw their role now in preparing people adequately for a new future which may 

not always include having their own ordained minister. The following comment from one 

minister sums up this challenge:  

The world has changed so much since September 11th that we have to have a 
vision of the church that is different�.We may even have to put our Christian 
faith on the line�. That was an issue for the first century and it may be an 
issue for the twenty-first century church. 
 
Another dimension of the context of change which became evident through this 

study is the changes in the role of lay people within the church. In the past when church 

membership was higher than it is now, it was possible for each parish to have their own 

ordained minister. Current membership and finances cannot support this practice and, as 

a result, many congregations are without a full-time ordained minister. This has resulted 

in an increased emphasis on the role of lay people. Some of the literature (Arbuckle, 

1993) focuses on the need to empower people but very few writers have focused on the 

need to equip lay people for their changing role in the church. 

In this research many of the participants in the MLDP reflected an understanding of 

this changing role when they used concepts and constructs related to empowering and 
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equipping lay leaders. They all realized that they simply could not fulfil all of the 

expectations people had of them. One way to deal with these unrealistic expectations was 

to assist lay people to become more involved in leadership themselves. The ministers 

were very conscious of the busy lives that lay people have, and did not want to burden 

them. However, they realised that for the church to move into a new future, the leadership 

team needed to be extended. Some of the comments from the interviews illustrate this: 

Enabling the congregation to accept a model of ministry where my time is 
more focused on training lay leaders and less with being a chaplain to the 
congregation. 
 
If I could leave the congregation in five years time knowing that I�ve left 
behind a core group of lay leaders who are properly trained and who stand 
as equal partners with the minister�that would be fabulous. 
 
These findings indicate the need to incorporate strategies for dealing with 

expectations of lay people into the MLDP. 

One interesting aspect of the survey that was used with key lay leaders was the fact 

that lay people did not rate highly the need for their ministers to have a regular day off or 

to be involved in retreats. This is despite the evidence from the National Church Life 

Survey team which indicates that some of the most important strategies for helping 

ministers deal with stress and burnout are taking a regular day off and being involved in 

retreats. Part of the reason for this is that lay people feel that they are expected to take a 

more active role in the leadership of the church on top of all their normal everyday 

commitments including full-time work.  

6.1.3 Experience-based learning 

 Another crucial component of the framework used in this study is experience-

based learning (EBL). The distinguishing feature of EBL according to Foley (1995) is 

that the experience of the learner occupies a central place. This supports the constructivist 

view that �learning is a process in which learners construct knowledge in order to make 

sense of their observations and experiences� (Brickhouse & Bodner, 1992:482) which has 

under-girded this study. Foley also outlined six characteristics of EBL (2.2.2) and these 

guided the planners of the MLDP in several ways. Firstly, there was an emphasis in the 

MLDP on involving the whole person � intellect, feelings and senses. Throughout the 

first live-in intensive there were sessions designed to stimulate each of those aspects. The 
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theory sessions stimulated the intellect, the simulation games and case studies stimulated 

the feelings, and some of the lifestyle sessions stimulated the senses. This was done in the 

hope that participants would realize how important it is to involve the whole of their 

personhood in their learning. 

 A second characteristic highlighted by Foley was the importance of recognizing 

and actively using the learners� relevant life experience. Thus the MLDP included case 

studies (provided by the participants) which were used for reflection and learning. A 

major focus of the mentoring phase of the program was also on the learner�s own life 

experiences in leadership. It is relevant at this point to indicate that the mentoring phase 

received the most positive feedback of all the phases, and mostly that was because the 

mentor groups focused on leaders� actual experiences in ministry and not on theory about 

ministry. 

A third characteristic from Foley�s list which is worthy of mention is the 

importance of continued reflection upon earlier experiences in order to add and transform 

them into deeper understanding. Kolb (1984:38) suggested that: �learning is the process 

whereby knowledge is created through the transformation of experience�. This 

understanding of learning led the planners of the MLDP to structure the mentoring phase 

over seven months so that there would be numerous opportunities for the experiences of 

ministerial leaders to be transformed. Many comments from the interview transcripts bear 

testimony to some of those transformations including becoming more willing to risk 

making mistakes; becoming more assertive and confident in one�s own leadership style; 

and being more able to handle difficult conflict situations. 

The use of lived (rather than created) experience as the primary source for 

learning is a general feature of education aimed at personal transformation. As the 

literature review highlighted, learning from experience is increasingly becoming a feature 

of continuing professional development which may also include personal transformation 

within its scope. It is important that any future leadership development programs include 

opportunities for participants to talk about their experiences, to analyze those experiences 

individually and collectively, and to identify and act upon the implications of what is 

revealed as a result of that reflection.  
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6.1.4 Reflective practice 

Some of the comments already made in this chapter illustrate the connections 

between various components of the framework. There is a particularly close link between 

experience-based learning and reflective practice. Boud and Pascoe (1978) pointed out 

that experience alone does not necessarily lead to meaningful learning and neither does 

experience without reflection. Boud and Walker (1985) pointed out that there are two 

main components of an experience � the experience and then reflective activity based on 

that experience (p.18). In 1992 Boud and Walker revised their views to �encompass 

reflection in the midst of experience and the foundations on which learning builds (p. 

168)�. This latter stance aligns them more closely with Schon, as they came to believe 

that �we experience as we reflect, and we reflect as we experience� (Boud and Walker, 

1992:167)�. Thus EBL and reflective practice are strongly interconnected. 

One of the desired outcomes of the MLDP was that participants would become 

practitioners capable of reflection-in-action and reflection-on-action. Therefore a major 

focus of the mentor groups was to help participants develop the capacity to reflect on and 

in practice. Many of those writing from a ministerial education background (Hough and 

Cobb, 1985; Groome, 1989) stress the importance of ministers becoming reflective 

practitioners and practical theologians who are able to �think about practice and think in 

practice� (Banks, 1999:35). 

Schön (1987) presents a constructivist approach to professional knowledge which 

grounds the acquisition of professional knowledge in the experience and actions of the 

practitioner. For him reflection-in-action involves practitioners revising their personal 

constructs of leadership while engaged in practice. This is certainly supported by the 

current research which demonstrated that participants revised their constructs of 

leadership while they were engaged in practice. In the first set of maps and grids there 

were very few references to reflection or reflective practice. However, by the end of the 

MLDP many participants had included such concepts in their maps and on their grids. 

This showed that these concepts were now reported as part of their understanding of 

leadership. 

In the interviews, the leaders were asked whether the MLDP had changed their 

leadership practices at all, and a number responded that they had become much more 
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intentionally reflective. Again, many commented that the mentor groups were where they 

had learned the importance of reflective practice, and it was also where they gained the 

confidence to become reflective. Thus the current research supports the importance of 

reflective practice in changing ministerial leaders� thinking and practice. 

6.1.5 Summary of research findings  

 Before addressing the over-arching research question, the theoretical 

generalizations outlined in Chapter 2.3 are re-visited and the original framework as 

presented in Figure 2.1 is critiqued in the light of the research findings.  Those 

generalizations were incorporated into the framework for ministerial professional 

development as components which needed to be taken into consideration if an intentional 

intervention was going to be able to contribute to changes in leaders� thinking and 

practice. The findings of the research have supported those generalizations to some 

extent, and other aspects have emerged which need to be taken into consideration in a 

revised framework. 

 Firstly, the literature review and research showed that it was confusing to separate 

�experience-based learning� and �reflective practice� into two distinct components. Both 

the theoretical propositions and the framework presented these as separate entities. In the 

light of the literature review and the research, a coalescence of the two components is 

now more appropriate because reflective practice is a form of experience-based learning.  

 Secondly, because Figure 2.1 seeks to represent the key components of the MLDP 

visually, it is confusing to include �ministerial leadership� as a separate component since 

the whole program is focused on ministerial leadership. Removing that component leads 

to problems with the sub-divisions �ministerial education� and �leaders� thinking�. During 

the research it became clear that �ministerial education� and �leaders� thinking� were not 

components of the actual MLDP but rather aspects of the research being conducted. It is 

therefore inappropriate for them to be included in the revised framework.  

 Thirdly, the research highlighted the significance of peer mentoring particularly in 

relation to supporting ministerial leaders as they endeavoured to bring about change.  

This suggests that it should be included as a component in the revised framework. Much 

of the stimulus for critical reflection came from the peer mentoring groups. 
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 Fourthly, the research indicated the importance of the intervention being 

conducted over a longer period of time than are �one-off� interventions. Participants 

reported that being involved in a variety of settings over a period of almost a year, proved 

to be beneficial. 

 Finally, the MLDP was based on the understanding that ministerial leadership is 

occurring in a context of change and transition. The research findings brought to the 

surface some of the effects of change on ministerial leaders and lay people. There has 

been a degree of visioning and creativity demonstrated by many ministerial leaders and 

this has created an atmosphere of hope in congregations, but sometimes this has been at a 

heavy emotional cost to the leaders. 

 Taking the critique above into account, a revised framework is now presented in 

Figure 6.1. 

 
 
 
 
 
 
 
 
 
 
 
 
  
 
 
 
 

PEER MENTORING EXPERIENCE-BASED 
LEARNING 

CONTEXT OF 
CHANGE AND 
TRANSITION 

MINISTERIAL 
LEADERSHIP 

DEVELOPMENT 
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Figure 6.1 A Revised Framework for Ministerial Leadership Development Programs 
 
 Figure 6.1 illustrates succinctly the relationship between the three key 

components of the MLDP, namely the importance of taking into consideration the 

context of change and transition; ensuring that the whole program is undergirded by 

experience-based learning; and including the opportunity for peer-mentoring to occur 

over several months so that participants can become competent reflective practitioners 
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and receive the support and encouragement they need if they are to incorporate their 

learning into their leadership practice. 

 Given this explanation it is now possible to address the over-arching research 

question: 

Can ministerial leaders change their thinking about themselves as leaders 
and their actual leadership practices through participation in professional 
development? 
 

 The research suggests that ministerial leaders can change their thinking about 

themselves as leaders and their actual leadership practices through participation in 

professional development providing that professional development includes components 

such as reflective practice and peer mentoring. It also suggests that the effectiveness of an 

intentional intervention is partly determined by the inclusion of several months of 

mentoring which allows participants time to incorporate changes into their leadership 

practices. 

 Thus, perhaps the way to respond to the research question is with a definitive, yet 

qualified, yes. It is a definitive positive response because data from a number of sources 

demonstrated that change was reported as having taken place in leaders� thinking and 

leaders� practice, both from the perspectives of ministerial leaders and lay leaders. It is a 

qualified positive response because actual changes have not been witnessed. It is also 

qualified because it is not possible, at this stage, to determine whether the reported 

changes were directly a result of the components of the theoretical framework being 

translated into the conduct of the MLDP.    

6.2. IMPLICATIONS OF THIS STUDY 

 In this section of the chapter some of the significant implications of the study are 

discussed. There are a number of stakeholders and groups who are responsible for 

ministerial leadership development within the Uniting Church in Queensland. Although 

there is some overlap in their particular areas of responsibility, it is important to identify 

which stakeholder is the most appropriate one to address the particular implications. 

Therefore each of the stakeholders is identified and the implications of the study relevant 

to their interests and responsibilities are presented. 
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6.2.1 Theological College 

 The study has raised some important issues for the pre-service education and 

training of ministerial leaders. Firstly, they need to receive a solid theological and biblical 

foundation so that they can confidently preach relevant and challenging sermons that 

encourage lay people to live out their faith in their daily lives. They also need to be able 

to articulate the faith in such a way that people see the relevance of faith to the issues 

which they confront every day. During their college experience, ministerial leaders also 

need to develop a clear sense of their call so that they are able to continually refer to it � 

especially during difficult times of ministry. This call needs to be able to sustain them 

throughout their whole ministry.  

 Secondly, the conceptions of ministerial leadership which most of the participants 

brought with them into the MLDP were focused on the qualities and skills of leadership. 

Very few participants demonstrated an understanding of the nature of leadership and 

fewer still had a clear conception of Christian leadership. Some of the changes in 

thinking which occurred during the MLDP were in relation to developing a more holistic 

understanding of the nature of Christian leadership. It is therefore crucial that during their 

pre-service training ministers are encouraged to broaden their understanding of Christian 

ministerial leadership. 

 One of the participants made a very relevant comment in her interview when she 

said: Leadership is a complex tapestry. The more we learn, the more complex the issue 

becomes. The second set of concept maps in the current research demonstrated the truth 

of this statement because most of the participants demonstrated a much clearer 

understanding of the specifically Christian attributes of leadership by the end of the 

program. Many of the participants included concepts such as Christ centred, focussed on 

Christ, discerning God�s will and servant leadership. One commented that: from a 

Christian theological perspective servant leadership became more and more the centre of 

my thinking. 

 Those training for ministry must also develop a clear understanding of the 

importance of the context in which they are to minister, and the culture associated with 

different contexts. Every congregation is unique and what is appropriate and successful in 
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one context may not be appropriate in another. Ministers therefore need to be adaptable 

and flexible in their leadership. 

 Another implication for theological colleges is the need to ensure that newly 

ordained ministers have a theologically sound understanding of ordination and the role of 

ministerial leadership as distinct from other forms of leadership. Many of the problems 

confronted by ministers in this study were related to the unrealistic expectations lay 

people had of their ministers. Although this is an issue which also needs to be confronted 

from a congregational perspective as well, it is something that needs to be addressed by 

the college. If ministers are unsure about their specific role as ordained leaders they are 

much more likely to become overwhelmed by the unrealistic expectations that lay people 

can put on them.  

 The data from the factor analysis of the survey which was completed by Church 

Council lay leaders, clearly demonstrates that there are a number of aspects of leadership 

which should be part of any ministerial training program. These include: visionary 

leadership, consensus decision-making, being able to help a congregation vision a new 

future and employ appropriate strategies for implementing that vision. Thus the type of 

training that lay people see as appropriate includes solid biblical and theological training 

but also includes developing many of the skills associated with visionary leadership.  

 In relation to the selection of candidates for ministry in the future, it is important 

that they have a capacity for working with teams of lay people rather than seeing 

themselves as the solo pastor. Most of the participants in this study emphasized the role 

they had in equipping and training lay people to be involved in various forms of ministry. 

A major emphasis in ministry now is this equipping and training role, so those preparing 

for ministry must be trained as educators and trainers. It is also important that they have a 

capacity for visionary leadership since this research clearly shows that lay people want 

their ministers to be able to help them develop a shared vision for the congregation and 

then be able to bring that vision to reality.  

6.2.2 Continuing education for ministry 

 All those working within any of the specified ministries of the Uniting Church are 

required to participate in continuing education. The Ministerial Leadership Development 

Program is one form of continuing education that has now been shown to contribute to 
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changes in both the thinking and the practice of ministerial leaders. Therefore an 

implication of the current research is that it is a form of professional development for 

ministers that need to be continued. There are aspects of the current study that future 

planners should take into consideration. 

 There are other implications that are relevant to those responsible for continuing 

education. During the pre-service phase of training it is not possible to include all of the 

aspects of ministerial leadership that are needed in these times of profound change. Many 

of these aspects of training can be included in the in-service phase of ministry under the 

auspices of continuing education. One such aspect is the difficulty of following another 

minister and being able to deal effectively with the transition from one style of leadership 

to another. This is particularly difficult when the previous minister has been in the 

congregation for a long time and has a well-established relationship with the members of 

the congregation. (Some aspects of this implication are also relevant to the Placements 

Committee and those aspects are discussed in that section of this chapter.) 

 Another implication for continuing education is the issue of ministers being able 

to handle feedback in a constructive manner. This research has demonstrated a strong link 

between self-confidence and feelings about effective leadership. It has also demonstrated 

the effect that negative feedback can have on ministerial leaders. Continuing education 

for ministry (CEM) could offer some courses that are designed to assist ministerial 

leaders deal with feedback constructively. 

 The mentoring phase of the MLDP received the most positive affirmation of all of 

its phases and this has implications for continuing education. Ministers really appreciated 

having a forum where they were able to be themselves and share their struggles and 

successes openly and honestly. Some of the most effective learning occurred in the 

mentor groups and it was there that ministers gained confidence to implement change, 

were challenged to reframe their understanding of leadership, and shared examples from 

their ministry settings. Therefore an important implication is that peer mentoring should 

become a dimension of continuing education. 

6.2.3 Placements committee 

 This study has highlighted the need for careful consideration to be given to the 

placement of ministers in terms of their particular strengths and leadership styles, as well 
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as the leadership style and understanding of ministry of the minister who is leaving. The 

research has shown that one of the greatest difficulties for ministers has been following 

someone who has had a very different style of leadership and different understanding of 

the role of the ordained minister. If the previous minister was very direct and 

authoritarian and the new minister is one who is committed to shared leadership and 

decision making, then it is very difficult for the new minister to help the congregation 

accept a new paradigm of ministry. This is particularly evident where a younger minister 

follows a much older minister who has been trained in a different era. The reverse can 

also occur � when a new minister comes to a congregation that is used to looking after 

itself and they do not want the minister to take over leadership. 

 There are aspects of this implication that are relevant to continuing education (the 

provision of some training in moving congregations through transitions) and aspects that 

are relevant to the Placements Committee (ensuring that careful consideration is given to 

the succession issue). 

  Another implication of this succession issue is the need to have an intentional gap 

between ministers when there has been a long-term placement or when there has been 

conflict within the congregation. The Uniting Church has recognized the need for 

Intentional Interim Ministry but there are currently not enough ministers trained for this 

special role. Many ministers who retire at sixty or sixty-five have the experience and 

capacity to be involved as intentional interim ministers. There are many very positive 

experiences of intentional ministry and these are proving to be a great gift to the church 

as a whole. Because intentional interim placements are usually for a short duration, this 

might suit retired ministers more than those who want a long-term placement. 

6.2.4 Lay education 

 Most of the participants in the MLDP indicated that a dimension of their role as 

ministerial leaders was to empower and equip lay leaders. With more and more 

congregations not being able to afford a full-time minister, there is an increased need for 

lay people to be trained biblically and theologically so that they feel confident to take a 

greater leadership role. Lay people also need to understand the dynamics of change and 

transition, and the importance of visioning new ways of being church. The survey 
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responses in this study indicate that lay people want to be involved in leadership but they 

also realize that they need training.   

6.3 POSSIBLE FUTURE RESEARCH 

 The findings of this study suggest a range of issues that could be addressed in 

further research. Several are suggested and discussed here. 

6.3.1 Validation of findings by participants 

The time constraints for this study, and the difficulty of access to participants after 

the survey analysis were limitations. However, providing participants� with access to the 

lay leaders� survey data would provide a further opportunity for leaders to receive 

feedback. Such feedback would provide them with useful data for ongoing reflection on 

their leadership practices. 

6.3.2 Further analysis of survey data 

  There are more research questions that could be put forward in relation to the 

survey.  Examples include: What differences exist between the perceptions of males and 

females; younger people and older people; those who have been in leadership positions 

for a long period and those who have only recently become involved; those with 

university education and those without? Results of such analysis could give some helpful 

feedback to ministers in terms of how their leadership is perceived. It would also provide 

information that could assist those responsible for training ministers and lay leaders. 

6.3.3 Relationship between self-confidence and effectiveness 

Data from the interviews and the survey demonstrate the link between confidence 

and effectiveness as leaders. Thus from the perspective of ministers and lay leaders there 

is a perceived link. This would be an aspect of leadership that could be researched in the 

future. Another aspect would be to develop programs designed to develop confidence in 

ministers. 

6.3.4 Ministerial succession 

 There is sufficient data from the interviews in relation to the difficulties ministers 

face when they go to a new placement to warrant some further research. It might be 

possible to study a small number of ministers as they move to a new placement and focus 

on some of the difficulties they have in dealing with the variety of feelings that the lay 

people have in making the transition from one ministerial leader to another.    
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6.4 ONGOING ISSUES 

 There are some ongoing issues for ministerial leadership that have been identified 

by those participating in the MLDP. Some of these issues are discussed in this final 

section of the chapter. 

6.4.1 Equipping lay people 

 Almost all the participants in the MLDP mentioned that one of the ongoing 

challenges for them as ministers was the equipping and empowering of lay people. 

Ministers recognize that lay people are incredibly busy with their families, their jobs and 

their community, but they also want to be involved in meaningful ways in the life of the 

congregation. Many of the lay leaders who completed the survey indicated that they 

wanted to be challenged and encouraged to move out of their comfort zones. They want 

to be equipped for ministry but they also want that ministry to make a difference. The 

challenge for ministerial leaders is to be able to help lay people discover their passions 

and their gifts and then be able to equip them to serve using those gifts and passions. 

6.4.2 Redefining the sense of call 

 Many ministers who participated in the MLDP realized that they were 

approaching midlife and the middle of their years in ministry. One of the challenges they 

face is redefining their sense of call so that it is constantly fresh and is able to sustain 

them in difficult times. It may be that in the future another leadership development 

program could be offered for those approaching the age of fifty so that they do not �get 

into a rut� or simply live out the remainder of their ministry on the downward slope to 

retirement. 

 Another aspect of redefining the sense of call is in relation to each new placement 

a minister commences. A number of the participants in this research mentioned that they 

were being challenged by a new sense of call which was leading them in some new 

directions. For some, this meant developing a teaching ministry, for some it meant a 

training and equipping focus, and for others it meant concentrating more on worship 

leadership. As ministers redefine their call this will have implications for congregations, 

so lay people will need help in adjusting their expectations of ministerial leadership. 
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6.4.3 Team leadership 

 As more and more congregations reach the point where they can no longer afford 

a full-time ordained minister, those ordained leaders who are in placements will need to 

concentrate on developing teams of lay leaders who are suitably equipped and trained to 

lead the congregation in the absence of a minister. There will need to be a greater 

emphasis on ministers being able to work with teams, and perhaps being responsible for 

the oversight of a number of smaller congregations. 

 At the other end of the spectrum are the regional congregations and although 

these will only develop in certain areas, they present different challenges. Most ministers 

are not trained to lead regional congregations so this will need to be addressed � 

preferably during in-service once ministers have had some experience of ministry in other 

settings. 

6.5 CONCLUSION 

 This study sought to investigate the effect of a particular form of learning � that of 

professional development � on the thinking and practice of ministerial leaders. Results 

obtained confirmed that conceptions of leadership held by ministerial leaders on entry to 

the Ministerial Leadership Development Program changed during the program. 

Participants� initial views of leadership were related to the qualities and skills leaders 

must possess in order to be effective leaders. By the end of the MLDP their conceptions 

of effective leadership, which had been influenced by many of the aspects of the 

program, represented elaborations and restructuring of earlier conceptions and a more 

holistic understanding of the nature of ministerial leadership. 

 As ministerial leaders� conceptions affect their leadership practices, the quality 

and effectiveness of ministers� actual leadership is also influenced by conceptions of 

leadership. Thus when conceptions and thinking change, so can practice. The 

implications of this research for pre-service training, placements committee, continuing 

education and lay education need careful consideration. 

 The results of the study have also emphasized the important role that mentoring 

can play in encouraging ministerial leaders to change their thinking and practice. 

Participants in the MLDP found that the mentoring phase of the program promoted 

ongoing learning and development, and also gave them the encouragement they needed 
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to persevere with changes they were implementing � even when some of their 

congregations did not really understand what they were trying to accomplish. 

 The process of changing thinking and practice requires participants to be aware of 

their current conceptions so they can reflect on them in the light of their experience of 

ministry. Their experiences may support or challenge their current conceptions, and the 

approaches to ministry based on those conceptions. This research has demonstrated that it 

is possible for those conceptions of ministerial leadership to change, and in turn for 

ministerial practice to change, if certain other conditions are met. Leaders should be 

made aware of a range of alternate conceptions of leadership and the leadership practices 

which flow from those conceptions. They also need opportunities to reflect upon and 

experiment with a range of approaches to ministry in their own ministry context. This 

reflection and experimentation need to be undertaken in a supportive environment such as 

mentor groups to ensure positive outcomes. 

 As Foley (1995:207) reminds us �the distinguishing feature of experience-based 

learning is that the experience of the learner occupies the central place�. This enables 

learners to analyze their experiences by reflecting, evaluating and reconstructing that 

experience (sometimes individually, sometimes corporately, sometimes both) in order to 

draw meaning from it in the light of prior experience. The current research sought to use 

that approach as the foundation for its MLDP. When professional development programs 

are able to provide such opportunities for ministerial leaders, the church will be well on 

the way to growing the kind of leaders needed to ensure that it will thrive in this twenty-

first century. 
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INTERVIEW QUESTIONS 

 
CONCEPT MAPS: 
 

1. Tell me everything you can about your concept maps. 
2. Which concepts, if any, did you find difficult to place? 
3. Tell me about the changes that you can observe between your two maps. 
4. Where do you think those changes came from? What were the sources of those 

concepts? 
5. What made you want to change your map? 
6. Which aspect of your maps are you most certain about now? 
7. Tell me about what you read, saw, heard or did that influenced the changes you 

made in your maps. 
8. If you drew another map today would it be different, and if so, how? If not, why 

not? 
 
REPERTORY GRIDS: 
 

1. Reflect on the changes in your scores between the two grids. These represent 
changes in your image of yourself as a leader. Share with me your reflections on 
those changes. 

2. To what extent do you agree/disagree with the changes in your scores? Why do 
you think those changes have occurred? 

3. What have been some of the key influences on your self image as leader? 
4. What has been happening for you as a leader over the past year? 
5. Share with me your reflections on some of the transitions you have been 

experiencing as a leader? 
6. Talk about the feelings you experience in relation to handling change. 
7. What are the greatest challenges you face as a leader? 
8. How do you feel about being a leader in the church at this point in history? 
9. What effect, if any, is change having on your congregation? How are they 

handling that change? 
 
LEADERSHIP PROGRAM: 
 
The next few questions are focussed on your experience of the Ministerial Leadership 
Development Program. 
 

1. To what extent, if at all, did the program affect your thinking about yourself as a 
ministerial leader? 

2. To what extent, if at all, do you think the program affected your actual practice of 
leadership? 

3. Can you give me a few examples? 
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4. Take a few minutes to reflect on the phases of the program. Could you make some 
comments on each of the phases? Were there any particular aspects of the course 
that caused you to reflect on your leadership practice? If so, what were they? 

5. I�m not sure if you can remember who you used as your effective leaders for the 
repertory grids we did at the beginning and the end of the program. If you can 
remember who they were, would you still use them as examples of effective 
leaders now? If so, why? If not, why not? 

6. Is there anything else you would like to comment on in relation to the way you 
think about leadership and your actual leadership practice? 

 
LIFE EXPERIENCE: 
 

1. Take a few moments to reflect back over your life as a leader in the church. Share 
some of that journey with me. 

2. If you were asked to draw that journey, what would it look like? Feel like? 
3. Now take some time to think back to your theological and ministerial education. 

Share any of your beliefs about leadership that may have changed since that time. 
4. What do you think caused you to change those beliefs? 
5. If you think of yourself as a leader when you began in ministry and the leader you 

are today, share some of the differences (if any). 
6. Are there any changes you have observed in your leadership practice over the 

years, and if so, what do you think caused those changes? 
7. If your congregation was asked to describe the changes they have observed in 

your leadership over the past year, what do you think they might say? 
8. If you think about the next five years, what do you think will be your greatest 

challenges as a leader in the church? 
 
                             *************************************** 
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LAY LEADERS� SURVEY AND LETTER 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
 
 

Congregation Code: Date completed: 

 
 
Dear Lay Leader, 
 
This survey is designed to collect data on the leadership practices of ministers. Data collected 
as part of this study will be confidential and will assist the Synod in planning leadership 
development courses. 
 
This research is also being undertaken in partial fulfilment of the requirements for a Doctor of 
Education through Griffith University. You are being invited to participate because you are a 
key lay leader in your congregation. We are very interested in your perspective. Please 
complete the survey and return it to me in the self-addressed envelope by 6 December 2001. 
 
Thanks so much for taking the time to respond. 
 
Sue Fairley 
 
 
 
PLEASE PROVIDE THE RELEVANT INFORMATION OR TICK THE APPROPRIATE BOX. 
 

GENERAL INFORMATION 
Individual details Response 

Gender Male  Female  
Age  
Employment Part-time   Full-time   

Not employed   Retired   
Current Employment 
(e.g. homemaker, teacher, plumber) 
If retired previous employment: 

 

EDUCATIONAL QUALIFICATIONS 
Number of years of 
Post-secondary study 

 

(Tick highest qualification)  
Finished primary school  
Finished Year 10  
Finished Year 12  
Completed TAFE course  
Completed Undergraduate  
Completed University degree  
Completed Postgraduate university degree   

CHURCH INVOLVEMENT 
Leadership role/s other than Church Council 
member: (e.g. elder, property convenor) 

 

Number of years in this position  
Number of years in other leadership positions in 
this congregation 

 

Number of years in leadership positions in other 
congregations 
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TICK THE BOX THAT BEST INDICATES YOUR RESPONSE 
 

Please answer the following questions in relation to your current minister. 
All questions use the following rating scale. 

Please also 
tick a box here Please tick a 

box here 

 
Strong disagree Disagree Undecided Agree Strongly agree 

SD     D U A SA
 
 IN PREVIOUS YEARS THIS YEAR 
 SD           D U A SA Item SD D U A SA  

1           Our minister manages change/transition effectively 2 

3           Our minister is able to talk with people easily 4 

5           Our minister relates to me as an equal member of the leadership team 6 

7           Our minister encourages me to �move out of my comfort zone� 8 

9           Our minister expects us to follow his/her lead 10 

11           Our minister has a clear vision for the future of our congregation 12 

13           Our minister encourages lay leaders to be involved in leadership 14 

15           Our minister preaches relevant sermons 16 

17           Our minister has a strong sense of his/her leadership role 18 

19           Our minister gives me helpful counsel 20 

21           Our minister challenges us to change the way we are endeavouring to be the Church 22 

23           Our minister encourages us to set achievable goals for our congregation 24 

25           Our minister ensures that appropriate strategies are in place to meet our goals 26 
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TICK THE BOX THAT BEST INDICATES YOUR RESPONSE 

 
Please answer the following questions in relation to your current minister. 

All questions use the following rating scale. 
 

Strong disagree Disagree Undecided Agree Strongly agree 
SD     D U A SA

Please also 
tick a box Please tick a 

box here 

 
 
 IN PREVIOUS YEARS  THIS YEAR 
  SD            D U A SA Item SD D U A SA

27           Our minister listens attentively to people 28 

29           Our minister is able to encourage us to develop a shared vision for our congregation 30 

31           Our minister is able to help us reach our vision for our congregation 32 

33           Our minister delegates responsibilities to others 34 

35           Our minister is a good organiser 36 

37           Our minister is very decisive 38 

39           Our minister is a creative thinker 40 

41           Our minister articulates his/her ideas clearly 42 

43           Our minister preaches challenging sermons 44 

45           Our minister is able to articulate his/her understanding of  his/her leadership role 46 

47           Our minister conducts meetings effectively 48 
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TICK THE BOX THAT BEST INDICATES YOUR RESPONSE 
 

Please answer the following questions in relation to your current minister. 
All questions use the following rating scale. 

 
Strong disagree Disagree Undecided Agree Strongly agree 

SD     D U A SA
 
 
 IN PREVIOUS YEARS THIS YEAR 

Please also 
tick a box here 

Please tick a 
box here 

  SD            D U A SA Item SD D U A SA

49           Our minister uses consensus decision making 50 

51           Our minister is able to help others become aware of their strengths and weaknesses 52 

53           Our minister is committed to empowering and equipping lay leaders 54 

55           Our minister is able to deal with conflict effectively 56 

57           Our minister has a regular day off 58 

59           Our minister regularly participates in retreats or quiet days 60 

61           Our minister demonstrates appropriate self care (has a good balance of work, rest and play) 62 

63           Our minister is aware of his/her own leadership strengths and weaknesses 64 

65           Our minister is a very confident person 66 

67           Our minister is an enthusiastic leader 68 

69      Our minister encourages collegiality (a sense of team among lay leaders)      70 

71           Our minister respects other people�s opinions 72 
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TICK THE BOX THAT BEST INDICATES YOUR RESPONSE 
 

Please answer the following questions in relation to your current minister. 
All questions use the following rating scale. 

 
Strong disagree Disagree Undecided Agree Strongly agree 

SD     D U A SA
 
 
 IN PREVIOUS YEARS THIS YEAR 
  SD            D U A SA Item SD D U A SA

73           Our minister is sensitive to others� needs 74 

75           Our minister is committed to the practice of ongoing learning 76 

77           Our minister talks easily about his/her faith 78 

79           Our minister is passionate about ministry 80 

81           Our minister handles stress effectively 82 

83           Our minister never �rocks the boat� 84 

85           Our minister regularly challenges us to be involved in the community 86 

87           Our minister models daily Christian practices (prayer, Bible study) 88 

Please also 
tick a box here 

Please tick a 
box here 

 
 
Thank you for your time. It is much appreciated. 
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OF INTERVIEW WITH HEATHER 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
EXTRACT OF TRANSCRIPT OF INTERVIEW WITH HEATHER 

 
 

SUE: Well, thank you, for your time, I really appreciate that.  I wonder if we 

could start by getting you to have a look at your first concept map 

there, and you might like to describe some of what you�ve represented 

there, perhaps some of the concepts you chose and why you�ve put 

them in the particular format that you have. 

H: I think my first concept map is very much about the leader, him or 

herself � I guess I was thinking about myself � looking � the 

divisions I�ve got is what leadership means, what it produces for the 

leader, what it requires to be a leader and what leadership provides for 

those who�ve led.  But it�s actually quite an orderly � strangely � it�s 

quite an orderly division of all of those things.  Looking at that it 

requires things like a sense of calling, it requires strength, personal 

integrity, goals, openness to growth and change, it requires humour 

and hope for the future, etc.  So the qualities of a person�s � that�s 

needed before you can go into leadership � but on the negative side, 

leadership itself taking on the role produces for that person who maybe 

has all those wonderful things, produces loneliness, produces stress, 

but also possibly rejection, but also positives like fulfilment, personal 

growth and fun.  Good leadership, I suppose, provides for those who 

are being led, inspiration, new possibilities, vision, provides a modelling 

of values.  I think good leadership provides security for those who are 

being led and who need that sense of someone being in charge, or 

having some direction for them, provides theological questioning and 

challenging for people, and leadership means vision for others, focus 

on others, perceptive assessments of the community and people.  You 

need to be vulnerable, and daring, and give affirmation as well as 

confrontation where required, and means honouring God in that, too.  

So, it�s an impossible task! 

SUE: Now, it might be hard for you to remember back to when you did that 

one, but where do you think those concepts came from? 
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H: Well, I suppose just out of the situation I was in at the time, in that I 

was probably � I was feeling all of those things.  I was feeling both 

visibly challenged and the scariness of knowing I needed to provide 

vision and direction and challenge for a community that really were 

looking for that and realising that as I did that, you know, I would not 

please everyone and I�d risk rejection, and there�d be a certain amount 

of stress and, also, that no-one else in the community, being in the 

same role of leadership, knows exactly what it feels like to put yourself 

on the line, so that�s where loneliness comes from. 

SUE: Now, you�d only recently moved to this particular place? 

H: Yes, only about a month beforehand. 

SUE: Before this course. 

H: A month or two before we did this course.  So it was all very new. 

SUE: All right.  Now, can we have a look at the second one, and just before 

we look at it in detail, just as you visually compare the two, would you 

like to make a couple of comments about some of the differences? 

H: Well, it�s interesting because I�ve got the focus on Christ - I brought into 

the centre of the � almost into the centre of the page - and I�ve split up 

the different qualities or what happens during leadership, but I�ve tied 

each section � I�ve headed up with love.  So I � in a way, in a way it�s 

less � what�s the word � less structured � it�s more ambiguous � 

I�ve gone almost for a more spiritual, perhaps, and more ambiguous 

experience of leadership � less analytical in some ways. 

SUE: And are there any particular concepts on your second map that you�d 

like to just elaborate on a little? 

H: Maybe the paradox perhaps.  Because of love � again the focus on 

Christ and love, love of God and love of the community, really, you can 

hold together the contrast.  On one side of the page I�ve got some of 

the � the more painful side � personal things like pain, 

disillusionment, hurt, disappointed, takes criticism and forgiveness 

being the personally painful sides of leadership, but also, that�s not 

necessarily negative - they�re all things that lead to growth.  And then, 

on the other side, also held together by love, is courage and calling, 

and trust and integrity, using gifts, being fair, and being secure in �.. 
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     D1 Barbara�s first grid 
 
     D2 Steven�s first grid 
 
     D3 Kevin�s first grid  
 
     D4 Edward�s first grid 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



   Appendix D.1 Barbara�s first grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

Time 
Management 
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X 
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X 
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       3 

 
       4     
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Wastes time on 
unimportant 
tasks 

 
Boring 
 

 
3 
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Appendix D.2 Steven�s first grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 
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the 2�.��. 

Indicated with 

X? 
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examine self 

 
Shares 
wisdom 

 
3 

 
5 

X 
5 

 
2 

X 
5 

O 
1 

 
Escapes 
responsibility 

 
Ability to 
verbalize 
clearly 

 
2 

X 
5 

X 
5 

O 
3 

 
5 

 
2 

 
Inability to look 
beyond self 

 
Insecure in 
leadership 

X 
4 

 
1 

O 
2 

 
5 

 
1 

X 
4 

 
Secure in 
leadership 

EFFECTIVE  
3 

 
5 

 
5 

 
2 

 
5 

 
1 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix D.3 Kevin�s first grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Courage 

O 
3 

X 
      5       

X 
       5 

 
       5 

 
       5    

  
       4 

 
Lacks clarity 

 
Talks too 
much 

 
3 

 
2 

 
3 

X 
4 

O 
4 

X 
3 

 
Gives clear 
directions 

 
Passion  

O 
3 

 
4 

X 
5 

 
4 

X 
5 

 

 
3 

 
Ability to 
challenge 

 
Disorganized 

 
4 

O 
5 

 
5 

X 
1 

 
5 

X 
2 

 
Organized 
 

 
Does too 
much 

 
5 

 
2 

O 
5 

X 
3 

 
4 

X 
5 

 
Charismatic 

 
Strength 

 
3 

 
4 

X 
4 

 
3 

X 
4 

O 
3 

 
Small vision 

 
Discerns 
God�s will 

 
3 

X 
4 

X 
4 

O 
2 

 
5 

 
2 

 
Leads teams 
well 

 
Uncertain 

X 
4 

 
1 

O 
4 

 
3 

 
1 

X 
3 

 
Confident 

EFFECTIVE  
3 

 
5 

 
4 

 
1 

 
4 

 
2 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix D.4 Edward�s first grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Encourages 
lay ministry 

O 
4 

X 
      4     

X 
4 

 
       1 

 
      3 

  
       1 

 
Visionary 

 
Unable to 
release people 

 
2 

 
2 

 
2 

X 
5 

O 
3 

X 
5 

 
Makes good 
corporate 
decisions 

 
Strong 
leadership 

O 
3 

 
4 

X 
5 

 
3 

X 
4 

 

 
2 

 
Good people 
skills 

 
Not good 
listeners 

 
2 

O 
1 

 
2 

X 
3 

 
2 

X 
4 

 
Willing to 
allow change 

 
Gives firm 
direction 

 
3 

 
4 

O 
4 

X 
3 

 
4 

X 
2 

 
Good 
communication 

 
Responds to 
Spirit�s 
leading 

 
4 

 
4 

X 
4 

 
3 

X 
4 

O 
2 

 
Good preaching 
of Gospel 

 
One  man 
band 

 
2 

X 
1 

X 
2 

O 
5 

 
3 

 
4 

 
Releases people 
for ministry 

 
Lacks 
boldness 

X 
3 

 
2 

O 
1 

 
5 

 
3 

X 
4 

 
Makes Gospel 
relevant 

EFFECTIVE  
4 

 
5 

 
5 

 
3 

 
4 

 
1 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 

 

 
 



 
 
 
 
 
 
 
 
 
 
 
 

APPENDIX  E 
 
 

SECOND SET OF REPERTORY GRIDS 
 

     
    E1 Barbara�s second grid 
 
    E2 Heather�s second grid 
 
    E3 Steven�s second grid 
 
    E4 Kevin�s second grid 
 
    E5 Edward�s second grid 



 
Appendix E.1 Barbara�s second grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Compassion 

O 
3 

X 
      5         

X 
       4 

 
       1 

 
       4     

  
       3 

 
Visionary 

 
Self-focused  

 
3 

 
2 

 
2 

X 
5 

O 
1 

X 
3 

 
Humility 

 
Outward-
looking 

O 
3 

 
4 

X 
4 

 
1 

X 
4 

 

 
3 

 
Depth of 
wisdom 

 
Self confident 

 
2 

O 
4 

 
4 

X 
4 

 
4 

X 
4 

 
Self-focused 

 
Good learner 

 
3 

 
3 

O 
3 

X 
4 

 
5 

X 
3 

 
Good with 
people 

 
People-
focused  

 
3 

 
5 

X 
4 

 
1 

X 
4 

O 
3 

 
Listening skills 

 
Proclaims the 
Gospel 

 
3 

X 
5 

X 
4 

O 
1 

 
4 

 
3 

 
Preaching 
content 

 
Passion for 
children�s 
min. 

X 
4 

 
5 

O 
3 

 
2 

 
3 

X 
4 

 
Visionary 

EFFECTIVE  
2 

 
5 

 
4 

 
1 

 
4 

 
2 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix E.2 Heather�s second grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Passion 

O 
3 

X 
      5         

X 
       5 

 
       2 

 
       4     

  
       3 

 
Guards 
personal life 

 
Weak speech 

 
2 

 
1 

 
1 

X 
5 

O 
1 

X 
4 

 
Strong decisive 
speech 

 
Courageous 

O 
3 

 
5 

X 
5 

 
2 

X 
4 

 

 
2 

 
Not courageous 

Don�t know 
what they 
stand for 

 
3 

O 
1 

 
1 

X 
4 

 
1 

X 
4 

 
Knows what 
matters to me 

 
Hesitant and 
unclear 

 
2 

 
1 

O 
1 

X 
4 

 
1 

X 
4 

 
Reflective and 
clear 

 
Cares for 
weak  

 
3 

 
4 

X 
5 

 
1 

X 
4 

O 
2 

 
Cares for the 
institution 

 
Takes the 
people along 

 
4 

X 
5 

X 
5 

O 
1 

 
4 

 
2 

 
Doesn�t clarify 
with people 

 
Moderates 

X 
4 

 
3 

O 
2 

 
4 

 
1 

X 
5 

 
Does not 
compromise 

EFFECTIVE  
3 

 
5 

 
5 

 
1 

 
4 

 
2 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix E.3 Steven�s second grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Availability 

O 
3 

X 
      4        

X 
       5 

 
       1 

 
       5     

  
       2 

 
Hesitancy in 
decision 
making 

 
Self-assured 

 
1 

 
3 

 
4 

X 
4 

O 
4 

X 
4 

 
Listener 

 
Passion for 
people 

O 
4 

 
5 

X 
5 

 
1 

X 
5 

 

 
1 

 
Not as wise 

 
Don�t listen 

 
2 

O 
1 

 
1 

X 
5 

 
1 

X 
5 

 
Listens to 
others 

Don�t go out 
of their way 
to help 

 
2 

 
1 

O 
1 

X 
5 

 
1 

X 
5 

 
Compassionate 

 
Good sense of 
humour 

 
3 

 
5 

X 
4 

 
3 

X 
4 

O 
2 

 
Self centred 

 
Good 
communicator 

 
3 

X 
5 

X 
5 

O 
4 

 
4 

 
1 

 
Unavailable 

 
Teacher 

X 
4 

 
5 

O 
4 

 
4 

 
4 

X 
1 

 
Good preacher 

EFFECTIVE  
4 

 
5 

 
4 

 
2 

 
4 

 
1 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1 want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix E.4 Kevin�s second grid 
 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Personal 
growth 

O 
 

X 
      5       

X 
       5 

 
       5 

 
       3    

  
       1 

 
Purposeful 
personal growth 

 
Caught in 
pain 

 
4 

 
2 

 
1 

X 
5 

O 
3 

X 
5 

 
Grows through 
pain 

 
Seeks God 

O 
4 

 
5 

X 
5 

 
4 

X 
5 

 

 
4 

 
Struggles with 
clarity 

 
Caught in 
details 

 
1 

O 
2 

 
2 

X 
5 

 
2 

X 
4 

 
Has longer term 
picture 

 
Caught in 
conflict 

 
2 

 
2 

O 
1 

X 
5 

 
2 

X 
5 

 
Ability to deal 
with conflict 

 
Empowers 
others 

 
4 

 
5 

X 
5 

 
2 

X 
4 

O 
2 

 
Works against 
others 

 
Courageous 

 
3 

X 
5 

X 
5 

O 
5 

 
4 

 
5 

 
Has vision of 
the Kingdom 

 
Caught in 
doing 

X 
4 

 
2 

O 
4 

 
4 

 
3 

X 
4 

 
Joy and purpose 
even in 
busyness 

EFFECTIVE  
3 

 
5 

 
4 

 
2 

 
3 

 
1 

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1 want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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Appendix E.5 Edward�s second grid 
 
Considering 

their 

characteristics 

as Leader, 

what do the 

pair (X) have 

in common? 

 

Self as 

Leader 

(NI) 

The Leader 

I want to 

become 

(N2) 

Effective 

Leader 1 

(N3) 

Ineffective 

Leader 1 

(N4) 

Effective 

Leader 2 

(N5) 

Ineffective 

Leader 2 

(N6) 

What makes 

�.��.1(O) 

different from 

the 2�.��. 

Indicated with 

X? 

 
Teaching 
ability 

O 
4 

X 
      5      

X 
       4 

 
       1 

 
       4 

 
4 

 
Courage 

 
Inability to 
inspire 

 
3 

 
1 

 
1 

X 
2 

O 
5 

X 
5 

 
Decision 
making ability 

 
Vision 

O 
3 

 
5 

X 
5 

 
5 

X 
3 

 

 
3 

 
Ability to 
inspire 

 
Lacks 
commun. 
Skills 

 
2 

O 
1 

 
2 

X 
2 

 
5 

X 
4 

 
Communicates 
well 

 
Unable to 
involve others 

 
1 

 
1 

O 
3 

X 
3 

 
4 

X 
4 

 
Releases others 

 
Good decision 
makers 

 
3 

 
5 

X 
5 

 
5 

X 
2 

O 
3 

 
Lacks decision 
making skills 

 
Relates well 

 
4 

X 
5 

X 
4 

O 
3 

 
1 

 
1 

 
Does not relate 
well 

 
Doesn�t 
engage people 

X 
4 

 
1 

O 
2 

 
3 

 
1 

X 
1 

 
Engages others 

EFFECTIVE  
3 

 
5 

 
4 

 
2 

 
5 

 
3  

INEFFECTIVE 

 Self as 

Leader 

The Leader 

1want to 

become 

Effective 

Leader 1 

Ineffective 

Leader 1 

Effective 

Leader 2 

Ineffective 

Leader 2 
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