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Dear Presbyterian friends, 
Thank you for the opportunity to share with you The Future of Leadership in Congregations 
workshop.  I am grateful for the opportunity to present a perspective on leadership in the 
church that I am confident will provide answers to many of the pressing issues facing your 
congregations.  I pray that the workshop and the materials contained in this packet will 
provide you new ways of working within your congregations, presbyteries and other agencies/ 
councils that serve our church. 
 
The handouts for the workshop were designed to be as inexpensive to produce as possible. 
The materials in this packet do not need to be printed to be shared.  However, please share 
them widely so that they spark conversations that are at a new depth of understanding about 
what is happening within your ministries. 
 
I also recognize some of you may not attend the workshop. So, I am going to give a brief 
description of each of the materials contained within this packet.  
 
I welcome your interaction during the workshop and afterward. Please let’s do that by email. 
That way we have a record of our conversation. If we end up needing a phone call, we can do 
that, but I use email as a documentary record of my interactions with people.   
 
Thank you, and may God bless you in your leadership, 
 
Ed Brenegar 
 
CIRCLE OF IMPACT CONVERSATION GUIDES 
Transition and Change: The purpose of this guide to shift people’s perception of change, as 
only disruptive and problematic, to recognize that there is a logic to these changes that 
should help us to see how we are in transition.  Based on that we can then see that when we 
see our performance beginning to plateau or decline that we have entered into a transition 
point where we need to ask the question, “What do we stop doing now, and what we do we 
start doing to get us back on track to moving forward.” 
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Circle of Impact: This is a picture of what is taking place in every situation all the time.  The 
Three Dimensions of Leadership – Ideas, Relationships and Structure - are those areas that we 
all must address.  We typically tend to not address them in a coordinated way.  If you ask the 
question at any time, “What is happening with Ideas, Relationships and the Structure of this 
situation, right now,” you’ll begin to see how these three aspects of organizational life are 
interacting with one another at all times.   The way we bring these three dimensions into 
alignment is to focus on the Four Connecting Ideas of Purpose or Mission, Values, Vision and 
Impact.   
 
Impact is focal point for the organization. It is the Change that is created by with Ideas, 
through Relationships and within both Social and Organizational Structures.  It is The 
Difference that Matters.   
 
Purpose is a statement of the Impact that we wish to achieve.  It provides clarity that helps 
people understand how they fit into the church. It provides clarity for decision-making and 
makes life simpler and less confusing.  It also guides how the Structure of the church should 
be organized.  The Organizational Structure of the church and of any organization can be 
reduced to four broad areas – Governance, Program, Operations/Administration and 
Resources.   It is, also, the most change resistant of the three Dimensions.  
 
Values inform everything. They provide the foundation for Purpose. They provide the “glue” 
for Relationships. These are the ideas out of which your church’s culture develops, which is 
the social Structure of your church.  
 
Vision is a more narrative, visual, mission-focused picture of the people of the church acting 
through the church’s Structure to achieve Impact. This vision means that we are asking 
constantly, “How is what we are doing helping us to achieve Impact?” 
 
Create conversations to clarify the Four Connecting Ideas for your church.  The effect should 
be that when the church is clear about where it is going, people are motivated to participate 
and contribute, and you are constantly creating change that makes a difference that matters. 
 
The Five Questions that Everyone Must Ask and My5Q template: The Circle of Impact is a 
complex picture. It is like a filter through which you can see the church in new ways. The Five 
Questions guide is a tool for applying the Circle of Impact. My suggestion is that you create a 
file or a notebook, and ask these questions on a regular basis.  There are people who ask 
them weekly, others monthly, others more randomly as they feel the need for clarity.  The 
Five Questions can be asked about the past or used as a planning tool for the future.   The 
template provides an easy way to ask a basic round of questions every time.  I also suggest 
that the first time you use the guide that you set into a specific time frame, such as the 
previous 18 months or decade. Over time, by asking these questions and tracking them by 
writing your responses down, you begin to see the transition that is taking place all the time.  



With that insight, you can anticipate how to address the future.   It is not important that you 
be too analytical. It is important that you grasp what you see taking place.  
 
What We Want from Our Life & Work:  This guide provides a visual reference point for 
talking about the personal side of the Circle of Impact. It is my observation that everyone 
wants their lives to be Personally Meaningful (Ideas, values, purpose, etc.), Socially Fulfilling 
(healthy, respectful, caring Relationships) and To Make a Difference That Matters (Impact, 
fulfillment of God’s purpose).  If you can identify how these are expressed in people, 
especially in an organizational context, then you have a way of building stronger relationships 
of shared responsibility.  And you have a way to encourage discipleship as a function of 
human fulfillment and flourishing.  
 
The Stewardship of Gratitude and The Five Actions of Gratitude: The Five Actions of 
Gratitude, I have found, are a strategic planning tool for developing the life and mission of a 
church. It connects values to actions and can be applied in every aspect of the church. All you 
need to ask is “How are WE saying thanks, serving others, being hospitable, treating others 
with dignity and respect and providing a place for each person to make a difference that 
matters.” I hope you see that these simple actions create an environment where the very 
expression of our life is that of sharing God’s love and grace with others. I convinced that by 
doing these actions, we learn how to become the embodiment of these values of gratitude. 
 
The Future of Leadership in Congregations: This material is based on the Circle of Impact 
material above.  It is a perspective that has come from a long time observing what is changing 
in the world of organizations. I have written extensively at my Leading Questions blog 
(http://edbrenegar.typepad.com/leading_questions/ ) about the future of leadership. The 
material there is for a broad audience interested in leadership in organizations. The key to 
understanding the future is that Ideas are becoming increasingly important, not for their 
inspirational power, but for their connecting power. In particular values build unity within 
organization, and this is especially true where there is a culture of openness for people to 
take initiative, to participate, to contribute and to creatively make a difference that matters. 
Some of this is being brought on by the capacity of people through advanced education and 
technology to have greater resources to give to organizations, like churches. As a result, 
organizational structures are changing to accommodate higher levels of personal initiative. As 
a result, an environment of shared responsibility and shared leadership is resulting. This is in 
many ways the future of the church and all organizations. 
 
Three Structures: Hierarchy, Network, Community: There is much discussion in organizational 
circles of networks. I’m convinced that what we see in networks is a transition point to what 
is next, which is community. Networks provide connection, but not necessarily a shared 
purpose or shared values that unite people around a common interest. For this reason, I 
believe the church is perfectly situation to become a place where networks of relationship 
find a home as a community. This means that the structures of the church will change, if we 
are to accommodate these larger societal changes. 
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How Leaders Manage Change to Create Impact: This guide identifies four different approaches 
to change. It is intended to help people better understand the reactions that people have to 
changing circumstances in their lives. In response, we need to nurture in the church people 
who are Change Receptive and Change Initiators. 
 
21st Century Congregational Distinctives and 21st Century Congregational Missional Shifts: 
These two pages I put together for a client church who asked me about the issues they were 
addressing were reflected in what I saw in other churches. What resulted was a page of what I 
saw as healthy practices in churches, and then, one on the shifts that I see taking place, 
which was a part of my workshop presentation. 
 
PowerPoint Slides from The Future of Leadership in Congregations presentation.  
 
Thank you for your service to Christ and to the Presbyterian Church USA. 
 
May God grant you peace and wisdom so that you may be inspired to be leaders of initiative 
that create churches, presbyteries and other organizations that are making a difference that 
matters. I hope that our paths may cross again real soon. 
 
Together in Christ’s Service, 
 
Ed Brenegar 
 
Community of Leadership, LLC 
edbrenegar@gmail.comw 
828/275-1803 



21st CENTURY CONGREGATION DISTINCTIVES

ORGANIZATION

LEADERSHIP    CONGREGATION

SPIRITUAL SKILLS
Identifies a personal mission or 

purpose as a Call from God to a 

life of faith and discipleship.

Enters into relationships of mutual 

respect, trust, gratitude and 

service which build a community 

of faith in Christ.

Envisions the church as a 

community of faith with a shared 

mission in the Kingdom of God.

EXECUTIVE SKILLS
Board Development

Adaptive Leadership

Facilitation of Paid & Volunteer 

Staff

Financial Management

Diplomacy

SESSION LEADERSHIP
Spiritually United, Mission Engaged 

First Among Equals Leadership

Strategic Decision-making

New Leader Formation

PASTORAL SKILLS
Theologian

Preacher

Worship Leader

Spiritual Friend

Listener / Counselor/ Prayer

Life Transitions Guide

Energetic / Joyful

Present in Relationships

ENGAGED 
in the theology and mission of 

the church as a personal call 

from God

PARTICIPATING 
in activities and programs of 

the church

CONTRIBUTING 
to the support and leadership 

of the church through the 

stewardship of discipleship.

GENERATIONAL 

RICHNESS
Diversity

Intergenerational Interaction

Family generational continuity

A STEWARDSHIP OF 

GRATITUDE
expressed through Saying 

Thanks, Giving Back, Making 

Welcome, Honoring Others and 

Creating Goodness.

GOVERNANCE
Policy / Mission Design

Long Range Planning

Stewardship / Committees

PROGRAM
Worship / Fellowship / Pastoral Care 

Missions / Outreach

Education / Discipleship

Children / Youth (MS-HS)/ Campus / 

Young Adult / Families / Older Adult 

OPERATIONS
Administration / Financial

Support Services

Facilities

RESOURCES
Financial / Material

Intellectual / Social

Personal Strengths & 

Character
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FIVE TRANSITIONS 

Leadership

Membership

Worship

Stewardship

Communication

FIVE GUIDES

Impact

Initiative

Gratitude

Relationships

Life as Worship

FIVE QUESTIONS

1. What has Changed?

2. What is My Impact?

3. Who am I Impacting?

4. What are my Opportunities to Create Impact?

5. What Keeps from Me from Creating Impact?

21st Century Congregation Leadership

Dr. Ed Brenegar / Community of Leadership, LLC        
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1. TRANSITION, NOT CHANGE: 
Every person and organization is in transition from what they once were to what they will be.  We experience this 

transition as change.  We see it as performance plateaus and decline. It requires us to change.

2. TRANSITION POINTS:  
What these Transition Points (T) show us is that what created growth at one stage may not at the next.  

Sustainability is the result of growth, not trying to remain at the same level. To grow requires us to make changes.

3.  CREATING IMPACT THROUGH TRANSITION POINTS: 
People manage Transition Points (T) by initiating change to create impact.  People do this through the Three 

Dimensions of Life & Work -  Ideas, Relationships and Social & Organizational Settings. These three dimensions 

form the Circle of Impact where growth occurs.

4. FIVE QUESTIONS EVERY PERSON MUST ASK:  
To Initiate change at a Transition Point, Ask The FIVE IMPACT QUESTIONS.  

1. How am I in Transition? What has Changed?  

2. What is My Impact   

 3. Who have I Impacted?

4. What Opportunities Do I Now Have?

5.  What Problems Have I Created?

Creating Impact In Life & Work During Times of Transition
A Circle of Impact Guide
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Personal 

Meaning
Healthy, Happy 

Relationships

To Make 

A Difference 

That Matters

CIRCLE OF IMPACT

THREE DESIRES FOR LIFE & WORK

IMPACT

LIFE & WORK

(Social & Organizational 

Structure)

RELATIONSHIPS IDEAS

VISION

VALUES

PURPOSE / 

MISSION
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VISION
A Vision is a Picture of Our Impact through 

our relationships with people and in social 

settings and organizational structures.

THE CIRCLE OF IMPACT
Integrating the Three Dimensions of Life & Work for Making a Difference That Matters

RELATIONSHIPS IDEAS

SOCIAL & ORGANIZATIONAL

STRUCTURES

Impact
Impact is the change that makes a 

difference that matters. 
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PURPOSE
Purpose is our understanding of 

who we are, what we do and why 

it matters. 

 VALUES
Values Unify Our Relationships and Give Us 

Strength To Stand for What We Believe In. 



The Circle of Impact

The FIVE QUESTIONS Every Person Must Ask
A Circle of Impact Guide

Ideas
Purpose, Values, Vision, 

Perspective, Knowledge,&  

Communication

Social & Organizational 

Structures
Social and Organizational Settings where we 

participate and contribute.

Relationships
Trust, Integrity, and 

Service 
Impact

3. Who am I Impacting?

4.  What Opportunities 

Do I Have Now?

 

5.  What Problems 

Have I Created?

2. What is My Impact?
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1. What has Changed in my Life and 

Work? How am I in Transition?



Resources

Congregation

   Members
Church

Officers

ProgramOperations 

Governance

Pastoral Staff

Shared Responsibility 

The Leadership of Shared Responsibility 
A Circle of Impact Congregation Guide

Collaborate
(Relationships)

Communicate
(Ideas)

Coordinate
(Social & Organizational Structures)
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Communicate with Connecting Ideas (Values, Purpose/Mission, Vision & Impact)   

Collaborate with Relationships of Respect, Trust, & Mutual Contribution    

Coordinate Organizational Structures to Align with Connecting Ideas & Collaborative Relationships



NETWORK OF RELATIONSHIPS
Leadership by Social Trust

Impact through Personal Initiative

Mission = the Difference that Matters through 

Individual and Collective Action

HIERARCHICAL STRUCTURE
Leadership by Institutional Authority

Impact through Delegated Responsibility

Mission = Institutional Integrity

A COMMUNITY OF LEADERS
Shared Values Shared Mission

Shared Responsibility         Shared Commitment

Dr. Ed Brenegar / Community of Leadership, LLC        
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TRANSITIONS IN ORGANIZATIONAL STRUCTURE

STRUCTURES 

Adapt to Change

Align with Mission



Say Thanks Every Day
 The Power of Gratitude in Life, Work & Faith 

Say Thanks

But God, who is rich in mercy, out of the great love with which he loved us ... so that in the ages to come he might show the 

immeasurable riches of his grace in kindness towards us in Christ Jesus. … For we are what he has made us, created in Christ Jesus for 

good works, which God prepared beforehand to be our way of life. 

Ephesians 2:4-10

Give Back Make Welcome

Honor Others Create Goodness

Serve people, communities & the 

church, who have made a difference in 

your life, work &  faith.  

Say Thanks Every Day to God for his 

grace and love, and to others in 

appreciation for the difference that 

their relationship and contributions 

make in your life, work & faith.

Create goodness in response to the grace of 

God’s call to faith and stewardship.

Practice a hospitality of openness and 

opportunity for people to make a difference.

Honor people and communities for their participation 

and contributions of faith and stewardship.

Dr. Ed Brenegar /Circle of Impact Leadership Guide Services – 
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Join the Say Thanks Every Day social network at http://bit.ly/b4b5AN

Thank You

The Five Actions of Gratitude
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The Future of Leadership 
in Congregations

Dr. Ed Brenegar
Community of Leadership, LLC

Our Agenda

What is Leadership?
5 Transitions5 Transitions

5 Guides to Action
5 Questions

What is Leadership?

Leaders
Take Initiative

To Create Impact 
that Makes a Difference that 

Matters

A Shift in Understanding

Leadership is 

LESS
a position, 
a title, and 

a delegated responsibility
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A Shift in Understanding

Leadership is 

MORE
Personal, 

Relational, and 
Communal.

CIRCLE OF IMPACT

Three Dimensions of Leadership

Four Connecting Ideas

LEADERSHIP
Leaders take Initiative to 

Create Impact

Leadership is Open to Everyone.

Church becomes a Community of 
Leaders

As a LEADER …
Do What You Can Do 

Invite Others To Do What They y
Can Do

Leadership becomes a Shared 
Responsibility
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FIVE TRANSITIONS MEMBERSHIP

From Member to  Personal Call

From Institution to  CommunityFrom Institution to  Community

From Spectator to  Participant

From Consumer to  Contributor

WORSHIP

Shift from an Entertainment-
oriented Spectator experience to 

A Worship of Christ-focused 
Engagement of Spiritual 

Formation and Missional Sending.

STEWARDSHIP

Shift from a Budget Focus to 

 Wh l  Lif  Di i l hi  Fa Whole Life Discipleship Focus,

Centered in the Practice of 
Gratitude and Generosity.
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COMMUNICATION

Shift from an Occasional, 
Distribution of Information to

An immediate, two-way interaction 
that builds trust, understanding 

and commitment.

CHURCH STRUCTURE

from Traditional Leadership

t Networks of Relationshipsto Networks of Relationships

to a Community of Leaders

TRADITIONAL HIERARCHY NETWORK OF RELATIONSHIPS
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A COMMUNITY OF LEADERS FIVE GUIDES TO ACTION

for 
21st Century 21st Century 
Leadership in 
Congregations

Create Impactp Encourage 
Initiative
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Practice Gratitude
Say Thanks
Give Back

Make Welcome
Honor Others

Create Goodness

Put Relationships 
First

Life is Worship
Three Desires We All Share: 

Our Lives be MeaningfulOur Lives be Meaningful

Happy, Healthy Relationships

To Make A Difference That Matters

FIVE QUESTIONS
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FIVE QUESTIONS

1. What has Changed?

FIVE QUESTIONS

2. What is Our Impact?

FIVE QUESTIONS

3  Who are We 3. Who are We 
Impacting?

FIVE QUESTIONS

4. What Opportunities 
do WE have NOW to 

Create Impact?
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FIVE QUESTIONS

5. What Obstacles 
Keep Us from Creating 

Impact Now?

QUESTIONS

Contact:
Dr. Ed Brenegar

ed@edbrenegar.com
828/275-1803

Leading Questions blog:
http://edbrenegar.typepad.com
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