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ABSTRACT

This study uses theoretical and qualitative research methodologies to explore the strengths and weaknesses of the processes and practices employed by the diocese of St Asaph when it replaced an ancient parish system with a new structure called Mission Areas. The theoretical research methodologies are explored through secondary sources and existing research on the subject. The qualitative study uses interviews to explore the motivations, actions and feelings of the people who were involved in the change process. The study asks: What can be learned from the introduction of Mission Areas that might help the diocese of St Asaph to manage change more effectively in the future?

The research is presented in five chapters. Chapter one provides a background for the research. It introduces some broad themes regarding the management of change and provides a context for the case study. Chapter two builds upon the theoretical rationale offered in chapter one by exploring a number of change management theories and models and  reviewing research into change management in a number of religious organisations. Chapter three explains the research methodologies and research tools that are used to explore the case study. Chapter four then uses three theoretical frameworks to analyses the data gained through the research process. The final chapter concludes with a summary of the research findings and offers a number of observations and recommendations that might be helpful to the senior leadership of the diocese of St Asaph as they attempt to mitigate some of the problems caused by the introduction of Mission Areas or plan other change initiatives in the future.









CHAPTER ONE: INTRODUCTION AND BACKGROUND TO THE RESEARCH

1.1	Introduction
Chapter One provides a contextual background for the research. In part one it offers a theoretical framework and explores some of the key themes associated with the management of change. In part two it explains the nature of a case study and outlines the topic that is being considered. In the final section it defines the research question, the research objectives and the research methodology. It also offers an assessment of the potential value of the analysis that is provided.

1.2	Theoretical Framework
Change is a pervasive and on-going feature of our current cultural reality (Fullan, 1991). Most organisations, including the church, now accept that if they do not change they will perish (D’Ortenzio 2012). 

Change occurs as a result of external threats, such as the economy, technological developments, or competition. It can also be motivated by the desire to seize opportunities or manage the environment (Thompson 2005, p.795). Change can happen incrementally, or as shown in this study, can involve a fundamental transformation in structures, processes or behaviours (Armstrong 2009, p.425). 

Kindler (1979) cited by D’Ortenzio (2012, p.54) describes the form of transformational change that is considered in this research as “a re-conceptualisation of a system”. According to Stacey and Dunphy (2001, p.245) transformational change involves:

“a radical redefinition of the organisation’s business strategies; developing and building upon employees’ work commitment; creating a culture of renewal throughout the entire organisation; with employees anticipating change and willing to endorse it”

1.2.1	The Management of Change
Johnson and Scholes (2004) describe change management as a deliberate and co-ordinated action taken to overcome environmental challenges in order to achieve organisational objectives. It involves, they suggest, a number of complementary activities including communication, training, education, measurement and compensation to prepare, support or help individuals, teams or organisations to modify or transform their practices (Hayes, 2002, p.1). 

Burns (2004) differentiates between strategic change management and operational change management. Strategic change management, he suggests, is focussed upon strategy, mission, vision and objectives. Operational change management, by contrast, seeks to ensure that organisational activities are run in an efficient manner. This study explores transformational change through strategic change management.

1.2.2	Resistance to change
Resistance often occurs when people perceive change as a threat to familiar patterns of behaviour or status. In a commercial setting, for example, resistance might be exacerbated by suspicion of new things that appear to upset established routines; uncertainty about the impact of what is going to occur; economic fears about money or security; fears about relationships or standards; and concerns that the change will make life more difficult (Armstrong, 2009). According to Johnson and Scholes (2004), resistance to change often results in instability, high levels of stress, misdirected energy, conflict, or loss of momentum. These are issues that are considered in the study.

According to Armstrong (2009, p.431), resistance to change can be mitigated by careful planning that takes into account the likely feelings and fears of those affected, so that concerns are addressed and, as far as possible, ambiguities resolved. Allowing people to contribute to the change process, for example, may resolve some concerns and give a sense of ownership to the process. A communication strategy that explains the proposed change may also allay some fears. These are the roles that are usually ascribed to change managers. Pettigrew and Whipp (1991), however, warn that the role of the change manager is rarely straight forward because change neither entirely logical or linear, and often involves an ‘iterative, cumulative and reformulation-in-use process’.

1.2.3 	Models of change
There are a number of analytical models that can help managers to plan and implement change. This study provides four examples to demonstrate the possibilities. These include: Lewin’s Forcefield Model (1951) which explores the driving and restraining forces that shape change; Balogun and Hope-Hailey’s Change Kaleidoscope (2002), which offers a framework for exploring the contextual features that shape or impact change, and the design and implementation choices that are available; Lewin’s Three-Step Model (1951), which exemplifies Planned Change; and Kotters’ Eight-Step Model (1996), which exemplifies Emergent Change.  Because of the limitations of this research, however, only two of the models will be used to analyses the data that is gathered as part of the case study. 

1.3	Case study
This research uses a case study to explore the management of change in a specific context. According to Armstrong (2009), case studies offer a number of advantages. They can be used as a starting point for more general theoretical statements about an issue; they can be used to produce typologies, or a set of categories which define types of phenomenon; they can be used to generate new theories which can be tested in later studies; and they can produce new insights. 

Bell (1993) argues that the main strength of the case study is that it allows the researcher to concentrate on a particular instance or situation, so that they can identify the interactive processes at work. This is significant when one considers the complexities involved in the change management process. 

1.3.1	Case Study Strategies
Yin (2003) as cited in Saunders et al (2009, p.146) distinguishes between four case study strategies:

· single case v. multiple case;
· holistic case v. embedded case

In the first category he makes a distinction between single and multiple case studies. The single case study, he suggests, tends to be used when a critical, extreme or unique phenomenon is being considered. However, it can also be used to explore a phenomenon that is typical, or has not been explored before. A multiple case strategy, by contrast, is used when a researcher needs to  establish whether the findings of the first case study also appears in others. 

In the second category, Yin distinguishes between holistic and embedded case studies. An holistic case study, he observes, focusses upon an organisation as a whole. An embedded case study, however, is concerned with sub-units within the organisation. 

1.3.2	Case Study Focus
This research offers a single and embedded case study that focusses upon the process by which the diocese of St Asaph  implemented the recommendation of the Church in Wales Review (2012), that each diocese should replace the parish system with ‘Ministry Areas’. 

1.3.2.1	The Church in Wales Review 
The Church in Wales Review (2012) was produced following a process of consultation, commissioned by the Governing Body and House of Bishop’s. The review group visited every diocese in the Church in Wales; consulted each Bishop and diocesan team; and held open meetings so that members could express their views. The group also met with the Governing Body of the Church in Wales and its Standing Committee; the Bench of Bishops; the Representative Body; and staff and students at St Michaels College. In total they heard the views of over one thousand members and received over 200 written submissions.

The report noted that the overwhelming impression they had received from their meetings, interviews and submissions was “an awareness of the need for change, a desire to change, and a commitment to change” especially in the organisation, structure and culture of the Church. However, there was no consensus on the details of “what needs to change and how changes should be made” (Church in Wales Review 2012, p.2).

Despite the lack of consensus, the report did address the main concerns about the organisation, structure and culture of the Church, and made fifty recommendations concerning: governance and decision making; leadership and training; ministry areas and buildings; worship and outreach; finance and administration (Ibid). 

In September 2012 the Governing Body “welcomed with enthusiasm the report of the Church in Wales Review” (Annual Review 2014, p.1) and the Governing Body’s Standing Committee set up a Review Implementation Group to co-ordinate and implement its recommendations (The Review Revisited 2014, p.1).

In their initial reports published in April and July 2014, the Review Implementation Group noted that it had prioritised the recommendations made in the Church in Wales Review (2012) because some of the recommendations would only be possible or relevant when other changes had been made. They also noted that the Church in Wales did not have the resources necessary to take everything forward at the Same time (Ibid). In the initial phase of implementation, therefore, the group chose to focus on what it regarded as the central vision of the initial review which included: the creation of Ministry Areas; greater collaboration in ministry; and revised ministerial training. 

1.3.2.2	The Implementation Group
As the Implementation Group noted in April 2013, the concept of Ministry Areas had been initiated by the Church in Wales Review because of the perceived weakness of the parish system:

“The parish system, as originally set up, with a single priest serving a small community is no longer sustainable. It was put in place when people lived and worked in the same parish, when they did not travel except occasionally to the local market town and when it was  assumed that church and nation were one faith. All this has changed. The communities to which people now belong are very varied and people travel freely” (2012, p.6).

To address this, they suggested a revised structure in which mixed ministry teams of lay and ordained ministers would work in wider geographical contexts known as a Ministry Areas. However, the group noted that the precise size and makeup of those Ministry Areas would be determined by the local context because ‘what might be appropriate in rural Snowdonia might not work in an industrial town’ (2020 Vision 2013, p.2). Each diocese was therefore encouraged to define both the nature and structure of the Ministry Areas, according to the needs and resources available, as long as they complied with the broad provincial framework which expected that Ministry Teams would:

· consist of lay and ordained ministers, who may be stipendiary or non-stipendiary;
· be led by a Team Leader who would receive appropriate leadership training;
· develop specialised ministries to reach young people and those currently outside the regular worshipping community of the local church;
· take into account the presence of other denominations in the area 
(2020 Vision, 2013, p.3).

This decision, although pragmatic, had unintended consequences in that it exacerbated existing tensions between the six dioceses and further fragmented the church. By 2017 the Church in Wales had six different systems operating in the province, with little co-ordination in approach, or shared learning.

1.3.2.3	The Creation of Mission Areas in the diocese of St Asaph
In response to the Church in Wales Review, the diocese of St Asaph developed a ‘2020 Vision’ entitled ‘Unlocking our Potential’. This painted a picture of ‘an energised, collaborative model of church’ which had ‘shared ministry at its heart’ and drew in new Christians (Are we there yet? 2017, p.1). 

The central feature of the vision was the creation of ‘Mission Areas’. These fulfilled the key criteria of the Review Implementation Group for Ministry Areas, but also reflected the diocesan Standing Committee’s desire for an “outward perspective towards mission” rather than an “inward approach to ministry” (Ibid).

As part of the transformation, twenty-one Mission Areas were created to replace eighteen Deaneries. Eight Mission Areas retained the same border and constituent churches as they had previously. The remainder ‘experienced more radical transition’ in terms of geography and groupings (Are we there yet? 2017, p.1).

The Mission Areas were created as legal entities over a two-year period, following a process of consultation (Ibid). This was led by a newly appointed ‘Transition Missioner’ whose role was:

“to act as an agent of change in the diocese, assisting mission areas to grow into the 2020 Vision for the diocese as set out in the Unlocking our Potential documentation” (Are we there yet? 2017). 

The diocese also employed transition mentors, on short-term contracts, to act as critical friends. Their role was to provide ‘an honest assessment of the current position and opportunities for the future’ (Ibid).

During this period a range of supporting information was produced by the diocese and made available on its website. ‘Your 2020 Vision Toolkit - Part 1’ (2016) addressed a number of issues, including: 

· What is a Mission Area? 
· Forming a Mission Area. 
· Funding a Mission Area. 
· Enabling Shared Contacts.

Toolkit 2 contained documentation, such as:

· Seven Steps to a Mission Area.
· A Sample Mission Area Decree.
· A Draft Covenant.
· A Mission Area Structure flowchart.
· A sample Mission Area Leader job description.

Toolkit 3 considered Mission Area administration; Toolkit 4 gave advice about organising Mission Area finance; and the final Toolkit, published in 2017, offered thirteen role descriptions for paid or voluntary workers. A ‘Training Forum’ was also established with the remit of delivering a training programme, free of charge, to all members of the diocese (Diocese of St Asaph, 2017).

As the diocese reported in 2017, however, the transition process was not easy. Common problems included: insufficient communication; too much administration; a lack of people with the necessary skills to undertake the work; fear that the local church would lose its identity; financial concerns about working more closely with other churches; and concern that commissioned rather than licensed leaders (eg Worship Leaders and Pastoral Assistants) had been excluded from the Ministry Teams that led the newly developed Mission Areas (Are we there yet? 2017).

1.4.1	Research question
This study asks: What can be learned from the introduction of Mission Areas that might help the diocese of St Asaph to manage change more effectively in the future?

1.4.2	Research Objectives
By using theoretical literature and qualitative research the study analyses the strengths and weaknesses of the change management process and identifies learning outcomes that can shape good practice. 

1.4.3	Research Methodology
The study uses theoretical and qualitative research methodologies. The theoretical study involves a literature review where secondary data from similar research is considered. The qualitative study uses interviews to explore the motivations, actions and feelings of the people who were involved in the change process. 

1.4.4 	Value of the study
The research has the potential to achieve a number of things. It may, for example, provide helpful insights for the senior leadership team in the diocese of St Asaph as they attempt to mitigate the problems caused by the introduction of Mission Areas. It may offer potential models for more nuanced processes that could be considered when undertaking future change management. It may assist other dioceses that are in earlier stages of the design and implantation process. It may also contribute to the small but growing body of research into change management within churches and church-based organisations.
	 





























CHAPTER TWO: LITERATURE REVIEW 

2.1	Introduction
The second chapter reviews existing literature and examples of previous research on the topic.

2.2	The nature of organisational change 
Beer (1980) defines organisational change as the process by which an organisation can move from its present state to some desired state in order to increase its effectiveness. The goal of organisational change, he suggests, is to find new or improved ways of using resources and capabilities to create value through improved performance.

According to Chen (2015) organisational change can be proactive or reactive. Proactive change usually involves pre-planned, pre-defined and predictable steps and is often implemented in a top-down approach where the senior management are involved in the planning and implementation of the change process. Marka (2009) observed this form of change in her study of the International Federation of the Red Cross and Red Crescent Societies. 

Reactive change is usually unplanned and occurs because of a significant and unexpected change in the environment. This might include changes in the economy or legislation (Jones, 2004). Oranga (2009) explores reactive change at the Uzima Foundation. 

Liebhart (2010) also distinguishes between planned change and emergent change. Planned change theories, she suggests, involve sequential steps for altering organisational or individual behaviour. Lewin’s three-step model (1951) is a classic example of this. Other examples include Burke-Litwin’s Organisational Performance Model (1992); and Prosci’s Adkar Model (2006). Some critics, however, describe this approach as slow, static and only suitable in periods of organisational stability. It assumes that one approach to change will fit all situations; ignores the dynamic nature of the operating environment; does not address the need for continuous structural adaptation; and assumes that change managers fully understand the consequences of their actions (Lynch 2006, p.575-6). 

Emergent change theories, by contrast, assume that change is a continuous, unpredictable process, that involves aligning and realigning an organisation with a changing environment (Burnes, 2009). Some emergent theorists emphasise the need for responsiveness. Others concentrate on the longer-term needs to change skills, style or the operating culture (Lynch, 2006). Kanter et al.’s Ten Commandments for Executing Change (1992) is one example of an Emergent theory. Others include, Kotter’s Eight-Step Model for Successful Organisational Transformation (1996); Pettigrew and Whipp’s Five Factor Theory (1991); and the Complexity Theory. 

Criticisms of this approach vary from theory to theory. O’Keefe (2011), for example, argues that Kotter’s Eight-Step Model is top-down and disempowers employees who feel that they have lost control of their lives. She also suggests that Kotter position focusses on one-off events, with defined beginnings and endings that are reached by adhering to the eight steps, when for many organisations environmental uncertainty means that change is often continuous. Lynch (2006, p.582)) likewise criticises Pettigrew and Whipp’s Factor Theory which, he suggests, is not flexible enough for a short-term unforeseen crisis. He also points out that not all operating environments are as turbulent as some emergent models might imply. 

Thompson and Martin (2005, p.388) argue that these models are not mutually exclusive. Referring to Idenburg (1993) they present a graduated approach to strategic management, which includes:

· Formal planning systems, which set clear objectives and develop strategies.
· Learning or real-time planning, where managers meet to consider how key strategic issues are changing and emerging.
· Incremental change, where managers experiment with new ideas and strategies to fulfil the missional objectives of the organisaation.
· Emergent strategies, where organisations display flexibility in times of environmental turbulence.
 
A mixed approach, they suggest, is both sensible and justifiable (Ibid).

Whichever model of change is employed, Prasad (2005) suggests that change management is usually targeted at four areas: human resources, technology, organisational structure, and tasks. Changes in human resources, she notes, tend to involve altering the attitudes, behaviours, skills and performance of employees, by changing the way problems are solved, the way employees learn new skills, and the way employees view themselves, their jobs or the organisation. Change in technology allows an organisation to exploit market opportunities by improving the way that goods and services are produced. Structural changes might involve adjustments in the hierarchy of authority, administrative procedures or management systems. And task level changes generally focus on the improvement of production processes, the assembly of products, or the delivery of services. Each of these areas, Prasad points out, are interdependent and change in one area will inevitably affect the others (Ibid).

2.3	Factors that influence change 
As Street and Cuthbert (2015) observe, every change process has factors that can promote or hinder the intended consequences. These might include, but are not limited to, leadership, employee involvement, the organisational structure; communication, and resistance.

2.3.1	Leadership
Bourgeois and Brodwin (1984), cited in Thompson and Martin (2005), emphasise the importance of leadership in effective change management. The role of the leader, they suggest, is to innovate ideas, formulate changes, champion the change process, influence subordinates, and communicate clearly. Hayes (2004) cited in Thompson and Martin (2005) also adds that leaders need to be politically competent, in order to reach agreements with stakeholders that satisfy reciprocal needs for mutual advantage. Maraka’s study of the Red Cross and Red Crescent Federations (2009) demonstrates how poor leadership can exacerbate both the intensity and duration of resistance.

2.3.2	Employee involvement
Prassad (2005) rightly recognises that not everyone will support change. Some will feel threatened by the process or uncertain about its implications. Others will resist because they are comfortable with the status quo.  Prasad’s advice, is that people who are likely to be affected by the change should be brought into the decision-making process. This reduces resistance, enhances commitment and gives employees a sense of ownership. 

This observation is in keeping with the theory of ‘Organisational Development’ (1960), which  seeks to improve planned cultural change by applying the principles and practice of behavioural science to organisational improvement, competence and effectiveness. According to Armstrong (2009), Organisational Development aims to help people work more effectively together, to improve organisational processes such as the development and implementation of strategies, and to facilitate the management of change. Beer (1980) as cited in Armstrong (2009) describes it as ‘a system-wide process of data collection, diagnosis, action planning, intervention and evaluation’. 

Organisational Development programmes include activities such as team building; collaborative decision-making; and bringing managers together to share and discuss problems and issues (Thompson and Martin, 2005). The assumption is that when managers learn more about the problems facing the organisation as a whole, and engage with other managers who have different perspectives, they will become more aware of the decisions they make. Furthermore, when they are given the opportunity to collaborate and share responsibility, they are more likely to feel committed to their joint decisions (Ibid). 

Research published by Roy Smollan (2015) demonstrates the ‘personal cost of organisational change’ when the needs of stakeholders are not handled appropriately. He explores the stress levels of people who are anticipating change and the negative reactions of those who are affected by inadequate processes or extended uncertainty when the change is implemented. Misoi (2011) and Maraka (2009), also demonstrate how failure to integrate employees in the planning and implementation of change can limit the effectiveness of the change process. 

2.3.3	Organisational structure
Jones (2004) comments on the importance of having an organisational structure that supports change. An inappropriate structure, he suggests, exacerbates resistance and negatively impacts on formal interactions and internal relationships. This is demonstrated by Saanun (2011) whose study of the BOMU Medical Centre explored the correlation between structure, resistance and change.

The nature of organisational structures is explored in the ‘Open Systems Theory’                                                                                                                                                                                                                                                                                                                                                                                (1968).  Proponents of this theory describe organisations in terms of an interconnected system, composed of a number of sub-systems including, but not limited to, sales, operations, finance and human resources (Cummings and Worley 2009). The sub-systems, they suggest, are coordinated in such a way as to ensure that the organisation achieves its goals and objectives. 

Burke (1980) as cited in Burnes (2004) argues that because the sub-systems are interrelated, change in one part of the system will impact upon other parts of the system. This means, according to Burnes (2004) that when organisations change, change managers cannot simply focus on the individual, or the group, but must focus on the whole organisation.
       
2.3.4	Communication
Armstrong (2009) notes the importance of a clear communication strategy when formulating and implementing change. The communication strategy, he suggests, should facilitate the dissemination of information and also provide opportunity for stakeholders to exercise their voice. Clear communication, he notes, informs choices, allays fears, and reduces the potential for resistance. 

2.3.5	Resistance 
As Thompson and Martin (2005, p.813) observe, change often disrupts normality. Job security may be threatened; existing behaviour patterns or values questioned; or people asked to be flexible or take risks. It is not unreasonable, therefore, when employees and others query or resist what is happening. This is particularly true when they feel threatened, believe that they are losing out rather than benefitting, or are not rewarded for co-operating. Opposition is sometimes, directed at the change itself and sometimes at the means of implementation.

Kotter and Schlesinger (1979) as cited in Thompson and Martin (2005, p815) identified six ways of overcoming resistance to change. Each method, they noted had advantages and disadvantages:

· Education and communication, which can help people to understand the need for change. The drawback is the potential time delays and logistics when a large number of people are involved.
· Participation and involvement, which assumes that people will be more supportive of change if they help to design the process. The drawback is that it can be time consuming and some decisions may not be helpful.
· Facilitation and support, through training and counselling. However, success is not guaranteed.
· Negotiation and agreement, which is often linked to incentives and rewards. This can be used in some situations, but not all.
· Manipulation and co-optation, by influencing or ‘buying off’ people through personal reward or status. However this is ethically questionable and does not address the core grievance.
· Explicit and implicit coercion, through threats. This may work in the short-term, but is unlikely to be sustained.

2.4	Models of change
Whilst there is no generally agreed formula for managing the change process, there are various models that can inform organisational decision making. The following examples illustrate the possibilities:



2.4.1 	Lewin’s Forcefield Analysis
Lewin’s Forcefield Analysis (1951) starts with the assumption that organisational stability exists when there is an equilibrium between the forces that drive change and forces that resist it. In order for change to happen, therefore, either the driving forces need to be strengthened or the resisting forces weakened.
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Lewin argued that driving forces are often based on logic and are likely to be motivated by financial considerations such as the need to increase sales, improve profitability, increase organisational efficiency and effectiveness, or develop new forms of competitive advantage. Restraining forces, however, are typically based on emotion and are more likely to reflect personal concerns (Thompson and Martin, 2003). 

Lewin’s forces for change have been revised on a number of occasions.  Tichy (1983) as cited in Lynch (2006), for example,  argued that there were four forces that might drive change within an organisation:

· Environmental triggers, such as shifts in the economy, competitive pressures, or legislative changes.
· Business relationships, such as new alliances, acquisitions or partnership, which require changes to the structure of the organisation.
· Technology, which might impact on the type or content of work required.
· People, such as new entrants to an organisation who have different educational or cultural backgrounds, who expect or require change.

More recently, Thompson and Martin (2005) suggested a five-force model:

· Technical obsolescence and technical improvements.
· Political and social events.
· The tendency for large organisations and markets to become increasingly global.
· Increases in the size complexity and specialisation of organisations.
· The greater strategic awareness and skills of managers and employees.

2.4.2 	The Change Kaleidoscope
Balogun and Hope-Hailey’s Change Kaleidoscope (2002) offers a framework for a context sensitive approach to change management.
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The kaleidoscope has three rings. The outer ring relates to the broad strategic change context. The middle ring relates to contextual factors that need to be addressed when developing a change plan. The inner ring offers a number of choices about the potential interventions available to the change manager (Johnson 2016).

The contextual features can be assessed as neutral, negative or positive. The negative factors restrict change. The  positive factors facilitate it. The features include: 

· Time – or how quickly the change is needed?
· Scope – or how much change is required?
· Preservation – or what organisational resources or characteristics need to be maintained?
· Diversity – or how homogeneous the groups and divisions within the organisation are?
· Capability – or the managerial or personal ability to implement change?
· Capacity – or the change resources that are available.
· Readiness – or the willingness of people to change.
· Power – or the extent to which the change leader has the authority to impose change (Johnson et al, 2016, p.472-473).

By contrast, the design or implementations choices that define the change management approach, include:

· The ‘Design Choices’ or ‘Change Path’, which may be through evolution, adaptation, revolution or reconstruction.
· The ‘Change Start Point’, such as ‘Top-down Change’, where change is initiated from the top management; ‘Bottom-up Change’ where change is initiated from the bottom line; ‘Models of Good Practice’ where good practice in one part of the organisation is used as a model for other parts; and ‘Pilot Sites’ where change is initially implemented in only one part of the organisation, before rolling out to others.
· The ‘Change Style’ through education; collaborative decision making; direction or control; or coercion. 
· The ‘Change Target’, such as behaviour or values.
· The ‘Change Levers’ or interventions that are needed to implement the change (Kaplan, 2018).

2.4.3 Lewin’s Three-Steps Model
Lewin’s Three-Step Model (1951) contends that permanent change can only be achieved by unfreezing previous behaviour, executing intended changes and refreezing new patterns. 
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Unfreezing behaviour, he suggests, tends to require a trigger such as declining sales or the threat of closure to make people amenable to the change process.  The change occurs when people perceive the need for it and are willing to search for new solutions by examining alternatives, exploring new values, and changing structures. Refreezing takes places when the new patterns are accepted and followed willingly. When this occurs people are supportive and convinced of the wisdom of what has happened (Lynch 2005).

2.4.4 Kotter’s Eight Step Change Theory
Kotter’s eight step change theory explores the management of change through a series of overlapping steps, which are shown in the following diagram: 
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The first step recognises that for change to occur there needs to be a sense of urgency that persuades the majority of people that it must happen. This may involve showing potential threats or scenarios of what might take place if the change process was not implemented (Kotter 2012). 

The second step involves the creation of a group of people who have the ability to lead the change initiative. According to Kotter, managing change is not sufficient in itself. Change has to be led and the role of this group is to continue to shape the sense of urgency and strengthen the resolve to change (Ibid). 

In step three an overall vision is established that can help people to understand what the organisation is trying to achieve and how that relates to the actions that are being taken. Kotter suggests that creating a vision which is simple, clear and easy to understand, and by making that vision part of the organisational strategy, will help people to follow the change and be part of it (Ibid). 

Step four involves communicating the vision and addressing people’s anxieties. Kotter maintains that the vision needs to be regularly and clearly communicated and applied to all aspects of the organisation from training to performance review. It is the process of repeating the vision in all discussions, with employees at all levels of the organisation, as well as leading by example, that will eventually help the change to become permanent (Ibid).

Step five empowers action by employing change leaders, revising structures, recognising and rewarding those who help the change to happen and identifying and addressing those who resist the change process. According to Kotter the organisation needs to remove all obstacles that might interfere with the change and change systems. This may include aspects of the organisational structure, job descriptions, compensation systems and performance indicators. Employees who are resisting change, Kotter notes, should be given the tools, methods or support that can help them to embrace the process (Ibid).

In step six, short-term targets are set that enable people to experience success early in the change process. Kotter recognised that visible short-term wins reinforced the change effort and mitigated against negativity and criticism that might otherwise develop and slow down or hurt the wider change initiative (Ibid)

Step seven recognises that real change takes time and requires ongoing attention and continuous improvement. Kotter noted that even if the early stages were successful there would still be resistance, and this meant that the change process needed constant reinforcement. This could be achieved if, after every short-term win, employees were given the opportunity to consider the positives and negatives of what had happened in order to set new goals, or further improvements (Ibid).

Step eight seeks to anchor the changes into the culture of the organisation by ensuring that it is visible in every area, by celebrating successful initiatives, and by ensuring the continued support of existing and new leaders. According to Kotter cultural change will only happen when employees recognise that the new ways are better than the old. This occurs when successful outcomes are clearly communicated throughout the organisation and the change priorities are firmly embedded into the established way of doing things (Ibid).

2.5	Change in a faith-based organisation
Literature relating to change in a faith-based organisation fall into one of three categories: change within a local setting; change within a wider organisation; and conflict management. 

2.5.1	Change within a local church setting
The majority of publications about change management  focus on the local church setting. More recent publications include ‘Better Change in Church’ (Street, 2015); ‘Choosing Change’ (Coutts, 2013); and ‘Creating the Future Church’ (Elford, 2013). Each of these publications demonstrate how the decline in attendance in many congregations and the financial challenges that this imposes has driven change in a number of areas. According to Street and Cuthbert (2015, p.7) the majority of change has focussed on staffing, roles and structures; and meeting and service formats. Other changes tend to involve buildings, governance, training and growth initiatives.

2.5.2	Change within a religious organisation
There are three pieces of research that are especially helpful when exploring change in a religious organisation: Cundy, for example, provides an analysis of the development of Mission Areas in the Church of England. Simpson provides an analysis of complexity and change management, using narratives provided by church leaders. Finally, Sidani and Showail consider  religious discourse and organisational change.

2.5.2.1	Cundy (2006)
Published six years before the Church in Wales Review (2012), Cundy (2006) provided a critique of the development of Mission Areas in the Church of England.
He argued that it was “financial and other pressures”, alongside developments in “theological thinking”, that created the possibility for “radical restructuring” within the church (Ibid). In particular, he cited three debates in the General Synod of the Church of England, in February 2004, that created both the momentum and mechanism for change. The first, entitled Mission-Shaped Church, indicated some of creative ways in which the mission of the church was transcending the Parish structure. The second, known as the McClean Report, provided a comprehensive review of clergy terms of service, in order to clarify their roles and responsibilities and ensure effective professional development through regular ministerial reviews and ongoing ministerial education. The third, known as the Toyne Report, introduced proposals to simplify the processes of pastoral reorganisation and create a legal frame that would support the initiatives proposed by the Mission-Shaped Church agenda (2006, p.153-4).

The legal and cultural changes within the Church that resulted from these debates, Cundy suggests, created a common focus that influenced the strategic objectives of most dioceses within the Church of England. Those objectives, he observed, could be summed up in five themes. Each diocese recognised the need to:
· structure the Church to fulfil its God-given mission;
· develop and encourage the gifts for the ministry of God’s people;
· work collaboratively across parochial and denominational boundaries;
· promote ministry teams;
· face the challenge of changing resources (2006, p.153).
Some dioceses, he noted, were seeking to address those themes by replacing the ancient Parish system, which required a church in every community, with a ministry model based upon larger geographical units, with delegated authority to regulate clergy numbers, finance and missional objectives (2006, p.154). Bristol, Carlisle and Derby referred to these units as Mission Areas. (2006, p.156). Cundy, however, offered a defence of the existing parish system and questioned the wisdom of using a new designation for the geographical areas (Ibid). Rather, he suggested, whilst loyalties to the existing system remained, it “would be wiser to seek an evolutionary development building on the existing parish/benefice pattern, rather than a revolutionary change of nomenclature as well as structure” (2006, p.157).

It seems a pity that this material was not considered when the diocese of St Asaph introduced Mission Areas. His advice about using evolution rather than revolution, may well have significantly reduced the challenges and mitigated much of the resistance.  

2.5.2.2	Simpson (2012)
In ‘Complexity and change management: analysing church leader’s narrative’ (2012), Simpson uses the Complexity Theory to demonstrate that organizational uncertainty and change sometimes requires leaders to practice the art of engaging with not knowing. At its simplest, he suggests, this involves moving forward with the conscious awareness that the decision-making process is based upon information that is incomplete or even absent. 

To understand what contributes to effective change management, Simpson argues that it is important to investigate not only what leaders know but also how they engage with not knowing (Ibid). This challenges the assumption that leaders can guide an organisation through change because of superior knowledge and focusses instead upon the conversational process and patterns of interdependence that Simpson believes forms and re-forms the power relations that shape the process.

Whilst the complexity theory is not used as one of the frameworks of this study, it has become increasingly popular as a model for understanding change in a religious organisation. Simpson’s research, therefore, is referenced so that other researchers have access to what can be a helpful and complementary methodology.

2.5.2.3	Sidani and Showail (2013)
The same can be said of  Sidani and Showail’s ‘Religious discourse and organisational change’ (2013). This also utilises the complexity theory to demonstrate that strategic change not only involves change in structures and technologies but also change in cognitive processes. The latter, they suggest, are achieved when leaders present their initiatives in such a way that it makes sense to the stakeholders and provides a context for legitimation (Kaplan 2008). In a religious context, they argue, this necessitates a relationship ‘between texts, discourse, institutions and actions’, in which religious texts and carefully chosen religious language are used to shape the nature of an institution and guide its choices when deciding a course of action.

Like the complexity theory, the use of religious texts and language in helping religious organisations to engage with change is another area that could have been explored in this research. Unfortunately, the limitations of the study meant that this was not possible.

2.5.3	Conflict management
There are also a number of books and articles that explore conflict and resolution within a religious environment. These include ‘Promise and Peril: Understanding and Managing Change and Conflict in Congregations’ (Brubaker, 2005); ‘Managing Conflict in the Church’ (Kale, 2003) and ‘How to Manage Conflict in the Church’ (Shawchuck, 2003). Each reflects, to a greater or lesser extent, the theories about resistance to change that were considered earlier.





CHAPTER THREE: METHODOLOGY

3.1	Introduction
The third chapter explains the research methodologies and research tools and the reason they have been chosen. 

3.2	Research framework
Research frameworks are often polarised into two broad paradigms: positivist or reductionist, and phenomenological. The nature of the paradigms is illustrated below:
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			Blomqvist (2017)

Positivism assumes that only knowledge gained from measurement and objective identification can be considered to possess the truth (Rubenowitz cited in Blomqvist 2107, p76). Reductionism, by contrast, assumes that the whole can be understood by the reductive separation and study of the parts (Blomqvist, 2017). Both approaches underpin the practices associated with quantitative research.

According to Sanders et al (2009, p.151) quantitative research uses data collection techniques (such as a questionnaire) or data analysis procedures (such as statistics or graphs) to quantify attitudes, opinions and behaviours. This information helps organisations to plan their activities, for example, when testing concepts or theories; establishing customers needs; preparing a business case for a new product or service; estimating the probability of success for a new venture; or shaping a marketing position.

The advantage of quantitative research is that it provides data which can be collected relatively quickly; is easy to analyse; and can be checked by repeating the process of data collection. Also, when surveys are used to gather a statistically valid random sample, the findings can also be generalised beyond the participating group to a wider population (Market Research, 2017). The disadvantage of quantitative research is that it requires a large sample of the population to develop reliable results; surveys need to be worded carefully to elucidate the information required; answers are limited when contextual details are missing; and there is a potential for bias if respondents have characteristics that do not apply to wider groupings (Ibid).

Phenomenological paradigms, however, are based upon data which is more localised, pragmatic and constructivist (Reason, 2001 cited by Blomqvist 2017). Rather than explaining causal relationships through ‘objective facts’ and statistical analysis, as is the case in quantitative research, phenomenological research uses a more personal and interpretive process to understand ‘lived reality’ (Ibid). 

In a phenomenological framework, the type of data that is gathered is more varied than in a positivist or reductionist framework, and can range from more orthodox forms such as interview transcripts, to less orthodox forms such as storytelling and dance (Blomqvist 2017, p.79). Reason (2001) cited in Blomqvist (2007) also notes that phenomenological research can both gain knowledge from a group of people and empower those people through the process of obtaining and using that knowledge.

The synonym often employed to describe the data collection techniques and data analysis procedures used by this framework is the word, qualitative. According to Creswell (2009) the main tools for gaining qualitative data are unstructured, semi-structured, or structured interviews, which are typically conducted in the participants setting. Analysis of qualitative data, he suggests, is inductive and builds from particular to general themes so that the researcher can begin to interpret meanings (2009, p.4).  

The advantage of qualitative research is that it requires a smaller sample; allows the researcher to explore topics in more detail; facilitates unprompted responses; and generates deeper understanding (Market Research, 2017). However, the disadvantages are that the data is less measurable than in quantitative research, is difficult to replicate, and does not give statistically robust findings that can be generalised to a broader audience (Ibid).

According to Saunders et al (2009, p.151-2) some researchers use a mono method of data collection and analysis. This might combine a single quantitative data collection method, such as a survey, with a quantitative data analysis procedure; or a single qualitative data collection technique, such as an interview, with a qualitative data analysis procedure. However, others combine data collection techniques and analysis procedures in either a multi-method quantitative study or multi-method qualitative study. 

The alternative, they suggest, is a mixed methods approach, which uses both quantitative and qualitative data collection techniques and analysis procedures (2009, p.152). This approach allows the researcher to use different methods for different purposes within the study. Interviews, for example, could be used at an exploratory stage to establish key issues, before a questionnaire is used to collect descriptive or explanatory data ((Sanders 2009, p.153).

3.3	Research design
A mixed methods approach to data collection and analysis would be helpful in a larger study. However the physical limitations of this dissertation, in terms of time and content, means that such an approach would be inadvisable. The dissertation, therefore, uses a mono approach, but acknowledges that this inevitably restricts both the breadth of the data available and the nature of the analysis that will be provided.

In this instance a phenomenological approach to data collection and analysis is used to complement the written sources that are available. There are two reasons for this. First, qualitative research, using unstructured and semi-structed interviews, allows key themes to emerge and be explored in detail. Second, this method limits the potential for bias because the issues are determined by the respondents rather than by the researcher.

3.4	Research models
There are a number of theoretical models that can guide data collection, interpretation and analysis. This study utilises two: a Six-Step model suggested by Bryan and Bell  and an Eight-Step process suggested by Zhang and Wildemuth.

3.4.1	The Six-Step Model
Bryman and Bell’s Six-Step Model  (2007) is illustrated below:
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(Bryman & Bell, 2007, p.406)

The first step, they suggest, involves establishing one or more research questions. In this case, the question asks: What can be learned from the introduction of Mission Areas that might help the diocese of St Asaph to manage change more effectively in the future?

The second step identifies the context for the research and the people who will be interviewed during the process of data collection. In this study the initial participants were chosen using the framework of purposive sampling, as explored by Welman and Kruger (1999). Each had direct experience of the phenomenon that was being researched and, because of their different positions within the organisation, were able to offer a range of perspectives (Kruger 1988, p.150). Additional participants were identified using snowball sampling. This is a method of expanding the sample by asking one participant to recommend another (Groenewald 2004, p.9). This was particularly helpful when identifying non-clerical informants. The primary gatekeeper, with formal authority to control access to participants, was the Bishop of St Asaph, who gave his whole-hearted support (Neuman 2000, p.352). However, as Bailey (2006) cautions, his involvement may have isolated the researcher from some potential informants or subjects. In total, ten interviews were conducted. Five of the respondents were female and five male; five were clergy and five were lay.

According to Bryant and Bell (2007), step three involves identifying the methodology that will be used when collecting data. In this study, the methodology included a signed consent agreement,  unstructured and semi-structured interview questions, and field notes.

An informed consent agreement was presented, explained, agreed and signed before each interview. The agreement was based on the recommendations made by Bailey (1996, p.11), who suggested that potential participants should be given the following information:

· That they were participating in research.
· The purpose of the research.
· The procedures involved in the research.
· The risk and benefits of the research.
· That participation was voluntary.
· That the informant had the right to stop the research at any point.
· Details of the procedures used to protect confidentiality.

Once the agreement was signed the researcher initially used an unstructured in-depth interview technique with four participants, to explore their experiences, feelings, beliefs and convictions about the research subject  (Welman & Kruger 1999, p.196). The focus was on allowing the participants to describe their lived experience in in their own terms and in their own language (Groenewald 2004, p.12). In each case the interviews tended to be reciprocal - with both the researcher and participant engaging in dialogue. This meant that the duration of the interviews and the number of questions were different in each situation (Bailey 1996, p.72). According to Kvale (1996, p.1-2), data capturing during this stage involves an exchange of views between two persons “conversing about a theme of mutual interest”. Once the interviews were transcribed, the data was then analysed to find themes that could  be explored in the second stage of data collection. 

During the second stage of data collection  the semi-structured interview strategy described by Saunders, Lewis and Thornhill (2009, p.324) was employed. This allowed the researcher to explore the themes identified in the first stage in more depth, so that there was a clearer understanding of the meanings that participants were ascribing to various phenomena (2009, p.324). 

To supplement this process, “field notes” were made to record what the researcher heard, saw, experienced and thought during the course of data collection and reflection. These field notes allowed the researcher to detail hunches, impressions and feelings about what occurred (Miles & Huberman 1984, p.69). The notes broadly followed the methodological outline suggested by Shatzman and Strauss as cited by Bailey (1996, p.xiii) and included:

· Observational notes, which employ all the senses when making observations.
· Theoretical notes, which attempt to derive meaning by thinking through or reflecting on the experience.
· Methodological notes, which involve reminders, instructions or critiques.
· Analytical memos, which provide a summary or progress review. 

Step Four involves identifying a technique for the interpretation of the data. In this instance the Eight-Step process suggested by Zhang and Wildemuth, cited in Paton (2002), was employed. The process is explored in the next section.

Step Five requires the development of a conceptual and theoretical framework for the analysis that emerges. In this case the conceptual, theoretical and methodological models explored in Chapter Two provided the structure.

Steps Five (a) and Five (b) allow further refinement in the initial research questions and additional data collection if required. In this case no further refinement was conducted because supplementary questions had already been used with the respondents. There was also no additional data collected.

Step Six involves writing up the finding and conclusions in such a way that an audience is convinced about the credibility and significance of the interpretations (Bryman & Bell, 2007, p.406-407). This is considered in the final section of this chapter in a section entitled ‘Reliability and Validity’.

3.4.2	The Eight-Step Process
This study also uses Zhang and Wildemuth’s eight-step process for data preparation, interpretation and reporting (cited in Patton 2002, p.504):
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In Step One (Prepare the Data) Zhang and Wildemuth argue that data should be transformed into written text before analysis. They note, however, that when transcribing interviews the following questions need to be addressed: (1) Should all of the questions or only the main questions be transcribed? (2) Should the transcriptions be literal, or only a summary? (3) Should the observations during the interview be transcribed or not? Whilst a complete transcript may be most useful, they observe, the additional value it provides may not justify the time required to create it.

In this study each of the interviews were transcribed in full so that all of the information was available during the analytical process. However, observational notes were not included. This was only possible because of the small number of transcripts involved. In a larger study the time commitment could easily be prohibitive, unless a transcription app was used. In that case accuracy would need to be carefully monitored.  

Step Two (Defining the Unit of Analysis) involves identifying the basic unit of text that will be classified during content analysis. In most cases, they suggest, this involves individual themes rather than physical linguistic units such as words, sentences or paragraphs, which are usually the focus of quantitative analysis.

In this case, five themes were identified from the data collected during the first four interviews:

· Planning
· Communication
· Consultation
· Understanding
· Buy-in
· Opposition

These were used to shape the more detailed questions employed in stage two of the data collection process.

In Step Three (Developing Categories and a Coding Scheme), Zhang and Wildemuth suggest that analytical categories and a coding scheme should be derived from the sources available. These might include the data, previous studies, or theories. 

In this study, once the ten interviews had been completed and transcribed, the following categories were identified: 

· Poor planning
· Inadequate communication
· Insufficient consultation
· Lack of understanding
· Mixed buy-in from clergy
· Mixed buy-in from lay members
· Resistance from clergy
· Resistance from lay members

In Step Four (Testing the Coding Scheme on a Sample of Text) Zhang and Wildemuth recommend that the clarity and consistency of the categories should be tested on a sample text. In this instance it was tested on three of the transcripts and no changes were made.

In Step Five (Coding all Text) each of the transcripts were coded using the categories identified in Step Three.

In Step 6 (Assessing Coding Consistency) Zhang and Wildemuth point out that once all of the data has been coded, the consistency of the coding should be re-checked. In this instance, no inconsistencies were identified. 

In Step Seven (Drawing Conclusions from the Coded Data)  Zhang and Wildemuth note that once the process of categorisation and coding has been completed, the researcher needs to make sense of the themes or categories that have been used. This involves identifying relationships between the categories, uncovering patterns, and testing ideas against a range of data. 

This exercise confirmed the inter-relatedness of the codes that had been identified. The codes suggested that poor planning, inadequate communication and insufficient consultation led to a lack of understanding amongst some clergy and lay members, and this resulted in reduced buy-in to the process and overt and covert resistance.

In the final step (Reporting Methods and Findings) Zhang and Wildemuth observe that if the study is to be replicable, the researcher needs to monitor and report their analytical processes and procedures as accurately as possible. This includes reporting the decisions and practices involved in the coding process, as well as the methods used to establish the trustworthiness of the study. These issues are considered in the final section of this chapter.

3.5	Data storage
Data storage follows the pattern suggested by Groenewald (2004, p.15-17). All interviews were digitally recorded once written permission was obtained from each person. The recordings were given an assigned code, for example “Participant One  21 April 2019”. They were then downloaded onto a desktop computer and transcribed. Once checked, the transcriptions were sent to the participants for comment or amendment 

When storing the material, each interview was filed in a separate digital folder, which also included digital or scanned copies of the following:

· An informed consent agreement.
· The notes made during the interview.
· The field notes made after each interview.
· Notes made during data analysis, such as grouping units of meaning into themes.
· The draft transcription and analysis of the interview that was given to the participant for validation.
· Copies of any further communication between the interviewee and researcher. 

3.6 	Reliability and validity
In order to assure reliability and validity, the evaluation process suggested by Guba and Lincoln (1994) as detailed in Bryman & Bell (2007, p.413-414) was used. This seeks to assess research according to four criteria:

· Credibility, which can be established by ensuring that the research is conducted using established good practice and by submitting findings to those who were studied in order to confirm that the investigator has understood their perspectives correctly.
· Transferability, or the extent to which the descriptions or information is helpful to other research areas.
· Confirmability, or ensuring that the researcher has acted in good faith and not overtly allowed personal values or theoretical inclinations to impact upon the conduct of the research or its findings.
· Authenticity, or the extent to which the research has represented viewpoints fairly; helped people to arrive at a better understanding of their situation; and empowered people to take steps necessary to change their circumstances. 
 
In this study, credibility is established by following the processes and practices described in this chapter. This means that the strengths and weaknesses of the research are transparent. 

Transferability is possible because the research has employed a common analytical framework in terms of theoretical rationale and research practices. However, subsequent researchers must decide if the descriptions or information are helpful. 

The issue of confirmability is arbitrary, because bias is often unconscious and ubiquitous. It can, therefore, unwittingly impact on any situation. The best that can be said is that the theoretical frameworks and methodologies employed in the research ensure that it has been carried out responsibly. 

The same can be said about authenticity, although it is hoped that the research process, analysis and conclusions will prove helpful to those who have contributed to the research, and will inform good practice when the diocese of St Asaph manages a change process in the future.



CHAPTER FOUR: DATA ANALYSIS

4.1	Introduction							
The Fourth chapter uses three frameworks to analyse the qualitative data gained through the research process. In the first section it reviews the data in the light of five factors that are known to influence change. In the second section it explores the data through the lens of two theoretical models: Lewin’s Forcefield Analysis (1951) and Balogun and Hope-Harley’s Change Kaleidoscope (2202). In the final section it interprets the data using the coding system recommended by Zhang and Wildemuth.

4.2	Analysis using factors that influence change	
As Chapter Two demonstrates, five factors tend to be significant in the management of change. Each of these are used in the following section to interpret the data.
			
4.2.1	Leadership				
Several respondents talked about leadership. Respondent Two, for example, noted:

“There wasn't a consensus in most places, and this gave rise to a lot of tensions. It didn't help that there was not much leadership being given”.

The main concern appears to have been the lack of detail in the planning process.  Respondent Ten, for example, observes:

“They were ‘broad brush strokes’ with the detail being left to be worked out at a local level as it evolved.” 

Interview Two confirms this opinion:
 
“There was not enough planning. It simply wasn't thought through. Someone thought, ‘Oh, this is a good idea. Instead of having little parishes, we'll create a super parish. It'll work just the way the local parishes did,’ but it doesn't.”

As similar sentiment is offered in Interview Nine:

“It was all very woolly at the beginning and very little guidance on how we went about the process. There was a tool kit devised later on in the process but that was in response to the fact that nobody seemed to really know exactly what they were doing and how the Mission Areas were meant to be.”

4.2.2	Employee involvement		
As Respondent One reveals, only senior clergy and members of the Diocesan Standing Committee had the opportunity to contribute to the decision-making process. This led to resentment:

“We, as clergy, felt it was imposed upon us by our Area Dean; and we were not involved in the process as much as we had believed we would be. So our Area Dean, at the time, gave us the answers to the questions we were being asked. And we, as clergy, felt disenfranchised from the whole process”.

Other clergy and lay members were involved in deanery meetings, which considered the practical implications of how Mission Areas would be established. Most congregation members were not party to those discussions. According to Respondent Six this meant that some congregation members did not feel that their views were represented:

“The local people who were making the decisions were the deanery representatives who were bringing their churches' deliberations to the deanery conference. That would depend on whether the person who was at the deanery conference was able to reflect back what their church felt, or whether they were just expressing their own opinion”.

4.2.3	Organisational structures		
Respondent Two was the only person to mention organisational structures. As shown below, the key concern was the lack of foresight and planning when the Church in Wales introduced its Ministry Area agenda:

“If the Church in Wales had had any sort of foresight, they would have gone along to their own bank, or any of the big five, and said, ‘We're going to create some new structures. You don't have a particular formula that will fit them. If you create one, you're going to have all these accounts flooding in.’ They never thought of that. Also the act of creation, right from the start, was flawed, because they never looked at the Constitution in Wales and saw how it would conflict with that. They never saw how it would work in practice, and when it came to introducing it, it was just lumped on us, ‘You're going to do this, you're going have this,’ but when we asked what ‘this’ is, it was a vague”.

4.2.4	Communication			
There were some general criticisms about communication. Respondent Four, for example, notes:

“I don't think that our diocese spent enough time going around to churches explaining why this was going to happen”.

Most concern, however, focussed on the breakdown of communication between the centralised meetings in the diocese, or the deanery, and the members who attended the local congregations. Respondent Nine, suggested that this was partly because there was not enough information to pass on to the congregations, and partly because there was a lack of interest at that level:

“We didn't have information to pass on to them to get them enthused. And because it all happened so quickly, I think they just felt that they hadn't been involved in the process so didn't look for information or take any interest in finding any”.

A lack of interest at congregational level was also mentioned by Respondent Eight:

“You can't blame the diocese. You have to, in a way, say the responsibility was with that person in the pew because I put the bulletin out for standing committee up there on the pin board. Hardly anybody looked at it… It's really tricky and difficult to get the message down to that level because people don't really want to know”.



4.2.5	Resistance	
Most respondents mentioned some form of resistance. The key triggers appear to have been lack of communication, lack of consultation, and lack of detail. Respondent Six, for example, observed:

“Some of the tensions and resentment were because people didn't understand the process. They didn't understand that they were being consulted. There were some people that felt that if they did not want to be part of a mission area, they should not be compelled to do so. So obviously then, that would lead to resentment”.

4.3	Analysis using theoretical models
A more nuanced perspective emerges when the data is analysed using theoretical models. The following examples are used to demonstrate the different perspectives that can be generated through this process. 	

4.3.1	Lewin’s Forcefield Analysis		
Lewin’s Forcefield Analysis (1951), for example, was used to consider the tension between driving forces and restraining forces. 

When asked about driving forces many respondents were rather vague. Answers included:

· The Church in Wales Review
· A survey of the church
· The need to do things differently
· Declining numbers

This lack of clarity may confirm the comments about inadequate communication and lack of interest that were identified earlier. They might further suggest that the respondents did not fully understand the imperatives for change that had driven the process amongst the senior staff in the diocese or influenced the vote of the Governing Body in the Church in Wales.

The restraining forces, however, were more clearly articulated. As this chapter demonstrates, some people were not convinced about the need for change, others were not convinced about the model of change, and some were not convinced by the processes that enacted it. This was exemplified by the covert and overt resistance that emerged in most areas.

4.3.2	The Change Kaleidoscope		
The Change Kaleidoscope (2002) generated other perspectives:

4.3.2.1	Contextual Factors
When analysed in terms of the contextual factors that need to be addressed when developing a change plan, the data revealed:
 
Time
Two respondents suggested that the process was rushed. Respondent 9, for example, noted:

“From our perspective the rushing through of it. Our mission area was commissioned before it existed because the Bishop was making a visit to our area on a certain date. They'd already got a service booked and they decided it would be a good idea to commission a mission area on that date as well. So we hadn't actually got anything in place when we were commissioned as a mission area. And so I guess a lot of people didn't know they were a mission area and then felt they'd been bypassed in the process and just didn't really know what was going on.”

Eight respondents, however, made no comment. This may suggest that the timescale was not a significant issue.

Scope
Three respondents commented about the scale of the change. Interview Eight is one example:

“I don't think any of us understood what was involved or the consequences of what we were doing, hence the problems we've had”.

Preservation
This issue of preservation was commented upon by two respondents, who lamented the fact that the word ‘parish’ had been lost when Mission Areas were introduced. Interview Seven, for example, the respondent observed:

“There were some battles that we fought that didn't need to be fought. So we got rid of the word parish for instance. It's something that's held dear by people, they've had it for a thousand years and so the idea of parish was very precious to them. And we took that away”.

Diversity
Several respondents noted that there were significant differences between groups within the diocese. One example of this was the difference between urban and rural. Respondent Two, for example, noted:

“Mission Areas benefit heavily populated areas, where they work. They are more difficult in rural areas.

Some respondents also distinguished between groups associated with the organisational hub in St Asaph and those in more distant churches. Respondent Eight, observed:

“The folk on ground level, they're not really interested in what the diocese does. They're not really interested in standing committees. They're not really interested in anything but their own church”.

Capability
Whilst the data suggests there were concerns about poor planning, inadequate communication and insufficient consultation, it contains no criticisms of those who were responsible for managing the process. Interview Ten sheds some light on this:

“To people who have worked in companies and large organisations the process appeared unstructured and vague - but that is something I believe everyone has come to accept with the Church and forgive as it is not something they do every day”.  

Capacity
No respondent directly commented on the capacity of the organisation to deliver change. However, respondent Seven did discuss crisis management:

“If I'm honest, as each crisis arose, we solved it, rather than using good change management where we could see the crisis and what might occur before we actually moved down the road. That's why it's been so bumpy”.

Readiness
As demonstrated later, in the analysis of coding, this is a mixed picture. Some clergy were prepared to embrace change, others were not. The same can be said of lay members. When one respondent was asked about how many people supported the process they suggested that “it was 60/40” (Interview Five). When another respondent was asked the same question, they replied:

“ It was about 50/50. About half the people were really enthused at the thought that the church was looking to the future, and looking to see how we could engage more with those that don't currently have any link with church. And the other 50% were determined at all costs to prevent the process from going ahead (Interview Eight).

Power
In the diocese of St Asaph, the Standing Committee of the Diocesan Synod has the power to bring change. However, only one person mentioned this. Respondent Eight, however, questioned the process through which the decision to introduce Mission Areas was made:

“I was on the Standing Committee … I remember being in a meeting and we were asked to stand somewhere to vote whether the priority should be this, that, or the other and suddenly a year or two later we have this meeting saying mission areas are upon us.”

4.3.2.2	Design Implementation Choices
When the data was analysed in terms of the design and implementation choices identified in the Change Kaleidoscope, the following picture emerged:

The design choice or change path
The data suggests that some clergy and lay people were not persuaded that a radical restructuring was required. Respondent Nine is example:

“Most people thought it was pointless. We knew there had to be some change, but what they were suggesting wasn’t needed”. 

The change start-point
The change start-point, in the diocese of St Asaph, was a decision by the Standing Committee of the Diocesan Synod that the change should take place. This was recognised by most of the respondents.  

The change-style
In ‘Where are we now?’ (2017) the diocese of St Asaph suggested that the process of change had been developed through consultation and training. This is acknowledged in a number of the interviews. However, several respondents noted that the consultation took place in centralised groups and did not involve individual congregations. Interview Eight, for example, observes:

“In my experience it was communicated through meetings and back to the shared ministry team. It was hoped that the clergy would then go back their individual churches to say, “This is what's happening.” But it didn’t always happen”.

Similarly, with training. A number of training opportunities were made available. However, these were optional and few congregation members attended them. Respondent Six observes:

“I know the diocese provided training which was open to both clergy and lay people. So those that were interested in being part of the process could. I don’t know anyone who attended them”.

The change-target
Whilst various publications from the Church in Wales and diocese of St Asaph describe a culture change as the main objective of the initiative (Where Are We Now? 2017), most respondents pointed to declining numbers and financial fragility as the driving forces. Respondent Four, for example, observed:

“The parish system wasn’t working. Attendance was in free-fall and all of the churches had financial problems”.

Respondent Six, however, offered a different perspective:

“There were several strands in terms of community outreach, reaching out to people, transformation of the churches, and the development of spiritual growth within the diocese.”

The change-levers
The change levers mentioned by respondents included the Church in Wales; the Bishop; the Standing Committee; the Archdeacons; the Area Deans; and the Transition Mentors. None were considered in any detail.

4.4	Analysis using Zhang and Wildemuth’s Coding System
The seven codes identified using Zhang and Wildemuth’s methodology are also revealing:
	
4.4.1	Poor planning
The data suggests two issues in regard to planning. Some respondents were concerned that a ‘one size fits all’ model of Mission Areas was not appropriate in all situations. Respondent Two, for example, notes:
		
“We asked for examples of how it would work, and there were wonderful examples from Prestatyn, Colwyn Bay and Rhyl, nothing at all that we could be doing in a rural area. The examples of the benefits were really in heavily populated areas, where they would work. When we started looking in a bit more detail, we realized that the whole thing hadn't been thought through”.

Other respondents were concerned about the lack information that was provided:
 		
“There was a lot of frustration with those people that are detail people … I think they found it particularly difficult. They were looking for detail that wasn't there” (Interview Seven).

4.4.2	Inadequate communication
Most respondents mentioned the issue of communication. The main concern appears to have been the percolation of information to members of the congregations. Respondent Four, for example, points out:
		
“I don't think that our diocese spent enough time going around to churches explaining why this was going to happen”.

4.4.3	Insufficient consultation
The issue of percolation also impacted the consultation process. Respondent Two, for example, noted:

“There was a bit of consultation, but I didn’t think anyone listened to it very seriously”.

Respondent Six confirms this impression:

“I think one of the difficulties was that the consultation process wasn't made completely public, in the sense that it wasn't communicated to people in churches, that there had been this consultation process, in terms of how this whole situation would be managed”.

4.4.4	Lack of understanding
The failure to communicate effectively to the congregations led to confusion or ignorance about what was happening. Respondent Eight, for example, observes:

“I think we were all oblivious to what exactly we were doing. I don't think we realized we were part of restructuring in such a big way”.

Several respondents also linked lack of understanding to the build-up of resentment. Respondent Six, noted:

“Some of the tensions and resentment were because people didn't understand the process. They didn't understand that they were being consulted” (Interview Six).

4.4.5	Mixed buy-in	from clergy
The data suggests that, for a variety of reasons, some clergy could not buy into the new model of Mission Areas. Interview One, comments:

“Quite a number of parish clergy felt disenfranchised from the whole process”.

Respondent Three offers a different perspective:

 “There are a lot of clergy out there who just, it's not what they signed up for. They got trained to be the cleric in the parish. Suddenly their parish boundaries are dissolved. Suddenly they don't know where they're routed. Suddenly they don't know where the balance of power lies. All these people are getting empowered, but who's actually carrying the can? Who holds the responsibility? Who is responsible for this? Who's leading it?”.

4.4.6	Mixed buy-in from lay members	
The same can be said for lay members. Respondent Two noted:

“Some people totally grasped the vision … other people were really cynical … and then then some people just really didn’t want it”.
				
4.4.7	Resistance from clergy
The lack of buy-in meant that some clergy resisted the process. Respondent Six observed:
		
“The clerics that wanted to do this would consult with their congregations, would tell them what was happening. Those that thought this was just another process that would go away, didn't really tell their congregations anything”.

4.4.8	Resistance from lay members
Some lay members were overtly hostile. Respondent Two observes:
		
“People reacted with complete hostility. They felt they'd been messed around already. We'd gone from deanery to deanery to whatever, and suddenly here was a whole new layer of organization being brought in” 

The data suggests that other members responded with subversion:

“Some people, reliably and consistently, spent their time trying to subvert the whole process, because they did not want any change” (Interview Six).


		


	


		









Chapter Five: SUMMARY, CONCLUSIONS AND RECOMMENDATIONS	

5.1	Introduction							
In Chapter One, the study provided a conceptual framework for the research and contextualised the case study. In Chapter Two, it considered existing literature and previous research related to the topic. In Chapter Three, it explained the research methodology and the research tools that had been chosen. In Chapter Four, it used several frameworks to analyse the qualitative data provided by the research process. In the final chapter it summarises the research and offers a number of conclusions and recommendations that might be helpful to the senior leadership in the diocese of St Asaph.

5.2	Summary							
The documentation  provided by the Church in Wales and the diocese of St Asaph demonstrate that this was a proactive transformational process, which aimed to change the structure and culture of the organisation (Head, 1997). The initiative began when the Church in Wales Review (2012) offered a re-conceptualisation of the ancient parish structure and suggested a new model which was discontinuous with the previous system (Kindler, 1979).

The documentation also confirms that it was an example of top-down planned change (Liebhart, 2010). The process was framed by a strategy developed by the senior leadership of the diocese of St Asaph and authorised by the Standing Committee of the Diocesan Synod. It was supported by a transition missioner (manager), transition advisors, and a number of web-based toolkits that provided information about the process of forming the legal frameworks that would supersede the previous parish arrangements. The process was also supported by regular communication in the  diocesan magazine, which was made available to all members five times a year, and by optional training for those involved in the financial or legal aspects of the change process.

The process of change began, in 2016, when the Standing Committee of the Diocesan Synod agreed to the change strategy, developed by the senior leadership. That decision marked the point, according to Lewin’s Three Step Model, of unfreezing; after which the diocese engaged in a systematic introduction of Mission Areas over a two-year period. However, despite the management structures and practices that were put in place, ongoing concerns about insufficient detail in the planning process and lack of consultation, meant that the diocese experienced antipathy and resistance from some clergy and lay members that stopped the process from becoming embedded and permanent (Where Are We Now? 2017). This meant that Lewin’s final category of ‘refreezing’ has not yet been achieved.

When the change management process is considered using Kotter’s Eight Step Change Theory (2012), it would appear that the diocese negotiated the first six steps relatively effectively. However, because of ongoing resistance it is currently stuck in Steps 7 (do not ‘let up’). 

As Kotter noted when discussing Step 7, this is not unusual. To overcome it, he suggested, the change process would need to be constantly re-enforced. According to Kotter and Schlesinger (1979) as cited in Thompson and Martin (2005), this could be achieved through education and communication; participation and involvement; facilitation and support; negotiation and agreement; manipulation and co-optation; or explicit or implicit coercion. The final two options would seem at odds with the stated and expected values of the diocese. However, the first four offer the possibility of addressing resistance at different levels of the organisation. 

In order to decide which options are most appropriate, however, the underlying issues that are causing the resistance need to be identified and addressed. This process could be assisted by the data gathered during this research project. The seven codes identified in Chapter Four, for example, suggest a number of areas of concern: poor planning, inadequate communication, insufficient consultation, and lack of understanding. 

The data particularly pointed to tensions that were evident at congregational level, where some members felt alienated from the process. The data suggests that this was partly caused by the organisational framework used in the consultation. However, it was also affected by people not passing on information, and by a general sense of disinterest amongst congregational members who were more focussed on local issues. Together, these factors meant that some congregation members only engaged with process when it began to impact upon the management of their own local church environment. At that point some people responded defensively, often with covert and overt resistance.

That resistance continues to impact upon each level of the organisation because, as noted in the ‘Open Systems Theory’ (1968), the diocese is a system composed of interrelated sub-systems. Consequently, issues in one sub-system impacts upon the others. In this case, the key issues are ongoing challenges about how to make Mission Areas work effectively in diverse contexts, and how to overcome antipathy and resistance amongst some clergy and lay members. 

According to Kotter and Schlesinger (1979), one way of addressing these issues would be to use education and communication to re-enforce the change management process. This would certainly be in keeping with Step 7 of Kotter’s Eight Step Change Theory (2012). However, this would only be effective if the education and communication addressed the main areas of concern.

Those areas may become more apparent if diocesan officials talked more openly with the clergy and congregation members who are dissatisfied with the current situation. This would address Kotter and Schlesinger’s recommendation that change management could be assisted by ‘participation and involvement’ or ‘negotiation and agreement’. 

This type of engagement is currently happening through a large-scale listening exercise that is intended to allow all levels of the organisation to identify areas of concern and to participate in conversations that will help to frame a workable response to them. The aim is not to replace the current Mission Area structure, but to help it to work more effectively. 

The aspirations, in many ways, mirror those of the theory of ‘Organisational Development’ (1960) which Beer (1980) described as a system-wide process of data collection, diagnosis, action planning, intervention and evaluation’, which is used to help people to work more effectively together, to improve organisational processes, and to facilitate the management of change. 

5.3	Conclusions							
As Pettigrew and Whipp (1991) observe, the change management process is rarely straight forward because change is never entirely logical or linear, and often involves an ‘iterative, cumulative and reformulation-in-use process’. This is the reason why Idenburg (1993) suggested a graduated approach to strategic management which includes formal planning systems; learning and real-time planning; and incremental change. 

The diocese of St Asaph is currently in the second stage of learning and real-time planning, identified by Idenburg (1993). This is the point, according to Idenburg, where managers consider how key strategic issues are changing and emerging. The diocese is likely to remain in this stage until the ongoing concerns are addressed and the resistance to change is diminished to such a point that the Mission Area structure becomes embedded and the change process refreezes. After this, a process of incremental change - where managers can experiment with new ideas and strategies – will be able to begin.

5.4	Recommendations						
The introduction of Mission Areas might have been facilitated by the insights offered by some of the theoretical models considered in this study. Lewin’s Forcefield Model (1951), for example, would have helped the senior leaders and the Standing Committee to reflect on the imperatives for change that would need to be communicated throughout the organisation, and the factors that were likely to cause resistance to the process. This would probably have led to more detailed planning before the change process was implemented. Balogun and Hope-Hailey’s Change Kaleidoscope (2002) would also have assisted the reflective practice, and might have impacted on issues such as the timing, scope and practices of the change management process. 

The introduction of Mission Areas might also have been helped by careful reflection on the key factors that influence change management. These include leadership; employee/volunteer involvement; organisational structure; communication; and resistance - each of which were considered in Chapter Two. A change management specialist could have advised the diocese on all of these matters.

This form of analysis and reflection would not have stopped resistance which, as Thompson and Martin (2005) note, always occurs when change disrupts normality. However, it would have allowed the diocese to predict the potential causes and expressions of resistance and mitigated against them. 

The diocese could also learn from the challenges that it has encountered during the introduction of Mission Areas. As this study observes, these primarily relate to communication and consultation, especially with clergy and congregation members. These learning experiences could help the diocese as it prepares for strategic change in the future, and might in turn encourage a more widespread use of reflective practice. 

5.5	Limitations 							
This study has a number of limitations. First, by choosing a single case study method which focussed on the whole diocese, rather than a multiple case study method which explored a number of Mission Areas within the diocese, the research was only able to offer an assessment of broad themes (Yin, 2003). A multiple case study approach, however, might have produced a more nuanced understanding. A detailed analysis of local perspectives in different areas, for example, would have produced data that could have been compared and contrasted. The analysis of differences or similarities and the reasons for them could then have been explored. This would have yielded more revealing results.

The same could be said of the theoretical framework that was used. By employing three approaches to the analysis of change (change management models; change management themes; and codes), each of which had a number of aspects (i.e. four models, five themes and eight codes), the research was only able to offer an indicative assessment of what occurred. By using a smaller number of analytical tools, however, a more detailed analysis of specific issues might have been achieved. The research could, for example, have chosen to focus on a single model and framed the case study around it. The same could have happened with a specific change management theme. Alternatively, the study could have focussed upon a more detailed analysis of the coding and the issues that they revealed.

[bookmark: _GoBack]The research was also weakened by its failure to use triangulation when establishing its findings. By focussing only on theoretical literature and qualitative research, the results lacked detail. They could show, for example, how some people felt about an issue, or what they experienced in relation to that issue, but the analysis could not prove how typical those feelings or experiences were. The mixed methods approach suggested by Saunders et al (2009), however, could have been more revealing. In this case, a number of qualitative interviews could have been conducted to identify key codes, which might then have shaped a questionnaire which would, in turn, have  provided quantitative data. The quantitative data could then have been interpreted using the theoretical literature. Alternatively, the theoretical literature could have been used to shape a questionnaire, and qualitative interviews used to explore the experiences that lay behind the data.

5.6	Suggestions for future research				
As shown above, this study could facilitate a number of research opportunities in the future. A multiple case study of the same subject, using the mixed methods approach, could be insightful. The same methodology could also be used to explore  the introduction of Mission Areas in other dioceses. A single or multiple case study that employs a small number of analytical tools might also be revealing. This could also be applied to other areas in the Church in Wales. A single or multiple case study of key themes in the management of change (such as leadership or communication) would offer further possibilities.  Each would contribute to reflective practice which, in turn, might improve the processes, practices and outcomes of change management in the future. 
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