Being Church in a 3.0 World

How we organize matters!
Terri Martinson Elton
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Organizational structures are simply
particular configurations of various
components.
All structures were designed for
different purposes.

Embedded within all structures are
core values.
Structures are designed to privilege
and prioritize certain values.

Each structure is created to
accomplish and/or accelerate a mission.

Structures have lifespans. Keeping
organizations vital requires tending,
recycling, repurposing, and/or reconfiguring.

Discussion:
- What is the mission of your
organization?
- In what ways is your current structure
helping you accomplish that mission?
- In what ways is it becoming an
obstacle?

Discussion:
- What core values are embedded
in your current structures?
- What are the key components of
your structure?

Discussion:
- If you could recycle/reconfigure/
repurpose 1 thing about your
structure to accelerate your
mission, what would it be?

Spend 10 minutes reflecting on the structure of your organization.
Engage in 1 of these activities:
Visualizing your structure
- draw a picture of the formal structure on a piece of paper.
- on a different piece of paper and using a dark marker,
draw a picture of the informal structure.
- place the informal structure underneath the formal structure.
- reflect on the two images.
- what do you see?
Taking apart the Structure
- using material available, create something that represents your structure.
- identify each of the components and think about what they represent.
- using a pen or marker, name what each piece represents.
- take the structure apart and reconfigure it in various ways.
- what did you learn?

The Evolution of Organizations

Organizations
1.0

Born in the
Modern Era

Organizations
2.0

Emerged in early
Postmodern Era

Values
- membership based
- honor tradition
- authority determined
by training/degree/
credentials
- commitment to
institution
- self-sufficient
- exclusive or clear
boundaries

-

-

Attributes
flow is predictable
designed for
efficiency
look to past for best
practices or
standards
regulatory or
franchise model
care about
excellence or quality
control

Digital world pre-iPhone
• Digital tools to enhance 1.0
world/values.
• Brick and mortar mirrors
bytes and clicks world.
• Communication is the same
on all platforms
(newsletter, announcements
in worship, on website).
• Centralized communication
strategy.
• Tested/pushed 1.0 values,
with little modification.

Organizations
1.0

1.0 - Hierarchies
• Organizational chart
• Clear centralized communication
• Production is key
• Good for routine/quality control/solving
known problems
• People specialize and are to be managed
• Direction/vision decided from the top flows down
• Work flows up
• Universal practices - apply across contexts

Organizations
3.0

The “Post” Era:
Post-modern
Post-denomination
Post-industrial

Values - democratic
- fluid and
improvisational
- authority by
expertise, passion
or experience
- value innovation
- commitment to
mission
- inclusive or open to
anyone willing to
contribute.
- agile or adapts to
circumstances

Attributes
- flow takes place
through people (not
position or structure)
- designed for
collaboration and
flexibility
- eye to the future
- contextualization
- care about cultivating
momentum or
advancing learning

The “Post” Era:
Post-modern
Post-denomination
Post-industrial

Digital world - Facebook/iPhone
• Integrated and global - 2007 marked a
shift - iPhone, big data, Facebook,
internet has global reach, AI
• Environment is not predictable (VUCA)
- focus on conditions, not outcomes.
• Convergence and interconnected.
• Empower “all” - ease of creating and
collaborating
• Generous - gift economy
• Open and transparent
• Self-directed, not led.
• Crowdsourcing - curation.
• DIY - amateur valued less than
professional.

1.0 to 3.0

Organizational Assessment exercise

Rate each 1 (old) to 5 (new)

Organizations
3.0

1.0 to 3.0

Discussion:
How do you see 1.0, 2.0, and 3.0
operating in your world (primarily but
not limited to your work)?

A Shift:

Church as Institution or
Movement?

What are the tensions of living in a
3.0 world with 2.0 organizations?

What if the church organized
more like a movement than an
institution?

Characteristics of Church as
Movement or Living body
Small post-its
Individually - name as many as you can.
Table Sharing
Share your post-its
and as a group cluster them into themes.
Name your top 5 themes

We are living in the midst of a
paradigm shift.
A time where one way of thinking is
being disrupted and another way of
thinking is emerging.

“innovator’s dilemma” - the very
principles that companies used to become
successful in sustaining (non-disruptive)
times are the ones that can cause them to
fail in disruptive times. (Clay Christensen)

Paradigm Shifts are disruptive!
“disrupt” - to cause something to be unable
to continue in the normal way; to interrupt
the normal progress of activity of something.

The main reason for
the disruption is the
value set of the
organization and the
value set of the public
become out of sync.
(Clay Christensen, 48)

4 Foci for Leading

What does leadership look like in
the midst of a paradigm shift where
disruptive change is the norm?

Creating a
Compass
Mission and identity
is central
Structure is simply the
holding space.

Is your mission/call central to all you do?
Are you engaging people in meaningful
ways around that mission/call?

Purpose and
Identity

N

N

Generate
Momentum
Set direction.
Lead people.
Manage flow.

• Creating a Compass –
Mission and Identity
• Cultivating Community –
Attending to Relationships
• Generating Momentum –
Setting Direction and
Making Decisions
• Learning Community –
Becoming Agile and
Experimenting

Do you have a vision/picture of the future?
Are decisions made strategically?
How does information flow?
Is leadership decentralized?

Cultivating
Community

Relationships need tending internally and externally

Learning
Community
Becoming
agile,
experimenting,
feedback,
learning.

bonding
capital

Are you risking today for the sake of a vital future?
Are you taking into account contextual changes?
How are you creating feedback loops and incorporating learning?
Are you bringing others into the process?

bridging
capital

External

Internal

Eye to the Future
Open posture
Collective Intelligence

Creating a Compass

Generate Momentum

Is your structure a holding place for your mission/identity?
Tinker Toys
Write your mission and/or identity on a piece of paper.
Place that in the middle of the table.
Take the TinkerToy pieces from the opening exercise and
reassemble them in three different ways. For each, ask
these questions: Does this structure embody our mission?
Would this structure engage people in meaningful ways?
What are the benefits and costs of this structure?

Why is your congregation/ministry significant to
God’s church and the world?
5 whys exercise
Pick a key ministry. Partner up with someone and
share with that ministry is important. Have your
partner ask why five times.
What did you learn from this exercise?

Learning Community

Creating Community
Internal - take1 minute to write down all the
relationships that need tending to create
bonding capital.
Share your list with a partner, then consolidate
your answers to the top10.
External - repeat the exercise around bridging
capital.

What do you need to learn and why?
Pick one area and develop it further.
How could you learn about it?
Who could help you learn it?
How would you feed the learning into the system?
Who should be apart of this learning?
How would you assess it that learning was helping
you cultivate a culture of call?
Think of one experiment you could do to test it.

Imagining a Shared Future
Learning Community
Name practices you could embrace that would
help your organization become curious and
ongoing learners.

Leading in disruptive times is not new to
people of faith. God’s people have been
disrupted in the past.
New question:
“What does it mean to stewards of a faith
tradition with an eye toward a vital future?”

Congregations are not the ends, but a means
for nurturing faith and participating in God’s
mission.
New question:
“What if congregations were more like
platforms than self-sustaining organizations?”

If leaders are stewards of a faith tradition…
- they know the mission
- they hold ownership loosely
- they look backwards and forwards
- they nurture vitality
- they work with contextual realities

If congregations are more like platforms…
- they have an eye to the future
- they collaborate and integrate
- they focus on engagement
- they reduce barriers
- they connect what happens in the platform
with life outside (context and people’s lives)

The church is a living entity, called to be
the body of Christ here on earth.
New question:
"What if the church strived to be a
movement?”

Discussion:
How are you stewarding a tradition?
In what ways is the congregation you serve acting like a
platform?
How is the church in western ND acting like a movement?
What one learning are you taking home?

If the church was a movement…
- it would tend to connectivity
- it would ignite energy around a shared mission
- it would decentralize leadership (empower others)
- it would cultivate diverse relationships and
embrace difference
- it would assume an unstable environment
- it would celebrate forward movement

