
“Learning Case” Template 
 

Leadership Practice 
 

Client’s First Name:  Will      

Name for This Practice: Leading the Church’s Leadership Team in order to Bring About 

Organizational Change 

Current Behavior Desired Behavior 

Failing to exercise leadership when the team is 

in conflict mode, with differing points of view 

and with great intensity 

 

• Develop relationships with individual 
team members to such an extent that the 
team is aligned behind Will’s goals and 
vision for the future of the Church 

• Obtain alignment and commitment of 

Church leadership team behind his vision 

and goals for change 

• Empower the Leadership Team to 

develop in collaboration with him 

systemic goals that make the 

Congregationalist Church a force for 

good in the community 

• Accept responsibility for managing the 

dysfunctional behaviors of the 

Leadership Team 

• Engage in the conflicts in the Leadership 

Team. Developing productive 

stakeholder relationships to promote his 

goals 

 

Current Mindset Desired Mindset 

“I can’t make them angry at me for wanting to 

do what I was hired to do”/”I don’t know what 

to do in this situation”  

“If I can build relationships among the various 
stakeholders and learn their points of view, I 
can build collaborative relationships and ease 
conflict among team members.’ 
 

Primary Action Arena:  Leading Teams  

Type of Agility:  Stakeholder Agility 

It is worthwhile to note here that in terms of Leading Change, I estimated that Will operated at 

the Catalyst level.  The purpose of his seeking coaching was to develop and articulate his 

vision for the future of the Church and its impact in the community. 



Shift in Agility Level:  From Achiever to Catalyst 

Capacities to Develop:  

Awareness – Catalyst empathy: Ability to feel what it is like to be others in their shoes. 

Intent: Highly balanced power style. Develop his power style from accommodative to assertive 

in order to have more collaborative pivotal conversations with those in disagreement with him  

 

Level of Reflective Action to Develop:  

Level of awareness: Ability to reflect in the moment, awareness of the human system. 

Level of Intent: Create satisfying environments that enable others to achieve. 

 

Relevant Background 
 

Client’s Role in the Organization:  Head of an independent Protestant Church in 

Massachusetts; hired to bring the Church into 21st Century society  

Type of Organization (e.g., for or non-profit, industry):   

Nonprofit 

 

Motivation for Coaching:   

To develop and refine his vision for the future of the Church and its place in the Community; to 

work on the goals necessary to arrive at that vision 

Context/situation:  To provide you with helpful feedback what would it be helpful for us to 

know about the larger situation in which your client is working?   

I appreciate this is not a normal Leadership Agility case. I coached Will pro bono for the 

Empower Success Corps. The work on visioning and leading change went very well.  I heard a 

lot about the obstruction caused by his Leadership Team, which was divided about ways to go 

forward. 

Initiatives included putting solar panels on Church roofs, originating a café with music in one 

Church chapel that would draw people, singing and writing songs that communicated 

messages of connection, discussing after school child care, supported Church groups that 

travelled to areas in need of assistance to build houses and distribute food, such as NOLA 

after the hurricane.  

He could see and appreciate the need for the Leadership Team and parishioners to be in 

alignment behind his goal to extend the Church’s work into the Community. It is to be a 

presence for good in the community. He was concerned about the isolation and loss of 

connection among people in his town. The impetus was the declining numbers of Church 

attendance.  He questioned the relevance of the Church in people’s lives. His vision was to 

make the Church more relevant today. 

 



 

My conclusions about his lack of leadership among the Leadership Team was a result of 

facilitating a ‘retreat’ of the team and himself.  What resulted was a cacophony of voices about 

the necessity of the Church to change.  From a consultant’s point of view, it was interesting to 

see the conflict among the group.  The surprise was that Will totally removed himself from the 

process.  When and where he should have stepped forward, he abdicated responsibility as 

leader. He is someone who wants to be ‘liked.’  

Challenge:  What led you to use this “case” for receiving feedback? In helping this person 

develop their desired behavior and mindset for this practice, in what way do you feel 

challenged or unsure of the best way to proceed?  Please be as specific as possible.   

I felt strongly that if we could have continued the coaching beyond the original contract, I would 

have introduced the subject of Leadership Agility, had him do the Accelerator and Power 

Profile. My estimation was that the block to the change he wished to install in the Church was 

his ability to deal with stakeholders in the Leadership Team as well as certain outspoken 

parishioners.  

 

Feedback:  What kind of feedback would be of greatest value to you?   

I wanted to work about taking responsibility for choices we make, but the Director of Consulting 

at the ESC was not in favor of that. I was obliged to back off. I felt this compromised my value 

as a coach, but Will was not my client. I could appreciate that this situation would arise in a 

corporate setting in the private sector. I would like to hear if anyone has experienced this kind 

of conflict. 

Was there a way to move Will into the Catalyst level of development, vis-à-vis his Leadership 

Team, in order to enact the changes, he thought were necessary?  These changes were not 

only to solidify the future of the Church itself, but also to make it relevant to the lives of people 

in the Community. 

I brought this case to see if my point of view was prejudiced or mistaken. Am I looking for 

validation of my point of view?  Are there other ways of looking at this situation? 

What are the options open to a coach in a situation like this? 

How would others have handled it differently?  

Where are the opportunities for me as a coach to grow? 

 

 

 

 


