
Christ Church and School was experienc-
ing extreme conflict. The school Principal 
had been let go three days before school 
started. Parents were irate and about one 
third of them immediately pulled their 
kids out of school. Church members be-
came upset. They created factions, started 
calling each other names, and threatened 
to fire the pastor. Other factions arose ex-
pressing extreme dissatisfaction with the 
leadership of the church’s Senior Pastor. 
In general folks in both the church and 
school were treating each other horribly 
and were acting out in the extreme. 
The leadership of the congregation 
reached out to TurningWest as an expert 
with the requisite skills to treat not just 
the symptoms of these sociological prob-
lems, but to diagnose and cure the disease 
that was causing them all. TurningWest 
came alongside of Christ Church and 
School as a guide to help them solve 
their issues. Our approach is to partner 
together with the organization’s leader-
ship to understand the root causes of the 
conflict. We began this work by conduct-
ing an Organization Audit of the culture. 
This process looks at over 40 different 
aspects of the organization’s cul-
ture in order to discern what is going on 
underneath the conflict. Commonly we 
find hidden systemic issues driving the 
conflict. If these are not dealt with, con-
flict will arise again. Treating only symp-
toms and striving for peace at all costs is a 
short-term, ineffective strategy.
Among the discoveries from the Orga-
nization Audit process was that Christ 
Church and School lacked a set of bylaws 
sufficient to spell out how both organiza-
tions should be governed. There was 
no delineation of the relationship 
between church and school and no 
clear establishment of authority. 
This deficiency in organizational struc-
ture contributed to confusion, power 

grabs, and general misbehavior. Addi-
tionally, there were unhealthy norms re-
garding behavior around communication 
and conflict. All of this dysfunction was 
chasing away the healthiest of the com-
munity’s members and preventing inter-
ested parties from joining the church or 
enrolling in the school.
TurningWest formed a Guiding Coali-
tion which spent months writing new by-
laws, created a new Organization Chart, 
drafted a RACI Chart to detail lines of 
authority, and socialized all this work 
within the congregation so that it could 
be refined, owned and adopted by the 
general membership. A second Guiding 
Coalition spent nearly a year evaluating, 
dismantling, educating, and embedding 
new behavioral norms into the culture 
to support desired healthy behaviors re-
garding conflict and communication. The 
commitment by the members of these co-
alitions was high, and their results were 
stunning. The church and school are now 
positioned to move forward as a healthy 
organization because of their hard work 
and dedication to the process. 
Christ Church and School reports that af-
ter this process led by TurningWest they 
are healthier than they have been in more 
than 40 years. Leaders and members 
alike are now enjoying a healthy Christian 
community thriving with adult behavior-
al norms along with the tools to hold one 
another lovingly accountable when those 
norms are violated. For the first time in a 
long time, they are an attractive Christian 
community that people are eager to join 
and share together a vital mission.
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“ A change in 

culture, in the end, 

depends on the 

implementation 

of behaviors by 

individuals in the 

organization that 

reinforce the new 

cultural values and 

are consistent with 

them.” ~Cameron and Quinn
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