


Also by Eric H. F. Law,
published by Chalice Press

The Wolf Shall Dwell with the Lamb

The Bush Was Blazing But Not Consumed

Inclusion

The Word at the Crossings

COMING SOON

Finding Intimacy in a World of Fears





© Copyright 2002 by Eric H. F. Law

All rights reserved. For permission to reuse content, please contact Copyright
Clearance Center, 222 Rosewood Drive, Danvers, MA 01923, (978) 750-8400,
www.copyright.com.

Biblical quotations, unless otherwise noted, are from the New Revised Standard
Version Bible, copyright 1989, Division of Christian Education of the National
Council of the Churches of Christ in the United States of America. Used by
permission. All rights reserved.

Cover design: Mike Foley
Interior design: Elizabeth Wright
Art direction: Michael Domínguez

Visit Chalice Press on the World Wide Web at
www.chalicepress.com

10   9   8   7   6   5   4 06   07   08   09   10   11

Library of Congress Cataloging–in–Publication Data

Law, Eric H. F.
Sacred acts, holy change / Eric H. F. Law.
    p.       cm.
ISBN-13: 978-0-827234-52-9  (alk. paper)
ISBN-10: 0-827234-52-X  (alk. paper)
1. Church management. 2. Multiculturalism—Religious aspects—Christianity.

I. Title.
BV652 .L36 2001
254—dc21 2001004598

Printed in the United States of America



For Steve Rutberg,
who has shown me that change is never easy,

but with commitment and devotion,
creative transformation can happen.
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Introduction

In 1985, while I was serving as the Episcopal campus
minister at the University of Southern California, the Diocese
of Los Angeles recruited me to be trained as part of a team of
congregation consultants who were skilled in helping local
churches to move through transition time. Under the leadership
of Elizabeth Ann High, a diocesan staff member, and the
Reverend Walter Loesel, the chair of the Christian Education
and Leadership Training Committee, I was introduced to the
iceberg analogy of church organization and a change model
called “A Process for Planned Change.”

The iceberg analogy was a very helpful tool, not only for
understanding organizational change. With my research in
cultural anthropology, I have utilized it extensively in my
writing and presentation on multicultural organization
development and building inclusive community. (See chapters
4 and 5 for a detailed discussion of the iceberg analogy and its
application in the change model.)

However, the Process for Planned Change in its original
form was not as effective as I would have liked it to be in the
places where I applied it. Something was missing in the form
of the model that I was taught. Yet, I knew this model had
great potential. Therefore, I kept applying this process,
modifying it each time based on learning from the last
evaluation. Using the theories, theology, and skills that I have
developed for building inclusive community over the years, I
expanded different parts of the model. I also added new
components to it. The most important addition was the
centrality of theological reflection in the form of Bible study
and the drawing of the outer parameters of the change project.
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It was like finding the outer rim (parameters) and the hub
(theological reflection) of the wheel. When these essential parts
came together, the Process for Planned Change came alive,
and it moved like a wheel, effecting faithful movement and
change in organizations that worked with it. (See chapter 8
and Figure 8.1 to see the graphic representation of the Process
for Planned Change.)

In 1996, after I had done numerous training workshops in
multicultural ministry, many of my colleagues who knew and
appreciated my work asked me, “What’s the next step?” Many
said, “When we returned to our home community with our
new awareness and skills, we had to deal with enabling our
church organizations to change. How do we do that?” At the
invitation of Bishop Catherine Roskam of the Episcopal
Diocese of New York to address precisely these questions, I
designed a program combining training in building inclusive
community and the ever-evolving Process for Planned Change.
We invited 10 congregation teams to covenant with us for five
full days of training in a period of six months. The training
would include theory and practice in building inclusive
community and moving through the Process for Planned
Change, resulting in an action plan that each congregation
would take back to implement in order to facilitate the
necessary change. The image I use to describe the design is a
double helix, like that of a DNA, which is made of two spirals
intertwining.  One spiral is the Process for Planned Change
and the other is the inclusive community skill training. At the
center of the training program is regular theological reflection
in the form of Bible study and worship. For example, each
seven-hour training day is organized like an elongated
communion service. In the morning, we would sing hymns
and pray together. Then we read scripture together and reflected
on it in small groups. Sometimes we would have an individual
proclaiming the gospel during the lunch period. Later on in
the afternoon, after training and planning workshops, we came
together to pray and ask God for guidance and support. Then
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we ended the day with sharing the body and blood of Christ
in the celebration of holy communion. Upon later deliberation,
we discovered that the theological reflection was what drove
the double helix forward toward transformation and change.

Bishop Roskam named the program the “Kaleidoscope
Project.” Without being conscious of what we were doing, we
visualized the movement of this change process as a cylinder.
Every time we turn a kaleidoscope, a new picture with new
possibilities is created. The movement of turning the cylinder
stays the same, but the picture interacting with light changes
every time. (See chapter 6 for a further exploration of how the
cylinder-like organization can address the challenge of change.)

While we were implementing the Kaleidoscope Project
in New York, I had started working for the Diocese of New
Westminster of the Anglican Church in Vancouver, British
Columbia. As the Ministry and Congregation Development
Officer, I was charged with the ministry of helping local
churches to grow and change. With the help of a group of
committed lay and ordained leaders in the diocese, I
implemented a second Kaleidoscope Project, using a similar
format. In three years, we had made three “turns” of the
Kaleidoscope Project in Vancouver and two more turns in New
York. With the learning we gained from the feedback of
congregation teams that had applied the model, we again
modified the Process for Planned Change. In 1999, the
Oklahoma Conference of the United Methodist Church
invited me to implement three turns of the Kaleidoscope
Project over a period of two years. The goal was not only to
enable at least thirty congregations to implement change
constructively using this model, but also to leave behind a local
conference Kaleidoscope team to continue the work. The
Kaleidoscope Process used in the Oklahoma conference was
the most effective model we had taught to date. At the writing
of this book, I am working out the details to implement one
more turn for the Diocese of New York and three turns for
the Baltimore-Washington Annual Conference of the United



4   Sacred Acts, Holy Change

Methodist Church. For the Baltimore-Washington Conference,
we are calling this project the Human Mosaic Project.

This book is the first presentation of this material in written
form. It consists of the learning we gained from working with
more than seventy-five congregations through the Kaleidoscope
Projects in New York, Vancouver, and Oklahoma. Chapters 1
and 2 describe why our churches are not able to respond
constructively to the challenge of diversity today. Chapters 3
to 6 put forth the theories and theology supporting this change
process. Chapters 7 to 8 give an overview of the Process of
Planned Change. Chapter 9 functions like a workbook, taking
a team of people from a church community through the Process
for Planned Change step-by-step. The process utilizes the skills,
theories, tools, and theology presented in my three previous
books. Instead of repeating what I have written before, I have
included reading assignments from those books. In that sense,
chapter 9 can serve as a study guide for The Wolf Shall Dwell
with the Lamb, The Bush Was Blazing But Not Consumed, and
Inclusion.

The optimal way to use this book is to study it with a
group of leaders from your church or ministry group. The first
step is for you to covenant with others from your church for
the time necessary to study together, explore together, pray
together, and work through this process, trusting in God
through the Holy Spirit to inspire and nurture you as you go.
You can also study this book with leadership teams from other
congregations. Regional denominational leaders may gather
teams from three or four congregations to covenant for a time
to come together and study and move through the change
process presented in this book. There will be exercises and
activities that you might want to facilitate for your team as
well as for a larger group of people from the congregations
involved.

The end result of working through the Process for Planned
Change initially is the creation of an action plan for change
with full accountability that your team will take back to your
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churches and implement. A faithful implementation of the plan
will facilitate change. For some of you, the change for this first
time might be a major transformation with profound change.
For some of you, the change for this first time might be a
project on a smaller scale; nevertheless, it is change in the faithful
direction. Once you have learned this process you can
implement it again and again. Each time you go through it,
you enable the community to change a little more, and maybe
by the third or even fourth time, the community will be ready
for a more profound transformation.

The Process for Planned Change described in this book is
not just something that you read as an intellectual exercise. To
understand how this process actually works, you must apply it.
In this book, I attempt to narrow the distance between
discussing how to change and actually changing as we do the
work. Do not just read about the theology of change, but live
this theology so that you can become the catalyst for
transformation. This process is an invitation to embody the
gospel that gives us the courage to change, which in turn
empowers us to invite others to enter this process by embodying
the gospel in their community. Live Christ’s life in your action.
Don’t just go to worship; live the worship in everything that
you do. Don’t just partake of the communion; be the body of
Christ in every action that you take. Don’t just observe the
baptism; live the death and resurrection in your work, in your
planning. Move through the planning process with Christ at
the center, driving you forward to do justice and act with
compassion. Don’t just read the words, but be the Word. Let
the Word become flesh and dwell among and in and through
you, full of grace and truth.
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CHAPTER 1

The Challenge of Diversity
So Complex, So Deep, So Wide, So Fast

I am writing this book on a two-year-old computer. In
the computer world, this instrument into which I transfer my
thoughts and knowledge is already a dinosaur. But I still cannot
let go of the fact that when I bought this computer, it was the
latest model with state-of-the-art software. I remember the
happy days when I was writing my last book using this
computer—it was faster than all the computers I had used
before. I could almost write at the speed of my thoughts. But
those happy days did not last. When a new version of the
software that I had been using came out a year later, I
enthusiastically upgraded my software, expecting it to work
even faster and better. To my surprise, my computer became
slow and sluggish. What used to take a fraction of a second was
now taking seconds and sometimes even minutes. I called the
computer manufacturer and inquired about how to fix this
problem. After I gave the model number of my computer to
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the technical support person, I thought I heard him chuckle.
Then he told me, “You’ve got an old computer. That’s why.”
He proceeded to explain that the new software I loaded was
designed for newer computers, which were at least ten times
faster and had at least twenty times more memory. He added
at the end of his explanation, “You need a new computer with
more memory if you want to use the new software.”

How could something that was so new become so old in
such a short time? How could something that was once
considered so big and fast become so small and slow in a year?
How could something that was the top of the line become
worthless so fast? My experience with my computer is only
one indication of the depth and rate of change that has been
happening all around us in the last twenty years. In the business
world, this fast pace of change is an accepted fact of life. I was
scanning the business books section of a local bookstore trying
to get a sense of what the current business literature had to
offer on the subject of organizational change. Titles dealing
with change, such as Change Is the Rule, The Dance of Change,
The End of Change, Harvard Business Review on Change, Managing
Transitions, and Discontinuous Change, readily popped into my
vision. There were also books on being able to move fast in
order to compete, such as It’s Not the Big that Eat the Small…It’s
the Fast that Eat the Slow, and Business @ the Speed of Thought.
Business organizations are part of the world of rapid change. If
change is the game, then businesses that want to compete must
play that game. People working in the business world are forced
to adjust to change every year, or even every month or every
week, depending on what the “fashion for success” of the day
is. If one does not adjust to the change fast enough, one might
become the next victim that a company lets go during its next
downsizing. There is even a book on dealing with what its
author called “change fatigue.” Total quality management,
reengineering, restructuring and change-ready organizations
are just a few of the terms used to denote these kinds of rapid
changes required by the business world.
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The racial diversity of the United States has also been
undergoing a similar high-speed change. A couple of articles
from USA Today in March 2001 summarized the result of the
2000 Census, which, according to the headline of one of the
articles, highlights “racial diversity.”

About 2.4 percent, or 6.8 million of the country’s 281
million people, checked off more than one race. Some
chose combinations such as “white” and “black,” and
“white” and “Asian.” Meanwhile the Hispanic
population skyrocketed by about 58 percent over the
last decade, up from 22.5 million in 1990 to 35.3 million
in 2000. The number of non-Hispanic blacks
meanwhile may have increased to as much as 21 percent
from a decade ago, to 35.4 million…The non-Hispanic
Asian population surged as much as 74 percent, to 11.6
million. The population of American Indians and
[Hawaiian] Natives who were not Hispanic nearly
doubled, up as much as 92 percent, to 3.4 million. The
growth rate for non-Hispanic whites, meanwhile,
lagged behind, up no more than 5.3 percent, to 198.2
million.

This means for every 100 people you meet, only 75 people
could be non-Hispanic whites, 12 might identify themselves
as non-Hispanic black, 12 or 13 might consider themselves
Hispanics, 4 could be non-Hispanic Asians, 2 or 3 could be of
mixed racial identity and 1 could be Native American or a
Hawaiian Native. Another article in USA Today, on March 15,
2000, put it this way:

There is nearly a 1 in 2 chance that two people selected
at random in [the USA] are racially or ethnically
different. USA TODAY used 2000 Census numbers
released in this week to calculate the nation’s diversity.
The [diversity] index for 2000 is 49, up 23 percent
from 40 in 1990. The index means there is a 49 percent
chance two people are different…Much of the increase
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in diversity is attributed to the rise in the number of
Hispanics nationwide and even more dramatic increases
in parts of the country that were not very diverse 10
years ago…In Kansas, for example, the Diversity Index
rose from 21 in 1990 to 31 in 2000, although it was
much higher in some parts of the state. In Finney
County in southwestern Kansas, the index went from
26 to 59. Even in an already diverse state such as Texas,
the index went from 55 to 62. And in a state with little
diversity, such as Iowa, it went from 8 to 14. “It’s not
just a jump nationally,” says Robert Lang, an urban
expert at the Fannie Mae Foundation, who is analyzing
census data for USA TODAY. “This translates to a good
deal more local diversity as well.”

The diversity challenge that we are experiencing is more
complex, visible, and widespread than ever before. It is more
complex because people are insisting on defining themselves
with more specifics and often in multiple categories. For the
first time, in the latest census survey, people could select more
than one category, and many did. In the 2000 census, Americans
had 63 racial categories to identify with, up from only five
categories in 1990. Also, “Hispanic” is considered an ethnicity,
not a race; people of Hispanic ethnicity can be of any race.

With the advance of technological innovation, this complex
diversity has been spreading widely across the nation at a much
faster pace than in the early and middle part of the last century.
For example, improvement and accessibility in our travel
technologies—faster trains and planes—have enabled people
in the world to travel longer distance in less and less time. This
ability to move quickly and at greater distances not only has
supported the rapid increase in immigration, it also has spread
the diversity of our population beyond our urban centers into
communities all across the nation. Many of our communities
are made up of strangers moving in for the opportunities that
the community presents. When the opportunities cease, they
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move away in search of new chances elsewhere. It is becoming
harder and harder to find neighborhoods where people have
lived for generations and have known and supported each other
over the years.1  For example, in 1971, my family immigrated
to the United States and settled in Chinatown, New York City,
a typical urban center where new immigrants have converged
for centuries. While my mother still lives in New York City, all
her children are spread across the continent pursuing the
opportunities that were presented to them. Of my four siblings,
one is an electrical engineer who moved his family from New
York City to New Jersey and then to the Bay area of California,
where he lives now. Another brother is an artist who moved
from New York to Baltimore, then to St. Louis, and finally
settled in Portland, Oregon, three years ago. I moved from
New York City to Corning, a small town in Central New York
State for my first job, then to Cambridge for graduate school,
then to Los Angeles, and then to Vancouver, B.C., and finally
moved back to Southern California last year. Only my sister
still lives near my mother in Westchester, a suburb of New
York City. Diversity is no longer an urban phenomenon; it has
been spreading rapidly to many rural areas, suburban towns,
and smaller cities.

Adding to this complex and widespread diversity is the
unwillingness of people who are not part of the power-holders
of society to keep silent and just survive. The various minority
groups who make up this complex diversity are demanding to
be accepted, understood, and appreciated for who they are.
The civil rights movement starting in the 1960s was the first
to challenge the historically dominant group’s control and
assumptions. The women’s movement in the ’70s and ’80s
drastically changed the way we see the roles of women in the

1See Leith Anderson, Dying for Change (Minneapolis: Bethany House Publishers, 1990),
pp.26–41. Anderson named ten predictable categories of changes in the U.S.: mobility, coloring,
graying, women, pluralism, shifts in segmentation, short-term commitments, decline in the
work ethic, conservatism, and cocooning. All these are somehow related to technology and
mobility.
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church and society. The gay and lesbian liberation movements
in the last twenty years have challenged the core values and
assumptions about sexuality, relationship, and intimacy, in both
the church and society.

Again, innovation in media technologies has played a major
part in these movements. Media technologies have enabled
these previously silenced voices to be heard on a much wider
scale. When these alternate voices are heard and accepted by
more and more people, then what used to be an absolute and
core principle to the historically dominant group has instead
become just one of many choices. What used to be the only
way to do something is now only one of many ways. The same
media technologies that enabled these voices to be heard
continue to develop faster and faster (from the wealth of special-
interest channels on cable and satellite TV to the proliferation
of Web sites on the Internet), allowing us to access a mind-
boggling array of choices on everything with which we come
into contact. The media’s presentation of these choices is often
without any value judgment, however, making them all relative
to each other. In this way, pluralism becomes an assumed reality.

The increasingly vocal and diverse population has moved
the Christian church away from being the “sponsor of culture”
in the United States. What used to be called “the Christmas
holiday” is now called “winter vacation.” What used to be called
“Easter Break” is now called “Spring Break,” and it no longer
is always the same weekend as Easter (in fact, some states stagger
their “Spring Break” with those of neighboring states, so that
in a given year, only some regions will actually get Holy Week
off). Going to church is just one among many alternative things
to do on Sundays. Parents today have to decide whether to
take their children to team-sport practice, ballet lessons, or
church on Sundays. The Christian church is no longer perceived
as the center of people’s lives, nor even as the center of our
society. A number of Christian writers have suggested that we
are living in a “Post-Christian” era. “Confused and uncertain,
the church today is more likely to be concerned about its own
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future than its influence; security and survival have priority
over missional engagement with our postmodern culture. The
church has been pushed to the margins of society—it is now
marginalized.”2

The increase in cultural diversity not only moves away
from the center the assumption of our nation as Christian,
thereby making this relative to other perspectives,  it also
challenges the deep-seated Eurocentric assumptions of the
church at a deep and profound level. The Christian church has
had a long history of European influence. Many North
American churches have taken these European assumptions
for granted as if they are what life should be—“normal.” When
members of the church were also the historically dominant
group of our government, their Eurocentric Christian patterns
also shaped the patterns and myths of the nation. In this post-
Christian time, “the core traits that formed the culture of North
America are in the process of radical transformation and
disembedding. Not only are they being uprooted, these core
values are now in competition with core traits that have arrived
from all parts of the world as a multi-cultural society emerges
on this continent. The particular culture that formed the inner
life of Christian identity is also being challenged and uprooted
precisely on account of the larger cultural shifts, the
disembedding of Christian life from its former role of prime
sponsor of the larger culture.”3

The complex, widespread, vocal, and diverse population
poses profound and unsettling challenges to the church that
has been steeped in its Eurocentric core assumptions, patterns,
and myths. With the assistance of technology, these deep and
profound challenges are coming at the church at increasing
frequency, like the colliding of deep and strong underwater
currents, which cause the water on the surface of the river of

2Alan Roxburgh, Crossing the Bridge—Church Leadership in a Time of Change (Costa
Mesa, Calif. : Percept Group, Inc., 2000), p. 24.

3Ibid., p. 100.
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society to move in unexpected directions with extraordinary
force and speed. “We no longer experience the river of time as
a slow, peaceful stream with quiet eddies and calm pools where
we have ample opportunity to regain our equilibrium or to
recoup our energies. We are instead white-water rafting through
the rapids of social, technological, and demographic change.
We are shooting down a foaming river filled with unexpected
whirlpools and turbulent, rock-strewn…channels.”4

 Many churches still stubbornly hold on to the old paradigm
that assumes the church is still the “sponsor of culture.” They
are puzzled, lost, and confused. Like me, still writing on this
dinosaur of a computer, and not willing to spend the energy
and resources to buy and learn the latest technology, many of
our churches are not willing to face the reality of this rapidly
changing society. Instead of learning new ways to be faithful
in this new environment, they hold on to behaviors, structures,
assumptions, rules, and myths of the past that are no longer
relevant, effective, or applicable. In the next chapter, we will
examine further why some of the churches’ responses to the
challenge of diversity are ineffective. Then we will explore, in
subsequent chapters, what is a faithful response to this challenge
and how we can move our churches toward it, both
theologically and practically.

4Thomas R. Hawkins, The Learning Congregation—A New Vision of Leadership (Louisville:
Westminster John Knox Press, 1997), p. 3.
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