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Responses of Methodist
Ministers to Ministerial
Development Review:

a case for research led
policy-making

The paper examines the responses of Methodist Ministers to the policy of
Ministerial Development Review (MDR). A case is made for research-led
policy making; of how important it is for the Church to pay attention to those
affected by a policy, and to seek understanding of their responses from
organisational perspectives. The research picks up on previous research by
Professor Yvonne Guerrier working with Christopher Bond (Guerrier 2012,
Guerrier and Bond 2013, Guerrier and Bond 2014).

The approach adopted in the research is based in a form of Grounded Theory
(Strauss and Corbin 1998, Goulding 2002), in an attempt to hear voices of
those involved. The schedule of the questions used in the semi-structured
interview was adapted from that used in Guerrier’s and Bond’s research. 13 in
depth interviews were transcribed and themes identified using NVIVO, a tool
for qualitative analysis.

The findings of the research in the first place confirm previous work of Bond
and Guerrier, indicating complex feelings and thoughts around perceived
managerial tasks. The specific responses to the policy of Ministerial
Development Review are outlined in the report under the headings of:
‘appraisal and MDR’, ‘knowing what to do’, ‘finding support’. The results
indicate a problem with the language of management and a wide breadth of
opinion about MDR, its value and help. There also appears to be a difficulty
with the relationship of an individual minister and the national Church
expressed in terms of identity and a particular understanding of the Covenant
relationship. The data shows an inconsistent and wide variety of approaches
to how work priorities are set and support found underlining some of the
reasons as to why MDR was originally implemented.

The paper suggests the need for further research that would include a more
focused evaluation. Certain recommendations are made: a case for the
Susanna Wesley Foundation, and for the need for policy makers to find ways
of noticing how their policies have an impact on the lives they seek to
support and help.



Introduction

| am grateful for the opportunity to share some of my research into the
responses of Methodist Ministers, presbyters and deacons, to Ministerial
Development Review. This is important for the Methodist Church and | also
believe it illustrates the concerns of the Susanna Wesley Foundation. My
interest in policy research arises from my studies at Manchester University
and the Institute of Education in London as well as participation in the
policymaking of the Methodist Church in Britain. | offer some of the
outcomes of my research of the last year and make a case for academic
thoughtfulness in policy making. | conclude my paper by reflecting on the
benefits and challenges of the Susannah Wesley Foundation as it grows and
develops.

| would like to engage with a church matter from organisational perspectives.
| have found such an approach in the past has brought me into conflict with
the Methodist Church. This ‘awkward relationship’ between the church and
secular ideas lies behind much of my own academic interest today. There is |
believe, an inherent distrust of secular ideas when dealing with sacred
matters: for example, theological formation need not consider secular
approaches to adult learning precisely because it is theological; the purpose
of that formation cannot be reflected upon within a wider context of
professional training precisely because it is ministerial.

During my ministry the resistance to educational reform and the need to
engage with a more secular understanding of profession has modified, and
MDR is an example of that change. | notice that similar changes have
occurred in other historical occupations: for example, teachers have had to
come to terms with different approaches to learning, reflection and the shape
of their profession (Hargreaves 1994). For Methodist Ministers changes, no
doubt, have emerged to some extent as a response to concerns of ministerial
stress (Coate 1989, Davey 1995), but also out of a recognition of a need for
more competent ministers and thus seeking new ways for their formation
(Methodist Council 1994, Methodist Council 1996, Howcroft 2002) while safe
guarding issues have clearly raised the stakes for the Church. Some have
argued that the increasing number of older students with managerial
experience has pushed the Church towards more secular models of our
vocation (Luscombe and Shreeve 2002, p. 14).

Ministerial Development Review

MDR is a form of annual review that has consciously tried to distance itself
from previous versions of support that had been based in a form of appraisal.
Those implementing the policy understood the resistance among Ministers to
strongly flavoured management approaches and worked hard to be
consultative in their approach and careful with their language (1J).



In Book One of the MDR literature the principles of the policy are laid out:
1. A development review process that supports ministers.

2. A framework for ministers to engage in reflective practice.
3. Not an end in itself.
4. A connexional schem@Miller, Anderson et al. 2011)

However, it is worth noting that it is a policy that:

1 Has a history in appraisal

1 Is a one sided change in the Coaat relationship

f L4 (GKdza WFNRY 2y KAIKQO®

i Uses secular language of review, development and reflective practice for
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Anderson et al. 2011)

Lenses and perspectives

The organisational theorist quite reasonably wants to look at the Church as
just another organisation but the theologian would in their turn want to look
at organisational theory as just another way of looking at the created order.

Somehow we need to do both and use secular ideas from a theological base.

Reluctant Managers

| owe much to Yvonne Guerrier and Christopher Bond’s study of Methodist
ministers (presbyters) and management which is concerned with how
presbyters, ‘construct and develop management and leadership skills’.

They suggest there is,

‘at best ambivalence and possibly in some instances a resistance to notions of
oversight, management and accountability among a significant proportion of
presbyters (Guerrier and Bond 2013 p. 12).

Their papers are concerned not so much with management and leadership
skills as a set of competencies, but with how managerial identity is developed
and sustained by presbyters. Among other concerns noted was the
malleability of the presbyter’s role, and the way that presbyters consistently
divided their role into the areas of pastoral, management and outreach and
that the pastoral side was the area with which the majority felt most
comfortable and confident. They also noted the tensions in the Church in the
areas of management, leadership and oversight (Guerrier and Bond 2013 p 2).
Recommendations included that the Church should engage more positively in
management, a view upheld in a telling quote by one of the presbyters
interviewed,

! Supreme Court holds that Methodist ministers are office-holders, not
employees. This was 13 and 14 February 2013.



They come to the church doors, take their brains out, hang them up, and
come in, they mismanage the building, the property, they mismanage people.
And that’s their way of being holy, by rejecting common sense from the world
around them (Benjamin) (ibid p. 19)

It was interesting to note that the two roles in which presbyters felt less
confident were the outward facing ones - mission and management - leading
to the recommendation that the Church must learn to ‘recognise the
legitimacy and purpose of both discourses’, and to use appropriate languages
about management and when referring to the ‘spiritual and the divine’

(ibid p 22).

Psychological Contract

The findings of Guerrier and Bond indicate a profound tension between the
secular and the sacred, perhaps one that cannot be addressed simply by
careful use of language. Another frame that might be used in this context is
the notion of a ‘psychological contract’. This is an area of study in industry
concerned with the perceptions and feelings of mutual obligation between
employee and employer. This has particular resonance within a Methodist
context because of the notion of the Covenantal relationship that is used to
describe the office holder status of the Methodist Minister. Christeen George
outlines a ‘general consensus’ regarding this particular lens:

1 Itis promissory based in a belief about what an organisation is offering
1 Itis unspoken but implied, known most obviously when broken
1 It has two sides to it, an exchange of promises between individuals and the
organisation itself
f LG Aa akKlLSR 6& AYRAGARIZ faQ LISNDS
1 It can be understood in terms of needs and expectations.
(George 2009 B)

Given that the most distinctive element of a Methodist understanding of
Ordination is indeed the relationship with the Conference, to be in ‘full
Connexion’, and this is marked by a Covenant, the notion of the psychological
contract provides considerable potential for understanding the reaction of
Ministers to new developments such as MDR and also for addressing them in
helpful ways. George raises the issues of when contracts are damaged and
indicates in that how organisations might become more helpful to their
employees. Such a breakdown of the contract may indeed be the norm
(Robinson and Rousseau 1994). Quoting Springett, George wonders if
‘employees should be encouraged to develop a relational psychological
contract’ (Springett 2005, George 2009 p 132). This emphasis on
relationships, to articulate the implicit psychological contract with an
intentional effort to pay attention to those within the organisation, is worth
exploring.



The literature on Psychological Contracts, particularly when contracts break
down, offers a number of ways of understanding the difficulties the Church
has in developing policies and implementing change. It suggests the
importance of building relationships, informal and formal, within
organisations, and ways of doing that.

Identity

Guerrier and Bond indicate issues around individual identity that are called
into question by concerns about management. Management is identified as
more than a list of tasks or competencies (Guerrier and Bond 2014 p 4). The
individual identity is shaped by and shapes the wider organisational identity.
It is worth noting that the idea of Management as an identity is not without
controversy; Ministers are not the only reluctant managers (Brocklehurst,
Grey et al. 2009). It has long been observed that this sense of identity
becomes part of what constitutes our sense of order and reality (Berger and
Luckmann 1971). Berger and Luckmann follow Durkheim in their book on the
construction of reality, and importantly Durkheim’s published work included
fear of anomie expressed as suicide (Durkheim 1951). This helps understand
the level of reluctance that any challenge or uncertainty about identity can
raise and the Minister’s self-understanding is not clear either (Methodist
Council 1996, Luscombe and Shreeve 2002, Methodist Conference 2002,
Methodist Conference 2004). Guerrier and Bond point out some of the
challenges which Ministers face (Guerrier 2012, p 6, 7).

Alongside individual identity, but linked to it, Albert and Whetten introduce
and develop the concept of organisational identity and the related concepts
of dual and multiple identity (Albert and Whetten 1985). They offer a
methodology for studying dual and multiple identity organisations. Dave
Whetten has also reflected on his journey of faith and his academic life and



