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Executive summary

This project, funded by the Southlands Methodist Trust, concerns the way
Methodist presbyters construct and develop management and leadership skills.

Rather than thinking about management as a static bundle of skills and
competences that can be identified and ‘taught’, this research starts from the
assumption that it is more revealing and interesting to consider the way in which
professional identity at work is developed and sustained. The guestions that this
research poses are ‘in what way and to what extent do presbyters think of
themselves as managers?’; ‘are they expected to have management skills by those
they work with?’; and ‘how confident are they in the management skills that they
feel that they need? The research is informed by and supports literature that
explores notions of job crafting (Wrzesneiwski and Dutton, 2001), resistance by
some professionals to identify themselves as managers (Grey, 1999; Brocklehurst
et al, 2009) and previous studies into the role and attitudes of presbyters (Shreeve
and Luscombe, 2002; Haley and Francis, 2006).

The overall approach to conducting this research was based in a qualitative
tradition. The research approach used was one of grounded theory (Glaser and
Strauss, 1967). In total data was gathered from 22 transcribed semi-structured
interviews that were undertaken with presbyters, lay employees of the Church and
lay volunteers. These interviews were analysed using qualitative data analysis
software and several themes related to the research guestions were identified.

The findings are reported in four main sections that explore: what presbyters do;
what influences presbyters values and approaches to management and leadership;
an exploration of how presbyters work with and lead others; and a review of how
presbyters manage change, conflict and decline. Overall the findings support a
view that, in the context of a rapidly changing society, a decline in active church
membership and increased requirements for managing, many presbyters need
more support and development in gaining the skills and competencies necessary
to be effective managers.

The recommendations identify key areas that the authors feel the Church could
consider in strengthening its support and development for presbyters and circuits
to ensure effective management and leadership of the Church in a time of
uncertainty and rapid change. These include an increased emphasis on
management and leadership in initial training and first stationing, increased
discussion and sharing of good practice at local, regional and national levels and
the development of strategies for managing decline. These recommendations are
offered as a starting point for discussion within the Church.



Section one: Introduction

This project, funded by the Southlands Methodist Trust, concerns the way
Methodist presbyters perceive that management and leadership skills are
constructed and developed within their role. The idea for the research was
generated from a conversation between members of the Connexional team and
researchers engaged in work related to identity, leadership and management at
the Business School at the University of Roehampton.

Rather than thinking about management as a static bundle of skills and
competences that can be identified and ‘taught’, this research starts from the
assumption that it is more revealing and interesting to consider the way in which
professional identity at work is developed and sustained. In most jobs, and
especially in a role as multi-faceted as that of Minister, there is considerable scope
to ‘craft’ the role (Wrzesneiwski and Dutton, 2001): emphasizing those elements
we like, feel comfortable with and feel represent our view of ourselves and down-
playing those elements that we are less comfortable with. This crafted role is
influenced by our sense of our professional and work identity. During a period of
change, this professional identity comes under challenge. The notion of who you
have to be (or not be) and what you have to do (or not do) and know about to
manage a role effectively needs to be re-evaluated. The questions that this
research poses are ‘in what way and to what extent do presbyters think of
themselves as managers?’; ‘are they expected to have management skills by those
they work with?’; and ‘how confident are they in the management skills that they
feel that they need?’

Whether they are done by people called managers or not, all organizations require
people to ‘do’ management activities. Thus church ministers, as much as systems
managers, need to ‘manage’ church resources (property, finances), get people to
do things for them, and implement changes. How people manage may be context
specific - it may not be appropriate for the church minister to manage in the same
way as the systems manager- and the skills may be acquired through practice as
much as through formal training (Mintzberg, 2009) but it can be argued that there
are aspects of managerial practice that transcend all contexts and apply whatever
values underpin the organization that is being managed (Tengblad and Vie, 2012).

Nevertheless, some writers argue that there is inevitably an ideological component
to the use of the term ‘'management’. Grey (1999) contends that ‘the use of words
is not innocent, and in the case of management it carries irrevocable implications
which are associated with industrialism and modern Western forms of rationality
and control,” (p577). Milbank (2008) goes further, asserting: “"Management” cannot
be ethicized, since the term denotes the meaningless but efficient manipulations
which are all that is left to do with things once they have been de-sacrementalized’
(p128).

Thus the notion of ‘'management’ is a contested one within a church context. On
the one hand, the mere use of the term ‘management’ may be regarded as a



‘cuckoo in the nest’ which is opening the way to a de-sacrementalized way of
thinking. On the other, management techniques may be regarded as a useful
toolbox which can be applied as comfortably within a church setting as elsewhere
if done mindfully.

It is worth recognising that ‘management’ is a contested concept outside the
Church setting as well. On the one hand, this is an ‘age of management’: more and
more people are doing jobs where they are designated as managers or making use
of management skills. On the other hand, the status of managers as an
occupational group is in decline and people do not necessarily want to identify
themselves as managers (Brocklehurst et al, 2009). In sectors like health care and
education, the implementation of New Public Management, which aims to make
public sector organizations more business-like and focused on performance, has
increased the number and importance of managers but, some would argue, at a
cost to the traditional values of the public sector such as ‘care’ and ‘duty’
(Diefenbach, 2009, Bond and O’'Byrne, 2012). Within the private sector too, recent
failures in the banking sector and elsewhere can be partially ascribed to business
and management models which privilege performance, growth and profitability
before ethics and values. A study of the way Methodist ministers think about
management is valuable not just to consider what they may need to learn about
management but also as a way of exploring different models of ‘doing
management’ that may be transferable into other sectors.

Aims of the project

This project is an exploratory study which aims to understand how professional
and management skills are embedded within the role of Methodist presbyters and
how the requirements for these skills are changing.

The specific objectives for the research are to:

1. explore with opinion leaders within the Methodist Church how the role of
the minister is changing and what are the challenges in defining and
developing the management and professional skills required by ministers;

2. explore with a sample of Methodist ministers the way in which they
construct their professional identities and employ or struggle with
management and professional skills;

3. explore with a sample of lay church members and others who work with
ministers the way in which they construct the role of the minister and what
behaviours and approaches they saw as helpful or less helpful.



Section two: Context for the research
Structure of the Methodist Church

The Methodist Church is the fourth largest Christian Church in Britain. It was
founded by John Wesley, an eighteenth century Anglican minister, who became an
itinerant preacher attracting massive crowds of working class men and women
from the newly industrialised cities to his open air revivalist meetings. Wesley’s
radicalism led to tensions with the Church of England and although he had wanted
to keep his movement within the Anglican Church, it became inevitable that a



