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Abstract

The contribution of theology to control and accounting has been traced through the
monagtic tradition demondrating how the Cigtercians used decentraized control of their
extensve fams in contrast to the centraized control of the Benedictines (Knowles,1948).
The contribution of theology to politica economy was traced by Weber and Tawney in
their analyss of the Cavinig roots of libera market capitaism and more subtly by Adam
Smith in his ironic use of a phrase from Isaiah Ch 60 as the title for his semina work on

markets.

This paper reports upon a case of the interplay of theology and control and accountability
which occurred as the Church of England set out to respond to a financid crigs.
Accountability was theorized as semming from the three eements of covenant, congtitution
and contract dl of which were contested in the ground metephor of autonomy. It
demondtrates how a group of financiers from within the evangdica tradition (which places
stress on headship and control) led an attempt to create a new church governance body (a
national council) with srongly integrated centra control and diminished democratic and
conciliar participation. They had described the church as “a cats cradle of autonomous and
semi autonomous organizations’. The case then demondrates how the other theologica

traditions (anglo-catholic and libera) were mobilized , over a period of severd years, to
permit the new body to come into life but to unrave the proposed centralised control and
to maintain the existing nature of governance and to enrich the complexity of the “cat’s
cradle’.

The case andysis is based upon the theory of eco-systems (as a more forma view of the
cat’s cradle) to show how the loosaly coupled nature of eco sysems with their multiple
theologica stances and their multi layered processes of reationships and accountabilities
were dmost impervious to the attempt to shift them into an ordered and controlled

hierarchy.

This paper is presented in two parts.



Part |. The bid for control.
Introduction

This paper is a dudy of control and accountability in the Church of England, a socid

inditution thet is primarily concerned with belief and a way of life; it is an example of an
inditution which works with expressve vaues. That is its primary concern is the living
through of vaues, (as opposed to consequentidist gpproach which takes a caculus of

benefits and costs). The Church of England is Chrigtian church at the heart of which is the
example of the sacrificid love of Jesus. It isdso isan inditution which has over a thousand
years of exisence; in its present form it has existed since 1545 and since the accession of
Elizabeth | and the Book of Common Prayer with the 39 articles of Religion as itsdoctrina
formulary; (1549, 1552,1559 and 1662).

It may be argued that people create instrumental organisations in order to undertake work
for some economic purposes. As these, and others who join, engage with the lived
experience they condruct a socid inditution of “shared” and disparate vaues and
meanings. The consequentidist beginnings of organisation do not prevent such organisations
becoming infused with these inditutiona issues, issues which are profoundly affected by the
actors memberships of other organisations and indtitutions. In contrast actors engaged in
expressive communities may congruct organisations to enable them to either work a the
vaues and beiefs, or have such work done on their behdf. As the organisation forms and
reforms it sometimes produces a diffuson of the originating inditution; it certainly leads to
effects upon the originating indtitution in the mind. For example differences emerge which
could once be contained but are then given different organisationd forms in new
movements. The bresk between the Eastern and Western churches did not impair their
communion® but the later separation from the Catholic Church in the sixteenth century into a
number of nationa churches(including the Church of England) was a product of conflict of
beliefs and vaues, both in terms of theology and of spiritua and tempora powers or modes

of order.2

1The eastern and western churches recognised the validity of each others orders and sacraments.
% These examples of Schism were breaches of both Faith (belief) and Order, concerned with the
relationship of Hierarchy and collegiality..



Rdigious inditutions are exemplars of expressve organisations, especidly so is the
Chrigtian community as it expresses in action afollowing of the way of Jesus. However the
Chrigtian Indtitution has formed and reformed churches aong the cleavage in bdiefs, norms
and modes of order. Indeed it has often provided examples of the interplay of ingtitution
and organisation. For example Roman and Greek ideas of office (authority by delegation)
and the Judaic ideas of “ordinaion” by the laying on of hands (that is gpostolic authority)
were combined in the fourth century to yield the concept of episcope relating to a specific
area and to the wider church. (White, 1992)

Control....

Control is often framed as a functiondist imperative of integration of activities and of
patterns of values and beliefs to maintain unity. Control research and scholarship (Berry,
Otley and Broadbent, 1995) has moved towards studies which view organisations as open
sysems and adopt a naturdigtic perspective based upon both socid congtructions of
notions of control and modes of order and of critical reflections of how indtitutional issues

of power arereflected in organisation.

From a pogition where the both ideology and ingtitution, as well as organisation, are seen as
socidly congtructed then studies of control may focus upon the acts of congtruction and
recongruction of inditutions and organisations where control may be studied as the act of
one section or group seeking to privilege their own condructions within the field. This
gpproach acknowledges the interplay of ingtitution and organisation as mutudly congtituting
and condtitutive of each other, (Scott 1995).

The institution....

Such sudies need to start then with the ingtitution which, as it has a history and dso a
present, and presumably a future, may represent a series of congtructions from a number of
gandpoints. If the holders of the standpoints think themsdves to be active in defining the
inditution and using a“variety of processes’ in pursuing their definition we may have to hold
a number of different conceptions of the inditution in our analyss. From the standpoint of

an observer this may be explained as some actors seeking to privilege their views and



beliefs but from the standpoint of the actors it is more of ared here and now struggle for
the actua beliefs they hold and the issues they wish to pursue.

The datafor this paper were derived from the documents and debates surrounding a major
change in the central policy making structures and processes of the Church of England,

including the creation of an Archbishop’ Council as a body corporate,. As aresponse to a
serious financia crises which began in 1991 the Archbishops of Canterbury and Y ork had
crested a commission of enquiry in 1994. The Commisson reported in the summer of

1995. The report was noted by a meeting of General Synod in November 1995 and it was
the intention of the Archbishops and their Commission to bring forward Legidaion to the
Generd Synod for July 1996. This was delayed and following consideration by the Follow
on Steering Group and then the Revision Committee a modified set of proposa's emerged
to which gpproval was given by General Synod in Feb 1998 and Parliamentary Approval

and then Royal Assent®  was given in November 1998. The new Archbishops Council

came into being in January 1999.

The author was an actor in the ingtitutior and hence a participant observer. It may be
argued that detachment isimpossible for as the holder of both tacit and explicit Sandpoints
| will automaticaly privilege one set of views. This may turn out to be the case. Perhgpsthe
didogues | have had with aher actors, including members of the origind Commission,
members and officers of the Generd Synod, will provide the simulus for internd and
externd reflexivity that will be needed to pursue this study. However much of what follows
is based upon the reports and publications surrounding the changes and the debates in the
Genera Synod and also Diocesan Synods.

The paper proceeds by exploring the Church of England and how the proposed changes
came to be presented in the summer of 1995(Section A); there follows in Section B an
account of the journey from the initid proposds to the substantially modified proposds

3Thefi rst notes of this paper was written in the winter of 1995/1996 and later modified following the
General Synod meeting of February 1996. The paper was then developed from and following the
General Synod meeting of 1996, 1997 and 1998 and subsequent events.

4The author was an elected member of the General Synod of the Church of England, which isits
governing body.



contained in the Measure sent to Parliament in 1998. Section C provides a discussion of

the significance of these processes.
Section A. The Context and the Proposed Changes.

1. The Church of England, a brief description.®

The Church of England clams a beginning in the early third century. There were British
Bishops a the Council of Arles in 314. The retreat of the Cdtic church leaves little
continuing evidence. The arrival of Augudtine in Kent in 597 is usudly taken as the defining
moment. The arriva of the Normans (1066) ensured that the Church became more linked
with the other European churches, especidly by the introduction of a large number of
“foreign” bishops and abbots. The separation of ecclesiastical and civil courts which lead to
the creation of Roman Canon Law which became the chief agent of papd contral in the
west. By the 13th century papa control had become very significant and lead to conflicts of
power between church and state.

The reformation in the Sxteenth century saw a consderable change in church and date
powers. It was notable that the Convocations of Clergy of York and Canterbury
recognised the King as the Supreme Head on earth of the Church of England.® However,
unlike the Cavinigt churches, the Church of England saw itsdf as the continuing catholic
church and not as a Protestant church. (Though it should be noted that the church in Rome
had a different view of matters) Apart from the bloody reversal under Mary, 1553-1558,
the reformation became established under Elizabeth |. The establishment was a vigorous
affair , with some considerable pressure to suppress Popish recusants and to constrain the
puritans.” The Bishops preserved their seets in the House of Lords. The civil war victory of
parliament led to a Presbyterian reform, itsalf reversed with the restoration of the monarchy
in 1662. The revolution of 1688 led the church to a quieter period. In the eighteenth

5That thisisamere sketch is underlined by the three volume history of the Church in England by
David Edwards (1981 et seq)). Aninsight into the reformation is given by MacCulloch. (1996) biography
of Thomas Cranmer

® These arrangements for state control of churches was called Erastianism, after the theologian who
argued that such arrangements were proper. Hence the Church of England is established by law.

" For contrasting protestant and catholic views of these events see MacCulloch 1996 Thomas Cranmer



century the church witnessed the Methodist movement which broke away to form a new
church. In the 19th century, the church was caught up in the processes of reform both of its
structures and of its finances. New dioceses were created and many new parishes and
churches built. Since the reformation, the Monarch has been the Supreme Governor of a
Church of England, which is subordinate to Parliament? Twenty-six Bishops st in the
House of Lords, dgnificant changes in Church arangements require parliamentary
legidation and the Prime Minister has a role in the appointment of Bishops.®

In this brief, too brief, account of mgjor changes, the deep differencesin values and beliefs
are clear. The Church of England is a Christian church, based upon the bible and Chrigtian
tradition and holds that its founder was Jesus, the Messiah, the Chrigtos. Church histories
provide an understanding that there are and have been differences deep enough to create

and maintain schisms. (Moorman, 1973; Edwards,1981)

The common poalitica phrase in the Church of England, “we are abroad church”, expresses
both something of the narrowness of some Chrigtian sects and the continuing attempt of the
Church of England to be inclusive of different views. In the Church of England, three broad
groupings of beliefs may be discerned and these have been given, as dways, labds that
identify and midead & the sametime. These are the Evangdicals, the Anglo-Catholics and
the Liberas.

The Evangdlicas dam the authority of scripture as normative for a Chrigtian life often but
not aways in a narrow textua exegesis. They dress persona converson and salvation by
fath. By the last decades of the 20th century, this strand of the church had been gaining in
influence and confidence. They have a restless energy for bringing people to Chrigt. They

have a concern for authority. They were once described as the low church.

The Anglo- Cathalics clam the authority of scripture and tradition.... In addition they are
especidly concerned with the continuation of the Church of England as part of the “one,

Y ale; and Duffy,1992 The stripping of the Altars.Yale.
8The revision of the Prayer Book in 1928, approved in the church, was scuppered by Parliament.

9The process includes el ected representatives from the diocesan Vacancy in See Committee and the
Archbishop. They are advised by the Prime Minister’s patronage secretary. Two names are submitted
to the Prime Minister who then makes the offer usually but not necessarily to the first named..



holy, catholic and apogtalic” church... marking the reformation in England anyway as a
matter of reform but not of recongruction. This part of the church, known as the high
church party, gained consderable renewd in the 19th century through the Oxford
movement view that the church is a divine inditution. Keble, Newman and Pusey were
among its leaders, Newman later transferring to the Roman Catholic Church and becoming
a Cardind. This 19th century tradition influenced the patterns of worship, introduced robed
chairs etc., and took their work into the urban dums of Victorian England. The influence of
this tradition was drongest in the rgection of the recent AnglicanrMethodist reunion
scheme; sncethen, it feds alittle embeattled.

The“liberds’ have a sense of the church in the present seeking to relate in new ways, open
to new ingghts being more criticad of scripture and tradition; (following German 19th
century critical scholarship which revolutionised the understanding of scripture). Members
in this liberd tradition are likely to agree with Ward™ that the four great challenges to the
whole Chrigian Church are errancy of scripture (and tradition); the rise of human
knowledge over twenty centuries; the routes to God in other faiths (e.g. Judaism obvioudy
and Idam, Buddhism, Hinduism etc.); the changing conception of men and especidly of
women, i.e. what does it mean to be human. The Liberas accept the Bible as authoritative
but seek to interpret it in relation to the current world.

Each of these traditions has its core adherents with their own journds, organisations and
movements. They have founded and run theologica colleges and other training centres to
provide education and training in ther particular traditions. As yet, they ill hold enough in
common and mutua acceptance that they belong insde the Church of England, athough
there are pressures from each group to ensure that they have a share of the Episcopd

gopointments.

The question of Theology, which is the pursuit of understanding of the being and nature of
God in revelaion and tradition has a vita sgnificance to the church. While common usage
of the term “theologicd” implies minute and meaningless disputes it has been, is and will
be the case that theological debate lies at the centre of the continuing task of the Chrigtian

10Ward A Vision to Pursue.



community to be reflective in its undersanding of God, of itsef and of what it meansto bea
Chrigian . Even if it may be seen asideologica debate the statements or claims about God
cary great sgnificance for Christian churches, whether the nuance is upon persond piety or
public and commund polity. Therefore, a heart, the church is about values and beiefs in

action; it is an expressve culture.

The Church of England clergy have to assent to both the 39 Articles of Religion and the
requirements of the ordind but there is no demand that members follow a given line. There
is for example no equivaent to the Congregeation of the Doctrine of the Faith of the Roman
Catholic Church. However, statements of Doctrine are the province of the House of
Bishops. Such statements are infrequent; e.g. “Doctrine in the Church of England” (1938),
“The Mystery of Salvation” (1996). The statements carry weight but are dways offered for
further study and exploration.

Of course, the debates and differences between the traditions are complemented by
debates which cut across them. A recent example was the decison of the Church of
England to ordain women firstly to the diaconate, then latterly to the priesthood, but not to
the Episcopacy. This decision in repect of the priesting of women required severaly atwo
thirds mgority of the bishops, the clergy and the laity of the Generd Synod. (And of course
gpprova by parliament and the Roya Assent). Mogt of the opponents of the ordination of
women came from the “stauncher” wings of the evangdlica ( arguing from scripture thet
women could not be in charge, headship being reserved for men) and anglo catholic groups
( Jesus did not choose any women as gpostles and tradition has followed this choice).
Some of the latter went off to the Roman Catholic Church, thus providing, in this half
millennium, that church with its first group of married priests (an interesting insght about
Roman Catholic order and the pragmatic pursuit of advantage). Part of the decison
included a provison that each parish was permitted to decide whether it would accept a
woman priest; hence, the Church of England maintains two “integrities’, those for women

and those against.™* This maintenance of two integrities cuts across the three groups and is

11I n the Episcopal Ministry Act of Synod,1993, there was provision for alternative Episcopal oversight
to be available for the anti women priest parishes. Three additional Bishops were made, two in the
province of Canterbury and onein Y ork. They arereferred to as flying bishops because they were not
grounded in any one diocese.



not a bar to preferment for the recently appointed Archbishop of York was, and is, againgt
this change.

2. Organisation Structures of the Church of England.

In the late 16™ and early 17" century Richard Hooker described the church as both
gpiritua and temporal. In his argument fro Episcope againg the Puritans he stressed that the
church, reformed and catholic, is an organic not a static nditution and will change its
organization according to the circumstances. Since the fourth century the basic unit of a
Chrigtian church has been the bishop in his diocese, dmost dways geographicaly defined.
The 44 dioceses of the Church of England cover the land area of England and part of
Europe and are legdly separate bodies. Within each diocese there are units called parishes
(not the same as civil parishes). The priest in each parish holds his cure jointly with the
bishop; as the ordind has it, “my cure and thing’. The reformation settlement lead to the
priest being dso given legd freehold as a property right of the buildings and the income
from lands and assets, together with aright to tithes from the farms.*®

The Laos, the whole people of God congsts of al the baptised; baptism is the rite of entry
to the Chrigtian church; this whole collectivity is sometime referred to as the ecclesia, an
inditution. The Laos then divides into the laity and the ordained in the Holy Orders of
Deacon, Riest and Bishop. Bishops hold their authority in what is held to be a direct line
from Peter, (the Apostolic succession), to continue the work that Jesus asked his apostles
to undertake on his behdf. Dioceses in England are grouped into provinces of Canterbury
and York, each of these having an Archbishop. Canterbury is the senior and is the Primate.
For many hundreds of years each province has had a Convocation which included dl the
Bishops and representatives of the parish clergy of each diocese (who are to this day called
prolocutors). However they needed to be given a Roya warrant in order to meet. The
Archbishop of Canterbury, ranks second to the Monarch in the United Kingdom and is

230 it was all but impossible for a priest, once instituted and inducted into a“living” to be removed
from the parish. However a practice has arisen of suspending the presentation of a priest to a cure and
appointing apriest in charge on afive or seven year contract.



a0 recognised as the titular head of the world wide Anglican communion of provinces with
gpproaching one hundred million members.

Technicaly Bishops are dected to their see by the Chapter of the cathedral; however there
is ever only one candidate nominated to them by the crown. The Crown Appointments
Commisson give two names to the Prime Minister who offers the appointment to the man.
If he accepts then the nomination is sent to the chapter. The making of the bishop is by
consecration and laying on of hands undertaken by the archbishop and usualy by as many
other bishops as can attend. The act of laying on of hands is the act of gpostolic continuity.
Even in this Episcopa church there are differences of view about the role, office and
function of Bishops. The cathalic tradition is strong in its support of bishops; the evangdica
wing can produce arguments (from the earlier centuries) that the priests are the true
inheritors of the commands of Jesus, thus making Bishops optiond and for some
unnecessary.

These ordained roles of Deacon, Priest and Bishop have a very long history. Equally the
role of lay people in the church has a consderable higtory; the effects of the reformation in
edtablishing the two parish wardens elected by the vestry meeting are dill with us; the role
of the laity in the government of the church is established by law of parliament and it is not
possible for the Church of England to be wholly controlled by the clergy.

The tithes were findly redeemed in 1936. In addition over the centuries legacies and gifts
provided cathedras, bishoprics and some parish clergy with vast wedlth and incomes. The
reform of the 1840's was extendve and included the remova of much wedth from
dioceses to a centrd pool, the Ecclesastical Edtates, from which Bishops and Cathedra
deans and canons were paid and from which parish ministry could be supported. Some of
the wedlth taken by King Henry VIII was returned in 1704; this fund, known as Queen
Anne's Bounty, perssted until 1948 when it was united with that of the Ecclesadticd
Edates to form the Church Commisson, a body with 95 commissoners, chaired by
Archbishop of Canterbury. The Church Commission is alegd corporation and a registered
Charity. Until recently, c1980, it had the funds to pay most of the stipends and pensions
of the clergy., but the financid crigs of 1991 partly arose from a recognition that these



funds would no longer be able to maintain that pogtion. Since then voluntary giving by
members had steadily increased to fill the gap which in 2002 was about £200million.*

4. Governance.

The current position of the organisation was that the pattern of Diocese and Parish has
been maintained. The Church of England is by law established under the rule of parliament
in the monarchical governance of the UK. Hence lay people as members of the Lords and
Commons had dways been heavily involved in the passage of laws concerning reform in
the church. However early in the twentieth century the movement for involving lay people
more directly in the governance and work of the church lead to the formation in 1919 of the
Church Assembly. This body was made up from the Convoceations of Canterbury and
Y ork together with lay people eected from each of the dioceses. Practice in other parts of
the Anglican communion was varied. In many of them Dioceses had established Synods,
assemblies of bishop, priests and lay people which together exercised considerable powers
of governance of the diocese. But most of these were part of churches whish were not
“egtablished” and hence took the form of voluntary organisations. For example in the USA
the parishes were respongible for gppointing and paying their clergy.

In 1969 there was established by Act of Parliament the Synodica government measure by
which Synods were established a nationd, diocesan and local (caled deanery) leves. At
nationd level, The General Synod, made up of Houses of Bishops, Clergy and Laity, (the
latter being eected from among the clergy and the lay people of the dioceses) was given
greater powers than the old church assembly as part of a continuing transfer or delegation
of governance of the church from the state to the church organisations, reflecting both the
complexity of church governance, the secularisation of society, the declining membership of
the church and the wish for the church to govern itsdlf. Even so, the Monarch opens the
Genera Synod and prorogues it a the end of its five year term of office. Any sgnificant
legidation has to be approved by Genera Synod on the basis of a two thirds mgority of
each of the Houses of Bishops, clergy and laity and then hasto be approved by parliament.

3 The approximate total cost, including pension payments, of the Church of England in 2002 was about
£550 million.



Some of the complexity in this process may be seen at the diocesan leve by the use of the
term Bishop in Synod, a term which expresses the historical authority of the Bishop and the
participation of the clergy and laity in many but not al aspects of the work of the Diocese.
Thismode of Bishop in Synod is ameans of holding together the gpogtalic office of Bishop
with the “democratic’ authority of the clergy and laity. Even s0 the two systems, the
Episcopa and the Synodica, exist in an uneasy relaion to each other. In a system of clergy
gppointments ill substantialy based upon patronage it is difficult for clergy to actively
work againgt a Bishop on matters of policy; the style is more of offering advice.

4. Accountability.

Accountability has been the subject of many recent debates from a variety of gpproaches
(Munro and Mouritsen,1996). Accountability in the church is a complex mixture of
covenant, (what Laughlin 1996 noted as higher principds), conditution (the legitimate
requirements of organizations) and contract (the incomplete specification of
respongbilities).

Theologica; covenant.

The expressve community of the Church where al authority comes from God and each

member is equd in baptism and equdly gifted in the Holy Spirit has particular difficulties
with authority and power in its organisation. The equdity in baptism and in the Spirit leeds
towards a more inclusve origin and exercise of authority. The primary accountability of a
Chrigian isto God and is a matter of theologicd beliefs and conscience. This might be seen
as aprincipa and agent relationship with some promises and duties as forming a covenant,
which is best seen as akind of bond of mutudity, between God and his obedient followers.
How this is covenant rdationship is understood is a matter of the nuances of theologica

interpretation. The evangelicas stress the obedience or faithfulness through a principa agent
chain of God, and the minigters, then the laity, in the context of attention to the Bible; the
catholics place more stress on a high view of Bishops and clergy and tradition; the liberals
lay the dress upon the individua conscience with a criticad interplay of scripture and

context; hence the significance of the theological parties (as a holders of differently nuanced
kinds of “professond” accountability, Sinclairxxxx).



(b) Minigterid ; condtitution and contract.

The ided of minigtry in the covenant sense is based upon Jesus example of sacrifice and
servanthood. This places the parish priest as the servant of the people of God and the
Bishop as the servant of the servants. Thisided is poken even if the practice of Episcopa
power has been that of master rather than servant. But even such masters may be servants
in apastora or caring sense. But as an organization the Dioceses aso have some more
sructured arrangements of responsibility and accountability between the Diocesan Bishop
and a Parish priest.. These however hold in tenson two main threeds; that of the “cure of
Souls’ and that of the rights to property of the “living”. The cure of souls is a charge lad
upon the priest by the Bishop, in the word “my cure and thing’. In that sense the sacred
work is jointly held by the Bishop and the priest as part of the covenant and not as a
contract. This is examined in a three yearly vistation by the Bishop, or his deputy. For
centuries distances across dioceses meant that some priests might hardly ever see the
Bishop. Lately travel has been easer and there is some more regular meeting. Recently a
practice of appraisa has grown, but this is amost aways a matter of a development
gopraisd and not a line management review, 0 there is little tradition of managerid
accountability, nor indeed of mutua accountability for the joint cure.

(c) Legd ; condtitution and contract.

Through its history the Church following Roman Canon Law has established its own Canon
Law™ which applies to the whole Church. This forms a more contractua context for the
bishop and priest. Should the priest transgress Canon (ecclesastica) Law then the Bishop,
following due process, may enforce discipline® and may have the aleged offender brought
before a church court. Bishops too may be brought before courts. These have full legd
standing, an gpped provison, and the parties may be represented by Counsdl. But these

are very expensive, can be a cause of scandal, and are alast resort.

(d) Autonomy.

' The Canons of the Church of England. 6" Edition 2000. Church House Publishing. These are
promulgated by the General Synod.
' The discipline processes were revised in early 2000.



The “clergy freehold” has come to symbolize the assumptions of autonomy and
independence that now lie deep in the Church of England. Cresating a freehold property

right to provide independence and income for the priest was an aspect of the medieva

settlement of the Church of England to reduce the power of Bishops. The right to present a
person to the living, a right of patronage, is a legd property right which may be entailed
with a Manor and hence be in the gift of the Lord of the Manor.** Upon induction and
inditution to a living the priest had control of this income, but not the capitd. This might
have included rents, minera rights, endowments and a tithe upon land produce of the whole
parish. With the nationd collection of these propertiesin order to equaize incomes, priests
are now pad a stipend, which, sgnificantly, is pad not by the diocese but through the
Church Commissioners. The Inland Revenue regard Anglican priests as saf employed.. In
certain circumstances Bishops can cause the presentation to a living to be suspended and
gopoint a priest in charge. Even in 2002, when nearly haf of dl priests are gppointed to be
in charge the assumptions are till of substantive autonomy.

One informa process of handling conflict is for the powerful to “include’ or to “exclude’
from thar circle of conversation, consultation or consideration. This means that conflict is
avoided rather than dealt with, and so in this process mutua accountability can not work
because no exploration is possible.

(e) Local Church

As the Church Commissioners do not have enough money to pay stipends each parish has
to make a voluntary contribution to ministry costs. These monies are collected in the parish,
passed to the diocese, thence to the Church Commissioners who then pay the priest. This
convoluted procedure ensures that there is no question of the priest being accountable to
the parishioners of the loca church. Congregations take up many characteristics of
voluntary associations (Harris,1998). In these Members of congregations are free to
debate and decide lower level means and ends. But compared with most secular voluntary

organizations , there is alow ceiling in congregations above which goas move up into the

18 Often such owners are not Anglicans or Christians. In many cases they pass the right to the Bishop. Oxford and
Cambridge colleges are Patrons of many livings.Values of livings by 1850 varied greatly and some clergy were
beneficiaries of several livings, paying curates to do the work of the cure,



category described by Scott 1987 as ‘ultimate’ . Members must operate below that ceiling.
(Harris 1998).

The consequences of these past and present arrangements is that the Church has a deep
operating assumption of organisationd independence and autonomy, with little or no
accountability; such accountability that does exist being that which reflects the mutudity of

fdlow workersin the Christian covenant.
(f) Synodica.

.The agents have congtructed a church tempora which has as Laughlin (2000) noted
complex chains of principas and agents in its financid management. Within the Synodica
system of governance accountability for monies and work is handled in the context of
graciousness in that accountability is rarely demanded but exists as a backdrop or a find
reference point. There is a conflation of the organizationa and manageria accountability in
the synods with the assumptions of autonomy of the clergy where Bishops are more

autonomous than other clergy.

The degp assumptions of autonomy underlie much behaviour. It is rooted in the idea of
covenant between God and dl the individua Chrigtians. It was part of the underpinning of
the reformation. 1t deeply influences the accountability in ministry. But accountability in the
church, legd and synodicd, is dso influenced by this notion, in that any reaionship
between two or more Chridians is infused with covenant theology even if there is a
congtitutional or legd contract that cregtes the authority, reponsibility and accountability of
the paties Laughlin (1990) recognized the tenson between the contractura and
commund, but covenant is a more accurate word than communa, and the idea of bond.
These differences together with the degp assumptions of autonomy ensure that there is
amost no performance accountability in the Synodicd system and that demands for it are

viewed as ungracious."’

" In the diocese of Chester Synodical Boards are supposed to be accountable to Diocesan Synod but
they never render an account and requests that they do are rebuffed. In this diocese the Directors of
the company which isthe Board of Finance do not get regular financial reports and the auditors
management letter is not given to them as a matter of course.



Indeed there is a continuous attempt to push matters into the ministry system of the Bishop,
where bodies are therefore viewed as autonomous. It is possible for a requirement for
accountability which is legitimate in terms of condtitution or contract to be denied ty
disolacing it into a covenant relaionship and dlaming autonomy.

The broader processes in the church dlow for these varied interpretations of accountability
because it has over the centuries created an inditution cagpable of holding within itsdlf
amilarities and differences. It has done this by “emerging” varied organisationd possibilities

in the context of the ordained and lay membership.
5. Modéds of the Church of England.

One of the centra problems that the Archbishops commission faced was in identifying the
organisation, that is of describing or finding amode of the Church of England. In order to
examine the problem they faced;, three complementary modes of organisation were
congdered.. These are not the familiar models to be found in for example Gareth Morgan's
“Images of Organisation”, rather they are drawn from three sources, firdly, the emerging

sudies of physica eco-sysems and pardld studies by for example Trigt, of systems of

systems, secondly the economic and geographical studies of spatid rdationships of firms
and of ther interconnectedness, which produces the idea of the embedded firm (Y eung,

Grabner) and the image of dl parts of the church embedded in a complex fied; thirdly the
developing interest in cross organisationd and cross nationd production systems which

leadsto theideaof supply chain management and the idea of the virtual organisation

In figure 1 each of the blobs represents an organisation complexly connected to some of
the others. The complex connections may be the flow of money, goods and services; they
may aso be the rdations of people in churches, socia networks, clubs, societies and
professona bodies. The domain in and around them is the spaces of interconnection and
could be what Adam Smith called the invisble hand of the market. Given that some blobs
are bigger than others, more wealth and more power, we might see what Chandler cdled
the visble hand of the market. The emerging conception of organisation here isthat of the
whole domain, the interconnected system of organisations. While this is something of an



abdtraction from great, indeed unknowable complexity,* it is suggestive of the complex
€co system of Tridt.

The available modes of control in these systems are Competition, Collaboration and
Dominance. These conceptions are Smilar to those proposed by Heide (1994) in a study
of market channels where he posted three modes of governance: market based via
competition and bidding; based upon non market modes; the first of these being aunilaterd
hierarchy (dominance in this paper), the second based upon bilaterd and multi latera
behaviours (denoted as collaboration in this paper.)

Now while these models are derived from a variety of organisations they do offer models
of the Church. As a darting point the Church is seen as such a network or virtua
organisation with many organisations (legdly independent) within it. For example we can
list; Parliament, Lambeth Paace, the House of Bishops, the 44 Dioceses, the Cathedral

foundations, the Royad peculiars of Wesminger Abbey and Windsor, the Church
Commissioners, Parliament, the Privy Council, The Crown Appointments Commission, The
Central Board of Finance, the General Synod, the Theological Colleges, the Theological

departments of Universties, The dozen Church of England Further Education Colleges,
The Diocesan Boards of Education which are statutory Education Authorities, the religious
houses and foundations, retreat houses and conference centres, numerous charities
induding hospitds, Missionary Societies, many para church organisations such as The
Evangdicd Alliance, Forward in Faith and so on. These are connected by multiple
tiesmogtly invisble from most of the actors, both of the forma kind enshrined in Satutes
both ancient and modern, interconnected memberships of councils and boards and by ties
of membership of Oxbridge and theologica colleges, memberships of the belief groups
auch as evangdicds, anglo-caholics and liberas which connect through systems of
patronage and presentation of clergy to livings. There are dso some kinship ties for
example “clergy families’ and there are three Sgters dl of whose husbands are Bishops.

8 Thisidea suggests three ideal types of interconnected domains. The essential differenceisthe
nature of the connecting or transformation processes which are (a) convergent (b) divergent and (c)
multiplex. Thisanalysisissimilar to that of Perrow (1992) but is not derived from it, (Berry,1995).



The complexity of the interconnections suggests that neither the convergent modd nor the

divergent modd is adequate but the multiplex eco syslem moded might be so.

Now if this multiplex eco-systemic model of the Church is an appropriate description then
we can see how experience of it could be both fragmented, frustrating, exciting and
liberating, confusing and clarifying. It can not be accused of being smple. Indeed the report
of the Archbishops Commisson spoke of “a cats cradle of autonomous and semi-
autonomous bodies’, a description which they saw as unfortunate and which appears to be
the outcome of an higtorica evolution. This evolution has been described (Gee, 1996) as
having “unpredictable properties emerging out of myriad bits and pieces interacting”. It is
not a smple bureaucratic pyramid of the rationd legd form.

The ways in which physica eco-systems change has been the subject of much enquiry.
Three modes are current, that of natural selection wherein the fittest survive; that of chance
and necessty wherein surviva is a matter of random cgpability to cope with changing
conditions, that of genetic engineering wherein the organisms can lean to avoid
environmental or genetic determinism. However the processes of change in the eco-
systems of human organisations, which are socid indtitutions, are more opague and they
have not been much sudied, (Nohria and Eccles 1992). The choice presented is
sometimes seen as that between theoretica gpproaches to the study of organisations, that
of Strategic Choice theory or Environmenta determinism or maybe a combination of the
two.

But it is an open question or mgor doubt as to whether the modds derived from the leve
of organisationd analysis can be gpplied at the inter-organisation level with any degree of
accuracy (White, 1992). It is however dways tempting to use a Smple modd to ded with
complexity. Such an approach may be a case of applying requisite variety, but is more

commonly a case of wighful thinking.

The Church as inditution has no primary product or service in a conventiona or
commercia sense, rather the work is about the nature of being in relation to God, now and

in eternity. In its manifestation as an eco-systems of organisationsiit is possble to glimpse



how the organisation patterns express the history of the indtitutiona debates and the present

explorations and modes of expression.

Earlier there was mention of the notions of control in the networks. However in socid
networks the question of authority has been addressed through ideas of monarchy;
polyarchy, oligarchy, anarchy, autarchy and of course, democracy. Now in a convergent
network monarchy (dominance) and perhaps oligarchy may be readily found. In the
divergent network polyarchy and oligarchy may be found. Perhaps too in each kind of
network we might find some democracy, through for example trade associations seiting
rules, standards and conditions of trade. In the multiplex eco-sysem we might find dl of the
above modes of authority in some or many parts of the eco-system but it is impossible to
have a clear idea of the functioning of the “whol€’ eco system. It may appear to be
anarchic, but there may be a deep Structure of vaues and beliefs that links the parts in

varied understanding.

What is aso clear is that people appear to have some preferences for modes of authority;
and there is strong evidence of culturd and nationd disposition for these preferences. It
seems that the British (Hofstede) prefer the multiplex, rather anarchic modes of authority,
perhaps dressng more their individudity than therr connections (Whitley 1995, Bachman
and Lane 1995) perhaps more comptitive than collaborative..

Now to apply these models to the church we can suggest that the Episcopa system in a
diocese isaform of adivergent network of authority with the Bishop as source of gpostolic
authority for the gifts of the spirit and a focus of unity. However it is possible to turn this
around and see it as a model of convergence where dl the diocesan adminigtration and
decisons and decison processes must converge upon the bishop; (even though some may
be delegated). The model of Bishop-in-Synod is averson of the divergent and convergent
modd with the added complexity of the democraticaly eected members of the Diocesan
Synod and of the Bishop's council. So parts of the eco system can function with more
local modes of authority.

The hypothess here offered is that the “Church of England” has evolved over many
hundreds of years into a multiplex eco-system, very complex and polyarchic in its patterns



of authority, a veritable cats cradle of autonomous organizations with very complex
relationships between them. In contrast the Roman Catholic Church appearsto be amix
of convergence and divergence. The causes of this has been proposed to be an outcome of
its higory and internd differences in theologica stances where incluson has perssted. The
processes of how this has occurred are beyond the andyss of this paper because

multiplex eco-systems never change everything at once but dways change in smal ways
and then go on through processes of mutua adjusment and evolution i.e. emergence.

Hence it is difficult to predict the consequences of any action in any one part or severd

parts of the eco-system. Indeed one of the curious properties of eco-systemsisthat when
there is a change in one part of it other changes occur in what appear to be distant and
unaffected parts.

6. Issuesfor the Church.

In the early part of the 1990s The church was confronted by awide array of issues. Among these were;

Decline in membership..

The church was an active agent in developing education and till had many thousands of
schools. However the rise of education, the modernist scientific programme with its clams
to truth and knowledge and the rise of secularism, the first world war and its successor
contributed to or went hand in hand with a decline in atendance a public worship. After
the second war there was some recovery, followed by the continuation of decline in
attendance, a faling off of baptism, marriages and funeras. This decline was not uniform
and there were some areas of substantial growth in membership (as messured by the

numbers of people choosing to put themsalves on Parochid church ralls).
Financial pressures....

The financid inheritance of the church had been a blessng and a problem for it both
provided resources and insulated the church from some of the consequences of its decline.
While parishes lay members had taken on an ever increesng share of the cost of
maintaining the clergy (increasing from about 20% in 1990 to approaching 80% in 2002)
these nationa funds meant that there was a subgtantid cushion. The pressures on the



Church Commissioners to increase their assets and income'®, together with their long
history of holding property led to some unwise property investments in the late 1980's and
early 1990's. There was a quite spectacular and shocking loss of asset values and of resl

money, of the order of twenty five percent, some eght hundred million pounds.
Expectations of future income fdl which was significant because the Commissoners were
not alowed to use the assets for income. The problem of the reduction of real incomein an
inflationary world was serious for the income was mostly used to pay dl of the pensions of
retired clergy and the greater part of the stipends of active clergy. With an ageing group of
active clergy it was dso the case that that the greater part of the commissioners future funds
would be needed to pay for pensions.

And consequences...

Hence the church had to face the redlity of having to use the Church Commissoners funds
to form a “funded” penson fund for dl past service and to cut back upon centra
contributions for stipends. Yet this left dioceses and parishioners with two unexpected
burdens, firgly, from early 1991 by taking over an ever increasing proportion of the cost
of clergy stipends and housing and expenses of office and secondly, from, 1999, finding the
extramoney (29% of each stipend) to pay into a non+contributory “funded” pengion fund.®

The changing patterns of society..

The Church of England had been powerfully affected by the twentieth century
communication revolution which has provided mass access to many other sources of
knowing and to other forms of Chrigtian practice. This has reduced the significance of the
local priest. The rise of socid welfare and other sociad supports had contributed to this

process.

19Some thirty years ago clergy were encouraged to retire at 67. The pensions issue was important for
priests had worked until they died for their only income was the benefice. Following provision for a
fixed ageretirement (1974) the funds of the Church Commissioners paid for pensions but the | oss of
income meant that there was a need for the formation of afunded pension provision.)

20 In the Diocese of Chester this means that parish contributions to the cost of the clergy run at about
twenty thousand pounds per parish, an increase of about three hundred per cent over the decade.



The claims of women..

The twentieth century clams of women have had a profound effect upon the Church.
About sixty per cent of congregations are female. This movement for justice for women had
the same power as the eighteenth century debates on the abolition of davery. It chalenged
the very bags of authority of the ordained mae minigry, a chdlenge that meant that the
church moved very dowly over twenty years to the decisons to ordain women as
Deacons, then as Priests. The watershed decision was the declaration by Genera Synod
that there was no Theologica objection to the ordination of women as priests. For some
this was an undesrable consequence of giving lay people a role in governance and a
regrettable outcome of Synodica government. By 2002 there is the beginning of the debate
on the ordination of women as Bishops. Again, as with Synodical government, the Church
of England is following changesin other Anglican provinces.

Thedeclinein publicrole...

The decline in public role of the established church had mirrored the decline in attendance.
This public role was gill surprisngly srong, both in the House of Lords in civic
ceremonies, in education, in services of remembrance and in the passages of people
through birth, marriage and death. The rise of the neo-liberd role of the Tory party and the
loss of sgnificance of the old establishment led to some conflict between the Church and
the Tory government. This was most sharply felt from the publication of the report Faith in
the City which cdled neo-liberd economic policies to account for the damage to people
and community. Of course that view was rgected by the new right which has a curioudy
evangdica stress upon persond mordity, amost independent of circumstance. The report
told of the stress of inner urban life and the crestion of the new poor and the underclass, the
margindisation of public mordity into a private mordity of individud action; with the
economic and poalitical privatisation in a new market economy sgnifying the decline of the
expressive ethic in public life and the regppearance of the consequentidist ethic and in the
relationship of the then chief Rabbi with Mrs. Thatcher sgnifying a pre Chrigian ethic. So
as the church spoke of its concern for the poor and oppressed in its public theology it came
under right wing attack for not encouraging apersond mordity. Fracture linesin church and



date deegpened. The Church of England, with its invitation to live an examined life subject
to the dictates of a reflexive conscience was seen as rather woolly when set againgt the

gpparent certainties of the Roman Church..
The uncertainty about the Monarchy..

Given the established pogtion of the church there was congderable significance in the
problems of the monarchy. The troubles in persond lifestyle were now more visble.
Typicdly it was the marriage difficulties, the issues of persond mordity that seemed to

cause such stress.
The new worlds of knowledge..

The rise of the modernist programme dedlt some savage blows to theism as it cregted a
hegemony of scientific knowledge and from that hegemony demanded some “scientific
proof” of the existence of God. The subtle ontological argument of Anselm was smply out
of category. Asbelief is never subject to the positivist argument, asindeed it turned out that
positivism was not, belief was seen as an option not a necessity. But the end of the
positivist arrogation of knowledge has not seen the end of its hegemony even when post
modernism acknowledges the vaidity of religious discourses.

The loss of confidence...

There was then a sense of then not only of aloss of confidence about belief in God and
Jesus foundation of the church but also about the indtitution of the church in the socid field
and the organisation of the church as, in action, it expressed the core vaues of the life of
Chrigtians.

From public to private...

The collgpse of the idedls of communism and socidism and the rise fo neo Liberalism had
aso rendered slent many public and commund voices, including that of the church. It
seemed that there was acceptance that the communa did not work, wedth was to be
found in individua responghility, a responghbility echoed in the religious right in the USA



and in England. The church, like other organisations, struggled to find a hearing for its

concern for the communa and catholic nature of human experience.

The end of ideology...

There were other gpparently exogenous issues, for example the debates about the decline
or end of ideology in palitics, but given the complex inter penetration of ingtitutions these
were a0 endogenous for the church. There was, post collgpse of the positivist hegemony,
avishle rise of fundamentalisms, not just Idam but dso in the churches, but this was to
some extent the usud tumbling about of movements eg. the Charismétic, the youth scene
and fashion.

The fault linesin Christendom..

The inditution of Chridianity suffered from carrying its only too visble divisons and
Separate churches. It was hard to speak of unity from what was perceived as a platform of
unfortunate disunity. There had been a variety of atempts at Christian ecumenism; the
AnglicanrMethodist scheme failed, ditched by the anglo-cathaolics; the ARCIC debates
with the Roman Catholics had limitations due to the unwillingness of the Pope to accept
them; the continuing refusa of the Roman and Orthodox churches to accept the vaidity of
Church of England ordinations to priesthood. There were minor links with Lutheran and
the Nordic Evangdica churches. These proposed and falled links fall at the stress lines in
the three strands of the Church of England where to move in one direction risks the
disaffection and separation of the other wing. Other churches experienced the same
pressures but the formation of the United Reformed Church from the Presbyterian and
Congregationd Churches was a sign of hope of reconciliation in England and a further sign
was the agreement on Judtification between the Roman Catholic and Lutheran churches.

These differences of beliefs the Chrigtian tradition, marked by theology, nuance, practice,
the private and the public, the divisons dong clamorous fault lines when the inditution
intersects with other indtitutions in the field has left the Church of England troubled
rgected, vulnerable, hopeful and Hill with over ten thousand priests in service and a

worshipping community of one and a haf million, with about half of the population



acknowledging themselves to be Chrigian and thus having some identity in the indtitution. It
had maintained its organisationa unity, though this unity was marked by the fault linesin the
wider inditution that manifeted themsdves in the organisation by the provison of
dternative oversght for the parishes regecting the ordination of women and by the
continuing difficulties of both the Methodist and Roman diaogues.

In this description and analysi's there has been attention to the concept of the indtitution and
to that of the organisation. By inditution is meant the ecclesia, the world wide Chrigtian
communion with the sharing and differing of some vaues in practice; by the organisation is
meant the Church of England as described with its Bishops and Synods and so on within

which the issues of the indtitution are encountered.

A sense of powerlessness...

The long process of decline in private and public connectedness of the organisation to the
wider society and to the many tha cal themsalves Chrigtian but do not belong to the
organisation has been immutable. Every attempt to change this decline has faled, each
attempt a bedrock turning out to be another stratum. This retreat of the sea of faith has not
cdled forth any radicd regppraisd within the Church of England of its work. Part of this
lack has been caused by the very establishment and the cushion of the Church Commission
moneys. Others have held the view that the Chridians are a faithful remnant, set to be
leaven in the dough or alight in a darkening world. Others saw the debate in terms of elther
danding againgt the world or submitting to it. The unanswered question was how the

Chrigtian indtitution and the church arrest could and reverse the decline.

7. Some Responses within the Church.

There have been anumber of responses within the church to the pressures upon it;

(& Financid; during the late 1990s there was a considerable shift a the centre and in the
diocesss from year on year budgeting to longer term financid planning incuding
consideration of the need for new sources, stewardship of the historic assets and awish to
bring the devolved financid matters under control.



Financid management of most Church moneys happened a diocesan level which was the
level a which key financid decisons were made and at which the levy on Parishes, known
as quota or share, was set. However the level of clergy stipends was s, following
extengve discussons, by the Centrd Board of Finance and the General Synod. The 44
dioceses were very different, with some having large assets and a wedthy membership
which could plan to finance diocesan sdf sufficiency and others were, in 1995, faced with
projections of a financialy driven reduction of clergy of about 30% by 2005.

These patterns followed the socia structure of the UK with the great urban diocese most
under threat.

(b) Externd focus, A decade of evangelism (1990 to 2000) was declared as an Ecumenica
progranme of the wider ecclesa to proclam the Christian message, and to recruit
followers of the way and members. While much internal work has been done the results so
far were just encouraging. The low key experience of the decade was partly explained by
the need to pay attention to the inner financid difficulties and to work a the problems of
resssuring the clergy that money would be available in the future, both for stipends and

pensions.
(¢) Organisationd; Stimulated by the severe losses a the Church Commissioners the two
Archbishops, led by Dr. Caey of Canterbury, established in 1994 an Archbishops

Commisson under the Chairmanship of Michagl Turnbull, Bishop of Durham, to consder
the centra policy making and resource direction machinery of the church.21

The issues in the Turnbull report touched upon many organisationd and inditutiond issues
and provided awindow through which it was possible to explore the issues of control in the

expressive inditution.

There follows an account of the commission, the processes of working, the discusson in
Generd Synod in November 1994, the publication of the report and its programme of
publicity, the first debate in Generd Synod in November 1995, further consultation, the
“white paper”, GS1188, as a framework for legidation, the second debate in Genera

! There was a current interest in management in the church; see Gill and Burke 1996 Strategic Church



Synod in February 1996, further changes to the proposals via progress reports, the
legidation and its gpprova by Parliament in 1998 and the granting of the Roya Assent.

8 The Archbishops Commission “Turnbull” Report: “Working as One Body”.

The terms of reference for the commission, appointed by the Archbishops n February
1994, were to consder policy making machinery and resource direction machinery of the
nationa church. It was asked to report quickly by the summer of 1995. The report spoke
of machinery for effective policy making (par 4.2). The Charman, Bishop Miched
Turnbull, had been for many years secretary to the Church Army (' a uniformed mission,
evangdism and socid agency) prior to being Bishop of Rochester. The membership of the
commission included very senior lay people in the church; Lord Bridge22, chairs and vice
chars from Barclays Bank, Eccles Insurance Group, the Woolwich Building Society,
Reckitt and Colman; senior partners from KPMG and  a finance house and an ex firg
divison civil servant. They were complemented by the Lay Chair of the House of Laity, (a
Law Professor and Univerdty pro Vice Chancdlor); a Diocesan Secretary, an
Archdeacon23, a chair of a Diocesan Board of Finance and a retired cathedra provost.
The Bishop of Ely was appointed as Theologica consultant.

In the Synod meeting of November 1994 an afternoon was set aside for what was
described as a consultation. It took the form of an introduction to the work by the
Chairman, Bishop Turnbull. At the time some unfortunate incidents in his past had been
replayed in the Press. The synod greeted the Bishop with long quiet and supportive
gpplause; expressing love and charity. A wide variety of opinions were offered, but offered
in the sense that people could be said to have had their say. The commission did not set out
any of their thinking. It was widdy known that the commission had a view that there should
be a new centra body to take over the Synod staff and to abolish Synod's Boards and
Councils, but to leave the Archbishops dtaff a Lambeth and Bishopsthorpe out of the
picture. None of this was offered for diaogue.

8(a) The Main Recommendations.

Leadership. SPCK.
22 |_ord Bridge was chair of a concurrent Commission on Synodical government.



The Report, entitled “Working as one Body” was published in the summer of 1995.
Interegtingly it was published after the Generd Synod had been prorogued. (Elections for
the new Generd Synod were hdd that summer.) The Commisson then went out to
dioceses on an missons of explanation prior to the report being discussed a the new
Generd Synod in November 1995. Members of the commission addressed meetings of
Diocesan Synods and a tape was made available for discussions in Parishes. Responses
were varied , including the ascription to the new National Council of the label, Church of
England plc. This label was applied because the report recommended a small Nationd
Council, as a body corporate, most of the members of which were to be gppointed by the
Archbishops including four “Executive Chairmen” to run the new centra organisation.

The commisson recommended an organisationa solution which suggested a new Nationa
Council (as anew body corporate) and the transfer to it of the staff of the Generd Synod,
the executive work of the Generd Synod, the income management of the Church
Commissoners, the Centra Board of Finance and some other matters. The standing
committee of the Generd Synod together with its Boards and Councils were to be
abolished. The General Synod was to lose its right to introduce legidation. The Church
Commissioners were to become an Asset management group. There was\to be a new
Finance Forum as a congultative body between the new Council and the Dioceses with no
representation from General Synod. The House of Bishops were encouraged to work at
providing vison rooted in the indtitution to lead the organisation.. The gt&ffs of the Genera

Synod and the Church Commissioners were to become a common steff.

What was sought in the report was a marriage of episcopa leadership and executive
responsihility, with a severely constrained synodical governance to restore confidence, to
provide a consstent, coherent driving force, to provide a stronger sense of corporate
responshility for its misson and wdl being with the new council determining its overdl
direction. The House of Bishops were to be charged with developing a broad direction for

the church to be presented to General Synod for endorsement.

2 Made Bishop in 1999.



This report argued that it was to be seen as an integrated package not one of a series of
options24 and while it was to be “ debated widdy” it must be implemented swiftly.

The membership of the new National Council was st &s,
The two Archbishops

Four executive chairmen (probably three Bishops and one lay person, presumably
financidly qudified, appointed by the Archbishops); to direct the work of
departments.

2 bishops dected from among them
2 clergy dected from them (specified asthe chairs of the clergy of each province)

2 lay persons dected from them.(specified as the Chair and vice Chair of the
House of Laity).

The chair of the business committee of Generd Synod.
Up to 3 co-opted persons.
The secretary generd as executive head of Steff.

The source of authority of the new council was defined in the report as “its effectivenessin
undertaking the work” and legdly from itsincorporation. While the new council would seek
a Clearer partnership with dioceses and parishes and diocesan Boards of Finance, quite
how this was to be done was yet to be decided. The new council would account to the
House of Bishops for some of its functions but it would not be accountable to Generd
Synod.

8(b). The problems that were to be addressed.

The Commission had sought views from a wide number of persons. Their presentation of

the problems with the current structures were that the organisationd pluralism produced

24 This echoed Mrs. Thatcher’ s resolution that there are no alternatives.



confusion, impeded leadership, contributed to a lack of confidence in the retiond church,
that there was no overdl co-ordination or coherence, work was committee bound, that
there existed a cats cradle of autonomous and semi-autonomous bodies, there was no
single focus of decison making and drategic planning, power was experienced as negative
and it was rather entropic (authors word). The report said that there “is little scope for
fundamenta differences’ between the proposed National Council and the General Synod.
There was an gpped for unity here; the report stating that Generd Synod can not be an
executive, cannot be a policy formulation body and that its role was primarily reactive.

Some congderation was given to the Archbishop of Canterbury’s staff a Lambeth palace
(some 40 persons compared with the 120 or so in the Synod staff). It was decided to keep
the Lambeth staff separate so that the Archbishop could continue to have a persond
g&ff,25 to cope with the many nationd and internationad demands upon him. This was
extended to the staff of the Archbishop of York.

The underlying frame was that strategic direction needed a top level command and control
manageridist modd26. There was no exposition as to how the new proposals would work.

8(c). The Theological issues in the Church were of primary significance.

The Turnbull report followed Richard Hooker’'s exploration of the polity of the Church and
his notion that the Church comes to be both a “society and a society supernaturd”. (very
amilar in meaning to the didinction of inditution and organization, Scott, 1995). The
fundamental task of the church was to be one, holy, catholic and apostolic and to do thisit
must be a learning community, where teachers were dso learners. Its ams were clear but
we have to focus upon objectives, “To spesk of the Church’'s ‘direction’ and
‘effectiveness isto imply a grasp upon the misson which God has given to the Church; but
at the same time it demands a critical and imaginative ingght into current failures and future

possibilities” (p4).

25 Thiswasin tune with the appointment by the Archbishop of his Y outh Officer, without any
consultation with the Board of Education and its youth committee and officers. It was sensed that the
Archbishop regarded the staff of General Synod at Church House as part of the problem



The theological arguments, based upon the gracious gift, in the report were based in the
idea that God had aready given to the church the resources it needs to be God' s people;
the mogt fundamenta of which was the gift of the common fdlowship or sharing in the Holy
Spirit. The Church had aways struggled with the redisation of its corporate existence with
a concern for unity, preaching and teaching the gospd. In this work various gifts could be
complementary. Leadership in the corporate body entailed the ministry of epicope
(oversght) which preserved a synoptic vison of the whole. The ordained ministry of
deacons, priests and bishops performed for our time the task of leader ship” in serving,
teaching, encouraging, guiding, co-coordinating and if necessary disciplining the exercise of
the manifold gifts of the whole people of God. To be the people of God meant to livein a
certain quality of persond, face to face, relationships embodying reconciliation of dl things
in Chrig, living in the light of God's judtice, forgiveness and new life. The office of Bishop
was a once persond, collegid and commund. The church could only work with the
recognition of many diverse gifts. At the reformation the laity were given a place and a
voice in the church's pality through the role of Sovereign-in-Parliament. The church has
been influenced by the conciliar movement of the 14th century, which located the authority
of the church nat in the hierarchy exclusvely but in the whole body of the faithful united in
the sacraments. The conciliar modd of Bishop-in-Synod was thence derived.

A synod was one way in which counsd may be taken and consent sought; it was away of
focusing a debate in which the constructive character of disagreement and differences may
examined for Chrigtians have dways engaged in vigorous debate. The communion of the
Holy Spirit was dways a dynamic holding of the tensons in this process, so clarity should
never be bought &t the cost of a suppression of variety. A synod was one way in which this
variety can be made fruitful to the life of the Church.

The report took up the issue of power, perhaps as to try to preempt an expected critique
that they were proposing a new centre of unaccountable power. They wrote that Jesus
exercise of authority and power was to confront evil, to chalenge untruth; acting not as a

26 This has continued to be denied, but it is difficult to see how working as one body wasto be
accomplished by creating a new head legally separate from and not accountable to any of the other
parts.

%' There was it seems no leadership for the laity.



domineering force but in service, indlusive of those cast out of society, vauing humanity and
himsdf vulnerable. It served the church well when dl of the gifts wherever they are found to
be were brought together to provide a coherent strategy for the church asawhole, “it does
not serve the church well if those who possess those gifts are treasted with jedlousy or
mistrugt. At the same time it is prudent to ensure that the Church is protected from human
proneness to mistake the limits of those gifts, or to come to enjoy power over others at the

very moment when the gifts are recognised.” (p8)

Noting that structures that required consultation inhibit protection of power, enhance the
collective impact of work together and provide co-ordination , the report argued that it was
a mistake to assume power as a zero sum game and hence the Church should encourage
those with gifts to use them in the sarvice of the whole. The church could in its very
structures and processes, if it holds to gratitude, love, service, humility and trust, embody
the misson upon which it has been sent. This section of the report concluded,;

“Though Christian wisdom knows the reality of deviousness and
self-deception, the Church should not institutionally fetter itself to the
expectation of rivalry and mutual suspicion. The wisdom of the
Church has been to require consultation between those to whom
authority and power has been entrusted and those in relation to
whom it is to be exercised. Our recommendations build on this
foundation.” (p8,9).

Commentary
A response to anxiety?

Under the stress of the issues explored above the Church had consderable anxieties
about,

the perceived relevance of its withess (the belief question); and its capacity to continue its
work ( the resource question); to maintain its unity (the two integrities question); to remain
as anationd inditution (the establishment question); to maintain its confidence (the reversa

of decline question); to present a centre of potency (the powerlessness question);

The membership of the commisson was drawvn mainly from the commercid and financia

world (a bourgeois dlite, Percy,1998) so it was hardly surprisng that it produced an



executive focus, rooted in a kind of Strategic Choice theory. Of greater surprise was the
fact that the recommendations were dmost entirdly structurd and did not explore how
policy was made or how it was to be made. Here we can observe the migration of
commercid models of authority for srategic choice resting with those at the top as though
they were the legitimate agents of the share-holders. This appeared to reflect a common

mode of order in the commercia world.
A. Managerialising the Institution?

Turnbull was an example of a management consultancy assgnment. It was faced with a
“dructure’ brief to which it worked in a complex context and prescribed (Blake and
Mouton, 1985) a structural solution. It was ideology with atheologica gloss (Percy, 1988).
There was an andysis of gods for the client which was the Archbishops of Canterbury and
York and bypassed the issues of norms and vaues (the variety of theological or expressve
gtances) viaits conclusions about power and mistrugt, did not attend to the issues of how
the structures interpenetrate, the connection of the affective and dynamic processes in the
organisations and in the wider inditution and did not examine, with adequete care, the
issues of power and authority of the Generd Synod or of the gifts of the whole Laos,
locating as it did leadership only in the ordained .It did consder the issue of accountability
in the sense of a covenant or common fellowship which should be based upon trust. But it
rather crested an unaccountable National Council and ignored the accountabilities of the
organizations as they worked together subsuming this in appeals for acceptance and an
impatience for change. Findly it did not discuss or ded with the issues or problems of
implementation.

The Synodica system of Bishop in Synod in the diocese had held together the Episcopd
system (with authority of tradition and charism) and the rationd legd (with authority of law
and eected office). One judtification for the creation of a new Nationa Council was that it
was mimetic to the modd, in the primary unit of Diocese, of Bishop in Synod. (Each
Diocese has a Bishop's Council as an executive of the Bishop in Synod). The argument for
change rested upon the modd of Bishop in Synod lifted to a nationd level without
addressng whether this modd could fit the circumstances, the work to be done or the



ingtitutiond issues of belief and vaues. There was no argument presented such that the
reader could agree whether these proposals were the best option, for no other options

were offered.

Further members of General Synod were to be deprived of ther right to introduce
legidation, giving this power only to the new Council. Hence the reports view of Synod as
being only reactive was to be redlised. In essence there was an attempt to add a new unit
to the eco system by absorbing what were seen as key nationd units. It was assumed that
the rest would not be troubled.

The proposas produced a structural solution of centralisation and control (absorbing parts
into a new unaccountable corporate body) may be interpreted as a defence againgt these
anxieties wherein the organisation was invited to regress from its indtitutiond  plurdism to
a traditiona mode of executive and (arch)episcopd authority as it sought to separate the
executive decison making from the legidature of generd synod and to rest the charism only
in the House of Bishops. The purpose and rationae of this move was so that the Church
organisation may be seen as coherent in policy, united and dependable and a proper object
for dependence and would be perceived to have clarity of purpose and focus, manage
resources centraly and have the capacity to pursue its work.

In his essay Percy(1998) noted “what is so unsatisfactory about Working as One Body is
that the gpproach it takes to itsdlf, to the body of Chrig, to individuas, amounts to little
more than consecrated pragmatism...because the report is an episcopdly driven agenda,
more power is dowly but surdy being concentrated in the office of Bishop.”

It was observed that there was a reinforcement of the organisationa hierarchy ( the wish
for an integrated machine) as againg pluraism, polyarchy and the lack of a thinking through
of any adaptive process in order to cope with the pressures, whether those suggested in
this paper or those identified in the Turnbull report. A structura solution was proposed with

little attention to the process problem.

The argument was offered that new structure for policy and coherence would enable new

vigon. This was a truncation of the classc managerid andytic process of environment -



srategy-structure- performance, because the externd world was as much ignored as the
interna world of the church.. This was a familiar approach to turbulence and difficulty by
pulling things together and hoping that integration would ensure effective adaptation or
clerer pursuit of goas whatever the environment. There is a counterpoint to the
formulation of the Turnbull report to the effect that the socid dructure of the inditution, in
subtle ways, creates strategy through its languages, idess, values and beliefs.

The symptoms of structurd inadequacy were not explored in relaion to the three tasks of

worship, misson and witness. The arguments appeared to be rooted in a ructurd-
functiond framework28 in that there was a tacit assumption in the report that Srategy was
concerned with change and that a tightly integrated executive structure would be the way to
produce such coherence and strategy. The report did not address the subtle issues of

drategy and policy formulation rather hoping that the new structure could ddliver thisin a
clear manner. How the strategy was to be implemented was not discussed, it gppeared to
be non problematic. . The important problem of effecting strategy through the 44 dioceses
was not discussed. It seemed to be the case that the members of the commisson were
migrating the modes of control of an instrumental hierarchy (which expects ether obedience

or compliance) into the church.

The Turnbull proposals followed the sysem in the USA which has a conditutiond
settlement which provides for a separation of the executive, the legidature and the judiciary.
There was no discussion in the Turnbull report as to how the legidature was to influence the
executive; no provison for committees of the legidature which can require the atendance
of the members of the executive. The sgnificance of ignoring the role of Synod in policy
arrangements follows from a sense of frudration by the authors that Synod “only has
negeative power, it does not propose initiatives': ( the evidence that it had done precisaly
that in the very sgnificant if difficult process of the ordination of women wasignored). This
gppeared in the report as a sense of frustration because there was no andyss of the matter.
Agan we can note the migration into the organisation of common right wing and

manageriaist assumptions (note the membership) of the workers obgtruction of the will of

28 There are of course echoes of Fayol’s managerial functionalism.



managers, the managers right to manage and the ordained clergy leaders right to lead and
duty to consut.

The issue of manageria or organizational accountability was essentidly removed from
congderation by the proposa that the new Council would not be accountable to any other
body. Accountability in the covenant was not consdered explicitly as either important or
relevant but it was implicit in the sense that the new council was both part of the covenant
a the highest leve, that is Archbishop, and further the clam for autonomy for the new
council mirrored the degp assumptions of clergy autonomy in the context of the covenant.
Those who might oppose this might cdlaim some congtitutiond or contractud accountability

may have afuture voice in the debates to come.

B. Some theological issues.

The title “Working as One Body”, but creating a new incorporated and separate heed,
was reveding of the invason into, and resonance within, the organisation of the metaphor of
command and control by the brain with the rest following aong. This metaphor is found in
Cybernetics (Beer) and in &t Paul, who likened the Church to the body of Chrigt. In Paul’s
metaphor the body has a mystica tone, in the report it has the tone of a body of men, an
organisation. The report noted that the church was “not despotic, not democrétic, it has a
corporate, collective life” (p64). The report dso argued that there was no higher status29
in the church than that of the Baptised member. Here the issues in the indtitution of equdity
before God in the ecclesa find an atogether different echo in the inditutional migration of
command and control  modes from the instrumental worlds of commerce. The

organisationa pluraism and polyarchy isto be pulled towards “ unity”.

The location of theology and vison within the House of Bishops had the further outcome of
rendering invisble the practica theology of the actud working of the eco-system. Hence
Synod was presumed to be mere instrumentdity and there was nothing to gain by an
understanding of the role of Synod in the Laos, or of exploring actua theologica workings
as opposed to statements of ided types

29 This seemed to rest upon asingular view of status.



A more criticd interpretation of Turnbull may be given in rdation to the terms of reference
for the commission which focused only upon structures for strategy and policy and resource
direction And through the membership it was witnessing to the privileging of a given view;
that is the evangelicd theological ascendancy which was clear about the its perception of
the task, the report became a matter of proper headship and then mobilising the gifts to get

the work done, through a new “top down gppointed” council.
C. A new center of Power.

The report presented an atogether new picture of the role and authority of the
Archbishops in relation to other Bishops and of the national Church. Of course it could be
that the proposal was making de jure what had been considered to be or desired to be the
case de facto, but it was widely seen as creating organisationa power for the Archbishops.
But unlike the diocesan modd of bishop in synod the new council was actudly concelved

asa“nationa council out of Synod” for it wasin no sense to be accountable to Synod.

The process described did raise serious concerns and  suspicions of the taking of power
into the centre, even in the context of an apped for trust to be given. But perhaps the wish
for power to be given to and accepted by leaders were defences againgt the anxieties
provoked by the experience of powerlessness was a conjecture that partly explains how

the proposals came to be formulated..

A second critical interpretation relates to the question of power replicating itsdlf. The roles
of most of the members of the commisson were much as they expected the roles to be for
the members of the new Nationd Council. Herewas an example of therationa legd being
encouraged to “decay” to the traditiona (Weber) and the charism required to change will

not arise to order.

The removd of the largdy dected standing committee of Generd Synod and its
replacement by the largey appointed Nationd Council was further evidence of the
concentration of organisationa power in away which cuts across the expressed vaue in the

indtitution of a baptised equdlity, sharing in a corporate and collective life.



It was argued that the authors of the Turnbull report sought to privilege one particular view
of order, either because they decided that it was appropriate or because it was the model
with which they were familiar. The result of ther privileging their modd was to render
invigble, both conscioudy and subconscioudy, to themsdves and indeed to many others
the actua complex nature of the church as eco-sysem. The result of thisinvishility was thet
their diagnosis followed from their recommendations as they could not see, because they
could not look at, the ways in which the eco-systems managed itsdlf. Hence aso rendered
invigble was the actud working of the Boards and Councils of Synod, (dismissed as
bureaucratic and committee bound, a kind of rubbishing of history), the significance of the
policy formulation role of Generd Synod (because their model excluded “corporate
shareholders’ from involvement in the running of the enterprise). It aso rendered invisble
the creative and proactive networking and development processes of Generd Synod
(because Synod was “set up” as an irrdlevance to policy coherence). It rendered invisible
the somewhat chaotic nature of change and development in the eco-system (because they
were working from assumptions of control of integration). So as General Synod cannot be
accommodated in thelr framing it wes defined as reactive and just set up as negetive. This
rendering invisble dso had the effect of glencing other underdandings of the actud
operations of the eco-systems and of dternaive ways of managing change in order to
handle some problems. It dso silenced, in their deliberations, wider theological debate.

Because the work of the Boards and Councils of Generd Synod, and that of their gaff,
was made invisble then it was possble for the commisson to work with a modd of
primitive solitting; that the new Archbishops Council would be a good object with
assumptions of harmonious working and coherence as againgt the bad object of Synod

and the Synodical Boards and Coumcils.

This process of excluson of voices is a common way in which the church deds with

conflict. People are smply not spoken to, not heard, excluded rather than engaged with.
D. Episcopacy

Clearly the presence of the inditutional issues of history, bdiefs and equdity of the

baptised was troubling to the commisson. They write of not wanting to take in a busness



culture, perhgps not noticing that it had infused their work. In the report these issues,
gooken of in the language of Vison, are passed to the House of Bishops for ther
deliberation. This separation of value and action seemed to dice through the expressive
values of living the way. The report’s ideas of vison were not clarified. There were
difficulties here with the Bishops role in respect of being responsible for authorizing
gtatements of doctrine. The Bishops do not have a secretariat, they meet infrequently and it
was recognised that a more corporate role would need a new form of organisation. The
report spoke of the House of Bishops having a more sharply focused and purposeful role,
“awider sense of the shared sense of direction and broad unity of purpose which some fedl
it lacks’ (i.e. stressing the apogtolic role over the Diocesan office); it will not suppress
openness of debate or differences of view and will build upon a tradition of commund,
personal and collegia episcope. The Bishops were to have more influence, the eected
were to have much less, naturd enough advice from the manageridist commisson. The
puzzle about the connection and disconnection of “policy” and “vison” or “broad direction”
underlined the infuson of other inditutiond, managerid, vaues into the organisationd

language.

The condgderation of vaues of the wider inditution were themsalves pushed into the
House of Bishops as a request for vison. This suggestion assumed thet the members of the
House of Bishops had a unitary conception and that their collegiate working would cope
enough with dl ther differences, where debate was sharpest and about indtitutiona issues
of greater importance this was unlikely to be the case that the 44 diocesan Bishops, of a
variety of theologica stances, would agree. This meant that the processes of difference will
re-emerge in the new sdting. This privileging of the dominant view may dicit some

countervailing power.
E. Theissue of Change.

As the church experienced itsdf as lacking dependability, both in its own lack of
confidence and in the wider indtitution’s unwillingness to accept that the church adequatdy
represents its values ( that is as the number of active worshippers and members declines
and the wider ingtitution of Christians kegps away) the proposers, in these reforms, sought



to reinforce dependence by a regresson to traditiond modes of authority, rather than
cregting a drategic didogue and building a condituency for change. This conjecture was
basad upon the lack of vison in the report, the sgnificance given to traditiond role of
Bishops, the move away from a conciliar ecclesology; synod loses its boards, its steff,
initiative and accountability, to an executive sructure which has an inbuilt eected minority.
Here we note the lack of appreciation of the wide spread of charism; the leadership in the
spirit of God; the unexplored difference of contract and covenant; manageridism and
utilitarianism migrating into  the expressive community as a kind of return of a managerid
power oriented Protestantism as witnessed by the unexplored issue of the mediation of
power and the request for a trust from “us’ for “them” which “they” manifestly do not give
to“us’.

F. The next steps.

It gppeared at the time that the Turnbull report might rapidly be viewed as too smple a
(structurd and technica) solution to (the wrongly specified) policy problem and
unacceptable to many. The wider church inditution, manifested in the other theologica
groupings as well as the other actors in the eco sysem may be remarkably impervious to
such claims to power.. Because the proposers did not consider the likely consequences
within the eco-system then the evolutionary modes within the eco-system may operate to
dowly regect and modify this transplanted or alien conception of order and control. (As
trangplanted organisms generate rejection mechanisms). It is very likdy that the exising
socid dructures of the inditution will quite profoundly affect the proposds for the new
structures and seek to re- enact the inter relationships in the eco system that existed and
that had not been engaged in the analysis. Note that this hypothesis referred to the eco-
system, not to one of its parts. In the next section some evidence regarding this hypothesis
will be examined.
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Abstract

The contribution of theology to control and accounting has been traced through the
monagtic tradition demondrating how the Cigtercians used decentraized control of their
extengve farms in contrast to the centraized control of the Benedictines (Knowles1948).
The contribution of theology to politica economy was traced by Weber and Tawney in
their analyss of the Cavinig roots of libera market capitaism and more subtly by Adam
Smith in his ironic use of a phrase from Isaiah Ch 60 as the title for his semina work on

markets.

This paper reports upon a case of the interplay of theology and control and accountability
which occurred as the Church of England set out to respond to a financid crigs.
Accountability was theorized as semming from the three elements of covenant, congtitution
and contract al of which were contested in the ground metaphor of autonomy. It
demondtrates how a group of financiers from within the evangdica tradition (which places
stress on headship and control) led an attempt to create a new church governance body (a
national council) with srongly integrated centra control and diminished democratic and
conciliar participation. They had described the church as “a cats cradle of autonomous and
semi autonomous organizations’. The case then demondrates how the other theologica

traditions (anglo-catholic and liberd) were mobilized , over a period of severd years, to
permit the new body to come into life but to unrave the proposed centralised control and
to maintain the existing nature of governance and to enrich the complexity of the “cat’s
cradle’.

The case andysis is based upon the theory of eco-systems (as a more forma view of the
ca’s cradle) to show how the loosaly coupled nature of eco systems with their multiple
theologica stances and their multi layered processes of reationships and accountabilities
were amost impervious to the atempt to shift them into an ordered and controlled

hierarchy.

This paper is presented in two parts.






Part 2 Control repulsed; the eco system is sustained and enriched.
Section B. . The Process of L egidation.

In section A we have traced the proposals of the Turnbull Commission for sgnificant
change in the central organization of Church of England. The proposas had next to be
considered by the newly elected Genera Synod. This section traces how the processes of
debate and discussion led to the origind proposds being subgtantialy modified as other
theologica traditions responded to the report and itsimplications.

1. The Debatein Synod, November 1995.

In the November 1995 meseting of Generd Synod there was a debate on the Turnbull

proposals. The motion to take note of the Report, a standard process, was carried nem
con. However saverd points were made strongly; first the name of the new council was
questioned, it should be caled what it was , the Archbishops Council; second there was
very widespread disquiet about the non eected mgority on the new body, the extant
gtanding committee of Generd Synod having had a clear dected mgority; third the transfer
of the gtaff of Synod, the abalition of the Synodicd Boards and Councils moving to an
executive body was seen as a grab for power and a regection of synod members
contributions; fourthly there was concern that the new council would not have a balance of
the different theological traditions, fifthly there was concern about the proposed pace of

change, sixthly there was concern that the report sought to diminish the role of synod
members and had painted General Synod as a reactive body having only negeative power.
Given that it was Synod that had mobilised the vote for the ordination of women this attack
could be interpreted as a wish to cut synod down to sze and give control to the
“egtablishment”; seventhly there were substantive reservations about the theology that had
been provided in the report. There was generd support for the proposas regarding the
new arrangements for the Church Commissioners. The tone of the debate was generaly
one of suppressed anger a the anti democratic inferences countered by speakers

demonising and rubbishing the standing committee and the boards and councils as



ineffective and incompetent. Humour was mobilised by more than one speeker in a rather
sadigtic way inviting laughter a stories of incompetence which were plainly inventions. The
prolocuter of Canterbury® rebutted the idea thet the changes would give more power to the
Archbishop of Canterbury by the argument that nobody could give the Archbishop more
power than he had dready. This ascription of omnipotence was not discussed. The new
role of the House of Bishops was noted with interest.

An amendment had been tabled to the effect that instead of going ahead, “swiftly” with the
proposals there be a six month hold. To the surprise of the platform this got a 40% vote,
indicating the degree of disguiet. Something of the feding in the Synod not being entirely at
ease with the proposals was evident in the rather tetchy way in which the Bishop of
Durham replied to the debate.

The pace of the proposals was underlined by the decison to have a Generd Synod mesting
in February 1996 in order to get permisson to bring forward legidation for the Synod
meeting in July 1966. There was a generd invitation to people to write to the commission
with any comments.

2. The Follow on Steering Group.

Under the overdght of the Archbishops Advisory Group and with the consent of the
General Synod a Follow On Steering Group was established in early 1996 to bring the
legidation to Synod and to prepare the work to be done to implement the Turnbull
proposals.

The condtitution of the Steering committee was as follows,
Chair; The Ex Chairman of the Woolwich Building Society

4 Chairs of Diocesan Boards of Finance (one of whom was an FCA, another was

MD of an Insurance Company)

A Church Commissioner

% Later to be Bishop of Birmingham.



The 3rd Church Estates Commissioner

The secretary of the Church Commissioners

A professor of Law (an ex chair of the house of Laity)

Bishop of Guildford

Bishop of Stepney

A designer, ex lay chair of adeanery Synod and the only woman.
Archbishop of Canterbury’s secretary

The secretary generd of the Genera Synod.

Hence the composition was 8 finance people, 2 bishops from the southern province, two
lay people, and two staff members. It may readily be seen that this reflected the anxiety
about future finances which had triggered the formation of the Turnbull commission and the
work upon financia structures which lay a the heart of the Turnbull recommendetions.

3. The second Synod debate; February 1996.

A “white paper” A Framework for Legidation GS1188, was presented to the February
synod as a complement to the report. In it the number of elected members of the now to be
cdled Archbishop's Council was increased by two, one clergy and one lay person but ill
not by enough to have an dected mgority.

In February 1996 there was a second Synod debate upon amended proposals and as
modified in the White paper to take note of some changes and then to give permisson to
bring forward the legidation for change.

The management of the debate was interesting in that the motions were proposed by alay
member of the commisson and Chair of the Centrd Board of Finance, Mr. McLintock,
now chair of the Steering Group. In putting the motions forward he made severa
“humorous’ attacks that people who resst change do it from entirely sdlfish motives and
that others who resist change merely dow the inevitable.



There was a strong move from the floor to refer the proposas out to the Dioceses. It was
clear that the arguments about power and authority, the role of the new council and its lack
of accountahility, the remova of any role from Generd Synod except to passively endorse
the proposds from the Archbishop’s Council and the House of Bishops were sill matters
for concern. The arguments in favour of consulting the dioceses came from the members of
the House of Laity and were about consultation with the wider church. Beside asonelay
person put it; “the church has moved from a position of resources at the centre and power
a the centre to a position of resources at the parishes (who will have to find the money)

and more power a the centre’, implying an unstable Stuation.

Responses to that came from members of the commission who managed (between them) to
argue that previoudy , a the November (1995) Synod, it had been too early and now
(February 1996) it was too late for further consultation and that it was important to keep
up the momentum for change and in any event we should not “bore the troops’. Another
clergy person from the steering group argued that he had read dl of the letters and doubted
that further consultation would provide anything new. Consultation , he said, needed to be

coherent consultation..

In paradld to this debate some work of exploration was going ahead with meetings with
diocesan secretaries and aso with chairs of the Diocesan Boards of Finance. The chairs of
these Boards were concerned that with their remova from the Centra Board of Finance
they would lose any influence over the amount of moneys each Diocese would have to pay

to the centre.

The sharpest comments were about the lack of eected involvement or a mgority of the
new Council; this new nominated membership was in marked contrast to the eected
mgority in the Synod Standing Committee. Mr. Mclintock could not understand this
criticisam. Do the 9 dected members make a mgority out of 19? Wdl no if you thought
that arithmetic was immutable; yesif you took Mr. McLintock’s argument (and hisclam to
knowing about these things because he was an accountant) but his argument only followed
if it was the case that the two Archbishops did not belong to the Archbishop’s Council in



the same sense of everybody ese; meaning that the Council was to advise the Archbishops
who did not therefore vote because they are the only persons who decide.

In response to the criticism of manageridiam and lack of vison in the report the new
Archbishop of York, from the anglo-catholic tradition, said that it is dl a wagte of time if
nothing followed. Another bishop, Chair of the Board fro Socid Responsihility, expressng
some worries about the new structure and its inwardness and the need to maintain the
capacity and willingness of the church to spesk to those outsde it, addressed the

importance of the public theology wherein the church can address wider societdl issues.

Two conservative MP's who were church commissioners expressed concern a the
lessening of the links of church and date, especidly the issue of the role of the laity in
governance of the church in parliament. The proposds for the diminution of the role of the
Church Commissoners were welcomed by many who saw them as an anachronism in the
“modern Church”, but the taking of their powers into the new unaccountable Council was

not seen as an improvement.

The votes on amendments to refer matters to the dioceses and parishes were taken; the
numbers of the votes by show of hands was 209 for and 213 againgt. A formal count was
caled for; this required that there be a count of persons rather than hands, with the people
being given a few minutes to get into the chamber. The result of that was 235 for and 251
againgt. From aquick tour of the lobbies and some sampling there was substantid evidence
the bishops were mostly againgt reference, as were the clergy but the laity were in favour of
reference back to dioceses. The rise in the percentage of synod (from 40% to nearly 50%)
wishing more time, more consultation and more reflection was *clearly heard. The

Archbishop of Canterbury made an emollient statement the following morning.
Commentary.

The confusion about mgority and minority exposed the issues of power and contral in the
wider inditution of the church as enacted in this particular Episcopa Church. The statement
of Arithmetic clearly marked the authority and the separation of the Archbishops. As this

% The sleeping issue might have been the proposed reform of the House of Lords and the possible



arithmetic satement was made in reply to the debate it was unchalenged.. Maybe it was
too breathtaking or maybe it was seen as a statement of truth about which nothing could be

done.

Overdl the centrd critica reflections in section A of this paper were reinforced; the extra
evidence of this second debate did underline the issues of power and control in culture in

the church..

There was one further possbility of political contral. It may have been the case thet this
was a programme of change to recentralise the church by its archbishops because of the
financid problems but aso because they conddered that the socid Structure of the
expressve community was unlikely to agree upon an andyss of the problems and even
more unlikely to agree upon a drategy for the church in the next millennium, (note the
opacity of the effects of the work of the decade of evangelism) ; hence they chose avehicle
for change which took the issue out of the synod and other bodies ; they chose to create a
new structure and, knowing that this was a manoeuvre, became very anxious about pushing
through the change arguing againgt any delay and any further consultation with dioceses.
This argument supposes that the movers of the changes did have a programme or
development or policy project which can only be reveded when they have taken control

through the new structures.

Whether this group was right to assume that a more open gpproach to Srategic change
would be usdless is another debate. But it may be observed that the gpproach fitted the
authoritarian managerid nature of the times, mirrored in the assertion of the Chairman of the
conservative party, Mr. Brian McWhinny, re the public sector when he said first you make
radicd change then you use tough management to make it gick, to implement it. In
response it could be suggested that the Synod was consulted, but the mode of consultation
did not give confidence that contrary views are “heard”.

It may be asked why the Generd Synod went aong with this process?. It was possible that
the dress in the system led the lay people in the dioceses to elect a more evangdlical,

conservative group to the new General Synod as a response to the very same anxieties

disestablishment of the Church.



which led the centre group into a radica sructurd change, to conserve and enhance
power. Maybe it was the case that the sense of taking action to reorganise was
encouraging. So the underlying red approach of the centre in taking control was
complemented by the behaviour of the houses of cdergy and laity. The loop of unhelpful
behaviour was thus completed, and it was not possble to address the underlying
assumptions for they had become undiscussable. The interpretation here is that mgor issue
was the anxiety created by the pressures upon the church and its decline. The defences that
were being erected to contain these anxieties were not discussable and neither were the
anxieties. This undiscussability was itsdf be undiscussable.

The proposa's were a rather British pragmatic kick, there being little in the way of andysis
and evidence (more a sense of unease and bad experiences) in the report of the
commission. It was as though a change experiment was being conducted in the belief (from
commercid command pyramids) that coherence might happen. One piece of evidence for
this was the continuing refusd of the Turnbull process (commission or steering committee)
to refer the proposals into the democratic Synodical system( i.e. onwards to Dioceses). It
was as though the redity was too complex to comprehend and bad objects

(Commissioners and Synod) were created as scapegoats for the undeniable problems.

This andlyss follows upon the hypothesis of regresson to traditional modes of authority.

This evidence of proposed change was oddly enough rather counter to what Gee(1996)

has described as the current master project which observes organisations deserting systems
of “authoritarian hierarchy” for systems of “non authoritarian hierarchy” which have
authority widdly distributed around them. But as Gee' s description fitted the church prior to
Turnbull it may be that the commission was caught up in common solutions of the form; if

decentralized then centraise or if centralised then decentrdise. *

32 One member of the steeri ng committee, (appointed because of his managerial work role) commented
that the Church of England had had “too much administration and not enough management”. When
asked what he meant by management he could find no words, thus supporting the argument here that
theinstitution of managerialism (hence indescribable) isinfiltrating the organisation of the churchin
UNCONSCi ous ways.



The academic theologians of the Univeraty of London contributed a sharp critique in the
Synod debates. This was reflected by the unusua route of a public letter on behaf of the
Deans of the Cathedrds (Lewis 1996) where it was pointed out that the assertion of
McLintock inter aias thet the theological basis of the Turnbull commission proposas “had
stood up to the chdlenge’ was very firmly denied as it was made “without an answer to
guestions raised” a sate which itsdf “gives cause for concern” and “we express the desire
for the (generd) Synod to have time for a full theological debate’ on the report of the
theologica group under the Archbishop of York.

Meanwhile the process begun by the report and further papers and debates was continuing.

The next section traces some aspects of those processes.

4. The Steering Committee and it first progressreport. GS 1209. June 1996

The first progress report noted that now timing was to be flexible. “The process is too
important for the future of the Church and the Gospe for us to be tied to atificid
deadlines’. ( the last paragraph 56).This stood in contrast to the arguments of urgency and
the need to provide the July 1996 Synod with legidation which had been used to deflect the
November 1995 and February 1996 Synods from referring the matter to Dioceses. No
explanation (or gpology) for this was offered to Synod.

GS1209 restated the purpose of the exercise and reminded the reader that they were not
responsible to Synod, but to the Archbishop’s Advisory Group. The clam was made that
“our national indtitutions a present are fragmented and less effective than they should be.”,
that the weaknesses described in Turnbull  “has stood up to chdlenge’ as has the
“theologica and ecdesiologica bass’. The task of the nationd inditutions is to use the gifts
given to the Church for the “task of misson”. There was no reference to the Decade of
Evangdlism, then in its Sixth year. The new “Archbishops Council would provide a Sngle
focus of resource and policy decison making, somewhere where ‘the buck stops. “The
proposals must not be regarded as an end in themselves ...they are means .. to release
enthusiasm..a dl levels without concern about alack of effective leadership at the centre.”
It may be noted then that the continuing attention to structure is predicated upon the notion
that effective leadership existed and was only disabled by structures.



The authors made the claim that the remedy had won widespread acceptance, not caring to
pay dtention to the astonishingly narrow vote at the February 1996 Synod, which might be
interpreted as a dgn of magor misgivings. Without argument or explanation, but in
discusson with the Standing Committee of Synod, the GS1209 proposed a modification to
membership of the Archbishops Council which now would mean that haf (10) of the 20
members were eected from Synod. (by the addition of one more clergy and one more lay
person). This prose and style of presentation suggested that the Steering Group were very
reluctant to acknowledge the real and sharp concerns expressed on the floor of Generd

Synod in February 1996, especidly by the laity. GS1209 then went on to state that an

increase in the numbers from 20 would not be acceptable, presumably either to themsdves
or to the Archbishop’s Advisory group..

The Archbishop’s Council was now to be accountable to the GS in the following ways,
by areport of its proceedings,
by laying an annual budget before Synod; (presumably for approval)
by laying audited accounts before Synod.

by members of the Archbishop’s Council being available for questioning (but not
debate.)

by providing regular reports of past and forthcoming business.

Generd Synod and its members were to (be given back or) keep powers to introduce
legidation by putting these arrangements in the hands of the Synod's six officers. This in
essence recreated the (to be abolished) Synod Standing Committee, dbelt with anew role
and a chalengeto find away of working. The business committee of Generd Synod wasto
continue with new dected membership and a Chair nominated by the Archbishops and
appointed after gpprova from Genera Synod.

A further evolution was to recreate a process for gppointments which included strong
representation from Genera Synod. Here an inter group committee was proposed (from

the Archbishops Council and from Genera Synod) . In this manner the authoritarian



dructurd solution of Turnbull was being modified to provide processes in which various

parts of the eco-system could be linked together.

The revised proposds for the Church Commissioners gave further evidence that the
pressures within the eco-system thét is the church were il present and il therefore had
to be acknowledged. Not only had parliament, through its committee, managed to develop
adifferent level of debate and discussion about the Turnbull proposds, it had derailed the
time table for implementation. (Some of the discussion turned upon the adequacy of the
proposed pension arrangements and the confidence that may be placed in organisations
which had been partly respongble for the financid problems aisng.) The revisd
compostion and scde of the Church Commissoners (increased in number from the
planned 15 to 29) was one product of these pressures and (para 34) there were ill

unresolved issues in the relation of Church and State and the new Archbishops Council,
the proposed new Church Commissioners and Parliament. It became clear that Parliament
could take control of dl of these matters any time it wished for the Church operates in
subsdiarity toit.

The revised proposds for the Church Commissoners included five Cabinet Ministers and
the Spesker of the House of Commons, representatives from the cities of York and
London together with one representative from the Universities of Oxford and Cambridge.
This latter proposa was greeted with derison by Synod. The turbulence of negotiating
these changes was illustrated by the curious fact that a membership of greeter than 20 was
an absolute number for the Archbishops Council and 29 members was now suitable for
the new Church Commissioners. It seems that the “centre’ was gradudly losing control of
its bid for control as the range of theologica stances in the eco-system dowly recreated
agpects of the organisationd fidd which Turnbull had sought to remove. The cats in the
cradle had used their claws.

The discussion about transfer of powers from the Church Commissoners to the
Archbishops Council ,in GS1209 added a further inter group committee to the evolving
structure and processes by suggesting (p27) a “non gatutory joint committeg’ through



which the Commissoners and the Archbishops Council could work together may be
useful; thisfollowed upon earlier smilar proposals re the Cathedrals.

GS1209 then turned to a judtification of the reorganisation process. It did this by claiming
that “ The change we seek is not about management a about structures. It is about a
changein culture....” Asthereisthen astatement of desred methods of working in relation
to partnership and trust in the shared task of misson, it was difficult to interpret what the
authors meant by the claim to seek a change in culture. They did not seem to understand
that they were enacting some aspects of the “culture’  within the eco-system that is the
church; (those to do with bdiefs about centra authority and order, vaues of love and
generosity, structures of contral through oligarchy and  limited consultation). And that the
processes of debate and discusson were dowly reassarting the conciliar modd. They
provided four examples of how the new arrangements would help: Ministry, concentrating
upon numbers, deployment, training, support and pay. Finance and Pensions, concentrating
upon the amagamation of some parts of the Church Commissioners with some aspects of
the work of the Board of Finance to save costs and to join management of income and
expenditure on clergy stipends and pensons. Nationd responsbilities, concentrating upon
integration and the possbility of new modes of working to replace “committee bound and
bureaucratic processes’, but this was presented as a desire with no evidence and no insight

into any new policy thinking or processes.

Following the now apparently established notion that al these revisons and changes
proceed without accountability to Generd Synod, the Genera Synod at its July 1996
meeting agreed to suspend its Standing Orders so that members could ask questions of the
Steering Group and the steering group be alowed to reply. In his introduction the Bishop
of Guildford spoke of the path of development as a disciplined process of examining
issues, that it was not possble to pursue legidation for July, that there would be wide
consultation. It was understood but not stated that the Church Commissioners and the

parliamentary committee were wanting outcomes at variance with the Turnbull proposas.

Echoing the frudtration of the origina commission with these evolutionary processes Bishop
Michae Turnbull ( the eponymous Commissoner) asked (in a somewhat fantastic



intervention) whether the Steering Group would protect the right of the Synod to order the
church; and whether it would “see off” the objections of the Church Commissioners and
Parliament. The members of the Steering Group again refused to countenance reference to
Dioceses, underlined the changes in GS1209 re Generd Synod control of legidation;

restated the modd of Bishop-in-Synod; and were asked to get on with it (by a member of
the Turnbull commission.) There was a sharp critique of the proposas, a request for direct
majority voting for the members of the new Archbishops Council, awish to have power of
recall of those elected, a request for elections to assure representations of different strands
of theological conviction, and a request for the Archbishops Council report to Generd

Synod to be the subject of debate, implying that comment might be made.

In the answers from various members of the Steering Committee it became clear again that
the evolutionary process were taking over the origind proposas. Smilar issues were raised
about the change of functions of the Church Commissioners, the wish to give dioceses
more authority about money flows, as to the necessity of financing bishops and cathedras
separady, as the political necessity of expanding the numbers of Church Commissionersto
29 members in order to maintain the links of church and date. It was observed, by a
member of the steering group that Synod's views would be “taken into account.” But of
course no procedure for assessng the views of Synod had been established, there had

been no systematic process of consultation.
Commentary

(& The tone of these questions and partid answers was rather tetchy; it was as though the
seering committee were unable to acknowledge that eements outside of them had begun
to exact or extract changes which they had not wished and that they were losing control of
the implementation process to the actors in the eco-system. It seemed to this observer that
the legidation was to be provided to Generd Synod without seeking the mind of Synod in
the formulation process. The use of questions and answers as a form of consultation was
experienced as regrettably patronising by many lay and clergy members of the Generd

Synod.



(b) It became evident that the work of the Steering Group was being strongly affected by
the eco-system within which it had to operate. Sowly the actors and organisations of the
eco-system were beginning to put back in place the connections and possibilities which the
origina Turnbull proposals sought to remove. It is conjectured that this happened because
the socid structures of the eco-system as organisations representing the ingtitution are much
more enduring than the task structures. There were new links between Generd Synod and
the new revised Archbishops Council, between the Archbishops Council and the revised
Church Commissioners. In pardld it became clear thet the financid management within the
Archbishops Council would have to work with the redlity that the 44 dioceses, The 44
Boards of Finance and the Church Commissioners which provided the income will require
modes of connectedness (in the new Diocesan Finance Forum) which will look uncannily
like the present (but set for abolition) Central Board of Finance. As (necessary) elements of
the eco-system were et to be killed off they were, it seemed, recreated but in subtly
different forms.

(c) A further example occurred; the Turnbull commission had a conception of a separation
of judiciary, executive and legidature much as the U.S. condtitution. It conceived of a new
world where the legidature would only get legidation from the Archbishops Council. It
emerged that this was unworkable and unacceptable, for the democratic imperatives had
great force, and Genera Synod repulsed the remova of its Legidation control; it dso has
its proposed business committee strengthened and a clearer role in appointments such that
the old standing committee was being recreated.

5. The process of L egidation; The Second Progress Report October 1996.

(& The Second Progress Report (October 1996. GS1232.) was published at the same
time as the proposed messure contained in GS1228. (The messure, if approved by
Generd Synod, had to go to Parliament for actud legidation).

Again thisreport reiterated the reasons for the changes. It reported upon the "strategic rol€"
of the council, its need for Vison, the limits on its powers and the work of drategic
planning. However most of the strategic planning was focused upon clergy numbers and
ther stipends and pensions. There was mention of the role of misson and evangelism, but



this did not gppear to be centrd. Nether was there any mention of partnership with
dioceses in the development o f any drategy for the work of the church. However it did
speak of the need for the new council to be “welded as ateam”.

The council was now to lay its budget before Genera Synod for gpprova; but not to lay its
audited accounts for approva asthey were the accounts of a separate corporate body.

The trustee role of the Church Commissioners, actively reasserted by the parliamentary
committee, meant that they had to give approva for the particular spending of its moneys.
Hence the proposal that the Commissioners should only hold assets and the council dispose
of the income flows was not possible. Hence ajoint dlocation group was proposed which
would conggt of members of the Council and the Commissioners to jointly approve
spending. Further there was to be dso a Heritage Forum with a joint management

committee from the Council and the Commissioners.
The report spoke of the specid role of the House of Bishopsin the new arrangements.
It spoke of the need for leadership in relation to ministry finance and membership.

The Turnbull report had written of the generd usdessness of committees (from its
managerialist command and control standpoint) and how they waste tme and obstruct
work. The Turnbull authors did not choose to understand what the multiple roles of the
Boards, Councils and committees had been and was. In this 2nd progress report the
authors recanted and explored the useful roles of committees. The Turnbull report had
recommended the remova of the Boards and Councils of the generd synod and ther
replacement by Executive chairman. Now the Boards and Councils would remain, for the
time being, reporting to generd synod via the Archbishops Council as they had reported
via the Standing Committee of generd synod.

A touch of defensiveness was introduced in respect of the new arrangements “if we sought
to achieve greater coherence by establishing a hierarchica form of control we would be
acting contrary to Anglican ecclesiologicd principles of consultation and consent, and
would immediatdy and rightly meet with oppostion’. This gopeared to be a quite

remarkable volte face.



With the publication of the draft measure the seam had gone out of the Steering Group and
interest and decision began to focus upon the measure and the work of the revison

committee.

Generd Synod was to be invited to give the measure generd approva at its sessons in

November 1996; it did so and the measure was sent to the revison committee.

6. General Synod June 1997.

(a) The Theological statement June 1997 GSMisc. 491.

For thissynod had a Theologicd statement (GSMisc491) which provided a commentary
upon theology and organisation of the church. (see above).

The report (GS Misc. 491, June 1997) of the Archbishop of York’sgroup provided some
Theologica Reflections upon the Turnbull proposas. They sought to develop and
complement the theology in the Turnbull report. They wrote, “A proper theory of the
governance of the Church has to hold together, in a dynamic relaionship, ideas (such as
Episcopd authority and synodicd governance, collegidity and primacy) which a first
glance seem in tenson”.p7. Y et “the church needs to be able to articulate its vocations and
to use its Structures to ddiver its misson” p8. And further “While sound theology must be
a the heart of the Turnbull exercise, thiswill not of itself ensure sound organisation”.p8 and
“the church can and should learn from other human indtitutions’.p9. The report noted the
criticiams of manageridian and argued that asdl inditutiona arrangements are provisond
the church must be prepared to adapt its sructures in the light of moves to visible unity.
Also present units such as parishes should be responsive to culturd and contextua changes,
especidly in relation to the consderable cultura flux of the late twentieth century.

The report then addressed four models or images of the church;

1. The church as the body of Christ; with Christ as its head or as they argue, origin, thus
dedling with the head of the body issue.



2. The church as Communion; the church as Trinitarian and as being in communion

emphasisssits relationa and dynamic nature; echoed in the eco-system modd.

3. The church as Pilgrim; te church and individuds being on a pilgrim journey in and
toward the light. Structures must embody this and build mutua fellowship and misson,
recogniang that the ingtitutions of the church have to meset its need for order and the
voluntary nature of active participation. This is reflected in new inditutiond theory as the

concern for modes of order.

4. The church as herdd; to proclaim what it has heard, believed and been commissioned to
proclam in its prophetic role. The church as herdd and prophet must engage with the
world with an emphasis upon faith, witness and service. This is an echo of the new
inditutiona notion of the sgnificance of vadues and beiefs thar origin, evolution and

context.

In these four modds the theology of the Turnbull report was located, contextudised and
dggnificantly extended. The authors then moved from there to consder the church as
Learning Community with attention to trugt, risk, involvement and reflection. The role of
leadership was explored in relaionship to authority. The many “..Gifts carry their own
authority as their bearers commend themselves to the people of God’. P27. “There needs
to be a combination of sufficient freedom, with consequentia untidiness,”. The charisma of
leadership was not to be annexed to the ordained in the church nor, anong the ordained,
by the Bishops. Leadership is shared and distributed and all those who exercise it need to
be dert to its dangers. Here the authors refute Turnbull and especidly acknowledge that
the laty exercise leadership. However the office of Bishop does cary specid
responghilities as well as the recognition, encouragement and nurture of the gifts of others.
Only by wisdom is a baance achieved between freedom and order. P29. In this way the
theologicd congderations of authority and leadership in reorganisation was sgnificantly
reshgped by Anglican tradition; but note that Turnbull was not explicitly rejected .

The attempt to substantidly limit synodical government in Turnbull was taken up in GS
Misc 491 in adiscusson of Condliarity. “This conciliarity istwofold. First it is grounded in
the felowship among the college of Bishops. Secondly it is grounded in the way in which



bishops and representative clergy and laity take counsd with each other.” p30. The conciliar
model of Bishop-in-Synaod fits the catholic concept of sensum fidelium. Anglican synods
were not just to be about taking votes, they were to be a means of taking counsel about
what God wills for His church. But while the Bishop has power and authority so does the
Synod, by law established. The report noted some tension between accountability and
trust. Indeed “conciliarity has wesknesses in that councils and committees find giving
dynamic leadership difficult” and there needs to be “space for individud leadership,
prophetic witness, initiative and enterprise.” p33. In this way the synodica governance was
qudified by recognising the need for change. The use of the term dynamic, in rdation to
leadership, in these sections did indicate some agreements with the frustrations which lead
to the formation of Turnbull and with what needed to be done and the problems of doing
it.

The report argued that if the concept of the new Archbishops Council needed to be
theologicaly sound. The pilgrim church, it said, needed leadership and governance. Is not
the generd Synod enough? It asked. It noted that the new Archbishops Council resonates
with the idea of Bishop-in-Synod and would enable the Synod and the Archbishops to
collectively exercise oversght and service. However its success will, they wrote, depended
on more than theoretica arguments. It then left the matter to the new Council to consider;
“the council will need to examine its role againg a sound basis of theologica principle to
establish guiddlines to govern its busness” p55. And in something of a friendly warning it
noted that “it will need to be ready to listen to its partners in leadership and governance of

the church and to learn from their experience.”

The rest of the report was a discusson of the Role of Bishops,(cf the Ordind), Suffragan
Bishops, Coallegidity, the work of the House of Bishops, reationships and Primacy.
Turnbull had chalenged the Bishops to provide vison for the Church; here the authors
reflected upon the historic role of the Bishops (eg. leadership, unity, misson, oversight,
teaching, public roles) within dioceses, nationdly and universdly in the specific anglican
context of an established state church. The response to the cdl for vison was, inevitably,
muted noting only that “the House is well placed to develop a draegic plan for the

Church’smission.” p49.



In summary the report GSMisc 491 did not refute the theology of the Turnbull report but it
did chalenge it fundamentally. It located it within awider reading, a wide reading typica of
the eco-system view of organisationd fields which themsdlves are products or carriers of
differencesin vaues, beliefs and modes of order.(Scott, 1995). Significantly it did not make
any recommendations but did chalenge the assumptions of headship, power and control in
the Turnbull report. Thiswas perhaps not surprising given that the Archbishop was from the
catholic tradition.

(b) The 3" Progress Report. GS Misc 494.

Clearly behind the meetings and reports from the Follow up Steering group were a wide
variety of discussions about the evolution of the notion of the new council, its structures and
memberships and roles in reation to other bodies. Clearly the once attacked and embattled
Church Commissioners had mohilised the Parliamentary committee to good effect, as the
trustee role of the Church Commissioners, (a body established by Parliament in 1947) was
supported as an dement of the relationship of church and State. It became clear that
Parliament were not willing to surrender the independence and role of the Church
Commissionersto the new Archbishops Council.

Once again this 3rd Progress Report reiterated the purposes for the reforms and new
arrangements then set out to answer some of the key questions that had been raised.

1. Whereisthe Vison? There was no answer to the precise question, rather it was hoped
that the new arrangements would lead to a new vison and new ways of working with the

House of Bishops being given a centrd role which they dready had.

2. Is the Archbishops Council (now) a threat to the Generd Synod? No, they answer,
noting that the Turnbull attack on Genera Synod and its role had been reversed. The
Synodica government was to be kept but the new Council was a separate corporate body

which has its own powers.

3. Isit to be run by grey suited manageria types? No they said.



The report noted that the draft measure had “rolled up” the proposed executive chairmen
and the three nominations for the Archbishops Council into Sx members to be nominated
by the Archbishopsand approved by general Synod.

In the progress reports there had been an amost surreal debate about the right size of
membership for the new Archbishops Council. The number had drifted from the 15,
proposed for the new Church Commission (but now to be 29) to 19, to 20. 21. 22, with
satements made at where the possible was changed by the addition of 1 member into the
unworkable. This symbolised the sense that the Steering committee were losing control of

the original Turnbull agenda which indeed did appear to be the case.
The report addressed what was in this process for diocese. There was little of substance.

The Turnbull report had sought to abolish the separate role of the Centra Board of
Finance,(CBF) by absorbing it into the Archbishops Council. However the CBF was a 44
dioceses meeting to examine issues of finance and especidly Stipends, stipends which were
decided at nationd level but now mostly financed at dioceses and parish level. There was
to be a new Finance Forum to advise the new Council of what could be managed by the
various dioceses in repect of stipends and some other minor matters. The value of this
body was underlined by later debates and decisons which extended its membership to
include elected members of the Genera Synod.

The 3rd Progress Report concluded by claming that the new Council will provide a foca
point for policy and drategic thinking, bring together finance and policy responshilities of
the Council, create a stronger partnership between the bodies working nationaly, provide
greater trangparency over the apportionment of central costs and central support, enable
mission, provide a coherent unified nationa staff, accountability to generd synod, enhance
Episcopd leadership and synodical governance, control costs, bring the 44 dioceses more
effectively into decison making a the nationd leve. Much of this gppeared to be a mantra

with the nuances unexamined..



7. The Fourth Progress Report. (GSMisc.501 October 1997).

The report like its predecessors restated the vison behind the changes and went on to
provide a summary of the new arrangements. The Church Commissioners Functions re
Pastord Measure 1983 and Dioceses measure 1978 may be shifted via an order initiated
by the Archbishop of Canterbury but requires resolution in parliament. Balance of church
and state maintained. The Central Board of Finance; absorbed into the new Council but till
existing as a body corporate. The Diocesan Finance forum is to replace joint decison with

consultation.

Penson Board. 1997 measure; some smadl changes but the new requirements of clergy
pensions to be funded from Jan 1999 meant that it will build its assets at the rate of some
£30million per annum.

Boards and councils, till exist pro tem but report to Generd  Synod via the new Council.
But in a shap change from the origind Turnbull proposds for gppointed executive
chairmen, their new Chairmen will no longer be executive members of Council; so they are

cut off, when in the past they were a part of the sanding committee of Generd Synod.

Details were provided in relation to the common staff, accountability, central services and
costs. Some comments were offered in relation to dioceses and parishes in respect of their

being amore coherent view at the centre.

The progress report spoke, perhaps rather wryly, of the Byzantine complexity of the church

and its structures without asking why or how that was the case.
8. Report of the Revison Committee. GS1228Y;GS1229Y . October 1997.

In November 1996 the draft Measure had been given general gpprova. The revision
committee was made up of five members of the Follow on Steering group and twelve other
members of synod, including members of the origind Turnbull commisson and from the
Church Commissoners. The assessors to the revison were 2 daff of the Church

Commissioners and one from the Pensions board.



A wide array of representations were made , some substantive, relating to gpparent vetoes
for Archbishops, not to have both the new Archbishop's Council and the Central Board of
Finance as corporations, requirements for audit and accountability; these were dl rgected
sometimes by narrow votes of eight to seven. A number of minor and useful tidying up
amendments were carried into the revised measure; e.g. the statement of objectives, some
text rearrangements etc. In genera the committee were aways persuaded of the need not
to revise the draft measure away from the text and intentions of the generdly approved
measure; clearly most of the committee saw revison as a minor technical metter. This
gopears to be the product of a mgority of the committee being either from the steering
Committee or from the origind commisson and the church commissioners. The report of

the revison committee was accepted by Genera Synod. The Measure was approved.
9. Steering Committee Progress Report no 5. (Jan 1998. GSMisc.1277.)

Like dl the predecessors the report reminded its readers that the vison was based in
Theology; this time mentioning the themes of Conciliation and Grace and the wish to see the
church as a learning organization, clearly accepting the criticiam of the Archbishop of
York's Theological working Group. The report sets out the new structures, restating what
has been done. It set out some of the working of the new Finance Committee of the

Archbishops Council together with arrangements for Ministry and heritage.

Arrangements and timetables for eections and appointments were announced. It was
interesting to note the fate of the origind desire of the Turnbull Report for the Archbishops
to gppoint four executive directors and nominate three people of public standing (people it
was then explained who were so grand that it would be unthinkable that they would offer
themsdlves for election to Generd Synod). Now advertissments were to be published
inviting persons to goply for consderation for nomination by the Appointments Committee;
such nominations to be gpproved by Synod.

In the event, in November 1988 after the Roya Assent Sx persons were nominated as
members of the Archbishops council. They ranged from a pro vice chancdlor of a new



university via a young black oxford educated barrister® to a female marketing executive.
They were nominated as a group. Synod was not permitted to vote on each of them, thus
ensuring that it could not actualy even symbalicaly vote againgt any one. So democrétic
accountability was nullified.

In January 1999 the Archbishops Council came into being. The chair of the follow on
seering group was given a knighthood; the prolocutor of York was dso given a gong.
Later the secretary generd of the General Synod, who became the senior executive of the

new Council was also knighted.*
Section C;
1. Reflections.

The "cats cradle’ of interconnected organisations and structures which the evangdica
headship influenced Turnbull report had scorned and had sought to remove and streamline
had been recreated in this evolutionary process. Indeed it may be noted tha in some
respects the cradle had become more complex than before, with the emergence of joint

committees.

(8 The intended end state was that the idedl of corporatism and manageridism and that of
demutualisation of the core of synodica Government (by the cregtion of the legdly separate
council and the absorption of Synod's staff) had been achieved even if the context of its
proposed working had been significantly changed.

The modd of bishop-insynod had been used as a descriptor of the proposed
Archbishops council. However it was clear that the new corporation was a mode of
Archbishops out of synod. The new corporate body was accountable to no other
organizetion.

(b). However the origind structure and membership of the proposed national council had
been radicdly dtered. From a model of achair appointed board (as a saf perpetuating

% Later in 2002 to become junior minister in The Labour government.
% Later to be appointed in 2002 as the Parliamentary Commissioner for standards.



oligarchy with some dected memberships) it had changed into an dected mgority with
gppointment of sx ordinary, if varioudy gifted, persons. The idea of “working as one
body” had been suggested as ared attempt to create working as one heed, in the model of
a corporate board. The joint committees, the fact of diocesan independence and control of
most of the financia resources, the eections of a mgority of its members from synodicd
condtituencies has radically changed the character of the head.

The body existed but the head had, to follow the metaphor, been given a brain transplant
and others controlled its blood supply..

(¢) Further the Church Commissioners retained their independence, their powers for asset
management and involvement in spending decisons. They work with the new Coundil via
joint committees for spending and for Bishoprics and Cathedras.

(d). While the Centrd Board of Finance had been absorbed into the new Council
membership, the Diocesan Finance Forum had been given aradicaly changed membership,
to include members of genera synod from each diocese. The redity of the dioceses as the
major sources of money meant that the consultative Finance Forum has the redl power of
financid choice, to condrain the new Council if it wishes. By early 2000 Diocesan Boards
of Finance were beginning to indicate to the new Council and Synod that they could only
accept a2% reduction in their centra contributions.

(e). That the Turnbull commission and the follow on steering group and the large part of
the revison committee were drawn from the financid parts of the organisations reflected the

origins and anxieties which had leed to the setting up of the Turnbull Commission.

(). The redlity of the emerging finances of the clergy was that the parishes will have to find
both dmogt dl of ther sipends and pengon contributions hence the centra bodies will
become progressively less important. The Pension Board will become more significant than

the pensons resources of the Church Commissioners.

(9). The process of amendment of the proposals demonstrate that the modes of order were
muddled as between Archbishops and bishops are to be conciliar in practice, the beliefs
are untouched, the values of conciliar working have both persisted and modified.



But any item from the Archbishops Council will be cleared by the House of Bishops prior
to being considered by the other houses. Thisin practice may lead to estrangement.

(h). It could be argued that the form of corporate manageridism was modified by
membership and will be further modified in practice by the unwillingness of the eected
members to collude in the degrading of the houses of clergy and laity of generd synod, but
future eections may be interesting.

(). 1t may be that the central church bodies will seek economies by essentialy abandoning
the work of the Boards and Councils by removing the professond saff. In 2002 the
Council seeking to reduce costs has reorganized the Boards into two Divisons.

Asthe common gtaff was created it has been noted that the commissioners gtaff being paid
more, will because of TUPE, be given the more senior jobs. Already lay professond staff
are being replaced by mae clergy.

In effect the Archbishops will have two s&ffs; their own professond staff at Lambeth and
Bishopsthorpe and the gtaff of their new council.

(j)- None of this appears to have affected the mgor issues facing the church i.e. potency,
decline in public standing, decline in membership, severe pressure on financial resources,
the emerging pressure of the third province breskaway movement, the emerging pressure to
revoke the act of Synod and move to the Ordination of women as Bishops. In one sense it
has fulfilled the role of many re-organisationswhich isto be a subgtitute for criticad analyss
and drategic action.

The requirement for coherence in nationd policy was and is a myth of functiona modes of
thought. An expressive community needs careful articulaion of its beliefs and vaues. That
work will go on and, it seems, it will go on in a highly disributed manner in the styles of
leadership spoken of by the Archbishop of Y ork’stheologica reflections.

2. Discussion.

The proposers of change clearly had some difficulty in finding a modd or theory upon
which to hang their suggestions. They turned to the mode of the primary unit, the Diocese,



and its later day mode of working as Bishop-in-Synod. Now this modd of Bishop-in-
Synod was designed to work at the level of the primary unit that is the Diocese. Essentidly
the new Archbishops Council was to be a new head for the body and, as it was to be a
Sseparate legal entity, it was a case of Archbishops Council out of Synod. The processes of
change had led to a change in the Structure of the brain in the new head together with
sgnificant changesin its embedded connections.

The modd of Bishop in Synod is essentidly an intra-organisational mode!. It isnot an inter-
organisationa modd and hence is an unlikely basis for sensble description at the inter-
organisationd level, unlessit is assumed that thereisamore radical change project than that
presented. For the use of the intralevel mode a an inter organisationd level may imply a
real desire to recast the Archbishops as the “bosses’ of the Diocesan Bishops. Note that
the Archbishops are also Diocesan Bishops and do not have the same authority in the other
Dioceses of ther province, they being more primus inter pares in the House of Bishops.
Certainly the nature of the composition of the houses of dergy and the houses of laity of
the General Synod do not correspond well to the diocesan modd being applied at the

inter-organisationd or eco-systemic fidd level.

From this argument it might be observed that the modd of Bishop-in-Synod does not fit or
provide an adequate model when lifted to the level of the extra-organisationd andyss.
Hence the origina notion of Turnbull to leave the Archbishop of Canterbury’ s establishment
at Lambeth outside of the proposed arrangements fits with the arguments of this paper. For
through the Lambeth Paace the Archbishop can take up his role in between the churches
and within the provinces of the Anglican communion as an dement of an extra

organisationd leve of working.

Asthe Turnbull commission itsdf, in its unconscious assumptions of order, was a shadow
of the mode of operation for the new Archbishops Council, so it seems was the heavily
financidly influenced steering group an emerging shadow of the chief work of financing the
clergy, (except of course in neither case was there any directly elected membership). The
casgting by the Turnbull Report of Generd Synod as a reactive body, by not seeking to
conault it as abody, has been carried on by the steering group for the group did not seek to



involve synod by testing its mind to the evolving arrangements, they smply asked for
comments, questions and reactions. Rather Generd Synod was ill cast as a somewhat
tiresome necessity with the unfortunate role of deciding upon the actud legidation. Thismay
be taken as evidence of the strength of the apostolic definition of episcope as the abiding
moded of authority in the Church of England, such that dl other authority including that of
the democraticaly dected lay members of Synod hold their authority in some mode of
delegation. (White, 1992). The episcope so envisaged in the Turnbull commission has been
described  (Roberts 1996) as “an gpogtolic successon turned executive employing

manageria power” an ascription which derives from, among others, Enteman (1993).

In contragt there was a feding among Synod members that the arriva of the legidation
before Generd Synod would be the time of reckoning where the powers of the Genera
Synod would be unequivocally asserted. For it was cartain that the legidation will require a
two thirds mgority of each house of the Generd Synod. It was observed that the Turnbull
Commission reported between the end of the 1990-1995 General Synod and the election
processes for the 1995-2000 Generd Synod. The proposals were to be a matter of
urgency, to be approved without reference to Dioceses. Sowly the Generd Synod, by its
votes for reference to dioceses and parishes and in proposng amendments had been
sggnding its increasing discontent and in concert with work in the Commissoners and in
Parliament had almost recreated the previous cats cradle of autonomous bodies which the
Turnbull Report had found so difficult to understand.

From this andysis it gppears that the modd of the multiplex eco-system was serviceable,
providing as it did a picture of the Turnbull commisson proposds as a regressve
hypothesis introduced as normative prescription into the eco-system. It partly explains how
these proposas were dowly modified by the very pressures and forces that lead to the
evolution of the church as eco-sysem. Especidly a risk was the migrating manageridist
assumptions and ideology, especidly the notions of task and policy command and control,
for the re-creation of sundered linkages in the eco-system proceeds apace and will
continue. Of course there are many other changes happening within the eco-system

through which processes of mutud adjustment were continuing to exert their influence.



This andyss ds0 suggedts that the notion of effecting organisationd (or indeed culturd)
change through such prescription is unlikey to bear much fruit, for the Turnbull
precriptions were essentidly structurd, and it was the culture-in-action or values-in-action
which was modifying them mostly by recreating processes which were designed out. To
effect a change in culture would require a quite different mode of intervention and
programme of work. This provided evidence for the Scott hypothesis that the behaviour of
organisations is socidly congructed from conceptions of  beliefs, vaues and regulatory
modes and is not likely to be changed much by small dterations in some part of the eco-
system, but they may engender reactions which serve to strengthen other beliefs and vaues.

However given the problem of describing and understanding the church as an eco-system it
must aso be the case that the changes, however modified, will lead to other changes which
are not predictable (Gee,1992). It is the nature of eco-systemsto be exceedingly complex
and it can not be assumed that they have long run stability or viability. It was of course the
very recognition of the problem of long run viahility , usng the financid crisis as a trigger,
thet led to the setting up of the Turnbull commission and the choice of its (rather financid)
membership. It was possble that the new arrangements as they emerge will lead to the
parishes and other efforts railsng the money to sustain the professond clergy and steff at or
around the present levels. That would be a significant accomplishment of financid viahility.
There is little Sgn that this process has any impact upon the viahility of the church eco-

System as an expressve community.

The nature of contral in this church as eco-system was a struggle between dominance and
collaboration, reflecting the manageriaist assumptions of drategic choice that are being
migrated into the organisation and the beliefs and vaues of the inditution of Christianity. It
was clear that the manageridist assumptions of oligarchy and execution fit closer to the
evangdicas focus upon headship than they did to the anglo-catholic conceptions of order
or more acutely the Liberas conceptions of  interpretation and hermeneutics. However the
bid for dominance in the Turnbull proposals has been severely dented if not quite defested
in the emergent processes; by the experience and desire for collaboration as the proposas
were modified by actors having the power to make clams in the eco-system for their
“rights’ and obligetions to be maintained in substance if not in form. In the sense that the



regressive hypothesis developed in the early part of this paper to explain the genesis of the
origind proposas is correct then the emergence of  significantly modified proposas which
were based upon a fuller diagnoss and daboraion would be a sgn of ether arch
conservatism of the eco-system ( Smilar to White's concept of sability being the ultimate
defeet of elite group control) or of viability. It would aso be a Sgn that monarchy is not
viable in this eco-sygem but that polyarchy and oligarchy will continue their uneasy
cohabitation with democracy. It seems that the conscious and unconscious atempt to
render invisble much of the pogtive and creative work within the eco-system has
foundered upon pre exising differences within it. This is not to dam that there is an
dternative conception of change being mohilised rather it is observed that the control in the
€co-system is emergent as we observe adaptation through smal and discrete steps to
continueits task of replication and evolution of itsinner beliefs, values and modes of order.

This case of the druggles for control in the Church of England has been influenced by

White's (1992) conjectures about the role of agency of the elite as a means of contral. In
this sense the Turnbull Commission was an agent of some of the desres of the dite, the
Archbishops and their advisory group, using rationdity as arhetorica wegpon, to shake up
the present patterns in order to enhance or regain control (from the “1960's’ intrusion of

Synodicd government) and cut across ossfication and the consequences of
“gpecidisation” and to enable new patterns to emerge. In this sense the modified proposas
may be seen as adequate. In the first part of this paper it was conjectured that the elite may
have a much wider project in mind, a project which is held privatdy in the sense that

“public secrecy goes with interna openness within the agentry” (White p99). Smply to
focus upon the “central policy making procedures’ could well be a precursor to further
possihilities, eg. bringing the Diocesan Bishops and dioceses into a restructured divisiona

form of organisation. The movement in the case of vison and o forth into the House of

Bishops does fit with White's point that the patterns resulting from this use of agency are
sf conceding and any lagting sgnificance may be publicly discounted, were it to be
recognised. Of course organisations are never datic, they are dways changing in some
ways and they are more crescive than designed. The Turnbull Commisson aso attempted a

further task of agents which is to dehistoricise the organisation in order to regain control, to



destabilise and create enough “chaos’ in order to effect control. However as White noted
“Indtitutions are hard to change’ and “the mechaniams of agency will turn into serpents
beneeth oneshand.” It seems that such was the case in the Church of England.

The reasons for the partial defeat of the project for control via a new head for the body
offered here is that the modd of organisation and control being infused into the Church of
England presupposes a coherent entity rather than the loosdy coupled, multiplex eco-
system of competing theologica stances which is argued here to represent the Church of
England. Hence this paper is a contribution to the task which White and others (eg.
Y eung) have set out, which isto build understanding of the issues of control in eco-systems.

The materid of this case does suggest that the capacity of multiplex eco-systems to resist
control being exercised from one point in them may have a wider gpplication when
condgdering the consequences of the shift from centralised to network forms of
organisation. Like Humpty- Dumpty they may never be put back together again; but in the
eco-system gpproach there is dways the possibility of shifting to new and unpredictable

forms.
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