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SUMMARY 

An exploratory case study was carried out on 

7 parish councils in one Catholic deanery. Parish 

councils are organisations of priests, religious 

and laity in which the parish priest acts as a:r;1 

appointed leader, and the council chairman as an 
' 

elected leader. Councils consis t usually of 15 

members and their task is to share pastoral 

responsibility in some way so that the christian 

commitment of the parish community will be 

strengthened . They have been established in 

most Catholic parishes over the last 6 t o 8 years 

a s part of recent attempts at renewal in the Catholic 

Church. 

This research assessed the strengths and 

weaknesse s of 7 parish councils and specified some 

of the educat ional needs of parish priests in the 

matter of working with parish councils. It examined 

the relations hip between the organisational climate 

of the parish council, the priest 's atti tude to 

shared responsibility a nd the priest's leadership 

or participative style in council meetings. 

Measuring instruments included: 

- a structured interview with each parish priest. 

- standardised observation of council meetings 

by 2 observers. 

collation of comments from parish council 

members. I 
the organisational climate instrument of 

Kolb, Rubin and McIntyre based on the work 

of Litwin and Stringer. 

the measurement of the priest's participative 

style by Fiedler's A.S.O. score and an 

observed rating on Schein's friendly helper, 
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tough battler, logical thinke r scale . 

Results showed that in these -7 parish councils 

there is a high level of good- will , in ceneral a 

satisfactory level of warmth a nd trust and some efficiency 

especially in practical and administrative matters . 

The parish priests have a considerable degree of 
, 

openness and are likely to a ccep t assistance ~ 

They have a particular need t o reflect on the meaning 

of leadership in the context o f parish councils a nd 

to consider fully the implications of shared 

responsibility . 

The weaknesses of t he pa rish councils c entre 

round lack of clarity in r egard to pastoral goals 

a nd a r eas of responsibility. There is a need 

to strengthen the sub- committee structure , to 

improve communication with the parish, to increase 

procedur al efficiency a nd t o understand a nd a g ree 

on t h e mea ning of consultation and decision- making . 

In t his research , "climate dis crepancy" was 

chosen as a criterion variable i . e . the d i sc repa ncy 

between the perce ived a ctual and ideal situat ion 

on 7 organisati onal climat e items within each council . 

A high discrepancy score indicated a high level of 

dissatisfaction with the actual climate . 

Results showed that if the priest is hesitant 

towards change and _shared responsibility there is 

evidence of a higher climate disqrepancy score , and 

in particular any manipulative tendency on the 

part of t he priest is related to dissatisfaction with 

the actual climate . A high r ating for t he priest 

on the tough battl er scale is significantly rela ted 

to a high discrepancy score for that parish council, 

a high rating on the logical thinke r scale is 

related to a low discrepancy score and a friendly 



helper style is not significant. 

Suggestions are made for further research 

on a wider scale and p.ractical recommendations ha~ 

been offered to the deanery in question. 

iv 



ACKNOWLEOOEMENTS 

I wish firstly to thank Professor George 

Shouksmith of Hassey University , who in the midst 
of a busy schedule undertook the task of supervising 

this thesis . His encouragement, his guidan~e and 
his advice have been inva l uable . 

Mr. Pete r Gault ass isted with the observation 
of pari sh council meetings . I am particularly 

gr ateful to him for the qua lity of his comments and 

for his generosity in giving up so many hours of his 

time . 

In the early stages of this research, a number 

of people offered ideas and suggest i ons . J\'Iy thanks 

in this respect go especially to Niss Dulcie Mellor, 

t o Fa thers Dave O' Neill, Tom Curran and Peter Cullinane , 
and to g r a duate students and staf f members of the 

Psychology Depart ment at Mass ey University . 

The organising and asses sment of data is a 
time-c on suming task and in this I have been greatly 

assisted by I'liss Helen Simmons and Sister raula 

Brett- Kelly. I off e r them my s incere appreciat ion. 

The "subjects" for this research were parish 

priests and parish council members t hroughout the 

Manawatu _Catholic Deanery . I am very grateful for 

their willingness to participate and for their 

frankness . 

Special thanks go to Mrs . Judith Maloney for 

the generous way in which she undertook the onerous 
work of typing this thesis . Her typing skills and 

her diplomatic ability to set impossible deadlines 
played a major part in the completing of this 

resea rch . 

V 



And finally~ I wish to thank my fellow priests 

at St. Patrick 's Presbytery, ralmerston North , 

Fathers Tom Duffy, Geoff Broad and Dave Bell. 

They have put up with my frequent absence and my 

distracted . presence with unfailing patience and good 

humour~ and I thank them particularly for 1h~ir 

constant s u pport and encouragement . 

vj 



I 

· TABLE OF CONTENTS 

ACKNOWLEDGEMENTS 

LIST OF FIGURES 

CHAPTER ONE 

CHAPTER TWO 

I nt r oduction and Statement 
of Ai m 

Review of the Literature 
Section One : Parish Pastor al Councils 

A 

B 

C 

D 

Vatican II and the Christian 
Community 

The Parish Council 
What is Shared Responsibility? 
Some Relevant Studies 

Section Two : Leade rship Styles and 
Principles 

A Theory 
B Research 

Section Three : Organisat i onal Climate 

CHAPTER THREE Outline of Research Methods 

Section One : Aim of Research 
Section Two : Method 

A 

B 

C 

D 

CHAPTER FOUR 

The Sample 
The Measuring I nstruments 
Procedure 
Statistical Treatment 

Pres entation of Results 

Section One: The Five Measures 
A 

B 

C 

Int e rviews with Parish Priests 
Comments from Parish Council 

Members 
Measurement of Participative Style 

v. 

ix . 

1 • 

4. 

8 . 

14 . 
2 1 • 

27 . 
27 . 

35 . 
36 . 

42 . 
43 . 
43 . 
43 . 
55 . 
57 . 

58 . 
58. 

66. 
72. 



D Observation of Council Meetings 

E The Organisational Climate 
Questionnaire 

Section Two: An Overall View 

A Climate Discrepancy and Participative 
Style 

B Organisational Climate, Shared' 

75. 

78. 
82. 

82. 

Responsibility and Change 86 . 

C Other Factors 88 . 

Sec tion Three: Profile of Parish Council 
Chosen by Climate 
Discrepancy 89. 

A 

B 

C 

D 

Climate Scores 

Interviews with Parish Priests 

Comments from Council Membe rs 

Leadership Style of Priest and 
Council Chairman 

E Observations of Council Meetings 

Summary of Section Three 

CHAPTER FIVE Conclusions and Implications. 

Section One : Conclusions 

A Strengths of Parish Councils 

B', Weaknesses of Parish Councils 

C The Educational Needs of Parish 
Priests 

D Factors Related to Climate 
Discrepancy 

Section Two: Some Theoretical Implications 

CHAPTER SIX Special Recommendations 

BIBLIOGRAPHY 

I 

89. 
95. 
98. 

99. 
100. 

104. 

1 06. 

106. 

107. 

111 • 

11 2. 

11 4. 

117. 

120. 



LIST OF FIGURES 

Table I Observers' Judgement of Priest and 
Council Chairman on 3 Dimensions 
of Participative Style. 

Table II A.S.O. Scores for Farish Priests . 

Table III Mean Scores and Standard Deviations ­
for Actual and Ideal Climate in 7 
Parish Councils, with Climate · 
Discrepancy Score for 7 Fa ctors. 
and for Overall Climate. 

Table IV Rank Order Correlations Between Climate 
Discrepancy Scores for Parish Councils 
and Observers' Judgement of 3 Partici­
pative Styles for Parish Priests and 
Council Chairmen . 

Table V Content Analysis of Priests' Interviews 
Alongside Parish Councils ' Climate 
Discrepancy Scores. 

Table VI Standard Deviations on Actual Climate in 
Parishes B, D and F. 

Table VII Standard Deviations on Ideal Climate in 
Parishes B, D and F. 

Table VIII Observers ' Rating s of Priest and Council 
Chairman on 3 Participative Styles . 

Table IX Summary of Observations of Council 
Meeting s in Parishes B, D and F. 

Graph I Climate Discrepancy Scores in Parishes 
B, D and F. 

Graph II Scores for Actual Climate in Parishes 
B, D and F. 

Graph III Scores for Ideal Clir;;a te in Parishes 
B, D and F. 

I 

ix. 



CHAPTER ONE 

INTRUDUC'l'ION AND S'l'ATEMENT OF AIM 

Even to the casual observer, there is evidence 

tha~ in the last ten to twelve yea rs, the Catholic 

Church has undergone and is undergoing a ~r6cess of 

rapid and considerable change . While there is 

clearly a basis of continuing belief and unchanged 

"essentials 11
, the Catholic Church now expe riences 

new forms of theology , new attitudes , new expressions 

of authori ty, new styles of worship , new teaching 

methods ; and among the fruits of this change has 

been the growth of new forms of shared re sponsibility. 

In a society accustomed to a vigorous and vertical 

rule of law , the emergence or re-emergence of such 

bodies as the College of Bishops , Diocesan Councils , 

Priests Senates and the Parish Pastoral Councils has 

produced new possibilities - and naturally enough , 

new problems . It would be misleading to sugges t 

that the existenc e of thes e bodies amounts to a 

total democratisation of the Church , but the change 

from single to shared responsibility in many fields 

is a significant reality and one which provides a 

fascinating fie ld of research for the social scientist. 

It is the purpos e of this thes is, therefore, 

to examine one of these new bodies, the Parish 

Pastoral Council , to assess , through objective 

rese a rch, some of its possibilities and some of its 

problems . 

The establishment of Parish Councils was 

encouraged in the early l960s by the 2nd Vatican 

Council, a gathering of 2000 bishops in union with 

the Pope, which became the authoritative agent and 

focus of so much subsequent change. Parish Councils 

were not given legal or constitutional definition 

1 • 

but were envisaged in general terms to be representative 

bodies within each parish, made up of clergy, _religious 



and laity who would together share responsibility 

for the 1;astoral good of the iJaris h comir:uni t y . 

Kany i ssues could be considered in dealing 

I', i t h these councils , and for a complete picture a l l 

of thes e would need to be studied ; their orgunisational 

st ructure , rea l and ideal ; the measured effect of 

training sess i ons for pari s h council members and clergy ; 

the ne t work of cor1uaun i c:?.t ion between pari s h and paris h 

(!Ouncil ; the e.ffe ctivcness of different vot ing 
~roc edu r e s and s o on . But afte r working with varish 
councils , in sess i on 2.nd on training efforts , :1.n d 

a f te r informal intervievrs v1 i t h jO - 1+0 i::aris h counci l 
membe rs (wh o took n o further part in the stuJy ) i t 
was decided t o make this research an exploratory cas e 

study on 7 of the 9 parishes i n the 2an~wat u ~canery 

of the ~e llinBton dio cese, a cas e study with the 
following precise aim s : 
(a) to assess , hy j_nterview , by observat i on and 

by uritten report, the strengths and weakness 
of paris h councils i n the Manawatu Deanery , 

and i n particula r t o assess the educational 
needs of parish ~riest s i n the matte r of 

working with i--arish councils . 
(b) t o tes t the hypothesis tha t the satisfactorines s 

of the organis a tiona l climate of paris h c ouncils 

will be affected by 
(i) the parish priest ' s the ologica l unde r­

sta nding of a nd att itude towa rds shared 

responsibility. 

( ii ) the paris h pri es t ' s style of functioning 

within a group . 

In a complex area of study these two i ssues do 

a llow for some objective measures and statements and 
they do seem to form an integral an d i mportant fa r t 

of the whole picture. Both have been the subject 
of comment and decision-making within the l a st few 

years, but a s yet ne ither of thEID. has been the obj ect 

c . 

of any scientific research , certainly not in this count r y. 
Comments a nd arguments have been ba sed on personal 

opinion, common sense and subjective impressions . 



It may well be that these opinions and impressions 

have been both perceptive and accurate and it is 

readily admitted that they have contributed greatly 

to the choice of subject matte r and the preconceptions 

involved in this present study ; but it is hoped that 

this research , despite its limited aims and scope , 

will shed some objective light on the situation , to 

the benefit of future diocesan or at least ,deanery 

decisions . 
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CHAPTER TWO 

REVIEW OF THE LITER.h.'fUIIB 

SECTION ONE 

PJ.HISH PASTORAL COUNCILS 

(!) VAT ICAliJ" II P_ND THE CHRIS TIAN COHMUNITY 

The 2nd Vatican Council, uhich met from 

1961-1965 wa s both an agent a nd a p roduc t of chang e 

in the Chur ch . It was a n agent of change in that 

it initiated many new dire ctions and new attitudes , 

a nd it was a p ro duct of change in that it was 

responding tone~ needs and new situations . Our 

releva nt example here is that the Council laid a n 

e ~ually strong emphasis on the need for authority 

a nd for freedom i n the life of the Church community. 

It did not make a ny direct effort t o s olve the age­

old question of how these work together in practice, 

but it spoke emphatically about the need for dialogue, 

for mutual listening, for respect for the dignity 

of the person, and for a sense of common respons-

ibility. (Wellington Guidelines, 1967). In 

doing so, it responded to new aspirations in the modern 

world , and it initiated new ways of acting to "proclaim 

Christ's presence ." 

I 
So the Council spoke of the Church and 

therefore of the parish as a community of persons, 

each with his God-given dignity, freedom, competence 

and responsibility "established by Christ as a 

fellowship of life, charity and truth." 

4. 



And a s a logica l consequence the Council 

laid down the pas toral principle of "shared respons­

ibility" as fundamental for renewal . 

"The Ja i ty should a ccustom themselves to 

working in the parish in close union wi th 

the priest, bringing to the Christia~ 

community their own and the world ' s 'problem s 

as well a s questions concerning human 

salvation , all of which should be examine d 

and resolved by common delibera tion . As 

far as poss ible the laity ought to collaborate 

energetically in every apostolic and mission­

ary undertaking sponsored by their local 

parish ." ( Decree on the Laity n .10). 

Authority and leadership in the r-arish , 

therefore~ is to be exercised in such a way as to 

promote the dignity , responsibility and initiative 

of laymen . Full authority rests with the bishop 

a nd is shared autonooously by ~riests but : 

"Pastors are to recognise and promote the 

dignity as well as the responsibility of the 

l ayman in the Church . Let pastors willingly 

make use of the layman ' s advi ce. Let them 

5. 

confidently assien duties t o him in the service 

of the Church , allowing him freedom and room 

for a ction . Further , let them encourage 

the layman s o that he may undertake tasks on 

his own initiative . Attentively in Christ, 

let them consider with fatherly love the pro­

jects, desi res and suggest ions proposed by 

the laity. And let pastors respectfully 

acknowledge that just free d om which belongs 

to everyone in this earthly city." 

(Decree on the Church, n.37 ) . 



In this respect, priests are spoken of as 

"brothers among brothers with all those who have 

been reborn at the font of Baptism." (Decree on 

Priests n.9). Laymen are urged to Christian 

obedience a s disciples of Christ, but also to a 

sharing of responsibility; 

"Every layman should openly reveal to 'pastors 

his needs and desires with that freedom and 

c onfidenc e which befits a son of God and a 

brother in Christ. An individual l ayman , 

by reason of the knowledge, competence or 

outstanding ability which he may enjoy, is 

permitted and sometimes even obliged to 

express his opinion on things which concern 

the good of the Church. When occas ions 

arise , let this be done through the agencies 

set up by the Church for this purpose. Let 

it always be done in truth , in courage and 

in p rudence, with reverence and charity 

towards those who by reason of their sacred 

office represent the pe rson of Christ." 

(Dec ree on the Church n.37). 

These are theological phrases, carefully, and 

6. 

in places, cautiously i.·rn rded. But their implications 

have relevance for the historian and the social 

s cientist , as well as the theologian and the believer, 

because they point the way towards profound social 

and historical change. Karl Rahner (1968) puts 

it in theological perspe ctive: 

"The Church is not a finished, solidly built 

and furnishea./ house, in w_hich all that 

changes is the successive generations who 

live in it. The Church is a living reality 

which has ·had a history of its own and still 

has one ••• The Church is always in the flux 

of history, not on the motionless bank, but 

in this movement, God's eternity is present 



with it, his life, his truth and his 

fidelity.... The most importa nt thing 

about Vatican II is not the lett e r of the 

decrees (which in a ny cas e have to be 

tra nslated by us a ll into life a nd a ction). 

It is the spirit, t he deepest t ende n c ies, 

pers pectives and me a ning of ·wha t happened 

that rea l l y matt e r a nd whi ch will remain 

o -o erat ive. They may ~e r haps be s tibme r ged 

again f o r the time b eing by a contrary wave 

o f c a ut i on , fea r of one's own cour age ... 

But t he re a l se e d s of a new outl ook a nd 

st r ength t o underst a nd and e ndure th e 

i mrn inen t fut u re in a Chri s ti an ·way h av e 

b een sown i n th e f ield of the Church." 

( p35 , p1 00). 

The h i s t oria n, commenting on this will seek 

pa tt erns of h i storical cha nge, cul tura l a n d 

c a u sativ e dete r minants . Bishop Via ck ey ( 1971), 

fo r exampl e, ~o i nts out t hat i n the l a st 4 00 y ear s , 

the Catholic Church in reaction :particularly to the 

Refor mat i on , the Hevo lut i on and l·J odernis m "la id 

h eavy , some times exc l us i ve emphas is on i t s 

own aut h or i ty , stressed t hat true freed om 

exis ts on ly with in a r e cognition of the 

sove r e i g nty o f Go d , a nd i nvok ed auth ority 

t o ie1pose a r.1 orat or iun on d i s cus s ion until 

ec c lesiast ic a l di s ciplines had time to 

asses s the r elevance of new knowled g e to the 

traditions of f a ith . \·Jhatever might have 

been the subtleties of doctrine, the 

p r a c t ical a p plica tion of these r e a ctions 

7. 

was to/ c a nonise a simple vertical relationship 

within Hhich the ruled a re merely subjects, 

whose s ingle duty is obedience to authority •.••. 

Va tican II stre sses those Qualities of the 

Church which were formerly overshadm.;ed. 

The Church is not merely a divinely instituted 



monarchical society, but it is equally the 

People of God and a communion of interpersonal 

love with a service to perform towards all 

humanity. The service it has to perform 

is one of liberation so that a ll may enjoy 

the freedom that belongs to t h e children of 

God." (p44). 

Erich Fromm (1960 p.143) perhaps, would se e 

this as a move from external towards internalised 

authority but for the social scientist the main 

concerns will be with som e of the more immediate 

a nd practical applicat i ons of these v;ide-ranging 

principles and that is p recisely the purpose of this 

study, to consider one practical consequence of 

Vat ican II's pastoral reflections, the emergence 

of- parish pas toral councils . 

We now move tow a rds a definition of these 

bodies . 

(]) THE 1->ARIS H COUNCIL 

Vatican II did not provide a working structure 

or legal status for parish councils, but it did 

provide the basic ideas. In the Decree on Bishops , 

a pastoral council at the diocesan level was 

described as follows: 

"It is highly desirable that in each dio cese 

a pastoral council be established over which 

the diocesan bishop himself will preside 

8. 

and in which specially chosen clergy, religious 1 
and laity will participate. The function 

of this council will be to investigate and 

to weigh matters which bear on pastoral 

activity and to formulate practical 

conclusions regarding them." ( n27) • 



Then , in the Decree on the Lai!.Y:, (n.26) this 

theme was expanded to all levels in the Church, 

including the parish, and these Councils are 

s1Joken of as "assisting the apostolic work of the 

Church, either in the field of rnaking the Gospel 

known a nd men holy , or -in charitable, s ocial or 

other spheres." 

There followed, eventually , in e a ch Diocese 

throU£hout the 1·,orld ( or rathe r, in each Diocese 

where act ion was t aken) local gu idelines and 

suegestions . In \-iellinr;ton, in 1967, the "basi c 

idea s" on parish counci ls we re communicated to all 

pa rishes in the following terms : 

11 Pa rish councils should express in their 

structure a nd working: 

( i) ;\.uth ori ty and leadership rests with 

bishops a s authent ic preachers of 

the \"i'o rd - tho s e to whom the "ca re 

of the church es" has been e;iven in a 

s pecial way . 

(ii) Priests make the bishop pr e sent in a 

loca l congregation of the faithful , 

share his concern a nd his function of 

(iii) 

I 

(iv) 

lea dership and authority . (Priests 

a re recommended to "preside a t 11 ra t her 

than chair council meetings . ) 

Lay people are tu be given a wide 

colilI!lunal responsibility in union with 

priests and religious . There must 

be emphasis on their mature freedom , 

initiative and dignity . 

These aims are to be achieved in 

dialogue , mutual listening and in a 

sense of shared responsibility and 

care . 

9 . 



(v) Parish councils are not to be seen in 

isolation , but are part of an int er­

dependent and inte rlocking system of 

community councils working a t a ll 

levels in the Church . " (V,'ellington 

Guidelines 1967 p . 7) . 

In spe cifying these objectives , the 1967 

Guidelin es therefore emphasi s e the importa nc e of 

dial ogue , sha red responsibility , and active 

2Jartne r·s hip . " These concepts ar e not new in 

the Chu rch , but a re the modern expression 

of t he t r a ditiona l Hew Te stam ent idea l 

of brothe rhood a nd c omm on c a re . 'l'he 

Church of today is trying t o e x press 

this ideal u t every leve l - bi~h ops with 

the Pope , religious with th e ir superi ors , 

priests with thei r bishop , a nd l a y } eo ple 

with their p riests . " ( ibid . p . 4) . 

'l'here is reco[;nition of the idea l t ha t 

\·li thin e a ch 1;a rish council there should be a 

s h a ring of h opes , plans a nd decisions in a spirit 

of open discuss ion, s o tha t a 1,arish council is 

to b e "not mere ly a W_;_ y of conducting community 

aff a irs , (bu t is to be ) itself a sharing a nd 

caring col11J!lunity of Christians . " (ibid . p . 5) . 

At the same time there is a suggest e d method 

for dealing with serious conflict. These 

SUf:gestions include : 

(a) extend ed discu s s ion; so that a minority 

on the council should feel free to call for 

further considera tion of any important 

decision and "before any a ppeal to outside 

help is ~ade •.• the majority on the council 

should make every effort to underst and the 

root of the difficulty and to settle the 

matt e r in a spiri t of mutual understanding . " 

1 0 . 
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(b) conciliation ; if t he minority feels the 

matter is of sufficient import ance , the 

suggestion is made here tha t t hey should be 

a ble to call for the help of arbitrators 

or conciliators from outside the parish. 

Finally , a llowanc e should be made fo r 

(c) a p peal to a uthority ; so that ~f ter discussion 

and conciliation any member wh o "still fee ls 

conscientiously that a wrong de cis ion is 

being ~ad e , m~ y appeal to the fina l 

authority of the a rchbishop , or of any 

d iocesan official whom the a rch bi s hop has 

appo inted to C_eal with such matters ." 

The point is mad e that thes e provisions , even 

though they may be used rarely , "set an atmosphere 

of confidence in argum.ent and vigour in 

discussion ; members have a feeling 

of knowing Hhe re they st2.nd and how fa r 

they can g o . They provid e a safee;uard 

against hasty ma j ority decisions ..• and 

also have the advantage of applying 

equally to everyone on the council , laymen , 

relig ious and priests . " ( ibid . p . 6-7 ). 

Part II I of these Wellingt on Guidelines goe s 

on to sugges t ways of fanning a parish council and 

stres se s the importanc e of having a planning group , 

a s et of working rules , and a satisfactory method 

of election either through neighbourhood meet ing s , 

postal ballot , or parish meeting. 

I 
I n 1972 , the Auckland Diocese als o produced 

"Guidelines for Parish Pastoral Councils." In 

the statement of aims and ob j ectives , thes e show an 

expec t ed similarity to the Wellington document : 

"Genera l ly, the aim of a parish pastoral 

council is to provide the opportunity for 

1 1 • 
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d i alogue, shared responsibility o.nd active 

partnership between priest , religious and 

pe ople . 

This g eneral a im , or res ponsibility , c a n be 

described rno~e explicitly a s f ollows :-

(i) to a dvis e a11d j oin i n d ecisio~- mak i ng 

with the par i s h p rie s t in a ll mat ters 

r e lating to par ish life. 

(ii) to provide a means of communica tion 

b eh1een a ll members , s e ctors and 

orgt. nisa t i ons of the paris h . 

( iii ) t o fos t e r and c o - ord i n a te parish 

pastora l wo r k s. 

(iv) t o promot e t he whole life and. worsh i p 

of the pari s h . 

(v) t o discover a nd fulf il i n a p r a c t ica l 

way the nee ds of the pa rish, par ishione rs , 

a nd othe r s living within th e pa r ish a rea . 

(vi) To s timulate a Chr i s tia n resp ons e to 

s oc i a l i ssues ~n d t h e probl ems 

c or!fronting ma nkind. 11 

( Auck l Qnd Gu idelines 1972 p . 3-4) . 

In matters of deta il, howe v e r, the Au ckland 

Guid e line s a re more specific and directive t ha n t h e 

\.'ellington ones . In 1971, interim suggestions 

had bee n p roduced in Auckland , and in the introduction 

to the 1972 Document , the -Bishop of Auckland st a ted : 

I 

11 In the light of subsequent e xperience and 

experimentation , I have reviewed the 

matte r ,dth the members of the Commission 

on the Laity , and I am now in a position to 

issue definitive guidelines making parish 

pastoral councils obligatory in every parish 

as of June 30th, 1972. Each parish will 

g o about setting up its c~uncil in its own 



way, provid ed always that the basic 

principles of these Guid elines a re respected 

and observed . No parish pastoral council 

will be recognised unless it does so conform . " 

(ibid. p.2) . 

And so , whe reas in \'lellington , the numbe r and 

functions of any sub-committe e s , for example , was , 

and still is , left to the discretion of local parishes , 

the Auckland document states : 

"Mandatory standing committees for the time 

being in the Diocese are : finance , works 

and maintcna.nce , school (where school exists) , 

reli~ious educ;J.tion , litur gy , missions and 

overseas aid • " ( ibid • p . 1 6 ) . 

Similu.r 

ret; :::. rd to the 

rr.eetincs , the 

of election. 

prec ise directives a re ei ven with 

composition of parish councils , 

settleraen t of disputes , and method 

On elections , for exaople , the 

Guidelines state that : "in Auckland , under no rmal 

circu.mst2.nce s, elected repres entatives \·:il l 

be elected at a g eneral meeting of the partsh 

from a list of nominees previously canvassed 

in the whole yari sh . The ~arish general 

meeting will normally be held in the 

month of June . (I1embers of the council 

should resign by rotation . .. ) The parish 

meeting will be the occasion for the council 

to report in full to parishioners on its 

activities. All parishioners , 16 yea rs 

of age and over , shall have voting rights • • • 

A quorum for the parish general meeting 

shall consist of 50 parishioners , 16 years 

of ag e and over . In the case of a parish 

of less than 250 parishioners , the quorum 

shall be one fifth of the total number on 

the parish r oll •..•• Any alternative method 

I 
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(Q) 

of election mus t have the prio r approval 

of the bishop ." ( ibid . p . 6 ). 

WHAT IS SHARE D RBSPONS I BILI 'ff? 

Both of these dio cesan guide lines , therefo re , 

are a tt empt s t o embody the decis i ons of Vatican II' 

in the hope that they will be translat ed to the 

loca l pari s h se tting . Aims and objectiv es , 

and , in some respects , oethods and styles a re 

specified as ideals . Fo r t he purpose of this 

thes is we mus t now attempt to clarify the meaning 

of " shared res ponsi bili ty 11
, since this 1-rould seem 

t o be one of the fund amental concepts on which 

parish councils rest . Two issues a re involved , 

firstly , the Easto r a l role of pa r is h councils , Wld 

s ec ondly , what authority <l o they exerc ise . 

1. 'l'he PastorL. l Role of Fari s h Councils . 

In 1967 a l a r g e scale study prog r c:;.m.me on 

Vatica n II ' s understandine of the Church was 

undertaken in the Diocese of Lansing , I1ichigan . 

A series of mod ified ~hillips 66 discussion 

sess i ons w~. s condu cted among a total of 4 , OOO 

a dults , a nd 2308 suggest ion ca rds came from thes e 

discuss i ons . In the sect i on on ~arish councils 

we f ind this stat e ment : 

I 
I 

"The main fo cus of the council will be on 

the financial and busine ss affa irs of the 

parish s o that the pastor will be free 

t o fulfil his spiritual duties more 

e .ffec ti vely." ( Lans ing Diocese 1967) . 

This sort of s tat em ent would s eem to be a product 

of a n olde r the ology that was inclined to see the 

laity a s dealing with the things of the world and 

the clergy as dealing with the things of God. 

( Niermann 1975). It does not take into account 
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the insistent call of Va tica n II t ha t the Church 

a s a whole is in the world, that th e right a nd 

duty to e xercise the apos tola te is comm on to all 

the f a ithful , both cleri Y a nd laity, that in the words 

of 1-'ope Pa ul ( 1966) "It i r~ the f unc tion of the 

pas t oral council to inves tigate e verything 

pert a ining to pas t o r a l ~ctivit ies, to 

we i gh them carefully a n d se t fo r t h 

pra ctica l con clusions con c erning t hem, 

s o a s t o promo te conformity of life a nd 

a ctions o f the Pe ople of God with the 

Gospel. 11 The th eoJog ica l not ion behind 

t his is t he new awa r e n e s s i n t he c ~thol ic Church 

of the II c omn on 1~r ies thood" of al l the fc1 i t h f ul, 

a unity p rior to all d i st i nc t ions i n t he Church, 

and f ounded on the common Ba p t i sm , Con f irma tion and 

c a ll of a ll the me mb e rs. The II Co·villcil of the 

Laity ", a n offic i a lly esta olished Roman Comm i s si :·n , 

put s it i n these ter~ s: 

11 On e o f t he b 2. s ic f e a t ures of Va tican I I 

r enewal is t he st r e s s laid on t he s pe c ial 

c ont ri bution whi ch l a y pe ople ca n ma ke t o t h e 

f u l f ilment of t he c ommon mission - e a ch 

one in accordanc e with his o r he r own 

voca tion a nd all in communion with the 

pa stors who b e a r respons ibil i ty wi th in 

the Church . It . i s not a matter of 

g r ~nting privilege s to the laity, but of 

recoEn i sing rights and appealing to duties 

which are ba sed on the 

of a ll the baptised . " 

1974) . 

common 1~rie s thood 

(Council of the Laity, 
I 

In the interviews , observations and discussions 

which form part of this research , an attempt will be 

made to assess t he level of awareness and acceptance 
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2 . What Authority Do Parish Councils Exercise? 

Here we consider the p r a ctical applica tions 

of sha red responsibility in t erms of how decisions 

are reached . Gujd e lines, Constitut ions, Parish 

Council Handbooks an d commentari es of all k inds 

deal with th is qu es tion in one way or another . 

At one end of the scale would be the coom ent th~t 

"the paris h council is a church uuapt a tion of the 

d emocrati c process ( wit h) however , t he dist inct 

and unii~u e c1uality tha t it is a non- political 

s e rvice group . 11 ( Broderick 1968 p . 64) . 

On the othe r end of the scale would be the si t uation 

in one j~r;1erican parish ·where the counci l is recog­

nised a s complete ly advi s ory; the agenda is fully 

determined by the ,r:,as tor, t here are no formalise d 

_p r o cec.ures for motions and voting , and it is 

c learly recocn ised tha t t h e :~o.s to r is not bound 

by any ad.vi ce c; ivc n --...,y the council . (Deecan 1969 , 

p . 123 ). The proposal in a 1970 Iri sh p~mphlet 

would lie bet,-1ecm thes e tw o }JO Si tions . It 

suggests that the .i_Jari s h council should ~12. ve · 

decis i on- r-ak ing . o~·:ers in cert a in specified a rea s 

and that some decisions must be left to the 

ya ri s h clercy . " Thes e would be :.lgre e d upon 

i nitially by clergy and laity f rom their 

own knowledge and ex_r,erience , but Ii1Utual 

trust an d app r 0ciat i on must be exe rcised . .• 

\·:hat is r equired is t hat clergy and laity 

s hould enter s incerely into co-op eration , 

each aware of the r ole of the other and 

ful ly concerned with the Christian message 

of unity . " (Buckmaster 1970 , pp11-17) . 

Most commentators , therefore , d ealing with 

this issue s tate the question by asking whether 

the parish council is advisory or decision-making , 

al though one respected writer- in this field 

questions the phrasing and intent of such a 
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statement . "( Such a ques tion) reflects only 

one aspect of t h e Church , namely , its 

vertical , legal dimension. A Question 

phras ed in legal terrrs will yield a legal 

answe r . A ques tion phras ed in eithe r/or 

terms will yield a n either/or ans wer . Such 

a quest ion may work in a cor.1puteris ed 

surve y . But surely it is a disastrou~ 

oversimplification of the complex reality 

that is the brotherhood of faith reflected 

in a t:ood 1,arish council • .. However , even 

a poor ques ti on can sooetimes perform some 

ninirEum service in clarifying an is s ue . 11 

( Rademache r 1974 p .17). 

So He use this ciues tion in the humol e; hope 

of clarifyinG the issue . The G~idelines for the 

WelJ.ington Diocese d id this too and a nswered th e 

quest i on i n th is way . 

11 1.-,inal leLal a uthority , both c2noni c· :.l and 

civil,r~ma ins with the bi s ho p . The parish 

priest shs.re s in t his 2,uthori ty a nd. nonnally 

exGrc i ses it a t t he loca l leve l sub j ec t to 

the bisho p ' s c uid o.nce and powe r of fina l 

decision . Parish councils h ave a s ye t 

no legal st a tus of themselve s; tney 

simply share responsibility and function 

with those to whom authority legally belongs . 

Some have therefore described parish councils 

as merely advisory or consultative bod ies . 

While this may well describe their lega l 
I 

status , it is an inadequate description for 

a ny but legal purposes . It g ives an 

impression that they can g ive advi ce , but 

that there is no responsibility on the 

priest or bishop t o allow them a s hare in 

the making of decisions . The Vatican Council 

suggested r a ther a situation in which decisions 
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would be mad e together expressing the common 

ca re that all have for the conce rn s of the 

\·:hole c orru::mni ty . " ( \1
.' ellingt on Guidelines 

p . 4) . 

The Auckla nd Guidelines , a fter s t a ting that 

the cha in of authority a nd shared respons ibility 

is from bisho p t o parish priest to rarish council , 

s ays tha t " the parish counci l is n ot s ole ly 

advis ory , nor is it a decision- oaking 

autonomous from the ~arish priest . 

bo0_y 

It 
is a mixture of both , with the t ask of 
sharing the ;2stor 1 r esponsibili t y of 

the r:aris h 1Jriest wit h in a nd b eyond the 

parish by comoon deliberu.ti on . 11 

(huckland Guidelines p . 3) . 

Anothe r Rew Zealand statement on the issue 

c omes in a 1969 pam1Jhlet writt e n in ChristcLurch 

" 'i.'o s2...y a ::;iarish council is only Ll.Yl c::.dvisory 

body is inadeL1ua te 2.nc_ raisle2.ding .• • 

Decisions will be Bade together a s an 

expr ess ion of the c oooon c~re that al l 

have fo r the comrnuni ty . The priest 

does exercise lead ers hip 2.Yld he 1-rnrks with 

the 1;arish counci l in s uch a way tha t 
corrr:uni ty shari ng and mu t-ual res ponsi bili ty 

c ome alive . The parish council i s based 

on dialogue i n human equality . " 

(Curnow ~969 p . 5) . 

In r~ew York , the Archdio cesan Commiss ion on 

parish councils spea ks of t he .._Ja stor as " t he 

archbishop ' s r epresentat ive in the par ish" a nd 

states " the parish council should be a decision­
r.:iaking body whose decisions a re binding when 

ratified by the pas tor . In pra c t i c e the wit h -

holding of such r atific a tion should be rare . " 

(New York Guidelines 1968 ). 
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These idea ls are b roadly expressed, even 
I , 

in the Auckland Gu idelines. It is evident that 

where a parish council is agreed t o be decision­

making it is clea rly sharing in the responsibility 

of pastoral c a re . But it needs to be understood , 

t oo, tha t true consultation ca n indeed be a share 

in tha t responsibility . Any decision-making 

process includes aoong its preliminary steps the 

gathering of information a nd this ca n be~ clear 

functi on of a " consultative " council. It can 

provide some of the f acts n eeded a s a basis fo r 

a decisi on ; it ca n f ,, rnish some o f the iG:Jplications 

of those f acts ; it c an shed light on how a variety 

of people interpret the f <lcts ; it can provide 

alternatives for c ons ideration and in particular 

it ca n indicate how a representative ~ roup 

within a community views the entire matte r . 

The s e are crucial preliminaries a nd those who 

share i n them fully are sharing in the decision­

making ~roce ss . (Deega n 1969 pp . 12 1-1 24 cf ~aie r 

1963) . It will be one of the c onclusions of this 

r esearch , howeve r , that g re~ ter unde r standing a nd 

[ reater clarity on this issue is vital . 

Gne local pari s h counc il has recent ly 

g r appled with this issue and in the p rocess of 

drawing up a new proposed constitution cakes 

a possibly u s eful distinct i on between "respons ib ility" 

(which is shared by all) and "account ability" ( which 

may a. evolve u pon one or other ri,ember of the council .} 

In the first draft of this document , the aims and 

responsibilities of the council were stated as 

f ollows : ; 

"The parish council is ..• an organisation of 

clerg y and r eligious and laity which shares 

the responsibilities and problems of the 

whole parish and indeed the whole community. 

The parish aims to be a community of the Pe ople 

of God within a diocese. It exists to 
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tell people about God and the Gospel , to 

strengthen the f a:i± h of believers , to praise 

and worship God , to be an exampl e of God 's 

love in the community and to offer a 

Christia n lead and a Christian response 

in regard to the needs of others . 

The parish council , then , exists to lead , 

euide cilld serve the 1-,,arish in the fulfj_lment 

of these aims ... The par i sh council has 

decisi on- making responsibility except in areas 

covered by Church law , or Diocesan reculat ­

ions , or in m~tters where the bisho~ has 

made the parish i-' rie!.:- t alone a ccountable . 

In these fj_elds , the 1 2. rish council \Jill 

have an advi sory i:.tnd consultative fu..Y1ction . 

It further has the responsibility of 

informing the bishop of its ~ctivities 

and its thouchts . 11 (St . .Fo.tr jcl{s ..::·2.rj_s h , 1975) . 

This c.ttempt to clarify the 11 Cc::cis i on-r:18.king 11
, 

v ersus 11 c:.dvisory 11 ques tion in te :cms of 2.ccount a :)ili ty 

( cf Schalle r ( 1971 ) p . 115) muy eventually be one way 

of specifying ~h e possibilities proyosed i n the Irish 

Guidelines quo ted earlier , but on reflection this 

parish council d ecided that the responsibility of 

the ::,,ar ish priest is not sufficiently recoe:;nised in 

the above wording c.. nd i s considerinc; a ch: .. nie to 

make the first 1Ja rt of the second .l.~ar2.[r:~ph reo.d : 

"The parish council is to be a decision­

making body and its decisions a re to be mad e 

a lwa ys fo r the pas toral good of the parish . 

The parish priest who presidey at council 

meetings , has ultimate responsibilities 

a nd ·will at times ask that othe r council 

members act in a purely advisory c ~ pacity. 

If, in a particular cas e of this kind , 

the c ouncil considers that its r ole shovid 

be other than auvis ory, then there shall te 

a proc e s s of extended discuss i on, c oncilia tion 
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2.nd final arbit rati on by t he archbis h op 1111 

(St . Pat r icRs ?arish , 1975) . 

This still implies that the parish c ou n cil is a 

dec ision- making b ody - on :par t i c ular i ssues where 

it is t o b e ac.vis ory it mu s t b e s h own to be jus t 

tha t . 

( 12) SOH~ ?..BJ.}NJi.HT S'.i'lJDIE S 

I n 1-lew Zealand , the Auc kla nd Diocesan 

Pas t oral Counc i l recen t ly survey e d t he ~·a rish 

counc il s i tuation in the Aucklan d Dioc e se . 

Its preliminary report states that v:hi l e mos t 

parishes i n that Diocese do have _parish c oun ci ls , 

"slie;htly more than one - th i rd have 11ell-consti t ut e d 

counci l s . 11 The criteria fo r thi s j udg:ent a re 

not ful l y stated i n the frelimina ry repo r t , but 

one f r.i.cto r seen t o emerge i s 11 t he impress i on 

tha t 1 some 1 parish priests are eithGr excessively 

authoritarian, unintere s t e d o r obstructiv e . 11 

·i 1he survey sugc;ests tha t the }_.,astor ~l role o f a 

1. ·2.rish council hill n ot develop without the 

po s itive ~uidance und spiri t ual l eade r s hip of 

t he c l ergy . 11 It i s by no means e st3.bli shed tha t 

this t u idance a n d le~d ers hip has b een fo rthcoming 

i n a ll 1.1 a r ishe s . 11 F u r the r mor e , it seeos tha t 

c ouncil mee tings in th r e e-Quarters of t he ~ar ishe s 

"devo t e l ittle or no time t o c o nsidering s piritua l 

matters •..• Instead the commit t e e s which 

a re gen e r a lly most active and best or ganis ed 

are those of finance , a nd works and 

oaint en ance ..• This indicates a pre­

occupation with the managerial functions 

of the council a nd a lesser regar d for th e 

pa stora l need of the ::rarishes ". 
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The report r e cor::;nises that i n the past , the l aity 
have n ot gene r al ly been .~c ~:us tomed t o &ctive 
i nvolvement in pas tora l matters , s i nce this 
respons ibility "has been considered tha t of t he 

pries t , not t he par ishion e r s . But • •• 

it i s r ealis t i c t o expec t tha t Jieopl e s hould 
grow i n the ir unders t anding and that 
sufficient t ime has now elapsed Io r the 
lai t y ' s awa r eness of thei r r ole to 

have deve l oped •.. The question t o be 
answered is the extent of such development . " 

(Zealandia Newspape r June 15 , 1975) . 

In 1965 a s urve y ~a s carri ed out in one 
diocese of the United States , ~h e re , of the 900 
priests cit; eri ed , SO~G responded . 'i'he survey was 
t o cl eternine v:h,:::. t channels of com.rr,unica tion could 
be opened i n the diocese among bir·,ho ~ , l,riests a nd 
l a ity , but one que stion dealt with letting others 
share j n responsibilities . 
on this ~oint stutcs : 

The sv1,1m~ ry report 

"some su.gt:csted th2. t the laity be given 
real responsibility , which i ncludes 
acceptine t h e po ssibility of thei r making 
nistakes , j ust as t h i s ijoss i bi l i ty exists 

fo r the pries t in charc;e . l·lany reactions 
on th i s point i n the survey indicat ed t hat 
a pastor \·.·ho has a n attitude of sharing 
res ponsibility will be able to avo i d a n 
ove r l y pat e rna lis t ic attit ud e tha t tends 
to r egar d the l a ity as chi ldren who cannot 

th i nk for thems elves . 11 
( Deegan 1969 p . 1 21 ) • 

I 

This find i ng was in agreement wi t h a n 
e a r l i er "bus iness management " s tudy conducted in 

18 bi g city pari she s i n the Unit ed States which 

s ought to t est the hypothesi s t hat " the re is .:... 
posit i ve rel ationship between the effi c i ent 
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operation of a pa rish and the use by t he fas tor of 
compe tent lay advis ers or ass istant pastors in a 

subordinate line or staf f capacity. " In this 

stu dy , "delegation of aut hority " was de f ined to 
mean a 11 pattern of behaviour whe r eby a pas tor would 

give assis t ant pastors or qualified lay 1;ers ons 
a ctual decision- making powers i n certa i n a r e~s ," 

c.nd th e t e r m "effic i en cy " 1·:as ne:.1nt t o emb ou.y 

"both the i dea of get t i ng r esults a nd. als o the 
mos t ec on om i cal us e of all a va i l a bl e r esources." 

Ten pr ·::. c t ice s we r e ch os e n t o measur e t he ex t ent 

of deleLat i on by t he ~a rish ~riest; sooe ha d to 

do with mo r e eas i ly demonstr a ble a ctivitie s , while 

othe r s \vere more r eJ.o. ted to his philos o1)hy of wo rk ing 

wit h ot h e r s , but i n ea ch c 1:~s e , ev;.;. luat i on s were 
ma de by con s i dering in s ome way t he ~a rish pries t 's 
beha vi our . 1\mong t he n or ms we re : CO!ill:: i tment to 

poli cy of us ing J.aity to sha re in adm j_ n i st r a ti on: 

pr actice of ass icni ng ~ r eas of res ponsibility ; 
pr ac tic e of r.1anaging by objectives ; pr a c t i c e of 

g i ving de cision-ma king powe r s t o commi tte es . The 
CTa j or conclus ion 6f this s tudy wa s t ha t in t he area 

of chu rch a dminist r a tion " t h e re i s r eas on to expect 
a cl ose correl a tion be tween a pas tor ' s ex ecut ive 
eff i ci en cy and t h e ext ent t o wh ich he pr a ct ices 

ce rta in habi ts of del egu.ti on ." I t wa s a ls o 
concl uded tha t "r.1anag e r i a l concepts and princi pl es 

a r e n ot under s tood , t hat par ish pr i ests r eflect the 
delegat ion they perceive in t he ir own superiors , 

and tha t there is a lack of performance criteria ." 
( De egan 196 3 ) • 

There is a dea rth of objective studies dealing 
specifically with parish councils , although in the 
next s ection brief mention will be made of some 
relevant resear ch in the gene ral field of lea dership 
styles a nd principles. There are however , a number 
of books rela ting in one way or another to parish 
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council s and these nmge across several disciplines . 

Coriden (1968) in a book ent itled ~e the 

Pe ople of God examines the present st r uctures of 

the Church a nd analys es them from a sociologi ca l and 

hi storica l point of view . Sugcestions on 

constit uti onal g overnment fo r the Church are outlined 

and emphasis i s g iven t o those ~hich wou ld lead t o 

Church renewal . 

Bri .dstow (1969) is a s ociologi st who is 

also a Lutheran eccl esiologist. I n a work 

e ntitled Church Polit ics he provides a sociolog ical 

analysis of vari.ou s churche s and how decisions are 

cade i n them . He describ e s the interplay of 

hunan f 2.ctors of inf l uen ce and _persuas i on which 

are j_nvolved in the c;over ning of the q hurch c.S an 

institution . 

Curr~n an1 Dye r (1970) ~&vc edited seven 

ess2ys which relate to s h2red r esponsibility in 

the local ,:hurch , and \·:hich a re intended , in the 

edit ors ' words , to II provide the reader 1·:i th the 

data a nd theolo[, ical reflection \·.hich must undor c ird 

the principle of shared responsib i l ity . 11 

In simiJ.2.r vein i s a nother i·iork edited by 

Coriden (1971) entitled ~ho Decides i n the Church : 

Studies in Res p onsibility . Here the au t ho r 

describes decision-making and policy- forming processes 

in the Ch urch . There a re historical p rece dents , 

ecwnenical a nalogies, and sociolog ical critiques . 

I 

Granfield (1973), in a well researched, if 

somewhat pedestria n book called Ecclesia l Cybernetics 

also covers historical details . His is a systems 

approach, an analys is of auth ori t y and decision-

24. 

making in th e Church, with a reminder that an open 

communication system, interacting with its environment, 



is mor e eff ective t ha n a closed , one - way sy stem. 

He makes t he pl ea t ha t the Chur ch needs " cyberneti c 

r e form through democrati zat i on. 11 (p. 211) . 

Among the mo re the oloti cal works is Ca r d i nal 

Su encns ' U968 ) Co-Res ponsibility i n the Church, a 
pra ct i ca l o..nd spiritual book. Th e National 
Ad visory Counci l of the Un i t ed St ates :Spiscopal 

Conferen ce say s that Ca r dinal Suenens "t r eats t he 
r ole of t he lai t y i n a way that shows pe r s onal 
under s t a nd i ng along with pr ofound i nsights int o 

t h e needs of the modern i'lDrld ." 

'.rw o o the r books propose n ew pasto r a l 

structures , i n particul a r the buil di ng up of smal l 

responsitle corn1:1unit ies . I:iicha e l 1:!inte r (1973 ) , 
i n l·liss ion or I-:aintenance calls for a 1,rogn:m.-ne 

that i·:ould r:12..ke the Chu r ch , i n S['}all responsibl e 

c r oups , a comrr:uni t y of worship , charity , wi tness 
and apos to l ate : &nd he con clu~es that i n t he 

industrj_alised countr ie s of t h e :::nglish speaking 

wor l d , an authentic Chr ist i a n com:.10.nity "could 
hard ly b e sv.stuined c.:u:iong [10re t ha n 20 or 30 

rJeopl e .'' ( p . 2:5 ) . Ste.ohen Clark (1972) i n 
Buildinc Christ i an Communi t i es a l s o makes a plea 

f or small gr oups and i n rea ching towar ds this 

concl us i on , makes a t h r e e-fol d di s tinction i n 
pa s tor a l plann ing and l ea der~hip : 

( a ) a n a ct i vities-orient ed a pproach, where the 
concern is to see tha t t he r ight a ct i viti es 
oc cur. 

(b) a problem-oriented 2..pproa ch, whe r e the focus 

is primarily on the goa l or t he i dea l a nd 
in t his case , t he goa l would be "i n f or mi ng 

t he Chur ch a s a whole, or s ome unit of t he 

Church into what it ·should becoce. 11 This 
approach, says Clark, becomes most i mport ant 

in t imes of r a pid s ocial change. (pp. 1 2 f f) • 



A numbe r of books offer pract ical sugges ti ons 

fo r parish councils . Apart from Diocesan Guidelines 

~nd ecc l es i ast ica l d ecrees , ment i on has already been 

r~ad e in this respe ct o f works by Curnow , Rademacher , 

Buckmas ter, Broderi ck c.tn d SchalJ _e r . Apar t from 

thes e , Bernard Lyons nas dealt with this area in 

three essential books ~hos e titl es a re self-explana-

tory : Ia1·i_sh C01;ncjJs , HcvL::,1 .'in:'( the Christian 

Co cr.:r~.uni ty ( 1969 ) ; Prorrc:;.moes for J arish Councils 

( 1 970 ) and J cade rs for :i. ari sh C;ouncils ( 1971) . A 

;rotestunt viewpoint is p rovided by Kean (19~3) in 

The Christi~n Gospel and the Paris h Chur ch whic h 

discusses ways of involvement for parishio~ e~s , and 

als o by Lindgren (1965) i n "Fou...YJ.d a tions for l' urposeful 

Church Administration . The leadership e~~erience 

of the U. S . National Council of Catholi c Lai ty i s 

suI"irnarised by Tewey (1972) in Eec,ycling t-hG ..:arish . 

This d.e &ls v;it h the trc;.ining of council f.iCJ::bers a nd 

includes organis~t i ona l SUGGestions . Howes u nd 
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v,uin ( 1971) write parti cularly for ::=.ioces 2..n counc il 

cGmbers , but thei r reco~mendati ons in Diocesan Pastoral 

Ple-nni~ ', :ould have some si&nific :.l n ce at the ·:varish 

l e v e l . :Feche r (1970) in a p2.m1 :,hlet ent i tled 

.?arish Counci l Cor.1 1,'. i ttee Guide offers ideas for 

c ommittees on education , carish life , administration , 

family life a nd social ac tion . Ryan ( 1 ·::: 68 ) 

frovides a step- by- step program@e for setting up 

paris h councils in a 5C-page pamfhlet enti tled 

How t o ~st~bl i sh a Fari s h Council , and O' Neill ( 1968 ) 

i n The Sharin.eL_Cornmunity , Parish Counc ils a nd Their 

Meaning discusses the matter from a New Zealand viewpoint, 

which g ives his work particular value for t he lo cal scene . 
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SEC'rI ON TWO 

LEADERSHIP STYLES ANTI PRI IWI I'LES 

THEORY 

\,' i thin the f i eld of group dynrrmics the nature 

of Jeadership is r c~haps the most persis tently 

studi ed topic . In a sctmple of the resea rch 

literature prior t o 1949 , 130 definitions of 
leadership were di scove red (Lass ey 1971 p . 255) 

a nd ~aul Hare i n So ciometry (1972) deals with 

202 1 re fe r ences to resea rch on soall g roups , 

leade rship , and i nter- pers ona l processes from 

1959 to l '.;69 . As the f a c t s :r.1.ave i..:.C:cw-nulat ed , 

it has bcc on e evi dent that ~irnple iorm.ul<.1.e a re 

inad. cq_ua te , and .:_.erhaps for this rcJ.son psychologists 

have s or:'.!et ir:~es taken refuge i n wh 8. t Bennis ( 1969) 

c2.lls ":ibs tra ct and r:mje s tically useless formulations" 

but res·earch ha s sh ovm that the nature of a eroup' s 

leadership cle u.rly uakes a di f ference to many 

aspe cts of the g r oup ' s functioning and it has been 

able to S.1.)ecify some of the factors involved in this 

common sense observation . ( Cartwric;ht ::i.nd Zander 

1968 p. 301 ) • 

Spotts (1964) points out that the re have 

been different ways of looking at leadership and 

he delines these ways as 

(i) the Trait-Orient ed a pproach , \·rh ich is now 

largely abandoned s ince only 5% aereement 

could be shown in over 100 studies . 

(Stogdill 1948) . 

(ii) The situational approach , concentrating on 

t he g roup's environment. 
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( iii) The functional a pp ron.ch ,:hich sa ,..r a s h i f t of 

empha sis from the study of the lead e r ~s a 

pe r s on to a study of the g roup e . g. in the 

wo rk of '.lh i te o.nd ] .i ppit (1956 ) . 

(iv) 'l'h e i nt e r a ct i onist a p pr oach , e s pe cially in 

field r csea.L·ch , see ing 1e:.iders hi p c:1 0 an 

int eractive proce ss c.e . i n t h e studi es by 

J ikc r t (1961) . 

Thi s t hes is is c oncer ned ~i th a small s e c t i on 

of this bro a d f i e l d , in pa rticula r t h e que s ti on of 

le~d. ers hip s~yle , but it is s till n ece s s a ry to 

r, :L'ovide a 'urief ov c r v i c u of theo r ies of leao.ersh ip 

i n o r de r t o pr ovide some ~orspe c t i v e . There i s 

n o universal cons t ru ct ', ihj_ ch desc ribe s 1,-;ha t l e ad e r ­

sh ip is a n d the or ists are st i l l de f ining the 

i s sue s , t u t t h e r e 2. r e II s ov e :cal conc ept ual :f.' r ;:.i.r:1e ,1or k s 

tha t pr ovide useful i nsi e h t into tl1c c onpl ex i t y of 

lea de r s hip roGe o.Tch . 11 (Hines 1 97 2 ! )P 1 j 9f) . 

L cGTe.c·o r ( 1960 , 1967 ) spe aks of 'l'h eory X and 

lhe or y Y. In the t r a ditional or ganisation , s a ys 

j =cc :t' e c;o r , le:;1,c e Ts hip o r manC:.0 ement ,-, a s c har a cte r ised. 

by t h e f ollowi n g o.ssu:::pt i ons c.1-o out t he nat u r e o f man : 

( i) ~h e aver age man works as lit tle a s p oss i b le . 

(ii ) 'lhe n o r ma l worke r l acks :-:!I'.loition a nd c.!.VOi cis 

r esponsi b ili ty. 

( i ii) 

(iv) 

(v) 

·s mp l oye e s a re r e s ista nt t o cha nge. 

J.1an i s ba sically e g ocentric a nd s elf-

centred and oblivious to t he g oals of t h e firm. 

i•:a n is bas i ca l l y unintelligent a nd highl y 

, gullible . 

'.l'his underl ies what l•icGree;or calls The ory X 

which he compares with a p referred Theory Y uhere 

the charact eristics of the employee a re seen in 

different terms: 
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(i) J.'ian is not by na ture resj_stant to change o r 

r.a ssive about organisational needs . 

( ii ) Vian is inherently motiv.'.:!.t ed , has potential 

fo r development and basically desires to 

asoume responsibility. 

(iii) The essential objective of leade r~hip , 

espe cially r.~nagement, is to organise.the 

envir orment i ri such a wo.y that people cun 

best achieve personal goals by 1·iorking 

towards organisational 5oal s . 

There hQs been considerable re search rela ted to 

the 'l'hcory 1: - Theory Y concept in recent years , both 

in labor~tory studies 2.nd the actual work envi ronr:1ent 

( cf 1-:iner 1963 ) ,=i.nd the theory has been shown to 

have 1)r <1ctical ap_plic:1 tion , althoueh of course if 

Theory Y is c:a.rried to the extre~e it ca n be 

counterproductive . '"f he f,f.:.rti ci,:;a ti ve 1 cad er wh o 

provides in::1.u.eq1,;.a te structure or \·: h o 2.ll01·1s 

subordina t e s to develop LO~ls th~t a re in 

opposition to 01-g2.nls2.tion2.l objectives 

has carried things too far . The good 

le~der is one who ~rovides support for 

h ir3 subord inates , but dir ects t hem to-.-12.rds 

positive goals with out relinquishing 

responsibility for results . '' (Hines 1972 

p . 143) . 

McGr egor hioself makes the point t hat 

Theory Y emphas i ses the possibilit~ of huc:iaD erowth 

and t he necessity for selective adaptation r athe r 

than a s ingle absolute form of control . "Limits 

on human collaboration are not limits of human nature 

but of management ' s ingenuity in discovering how; to 

realise the potential represented by i t s human 

resources ." ( 1960 p . 45) . And HcGregor makes 

the f urthe r point that leadership is not so much 

a property of the individual as a complex r e l ation­

ship between : 
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(a) characteris tic s of the Jeader: 

(b) attitudes, needs a nd cha r acteris tic s of the 

followers: 

(c) characteri sti cs of the ore~nisat ion , 

structure , goals , t asks etc .: 

( d ) the social , economic 2..nd 1:oolitical milieu. 

}~ris (1957) borro't1S f rom i,:::.i.s low ' s_ ·hiera r chy 

of needs und argues that t he bes t leadership is t hat 

which aJ.lows the worke r , f or example , t o "s elf-

actu 2.li se 11 i n the 1--.rork situation . 'rhe task of t h e 

l e ader is ba sically to enha nce }1urnan intera ction s o 

2.s t o alien ind i vi clua l :rnd ori::;; .. ni s a tional s oals 

toH a rds a coDrnon fu :cpose . 

Ba~rn ( 1 ';60) defines J.ca.dc rship E~s 11 Lhe 

o bse rved effo rt of one oembcr to chanfiC unother 

i: or:1 be r ' s 1') ch8.viour by alterinG t he !notiv:~t ion 

of tn e o Uie r r:1 e 1:1bers or by cha ng j_nrs the ir habits ." 

In this c ~ r c:fuJ ly Lcha v.i.ourist 2. pproach t h e effective ­

ncs s of t rie l eudcr c,>.. n be mea s ured by 01.Ji-0 crving the 

chance in t he behaviour of t h e sub- or d i nates 
produced cu J e cia J l y by classical reinforcccent 

FJethods. 

Fo r t he last 

ten ye ,.:..rs , 1:"'iedl er' s contincency model has 6 ener-

ated c ons i derable res earch. According to this 

model , t he leadershi p envi ronment i s a function 

of: 

(i) The leade~fol lower re l a ti onship . 

( i i) 1 
1rhe t ask s t ructure. 

(iii) The d egree t o which t he l eader has f ormally 

defin e d or gani sati onal power. 

Each of the s e f a ctors ca n be classified 
a l ong a "favourability" dimension so that the 
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more plea s ant the relations , the mc, re s tructured 
t he task and the more l)Ower there is , the more 

"favoure. ble" t he environment is s a id to be . 

Leadership behavi ou r can the n vary along the foll ow­
ing continuum , dc .r:,cndent upon the environment: 

Permissivenes s 
:i:assiv cness 

Strong Control· 

_";ct i vcness . 

Fi edle r states that if the 11 L.1.vour ability" 
of the envi:conment i s e ither very high or very low, 

the optical lec.de r behaviour is strone control an d 
J1it;h a ct i vcncss . '-.:here the environr:ient is 

coder2.te ly 11 f uvoura':") le 11
, the best J.ec.:.de r heh::.vi our 

is ..:.~e:rmiss iveness , and 1:nss i vGnes s . Gone 

researche rs h old strong r eservations (cf ~onnan 

1959 ) bu t nt t he v er y lea s t, ?iedler ' s 1·ese~r ch 

h2.s ident ifj_ed three hi&:hly rel ev cin t vari a bJ.es 
i n any le~dershin situ~t i on . 

1his t~esi s too , deals in par t with 

l ec:.dersh i p v; ... ric. bles and i n t he formulation of 
hypotheses , Fiedl e r ' s mod el provided t he basic 

theor etic~l con s i de r ati ons . In the outline 

of relevc..n t re so;).rcn , therefore , s ome e1nphas i G is 

civen to s tudi e s relati ng to t he contingency model . 

~dd itional the ore t ical considerati ons, 
however, r.mst be conside red, a l t h ough none \·:ould 

lay claim to the tit le o f a " theory of le adership" 
a s would Fiedler and McGregor e tc . 

Kemp (1971) provides a nea t description 
of auth orita ria n, democratic a nd g roup c ent red 
leaders: 

(i) ~he authoritarian leader is one who plans , 

informs , directs a nd motiva tes t he g roup 
to a ccept suggestions : 
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(ii) The d ernocra tic style is to en t8.Le i n 
co- operative pJ. a nning o.nd functi cning , 

to help members clarify their goals and to 

develop and rospe et the abilities of 

members: 

(iii) The style of the erour-centred leader stems 
f rom his belief i n self- theory . He aims 

to re leas e ea ch r-1em be ::i: ' s carabiliti.es a nd to 

deveJop their self- r esponsibility . 

'f2.nnenbaum etnd Schmidt (1958) produced a 
much quot ed arti cJ e on "How to Choose a J,eade rship 

:-atte r n" an d [']ake a .fun<J2..!-r, enta l di stinction 

between Lh e use of authority by t he leader and t he 

f reedom cive n to subord inate s to produce a continuum 

of lea dership behaviour . 

l _____ _ 
Use of Authority 

?>y Leader 
?reedom to 

8ubordinates 

Leader decide s . ;snnounces Pr esents 

. :announces 

decision. 

decision . probl em . 

Permits As ks f or 

questions . ideas . 

Decides . 

Gi vcs 0 rcup 
;.1 :c; much 

fr eedom a s 

he ha s t o 

de f ine 

problem and 
decide . 

Forrester (1965) suggested that in order to 

depart from the authoritarian hierarchy as
1
the 

central organisa tiona l structure , one should 

replace the superi or-subordinate pair as the 
fundamental building bl ock i n the organisation . 

"In the new organisation an individual i·1ould not be 
assigned to a superior. I nstead he 

would negotiate as a free individual, a 
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continually chane;ing structure of relation­

ships with those with whom he exchanees c oeds 
and se rvic es . He would accept specific 
obligations as ngr eorJents of lirni ted dura ti.on. 

As thes e nre dischnrced , he ~oul d establ i sh 
a new 11at t ern of relati onships . " 

Tn l :i. ke •, .anner , Bennis ( 1969 ) cal.l.ed fo r 

new conc e;pts of l eader ship and spoke of an "ac;ricul­

tura l r.iode l 11 ·.·, h ich i-:ould a i L'l 2. t bui lding a cli[;}at e 

where t_;rowth and d evelopment a.ce culturally i nduced . 

He spe aks of ~uh e brco.l:d01m of bure ri.ucra tic leade r ship 

because of cr,a.nc;e , c;:co\·rth i n sj_ze , CO!-:-?plc-:xity of 

tcchnoloc;y u.n J. dF .. '<nc;e i n l'.1annccrial values towards 

hwnanistic a nd der:1ocro. tic icleaJ.s ; and he outl i nes 
the t nsks o f o odern lcadcr~hip a s distribut j ng 
:;::,01·ier , control of c:or.fJ.ict , responding t o a 

turbuJ.c.mt rm viro:n.ne:n t , see kine clari t y , c omni tment 
a nd c onGcnr.;1).S , a nd dealint; with c:rov;th and de cay . 

J.'.:J.ie r ( 196:5) ti.ist i ntuished the qua l ity eler.wpt 
o f a dec :i.sj_o n 8-nd iLs a cce0t.anc e level on the 1)a:ct 

oft: ose ~ho mus t carry it out . He .oints out that 
the ,1iscst de cis i on r,12.y ho.ve to be put as i d e 

bcc9.use o.f its 11 low c.:. c cepta:)i lity r ating . " (p. 5) . 

Gib b (1965 a nd 1969 ) s peaks of defens ive 
ve r sus p~rticipative leadership . The defensive 

style i s usually characterised by high fear and l ow 

trust but it is appropria te t o s ome viable a spects 

of t he culture in which we live e. g . ~ ver tical 
h ierarchy or a situation of delegated authority . 

The c oncept of the l·1anagerial Grid was 

i ntroduced by Blake a nd Mouton (1969) following the 
work of Fl eishman (195 3) . On the vertical axis 
of a 9 point sc~le is represented the le&der or 

manager ' s concern for people a nd on the horizontal 

axis his con cern for production. A 9.9 s core 



is "the soundest way to achieve excellence ." 

Some recent Hew Zealand r esear ch , h owever , 

suGeest s tha t the 9. 9 scor e may not be the optimal 

positi on , out it i s at;r e ed tha t the Grid provid es 

a useful s chematic construct . 

Also seeing t he le c-1.der:::-;hip 1.Jrocccs as an 

int e r pe r sonal transaction Harris (1969 ) r r ovides a 

frameHork fo r unders t anding s uch encounters which 

he calls Transactiona l Analysis (cf Jame s and 

J oreewood (1971) nnd Snyd e r (1972 )) . This begins 
from the ~r cmise that with in each ~ersonality there 

a re cl e:ments of the 1-'-arent , the Child ~nd the ,\clul t . 
In terms of the v:a y in ·\ :hich i)Owe r is c):ercised , 

the :i:car cnt in us i s likely t o u:-.;e thr·cats a nd to 

r esolve conflict by f orc i nL ; the Chile. i n c.s j_s 

likely to be depentlen t , com~~ titive (as in s ibling 

r iva lry) a nd to r esolve confl ict throur)1 <..!.Voi dance ; 

the Adul t i n us concen t rates on da ta collecting , 

data process i ng, a nd probl em s olving s o tha t it 

i s almost synonymous with the effe c t ive man ace r . 

Int erpers onal tr~nsacti ons ca n therefore be 

a n 2.lysed i n t err.1s of whethe r the coL1,:iunica ti on 

between t wo pe ople is congruent ( e . e . adult 
"hooking " a dult) or i ncongruent (adult "hooking " 

child ) . 

Apart fr om the 1:.'orks r.nenti oned , a va l uable 
collec t i on of read ings is provided by Deci, Gilmer 

a nd Karn (1972 ) in Readings i n I ndustri al a nd 
Organisa ti onal Psych ol ogy covering leade rship, 

patterns of organisational chang e and / related 

topics . 
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()2) RESEARCH 

Hunt (1967) s ought an er!lpir ical validat ion 

of t he contingency model in industrial organisati ons . 

Co-a ct i ng and i nte r - act in& croups ,.-;ere studied a nd 

the the ory wa s found to predic t r_;e r formc:,nc e 

successfully i n both kinds of g rour s , althouch 
a J mos t 8. S mu eh v:.irj_,in ce c.1.p:peu r ed. to lie e:,:plai ned 

by le~der - mernbc r relationships ~l one a s was explained 
by i n tcru.ction between rel a b .onships ;;:.nd the t2.s k 

structu r e . '.i.'he con clusion ·y;a s that II the cont in6ency 
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model seems t o be a p~l icable to ~n oneoing orb~nisation , 

but a si;;; ple r !:1oucl r::.8.y be c.!.l mo s t as c ood . 11 

J ones and Johnson ( 1972) used ?iedl e r ' s L:ode l 

of Jead.ership effectivenes s and his Le8. s t Preferred 
Co-worker Quest i onnaire t o i.,tud y the 1·clations hip 

b E:: tucen ,1.1 first line su1)ervis ors , 7 d.e:x'.l:ctr'.J cm t8. l 

nani~ors , 3 staff manaGers , 1 assis t ~nt distric t 

Co-worker ~~cstionnaire ~sks the subject t o thjn~ 

of t:ne terson tii th who1J he has leas t _:"; r efe r r ed :. o 

,-10.ck and to r 2.t e that l)e.cson on a ser ies of 7 or 8 
point ad j c c ti va l s c ~:.l es 1'lhe r e t he h i [;h end · poles refe r 

t o mo r e ~csir a ble qualitie s than the l ow end pole s . 

Result s indi c~t ed 

(a) Hig_h. L.P . C. leaders we r e mo r e hur.1<:1n­

relations oriented t han l ow L. P . C . 

lea ders . 
(b) Job satisfa ction was h igher und e r 

high L.P.C . leaders . 
(c) Perf ormance rat ings varied a ccord i ng 

to th e level of s i milarity of L . P . C. 

orientat i on of the leader a nd follower. 

Addit i onal data suggested that follower L . P . C . 
scores ma y be a s i gnificant variable a f fecting t he 

q_uality of leader- follower relations . 



Duncan (1971) r e viewed the litcrc.ture 

, ;hich postulated a contingent r elationship bet1.:een 

leadership pe rforma nce a nd a sc ore on leade rship 

style denoting esteem for the least preferre d 

c o-· .. :orke r . Find in~s j_ndica.ted that t as k orientated 

low L . P . C. leaders d id per f orm better i n ve ry 

fo.vour ..: .. b lc a_nd r elatively unfavour::~ ble si tua;t ions, . 
,,.,-hj_l e reLi..thm- oricntcd high L . .P . C . l e2.clcr~ 

performed bette r in intermediate situat ions . 

These r usults ~ould be postulated by the contingency 

~odel a l thou[)l me ntion has already been D.ad e of 

the ~ork of ~oirnan (1969 ) ~hich woul d indicate 

caution . 

:S;_u·ly 1·eser1.:cch in t his z, rea includes that 

of GoJ.d.hc:2::r.-:er and ~:3hiJ. s ( 1 93 9) who studied types 

of poFer 2-n d its relc::.t ion t o stu"c.us , and i n 1949 

:F:::eston ;:.,ncl '.fe j n t z produced one of the 83.l'lie~t 

studie s on the effects of f-artici.t'2."vory versus 

s u~crvi~ory J enJcr~hip ~hen the y ezasined the 

e ff e ct of these t~o styles on croup judc~cnt . 

Spott s (1964) has jroduccd a well- reseurched 

article on 111.:.'he froblcm of J.eo..dership : A Look 

at Some ]cccnt Fin6 inps of Behavioural Science 

~cscarch ." /,.nd ;.: erha?s the !7lost useful 

collect ions of r esearch in this area are those 

by Lassey ( 1971) on !,eade rship a nd Social Chang e 

a nd by Cart 1.:richt a nd Zander (1970) on Group 

Dynam ics . 

S:SC'.l:ION THREE 

ORGi\HIS j_fIOHAL CLIEATE 

The concept of organisational climate comes 

within the broad field of the study of human 
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motivation :~nd ha s theoret ical roots es.i:,ecially 

i n the work of McCl elland (1961) and Atkinson 

(1958 , 1964 , 1966 ) . I t is defined by Atkinson 

a s II the total p rit tern of cxpectancie s 2...rid incentive 

value s that exis t jn a Given ore;:1nisu.ti onal setting" , 

a nd by J, itwin ( J968 ) a s 11 the (~uality or property 

of the ore.:rnj_s ational environment t hn. t ( a) .±s 

pe r cc i _'Jcd or expe:c Len ced by CJ:t'U1n i .sr'. tion mci,~bcrs 

and ( b) influences thei r b ehaviour .... ( J n som e 

studjcs ) the term refers specifica lly to th e 

notiva ti onal p ro] ertie s of the orBanisational 

cnviro:rir.ient ." 
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Tn th e r esent rc~:c~~re:h the cl j i.:a te dise:rc ~.-.::.ncy 

score is t ~ken Lo be a ncasure of the ~erceive d 

di sere 1J:incy bet wccn th e c.c t lia l e:. nd j_d e2.l s ituation 

on seven items . I t uses~ s i mpJ ifi ed form of 

t he 7.i t,: i n-St rj_n,::c r C:..U8Sti or:naire , as out] j_ned 

by }:olb , lub i n c..n d ,·,c i n t yrc , (1974 b . ch . j) . 

lt was i n 1966 that Litwin a nd Stringer 

devi~;; ed t~eir original clir-::.1te i.::casurcr:-.cnt instrwncnt 

fo r IJl;sJncas oru~nisL~ti ons t}iro uch a sc r j e s of 

th coret i ca l c::.:r..n.1:ys cs · ..:i.nd c r:1yii r ic a l studie s . '1'h e 

inst:r·W'lent , which is s h o·,·m to hc:.ve r·ca :::onuble 

reliability C:.nd validity , is a 31 i tern (~uestionnaire 

which provi d es scores on six dimensions : 

(a) Struct ure : the feeling that ~orkers have 

about th e const r a ints i n their ',·;ork 

situation ; hm·1 many rules , reeulations 

a nd proced ures there ~re . 

(b) Responsibility ; t he fee ling of being your 

O\•m boss ; n ot h av ing t o double-check 

a ll your decisions . 

(c) Risk ; the sense of riskiness and challeng e 

in the job a nd in the work situation . 

(d) Rewa rd ; the feeline of be ing rewarded for 

a j ob Hell done ; the emphasis on r e ward vs 



crit ici s m and r un is~:1en t. 

( e) Warmth and Support ; the f eeling of [ eneral 
"good f ellowship 11 and helifulncss t hat 
prevails in the organisation . 

(f) Conflict ; the fe eling that mana6ernent 

isn ' t afraid of different opinions or 

conf lict ; the em~has is placed on 

oet t l i nc diffe r encCTs here and now. 

'rt e s e key va r iables of org2.ni s a tional clinnte ·1:ere 
t est ed i n ...,_ l aboratory situat i on . '.1.'hree si l.!!ulat ed 
busines s organ isations were establ ished for a two 

'.:eek period , t o be enc .c:ed i n sj milo.r prod uct ion 

r.:cr:~ be r s pl u s 2. 
11 1Jr esi dent 11 \·;ho H 3. S ins~vr ucted on 

l ea dership s tyl e t o be fo l lowed , ei th <? r autho r i t ari c.n 
( o;n i)h;isisi:n.cs t he need for po,.e r) , dc ::-, ocrat i c 

( enphasi s i ng the ne ed f or aff il iQtion ) or group 

centred ( e.r.:ph asisint; t he need fo r a chicvGrnc nt ). 

Othe r f a c t ors 1·:e re controll ed . 
i ;e1~e l ookin6 fo r: 

Li tw i n c1.nd Strj_nt;er 

(i) A relat i onship be t we en l eade r ship s tyle 
an d or ean isati ona l cliuate . 

( ii ) 'i'he e f .fects of or,San isc. ti onal clir:1a te 

on i ndividual motiv8.tion , (meas ured t hrough 

cont ent Rnalysis of imaGinat i ve t houch t . ) 
( i ii) '.rhe effects of organi sc.tional climate on 

personal satisfac t i on and organisational 
performan ce . 

A ma j or conclusion was that distinct and stable 
organisa t i onal c limate s can be created in a short 

time by va;.·y ing leadership styles a nd t hat, once 

created , the organisa tional climates do have a 

sit,nifica nt e ffect on motiva tion , perfor mance a nd 
job satisfaction . Job satisfaction was h igh 

in the achieving (g roup centred) and democrat ic 

climates , low i n the authoritaria n g r oup ; i n terms 



of .:·1rofit the achievine group outstripr,cd t he oth8 r 

tuo n.s it di d i n t e r ms of rn.1..rnbe r of new 1-·roducts 

developed n nd accep ted . I ~ did s o probably 

because i t encour ae;ed 1;eople to satisfy thei r 

G. chi ev8ment needs i n the work situation , s t ruc turing 

the situation to stimul a te tha t motiv e . (Litwin 

and Strineer , 1968 ) . 

?ollowing the •,;o rk o f Li tv1in and Strj n ger , a 

number of s t udics hc.ve 1~ecent ly used the concept of 

o r csanis<1 ti onal cli1:1at e i n r e 0e2..rch on rnan2.cemen t 
behaviour , job satisf~ction et c . 

:hrt h ( 1971) c.x;:llnined 11 :.;:1 e l'u. c to:cs i;h ich 

a:fe ct t he vt ilj_sc1ti on a nd intcrchanr=; e of i nfornati on 

2.nd work output '' a n d dis co·vered that a1:10ne; t h e more 

inp,:,rt 8.nt vc,.ria blcs he r e '.-,ere " :fa ctors re lated t o 

t he socir~l-psych oloci cu l state of t he inter-group 

clirr.2.te a !''!d t he s ercci vcd e:u2.li ty of t he t!Or e g J ooc1l 

or·i::) ::. ni ~;,:.ti ~na l cJ i!:-, ,J.t e . 11 K:.::.T:_;,s ick (1971) i n a 

st -...i. cly of l-~::.1::.:·.r.:e ria l :-3e;haviour \:.:::: cd the o ·i-·u, nis at ional 

cli;-;:iat c instru1:1en t 0.0·,ri::, ecl by .i.-ri tchard and C2.m.:_Jbell -

thi s has 10 6 Likcrt- "u y ~e itc~,s conbined :i.:nt o 22 

se p:.1 ::.·at c :; i .ncms ions . J~2.i·as ick concluded tha t the 

climclte ,.; ... s affected by t he l oc 1 Hork cnviro:n.ment , 

by organisational policies 2.nd :;_:.,ractices and by 

o anaeeri2.l sat is f2.ct ion , but found no st l'ong 

correlation between clioate and verformance . 

Johannesse n , (1971) , studied uhether perceptually 

measured orc;anisational climate ovE:: rlap:)ed substa.n- · 

tially with cof.llilon oeasures of j ob satisfaction . 

Ee used the S . A.A . Employee Inve n tor y, 90 
organi sational climate i t e ms .. c:md the Job Description 

Index for 499 employees of one company in ti-r o 

loca tions an d his resul ts s uc{,es ted tha t perceptual 

measureme nt of o r g2.nisati onal climate might be 

ina9propriate - clusters of perceptually @easured 

cliu.1ate Here not s ubstantially different from 

relia bly ident i fied satisfaction clusters . 
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Lair (l972) use d t he E . P . P . S . 8.nd. Lihiin ;_.:nd 

Stringer's organ isati onal cl i mate questionna ire t o 

examin e th e r elations hip between the needs or motiv es 

of manaeerial workers ~nd the motivati onal climate 

i n which t he y 1rnrk. He r f i ncl ine;s "su, l)ort the 

nee d to bu ild 2n or i5c:m is2;. t i on 2.l cli;:ia te t1h i ch is 

cong r uent i, i th one ' s d oEJin ant need 1Jat t ern 11
• 

l~ekk y ( 1974) examined or~~n i s ~tional cl i mat e a s 

a node r a t i nB va riable i n the j o b sa t i s fa c 1ion -

j ob pcrfornan ce rel~t i onsh i ~J c:.:"! d c oncluded tha t 

JL;h a t re J. 2.ti onsh i p is i nd Ged " no r e Deaninc:f ul whe n 

studj e d within the c on t e x t of t h e or eanis ~t i on ' s 

o· .. n c l j ~-1:1. te . 11 Eall ( 197 2) and Batlis ( 1975 ) 

h c'"vc c -.an-Lnc d sone of the t __ e orc t i c a l is sue s 

involve d i n ·the measuremen t of orLani sat ional 
cJim8.te ,:.n d Taylo r :._md r3r o-,-m ( 1972 ) prod uce d a 

SJu:;.n ciardise d qu estionnai r·e fo :c the 2.sscs :..:! cm t 

of o r c;e;.nj_sa t i anal l cade rsh ip , cnvi r om::en t and 

croup S[tt i sfaction 2.ncl 1;r oces s . 

~]early , there a r e stil l dif fic u l t i e s 

c o11-Y1ccted i.-i th t he 1:-.cc..sur c:r:1 ent of or [/!Y1h, 2.t i ona l 

cLi nc..t e , but it h2.s ~jrov ed a vc..:.lici i:dld l'._se fu l 

tool in the so cia l resea r ch of i nsti t u ti ons . 

Apart f rom the bu s i nes s world i t has a l s o been 

a pplied re c ently to t he study of s chools a nd other 

e~ucat ional i nstituti ons . Hinojosa (1974) 

fo r e xample , i n a s t udy of i n depend ent element ary 

s chools , f ound a definite r elationship betueen an 

ope n cl i oate and high self-esteem a nd betwe Gn a 

~losed climat e a nd l ow self-esteem. 

Sewell (l975) f ound a sie;nificant :relationship 

be tween ce r t a in s ocio-economic f a ctors a nd the 

organisat ional climate of a school , but she found 

n o corre l a tion b e twe en orga nisa tional clioate and 

pa rent attitud es towards edu c a tional pra ctices. 

Cas sell (1972), Peoples (1973) and Evans (1973) have 

been involved in rela ted ed ucati onal studies a nd 
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Duffe e (1974,) has studied orgo. nisa t ional climat e i n 

a min imwn secur i t y p r i s on . 

More eencra l works on t he conce p t o f 

orga nis 2.tional clinate includ e chapters in the 

h; o works edited by J;olb , ;1ubin an d ;,Icinty re 

( 197 4 ) trnd , fo r its curly devcl opmen t , th e . 

co1lcd,ion o f .~ ·8. 1) C L .., e nt i t J e d ~rf:;~nisr,:.:tL on.a l 

C1ifJut e : _L;:ph;_nation of a Con cept _ edited 1Jy Ta ciuri 

2ncl Lit 1.-1in , (196 0 ) . 
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CIUrT~m THREE 

OUTLI NE OF RE S:S .\ JWH ViE'l.'HODS 

SE C'l1 I ON ONE 

/a U l CF Rr~ SEARC H 

'}he a im of t h is t h es is , a s s t a t ed i n th e 

in t t· uJu,...: t j_on , i s : 

( a ) t o a sses s th e strength s a n d we2.knesse s of 

i):::,. rj s h counci ls i n the ;~2_rn1wc. t u .0 cc:nery , 

,,11 d j_n partic u l a r to :_:c: se s s th e e du c a ti ona l 

· ,ecd s of _parish yrj_0st s i n the matt er o f 

, .. :o r king 1·1ith p:1ri sh c oun cils . 

( b) t o t es t the :1ypothe s is tha t th e s2. tisfa c to r inc s s 

of t he o rc&nis8. ti onal climate of f ":1r.ish council s 

will be aff e cted by : 

(i) the pari s h pries t ' s th eoloGic a l 

unde rsta nding of a nd a tti tu.de toward s 

shar ed re spons i bil ity . 

( i i) the ~aris h pr ies t' s s tyle of a c t ing 

within the group . 

To a chiev e this aim , the fo llowing pro cedure 

was a dopt ed. 
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h~'l'1fOD 

(~) THE SAJ.lPLE 

I n th e 1--,.rJ~·.-:::itu Dc,.···1r::·,,y , LlH:::rc :;1· e 9 C;dholi c 

p:~ri r-h:o s . 'l'he ,•irj tc r is .::ie rsonal l_y i 11.;o lved i n 

one 1 :-ir~ :Jh con,H;i l, ;0 nd f o r th e s.:.,.ke of ob j ec t i vity , 

it ·v::~s thour<)i t ~Jes t not to i n clu d e tri:: t i n th e final 

s ample ; c ie ot~1t:} r .. 8. r~.sh has n o co u11ci l a t present . 

The rcu:'J.i.'1ing 7 , (,r e :-:.11 :-;trn3ie d . 

vie,,.er ·;_Yld nurn b,.1·s on each .t.,irish colmcil r;.:.nce d 

from 6 to 1 4 , w j_ t h a n ave r2.L;e nur-. ber of 9 . 
It ,-,r . s fel t th;j, t fo r ~~n c:v .:.)lor~tory c· ·J c stl,dy of 

( j ) 

1:.'i t h the SJuate d aim c 1 c,-::.:cly jn Jli. n d it w:~ s 

con:: j_drol'Od nece:.;s:::.:.ry : 

( i) To al low the 7 1Jarish }Jr i es ts the opportunity 

t o express the ir understanding of },E1.r-ish 

councils , thei r a ttitude towards them a nd 

their ide c.:. S a bout th em. Therefore the 

research method includ e d a 1½ to 2 hour 

interview with each priest , with a s ubsequent 

c0nt e nt analysis of the extensive notes . 

(ii) To obtain some standardised measure of 

organisational climate in each parish counci l 

and to allow parish council members the 

opportunity to express their thoughts about 

parish councils . Therefore a recognised 

organisational climate questionnaire_ was 

distributed to each parish council member t o 
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b e returned ~nGnymously within five d a y s , 

;;,,nd apart from informal t-.a lking with 1:-1e1:ibers 

aft e; r most r:ieet jnc;s , a J. l 1:arish c ounci l 

rnor:1bers were invi ted to s end i n any comments 

and ideas a J ong with Lhcir structured 

questionnaire . 

(i i i) ; o obtain s011c :.e~~ s u.re s , ~ 1·e.f or a b ly s elf ·- j -a Lc·d 

,~'1d o bserved , of the 9rics t ' s style of ~c ting 

Hi thin a {_£.f'OU p . 

the priest ' s l·G.rt icipation style i:e1 ·e Lade . 

The firs t of these was a l e ade r sh ip style 

r ~tinc obt ajned f rom Fiedlers A. S.O . score 

us in{!, 1~odifi e d se1~:1ntic differenti.A. l scal e s 

on ,·:h ich the r ri.es t rated h is 11
] east 11 ;..:....11 d 

"most 11 prefer r·ed co--,iorl:.ers . 'l'hc second 

i·. i1S c:..n " observer .c3,tii1g 11 1>··~1;d on S,:]1ein ' s 

( 1 Sf 9 ) 3 dimensions of : ,:r tic i 1.•c;.tj on style o 

( iv ) To ;-nccss , 2. s obj e ctively as 1. oss i :,10 , t'h. e 

workj_ng procedures of C?.ch F~rir.:; h CO!'ri ci J. . 

The1·cf ore two ob:_,ervers used a 2yst 0m 

problems observ;..:.tion f orm a t each ; ec Lj_ng . 

'~'hcs e instrwnen t s are now explained :_r.:.d 

spe cified in crea ter det a i l. 

1. I n t erview with Parish Priests 

The interview was seen, in the Herds of 

Bingham a nd J.Jo ore (195 9 p .45) " as a c onversation 

with a purpose" and some simple guidelines 1'1ere 

kept i n mind dur ing the pl anning and conducting 

of t he intervi ew , namely: ; 

"Get the interviewee to talk , then l et him 

talk , lis t en, but listen intelligently and 

cri tically . Lead the talk to part i cular 

topics as specified by critical r equirements . 

I n t e r pret what is said a s throwi ng l ight 

on the i nt e rviewee's nature or personality." 

(Shouksmith 1968 pp.24 f) 

44 . 



'rh e i nte :n.r ·i c w the r c f l) re ,.-:as de r.:; ic;n ed t o 

e licit f :,_c t s , 01,j.n j c,ns , a t ti t iio c s ,:nd un ders t and:i ng 

;:;.nd it covered the f olloH.i ng ;trcas . 

(i) l!a1.1 e , age , yarish a nd d ::te of ap1,ojntment 

to thi s parish. 

( j i) t: }1 '-1.t are s c •".! e of t h e :,.1(.;cj·ci.l fe:-dur·c' s of Uds 

~1r inh wi t h rc6ar d to : 

(a) Siz e ( nunbe r of f ami l ies) 

(b) Is this parish a geo 6 r aphi.cal u ni t, or 

d o y ou GGrve more t .an one rcco5nisa bly 

dis t in e t r,.rea ? 

( c ) I s the populat i <~n sta ble i n t erFJs of 

res~ d ents or is i t :car: idly ch~'"nc ing ? 

( d ) ·.i}·,a t 1_ ,C1'ccmt:).CG of ,,J1is 1 ;,1·i.~,h \·: ovld b e 

c11lJ e d urban ,~nd wlK:.t .:.·-c .1·ccn L;:..£:::e ru ral? 

(e) How J ong has there been a :arj s h covn cil 

}·, e re ? 

( f ) How l ong !vis the ~r,:.sont ~:.i.f".i:,; h :;ov~ci l 

been t ogothe r ? 

(G) · .. nat is th e ..:_.- rc:·ent ::. t r-ncture uf the 

1,ari ;__.,h counci l .i. n J_;c 1 ·r:1 s o f r;ons t i tu ti on , 

officers , s ub -co~1itte es e Lc? 

S o far , the questions have concentra t e d on f a cts 8.n d 

sta t is tics abou t t h e exis tj_ng situ.at i on . The nex t 

t wo :uesti ons moved into t he area of understa nding 

of aims , objectives a n d shared responsibility : 

( iii) Wha t do you consider to be the a im o f parish 

councils? 

(iv) In your opinion why did the Church introduce 

this structure into parish life? 

Understanding of a nd attitudes towards cha nge were 

the objects of the next two questions : 
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The interview therefore was designed to 

elicit facts , opinions , att itudes a nd understanding 

o..nd it covered the follm1ing areas . 

(i) Name , age, parish and date of appo intment 

to this pari s h. 

( ii ) What are some of the specia l fe ature s of :.his 

parish with r egard t o : 

( a ) Si ze (number of f arrd.lies ) 
(b) Is this pa rish a geo~raphical unit , or 

do you s erve more tha n one 1·c co 6ni :.,ably 

distinct area? 
(c) Is the population stable in te rms of 

residents or is it rapidly changing ? 

(d) Hhat percenta5c of this parish would be 
ca lled urban and what percentage rural? 

( e ) How long has there be en a 1ari s h council 
here ? 

( f ) How long has the present pari s h counci l 
been together ? 

( g ) 1;,'hat is the present s t ructure of the 

parish council in terms of constitution , 

officers , sub -committees et c? 

So fa r , the q_uest i ons have concentrated on f a cts and 

statistics about the existing situation . The nex t 
two questions moved int o the area of understanding 

of aims, objectives and shared responsibility: 

(iii) What do you consider to b e the aim of parish 
councils? 

(iv) In your opinion why did the Church introduce 
this structure into parish life? 

Understanding of and attitudes towards change were 

the objects of the next two questions : 
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( v) \-.1hat, if anything , do you consider to be new 

in this structure ? 

(vi) What do you consider to be the values involved 
in the previous system? 

A desire to move from the ideal to opinions about the 
actual situation prompted the next ques tions : 

(vii ) \fhat are your comrnen ts about the effecti vcness 

of the new system in practice? 

(viii ) ',!hat di:fficul tic s have you encountered with 

reeard t o parish councils ? 
your O¼ n difficulties . 

- other 1~iests ' difficulties . 

Opportunity was then given where necessary , for 

further clarification on attitudes to chanees and 

shared responsibility . 

(ix ) ( i f not already stated ) How do you see the 

parish council in terms of authority: 

decision-making , consultative , advisory or 
what ? ( Note : in many interviews , this 

ques tion came in earlier , wherever it seemed 

relevant ). 

(x) Has your pattern of contact with the laity 

changed over the l ast 5 - 10 yea rs? 

The final que stion simply sought to elicit some 
specific felt needs in this whole area . 

(xi ) What precise assistance would you like from 

diocesa n authorities or from your fellow 

priests in this matter of parish councils? 
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I n t he a s s essmen t of thes e inte rviews , a fo rm 

of Con t en t Analy sis was unde rtaken. Thi s i s 

genernlly de f i ned a s " a ny research t echnique fo r 

maki ng infe r ences b y s ystema t ica l ly a nd ob j ectively 

id entifying specified char a ct e rist ics wi thin a 

text ". ( S tone e t a l 1966 p . 5). I n this cas e , 

the analys is s ough t to i s olat e u nderstand i ng of a nd 

a ttitud e t owards ch8.nge and the t h e ology of s hared 

r esponsibility . Fo r the latt e r , k e y phra se s 

·\'/ere sought ; " the paston1l r ole of th e laity 11
, 

" shared resp ons ibj_lity ", " the Pe ople of God ", 
11 the r.1ys ti~8. l Rod y of Ch r is t ", 11 the 1--riesth ood 

shared by a.11 th e members of t h e Chu rch " . Thes e 

the ological phrases i ndicate awareness of the 

theology of s ha r e d responsibility. I n assessing 

at tit ud e s t owa rds the i mplica tion s of th is conc ept, 

part icu lar a tt enti on was pa i d t o the following 

Ha rd s o r phrase s ; 1' pure l y consult a tive role ", 
11 re l ieve th e pr ies t of .::;.dmi n i s trat ive duties 11

, 

1' a dvi s or y r es pons ibil itie s only", a nd these we r e 

contrasted with such ph rases a s " true shar e i n 

d e cision-making 11
, " genui ne decis i on - making in 

specif i e d a r eas ", " pas toral r e s pon s ibility or 
a cc ountability". The se cond g roup of ph rases 

is class ifi ed as i nd icating a 11 pos itive a t t i t ud e ", t he 

f irs t g roup a s ind i cating a 11h esi t a n t att i tud e 11
, 

t owar d s shared resp ons ibility. 

With regard t o the underst anding of and 

attitu d es towards change, n o key phrases we re 
' chos en, but 2 aspect s in par t icula r we re analysed; 

(a) t he level of awaren ess, e s pecia lly historical 

awa r en e s s, of the f a ct of cha nge in this 2.rea, a nd 

(b) t h e s t r e ngth of acce p t a nce or rejection of the 

p erce i ved cha nge . 

2 . (a ) Measure of Orga nisa tional Climate 

The me a sure chosen wa s the Climate Qu estion naire 
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of Kolb , Ruben and McIntyre (1974) based on Litwin 
and Stringer ( 1968) which j_ncludes i terns on 

conformity, responsibility, standards , rewards , 

organisati o:ri.:::i.l clarity , warnth 2.nd support and 

l eade rship . No attempt was made to restructure 

th is ciuestionnai re w:L th othc r i tens rele:vant t o 

the paris h council situation , because previous 

studies (c. f . Ch . 2 ) have s 1ovm it to be applicable 

to a "I-Tide rang e of group behaviour and :pre-testing 

comr:1cnt s indicated that it would elicit relevant 

information 2.s "\·Tell as provide an adeq_uately 

obj ective mcat3ure . ?re-testing als o i.ndicated 
jchat the c~ucstionnaire needs to be v ur _;J.l ly 

ex_pli'l.ined and deconst l'::tt cd l.;o sub jc cts · ,.n d this w;::1.s 

done i n al l 1x:i.rish councils . 

THE _QJ HI!\ 'l"S '· ~ lT:E s 'l' I OliflTA rr H' 

l'Tote : Your nnm e is not required on these sheets . 

This study is ai1r.ed at catting 2.n objective 

picture of parish councils throughout the }=nnauatu 

Deanery , s o that successfu.l ideas may be shared , 

diffj_culties may be clarified , and priests i..illd 

people may make ev en more effective use of the 

parish council structure. 

On the following questionnaire , we would 

appreciate your assessment for each item. Please 
place an (A) above the number that indicates your 

assessment of the council's current actual position 

on each item, and an (I) above the number that 

indicates your choice of where the council should 

ideally be on each item. Therefore on each scale 

you should have an (A) and an (I). 

Please return, i n the envelope provided, 

within five days. 
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1 ) Conformity : 'l'h e fcelii-1g tha t there are many 
externally imposed constraints in the council ; 
the degree to Hhich r::iernbers feel tho. t there ar e many 
rule s, procedures , policies rind practices to Hhich 
they have to conform rather th.:'l.n beine; able t o 
1Jerform the ir flmction as parish councillors 
as the y see fi t . 

Conformity 
is no t 
characteristic 
of this 
COlFlCil • 

. . . . . . . . . . . . . . . . 
Conformity 
is very 
characteristic 
of this council . 

2 ) Res}2_Qnsibi1ity : IIIcr:1bers of the ::_:;o.r i s h council 
are given personal responsibility t o achieve the ir 
par t of the org~inisation ' s [;Oals ; the dctree to uh.i. ch 
mer:1bcrs fee l th;_,.t t _Gy can oake decis ions and ~:,o l ve 
problums 1,ri thout checking with cu~xiriors each step 
of th e 11~1.y • 

Ho respons ­
ibility i_s 
given in 
the orc;un­
isation . 

. . . . . . . . . . 
'~·'1 • 2'. 3 • •4 :~5 • 6 • 7 • 8 • 9 • 

'rhere is a 
t;reat em_phG.si s 
on )e rsonal 
responsibility . 

3) Standards : The emphasis the council places 
on q_ual ity performance and outstandine contribution , 
includin['.; the degree t o which the member feels the 
org<lnisut ion is sett i ng challenging e;oa ls for 
itself , and coDn unicating these goal committment s 
to rneobe1·s . 

Standards 
are very 
low or non­
existent in 
the council. 

. . . . . . . . . . . . . . . . . . . . 
1 2 3 4 ·5 6 7 8 9 

High challenging 
standards are 
se t in the 
council . 

4) Rewa rds : The degree t o which members feel that 
they are being recognised and rewarded for g ood work 
rather than being ignored , criticised , or punished 
when something goes wrong . 

Members are 
i gnored , 
criticised 
or punished. 

. . . . . . . . . . . . . . . . . . . . 
1 2 3 4 5 6 7 8 9 

Members are 
re cognised and 
reward ed 
posit i vely. 
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5) OrgR~i sational Clarit_y : The feeling among 
members that thj_ne;s c1re 1-rell orcanised and that goals 
are clearly define d r ather tha n 'ceinB disorderly, 
confused or chaotic . 

The council 
is disorderly , 
confused and 
chaotic. 

. . . . . . . . . 
1 ·2·3·4·5· 6·7~8 ·9· 

The counci l is 
well orurniscd, 
1·rith clearly 
defined e;oals . 

6) ',·rarmth ,3.n d Su])'oort : The feeling that friendli-
neo s is a valued no1-:;'m in the counci l ; tha t members 
trust one another nnd offer support t o one another . 
'.rhe feeling t 1at c;ood relationships prevail within 
the council . 

'fhcre is 
no warmth 
and support 
within the 
council . 

. . . . . . . . . . . . . . . . . . 
1 23456789 

'.!::1-rmth and 
SU.i.ll~ort are 
vc1·y dio.rac cer-­
j.stic of lh e 
council. 

7) Ii.C:G-ci?rshi12, : The willingness of council ncr"bers 
t o accept lcadc::cship and direction .i:rnm q_ualified 
others o As need s for leadership nrJs e , members 
feel free to t ake l eadership r oles nnd s~e rewarded 
for successful leadership . Leader;hip ~s bnsed 
on expertiseo The council is not dominated by , 
or dependent on , one or tw o individuals . 

Leadership 
is no t 
reHarded ; 
r.1er:1be:cs a re 
dominated 
or de pendent 
and resist 
leade rship 
attempts . 

. . . . . . . . . . . . . . . . . . . . 
1 2 3 4 5 6 7 8 9 

Members 
accept 
and reKard 
l eadership 
based on 
expertise . 

2. ( b) Comment s from Parish Council l·Iembers 

At the end of the Climate Ques tionnaire ,. 

comments were invited in the following terms . 

Please us e additional sheets of paper now 
to write down any comments or suggest ions about 
the parish council situation that you feel may 
be of assistance to your own council, to other 
parish councils, or to priest s in the Manawatu 
Deaneryo The final r e port will not be 
drafted until the end of this year but your 
co-operati on is gratefully acknowledged . 
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3. Measures of I=rios t ' s Style of Participation 
in Gro~ 

(a ) A.S.O . Score (AssUJ11e d Similarity of 
Opposites ) 

}?allowing the work of :Fiedler (1967) and 

Oseood e t a l (1957 ) the semantic different i a l on 

mos t an d leas t preferred co-worker wa s t o be fil l ed 

in by oa ch prieut a t the end of his intervi ew. 

This r~:;)e.s ure invoJ.-...rc s asking the subject to think 

of a ll the l)e o1)le he has worked Hith,- and then to 

describ e the one who~ he c ons iders to be his best 

co-uorkc r an d the one 'i'l i t h uhorn he found it most 

difficult t o work . Descri1)tion of these 2 1_,ersons 

a re mad e on 7 or 2 point ad j ectival scales . I n 

this study the f, core is t aken t o be th e A .S. 0 . s core , 

which is assessed by comra ring the sub j ect ' s 

description of his mos t and l east preferred co-worker . 

It j_s a rating of the det:re e to ,..,-hi ch th e sub j ec t 

assume s s i milarity be tween opposites , and the 

difference measuxe used by Fiedler and adopted here 

is the D s t at istic outlined by Osgood et a l (195 7). 
'l'h is statis tic conta ins certain s i m_ple as sumptions : 

( i ) thut ec_;_ua l lmit scal es are being used . 

( i i) tha t all me a sure s i n th e pr of ile are 

Heic:hted equally , and 

(iii ) t ha t the profile involves only inde_;endent 

vari ables . 

Leaving aside the theoretical difficulties 

connected with Fiedler 's linear distinction 

between a utocratic and democratic lea dership styles 

(cf Shouksmith 1970), it is als o doubtful if the 

semantic differential meets the above three 

sta tistical requirements . But there is still 

justification for using the technique since in 

practice it has been found to fit within reasonably 
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close limits und i t was hoped that fo r this research, 

the raeasure "\'IOuld provj_de a re a s onably obj e ctive, 

s clf--rat ed measur e on s tyle of u c ting within a eroup. 

A low s core ( A.S.O . score ) i ndi cat es that the subject , 

u;:1.kc s f ew di s tinctions between wor ors or r:1e:mb ers in 

a t;roup , r cc:1. r ding them all in a siri ilar :md usually 

f avoura ble light , while a high difference s cor e 
i ndi c:.:. t os t h a t the J.co.d e r or participa nt perceive s 

c l ea rly t h e d i .f f en. ncc s be tween members in a g roup . 

•,Hi"':.: G'L'I OiHTAlRE 

l·f l:.l1.C8 : • • • • • • ••••••• o ••••••••• • IJ1\ .l\If)l-f : .••..•.•.... - -···--

Conceu ts t o --~----
b e ,j udG_?d 

1 ) I C'~s t prcfoTl'Cd co-uorker 
2 ) Eos t 1 ·ccferrcd c o-uorker 

(pleas e c. o not mention eiche r y our l eas t or mos t 
preferred co-worker by name ). 

( 1 ) 

( 2 ) 

(3) 
( 4) 
( 5 ) 

( 6) 

( 7 ) 

( 8 ) 

( 9 ) 
( •j O) 

Ul '.S T·:L?ISII 

DYI'L\J'IIC 

LA1,Y 

1ro·r EE'ri::1-lPlUS IHG 

H.BLI!~BLE 

USBFUL 

DISLOYAL 

. . . . . . . . ------ -. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 
. . . . . . . . . . . . . . 

UN.FRIEl.DLY 

HELPFUL 

VERY COlTTEH'f ED 

SELFISH 

s ·r_; '.L' I C 

I HDUS'fHI OUS 

v'i RY :Si"-i'.l'3RPlUS I NG 

UN"RELil1..3LE 
US2.]1ES S 

LOYAL 

P1ease mark your rating f or leas t preferred co-worker 
wit h f igure 11 1 11

, and for most preferred co-worker 
with f i gure 11 2 11

• 

(b) Assessment Sheet 

Apart from the A.S.O . score , it was considered 

necessary t o have an observed measure of the priest's 

style . Two observers therefore attended a council 
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~eet ing in each paris h, l ~ot ing on the avcrace, abo ut 

2 hours . One of the purpo~_;es of their attendance 

,,as t o 1·ate j_ndepcndcntly the la rish lJriest and , 

for comparison , the counci l cha j rrnan, on thre e 

theoretj_cally 11 pure styJes " of tJo.r tic i_r:.i.ting in 

eroups . This particular pu:cpo:::;e ',n ... ~s no t czplained 

be ore or after the nceting but no difficulties Here 

encountered . 'rhe Assessment Sheet ,1.nd cxpl,1.nrJ.tion 

were as follows : On each scale , the tw o observers 

marked P for rarish pries t and C fo r council 

chairrn-:m • 

Touch . Batt l er : . . . 
--1- -2- j --4 

. . . . . . . . 
5 6 '7 o 9 

Friendly He l per : . . ·-- 1 - 2 j 4 5 6 7 8 9 

. . . . . . . ~-·-- -- ---·--·---·- 6-,r -9 ·-2 3 4 5 8 

Thes e c .;ales der·i ve from Schein and 

des c ribe those pure partici1:;ative ty1::;es i,;hose hie;h 

end .90 es 1 :J.Y be defin8d in terms of th e f o lloHing 

schene ::~ciopted from Kolb , F.. .l.bin and l·Iclntyr e 

( 1974 b ). 

a ) The ''touc h bo.ttler 11 o:cient:.i.tion ; c.wce:_>t 111cc 
of touch cnot ions and denial of tc11cle .c cnol;_ions . 
"Let ' s I':Ll;l1t it out 11

: can deal uith hostility , 
but no t with love , su pport , affiliation . 

b) The "friendly helper " orientation ; "Let 's not 
fight , let's help each oth er". Can g ive and 
receive affection, but canno t tolera te 
hostility and fi ght . 

c) The "log ical thinker" orientation . Denial 
of emotion , 11 Let ' s reason this thing out" . 
Ca nnot deal with tender or tough emotions, 
hence , shuts eyes a nd ears to much going on. 
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'rhrce Pure Parti_cipative 'ry_Q_cs 

FitIEH:rJLY rn~LPER 

A 1,.rorld of mutual 
liki.ng , love , 
affection , 
tende-cnoss , 
cynpa t1.1y . 

TOUGH DA'f'l:LBR 

A Horld of 
conflict , figh t , 
poucr , e_srJert­
ivenoss . 

I1a:cnoni7..inc._: , 
compromi_s ing , 
e;o.to -kcc11j_ne; 
by conccn·n . 

Preferred Foim of Group 

Initiatinr; , 
c o-o rd iff-1 -Ling , 
r,ro;,s_i_n[:; fo r 
l'l:SUl ts , 1.0T 
conscn:,,u_s 
P.:cplol'ing 
dj_f fcrcmce s 
c~tekccpin_z 
OJ COr:1!:l8Yld . 

LOGICAL THilllCS R 

A world of 
unders t anding , 
logic , systems , 
knowledge . 

Go.the r i ng 
info nnation . 
CJ~rifyin5 ideas . 
S)- , tcne.tisi_ng 
~,1· 1) c cd urc 13 • 

,;;valuuting the 
lotic of 
J_)}.'OpOS,'. lS . 

Cons t:,.'!:Z£_ts __ -Lhod in -;;w,.luat infL Others 

',.'ho is Harm a ·, d 
'.·rho is hostiJ_e ? 
\:ho llel:ps , and 

hurts others ? 

·,-.rh o is strong 
and ,-:ho is 
weak ? 
':/"ho is 1-..-inning 
and 1·:ho i s 
losing? 

\
1!ho is brich t 
and who is 
stupid ? \!ho 
is accurate / 
ina ccurate ? 
':/ho thinJcs 
clearly , 
and who is 
fuzzy ? 

P _j_·ef e:crcd_ J.Iothods of Influencing uthers 

:~ripe as ing . 
Appeo.ling to 
pity . 

Gi vin-t:: orclers . .:.1)pe~~lint:; t o 
Offering challenee.rules a nd 
Threatening . regulations , 

t o logic . 
TI.eferring to 
"facts" and 
overwhelming 
knowledge . 

Sees a s Pers onal Threats 

That h e will 
not be 
liked or loved . 
That he will be 
overwhelmed by 
fe e ling of 
hostilit y . 

Tha t he will 
lose his abili tJ 
to fight ( power) . 
That he will be ­
co r;ie "soft" and 
"sentimental ." 

That his world 
is not ordered . 
That he will 
be over\·:helmed 
by emotion . 



4. System l1rob1cos Obscrv:1.t i on Form 

A se c ond JUrJosc of the obucrvcrs ' attendanc e 

a t the council meetin6 s 1,,::J.s t o assess the vrorking 

l)rocedures of each council . A ;:3t~nc1a:cdi.s ad 

observation form wa s therefore used by t he tw o 

observers dealing with a nrnnbcr of L ctors 

rccocni sed as i mportant in the efficien t functioning 

of t;roups . ( Shou.h.:,mith 1972 ). 

(a) Frohlcm Identification : How j_s the problem 

f ocus.sed by the t'~roup ? ·,:ho hel:ps to define 

the j_::::;sues ? 

brouGht out ? 

included? 
(c) Data l) :cocc::-H-.;ing : Jiow <-LCG v: .h_ow3 .1.0:sj_ti.ons 

discusoed in -celab on Jo c:;..ch otrwr? 
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(d) De cision ~aking : How is the probl Gm rcoolved ? 

~~o influences the fina l decision? 

( e ) .21e.nning : 

\}ho ea~, es ref.31)onsj_ bili ty .to r fo110~1-th1·ou.:..:)1 ? 

( Q) PROCEDURE 

'1:he research procedure , j_n order of operation , 

involved : 

(i) An interview of 1½ - 2 hours Hith ea ch parish 

priest . Appointments were made at l eas t 

a ·Heek in a dvan ce . At the end of the 

interview, each priest was asked t o complete 

the semanti c differential questi onnaire. The 

method of filling this in ·wa s carefully 

explained , but its precise purpose wes not 

explicitly mentioned. 



(ii ) T,.rn observers, the r--,ume two throuehout , 

attended one 1arish council Reet ing in each 

parish to o.:--::sc.:ss i. t s uo:rkinG :r:ro codures with 

the help of the system p:or)lcns observation 

form, and to r c.1 te the pries t ~~nrl counci l 

chainnan on the inli[::;h 1J ·.:.:J t]cr , .Ll'j_r:nd ly helper , 

logical thinke r styles of ~ctinc . The 

prc1sence of tuo obse:cvers at council rr:cc tings 

uo.s expected to cc:mse problems of distre.ction 

and possible arLj_ficiality . In atte1;1pti.ng 

to olfset this , r;rr1pho.sis w2.s given at the 

start of t1e ncc tine to the fact that this 

~,tudy hoped -Lo (li_:3covo1' G0'.1 8 of the effective 

r::ctho.~s of :1 cLin0 ·in .:_,: .1· i s h cotni_cj ls -,ncl t o 

cl:_:i.ri fy S0"1e of the <.l -L.f .c Lcnl l;iu s ~~hey f ,1.ccd 

s o that p1·icsts :::.11d othc1' co1ur.;j_J. u,:.;il)(;:i's 

throughout the 1.;;_m2.1i,.•.-Lu 11i.Lht 110 hlJl_pcd by a n 

1.terch2.nge of infcr::3at ion . 1\n c.c~ree~_ic.mt 

,s undert8.ken to provide a sw.m;::i,:ry of 

conclusions and recommendations for all 

It uas ncroed too , 

that l)arishcs uoul d not be r:-:entioned by n: 0.rae 

in the final revort and the obsc~vcrs offered 

to leave the n:eet.ir:.g during the disc1.lssion of 

an y confidential rr:at ters . 

( iii ) At the end of each meeting , the Cr~~nioationul 

Climate Questionnaire was explained ond 

di st ributed, stamped ~ddresso d envelopes 

were provided , nnd the council secre tary was 

as ked to check that all had been posted 

within 5 days . After most oeetings , there 

was some informal conversation with council 

members, and notes were taken later of 

relevant comments . These notes were 

) 6 . 

subsequently added to the sum of written comments 

made by council members on their climate 

quest ionnaire. 



( J2 ) STA'i'ISTICAL 'rRBA'J'J.ff_;j_.fT 

The statistics cm:)J.oyed jn this research ar e 

cs:,cnt ially de;scripti ve , since it is to be a n 

exploratory c~se study , ( cf Selltiz et a l 1959 ). 
They involve , therefore , the obtaining of means o.nd 

standard deviations on qucsti.ormai1'e onsHers , 

c;r:..1.1jhico.l portrc-._yaJ. of rclcvt1.n t infon,12.tj_on , rank 

oJ.\ler cor1'elatior:s cm 1.:c1'tincnt ·1:;pects :cmd th e 

ccmpar1.s on of ::: cores to c ::5 b. bJ.ir,h trends and 

clnrify possibilities . 
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CHAPTER :FOUR 

'l'he 1)rescmtc::.ticn of results wj_ll be i n three 

sections . 'i'he f j rs t Hi 11 be o..n exan i ~1-'.1. b.on of t he 

data c,d.ncd f 1-·om (Jac h of the five ccn GU rcs and ~'Ii 11 

concentrate on l ook ing fo r sirn i.l ariti cs and 

differences bet11ecn c~ach i,;-1.cish }:Jj__th_i.n each of thos e 

meas ures . The ,_:de1 in th~s s,..;ct ion Hil l be t o 

situ2.t i. on . S.'he :-,econd f,cct.i.on 1i i 11 i.nv·,>lvc a n 

overall vicH of the uata t:,:,'. i.ned L,.'o,n Lhe f ivo r·c~;.su.i:·cs . 

It uill look for r;cne r2.l t rends ;·,no, ,. h<J1·e r:: 1 cv:-.n t , for 
correlations i n keeping ',·rith the r,t:.1.t,,;cl hy.:_ oth.1···i 'J . 

The third section will take climat e discr2pancy sco~e 

as a criterion v:-::.ria ble und will excit1ine in oorn e; 

deta il the pari shes with t he hi[hcst and lowes t score s 

on this r:ieasure . 

s_:;c11ION ONE T_{_r; .r'IV.:~ i<·~:':.0UHr:: S ------- --·----

A I NTERVI :S':/S WI'fH P_\.RIGH .PB.IE3TS 

1; Parish Data 

The age of the parish priests ranged from 39 t o 63 
with two others in the early 40's and three in the mid-

50's . Length of appointment to the parish varied 

from one year to 23 years . Six parishes served more 

than one r ecognisably distinct community and the size 

of parishes r anged from 180 or 200 families to about 

700 families . One parish was predominantly rural and 

three others had a 40% rural population o In all 7 

parishes , a pastoral council had been established for 

at least six years and in one parish , elections had been 
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held recently to make :.tt leo.s t ·half the council new . 

Four .IYl.Tishes h a.vc one pri est , the others had tw o 

pr: cs ts and in on e of thes e the ussistnnt pries t 

attended the c ouncil rneetii 1g. 

','his carriple , therefo re , 1n·ovidcd a considerable 

vs.riation in lXJ. :r-i.s h data and Has not id.cal :for t he a d.equate 

6on t r ol of vari nhJ es . ttith a larger eroup of (arishcs , 

mo1·e 2.ccu1.~at8 a ,; ser.; ~ment 8.nd pcodiction could b e L1ade on 

specific issues . For the pu::qJoses of a n explorato:cy 

case study , ho \·.'cver , the _;_:rc,; c.m t sample is satisf;.1c tory . 

2 . .2;:1.ris h _ Coun r:_j 1 _;:.;t enc ture 

Si.x p:::i.ri_ s hcs have produced Con:;:; titutiolls or 

G-uid e l incs 1·,hich a tt emp t t o put fl c~> h on t11c bo!~e s of 

the 1 967 Diocesa n directives , but in 1.;!att crs of C:e l;:d.l 

there i s wide variat ion . All par ishc0 h~vo thre e or 

more sub-conr.1i ttcc s und four c o-opt sub-com:;1 i ttee n1cmbcr-s 

from outsid e the council , but only three parishes seem 

t o uc e the Gn'c -co1·-mi t tccs to a.ny large extent . Gu idance 

in this r..a tt e r \-rould 1):..·c r:'?l?Jy r~dd to efficiency o T~rn 

p~1.rlshes II cndec:t'iOU.C Lo kee p fine.nee and maintenance u.part 
:f::corn. the l?a rj_ s h Council . 11 

~l ect ion procedures a l s o diffe r a nd include area 

repreccntation , elec tion by ;ari s h ione, ·s ut an a nnu~l 

r:oet:i.ng , voting at Sunday Eass 8.nd 8.llo··mncc fo r postal · 

ballot . In tw o parishes , e l ections have not been 
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r eauired recently because insufficient nominations have been 

received a nd in most parishes , priests expressed dissatis ­

f a ction with "vote r turnout. 11 

Terms of off ice seeI!l to be either t wo or three years 

with provisi on made, in most parishes, for half the 

council to chanee a t each election . \I i th regard to 

membe~ship f our parishes allow for repr es entation from 

various or ganisa tions, ',ihere r e l evant all have 

repr '::? Sent a t i on from relig iou s g roups in the parish and 

most make a llowance for the co-opting of members, either 



by the ~~arish pric::; t ( ,.rho , i n the ·;1ord s of one cons titution 

"will no doubt consult a ll conc r; ·L·nGd 11
) or by t he :;_-.urish 

council itGelf. 

It -Ls worth noti nc; , pcrh;\_[l8 , th:·. t in 2 1,arishe:c; the 

r equjT(,:.ie:n Ls of the ir cons titution u.rc not be :ing f ulfi_llcd , 

al tho1Jt,;h it :-,hould '.;c rcmernbercd that these constitutions 

arc reL':~rdc.:d o.s r_:;11j_clc l i .-,1es 2.nd not a s. J.ee;al documents . 

<. 1l'"" .,. "Cl } r,' · f"' -,·n .-, J. 'o 1·] i· +v ' ;1 _ _:;·J.. \.,; .=. :.:)_J.!~~iJ_. ·~ v, 1 __ .• U11.dcrstandinp.: and Atti.tudcs 

intell cc'_.1J·'. l 1J:·~~ i ' f ; \.;· 11,:; i_::1g oi: :.L .. _;:_'c.;<l 1:, . .::.:ronr;ibility 

"Parish 1~c,~i1c i.ls ::.r.. d Lhe co1 lcci.:· lity ,,, -, • 1 I 

O.I :)J. U110_!.Jc3 C 1., C . , 

develo t) from the ur,derst(;_11u.j ng tha t ~l:c •; ' , 1 ··~h l':~.s o f 

itself , of its nyr.;tc .cy a nd :i.ts osscnce . 11 1111']-: e :·,:J_1·ish 

c ou_ncj_ L s!·o1,1J_d !::·1.sj_c ·:tJ ly ho..ve ;1.n ~-3.:po:.:;t olic f un<.; t i on . 

lcs f1 ,cb.!:·JrtLri.1 a·i:n i.::; to r.1ssi s t i n the 1~roclarna.t ion of 

the c-;oocl r .. t.:;.I::. , ro t only by -,ssi:=;-.; i ng the r;riest , hut 

a]s o by C-' .1J1L1t; ~ .. he ,~t1lfillr.1(:nt of t 1 e ~·,c:.storal role 

bc l on~~ i rv< t o the l;1i_ty th,;··" .Glvcs . 11 
'
1 rh c l)f.:.rjsh 

c ouncil 2--::istJ tc :_:dvi:.:;e , t o ;>_:5Bh, t , ;..-. .n.d to ::wcept 

co --rc'..:i:•ui"1.sib Lli t y 0 0 Lho.. t Lhc rculi t y of Lhe ::cople 

of God idea !:lay be _put i n to effect . 11 

Cne c omoent , 11oweve r , i ndicate d sor1e vncert3.inty 

about this s hared pastora l respons ib ility - "parish 

councils ~ere introduced mainly be cause of a realisa t i on 

that the pri es t h'as being over- burdened wi t h non- spiritual 

matters . 11 .And in pr a ctical ter ms , one priest put it 

this way ; "I can now see something of what is behind the 

mind of the church in the matter of parish councils -

a s a first r esul\ to free the pries t from material concerns , 

but a l sri , a nd v e r y i mportantly , to l ead to genuine ,,;ider 

par i sh involveoent . 11 
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1i. tti tu d es towa rds the l;l',1c t ical i mp l:i.cu tions of 

shared r esponsib ility a re more diffi.cult to define . 

'fhcre is s ome vacucness n.nd l)Crh3.ps :., or1c ~iesi t ,ition 

about what it means to sha r e :i.n deci.sion-inaki.n5 . 
11 ·ehcy shouJ.d 11a ve some pm~e r in docision -rn8.king and 

sone rcs:9011.s:iblo authority . " 11 'fhe ~;;.ri s h coun cil 

chould be prepa red to :;.:.3sis t and co-O!,er·.1 tc Hlt h the 

r,a::cish _pri.cs t i.n the n!·.:. ki11r,: of deci. s:Lons . " f (3J:haps 

t he cJ.ea r est ,j t atc1.w11t i~ t 11c fol l mdng - :r ·L :-i.rh, h 

council rnc,:;bors a re to 1nL!.kc tJ1 cms e l ve s :i.nf orrncd of 

1.·:hat the Ch urch is ~,.nd ·.-·ho. t t h e Ch urch is doing , 

und thr ouc;h djJ .,cu s s :i.on t}rny a-ce to ~orr:mla te !)Olicy 

'rllcy de Lu , r1 :i n c r_;u i.delincs 

at l cc.1:s t c.,•1.d t hi.s is a b:·tf., j.c .:..,; . t ·t o f PHJ r:cJ ci s i.on-

l110.k i n e; :J rocess . The p&rish counc il i.s t o b e 

c onsul ta ti ve , the ref or e , hut 1:0 1~0 t han L11·1.t , 

especially i n the c.rea o f policy . 11 

The r e is h v;·;ever , ;::in a ttitude of frust ration 

evident i n a t leust four r e plie s i n tha t u c oncept 

cle;:.. r ly under stood by the :pries t is not f ully 

a1)p r eci2. ted by t he .laity . 11 J,ay people ei.rc r, till 

n ot _,,\arc of ~-:ha t _p2 stor8.l real ly 1::e..ms . 11 11 \.' e 

2..re ~·ri l lj.ng t o ac cept them a s r esponsible rcople ., 

but perhaps they h:::,.ve yet to gc t t he i::.C ...; S~i.C C ; 

the co1;1mon cry is still 1 1;,,hat iG ex1)e c tcd of us'? ' 11 

I n three replies a n attitude of ~u ternulis m 

ca n be dis cerned e . g . " Pat ience is rec_u ired , 

as in the training of a child , "be caus e He cannot 

immediately expect the p eople to api~reciate the 

full impact of what can be done . \'le can expect 

too much too so.on." On the other hand, _perhaps 

a laisse7,- faire attitude coul d be detected in 

the following remark : "co-responsibil ity as a group 

thing is new . The p r i est did consult before 

but •••• now I am happy to fit in with what they 

decide , as long as all are present ." 
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On the c~ucs ti on of J. oaclorship , one repl y 

indic2.ted some t 0nd cncy tow8.rds rno.nipulatj on . 
11 i·Ii t h rec;ard to dcci.s i on·-,.1:J.1-:-i.ng , I fi n d it n0c cos a r y 

t o let them t alk , 2.nd even thouc;h the 1;arish Friest 

t1a y not like wha t they s o.y , they l~sua.J.ly cor1e round 

i; o a balanced view . If you ga ve them t hat vj_ew 

ci. t the s to.rt , it 1·;onld often not be a ccepted . 

r1'huy n0e d to f ee l they 111::,.dc j_ t • • , • Hy leadersh ip 

could be ce.l l e;d a J o,1.d.i.nt; fcorn the :, lw.dm-rn . 11 

.[n ccnero.l ho,·1cv0 r , there f: ccms to be a 

c:;omlinc :..'.nd pco i t:i.ve l.J;q)lll i nG wi th the c oncl~pt 

of :; h,:.:.cGd ·i.'vS 'icr :;i_bi_l Lty und ~m at tn1n1)t t o under -

:..;L'-::.i1d its i,•1)li.c;_;_L i.cri s . 

thcL·c i.s no.cc v;::.i·j_, ,.t i on ~;.nd 1.10.cc uiJJ.'iculty , but 

there , too , thn ov .. r;:111 tendency :i.G toH1:1.cd s 

pos i tive 8._p:'1·, ~j;1,t i on . 

62 . 

Cn t he· ' .·coc..d level there is explicit ,~wai~encs s 

t n ,!. t :i.cas t four r·:;pJ ics of a n historical :perspective . 

:r ?CO ye,,:. rs u_c:o :l:nd les s , the p1·ie s t uas ofte n the cnly 

ed :J_c;..:. ':.,Jri .!. ] L' : .. ,11 Ln the ·1.1·ea , and .:: ·2. tu ral l y be cf~r:1e 

l ceJer ln ~11 ~ ~ys . 

it is different . " 

i~w with a n educated laity , 
11 '.{ne Chur ch reflects t h e 

soclety j_n ,.:rdch it lives -- the ConstanLi.nia n era , 

:t' eudo.l tine:D , s t r~1it,;h t-line 2.nthori ty etc . -

and this has changed . But more tha n this - j ust 

as the pre sbyteriv~ of the priests a nd the bis hop 

is a n unfolding o f the mystery of the Church , s o 

too is t he par i s h counC:il s e t-up . 11 

On a more specific l evel, va rious chang es 

were seen t o have been emphasised by the i n troduct i on 

of l)ari sh councils . All agr e ed t ha t t he awareness 

of s hared pastor a l r espons ibility was ne1·1 a l though 

some fe l t th~t t his was i n degr ee and i n expression 

r athe r than intrins i cally " By Baptism and Confirmation 



all memb ers of the Church h G.vc , and n.lways hav e had 

r esponsibilit y to be informe d :.1hout rmd t o undertake 
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past or a l responsib i l ity . '01 i.s 1-,;J.s !.hero in the r e cent 

pas t through C.Y. M. anrl. Catholi c ~\ct .i. on etc ., but now 

the understa nding and expressing of j_t :i.s ' n ·o;_ .cL:ninc; ." 

"l'!e are really t l'ying t hrouc;h this sc t ---up to r1cJ.ve a l l 

pari 2hionors uware t hat thei r fait h entails more t h~n 

g oing t o I·:ass on Sunday or provicling money •... There 

has a l i·mys boon :-,.n i rr:pl i ci t unders tand:i:.:1g of t his , 

but now we ;.J.re ai ning fo r a new an d wider m·mreness . 11 

'l'he n::preoen ca tive nat ure of 1:arish cot:n8ils i s 

a l s o .ceGa:ccl od as n 01·r - 11 dj ffarc nt C1·rnn th e old r,;-1.rish 

corw•i.ttees ~,ho ·.-H-n·c 11 ··.nd-pic 1·e d , 1 i.:' b lc to be yes­

men and oft eil a i'ront 01'§?:ni sati. nn , or l;llc i:·:-lr i s h 

pries t Hh o .cE:ino.inod the h ub of the ·. :heel ." /,.n d 

"this democracy in ::,_ction _;_ ·od.ucos :no t; a r uling 

elite , but l eaders •.-rr·om y ou ·,:ould never hav e considered • 11 

l he new educ a tive possi biliti e s a r e a l s o 

mcnti.oncd , not only for lay rnerubers t o l earn l:.bout 

and be involv0d j n lXJ. rish affairs , but c::.l s o f or t h e 

p.ci es t , i:.·:ho will a t l e ast be g i v cn constructiv e 

critici:;;m mor e fra nkly tha n in t:i· c 11 :,cdes~al d:4y 1s 11 

of t h e pas t . On the othe r hand , ~ 1.ere i s Llie iso la tcd 

c omment t hat 11 ,,,h:::re there is a 6 ood parioh counci..l , 

there is a ~rcut e r chance thnn ever before for the 

pri es t t o be unders tood , because the people are 

making t he decisions t h emselves . One 's i mag e is 

i mproved ••• " 

Six of the s even priests stated that the old 

system was more efficient in that d ecisions were made 

more quickly a nd that "it provided a g reater sens e 

of security for all hands because of the centralised 

structure and the well-recognised plan for the 

establishing a nd building up of a parish ." But 

de s pite the ironic comment that "I someti mes t hink 

parish councils were set up to make more work for the 

pa rish pries t" there is clear evidence of a favourable 



and positive a ttitude towa rds change a nd a re a sonable 

und er s t a nding of some of its i mpl i cations. "Some 

of us had the wrong i dea tha t pari sh councils we r e 

a bout t o take ove r the paris h priest 's position 

but t hey a re no t. I ca n see now s ometh ing of 

"·hat is behind the mind of t he Church. 11 

5. The Effectivenes s of Pari sh Councils 

There i s ~eneral agree ment t hat ra ri sh council s 

have no t ach j_eved t heir ful l pot ential. Reas ons 

mentioned i nclud e l ack of l eaders hip , l ack of , 

understa..11.di ng ar:1ong the l a i t y and l r i es ts and l a ck 

of clari t y about the whol e s i tuation . Four priest s 
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fe lt tha t the mos t effective t hing about fJ8.. ri s h c ouncils 

a t the moment i s t h e i r 11 f orr'l.ative fun ct i on 11 i n developing 

awareness a nd generos i t y in thos e who take r,art 11 s o tha t 
11 small com.r-;HJ_ni t i e s r:1ay eventually have ' forme d ' leade r s . 11 

There was r e cogniti on too , tha t i t i s a l r eady involving 

more pe ople , tha t 11 i t cuts down g rizzling because i t i s 

mor e d emocra tic , " " tha t i t emphas ises t he ' s e rvan t' 
i mage of pries tly minis try", and that "it a l l ows fo r a 

de e-per, if s lm·re r , pr oces s of decis i on-maki ng . 11 

The over a l l tone is ot pi mist ic. "The :pari s h 

council structu r e ha s work ed a nd i s working i n t hos e 

pari s hes where t he l ai t y is s ufficient l y matur e , 

sufficientl y used t o making decis ions and 1Jhere the 

pr i est s hav e enough fo r esight to a llow r esponsible 

a ction. • • s o we a llow another five years before 

t hings r eally funct ion . 1.iith perseverance and the 

right encourag ement, the potential is there . 

\'le must allow mistakes to be made and responsibility to 

be exercised . \'ie should not limit learning. 11 

6. Regu~ts a nd Suggestions 

The l a st question in the interview was aimed a t 

eliciting f elt needs about the parish council situa tion ; 
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11 uha t precise :1.sra:3 t ance -r.rnuld you 1 :i k e f rom dioc esan 

o,uth ori tie s or from you r fe l low pri est s i n th :i.s matte r 

of r arish councils?". 
f ollows :-

Directed to di ocesan authori t i es : 

( a ) the ostabl.i s hment o f a Di ocesan Pastoral Council 

"seen t o be a policy 0.akinr~ bod y s o t hat sencr a l 

credJh j_lity i.s c;iv0n to the u h ole thing through ­

out chc di..occse . 11 

( b ) more e xpJ.icit BUidel incs "or priests , other 

co1;.mc:i. l 11,,)ubers and prt:ci:JhionfJrs on the meaning 

:_,nd fn n ct :i_\J11G of .!.;;_11::i. :::; h counci.ls and on 11 the 

•! i ,.:r-; i onary ro l .e of tl·ie l a i.ty . 11 

(c ) 11ew l i f e fo..c Deanery Pautoral Councils "s o that 

c or.1 :-nunic;J,tion c a n 1e l.11·00.donP.d • 11 

( d ) su:~t/:!St i ons for counr~il s ub --eo111.111i ttces from 

Dioccs;.:".n con rdis si.ons on e.g . J,i turgy , Fin::.1 n ce , 

Social Welfare . 

( e ) the e 8tabl ishment of v i s i t i ng teams t o research 

and inst ruc t throue;hout t h e di o cese . 111,·,e spend 

~~ 3000 on getting money i n - vre s pend nothing 

on t.,: ttin,12; 1: 0oplc ln . 11 

( £ ) :cegi onal courses for parish councils " t o bring 

more harmony thJ.·ou.::;hout the diocese and t o 

b :·oaden minds . 11 

I t was felt too tha t priost s c ould hel p each 

othe r, espe cially by : 

(a) atten d a nc e a t priests' dea n e ry meeting s . 

(b) more communi.cation between neigh bouring paris h e s 

throug h circ ula tion of minutes and simultaneous 

planning of various events . 

(c) local priests making themselves available to 

give parish council days of retreat and 

recollection. 

(d) attendance at other parish council meetings t o 

l earn , observe and comment . 



( ~ ) CQi.iN:8NTS ?ROH l>f, . .HISH COUIW I L r:, :I·1 B1~RS ·-- - - -- -- - ... -·- ---

31 pu.rish council r.,c::-i'Jc:i.·s t,:covir1.cd ,;1 .c i Veen 

COlil!ilCnts a long with the ir organ isati onal climat e 

ques tionnai re and this repr esents 52% of t hoce 

who re pli ed fu lly to the questionnai r e . Othe r 

coJTI.J.1onts we re noted d oun from informal discuss i on 

subsequ ent t o ~arish coun8i l mc e tJ nGS . The r!lain 

thc1,1~) s of thc :..;c ide:J.s c·1.n ho s1unr'l,H'isc d under 

thro e hca<i.ings . 

made a bout the style of le 'l.dc r-.;hip that 1,TioDt s 

gene r a lly d emonstl·ute . I'cicr,ts :~.:c:;i G' i c'l t o b e 

app.L·oachable , dedica t cd to t he Go s pe l 2 11d kindly . 

~Chore j s , t oo , a recoGni tion of t he :i.·.1 ortance of 

the p:.ciet:th ood i n the life of the Clr. u·ch ,'nd a 

no8 t algic d cr;; i r e , in tw o c umraen ts, for the more 

efJ:'i cicnt da.rs uhen the _fJri ' St I!'!.ade a J. l the n.ecj.si 0!1S . 

Apa 1·t from t he nostalg ia , this l ine of thoucht is 

Gt.uri..racd up ln t,ie co1f:nent that "1·!hen .1. a rL3hion<;!'S 

!tnow the y have a.n cnthvsiestic pries t Jeud i ng t hor.l , 

t h ey do t:;e t moving a n d work Hi t h him and for hi rn. 11 

On the other h8.nd , over hal .f V1c co1,:iretm ~s on i;he 

pri es tly r ole a re c ritica l . the bu l k of the crit i cal 

comments came from 3 parishes , espe cially from the 

one with t he hig he s t climate tl i screpancy score , but 

they a re s cattered through repl ies from most of 

the 7 pari s hes . "To t ake a cynical vi ew, councill ors 

cannot be too s ure of just how much and to what extent 

they a re being manipulated by the parish prie s t. " 

"Parishioners are frustrated when the priest i s 

dicta toria l and uses his powe r of veto on f i nanc ial 

and a dministrative policies" and this apparently has 

happened in s ome cases . " Some meI!'.l.bers of council 

have given up doing things becaus e their ovm ideas 

have b e en turned. down ." And from an othe r parish, 

66 . 



"1·:e have had occa:...:i..ons i.:hcn the Finance Committee h a s 

passed a roso1ution and it has be e n vetoed by the 

p:1.ri s h 1Jricst ,-; ithcu t rrnffi c i.. cm t oxpl anat i on . 11 

,\11d t11ere is in 1ar tie:nlar a :=:;trong dj_sapproval 

of the f ac t tha t , apar t f rom any veto , counci..l 

<locii;ions arc sornot i wes " iu10rod O r' ci.J.'cur:w c nted 11 

oy the p:u:i :c-h prj_cst . There is , ho·,1cvo r , a 

rococn i. t:Lon of f au lts on both sides . ''r.:un ors t end 

to J oo l< too r•nch Lo t : je 1, riost for lca<.lc:c:.:;hip j n 

ili.'(i~.is 1 hot·c th, ;y could show initia tive ." And 

on t :1e qn.cstion of a c l ~1 :;h of .idoo.s : "Too often 

·.;c [L:, i ·,•.d ivjo.1Jal 1·1c-.1)r) rs , ,nd. s n,~eti ,rns collcct j_vely , 
1.:i.:;;h Lo do 1·,l1Cit .. e Lr1ir1k needs cloinf ; .. . " "ilo IiUSt 

hcl1) L.10 .... 1'·i.c:, t , n ot 1'1 i 11c c 1.' hj m" - f oJ lo c, <1 by t h e 

wry cornncnt " this ::; ounds like a e m1J.Ci:;;-;i.on ". 

In r,,any rcr,i:.t r "ks , tho::ce is a n 0.1-1<1.rcn c s s o f 

the need fo r chan~e - i n a Ltitudes 8 1d policie s -

a l ong wit h s or·1e of th e difCiculti e s tho.t can b e 

0,..,(pec.;ted . " I n a rur..il })arish i t is l,oing t o take 

a l o~G time before the ' old Irish ' thinking ( tha t 

Lhe 1n'ioo t is nlways ric;ht a nd must never be 

oppo i:cd ) .i.s c,1 ~,.ncc d . 11 " In the 1,as t , the 1,ari Gh 

i·.rc.s 1.· l m by the _p:d est ( I a m to.Jking g enerally ) • 

1Jow it io v e1:y necessary - probo.bly trnfortunat cly 

::.. o - t o n:m the 1ja rich t o Jr1ee t l ate 20th century 

thiu.k-i.Ili:; ." One c u1,'Jlc nt L,1 <:e:3 thi. s b·1 r;k t o the 

train·i ng of pr i ests . 11 l'rio:J ts ' train int; needs n. 

rethink . He sees his position cha llc need a nd a 

we /the m s ituati on can quickly dev elop •.•. Someone 

should d emonstrate tha t ' position ' does no t create 

a leader, but willingness t o work ( a t anything) 

will . 11 1rhis may be a n over- simplif i ed view of 

l eade r s hip and its tasks but it does indicate some 

a warenes s of t he group interaction role of 

leadership and it d oes r elate t o a nother statement 

t ha t calls for e nthusiastic and ~illing guida nce , 

par ticularly in the field of pastor a l activitie s 

"where we n eed the guidance of the parish pries t 

and I feel it i s towards this s ide of the par ish 
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council tha t the paris h pri est s h ould l c8.n . '' 

And fina lly , there are the r equest s that ,lll 

priests i n the 1,n..cii,h r;;h ouJ.d a tt end par ish c ovn cil 

meetings - j_n order t ;1at t he yar j_s h counc1.l will be 

s een to have i mpor tance arid s o that the pri ests ·'·'lY be 
aeen to be wo.ck i ng a s a t eam 1-: i thi.n t he pa·cish • 

• 
I n c cnoral, therefore , there i s apprec iation 

c cprcssed fo e ~osi t i ve gujdance , enthus i astic 
l eadership and will lnGncss to lis t e n ; s t rong 
d i.sG. pprovG. l for ' h e di.~t;.!.tor i n.l style t hat j:eJ.je s 

on of .f~_c e o.c posi t i oi"t ; and co11~d .ch~r:l.1Jle fr1':; t.. L'O. Vi.on 
1d.th ;;;ny f orra of i.1a11 j_~1ul:1i; i. on . 

?. • .ftn.ance 

This f eaturl.:d i n a sur pr isineJ.y l r,.Tee nur:1ber 

of replies scattered over f i ve of t he seven fUrishc s 

although one of theGe l)rovided a l most half the 
f i na n 0, j ,'l l comments . 

~h8re is sone dismay expre ssed ov0r the f Rc t 
that thin should be a n is . .,ue : "a lot of ~t·.-;',c,c..n :c1 .0.3 S 

i:.l.nd 8ven ho t words are s pil l cd over the f a ct Lhn t i;he 

paris h c ouncil is not s upposed t o concern i t self 
\Ii t h money matter - o.nd y e t s o r.:uch of ·., l1a t \, e ~! o 

ove r laps into the money fie ld a s a case of necess i t y . " 

In some comments there is an expressed 

r e cognition of the priest's final responsibility 

but t he r e is a general call fo r e f ficiency and for 
openness i n fi nancia l ma tte rs . "Finance and 
maintenance must be run almost as a bus iness and 

that needs specialists on the parish council ." 
"The finance committee mu s t be r epresented at par i s h 

council meetings to present a brief report and answer 

questions ." That c ommitt e e is r eferr ed to in one 
pari sh a s "the higher hierar chy" and there is a 

request f or the instilling of confidence by a 
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" complete shari ng o f al l fin~ncial matters to include : 

analysis o f i ncome , buce;et i ng o f finan ce , d ocwnentati on 

of paris h a ssets and acccpt:,.nce of qual i f i ed l ay men ." 

Two suggest i ons a re :put fo r •. ,~rd to c~c;:i, l Hi t h 

the si..Luat i on . 

.funds }j tand . 

"We hll.ve now n o ic c·J. how the 1_. :-~l·ish 

A good s c c.ceta1·y co1 ild sec to that 

a nd could deal wi.. t h a l l financia l natters even if 

he . .-ci.'e paitl f o.r j_t nnd t h e 1Ja r i s h pi.·iest v1id a 

::, ti :end f rorn l;he f1rr.1l s ( : tl thoue;h ::tnother c omment 

r:ir.ntio·,1s the "r,.-::~ s...:.•. nt .:it~e " on "\·.hjch ;->riests are 

~-mpror:cd t o t~xist ). /11;d f::i:om :;.rot.he r t:irish corn~ s 

the cu~c;c s~,ion tha t jn fL1:u1t;i.:.1. J. J.:). tL ,;rs , th e r ar.h;h 

cp1n1ci.l :.:houl.d be :, ·un 1m Jo i::·t l i)c<ly l i.~1 ::;; 11 i... c: . ;.., u b -

cc.1.1FJ i. L l:co s 1)ro:;en t cstjJ!:atcs .for t'rlc J C::t1·; :hi.eh 

are 1mblishcd for the awareness of 1::-;;.1•i. r)1 i.0 ,(] TG ,'Hd 

t he n a n open co1rncil 1.·ccti.ng i.s held for L}i .J 

2.cce_ptine o r cutting t u 1~k of those cst i rn2..t1:: s . " 

I n brief then , there tQ a strong request t o d o 

•
0.~:..J.y '.-! j_t h secrecy on fin·1ncc 0.nd, a.t the very l cust , 

t o ,:i.cce1)t the consul tat .ion of q_ual ifi ed lay nen . 

Ideals - --

'£he most important and widcsp.c 0 a d cal l he.re i s 

f or clar.ifica.tion e:Jpecia lly of l:.utocal c,oals , o.f 

acoas o f responsibility ~n d ~ays of act i ng . 

comments include t he f ollowing; 11 'l'he i:1ar.Ls h council 

f ills the function of being a structure devoid of r eal 

purpose a nd meaning • • . it has never achieved the i d eals 

l a id down by Cardinal McKeefry ••• The reputation of 

the parish council in this parish is that of a group 

of stubborn old men .1 dis cussing ' church affairs , 

but quite out of touch with the real situation . " 

At a mor e constructive level is the suggestion tha t 

paris h councils a dopt what Michae l Winter calls a 

" holistic" approach , rathe r than a n activities 

oriented o r probl em solving approach ( cf Chapter 2) . 



" ·-rh i.s would :11 ea n 1 00\ i :ng for clea rly defined o.nd 

considered goals to rn0G t the 2.e;tuo. l needs of the 

e;o, · un"i ty... • \·;e h0co1 ·c too 1Jcu~·~d d01:n in da y to 

d;;.y :~·!.r i s h a ff a irs •.• '{:o ..... hould ~>C Lo t'l l ly aware of 

the ,1,)) d to ';u j_ld a oLr r 1G ChL· i.:;l. i :, ,1 Cl)':'"~1n1i. ty . 11 

Alli_:;d · i. t h this , a l tho1,-.)1 ... tt ·1 1n~·c ,1ec i ,~i c le:vcl. , 

c•), ·• :; i ,v:·hi_p ·.:i Lh 

of our near 11ci.:)1Lonr ·~i~d our • 
h j _J1 • II 

>\. f oe , 1 .. u i 11t · (;re i_r_; the need t o 1)e clear on 

1...! t • • rl C i l . • 

be clo.rif icd oven j_f o nJ y :Ln a 110;:.:;e. L i.vc; ~, .;1•~; ,J i. o . 

"he:£' . .:, is a fee] ing that 11 i f 1~eople kne w 1·,;here 

L :·, ;y ·: tood 11 
: n o_ j_r 0..1. confidence ·.~ou:i d be dove lo r e d . 

~.:: u ·t {)f t his c :i ;1.:r.·i Cyi-r1. ; ri:coc . .;~_;s is :;een by a rni11bcr 

o f ;_•.;:~)c.!lclr:·1:; s t,o :cc ·.-1_ ·; i_ co I'.' H'e t;,<pl icit djr·".; r; Lion 

,~_t'Gn the A 1·chbi..hcp on :i.r.~- .3 of .ceupu1..s i bili ty and 

i n one c:::i.sc 1wnt i on is •·:a.de fo r p.ci J:,,t s 8..rld other 

co 1.:t1c:i1 r'Cll~)G r.·s o .f uri.<lr: l ine:j :;uc:h ::.:. s Uio · ) i.··l 'O(l u c0.d 

by ·:.o~ :.. .. cy Int oL11atio1!,'!. l 11 \·lh .Lch 1H'ov.Lcl •} G V;Jry o:-,pJ i.c:it 

and us eful guidance to its club J.j_rectorates on every 

aspe ct of service •11 

\·:hile many repli es indicate a high degree of 

warmth i n the parish council climate , there is a l s o 

a s tres s on the fac t that if the pari s h council is t o 

build up a Christ ian community i n the parish it mus t 

itself be a dynamic a nd prayerful community in 

L1 inj_ature . There is the i s olated comment that 
11 I know of two peopl e on this council, one being the 

chairma n , who don 't yet know my name", but at a 
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more gen eral le ve l is the reques t f or decision s to 

be l;o.kcn j_n a 1,1 ore .:...,r<1y e rfu l ;,md Chriu tian spirit . 
11 i/e r_;h ou.ld no t be j ust ;::.not e r ;'_JOup of business 

advh;crs or pol:Lcy _pla.nners • 11 

OLher c Gi :r:ents include a s trc Ds on J:lD.l'J_sh 

vi. 2 i L.i n{i , E:3 1- •Jcia l ly t o we l come nc':-:-corncrs , if the 

co·,11 rtu-r)i. Ly js to ",;;1l; Li. on :;ro _i_;,crJ.y and j_n one :re ply , 

si)o cj n l , _( o'1 ti on i.s 11t1rl e of the :-:'.:.ori _;:mri:,hioners : 
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" t1~·J.C i_u ~111y GO r .... 1y E:.0 0:cis c:011 ' t ;)_tt on d Church sorvices : 

th...:y i"•.<.::,jcl t o ·feel n. r: ~n:_;c of tc.: l on_:).nb i1 i .t h the :i_)al-r:eha 

c otmcj_J_ 'o2cc.,;,_c s a truly rcp.1.·e:-.;t-:nLaL Lvc hc)dy , no t 

orily j n te L'; ·1s of i ts c l c cti v e l))'.'o c co.u 1·e s , 1Ju t J.l s o 

.Ln t<1l'J~1s of its exp.cession o f opinion . Little 

at t v .1Jt 'Ls r 1a de t o s ug e;es t how this could be i inp:covcd , 

but , e .l ocn l ~'arish has :cccontly sou[)1t t o brir1e e 

tl~o ,., 9 "i)y h:..:.v i_-,'ii a spcc ir.il c:cromony of inst allat i on 

1.-r .i. t h the ~-)ro v i n i _<m o-.:' :,:e;.:,di . .l.y id cnt:Lf i able bac.{:;es t o 

be -.-. 0.J.'11 :).t v~, rious _;_:,,,ru; n functiuns , i.ncl uding V··, s s 

on Sun<.b.y . 

t 'Ln.J.lly there are a nu1'1be r of repl:i.os tha t 

i ml :i.,_;u. Le the _; ,1~01·b.1nc e oi Lho e:ounc.i. l ' s 'Lnvolvc11c:nt 

with t he y outh of the 1,>ari s h , the n eed f or the c oun cj_l 

to be s tr1.1 c/ured on s ub-committee lines a nd one req ues t 

for co uncils ''to have more contact on a deanery basis 

to provide l a y s u pport " 



(Q) 

1 • 0, server~ ' Jt:dr·c1:Hmt of 3 ''Pure S1y-les " -- ---- - - ----· ,_ - --·-----· - - -· --

At each parish counci.1. nee ci ng t,:o obsc1·vc r s 
i:itnrl t: hc r_; a r i s h lJricst ~,nd the co,~nc i l d1a:i ,·J,1:•'1 on 

the '1~011.~h Du ttlcr , .E'rien<lly Tfolfc r , T.ot;icn.l 'Ehi nkcr 
ni.n .. ,o int scnle (cf Chapter 3) . [n Table I 
or :·,., ·:1:s ' i. 1di.·11i (l1; a l ::;cores a rc g i ven in br8.c,rnts 

·.:.rid 1.h c: " a{..,1·cc r:l P core 11 ( un derline d ) is taken t o he 

forfcct i.lc::i:ecmc11t on 9 1-oi nt :sc,.:..lc 51 . f3) 
';,'i thin point on 9 1:;oint s c·~.lc c39 . 2) 

\itb in 2 1)o i.11ts on 9 .fO:Lnt scale 
·.,.:j_ t.h:i n 3 i ioin t s on 9 L:o:i n t scale 

7?.. . 

'1:h i.s can be co{..,a:.cclcd a s a hj_t.)1 l evel of t~. ,1·cr;·:.unt , 

sufficient for accur a te a:1:3<) 8 SJ:-!e ,, t "~nd .fo r sub:::;c'1_Den t 

co1.".J.•:J ,1. tional rr.eo.surcs • 

. 'i.nong the l ) r.i c:.s t s , 4 hit;h ::,cores '"C1."G rut.:::i:.; 1;<1 1 ·ud 

on Ghe f1·i.011dl ; helpe r :..;c:ile , 4 lo;.1 one ...:; on the tc,ut:,;h 
o:J. ~ t; l o.t· G c,.J.c cn<i 5 l ay j_n ~11c rn idd le r .. ~n0 e of ~11 0 

lot;ic;;d thi nker s cale . !.i. mong the cha i 11ncn , 
however , t here is a wider va r iety of scores ~nd no 
general trends seem to emer ge . In Sect i on 'rwo of 

t h e result s rank order correlation between these 

s cor es a nd the climate discrepancy scores will be 

cal cul a ted . From Table I , however, the most 

s i gnif icant and ~ractica l observation to be made is 

that i n general the pries ts tend to display a "fri endly 
helper" orient ation in their council meet i ngs , but 

t heir log ica l thinking in terms of planning, assessment 
of the situa tion, and outlining of objectives and 

alternatives , li es more i n the middle of the scale . 

This will be seen to have some significa nce in 
r e l a tionship to climate discrepancy . 
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2o A.S.O. Scores (Assumed Similarity of Opposites ) 

It was hoped that this would provide anothe r 

satisfactory measure of interpersonal style , but 

difficulties were encountered . One questionnaire 

was not completed and cannot now be obtained and from 

comments made by other subjects , it seems that the 

end of a one and a half to two hour interview , 

with time pressing , is not the most appropriate 

moment for the presentation of such a test. For 

these reasons , the A. S .O. score will not play a part 

in the overall assessment . It is included here t o 

indicate the overall desig n of the research procedure , 

and the obtained results are presented in Table II . 

TABLE II 

A.S .O. SCORES FOR PARISH ?RI ESTS 

Parish A B C D E F G 

1 2 6 .8 10.7 10.2 I 
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(D) OBSERVA'.rION OF COUNCI L 11EETINGS 

Note: The outline of procedure ( Chapte r 3) has 

indica ted the steps t aken to overcome.the expected 

problems of distraction and poss ible art ificiality 

caused by the presence of 2 obse rvers a t council 

meetings . Despite these s a f eguards , the observers 

were aware of some uneas iness a t the start of 

mos t meetings, but were confident tha t a fter the 

firs t 20 - 30 minutes a ll councils were f uncti oning 

freely and fr ankly . One council decided that the 

observers should J.eave for the discuss ion of one 

confidentia l issue which was left till the end of the 

meeting . 

1. Problem Ident i fication 

In 4 pari shes , considerab l e time was spent 

on di s c uss ion of minutes . This seemed t o be 

expected by parish council members d espite the fact 

that in three parishes the re was unnecessary overlap 

and wasted discussion on matters tha t seemed to 

have been p reviously decided . Three parishes had 

a 1\·ell organised agenda and t wo of these concentrat ed 

on sub-c o.'Illilittee recommendations . In terms of 

efficiency this seemed the mos t satisfactory method , 

pa rticula rly where the cha irman ,:as firm and log ical 

and where the sub-committees had underta k en adequate 

research. In five parishes, the parish priest 

seemed to have had most say in the drawing up of 

the agenda , usually in consultation with the 

chairman. One parish council had a number of new 

membe·rs and after a slow start concentra ted on a 

worthwhile exercise in planning . In five parishes 

prior information about agenda would seem to be 

required and ideally this would include essential 

sub-committee recommendations . 
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2 . Generation and Pro c ess ing of Data 

Here the observers were looking for the content 

o.nd me thod of discussion - what issues 1:ere raised 

and how were they dealt with. 

All councils dealt a t some stage with 

spiritu2.l or pastoral matt ers ( th e liturgy , 

preparation for Confirmation or Firs t Communion , 

the care that s hould be offered to specia l groups 

in the r,arish , ecumenical act ivities et c.) Council 

members expressed willingnes s ( explicit~y in three 

parishes and implicitly in others ), to be involved 

in and responsible for such matters , but there 

was a general feeling of uncertainty , both with 

regard to goals to be achi eved , and in recard. to the 

means o f achieving those pas toral goals that were 

unders tood . Discussion on these matters often 

l aps ed in mid-a ir and in five par i s hes the bulk of 

t he time was srjent on more munda ne mat ters -

practical, administrative or financia l a ffairs -

where the issues seemed more clear- cut and eas ily 

grasped . In most council meetings there was a 

defin i te atmosphere of free frank discussion but 

methods of "processing the data" could s til l be 

improved s o that various positions c ould be genuine ly 

discussed i n r e l a tion t o each other. On many issue s 

there was clea r agreement and no ap~arent n eed fo r 

d iscuss i on, bu t it did appear t o the observers that 

in a t lea st four paris hes ( poss ibly 5) there was 

little real examination of othe r i ssu e s on which 

alte rna tive s nee ded to be clarif ied. In only 

one pari s h was there a general practice of e liciting 

informa tion or ideas from members othe r tha n thos e 

who volunteered to speak without prompting or 

special invitation . 

Apart from a somewha t hurried ges t u r e of 

prayer at the beg inning or end of each meeting 
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(and in some cas es a pertinent pastoral comment from 

the priest) little opportunity was provided a t any 

council meeting for reflection on the spiritual 

implications of council business . 

In al l parishes the ~rie s t , and in most cases 

the council chairman , were marked by the observers 

as the two mos t infl uential members in the generating 

and processing of d a ta ; this was to be expected. 

3. Decision Making 

Few issues went to the vote . In a ll meetings 

the a im appe a red to be a consensus opinion and on 

mos t is s ues where decisions i·,ere mad e consensus 

did seem to be achieve d. At times , however , 

the consensus may have been more apparent than real 

b e cause of strong words from the chairman or the 

l:arish priest - but the obs e rvers had no objective 

means of testing thi s impression . It would be worth 

noting , though , that silence does not always imply 

consent. 

4 . Pla nning 

This was accomplished most effectively in those 

pa rishes which had an effective sub-committee structure 

or where individual members , at the chairman ' s insist­

enc8> took responsibility for follow- through action . 

In one parish, though, there were three topics on 

which action was decided, while five other topics 

were deferred without sufficient reason, or were 

left vaguely undecided . In general , a clea rer 

delineation of areas of responsibility and a stronger 

sub-committee structure would be helpful for effective 

follow-through. 
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(~) THE ORGANISATIONAL CLIMAT E ·~UE STIONNAIRE 

The questionnaire used ( cf Chapter 3) was 

distributed to 68 pa rish council members . 62 were 

returned with one incomplete . The return rate 

of 89% was regarded as satisfactory . 

Subjects were asked to mark each of 7 items 

on a 9 point scale . They were to mark with an 

A their judgement of the actual situation of their 

parish council and with an I their judgement of the 

ideal situation . It was decided to use means 

rather than med ians and s o for each parish on each 

it e m, the mean of the A score s is given a s MA and 

the mean of the ideal scores as MI . A climate 

discrepancy score for each it em is then taken as the 

differe nce between these 2 means . The larger this 

score is , the larg er is the perceived discrepancy 

between the actual and the ideal situation . This 

score , therefore , records the degree of dis satisfa ction 

which exists with the pres e nt climate or functioning 

of the parish council in question . 
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TABLE II I: 

PARISH 

MA 
sA 

A MI 
sI 

Climate 
Discrep-

ancy 
J1'LI\, 

B sA 
MI 
s I 

Climat e 
Discrep-

ancy 
MA 

C sA 
MI 
sI 

Climate 
Di screp-
ancy 

MA 
D sA 

MI 
sI 

Clima te 
Discrep-

ancy 
NA 

E sA 
MI 
sI 

Climate 
Discrep-

ancy 
MA 

F sA 
MI 
sI 

Climate 
Discrep-

ancy 

MA 
G sA 

NI 
sI 

Climate 
J?iscrep-

ancy 

l'iill.AN SCORES AND STA.NDARD DEVIATIONS 
FOR ACTUAL A.ND I DEAL CLifv! A'r:cJ IN 7 
PARISH COUNCILS, WITH CLIMATE 
DI S CRi .l!ANCY S CORE POR 7 FilC 'l'ORS 
Alill FOR OVBRALL CLIMA'i'E 

CON1''0PJ•I - RE SPONS - STANDARDS REWARDS 
r •r y l .i:HLITY 

6 . 01 6 . 01 5 .08 5.08 
2.23 1. 89 1. 87 2 .33 

5. 18 7.45 7.55 6.63 
1 • 78 1.24 2.05 1 • 72 

0.83 1. 44 2 .47 Ll2 

7o77 4 .00 2.77 4 .33 
1 0 31 2 .06 1.73 2 . 1 9 

4.00 7.67 8.22 7.55 
0.87 1 . 48 0.99 1 • 84 

3.77 2.!i]_ 5 . 45 ~ 

3.6 7.6 6.2 6 .6 
2088 1.67 1 • 79 2. 68 

2.6 8 .6 8.2 8.8 
2.07 0.54 0.83 0.44 

1 • 0 LO 2 .0 2 .2 

3 .5 6.66 5. 1 6 5.67 
1 • 22 1 .08 1 • 2 1 • 96 

3.66 6.34 7. 1 6 6 .49 
1 • 53 1 • 72 1.37 1 • 57 

0. 16 0.32 2 .0 0.82 

5.25 6. 18 3.5 5.26 
2 .82 1 • 91 1 • 69 0.62 

5.62 7.15 6 .62 5.73 
2.84 1.33 2.34 1 • 27 

0.37 0.97 .L.J..g 0.47 

4.25 7.57 5.25 7 .1 3 
2.44 1 • 63 2.77 0.64 

3.63 7.86 6.75 6.87 
1 .85 1 .45 0.5 0.83 

0.62 0.29 .L.2. 0.26 

4.7 6.55 5.0 5.71 
1 • 79 1.40 1.83 1 • 99 

5.28 8.0 8.0 7.0 
3.05 0.58 0.41 1 • 63 

0.58 1.42 ~ 1.2~ 
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TABLE III contd 

OVERALL 
PARISH CLARITY WAllNTH LEADERSHIP CLIMATE 

DISCREPANCY 

MA 5.26 5 .72 5 . 35 
sA 1.78 1 • 82 2 . 28 

A MI 8.0 8 . 89 8 .0 
sI 0 . 77 0.68 1 . 27 

Climate ~ 
Discrep-

~ ~ 2 .1 8 

ancy 
MA 3 . 1 5 . 0 3o89 
sA 2 . 38 2 . 1 5 2 . 14 

B MI 8 . 56 8 . 36 8.33 
sI 0 . 83 1 • 7 0 . 9 

Climate 2.d:.Q ~ 4.44 ~ Discrep-
ancy 

MA 6.6 8 .0 6 . 8 
sA 2 . 011 1. 23 2 . 1 2 

C MI 8 .6 8 .8 8 .6 
s I 0 . 55 0 . 45 0 . 89 

Climate 2 . 0 1 • 8 1. 6 1 . 66 
Discrep-
ancy 

HA 6.46 8 .1 6 6 . 83 
sA 1 . 41 1. 64 2. 1 5 

D MI 7 . 83 8 . 66 8 .0 
sI 1. 7 0 . 45 1 • 27 

Climate L.21. 
Discrep-

M .h.U ~ 

ancy 
MA 4 . 0 6 . 25 5 . 0 
sA 1.85 2 . 19 2 . 31 

E MI 7. 86 8 . 37 7. 28 
"r~.I 1.72 G. 6 1. 63 

Climate 2..!..§.§. 2 . 1 2 2 . 28 1 . 88 
Discr ep-
ancy 

MA 6 . 25 7.75 7.0 
sA 1 . 98 1. 75 1 • 1 9 

F MI 7.75 8 . 95 8 . 28 
sI 0,71 0. 75 0 . 99 

Climate Ll .L..?.2. 1. 28 ~ Discrep-
ancy 

HA 5 . 1 2 7. 28 5. 71 
sA 2.66 1 . 42 1.82 

G MI 8 . 71 8 .42 8 . 0 
sI 0.57 0 . 67 0 . 82 

Climate 2 . 59 
Discrep- .L..1..1 ~ 1 • 76 

ancy 



The results from Table III may be summarised 

a s foll ows : -

(i) The highes t disc repancy s cores overall are for 

"sta ndards " a nd "clarity" and leadership" , indicating 
some dissatisfaction in those areas ; this find ing, 

i;art icularly with r egar d to '' clarity " is borne out 

by r ema rks from the p:i;-ieDt ' s interviews and by written· 
comments from ~arish council members and fr om 

obse rvation of council mee tings. 

(ii) On every item except "c onformity" idea l scores 

t-;how considerable ag reement , both within parishes 

(evidenced by low sI ' s) and between parishes as well . 

We may conc l ude therefore , that parish council members 

have a r eas onably clear idea ab out wher e the parish 

council should lie on most items . In general , 
sA scor es show less agreement within parishes on 

judgement of the actual situation . 

8 1 • 

(iii) Overall climate discrepancy scores (last column ) 
show 2 low scores , 4 in the middle r ange and 1 high 

score . This seems adequat e for its choice a s a 
criterion variable for subsequent neasures . 

(iv) The form of questionnaire used does provide 

satisfactory and easily scored measures and could be 
adapted in f utur e r esearch to cover other areas 

specifically relevant to parish counci ls e . g . l evel 

of pastoral involvement , prayerfulness , communication 
with the parish et c . 

(v) It should be clearly understood that t he 
climate discrepancy scores refer to perceived d i s crepancy 

betwe en actual and ideal s ituations . Theories· of 

planned change would indicate that a high score on 
this mea sure may refer not only to a dissatisfaction 

with the pr esent state of affairs , but also to a 

situation i n which change is more likely to occur . 



This possibility would require further research over 

a period of time, but other studies have shown that 

dissatisfaction can develop into a creative tension. 

SECTION TWO 

AN OVERALL VIEW 

The purpose of this section of results is to 
view the data as a whole , and in particular to 

look for possible correlations , especially in 
connection with the climate discrepancy score . 

(!!_) CLIIV'iATE DISCREPANCY AND PARTICIPATIVE STYLE 

It was hoped to have 2 measures of participative 
or leadership style for the priests, the A.S . O . score 
and the observers ' judgement on the Tough Battler, 

Friendly Helper , Logical Thinker scales . Theoretic­

ally, too , there was expected to be some relationship 

between these 2 measures , because, as Schein (1969) 
points out , the Friendly Helpe r for example will 

achieve his world of warmth and intimacy only by 
allowing conflicts and differences to be raised and 

resolved . "He finds that he can become close with 

people only if he can a ccept what is dissimilar as 
well as what is similar in their hehaviour . The 
Tough Battler will achieve his world of touehness and 
conflict only if he can create a climate of warmth 

and trust in which these will be allowed to develop, 
~nd the Logical Thinker will achieve his world of 

understanding and logic only if he can accept that 

his feelings and the feelings of others are also 
facts and contribute importantly toward our ability 

to understand interpersonal situations". (Kolb 

et a l 1974 b. p.199). 

82. 



Section One of Results however has ·explained 

why the A.S.O. score, because of a fault in r esea rch 

design, will not be used. Therefore in examining 

the relationship between climate discrepancy and 

participative style we use only the observers' 

judgement on the Friendly Helper, Logical Thinker, 

Tough Battler 9point scales as the measurement of 

participative style - and on these scales, scores 
were judged for both parish priest and council 

chairman. 

For a sample of t his size, Spea rman's r a nk order 

correlation, a non-par ametric sta tis t ic of relation­
ships, was chosen as the most a ppropriate measure. 

Table IV presents the matrix of the s e corre l ations. 

83. 

A positive score indicates some degree of positive 
relationship beti:.·re e n a high score for that participative 

style and a high score for that g roup on climate 

discrepancy. 

the reverse. 
A negative score on Table IV indica tes 

:r,evels of significance are as follows: -

At 1 o-;i level 

At 57; level 
At 1% level 

= 
= 

0.714 
0.786 
0.929 
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RANK ORDER CORRELATIONS BETWEEN CLIMATE DI SCREPANCY SCORES FOR PARISH 
CO~JPCILS AND OBSERVERS ' JUDGBMENT OF 3 .t'Al{TICI }!ATI VB STYLJ!;S FOR 1-'ARISH 

.PRIES'l'S AND COUNCIL CHAI HMEN 

Conform- Respons- Stand- Rewards Clarity Warmth Leader- Overall 
ity ibility ards ship Climate 

Discrepancy 

Tough Battler 
Priest 0.35 0.79 0.64 0.74 0.69 0.67 0.60 0.75 

Friendly Helper 
Priest -0.75 -0.32 -0.24 -0.43 -0.36 -0.44 -0.42 -0.39 

Logical Thinker 
Priest -0 .12 ;.;;0.57 -0.79 -0.32 -0.77 -0.625 -0.70 -0.80 

Tough Battler 
Chairman -0.214 0.07 0.68 -0.04 0.41 0. 11 0 .12 0.18 

Friendly Helper 
Chairman 0. 16 -0.26 -0.64 -0.33 -0 .17 -0 .12 -0.14 -0.24 

Logical Thinker 
9hairman -0 .17 -0.40 -0.36 -0.38 -0.38 -0.56 -.42 · -0.47 



Results indicate that where the priest scores 

highly on the Tough Battler style, climate discrep­
ancy scores for that parish council are likely to be 

high for Responsibility (significant at the 5% level), 
for Rewards (significant at the 10% level) and for 
Overall Climate (significant at the 10% level). 

Other correlations for the Tough Battler style are not 
significant but are all positive. 

For the Friendly Helper style among the 

priests the only significant correlation is a negative 

one with the climate discre pancy score for Conformity. 
The correlation with overall climat e discrepancy is 

again negative, but not significant. 

The Logical Thinke r style for the priest sh ows 

significant negative correlation with climat e 
discrepancy score for Standards (significant at 

the 5% level) and for Clarity (significant at the 

1 O~l level) and for Overall Climate discrepancy 
(significant at the 5% level). Again, other 
correlations for this style are not significant, but 

are all negative. 

No significant correlations can be discovered 

between the leadership or participative style of the 
chairman and climate discrepancy scores, although a 
logical thinking style does produce a negative 
correlation throughout. 

This sample is too small for any large scale 
predictions, but results do at least indicate that 
for the priest a logical thinking style is related 

to a satisfactory climate, that a tough battler style 
is counter-productive in regard to climate discrepancy 

and that it is not enough to be a friendly helper. 

Results also indicate that the participative style 

of the priest is more significant than that of the 

council chairman. 
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(~) ORGANISATIONAL CLIMATE , SHARED RESPONSIBILITY 
AND CHANGE 

Apart from leader s hip style, the hypothesis 

for this thesis indicated some relationship between 

climate discrepancy and the understanding of and 

attitude towards shared responsibility on the part 
of the priest. 

A more precise content analysis on a much 
larger sample is necessary here but Table V provides 
some attempt to assess any general trends in this 
area . The main findings to emerge a re (i) that 

attitudes towards shared responsibility are more 
important than a n intellectual understanding of the 
concept and (ii) a satisfactory climate score is 
more likely to be att ained when a priest ' s attitudes 

a re in keeping with his intellectual understanding . 
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TABLE V CONTENT ANALYSIS OF PRIESTS' I NTERVIEWS 
ALONGSIDE PARISH COUNC1LS' CLIMATE 

DISCREPANCY SCORES 

PARISH OVERALL UNDER­
STAND 
-ING 

ATTITUDES 
TOWARDS 

SHAJUi_;D 
RESPONS­

I BI LITY 

ATTITUDES 
TO 

CHANGE 

A 

B 

C 

D 

E 

F 

G 

CLIMATE 
DISCREPANCY 

2 .18 

4. 1 9 

1.66 

o. 91 

1.88 

0.96 

1.76 

Good 

Good 

Fair 

Good 

Good 

Medium 

Medium 

Positive Positive 
Some 
hesitancy 

Some 
pat e rna lism 

Some Pos itive 
hesit ancy but some 

Maniaulative hesitancy 
ten ency 

Positive Positive 
Some 
paternalism 

Some 
authoritar-
ianism 

Positive Positive 
Some 
paternalism 

Positive Very 
· some laissez- positive 

faire 

Positive Some 
Seeking 
guidance 

hesitancy 

Some . Positive 
hesitancy 

Seeking 
guidance 
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(Q) OTHER FACTORS 

In this study, the age of the parish priest, 

the length of time he has spent in the parish and the 

length of time the }arish council has been together did 

not show correlation with climate discrepancy, leadership 

style or theological attitudes. There was some slight 

indication that younger parish priests are more likely 
to have a good theological understanding of shared 
responsibility and change and that councils in large 

parishes may find it more difficult to achieve a 

satisfactory organisational climate score. But on 

none of these points is there sufficient evidence from 

this study for valid and definite conclusions. 
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SECTION THREE 

PROFILE OF PARISH COUNCILS CHOSEN 
BY CLIMATB DISCREPANCY 

In this section the climate discrepancy score is 

chosen as the criterion variable and a more detailed 
examination is made of the two parishes with "most 

satisfactory" and "least satisfactory" scores on this 

measure . Where relevant, the parish with the second 

"most satisfactory" discrepancy score will be used to 

check conclusions . The main purpose of this section , 
therefore , is to clarify the differences that exist 
in this sample be tween councils with high and low 
climate discrepancy. 

CLIMATE SCORES 

1 • The Criterion Va riable - Discrepancy Score 

Graph I presents the climate discrepancy results 

in visual f o rm. Parish B, with the discrepancy score 

83,. 

of 4 .1 9 (high perceived discrepancy between actual and 

ideal) is to be compared with parish D, whose discrepancy 

score is 0.91 (low perceived discrepancy between actual 
and ideal) and parish F (discrepancy score of 0 . 96) is 
included for comparison . 

It is to be noted that on all factors Parish B 
scores cons istently higher indicating that it is not 

operating near i t s perceived ideal, but the pattern of 

scores should also be considered. The highest scores 
for all three parishes are for "standards" and "clarity" 
and this has already been noted in Section I as a general 
trend . Throughout the range of parishes, these two 
issues seem to need particular attention. 
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2. Scores for "Actual" Climate 

Graph II presents these results. (It should be 

noted that for the sake of clarity, scores fo~ Conformity 

on Graphs II and III have been reversed on the bipolar 

9 point scale.) ·· In Graph II, for Actual Climate Parish 

D scores higher on all factors. But Parish F with a 

slightly higher discrepancy score than Parish D, als o 

scores consistently higher than Parish D for this 

judgement about the actual climate. Again, standards 
' and clarity call for special attention and it should be 

noted that Parish F has a higher actual than ideal 

score for rewards (7.13 to 6.87) and Parish D follows 

this pattern for responsibility (6.66 to 6.34) although 

these differences are not significant when standard 

deviations are considered. 

From the table of standard deviations for "Actual" 

Climate (Table VI) we may note that the parish with 

the lowest mean discrepancy score on the criterion 

variable, Parish D (Climate Discrepancy= 0.91) also 

shows greatest agreement on its perceived Actual Climate 

(Hean standard deviation= 1 .52) Parish F, with the 

next lowest variability of Actual scores (Mean standard 

deviation= 1 .77) and Parish B, with the high Climate 

Discrepancy score of 4.19 has also the greatest 

variability in its Actual Climate scores (Mean standard 

deviation= 1 .99). 

TABLE VI STANDARD DEVIATIONS ON ACTUAL CLIMATE IN 
PARISHES B, D AND F 

:91 .... 

PARISHES CONFORM- RESPONS- STAND- REWARDS CLARITY WARMTH LEADER-
ITY IBILITY ARDS filill: 

B 1 • 31 2.06 1. 73 2 .19 2.38 2 .15 2 .14 

D 1 , 22 1.08 1 • 2 1 • 96 1 .41 1 .64 2. 1 5 

F 2.44 1.63 2.77 0.64 1.98 1 • 75 1 • 19 
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3. Scores for "Ideal" Climate 
93. 

Graph III presents the "Ideal" climate scores 

and indicates clearly that there is considerable agreement 

between the three parishes on what the Ideal Climate 

should be. Parish B has higher ideals for standards, 

rewards and clarity, and Parish D has a low :ideal for 

responsibility but the overall pa ttern shows definite 

similarity. 

Standard deviations on Ideal climate score 

(Table VII) show too , that there is considerable 

agreement within these parishes in regard to the Ideal 

Climate, more so than for the Actual Climate, especially 

for Parishes B a nd F. He may conclude, therefore, that 

there is an agreed hypothetical ideal climate fo r parish 

councils in this deanery. 

TABLE VII STANDARD DEVIATIONS ON IDEAL CLIMATE 
IN ~ARISHES B, D AND F 

PARISHES CONFORM- RESPONS- STAND- REWARDS CLARITY WARMTH 
ITY IBILITY ARDS 

.B 0.87 1.48 0.99 1 .84 0.83 1 • 7 

D 1 • 53 1 • 72 1.37 1 • 57 1.7 0.45 

F 1 .85 1 .45 0.5 0.83 0.71 0.75 

LEADER-
SHIP 

0.9 

1 .27 

0.49 
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(~) INTERVIEWS WITH PARISH PRIESTS 

1 • Parish Data 

A number of facts about the parish and the paris~ 

priest do not, from this research, seem to have any 

bearing on the criterion variable of climate discrepancy. 

The age of the parish priest, his length of appointment 

to the parish, the urban-rural mixture of the parish 

and the number of priests in the parish are different 

in Parish B (high discrepancy score) and Parish D 

(low discre pancy score), but on all these factors 

Parish B shows similarity to Parish F (low discrepancy 

score) and it would therefore be wrong to conclude 

from this data that they are significant. The 

geographical unity of the parish, the stability of 

residence, t he length of time that there has been a 

parish council and the length of time the present 

parish council has been together are simila r in 

all three parishes. There is some indication 

that the size of the parish may be important, 

with a bigger parish being related to a less s atisfactory 

discrepancy score for its parish council, but here too, 

the data is not clear enough for definite conclusions. 

2. Parish Council Structure 

In terms of size of the parish council, parishes 

Band Dare similar as they are in respect of the number 

of functioning committees and their term of office. 

The main differences in regard to structure are (a) 

that Parish Bis one of those which attempts to keep 

finance apart from the parish council whereas Parish D 

has finance as a recognised sub-committee of its 

parish council; and (b) Parish D makes a constant 

practice of drawing its sub-committee members from 

outside the parish council, whereas this happens in 

part for Parish B. Comparisons with Parish F 

tends to confirm these two factors as differences 

although the position of the finance committee in 

Parish Fis not entirely clear. 



3 . Understanding of and Attitudes Towards Shared 
Responsibility 

96. 

On Table V parish priests Band Dare both 

classified as having a "good' intellectual understanding 

of shared responsibility . On closer examination, 

D's understanding would have to be regarded as 

somewhat clearer and more detailed, but B also speaks 

explicitly of the aims of parish councils in pastoral 
terms "to have the community share in the pastoral 

work of the church, playing their full part as members 
of the Body of Christ" . Both mention too the 

"servant" image of _:priestly authority . 

On attitudes towards shared r esponsibility 
however, there are clearer differences . B displays 

some hesitancy , some vagueness with regard to its 

practical implications; "they should have some 
powe r in decisions and some responsible authority" , 
a sta tement that was not f ully clarified even with 

further questioning . 

Don the other hand, is more posit ive with regard 

to the i mplica tions of shared responsibility . "The 

parish council must have basically an apostolic function • •• 

the democracy in action produces leaders whom you 

would never have considered . There is to be 
decis i on-making in some areas at leas t . " 

A further difference lies in the fact that 
,,:hereas D displays some paternalistic attitudes -

"patience is required, as in the training of a child" -
B goes further in this line to display some tendency 
"towards manipulation; "I find it necessary to let 

them talk ••• they usually come round to a balanced 
view • • • they need to feel they made the decision . " 

Comparisons with J:>arish Fon these factors does 

not indicate their relevance one way or the other. 

Fis marked as having a medium understanding of shared 
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responsibility, a positive attitude towards it and 

a seeking of guidance especially from higher authority, 

but no real indication of paternalism nor certainly 

of manipulation. On these matters therefore, it seems 

legitimate to compare Band D directly and again the 

indications are tha t in terms of climate discrepancy 

score, attitudes towards tre implications of shared 

responsibility are more importa nt than the understanding 

of it as a theological concept . A somewhat hesitant 

manipulative attitude appears to be connected with 

an unsatisfa ctory climate discre pancy score while a 

positive attitude, even with some paternalism , appears 

to be connected with a satisfactory discrepancy score. 

4 . Understanding of and Attitudes Towards Change 

Parish priest B has the clearest historical 

understanding of change. He speaks of the education 

of the laity bring ing about a new awareness and new 

requirements a nd is of the opinion that "the main 

value of the old system •••• where the priest made 

all the decisions, was that it belonged to its time." 

Neither D nor F ( low discrepancy scores) speak of 

historical realities in rega r d to change and are 

more concerned with immediate factors and future 

possibilities; "the parish council now p rovides 

a tremendous sounding board for the priest 's bright 

ideasll; "it is new to have a truly representative 

body of :parishioners to say yes or no"; "the new 

thing is that we are really trying to have parishioners 

involved • " 

These could be regarded as attitudinal rather 

than intellectual factors but in terms of attitude 

to change the content analysis table (Table V) shows 

B and F classified as "positive with some hesitancy" 

D simply as "positive." 



The tentative conclusions from this data 
would be that an historical understanding of change 
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on the part of the 1)riest is not necessarily connected 

with a satisfactory climate discrepancy score in 
that parish council whereas a heightened awareness 

of present possibilities in regard to change may be 

more important in that respect. 

(C) COMMENTS FROM COUNCIL MEMBERS 

Of the council members who sent in the 

orga nisa tional climate questionnaire, 70;o from Parish 
B provided additional comments, 35% from ?arish D 
did so and just under 30/~ from· l'arish F. In 
other words, a f~r higher proportion of comments 
was received from the parish council with the 
highest climate discre pancy score and this was to 

be expected if the discre pancy score was in fact 
assessing felt dissatisfaction with the actual 
s ituation. Parish B provides negative criticism 
especially on finance - "it should not be cloaked 

in secrecy" (mentioned in 55% of Parish B replies); 
on the priest 's power or style of acting - "council 
members are frustra ted when decisions are circumvented" 

(mentioned in 655b of replies); on pastoral awareness 

" parish councils should carry out pastoral works ••• 

and this is badly neglected" (in 55% of replies); 

and on lack of clear guidelines from above - "we 
should hear from the Archbishop the role he wants 

l)arish councils to play" ( 305~ of replies). Positive 

suggestions are offered on all these issues e.g. on 
finance "the parish council could be organised on 

local body lines with sub-committees submitting 
estimates ••• " and on other issues as well e.g. on 
making the_ parish council truly representative. 

From parish councils D and F there are critical 

comments on priest's style (in 20% of their responses) 

and on finance (in 15%) and on pastoral awareness 

(in30Cfa) but the bulk of comment provides suggestions 
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for further improvement; "the council needs more 

contact on a deanery basis"; "youth should be catered 

for"; "parish visiting should be stressed"; "priests' 

training needs a rethink". But in general these 

suggestions are less detailed and certainly less 

radical than those proposed by Parish B. 

The indications here, then, are that a high 

score on climate discrepancy may be related not 

only to the generation of more critical comment but 

also to the generation of more positive ideas. 

Further research could examine whether or not 

those positive ideas are likely to b ea r fruit in a 

council with a high discrepancy scoreo 

( J2) LEADERSHIP S'i'YLE OF ? RIEST AND COUNCIL CHAI RHAN 

A.S.O. scores for priests are not considered 

here (cf Section I of Results). Table VIII presents 

the observers' ratings for priest and chairman on 

the 9 point Tough Battler, Friendly Helper, Logical 

Thinker scales of leadership or participative style. 

In keeping with the rank order correlation results 

(cf Section Two) the high climate discrepancy score 

of Parish Bis related to a high Tough Battler score 

and a low Logical Thinker score for the parish priest. 

This would seem to be the most significant result. 

Priests D and F have low scores for Tough Battler, 

but their Logical Thinking scores lie about the 

middle of the scale. Their Friendly Helper scores 

are also higher than priest B's but the rank order 

correlations have shown that this may not be 

significant. It is worth noting however, that 

priest B was rated in the interview as having a good 

intellectual understanding of shared responsibility 

and change, but in the situation of the council 

meeting he did not score highly as a Logical Thinker. 



Ratings for council chairmen did not seem to 
follow a pattern in relationship to climate 
discrepancy scores. Chairmen Band D both score 
highly on the Tough Battler scaJe, chairman F alone 
rates highly on the Friendly Helper scale , and the 
only indication that may be significant is that 
chairmen D and F both rate higher than chairman B 
on the Logical Thinker scale. It is possible , 
in other words , that a low score for the chairman 
on that scale may be related to a high discrepancy 
score for t hat parish council . 

TABLE VIII OBSERVERS ' RATINGS OF i-RIES ·r AND 

1 oo. 

COUNCIL CHAIRJvlAN ON 3 PARTICIPATIVE STYLES 

PARISH 

Priest B 
D 

F 

Chairman B 

D 

F 

TOUGH 
BAT1'LER 

7 

3 .5 
2 

7.5 
7 
4 

FRIENDLY 
HELP~R 

2.5 
5.5 

6 

3 
4 

7 

LOGICAL 
THINKER 

2 

4.5 
5 

2.5 
4.5 
5.5 

(E) OBSERVATION OF COUNCIL ~IEETINGS 

1 • Problem Identification 

In all three parishes an agenda was followed 
although this was somewhat vague in Parish F, arrl in 
each council sub-committee chairmen helped to define 
a number of issues. The most significant difference 
occurred in regard to the parish priests' participation 
in identifying the problems. In councils D and F 
(low discrepancy score) the priests were active in 
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this role for both major and minor issues, in 

Council B (high discrepancy score) the parish priest 

was marked by both observers as identifying problems 

only in respect of major and contentious issues. 

Among the council chairmen; the most active in 

this regard was chairman D. 

2. Generation and Processing of Da ta 

The observc:. tion farIIB for all three parishes 

record that little effort wa s made in any of these 

councils to elicit op inions from silent members 

e x cep t in Parish D where the cha irma n, from time to 

time, gave a gene ral invitation for further comment. 

None of the three priests was inf luential in 

exploring alternatives; and especia lly in Pa rish B, 

when alternatives were discussed they were outlined 

by council members rather than by the chain:nan. 

The p rocessing of da ta was more h eated in Parish B 

than in the other two, there seemed to be less 

respect there for differing opinions on contentious 

matters, and there were fewer "silent" members. 

3. Decision Making a nd Pl a nning 

In all three parishes, the council chairman 

genuinely sought consensus and on most i s sues this 

seemed to be achieved, but Parish B showed the 

highest proportion of issues actually being voted 

on. In Parish D, the chairman took responsibility 

for follow-through on a number of matters and in 

Parishes Band F existing or ad hoe committees took 

responsibility for some major issues. Among the 

priests, F was the most active in this respect. 

Comment 

Table IX presents these observations in 

schematic form and in terms of this research the most 



significant differences to be noted are: 

(a) In Parish B, the priest is not obviously 

active in problem identification. 

(b) In Parish B, there i~ more likelihood that 

some opinions are ignored. 

102. 
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TABLE IX SID'JMARY OF OBSERVATIONS OF COUNCIL 
MEETINGS IN :2ARISHE8 B, D AND F-

PARISH 

B 

Climate 
Discrep- . 
ancy 
scoi-e 

4 .19 

D 

Climate 
Discrep-
ancy 
score 

0.91 

F 

Climate 
Discrep-
ancy 
score 

0.96 

PROBLEM 
IDENTIFICATION 

Agenda 

Sub-committee 
chairmen 

Council 
members 

Agenda 

Parish 
priest 
active 

Council 
chairman 
active 

Sub-committee 
chairmen 

Agenda 

Parish priest 
active 

Sub-committee 
chairmen 

General 
business 

GENERATION AND 
PROCESSING OF 

DA-TA _ 

Sometimes 
hea ted 

Opinions 
ignored 

Members 
involved 

Chairman calls 
for comment 

Silent members 
left alone 

Opinions 
respected 

Silent members 
left alone 

Opinions 
respected 

"Official" 
viewpoint 
sought 

DECISION­
MAKING AND 
PLANNING 

Consensus 
sought 

Voting 

Sub-cor:::unittee 
follow through 

Deferment 

Consensus 
sought 

Some voting 

Chairman 
takes or 
delegates 
responsib-
ility for 
follow 
through 

Consensus 
sought 

Some voting 

Sub-committee 
follow through 

Deferment 

Parish priest 
active 
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Sill'fl'1.ARY OF SECTION THREE 

Here the main differences between parish 

councils with high and low climate discrepancy 

scores are summarised. 

The parish council with a high climate 

discrepancy score attempts to keep finance separate 

from council business. It rarely draws sub-

committee members from outside the council, and 

members of the council are very ready to comment, 

both with positive ideas and especially with 

negative criticism. The parish priest displays 

some manipulative tendencies with regard to 

leadership and shared responsibility, and while 

he has a clea r historical understanding of change 

he shows some hesitancy in regard to its immediate 

possibilities . In terms of observed participative 

style he scored high on the Tough Battler scale 

and low on the Friendly Helper and Logical Thinker 

scales. He was not active in identifying problems, 

except on contentious issues. 

On the other hand the 2 parish councils with 

low clima te discrepancy scores discuss fin~nce as 

part of the council agenda, are more likely to 

draw sub-committee members from outside the council, 

and have little to offer in the way of comment, 

positive or negative. One of the 2 parish priests 

shows some paternalism , but neither of them display 

manipulative tendencies. Their attitude to change 

concentrates on immediate .possibilities rather than 

on historical understanding of it. In respect of 

observed participative style both parish priests 

score low on the Tough Battler scale, and both are 

in the middle of the range on the Friendly Helper and 

Logical Thinker scales. Both are active in identifying 

problems in major and minor issues. 



Finally, there is some indication that in 

the council with a high climate discrepancy score, 

members' opinions are more likely to be ignored, 

and there is less agreement about the Actual climate 

than in the two comparison councils. 

The sample here is too small for generalised 

conclusions, but these profiles do indicate definite 
possibilities for further research. 
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CHAPTER FIVE 

CONCLUSIONS AND IMPLICATIONS 

SECTION ONE 

CONCLUSIONS 

This section will be a summary of the main 

findings in terms of the stated aims of this 

research. 

(A) STRENGTHS OF PARISH COUNCILS 

1. Throughout the reg ion there is clea rly evident 

in parish council members a strong faith in the 

Church and in the mission of the Church. The 

backbone of parish councils is the solid ordinary 

Ca tholic who has a genuine desire to serve the pa rish 

a nd a willingness to be involved. 

such people. 

There are many 

2. In matters of pra ctical concern, all parish 

councils have members with a wealth of e x perience 

and a generous desire to use that experience for 

the g ood of the parish. Where sub-committees a re 

effective, these practical talents in particular a re 

put to good use. 

3. In each parish council there is some positive 

appreciation of the possibilities of the council 

structure and a genuine wish to make it work. 

Allied with this is the fact that a number of parish 

council members have sound ideas for further 

improvement. 
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4. In most parish councils there is a reasonably 
high level of trust and a warmth in personal relation-

ships. In general, members' opinions are respected 

when they are expressed and in each council the 

accepted ideal is consensus. 

5. Overall, parish priests in this area have a 

rea sonable intellectual understanding of the 
theology of parish councils a nd are at least making 

a genuine effort to grapple with the implications 

of this structure. They are aware of the need 
for improvement and would be willing to accept 

positive assistance if it was offered. 

(~) WEAKNE SSES OF PARISH COUNCILS 

It is to be expected that research of this kind 

would concentrate on aspects that require improvement 

and this has proved to be the ca se. Recommendations 
in line with these conclusions will be dealt with 
in Chapter Six. 

1. THE NEED FOR ClARITY 

In the opinion of this researcher, clarity is 

one of the primary requirements. The Organisational 

Clima te ~uestionnaire, comments from parish council 

members and observation of council meetings all 

indicate the need for clarity in regard to goals, 
ruethods and areas of responsibility. Unless this 

clarity is achieved, good-will seems likely to 
dissipate, or, at the very least, the potential 

of parish councils will not be realised. 

In regard to goals, parish council members need , 
to have a far deeper understanding of pastoral aims, 

and pastoral responsibilities. This must not be 

an intellectual exercise; it mus t involve a response 
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to the pastoral needs of the parish community and 

ideally will include an agreed list of priorities 

for parish council action. If that is achieved , 

even minimally, then there is a far greater likelihood 

that there will be clarity of methods as well . In 

all parishes , clarity and standards scored high on 

clima te discrepancy. In this res pect the sub-committee 

structure needs to be strengthened. It is quite 

inadequate in some parishes and valuable time is wasted 

at council meetings by poorly-presented and badly-

researched recommendations. Observation of council 

meetings indicates that these inadequacies are caused 

again by lack of clarity, both in regard to the 

precise functions of various sub-committees and in 

regard to the relationship between the sub-committees 

and the parish council. 

This raises another fundamental issue where 

clarification is needed and that is in regard to 

areas of responsibility. If the parish priest 

does have to ratify all council recommenda tions, 

then that needs to be clea rly spelled out. Serious 

and destructive frustra tion is caused when council 

members think they are participating in the making 

of a decision and find that in fact they are offering 

advice. It is admitted that many parish councils 

function happily in a spirit of trust between priests , 

religious and laity and this must remain the basis 

for any sharing of responsibility, but in a human 

setting, warmth of relationships is not a substitute 

for clarity. Lay and religious members of the parish 

council need to understand that consultation is a 

vital and valid part of the decision-making process, 

and priests need to assess cle a rly the implications 

of going one step further to share with parish councils 

the actual making of pastoral decisions. In other 

words, in each parish council there needs to be a 

genuine examination of consultation and decision 

making powers and the areas in which each of these 



could apply. In a society of saints, this question 

would not be necessary - in a society of sinners, 

it is. 

2. THE NEED FOR ACTUAL RESPONSIBILITY 

The primary need in regard to areas of respons- . 

ibility is as has been stated, the need for clarity, 

so that people will know where they stand. However, 

the present writer has concluded from this research 

that parish councils must be given real teeth,and 

false teeth are not enough. On some issues at 

least the parish council as a whole, priests, 

religious and laity, needs to be seen as a 

decision-making body. In fact, this occurred, 

in v ~rying degrees, in all the councils studied, and 

it is quite possible that the "decision-making" issues 

will vary from parish to parish in accordance with 

different needs and different people. The role 

and the ultimate responsibilities of the parish priest 

must be clearly understood. But the principle 

of decision-making powers for the council in some 

areas needs to be accepted by all council members 

and by parishioners if the council structure is to 

be ~iven credibility in the parish and if council 

members are to increase their already genuine 

spirit of pastoral concern. It is stressed again 

that decision making is not the only way of sharing 

in responsibility, but at the present stage of 

parish council development it seems to this writer 

to be a necessary principle at the parish level. 

Bernard .Lyons (1970 p.40) agrees. "A certain 

power and effect is inherent in the advisory function, 

but this limited role cannot be said to be the 

realisation of what -Vatican II hoped for in the 

parish community •••• And until canon law is changed 

or a bishop outlines the direction that he wants, 

a pastor has to overcome his own fear of uncharted 

courses." 
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3. THE NEED FOR EFFICIENCY 

Observations of council meetings and comments 

from council members indicate a need for improved 

methods of procedure in most parishes. The agenda 

is rarely circulated beforehand, sub-committee 

recommendations are too long and r ambling, silent 

members are not Given enough encouragement to speak, 

there is not always a check on whether decisions 

have been implemented a nd there is little emphasis 

given to prayer. In most councils financial 

matters a re adequately dealt with, except that too 

much time is liable to be s cent on them a nd there 

needs to be more openness about them; considerable 

and unnecessary frustration is caused when the 

attempt is made to keep financial affairs quite 

separate from parish council affairs. In general 

however, parish councils deal comfortably with 

practical matters of administration but are less 

efficient a nd confident when handling matters of 

specifically pastoral concern. In this respect, 

clarity of goals is likely to increase efficiency 

of method. 

4. 'rHE NEED FOR PUBLIC RELATIONS 

All councils expr.essed some dissatisfaction with 

regaTd to the relationship between the council and 

the parish. This research has not examined the 

attitudes of parishioners to parish councils, 

but there is some indication from the comments of 
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parish priests and from council members that parishioners 

in general are ignorant o~ and not interested in, 

the affairs of the council. Only two councils have 

undertaken positive and continuing steps to overcome 

this problem and none have assessed the question of 

accountability to the parish. 



5. THE NEED FOR WIDER AWARENESS 

Parish council constitutions and the agenda for 

meetings show little awareness that the parish is 

part of a diocese, let alone part of the wider 

Church. Even between neighbouring ~arishes 

there seems to be very little communication and 

even less concerted planning. If 1:arish councils 

are to organise programmes of adult education, marriage 

enrichment, scriptural studies etc., inter-parish 

communication would be valuable in many cases. 

In the field of ecumenism, none of the parish 

councils studied is particularly active. Good-will 

is certainly present, but it rarely develops into 

action. 

(C) THE EDUCATIONAL NEEDS OF ?ARISH PRIESTS 
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1. Despite the reasonable theological understanding 

that priests in this area have of shared responsibility 

there is room for a deeper awareness of its implications, 

and particularly for a personal assessment of each 

priest's attitudes towards it. In all the priests 

who took part in this research there is evidence 

of a genuine openness, but results indicate that 

priests' attitudes need to be considered and this 

research at least suggests that priests' attitudes 

may be more closely related to the climate discrepancy 

of t he parish council than priests' intellectual 

understanding. This applies both with regard to 

shared responsibility and with regard to change. 

2. It would seem that priests as well as lay members 

of the council need more time to reflect on the 

pastoral goals of their particular parish. Again 

the point is made that clarity of goals is likely 

to assist clarity of meanso 



3. Priests need a deeper understanding in the 

mat ter of leadership - its theory, its implications 

and its exercise. They should realise for example, 

that it is not enough to be a friendly helper, that 

a tough battler style is probably related to an 

unsatisfactory climate in the parish council, c 

that in some issues logical thinking is required 

from the priest ; and they should be thoroughly 

aware of the frustration caused to others by manipu­
lative tendencies . The tasks and the responsibilities 

of leadership are far wider than has been dealt with 

in this research , but it seems likely that all priests 
would benefit from a bette r understanding i n this 
matter . The same ca n oe said too for parish council 

cha irmen and other council memb ers , because, in varying 

decrees , they a ll have leadership roles to play. 

(Q ) FACTORS RELATED TO CLIMATE DISCREPANCY 

The specific hypothesis examined in this 

research is tha t the sa tisfactoriness of a pa:r.isl: 

council ' s organisa t i ona l clima te will be affected 
by : 

(a) the parish priest's the ologica l unders t anding 
of and attitude towa rds share.d r esponsibility . 

(b ) the parish priest's style of functioning within 
a group . 

Results suggest firstly that the parish yriest's 

attitude towards shared responsibility is more likely 

to affect the climate discrepancy score tha n his 
theological understanding of the concept. In the 

c ouncil with a high discrepancy score the parish 

priest was marked as having a somewhat hesitant 

attitude to shared responsibility and some tendency 
towards manipulation . In the two parishes with 

low discrepa ncy score -the parish priest's attitude 
is marked as "positive, some paternalism" and "positive, 

seeking guidance". The sample is not large enough 
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nor are the measures sufficiently precise to allow 

general conclusions, but the data does at least 

suggest this relationship bet1•!een climate 

discrepancy and priest's attitudes . 

Secondly , the results indicate more clearly that 
climate discrepancy is related to the priest 's 

participative or leadership styl e . Spearmans 

rank order correlation measure provides results 

significant at the 5% and 1 O~~ level , to show that a 

high rating on the tough battler scale is related 
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to a high climate discrepancy score for "responsibility" 
for "rewards ", and for "overall climate". On the 

othe r hand a high rating on the l ogical thinker 

scale is related to a low climate discrepancy score 
especially for "standards" , for "clarity" and for 

"ove r all climate" . High ratings on the friendly 
helper scale show negative but non-si~nificant 

correlations with high climate discrepancy scores . 

In other words , a tough battler style for the priest 

is probably related to an unsatisfactory organisational 

climate for the parish council, a logica l thinking 
style i s probabl y related to a satisfactory climat e , 

and a fri endly helper style possibly contri butes to 
a satisfactory climate, but it is not sufficient. 

Thirdly , the matrix of correlations shows clearly 
that the priest's participative style in t erms of 
Scheins 3 basic types is more significantly related 

to the climate discrepancy of the parish council 

than is the chairman's par ticipative style. 



SECTION TWO 

SOME THEORETICAL IMPLICATIONS 

1. Fiedler distinguishes two major types of work 

groups(aOlthe interacting group , where members are 
and perce ive themselves to be , inter- dependent in 

achieving a common goal , and~) the co-acting group, 

where members work individually and independently 
on the task in hand . In these terms a parish 
council would be ~rimarily an inter- acL ing group 

with one appointed leade r (the parish priest) and 
one elected leader ( the council chairman) . 

Resear ch studies of business organisations (cf 

Fiedler 1967) have shown that a warm , integrative 

style of leadership is mor e effective in inter­

actinb groups , and a critical , cool , evaluative 

style more effective in co-acting groups . It 

might be expected therefore , that for a parish 

council , a h i gh observed r ating on a friendly helper 

scale for the leade r would be significantly related 

to a satisfactory score for organisat i onal climate . 

This did not prove to be the case . In fact , 

rank order correlations showed that the rating for 

the leader on logical thinking was more signif icant 
in regard to climate discrepancy than a high 

friendly helper r ating . This finding needs to be 
tested of course, by the use of Fiedler's own measure­
ment of leadership style , L. P .. C·. and A. S . O. scores, 

but even as it 
implications . 

to confirm the 

stands it r aises some theoreti cal 
In the f irst place, it would seem 

long held c onclusion that leadership 
is a group function and cannot be studied in 
isolation . Secondly, it raises again the question 
of the precise nature of par ish councils as working 

groups and the lack of clarity about this in the 

minds of priests and council members . And thirdly 
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it implies that we are not dealing in this research 

with extremes of leadership style; in Schein's terms, 

the tough battl.er, the friendly helper, and the 

logical thinker can all demonstrate characteristics 

of "g roup centred" leadership, allowing group members 

to participate in decisions, and the same can be 

said, in Fiedler's terms, for the "warm" style 1 and 

the "cool" style 2 leader. It seems unrealistic , 

therefore, to treat leadership and participative style 

as a simple linear variable, as Fiedler is inclined 

to do. 

2. In this resea rch, the concept of organisa tional 

clima te and climate discrepancy has proved to be a 

useful measuring instrument. Future research 

could well adapt this instrument to measure othe r 

aspects of parish council work e.g. the perceived 

actual and ideal levels of pastoral concern, of 

praye r fulness and of communication with the whole 

parish. 

3. Part of t his resea rch has dealt with the 

question of sha red responsibility in a hierarchical 

s t ructure and it has attempted to specify levels and 

areas of dissatisfaction in the parish council 

organisa tion. Both these aspects have theoretical 

implica tions with regard to strateg ies of planned 

change. Benne and Birnbaum (1969) for example 

point out that stress may give rise to dissatisfaction 

with the status quo and thus become a motivating factor 

for change, although one should ordinarily avoid 

beginning change at the point of greatest stress. 

They state, too, that "the effectiveness of planned 

change is often directly related to the degree to 

which members at all levels of an institutional 

hierarchy take part in the fact-finding and the 

diagnosing of needed changes and in the formulating 

and reality-testing of goals and programmes of change" 

(p. 332.) The methods of this present research, 



in particular the assessment of participative style 

and of the organisa tional climate in parish councils, 

would be usefully employed in planning such strategies 

of change in the immediate future. 
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CHAPTER SIX 

SPECIAL RECOMMENDATIONS 

1. Each parish council should set aside some time 

each year for reflection, recollection and planning~ 

The minimum period of time for this would be one 

full day - it cannot be done at ordinary council 

meetings. The pro gramme for such a day or days 

should include time for ~r ayer and reflection and 

it should consider the goals of this particular 

parish and parish council, the structure of this 

parish council, the areas of responsibility and 

the immediate list of priorities for action. It 

does not seem essential to import outside "experts" 

for such a programme, but if they are invited it 

should be cle a rly recognised by all concerned that 

the "expert" is there not to provide all the right 

answers but to stimulate reflection, clear under­

standing and practical action. 

2. It is recommended that the parish priests of 

this area organise for themselves a seminar to 

consider shared responsibility, the structure 

of parish councils and the meaning of leadership 

in this context. 

3. Despite the insistent call for clarity from 

this research it is not recommended that diocesan 

authorities provide detailed and specific constitut~ons 

for parish councils. Throughout this area parish 

councils are at different levels of development and 

specific directives that covered evecy detail would 

limit some councils and bewilder others; nor would 

they be related to particular needs in particular 

places. What diocesan authorities should be 
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providing is: 

(a) a new outline of theological principles for 

priests and other council members and for 

parishioners in general. 

(b) the challenge and the opportunities for priests 

and council members to reflect together on 

pastoral realities. 

(c) options and possibilities for the structu ring 

of parish councils. 

(d) guidance and ideas for parish council s ub­

committees. 

(e) recognised structur e s a t the d iocesan and, 

pr e ferably, the deanery level t o a llow f or t h e 

sharing of ideas, the i mplementa tion of policy 

and the widening of pastoral awareness. 

4. It is recommended that parish councils in this 

area make more use of the sub-committee structure, 

with the functions of the sub-committees clea rly 

related to the goals of the parish council and with 

sub-committee members in g enera l drawn from outside 

the council itself. 

5. The relationship between the parish and the 

parish council has not been the object of study in 

this research but observation and comment s uggest 

that this rela tionship needs to be streng t hened. 

It is therefore recommended: 

(a) t hat parish council elections be preceded by 

a p rogramme of parish reflection; 

(b) that eventually parish council elections through­

out this deanery be held at the same time to 

increase the possibility of public relations. 

(c) that each new council begin their term of 

office with a public parish ceremony presided 

over by the parish priest. 
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(d) that the question of the parish council's 

accountability to the parish be carefully examined. 



6. It is recommended that parish councils reflect 

seriously on the content and the procedure of their 

meetings. Pastoral rather than administrative 

concerns should predominate - although it is not 
recommended that financial matters be kept entirely 

separate from council business. Laclc of openness 

in t his matter causes unnecessary frustration. 
Procedure of meetings needs to be tightened while 

allowing for the expression of all opinions. In 

this regard it may be advisable to appoint a member 

of the council or an outsider to observe and comment 
upon one meeting a year with the help of a standardised 

method of observation. 

7. Finally, it is recommended that in this 
deanery parish councils made up of priests, religious 
and laity working together be recognised as decision-
making bodies, at least in some matters. The unique 
pastoral po s ition of the parish priest must be under­
stood but ideally priests would speak of the parish 
council as "we" instead of "them". 
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