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(ABSTRACT) 

This study evaluates the efficacy of Earle, Knudsen and 

Shriver's (1975) typology of clergy community leadership 

roles when the level of analysis is extended from the 

community to the parish. Earle, et al. (1975) developed an 

analytical fourfold leadership typology identifying the 

roles of pastor, prophet, priest, and evangelist. Earle, et 

al. (1975) used the typology to conduct survey research on 

clergy identities in the community of Gastonia, North 

Carolina. This study utilizes qualitative field research 

within parishes of the Episcopal Church to examine the 

utility of the leadership typology when it is extended from 

a community to a parish level of analysis. 

The results of this study show that the utility of the role 

typology of Earle, et al. (1975) is limited at the parish 

level of analysis by three problems. These are identified 

as the problems of clergy neutrality, orchestrated



leadership and clergy freewheeling. Each of these problems 

is discussed utilizing examples from the field research. 

The problems reveal weaknesses in the analytical foundation 

of the typology of Earle, et al. (1975) and demonstrate that 

the typology is not exhaustive in nature. This study 

concludes that Earle, et al.'s fourfold typology has some 

utility but that additional research into the roles of 

parish clergy is necessary to establish a sound analytical 

typology for the sociological exploration of clergy 

leadership roles.
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In the beginning was the Word, and the Word was with 
God, and the word was God. All things came into being 
through him, and without him not one thing came into being. 
What has come into being in him was life, and the life was 
the light of all people. The light shines in the darkness, 
and the darkness did not overcome it. 

John 1:1-5 

If you love me, you will keep my commandments. And I 
will ask the Father, and he will give you another Advocate, 
to be with you forever. This is the Spirit of truth, whom 
the world cannot receive, because it neither sees him nor 
knows him. You will know him, because he abides with you, 
and he will be in you. 

John 14:15-17 

"By Chance" - that is the most ancient nobility of the 
world, and this I restored to all things: I delivered them 
from under their bondage under Purpose. This freedom and 
heavenly cheer I have placed over all things like an azure 
bell when I taught that over them and through them no 
"eternal will" wills. This prankish folly I have put in the 
place of that will when I taught: "In everything one thing 
is impossible: rationality." 

A little reason, to be sure, a seed of wisdom scattered 
from star to star -- this leaven is mixed in with all 
things: for folly's sake, wisdom is mixed in with all 
things. A little wisdom is possible indeed; but this 
blessed certainty I found in all things: that they would 
rather dance on the feet of Chance. 

F. W. Nietzsche (1982:278)
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I. STATEMENT OF THE PROBLEM 

This research extends Earle, Knudsen and Shriver's (1975) 

analysis of clergy leadership roles in the community to 

examine clergy social interaction within the parish. The 

fourfold analytic typology of Earle, et al. (1975) 

identified the clergy's leadership roles in the community as 

pastor, prophet, priest and evangelist. These role 

identities formed a mutually exclusive and exhaustive 

typology which was used for survey research. This research 

utilizes a qualitative field research methodology to study 

clergy leadership at the parish level of analysis and in 

particular within parishes of the Episcopal Church. This 

qualitative research is used to examine and critique the 

fourfold role typology of Earle, et al. (1975). 

Comparatively little contemporary sociological analysis has 

focused on clergy social life solely within the parish and 

this is especially so of Episcopal clergy. Most 

sociological studies of clergy focus on broader 

organizational typologies with multiple levels of analysis 

or utilize survey research to attempt cross-cultural



' The most in-depth sociological studies of comparisons. 

the Episcopal Church in general have been documented by 

Baltzell (1958, 1964, and 1979). This research differs from 

prior sociological studies by restricting the level of 

analysis to clergy leadership roles within the parish using 

a fourfold analytic typology. 

The purpose of this research effort is to explore the 

adequacy of the fourfold clergy role typology as a 

foundation for sustained sociological inquiry into the 

social milieu of parish life. Exploratory field research of 

clergy social interaction within Episcopal parishes is 

utilized as a basis for this assessment. The importance of 

this research lies both in developing a better understanding 

of Episcopal parishes and in the possibility of 

substantiating a generic typology for the sociological study 

of clergy social interaction within the parish. Three 

significant criticisms of the typology, however, emerge from 

the field research and are identified as the problems of 

clergy neutrality, orchestrated leadership and clergy 

  

1 See for example the work of Blizzard (1985), Roof 
(1978), Roof and McKinney (1985) or Anderson & Jones (1978) 
to observe broad community, organizational, or inter- 
denominational studies of clergy social interaction.



freewheeling.* Each of these problems is briefly 

substantiated in the qualitative field research but no 

resolution of the theoretical issues involved is offered 

given the exploratory nature of this research. As a whole, 

these problems indicate weaknesses in the analytical 

foundation of the typology of Earle, et al. (1975) and 

demonstrate that it does not provide an exhaustive taxonomy 

for sociological analysis. 

This research effort will also not specifically explore the 

interrelationships between the fourfold typology of Earle, 

et al. (1975) and the diversity of other taxonomies 

currently deployed within sociology. A number of different 

taxonomies may be used to categorize the social interaction 

of clergy. Extensive research has documented, for example, 

a distinction between cosmopolitan and local clergy.* From 

a different perspective, Blizzard's (1985) highly empirical 

and influential use of master, integrative and practitioner 

roles has also provided a possible taxonomy of clergy social 

interaction. The research typology of Earle, et al. (1975) 

was selected for this qualitative study because, unlike 

  

2 Clergy freewheeling is drawn from the concept of 
structural freewheeling in Hillery's (1968) work Communal 
Organizations: A Study of Local Societies. 

3 See for example, Lehman, Jr. (1986), or Peterson 
and Takayama (1983).



empirical taxonomies, its highly analytical premisses 

potentially enables it to be applied to a broad range of 

social phenomena where group leadership is exercised. While 

the scope of this research precludes analysis of the 

theoretical and methodological issues separating the 

different taxonomies, it is hoped that this research will 

nevertheless provide some additional information for 

subsequent sociological inquiries.



II. REVIEW OF THE LITERATURE 

This research examines the analytical utility of the 

fourfold clergy role typology of Earle, et al. (1975) for 

the parish level of analysis. A controlled sample of 

Episcopal parish clergy are used to study and critique the 

fourfold typology. This research has two distinct 

theoretical areas of interest. The first area of interest 

is the conceptual framework of the analytic typology of 

clergy leadership roles developed by Earle, et al. in 

Spindles and Spires (1975). The second area of interest is 

a description of the criticisms of the typology which 

emerged from the qualitative field research performed in 

this study. These criticisms identify the problems of 

clergy neutrality, orchestrated leadership and clergy 

freewheeling. The qualitative data presented as the 

documentation of the field research will draw upon and pull 

together both of these research interests. 

2.1 Pastor, Prophet, Priest and Evangelist 

This research evaluates the extension to the parish of the 

fourfold analytical typology of clergy community leadership 

roles developed by Earle, Knudsen and Shriver (1975) in



4 The typology used in Spindles and Spindles and Spires. 

Spires conceptually defined the roles of pastor, prophet, 

priest and evangelist. The sociological concepts defining 

the typology are used in complimentary pairs such that as 

noted by Earle, et al. (1975:152), 

The deductive logic of this part of our inquiry 
required us to define the "prophet," "priest," 
"evangelist," and "pastor" more narrowly and abstractly 
than theologians would prefer. Each term is meant to 
represent a stance or orientation towards a general end 
(change - non-change) and a general means towards that 
end (person - social structure). 

This distinction between ends and means of Earle, et al. 

(1975) formed the two criteria of the role typology. On the 

one hand, a cleric's dichotomous choice between favoring 

social change or favoring the status quo establishes the 

ends criterion of the role identity. On the other hand, a 

cleric's dichotomous choice between individual or social 

  

4 The work of Earle, et al. in Spindles and Spires 
(1975) attempted to integrate a variety of sociological 
perspectives into the research effort including symbolic 
interactionism, functionalism and phenomenology. The 
analytic typology under study in this research has a 
strongly Weberian appearance because of its fourfold nature, 
focus on ends versus means criteria and the distinction 
between change versus the status quo. The sociological 
cornerstone of Spindles and Spires was, however, the work of 
Berger and Luckmann in The Social Construction of Reality 
(1966) and especially their trielectic. Earle, et al. 
(1975:43) note for example, "[That]) the sociologist of 
religion must try to study the trielectic -- the perpetual 
mutual qualifying -- of symbols, institutions and persons. 
He or she must refuse to reduce any of these to the other, 
or to separate any understanding of one of these from an 
understanding of the others."



structural views on the nature of the issue and the method 

of resolving it establishes the means criterion of the role 

identity. These criteria are established with respect to 

one another such that a mutually exclusive and exhaustive 

taxonomy is created. The typology is presented in figure 

form below (Earle, et al., 1975:152). 

  

STATUS QUO CHANGE 

STRUCTURAL PRIEST PROPHET 

INDIVIDUAL PASTOR EVANGELIST 

Figure 2.1. Earle, et al.'s (1975) Fourfold 
Typology of Clergy Social Roles 

  

Each of the role identities is dependent upon the 

intersection of the relevant concepts of the typology as is 

described in greater detail next. 

This research into parish clergy leadership roles 

operationalizes analogous conceptualizations for the roles 

of pastor, prophet, priest and evangelist as those defined 

in the role typology of Earle, et al. (1975). The paired 

concepts of status quo versus change identify whether or not 

clergy favor existing social conditions or support some new 

initiative. The paired concepts of social structure versus 

individual have a more complex relationship. The two key



aspects of the social structure are the language, signs and 

symbols which typify it and the repetitive patterning of 

social interaction between social actors. As per Earle, et 

al. (1975:41), 

Social structure is the sum total of these 
typifications and of the recurrent patterns of 
interactions established by means of them.° 

Clergy adopting a social structural perspective tend to 

focus on blaming or praising the "system" for social 

situations. Clergy adopting an individual perspective, on 

the other hand, tend to focus on blaming or praising a 

particular person or persons for particular social 

Situations. The individual is viewed as an autonomous 

creative social actor with total responsibility for their 

actions. These role typology concepts produce somewhat 

narrow but nevertheless meaningful role descriptions. 

In this research the fourfold typology of clergy leadership 

roles are adapted directly from those used in Earle, et al. 

(1975). Each role in Earle, et al. (1975) is based upon the 

assumption that clergy have sufficient understanding of 

parish social relations to act with intention towards them. 

For example, clergy who are unaware of the specific 

  

5 This conceptual definition of the social structure 
is highly influenced by the work of Berger and Luckmann in 
The Social Construction of Reality (1966).



negotiated symbolic meanings of a given parish would be 

unaware as to whether a particular social action represented 

priestly support of the status quo or a prophetic call for 

change. The role descriptions provided below are identical 

to those in Spindles and Spires except that the word parish 

has been substituted for society to effect the necessary 

change in the level of analysis. 

1. A prophetic minister is one who favors change in 
the structures of the parish and who brings general 
standards of judgement to bear upon those structures. 

2. An evangelist is one who also favors change in the 
parish but who believes that the changed individual is 
the source of social change. 

3. A priest is one who affirms the existent social 
structure of the parish by bringing general standards 
to bear that celebrate and confirm the social status 
quo. 

4. A pastor is one who also seeks to conserve the 
parish as it is, but does so chiefly by helping to 
bring some kind of restorative help to troubled 
individuals. 

These role descriptions provide a basis for the field 

research conducted by this study. This research utilizes 

the role descriptions developed by Earle, et al. (1975) but 

refocuses the level of analysis from the community to the 

parish. The goal of this qualitative field research is to 

assess if these role descriptions adequately characterize in 

a mutually exclusive and exhaustive manner the conduct of 

clergy actually engaged in providing parish leadership. The 

identity of the clergy leadership roles used in this



research is also congruent with other sociological studies 

of religious organizations. 

The role identities of pastor, prophet, priest and 

evangelist developed in this research have excellent face 

validity. The roles are conceived in a manner somewhat more 

restrictive than but still analogous to their common usage. 

McGuire (1981:194), for example, develops Weber's classic 

description of the prophet as she notes, 

The prototype of the change-oriented religious leader 
is the prophet, whose social role is especially 
significant. A prophet is someone who confronts the 
powers that be and the established ways of doing 
things, claiming to be taken seriously on religious 
authority. ... The prophetic message was often one of 
judgement and criticism. Whether the message called 
the people back to a previous way of life or directed 
them to some new way, it nevertheless called for change 

This role description of a prophet's social role matches the 

fourfold role typology used in this research extremely well. 

So too does McGuire's (1981:194) description of the role of 

the priest which is also interpreted from the work of Weber. 

The role of the prophet is the opposite of the priestly 
role. A priest is any religious functionary whose role 
is to administer the established religion - to 
celebrate the traditional rituals, practices, and 
beliefs. ... The basis of priestly authority is 
priests' location in the religious organization as 
representatives of that establishment, and their 
actions mediate between its traditions and the people. 

As with the roles of priest and prophet, the role of pastor 

identified by the typology is also consistent with accepted 

10



nomenclature. Blizzard (1985:84), for example, describes 

the role of the pastor as, 

[In the traditional view of the pastor's role] the 
pastor does the visiting among the parishioners and 
prospective members and ministers to the sick and 
distressed. ... Ministers are now assimilating mental 
health concepts and techniques to be used for guidance 
and counseling. This has led to the newer way in which 
the role is defined, namely, the counseling approach 
which involves the cure of souls and a therapeutic 
concern for parishioners. 

The strongly psychological and personal nature of this 

definition of the pastoral role easily conforms to the 

typology's identification of the role as focused on the 

individual and the maintenance of the social status quo. 

The face validity of the evangelist's role in the typology, 

however, touches upon several key issues in the sociology of 

religion which are important to the typology as a whole. 

This research utilizes a concise definition of a cleric's 

role as evangelist within the parish which is closely 

intermeshed with broader issues in the sociology of 

religion. The literal definition of evangelism is to bring 

the good news of Jesus Christ to the hearts and minds of 

other people. In this research the role of evangelist is 

much more narrowly defined as the changing of individual 

character to achieve overall social change. The evangelist, 

by this definition, would bring the good news of Jesus 

Christ to others in such a way as to condemn disapproved of 

11



ego freedoms as individual sins while simultaneously 

avoiding social structural interpretations of events.°® 

This narrow view of evangelism is one possible analytic 

resolution for the complexities introduced into the 

sociology of religion by the fundamentalist - modernist 

controversy as well as the public - private split in 20th 

century protestantism. It captures the familiar appellation 

of clergy in the fundamentalists faiths as evangelist while 

typically identifying liberal mainstream clergy ina 

prophetic role. For example, Chalfant, et al. (1987:177) 

compared these two camps during the sixties and seventies as 

they noted, 

As the more liberal Protestant denominations asserted 
themselves in the realm of civil rights and protest 
against the Vietnam War, the conservatives [evangelical 
fundamentalists], for the most part, maintained the 
stance of private Protestantism referred to earlier. 
They continued to oppose political issues involving 
private morality - legalized gambling, liquor by the 
drink, and the repeal of Sunday closing laws - but they 
remained virtually silent regarding the rights of 
minorities and the issue of the war in Vietnan. 

The separation of individual versus social structural views 

is readily apparent in the passage above and connotes the 

distinction captured in the role typology between evangelist 

and prophetic clergy roles. The purpose of this research is 

to identify the actual use of leadership roles by clergy 

  

6 Ego freedom is used here in a sociological context 
as is described extensively by Hillery, Dudley and Morrow 
(1977:685-700). 

12



within the parish and to determine if the typology of Earle, 

et al. (1975) adequately captures the phenomenon.’ 

2.2. Criticisms of the Clergy Role Typology 

Three criticisms of the clergy role typology of Earle, et 

al. (1975) emerged from the field research into parish 

social interaction. These criticisms identify the problems 

of clergy neutrality, orchestrated leadership and clergy 

freewheeling. The concept of clergy freewheeling is an 

adaptation of Hillery's (1968) concept of structural 

freewheeling within the community to a parish level of 

analysis. The concepts of clergy neutrality and 

orchestrated leadership are coined solely from the field 

research. The relationship of these problems to the 

conceptual basis of the role typology established by Earle, 

et al. (1975) is established in clear and simple terms 

below. This review of the typology's three observed 

problems is not, however, intended to resolve or exhaust the 

theoretical issues involved because of the exploratory 

nature of this research effort. 

  

, A cross-cultural comparison between evangelical 
fundamentalist faiths and those of the liberal mainstream 
would doubtless reveal a great deal of information about 
clergy leadership roles. This kind of research is, however, 
beyond the scope of the present study. 

13



2.2.1. Clergy Neutrality 

The first problem with the fourfold typology of Earle, et 

al. (1975) observed during the field research is clergy 

neutrality. Clergy neutrality occurs when clergy take a 

neutral position with respect to both the ends and means 

criteria of the role typology for a particular social issue 

within the parish. When clergy elect to be neutral they 

Support neither the end of maintaining the status quo nor 

the end of effecting change, and they do not endorse either 

a structural or individual perspective for a particular 

issue. Clergy neutrality is, therefore, not included in the 

fourfold typology of Earle, et al. (1975) because the 

typology mandates a dichotomous choice by clergy between 

both the opposing ends and means criterion. This typology 

then fails to exhaustively describe clergy leadership roles. 

Clergy neutrality occurs within the parish in a variety of 

circumstances and for a variety of reasons. Some examples 

of the situations in which clergy neutrality is a reasonable 

choice are: 

1. Clergy wish to conserve or brokerage their 
political strength for issues felt to be more important 

14



in the future.® 

2. Clergy feel it is best for the parishioners to 
work through the problem on their own as a question of 
personal growth.’ 

3. Clergy are unsure as to the best course of action 
and prefer to stall or effect neutrality. 

4. The congregation may be evenly divided on both the 
ends and means aspects of a social issue. 

Clergy neutrality is also an integral aspect of the second 

criticism of the fourfold role typology of Earle, et al. 

(1975) identified in this research - the problem of 

orchestrated leadership. 

  

8 The typology of Earle, et al. (1975) is a 
reductionistic one which assumes a moment to moment 
dichotomous clergy decision making process. The typology 
assumes that at any particular moment in time the social 
positions of the clergy could be tallied in black and white 
in the unambiguous style of a debit and credit ledger. 
Clergy electing to be neutral in the present to help achieve 
some long term gain in the future expose one possible 
contradiction in the logic of the typology. 

9 Clergy may adopt a neutral position at the parish 
organizational level to facilitate parishioners working out 
their own answers for several reasons. For example, many 
Episcopal clergy who were recently involved in the Pittston 
Coal strike elected to use their personal time for this 
activity while remaining neutral about the issue within the 
parish. Clergy are often tempted to make this distinction 
between their public and private lives when scripture and 
church tradition do not provide any clear cut guidance and 
an issue is deeply divisive within the parish. This kind of 
decision touches upon several deep philosophical touchstones 
including; the liberal distinction between the private and 
the public life, the sociological distinction between the 
individual and society, and the distinction between 
leadership by example versus leadership by control. 

15



2.2.2. Orchestrated Leadership 

A second problem with the fourfold typology of Earle, et al. 

(1975) observed during the field research is orchestrated 

leadership by clergy. Orchestrated leadership is a complex 

leadership role which is defined by two criteria. The first 

criterion is clergy neutrality. When using orchestrated 

leadership clergy are neutral with respect to the ends to be 

achieved in a given parish social situation and do not 

impose conditions on the means by which the social situation 

is viewed. The second criterion involves the element of 

control of the social processes occurring within the parish. 

When using orchestrated leadership clergy are totally 

committed to maintaining control over the social processes 

at work. The analytical intersection of clergy neutrality 

with clergy control of parish social processes defines 

orchestrated leadership. 

Orchestrated leadership is not described by the concepts 

underlying the typology's leadership roles for two reasons. 

First, as already noted, the typology does not account for 

clergy neutrality which is the first criterion of the 

orchestrated leadership role. Second, the typology does not 

utilize the concept of control, the second criterion of the 

orchestrated leadership role, as a primary consideration. 

16



The typology's leadership roles of pastor, prophet, priest 

and evangelist depict the struggle of clerics to achieve 

control of some specific type of social interaction in order 

to produce a desired outcome. In the case of orchestrated 

leadership control of the social process becomes primary and 

clergy are largely indifferent as to the specific social 

outcome to which it leads. When orchestrated leadership is 

used by clergy they have no preference as to whether change 

or the status quo prevails on the one hand and individual or 

social structural views prevails on the other. The clergy's 

only real interest is that the conflict be brought under 

their control. 

Orchestrated leadership is shown in this research to occur 

in the parish when clergy utilize the committee system of 

church governance to control the development of social 

conflict or even consensus within the parish organization. 

The strong committee system typical of Episcopal parishes 

provides an excellent vehicle to exercise orchestrated 

leadership. Clergy can control the committee process as a 

means of controlling social conflict within the parish. It 

is this expert control of the committee system which, like 

the musical conductor of a symphony, reveals the 

"orchestration" of the committee process by the clergy. 

17



Clergy engage in orchestrated leadership because of the 

critical importance of both control and neutrality. As 

described above, clergy neutrality is often a pragmatic 

necessity. Clergy combine neutrality with control of the 

social process primarily because of the volatile nature of 

social conflict. Parish life can quickly transform itself 

into a hostile social milieu fueled by animosity and hatred. 

Needless to say, this can create incredible difficulties in 

the life of both the parishioners and the clergy. In fact, 

clergy are often fired as the result of uncontrolled 

conflict especially if it intensifies over a long period of 

time (Hadden, 1969). As a result, clergy often feel it is 

advantageous to not take sides in a conflict and to 

simultaneously focus on throttling the social processes at 

work. Like a good chef keeping an eye on the flames, clergy 

work to keep debate lively and interesting within the parish 

while simultaneously keeping a constant vigilance on the 

level of heated remarks. With orchestrated leadership 

clergy are largely indifferent to the conflicting ends or 

means by which an issue is argued and often very interested 

in preserving a feeling of community and comradery within 

the parish. 

18



2.2.3. Clergy Freewheeling 

A third criticism of the fourfold typology of Earle, et al. 

(1975) observed during the field research is the problem of 

clergy freewheeling. Clergy freewheeling is defined by the 

significant and consequential breakdown or absence of 

important symbolic linkages between clergy and parishioners. 

Clergy freewheeling is epitomized by miscommunication, the 

unknown presence of cross-purposes and the resultant chaotic 

social interaction of clergy within the parish. In essence, 

when clergy freewheeling occurs the clergy haven't got a 

clue that they are about to commit some horrendous social 

atrocity or act of heroism and they may not be aware of it 

even after the fact. 

Clergy freewheeling is a category of clergy social 

interaction within the parish which is not accounted for by 

the fourfold typology of Earle, et al. (1975). The fourfold 

typology is premised on the symbolic linkage between clergy 

and parishioners being sufficient to enable purposeful 

choices and rational conduct. By comparison, when clergy 

freewheeling occurs in the parish things seem to just 

happen. Clergy freewheeling does not require that the 

behavior of an individual cleric is without intention. It 

is rather defined by a lack of integration between the 

19



intentions of a cleric and the perception of a cleric's 

actions by the individual parishioners. The lack of social 

integration correspondingly breaks down the ability of the 

cleric and parishioners to enter into any other type of role 

relationship such as those of pastor, prophet, priest and 

evangelist. 

The concept of clergy freewheeling at the parish level of 

analysis is adapted in this research from Hillery's (1968) 

analysis of structural freewheeling at the community level 

of analysis. The term structural freewheeling was 

developed in a study of community social systems. 

Human groups are held together by symbolic connections, 
and the lack of mechanical or biological tissue joining 
individuals introduces a freedom in the structure of 
human social units ... This relative autonomy of parts 
we can call "structural freewheeling" 
(Hillery,1968:70). 

In this research into the parish as a "social unit" a 

relative autonomy is present between clergy and parishioners 

such that clergy freewheeling may occur. Clergy 

freewheeling is not, however, frequently observed as a 

significant aspect of parish life because the symbolic 

linkages between clergy and parishioners are constantly 

established and redefined through social interaction. 

Hillery (1968:71) makes this point in his study of the 

community as he notes, 
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The question then arises, what is the manner of 
integration in human societies which permits structural 
freewheeling? In all probability, the answer is to be 
found in the fact that most groups are integrated by 
human interaction, and that most if not all human 
interaction is ultimately symbolic. This means that 
human groups are integrated by means of agreements, 
whether by force, conditioning, or voluntarily. The 
agreements, in turn, are arbitrary; that is, the 
agreed-upon symbols could mean any of an infinite 
number of things; the meaning that they have is only 
arbitrarily assigned to them by implicit or explicit 
agreements. 

The negotiation of symbolic meaning between parishioners and 

clergy is, however, a vastly complex process subject to 

human error, deceit, confusion, incommensurate perspectives 

and the particularities of individual experience by which 

symbols are judged. These various forms of autonomy in the 

parish social system facilitate the presence of some degree 

of clergy freewheeling almost regardless of the specificity 

of the social interaction used to establish symbols in the 

group. The issue of clergy freewheeling is especially 

germane, however, when clergy are first introduced into the 

parish from another group. Clergy who are new to a parish 

are most vulnerable to the effects of clergy freewheeling 

because they have had very little time to sort out the 

subtle nuances and bludgeon like differences between the 

symbols negotiated by their old and new groups. An example 

of this is developed in the field research with parishes of 

the Episcopal Church. 
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III. METHODOLOGY 

In this research confidential data is collected from human 

subjects using research interviews, participant observation, 

and investigative reporting methods (Jones, 1985). Research 

interviews with four Episcopal rectors provide the primary 

source of data for the investigation of the fourfold clergy 

leadership typology of Earle, et al. (1975). These research 

interviews are presented as data in the next section of this 

research report - Qualitative Research. The highly 

controlled research interviews represent, however, the 

culmination of extensive preliminary investigations. These 

investigations were performed using participant observation 

and investigative reporting techniques. This diversity of 

research methods enabled a deeper understanding of the 

social context in which rectors work and some triangulation 

on difficult concepts (Jones, 1985:25). These methods are 

used, however, in conjunction with controls on the parishes 

from which human subjects were drawn to focus the research 

on the parish as the level of analysis. 

3.1. Method of Selecting Parishes 

A criterion based methodology is used in this research to 

guide the selection of parishes used as sites for field 
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research. The criteria chosen ensure that important 

aspects of each of the four parishes selected are 

homogeneous and comparable. The controlled selection of 

parishes enabled a more in-depth understanding by the social 

researcher of the particularities and cultural milieu of 

each parish because of the many similarities between 

parishes. The selection criteria enabled a clear focus for 

this study which was especially invaluable given the 

exploratory nature of the research. Parishes meeting the 

research criteria were identified through a process of 

personal referral amongst parish rectors. Each criterion 

used to delimit the parish field research is described in 

detail below. 

a. First, only parishes of the Episcopal Church 

were selected. This criterion focused the research on 

parishes within a single type of national organizational 

structure and with necessarily commingled social historic 

contexts. The national Episcopal Church organization 

strongly influences the structure of parish governance, 

liturgy and even parish architecture. The research focus on 

Episcopal parishes establishes an important point of 

homogeneity for this small sample exploratory research 

effort. 
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b. Second, only parishes in one specific 

Diocese were selected for research. This criterion ensured 

that each parish under study had a similar position in the 

organizational structure of the Episcopal Church and were 

administered by the same bishop. 

om Third, only parishes of medium size were 

selected for research. This criterion provided some control 

on the kind and quality of support staff provided for each 

rector. Medium sized parishes with membership between 50 to 

750 parishioners are typically financially unable to provide 

extensive support staff. In addition, medium sized parishes 

typically have only one or two assistants to the rector ina 

line capacity. In general, this requirement ensured that 

the parish organizational structures were articulated to a 

Similar degree and that the rector carried the majority of 

the leadership burden. 

d. Fourth, each parish selected was required to 

be in the liberal mainstream of the Episcopal Church. This 

criterion ensured that charismatic fundamentalist sects 

within the Episcopal Church were not inadvertently used for 

research. The interpretation of leadership actions by 

rectors is complicated from a research perspective by 

overarching ideological and cultural differences. 
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Therefore, in order to simplify and more sharply focus this 

exploratory study, only mainstream parishes are selected for 

research. '° 

e. Fifth, parishes were selected for research 

which appeared at face value to have relatively stable 

congregations with strong representation from business and 

professional elements in the community. This criterion is 

intended to ensure some homogeneity in the social context of 

the congregation for which rectors provide leadership. 

This criterion was verified only by informal conversation 

1 and observation of parish social life.'' In-depth survey 

  

10 The Episcopal Church as a whole is most frequently 
characterized as a liberal mainstream faith with progressive 
platforms on social issues (Roof and McKinney, 1985). Some 
ultraconservative “charismatic" parishes, however, are also 
contained within the Episcopal Church. Recent Supreme Court 
nominee Clarence Thomas for example attends a charismatic 
Episcopal Church where they speak in tongues and abortion is 
vehemently opposed (Pittsburgh Press; July 11, 1991:A3). 

" Davis (1968) in The Church in New Bohemia identifies 
the dramatic effect of radical social change on the direction 
and quality of parish leadership. In Davis' study of St. 
Mark's Episcopal Church in the East Village of New York City 
during the 1960s, a large influx of artisan and underclass 
parishioners quickly displaced the traditional mercantile and 
professional classes. Davis (1968:114), for instance, quotes 
a merchant on his view of the recent changes. 

Now look at it. [The church) fThey're letting it fall 
apart so they can put on some dirty plays. Look at that 
lovely old churchyard. They won't seed it; .. . They 
had an art show there once and deliberately hung a mobile 
of busted auto parts right over Peter Stuyvesant's grave. 
I get sick to look at it. 
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research with the members of the congregation was not 

included in the scope of research activities. 

These five criteria established a baseline for the selection 

of parishes for field research. Parishes were identified as 

suitable candidates for field research using a process of 

personal referral initiated with a single rector and 

expanded from there. Informal on-site observations and 

interviews were used to corroborate the face validity of the 

referral from the perspective of the parish. 

  

The disgruntled views of the merchant were contradicted, 
however, by the rectors adamant support of the church 
programs. For example, Davis (1968:121) captures’ the 
sentiments of the parish rector on his view of the 
congregation. 

Another thing, I'm not interested in a congregation 
filled with blameless middle-class people. I care about 
people who sin boldly. The church's attitude toward such 
people is to cop out. I'm not going to do that. I doa 
land-office business in here in unmarried couples, 
because that's the way the East Village is. It's full of 
them and they need help badly. I don't approve of many 
of the things these kids do and write and paint but that 
doesn't mean I refuse to listen to them. 

Davis' in depth case study captures a single parish 
experiencing social change in a cataclysmic fashion. In this 
research, by comparison, a higher degree of continuity 
appeared to be present in the social life of the parishes 
under study. 
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3.2. Method of Collecting Data from Subjects 

The methods used to collect data from subjects included 

participant observation, research interviews and 

investigative reporting. Detailed summaries of the methods 

used for participant observation and research interviews are 

provided below. Investigative reporting was performed using 

good journalistic practice and supplemented the other 

research methods. For example, several investigative 

interviews were conducted with two members of the clergy not 

acting as rectors - a bishop and a campus ministry director. 

In addition, opportunities for investigative interviews with 

church staff and members of the congregation also occurred 

as a result of the research interview process. 

3.2.1. Research Interviews 

3.2.1.1. Selecting Subjects 

Rectors were selected for research interviews with an open 

but controlled methodology. First, only active Episcopal 

parish rectors were chosen for research interviews. Many 

members of the clergy serve in a variety of administrative 

capacities and do not have the line experience of clergy 

acting as rectors in the field. This restriction ensured 
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clergy used for research interviews were actively engaged in 

the type of social relations under study. Second, rectors 

were selected for research interviews on the basis of 

personal referral from a primary contact among the clergy 

and gradually expanded by personal referral from there. The 

rectors were asked to suggest other rectors working in 

stable mainstream parishes within the diocese. The referral 

process naturally tapped into a network of local Episcopal 

clergy and parishes with similar mainstream social milieus. 

This process resulted in four formal research interviews 

with parish clergy and the documentation of a wide variety 

of professional experiences. The research interview itself 

was also carefully controlled with a disciplined 

methodology. 

3.2.1.2. Conducting Interviews 

The research interviews with Episcopal rectors were 

conducted using an unscheduled standardized interview 

technique. This technique was used in each case because of 

the sensitive nature of the interviews. The unscheduled 

standardized interviews were conducted using only one 

interviewer to ensure consistency in the approach and 

because of the exploratory nature of the research. This 

methodology followed Jones' (1985:146) analysis that, 
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([Tjhe nonscheduled interview seeks standardization by 
asking each respondent questions in an appropriate 
vocabulary, order, and manner so that the interview 
will mean the identical thing to all respondents. 

The unscheduled standardized interviews explored the 

leadership roles of clergy in a clear and consistent way by 

using an interview guide. The interview guide consisted of 

a simplified working copy of the fourfold role typology 

under evaluation in this research. The interview guide 

acted as an aid in framing questions during the research 

interviews. 

The unscheduled standardized research interviews were 

conducted in a particular, though not rigid, pattern of 

dialogue. As Jones (1985:146) indicates in comparing 

scheduled with unscheduled interviews, 

(Tjhe interviewer using an interview guide is free to 
make decisions about how and when to ask questions, 
based on what is already known or can be judged about 
the respondent (such as age or educational background) 
and feedback obtained during the interview as to 
respondent's knowledge and ease in discussing various 
subjects. 

Using the interview guide, each research interview naturally 

divided into three phases - an introductory period, a formal 

interview period and a brief period to wind the interview 

process to a close. All interviews were conducted at the 

subjects’ place of work during normal working hours. In 

addition, only hand written notes of the research interview 
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were taken and no electronic recordings were made. 

The introductory period of conversation was used to 

establish rapport. During this period, which typically 

lasted 15 to 25 minutes, I took only mental notes of the 

conversations and worked to develop a fluid and comfortable 

ambiance between the subject and myself. During the course 

of the introductory period, three points were generally 

made. 

1. I explained my interest in the subject in general 
terms. 

2. I indicated that the interview was confidential 
and that their anonymity would be maintained in any 
formal written work through the use of pseudonyms. 

3. I indicated my general familiarity with the 
distinctions typically made in mainstream Episcopal 
parishes between clergy leadership roles such as 
pastor, prophet, priest and evangelist to ensure the 
conversations were conducted at a reciprocal level of 
understanding. 

These three points of conversation helped to de-mystify my 

identity as a social researcher for the subjects. These 

opening gambits also provided a glimpse of the considerable 

cultural sophistication and depth of personal experience 

which each member of the clergy brought to the interview. 

The introductory conversation period was, from my 
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perspective, remarkably successful.'* It helped to 

generate an energetic and frank orientation for the formal 

interview phase of the research. 

The formal phase of the research interview was signaled by 

agreement between myself and the subject that a consensus of 

interests had been reached. The formal phase of the 

interview was initiated with the following question, 

In reflecting upon your past experiences as rector is 
there a particularly interesting or difficult 
leadership experience you can recall that you would 
like to share? 

In handling this question subjects invariably suggested 

several possible leadership experiences one of which was 

chosen in a mutual fashion. During the formal interview a 

mixture of spontaneous reflection by the interviewee and 

occasional questions on specific points by myself was 

established as a format. The interviews were conducted by 

probing the concepts which underlie the fourfold typology 

rather than focusing on the role terminology itself. All 

questions were designed to demonstrate interest in the 

subject's account while simultaneously providing for some 

direction or enlargement of detail in the conversation. I 

  

12 For example, I began one interview with a casual 
remark to the effect that the subject and I appeared to own 
the same model of car. This led immediately to a 10 minute 
session outside under the hood of my car considering 
carburetors before anything else was discussed. 
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avoided, however, taking overt control of the interview 

process to a degree which would stifle the spontaneity or 

personality of the subject. 

The wind down phase of the research interview consistently 

developed three major elements in the overall dialogue. 

First, the subjects were assured that their interviews would 

remain confidential and anonymous in any published written 

work. This assurance of confidentiality confirmed more 

general remarks on the topic which usually developed during 

the introductory phase. Second, requests for referrals to 

other members of the clergy were discussed using the 

criteria established for the selection of parishes and 

clergy. And finally, the subjects were thanked for their 

time and cooperation. 

3.2.2. Participant Observation 

3.2.2.1. Selecting Social Events 

A few simple criteria guided the selection of clergy social 

Situations for participant observation research. First, it 

was important to observe rectors in a parish setting. The 

selection of more public parish settings complemented the 

private nature of the research interviews and, along with 
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the investigative reporting, enabled the development of an 

intimate familiarity with the life of clergy (Jones, 

1985:43). The development of intimate familiarity also 

facilitated the disciplined qualitative triangulation of all 

data sources for validity and accuracy. Second, the 

Episcopal Church's emphasis on evangelism during the 1990s 

made it propitious to pick some parish activities which 

presented strongly evangelical and/or prophetic clergy 

roles. Third, events which would facilitate gaining entry 

and immersion in the setting were prioritized (Jones, 

1985:48). On the basis of these criteria, a number of 

worship services were observed as well as a series of 

Episcopal confirmation classes. 

The public nature of the events selected for participant 

observation precluded any requirement to obtain formal 

permission to observe them. Nevertheless, for the 

participant observation of confirmation classes verbal 

permission, and indeed encouragement, was obtained.” In. 

addition, all materials obtained from the participant 

observations are used only indirectly or with pseudonyms to 

ensure subject confidentiality is not compromised in any 

way. In this way, the readily available potential for 

  

‘3 Episcopal confirmation classes were attended at 
Holy Cross Church, during the 1991 Easter Season. 
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social science research in the social events examined was 

legitimately tapped without compromising the special 

character and public trust implicit in such gatherings. 

3.2.2.2. Conducting Observations 

A few basic principles were followed in performing 

participant observation in this study. First, as Jones 

(1985:53) notes, 

[T]he fundamental concrete task of the observer is the 
taking of field notes ... [which provide] concrete and 
exhaustive descriptions. 

From this premise, the participant observation research was 

conducted so as to provide discrete yet thorough and 

exhaustive field notes. Second, the participant 

observations as well as the research interviews provide the 

basis for the development of disciplined abstractions on the 

nature of parish leadership roles (Jones, 1985:47). The 

criticisms of the fourfold typology of Earle, et al. (1975) 

developed in this research - clergy neutrality, orchestrated 

leadership and clergy freewheeling - represent disciplined 

abstractions drawn from the research interview process and 

corroborated with participant observation. Third, I 

participated in each event as a normal member of the 

congregation or class. I did not, however, participate in 

special sacraments of communion or confession during the 
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services. For these special sacraments, I chose a 

participant observation standpoint in the body of the 

congregation. This style of participant observation for the 

special sacrament portion of the services accomplished the 

research objectives while maintaining an ethical posture 

toward the events under study. Fourth, I exercised 

considerable discretion in taking notes on the activities so 

as not to overtly reveal my status as participant observer 

to those around me. 

3.3. Confidentiality of Data 

In this research the confidentiality of data obtained from 

subjects has been maintained. All individuals used for 

research interviews were advised of the nature of the 

research and the confidentiality of their interviews. 

Second, all hand written notes, printed materials, floppy 

disks and printed drafts of this study are kept in a locked 

file cabinet when not in use. Third, the completed 

research, presented herein, utilizes pseudonyms to conceal 

the identity of all subjects and not simply those who 

approved research interviews. 
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IV. QUALITATIVE RESEARCH 

In this study qualitative data from research interviews, 

participatory observation and investigative reporting is 

used to document the utility of the fourfold role typology 

of Earle, et al. (1975) when applied to the parish level of 

analysis. The overall usefulness of the typology is 

negatively affected by three criticisms which are revealed 

in the field research. These criticisms identify the 

problems of clergy neutrality, orchestrated leadership and 

clergy freewheeling. Three of the research interviews 

documented below substantiate problems with the fourfold 

typology while the fourth research interview revealed two 

instances where the fourfold typology adequately defined the 

clergy leadership roles used. The problems with the 

typology have been previously conceptually defined in the 

literature review and are operationally substantiated in the 

subsequent qualitative field research. 

The results of four different research interviews are 

presented below to substantiate the criticisms and 

usefulness of the fourfold typology. The documentation of 

the research interviews provided below is a summary of the 

interview dialogue in narrative form with the addition of 

key quotes from the rectors as appropriate and available. 
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In addition, some information from participatory 

observations and investigative reporting is included in each 

research interview narrative to provide a clearer picture of 

the leadership actions of clergy within the parish. The 

first research interview documented below demonstrates the 

adequacy and usefulness of the fourfold typology for some 

clergy leadership situations. The last three research 

interviews below, however, substantiate problems with the 

fourfold typology. 

4.1. Prophet and Priest: The Reverend Richard 

Sheppard of Trinity Church 

The Reverend Richard Sheppard is the rector of Trinity 

Church. Trinity Church is a medium sized Episcopal parish 

of 250 to 400 members.’ It is located in an older, 

prosperous residential area surrounded by large brick homes 

and other mainstream liberal denomination churches. The 

parish exemplifies the traditional gothic architectural 

style common to Episcopal churches and sits on top of a hill 

overlooking the heart of the town's business district. 

Trinity Church has a strong and active vestry made up of 

leading members of the congregation many of whom have 

  

14 

for 1990. 

Source: Annual Report and Journal of the Diocese 
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business and professional backgrounds. The parish itself 

projects an atmosphere of calm and tranquility for which the 

leadership of Mr. Sheppard is in large measure responsible. 

Mr. Sheppard is an experienced rector with almost 20 years 

of service at Trinity Church. The immediate first 

impression of Mr. Sheppard is of an affability which speaks 

well of his long working relationship with the church. His 

comfortable demeanor merges easily in conversation with a 

carefully tempered and engaging understanding of the 

Episcopal Church and of his congregation. Mr. Sheppard 

finds the Episcopal Church to be engulfed in a profound 

mixture of tradition and change. He believes that the 

tripartite political influence of laity, clergy and bishops 

has engendered a great deal of controversy in areas such as 

women's rights, human sexuality and the ordination of gay 

and female clergy. In Mr. Sheppard's view, 

The Episcopal Church is a good place to be if you like 
ambiguity because of its penchant for asking questions 
and not enshrining answers. 

Mr. Sheppard echoes this sentiment in his pastoral duties. 

For example in counseling a young couple living together 

before marriage, he asked many questions to explore the 

issue but did not pass judgement upon them. He recalled the 

experience by commenting, 
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They told me, "This still seems the best way for us to 
find ourselves." and what could I say to that? 

His open minded approach is tempered, however, with the 

realization that, "change in the church does not come 

easily." Mr. Sheppard incorporates this perspective on 

church affairs into his use of leadership roles as rector. 

4.1.1. Two Episodes 

In two separate episodes documented in the research 

interviews below, Mr. Sheppard's leadership actions were 

aptly characterized by the fourfold role typology of Earle, 

et al. (1975). In the first incident, Mr. Sheppard used 

prophetic leadership to sponsor a refugee family from 

amongst the "boat people" of Cuba. In the second incident, 

he acted as a priest in leading the sponsorship of a woman 

deacon for Trinity Church. In both of these incidents, he 

chose a specific end to achieve, risked social conflict and 

was fully knowledgeable of the evident symbolic linkages 

operant in the parish. The criticisms of the fourfold role 

typology identified in this research - clergy neutrality, 

orchestrated leadership and clergy freewheeling - are 

therefore not an apt description of the primary nature of 

Mr. Sheppard's actions. 
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4.1.1.1. The Boat People 

Several years ago, Mr. Sheppard used prophetic leadership to 

initiate the sponsorship by his congregation of a refugee 

family from amongst the Boat People of Cuba. He thought of 

the idea during a summer vacation, discussed it with his 

wife and was eager to implement it at Trinity Church upon 

returning home. His plan was for the refugee family to come 

not simply to the United States but specifically to his 

community and into the life of his parish. The end he 

desired was that the refugee family would become a symbol of 

good samaritanship and reconciliation within the parish that 

would help let some of the lingering divisiveness caused by 

the 1960's finally come to rest. '5 Mr. Sheppard's act of 

leadership was, in this instance, a prophetic one. He 

desired a change in the symbolic typifications which 

provided meaning and social integration within the parish. 

Mr. Sheppard exercised prophetic leadership in realizing his 

dream of sponsoring a refugee family by carefully but 

aggressively pushing it through the committee process. His 

first step was to approach the Mission Committee to discuss 

  

15 This community is home to a very large military 
arsenal which was heavily involved in the Vietnam War. The 
arsenal plays a very visible role as an employer and a topic 
of discussion. 
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his idea and generate support for it. He was successful in 

persuading the Mission Committee of the merits of his plan, 

and general support in the laity then began to coalesce 

around the initiative. Mr. Sheppard then proposed the 

project to the full church in a prophetic role through 

sermons and the church bulletin. He was again successful 

and this enabled the formation of a special church Task 

Force Committee to carry out the project. 

The successes were not, however, without some opposition. A 

number of members of the parish voiced concerns over the 

possibly infectious health status of the refugees and still 

others voiced ideological concerns that they might be 

communists. The rector's careful preliminary work in 

committee enabled him to isolate his detractors as 

relatively disparate voices amidst the parish. He also 

allayed the concerns over health issues by ensuring that 

talented legal and medical professionals were on the Task 

Force Committee. He assuaged the ideological fears of 

communism by winning over their pessimism with his own 

optimism. With these aggressive actions, he succeeded in 

changing the symbolic typifications characteristic of his 

parish and successfully exercised prophetic leadership. Mr. 

Sheppard acted as a prophet while remaining keenly aware of 

the potential political costs of pushing too hard on an idea 
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and causing tremendous social upheaval and conflict. He 

noted in retrospect that, 

Had significant and fundamental opposition developed 
against the refugee family proposal, I would have 
considered the issue very carefully and quite likely 
would not have returned to the pulpit to sponsor it 
again. 

Mr. Sheppard was equally cautious yet aggressive in his 

promotion of Sharon Oehling as a deacon for Trinity Church. 

4.1.1.2. Sharon Oehling: Deacon at Trinity Church 

During the past year, Mr. Sheppard successfully sponsored 

Ms. Sharon Oehling to be a deacon at Trinity Church."® Ms. 

Oehling approached Mr. Sheppard with an unsolicited proposal 

expressing a desire to work as a deacon at Trinity Church. 

Ms. Oehling's husband had accepted a job in the area and she 

planned to be living in the parish community immediately 

after completing her seminary training. The acceptance of 

women as clergy within the Episcopal Church has been a 

17 controversial and highly contested issue. In fact, many 

Episcopal parishes consider women in the status of a 

  

‘6 A deacon is a person serving an apprenticeship 
before being ordained as a priest of the church. 

7 For example, a little over 10 years has elapsed 
since formal changes in Episcopal Church organization 
empowered women as clergy and yet almost a fourth of its 
members are estimated to still oppose women as bishops 
(Gallup Poll, 1990). 
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"minority" when filling the position of rector. As a 

result, Mr. Sheppard weighed a variety of factors including 

the financial ability of the parish to pay a deacon, the 

possible political ramifications in the parish and his own 

personal perspectives before deciding to support Ms. 

Oehling's request. 

Mr. Sheppard eventually chose to act as a priest in 

supporting Ms. Oehling because the primary criterion by 

which he chose to judge the issue and sell it to the parish 

was an affirmation of existent parish values. The rector is 

a person who normally values community spirit and caring 

above theological and ideological concerns. He acted as a 

priest in supporting Ms. Oehling because he sought to 

reaffirm the supremacy of existing social relations within 

the parish which placed a premium value on community rapport 

and caring. In supporting Ms. Oehling, Mr. Sheppard went 

"straight to the top" of local church authority, the vestry. 

The language in which he centered his request was that of 

church community and mutual caring of parishioners for one 

another regardless of ideological points of difference. In 

fact, he reflected, 

If she had been going to live in some other community, 
I probably would not have gone to the vestry on her 
behalf. 

Using this priestly approach, Mr. Sheppard engendered little 
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opposition and was given approval to request permission from 

the bishop of the diocese for Ms. Oehling to assume the 

position of deacon. 

4.2. Clergy Neutrality and Orchestrated Leadership: 

The Reverend George G. Gatesman of Holy Cross Church 

The Reverend Gatesman is the rector of Holy Cross Church. 

It is a medium sized Episcopal parish which had 

approximately 350 to 450 members in 1990.8 The parish is 

located amongst a string of liberal mainstream churches 

adjacent to the town's business district. The parish has a 

strong and active vestry made up of leading members of the 

congregation many of whom have professional or business 

9 backgrounds.'? Like most other Episcopal churches, Holy 

  

18 Source: Annual Report and Journal of the Diocese 
for the year 1990. 

9 The vestry is a permanent committee of lay persons 
in the parish and is the most powerful of all lay 
committees. It is empowered to approve or reject 
initiatives by the rector as well as to initiate the hiring 
or firing of the rector. Many other committees are 
typically in use within the parish at any one time to handle 
specific interests. For example, an International Missions 
committee is commonly present in Episcopal parishes to 
control the allocation of money to overseas missionary 
programs. In addition, committees are often set up for 
recurrent domestic social programs as well as special one 
time committees to handle unusual events. 

44



Cross Church was deeply divided over the revisions to the 

Book of Common Prayer in 1979 and especially of the 

provisions allowing women to serve as rectors. The last few 

years within the parish have been calm by comparison to 1979 

when a large number of families left the parish in protest. 

Mr. Gatesman is a seasoned veteran among the clergy with 

over 20 years of experience. He prepares a complete written 

text for each sermon and uses language with considerable 

skill and dexterity. In addition, he has developed a 

scholarly interest in the history of the early tribes of 

Israel as well as the early history of the Episcopal Church. 

Mr. Gatesman's considerable intellectual understanding 

enables him to communicate effectively within the parish and 

to inspire others with his vision of the church. His 

achilles heel at times seems to be, however, dealing with 

highly charged emotional disputes. For example, one 

parishioner aptly noted, 

George is excellent at inspiring parishioners with what 
it means to be an Episcopalian in the broadest sense of 
the word but he sometimes has trouble dealing with 
interpersonal conflicts within the parish. 

One apparent reason Mr. Gatesman has occasional difficulties 

handling interpersonal conflict within the parish is that he 

avoids being paternalistic and instead encourages 
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parishioners to think through issues on their own and to 

welcome challenges. His role-taking in handling "The Rose 

Glass Window Affair" is indicative of these personal 

qualities and also provides a good example of two criticisms 

of the fourfold role typology of Earle, et al. (1975). 

These two criticisms are the problems of clergy neutrality 

and orchestrated leadership. 

4.2.1. The Rose Window Affair 

Mr. Gatesman was confronted as rector with an interesting 

leadership dilemma as the result of an unexpected and 

anonymous donation of $15,000 to the parish for the 

replacement of the window. A new window represented, in 

terms of the fourfold typology, a relatively simple change 

in the social structural symbolic typifications of the 

parish. Mr. Gatesman was personally dissatisfied with the 

present window and welcomed the opportunity to replace it. 

Mr. Gatesman's personal inclination was, therefore, towards 

a prophetic leadership role in support of a new window. The 

donation, however, raised three immediate questions for the 

rector. 

1. Should the window be changed at all from the 
perspective of the parish as a whole? 

2. If the window should be replaced, what design 
should be used for the new one? 
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3. What was the attitude of the various factions 
among the parishioners regarding the present window and 
any proposal to change it? 

Mr. Gatesman was very concerned that a significant number of 

parishioners would oppose any change in the church and was 

highly sensitive about the possibility of social conflict. 

He noted that in general, 

Far too many people play politics with the placement of 
the church furniture and the design of its 
decorations.“ 

Mr. Gatesman further expressed the need for nearly unanimous 

decisions within the parish as it seemed to him to take, 

[ A ] 95% or more rate of acceptance among parishioners 
to keep things going smoothly. It seems that it only 
takes a few angered members of the congregation to make 
things unbearable. 

Given these circumstances, the rector elected to maintain 

strict [clergy] neutrality within the organization of the 

parish. He neither favored the change nor opposed it within 

the parish in his duties as rector.*' In addition, he did 

  

20 All of the "furniture" within the sanctuary such 
as the baptismal fount, the pulpit, the choir benches and 
the seating for the lay members in the church militant area 
are highly symbolic and positioned with particular meanings 
with respect to the whole of the sanctuary. In addition, 
the gothic style typical of Episcopal churches in general is 
also carefully chosen and deeply symbolic. Given this 
careful attention to detail, proposed changes in evena 
window can raise sharp conflicts and charges of politicking 
within the parish. 

21 By adopting a position of clergy neutrality, Mr. 
Gatesman was able to avoid immediately polarizing the 
various factions of the congregation into a conflict mode of 
social relations. In addition, clergy neutrality enabled 
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not impose upon the parish a social structural or individual 

view of the means by which to resolve the dilemma. Mr. 

Gatesman then designated several parishioners to serve on a 

special Window Committee. The Window Committee was assigned 

the task of discussing the pros and cons of the existent 

window and suggesting an alternative design if a mandate for 

change could be obtained. This use of the church committee 

process marked the beginning of Mr. Gatesman's adoption of 

an orchestrated leadership role. 

Mr. Gatesman's use of the committee system in the "Rose 

Window Affair" is an example of orchestrated leadership and 

not one of the fourfold role typology roles identified by 

Earle, et al. (1975). It is orchestrated leadership because 

he focused on controlling the political process by which the 

conflicting social forces debated the issue rather than 

controlling the ends to be achieved or the substantive 

content, the means, of the debate process. The rector 

enabled the development of an orchestrated leadership role 

by adopting a position of clergy neutrality to facilitate 

actions as an impartial mediator in the social conflict. 

Through the use of orchestrated leadership, Mr. Gatesman was 

  

Mr. Gatesman to act as a mediator between both sides of the 

dispute without being seen as having "sold out" to the other 
camp. 
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able to keep the issue of the window on the back burner of 

parish social life for nearly two years. He was therefore 

able to buy a considerable amount of time in which other 

social issues could be dealt with effectively without the 

negative influence of open warfare over the window. 

Unfortunately for Reverend Gatesman, however, he allowed the 

Window Committee to solicit for proposed new window designs 

without having established through mediation a consensus for 

change in the parish as a whole. This event appears to have 

triggered a significant escalation in the levels of social 

conflict. 

The conflict surrounding the window proposal appeared to 

build slowly, subtly and deceptively. As a result, Mr. 

Gatesman was caught quite unaware when the Window 

Committee's solicitation for new designs touched off a furor 

in the congregation. Some members of the congregation 

evidently considered the window a significant symbol of the 

overall church's social life. For them, it was a beautiful 

window in the chapel, and they expected priestly support for 

keeping it. Conversely, for others, the window was 

atrocious, and they expected prophetic support for changing 

it. As a result, Mr. Gatesman's use of clergy neutrality 

and orchestrated leadership became highly unacceptable to a 

few of the most staunch advocates on both sides in the 
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congregation who insisted that you are either for us or 

against us. The Window Committee's solicitation touched off 

a pent-up cauldron of emotions and a simmering, seething 

controversy boiled out into the open within the parish. Mr. 

Gatesman recalled of this period that, 

This process of choosing a new window has been moving 
along for two years, and now, all of a sudden, people 
are coming out of the woodwork in opposition to it and 
creating strong pressures. People are beginning to get 
ugly about the whole thing. 

Mr. Gatesman experienced considerable difficulty in 

successfully using orchestrated leadership within the parish 

in regards to the window from this time onward. 

Mr. Gatesman elected to continue using orchestrated 

leadership and clergy neutrality in an attempt to contain 

the social conflict erupting within the parish. The rector 

reaffirmed his neutral position on the window in the parish 

newsletter of June 1990. The use of the parish newsletter, 

rather than more discrete conversations with small committee 

groups, is indicative of Mr. Gatesman's loss of control of 

the issue and the corresponding breakdown of his effective 

use of orchestrated leadership. Some exemplary excerpts 

from the rector's opening statement in the parish newsletter 

are provided below. 

How do we go about making a decision which, no matter 
what course is taken, will please some and anger 
others? (...) Clearly, had the old window been 
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universally loved and honored, then the current debate 
would have never got started. (...) It seems to me 
that for the overall health of the parish, dogmatism at 
any point on the spectrum is going to be destructive. 
{and] I will challenge such inflexibility whether it be 
in support of the old window or the new design 
(Gatesman, 1990). 

As this example makes clear, the rector actively worked to 

maintain his neutrality and expressed the clear intention of 

maintaining control over the social processes at work rather 

than the specific ends achieved. As such, his role-taking 

exemplifies orchestrated leadership rather than either of 

the roles of pastor, prophet, priest and evangelist 

identified by Earle, et al. (1975). 

Over one year after the parish newsletter of June 1990 cited 

above the window issue remained totally unresolved and 

appeared locked without direction in the committee process. 

In September of 1991 the Window Committee reported to the 

vestry that it had reached a total impasse in suggesting a 

design for a new window. The vestry responded by quietly 

tabling the entire matter. During this final period of the 

Rose Window Affair the rector reaffirmed the authenticity of 

his neutrality by taking no initiatives to move forward 

either the replacement of the window or the decision to keep 

the old one. Mr. Gatesman pursued this course despite his 

own personal feelings that the window be replaced. 
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Mr. Gatesman's failure to maintain control of the social 

processes at work at the critical junctures described above 

appears to have allowed the congregation to polarize into 

conflicting camps in a highly irresolute fashion. The 

opportunity for a parish decision-making process based on a 

consensus of the congregation appears to have been lost as a 

result. In hindsight one can speculate that an overtly 

priestly or prophetic style of leadership, which would have 

chosen a specific end, may have minimized the levels and 

kinds of social conflict which developed. These kinds of 

decisions are the stuff that makes parish leadership the 

difficult and dangerous task that it is. 

4.3. Clergy Neutrality and Orchestrated Leadership: 

The Reverend Barbara Fenton of Saint John's Church 

The Reverend Barbara Fenton is a very sharp, worldly wise 

and caring rector of Saint John's Church. Saint John's 

Church is a medium sized parish with between 700 to 800 

members in 1990.* It is the largest parish used for field 

research and is in the most urban setting. The parish has a 

traditional gothic architectural design and is located ina 

comfortable residential setting within a metropolitan area. 

  

22 Source: Annual Report and Journal of the Diocese 
for the year 1990. 
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The vestry of Saint John's Church is a strong committee with 

many professional and business persons actively serving. 

Saint John's Church is Ms. Fenton's first assignment as a 

rector. She is, however, hardly a novice in the parish as 

in the past she was a parishioner there and had also been 

the assistant to the prior rector, Robert Gilbert, for 

several years. She was, in fact, a confidant of Mr. Gilbert 

through a long and highly conflicting relationship with the 

vestry.7 Her unruffled succession of Mr. Gilbert as 

rector gives ample testimony to the broad range of social 

skills at her command. Ms. Fenton indicated that Saint 

John's Church was literally, 

(Tjhe only church in the Diocese I would even want to 
serve at. 

She is the most outspoken critic of the diocese in general 

  

23 Ms. Fenton recalls Mr. Gilbert as an introverted 
but sincere and highly combative man who seemed to innately 
foster controversy. The general situation at Saint John's 
Church in Ms. Fenton's view and in the opinion of conflict 
mediation specialists hired by the church was one in which, 
"conflict became the Gospel and the battles became 
debilitating and bore no fruit." It was, for example, 
characteristic of Mr. Gilbert's relationship with the vestry 
that motions rarely passed with even close to a consensus 
vote and dissenters were often incensed enough to have their 
no votes recorded in the meeting minutes. In response to 
the unresolvable nature of the conflict, Ms. Fenton 
distanced herself considerably from the battle during the 
last year of it in 1989. In Ms. Fenton's perspective the 
situation had become an inexorable process of deep seated 
psychological tensions that Mr. Gilbert's combative style 
relentlessly brought to the foreground of parish life. 
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that I encountered among the clergy. She is also a member 

of a clergy discussion group which meets weekly to talk 

politics and is euphemistically dubbed the Gang of Six. 

Ms. Fenton's style of leadership is by self-description, "a 

kick and stroke method." She attempts to kick the 

congregation in the rear to get them going and compliment it 

by stroking them with love to encourage them onward. She 

indicated to me that it was, "very important that they [the 

parishioners] know that I love them." Ms. Fenton's 

perspective on her leadership style fits very well with the 

perceptions of other clergy in the diocese who succinctly 

appraised her leadership as, "rule with a velvet glove and 

an iron fist." % 

  

24 Ms. Fenton perhaps survived the debacle which so 
thoroughly engulfed Mr. Gilbert because she is no stranger 
to difficult social circumstances. She has spent a 
considerable amount of time in the Middle East and worked as 
a social worker in the U.S. evaluating child care cases. In 
reviewing cases of child neglect to the court, Ms. Fenton 
learned quickly that quantified reports got approved and 
others did not. She reported on her visits to families by 
indicating the number of rats, the number of soiled diapers, 
the number of bruises on the children and the like. She 
tactfully avoided the caring, emotive dialogue of some of 
her coworkers typified by remarks such as, "It is just not a 
good home." or "These children just aren't being loved." and 
as result she was successful. Ms. Fenton's Meyers-Briggs 
scores identified her as a sensor - thinker type of 
individual as opposed to the intuitive - feeler results of 
her co-workers and she felt very strongly that it was a 
revealing statistic. Ms. Fenton was clearly in my 
estimation a cunning and intelligent analytic thinker with a 
strong measure of compassion. 
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Ms. Fenton's first action as rector of Saint John's Church 

was an iron-clad decree that all decisions of church 

committee's shall to the fullest extent possible be resolved 

by a consensus vote. This action was aimed at bringing the 

highly conflicting social relations in the parish which 

developed during Mr. Gilbert's rectorship back under 

control. In the following example of Ms. Fenton's 

leadership, clergy neutrality and orchestrated leadership 

are used to attempt to maintain control of a social conflict 

with mixed and agonizing results for her. On the day that 

we talked, she indicated that she had been up most of the 

night before thinking about what had gone wrong. 

4.3.1. The $20,000 - To Give or not to Give? 

Ms. Fenton recently struggled to "nip in the bud" a 

controversy developing in the vestry as to the disposition 

of a particular $20,000 of bequeathed funds.” The 

controversy centered over whether the money should be saved 

for a parish rainy day fund or allocated to a community 

  

3 Saint John's Church is the occasional recipient of 
bequeathed funds in the range of a few to a few hundred 
thousand dollars as the congregation has some wealthy 
members. These funds often have many stipulations attached 
to them and just as often become the focus of debate as to 
their proper allocation. In recent years such funds have 
provided crucial funding for unexpected building repairs as 
well as shortfalls in revenue. 
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outreach program which would benefit a particular Habitat 

for Humanity house~-building project. The donation to the 

Habitat for Humanity project was also intended to be in 

honor of an important anniversary in the history of Saint 

John's Church. The rector was personally divided as to the 

proper use of the money. She was not at all interested in 

being perceived as a, "bleeding heart liberal," who was 

insensitive to the parishes financial needs. On the other 

hand, she was proud of Saint John's Church's, 

[T]radition of opening its doors to the community 
through recreational programs and participation with 
other community groups in civic affairs. 

The rector elected, as a result, to remain neutral in the 

controversy rather than choose a specific end to support or 

means of viewing it. The issue was one which had 

metaphorically slipped between Ms. Fenton's velvet glove and 

iron fist.*° She incorporated her use of clergy neutrality 

immediately into an orchestrated leadership role by taking 

control of the committee process by which the social 

conflict was developing. 

Ms. Fenton moved quickly to isolate the issue by 

establishing a special subcommittee composed of six members 

  

26 It is, however, inappropriate to carry this 
spatial metaphor too far and imply that her caring side is 
only a facade. 
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of the vestry to discuss the issue and make a recommendation 

to the full vestry. It was her avowed intention that when 

that recommendation came back it would be a consensual one 

from all of the subcommittee members. The subcommittee 

contained the two main opponents in the conflict - Mary 

Rodgers and Richard Fellows. On the one hand, Mary Rodgers 

was the director of a major social service agency in town 

and a Junior Warden of the parish. Ms. Rodgers favored 

making a pledge to Habitat for Humanity. On the other hand, 

Mr. Fellows was a highly successful litigation lawyer and 

relative newcomer in the parish. Mr. Fellows favored 

keeping the money in a parish rainy day fund. 

Ms. Fenton successfully gained time to manage the conflict 

by forcing the issue into the subcommittee. As rector, she 

used her control over the agenda of the vestry to ensure 

herself a considerable amount of time to act as a mediator 

in resolving the issue. The issue presented to her, 

however, a familiar conflict from her days as a social 

worker. The conflict appeared to her as one between — 

maintaining the tradition of caring for the community versus 

the changes necessary to operate the parish as a successful 

business when revenues are declining. These two 

perspectives were typified nicely by Ms. Rodgers and Mr. 

Fellows, respectively. As a result, the rector was never 
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able to fully mediate the conflict and the subcommittee 

returned sometime later to the full vestry with a mixed bag 

of recommendations that produced a heated and stormy 

committee session. 

Ms. Fenton presided over the vestry session in which the 

resolution of the $20,000 donation was achieved. As the 

session began, Ms. Fenton quietly assessed the symbolism for 

the parish of the two different people who were wrestling 

for control of the meeting. Ms. Rodgers was in the 

tradition of Saint John's Church's focus on community 

relations. Mr. Fellows spoke of a new conservative outlook 

spurred forward by declining revenues and a me first 

attitude. Ms. Rodgers had been able to control the work of 

the subcommittee sufficiently to ensure her proposal was put 

forward as the subcommittee's recommendation (although not a 

unanimous one). It was a solid proposal to provide aid to 

Habitat for Humanity to celebrate the anniversary of the 

parish. Ms. Rodgers's proposal did not specify, however, 

all of the particulars as to who, what, when and where the 

funds should be handled. Mr. Fellows rose to the attack and 

cited considerable uncertainties not only in Ms. Rodgers's 

proposal but also in the general financial condition of the 

church in order to propose that no money be committed until 

the church was sure of it's own needs. The moment was so 
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tense that Ms. Fenton, who presides over the vestry but does 

not vote, called a recess in the proceedings before any 

other motions as to how the $20,000 dollars should be 

disposed of were offered. 

Ms. Fenton's use of a recess reaffirmed her ongoing use of 

clergy neutrality and orchestrated leadership. The moment 

in which she called the recess was the time she could have 

used to speak decisively for either cause. She chose, 

however, not to take sides in the debate. In addition, her 

suggestion for a recess continued her use of orchestrated 

leadership through focusing her efforts on controlling the 

committee process rather than the results. By comparison, 

she could have let the meeting explode as Mr. Gilbert had 

done so many times in the past. Ms. Rodgers and Mr. Fellows 

attempted to maintain a semblance of civility but were 

clearly at loggerheads with each other and the moment to 

compose themselves was important. 

Following the recess, Mr. Fellows formally made a motion to 

table the disposition of the funds indefinitely. The motion 

was passed 13 to 1 by the vestry without opposition from and 

very much to the surprise of Ms. Fenton. In the rector's 

view this outcome had been carefully planned by Mr. Fellows 

through a carefully conducted lobbying effort on his part. 
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For the rector, this divisiveness was a return to the 

hostile and adversarial atmosphere of Reverend Gilbert's 

days and she was very upset by such an occurrence. For her 

the 13 to 1 consensus in the final vote of the vestry was 

not an accurate barometer of the underlying social turmoil 

caused by the episode. In retrospect she commented that, 

If I had it to do all over again, I would have never 
let the issue out of subcommittee until they had 
achieved a consensus among themselves and worked out an 
understanding of their differences. 

In this light, it is evident that Ms. Fenton remained 

committed to her course of clergy neutrality and 

orchestrated leadership to the end. 

4.4. Clergy Freewheeling: The Reverend Edward 

Silverman of Saint Mary's Church 

The Reverend Edward S. Silverman is one of the younger 

rectors in the Diocese. He has acted as parish rector at 

Saint Mary's Church for about one year now. It is a medium 

sized Episcopal parish with 150 to 250 parishioners in 1990 

and is located amidst the business district in the town.? 

Prior to Saint Mary's Church, he spent five troublesome 

years at Saint Luke's Church. Saint Luke's Church is also a 

  

27 

for 1990. 

Source: Annual Report and Journal of the Diocese 
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medium sized parish.?8 Both parishes have active vestry's 

that are well represented by professional and business 

people in the community and both share the familiar gothic 

architecture of Episcopal parishes. Mr. Silverman has also 

spent a significant amount of time in parishes in New 

England and Central America. Nonetheless, for him, coming 

back to Saint Mary's was "going home." 

Mr. Silverman is by self-confession and personal observation 

a somewhat shy man. In conversation his eyes are an elusive 

target and his mannerisms are gentle and reserved. He at 

first seems an unlikely candidate to be considered, "one of 

the bolder parish clergy." But his shyness appears to be, 

nonetheless, a uniquely personal kind of bucket by which he 

dips into the wellsprings of a vibrant spirituality. It 

appears to be this spiritual force and conviction which 

spills out into the conduct of and often the conflicts in 

his life. His stories return frequently to the theme of 

dilemmas confronted first by long moments of prayer. Mr. 

Silverman has found, "God's burden to be painful but life 

giving." I asked if he thought the Decade of Evangelism 

might just be a strategy for sagging church membership and 

he replied, 

  

28 

for 1990. 

Source: Annual Report and Journal of the Diocese 
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No, I don't think so. And if that's all it was it 
would be doomed to failure anyway. Evangelism is a 
facet of the Gospel that has been, until now, left 
unused by a more staid and reserved church.?”® 

Mr. Silverman's leadership as rector does not epitomize a 

staid and reserved idea of the church. His conflicts at 

Saint Luke's Church, however, stemmed not only from 

individual convictions but also from miscommunication and an 

incautious view of organizational conduct. 

4.4.1. Holy Eucharist for Baptized Children 

Mr. Silverman's troubles at St. Luke's Church began with 

what he viewed in reflection as serious miscommunication 

during his initial interviews with the vestry. The vestry 

members had broached the word "traditional" a lot in the 

interview and he had felt comfortable in affirming his 

respect for church traditions to them. Once on the job, 

however, the different meanings each party had for tradition 

only became evident after a slow and painful process. 

Clergy freewheeling - a lack of symbolic social 

integration - was, therefore, present right from the start 

of his tenure as rector at Saint Luke's Church. As a result 

  

29 The Episcopal Church has designated the 1990s to 
be a Decade of Evangelism. The Episcopal Church has begun 
to funnel significant organizational resources towards 
encouraging its members to spread the good news of Jesus 
Christ in the local community. 
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of clergy freewheeling, an exhaustive set of common, 

negotiated, symbolic meanings with which to identify and 

resolve differences in the parish between rector and laity 

was not established. This situation reached a critical 

flash point when Mr. Silverman began allowing baptized 

children who had not been confirmed in the church to 

participate in Holy Eucharist. For many of the parishioners 

this change was "right out of the blue." This example 

reveals the potential negative effects of clergy 

freewheeling in the life of the parish quite well. 

Mr. Silverman initiated the practice at Saint Luke's Church 

of allowing baptized children to participate in the Holy 

Eucharist (communion) without any realization that this had 

never been done before. Holy Eucharist for baptized 

children had become the standard for most of the Episcopal 

Church since 1970, but this nevertheless represented a major 

change in the symbolic typifications and patterns of social 

behavior existent in his new parish. In Mr. Silverman's 

prior parish in New England, he indicated that this practice 

had been, "the air we breathed." Despite some forewarning 

that major differences existed between his practices and 

those of the congregation, Mr. Silverman never quite 

realized that many at Saint Luke's highly resented allowing 
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non-confirmed children to receive the Holy Eucharist.” 

Soon after his arrival at the parish, Mr. Silverman's own 

children began to receive Holy Eucharist at Saint Luke's. 

Mr. Silverman never consulted the vestry on the issue and no 

one spoke up to alert him of the problem for the next two 

years. 

Mr. Silverman's relations with many in the congregation 

began to slowly boil over the issue of Holy Eucharist for 

children. Over the next two years, several new families 

joined the congregation and additional children began to 

receive Holy Eucharist. For Mr. Silverman, "It finally 

burst out," into an angry scene when the lay reader resigned 

because of being uncomfortable with children receiving Holy 

Eucharist. This first understood communication between 

rector and laity concerning communion for children 

represents a turning point in parish relations. From this 

point onward, clergy freewheeling diminished rapidly as both 

the congregation and rector grappled with establishing a 

language by which they could fully understand and perhaps 

reconcile their differences. Mr. Silverman reflected, 

  

30 Saint Luke's Church was, for example, still using 
the Prayer Book of 1928 when Mr. Silverman arrived at the 
parish. In addition, he became aware of the schism which 
had occurred in Saint Luke's over the issue of the 
ordination of women. 
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however, on his eventual realization of the entrenched 

nature of the opposition by noting, 

The vestry and congregation appeared to cling to the 
past with an aversion to change that was nearly 
idolatrous. 

Mr. Silverman encountered an extremely difficult uphill 

battle in trying to come to grips with the now visible issue 

of Holy Eucharist for children. 

Mr. Silverman felt very strongly about the religious 

importance of Holy Eucharist for children of the parish. As 

a result, a long and difficult wrestling match with the 

vestry and congregation was initiated by the rector to come 

to terms with these particular symbolic typifications 

providing social integration in the parish. In this light, 

he held many public forums and classes for youths and adults 

to explain and convey the meaning of the Holy Eucharist. 

The crisis, however, receded very slowly and painfully. The 

rector eventually was forced to decree that Holy Eucharist 

would remain an option for all baptized parishioners who 

desired it. 
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Vv. CONCLUSIONS 

The field research documented in this study indicates that 

the fourfold clergy leadership typology of Earle, et al. 

(1975) has limited utility for field research. The 

limitations of the typology are identified as the problems 

of clergy neutrality, orchestrated leadership, and clergy 

freewheeling. In three of the four research interviews 

documented in the qualitative research the utility of the 

fourfold typology is negated by its failure to account for 

one of these problems in its conceptual design. The 

typology of Earle, et al. (1975) does not, therefore, 

provide an exhaustive description of the leadership roles of 

parish clergy. The role typology of Earle, et al. (1975) 

did, however, work well in one research case by accurately 

identifying the prophetic and priestly leadership 

demonstrated by Mr. Sheppard. 

The clergy leadership demonstrated by Mr. Richard Sheppard 

was adequately identified by the fourfold typology's 

analytic distinctions between ends and means criteria. Mr. 

Sheppard portrayed a priestly clergy leadership role by 

taking a social structural perspective and supporting the 

status quo in his nomination of Ms. Oehling for deacon of 

Trinity Church. Similarly, Mr. Sheppard portrayed a 
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prophetic clergy leadership role by taking a social 

structural perspective and initiating a call for change in 

the symbolic integration of the parish in the case of the 

boat people. Mr. Sheppard's definitive and substantive 

leadership actions conform to the fourfold typology's 

distinctions between the ends and means dichotomy in these 

examples. The success of the typology in identifying Mr. 

Sheppard's leadership actions contrasts sharply with the 

failure of the typology in different social circumstances 

and raises several questions for subsequent sociological 

research. 

The problems of clergy neutrality, orchestrated leadership 

and clergy freewheeling emerged clearly as disciplined 

abstractions from the qualitative field research. 

Specifically, with Reverend Silverman clergy freewheeling 

emerged as a problem with the fourfold typology because the 

typology's underlying assumption that adequate symbolic 

linkages exist between parish clergy and the congregation 

was not met. With Mr. Gatesman and Ms. Fenton, by 

comparison, adequate symbolic linkages were present but they 

opted to use clergy neutrality and orchestrated leadership 

which did not conform to the typology's distinctions between 

ends and means criteria. Both Mr. Gatesman and Ms. Fenton 

elected to control the process of social conflict rather 

67



than the substance or direction of the debates. This use of 

the organizational structure of Episcopal parishes by the 

rector is not identified in the leadership typology of 

Earle, et al. (1975) and reveals that it does not provide an 

exhaustive taxonomy of clergy leadership roles. It also 

suggests some more general questions about clergy leadership 

in the Episcopal Church during the Decade of Evangelism 

currently underway. 

Clergy neutrality and orchestrated leadership would appear 

to be, from the perspective of the individual cleric, a risk 

averse managerial style of leadership. This is because they 

allow the rector to avoid taking a substantive stake as the 

leader of the parish in any conflict which arises and also 

facilitates the management of conflict as a trained 

professional might care for a patient. The question arises 

as to whether this style of leadership is conducive to the 

struggle of the Episcopal Church to find new directions and 

new leadership as part of its revival process proclaimed by 

the Decade of Evangelism. Can the need for change in the 

Episcopal Church be met by containing social conflict but 

not directing it? Are rectors generally encouraged by the 

Episcopal Church to use orchestrated leadership for some 

types of social situations, such as vestry meetings, and 

perhaps one of the fourfold typology roles for worship 
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services and individual counseling? These questions can 

only be answered by more in-depth studies of parish clergy 

working within the Episcopal Church. 

The field research conducted in this study of clergy 

leadership roles indicates that additional research is 

necessary to adequately establish an analytical foundation 

for sustained sociological research into clergy social 

interaction within the parish. The limited number of field 

research examples is insufficient to assure that a mutually 

exclusive and exhaustive clergy leadership role typology is 

documented by the results of this study. For example, 

orchestrated leadership is a complex role defined by clergy 

neutrality and control. It is possible, however, that 

clergy neutrality could be combined with some as yet 

unresearched criterion which would identify a distinctly 

different leadership role. In addition, clergy leadership 

appears to be a complex process involving both overt and 

covert criteria for judgement. In this research, the method 

by which clergy come to select a particular role posture in 

a given social situation is not adequately explored. Each 

of these questions should be addressed in subsequent 

sociological research. 
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