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Progress to Date 

1. The group first met 26 February and will have had three further meetings by the end 
of April.   

2. Members of the group also attended, as observers, the four clergy/ministry days 
held around the county during March. 

3. An email presence (ministry.strategy@carlislediocese.org.uk) has been established 
to allow all interested parties to communicate issues, questions, suggestions and 
other forms of feedback (issues may also be sent by post to Church House). 

4. A web site has been established to provide details of the group, the ministry 
strategy, issues and feedback on them, the current structures across the county for 
the three denominations and the evolving plans for possible mission communities 
that are being drawn up at the local level. 

5. Details of the Group, the email address and the website have been circulated to 
interested parties across the denominations.   

6. We have captured (at summary level) the issues that were voiced during the 
consultation period in the run up to last autumn’s synods and issues, questions and 
suggestions that have arisen since we started work. 

7. We have created a common concerns page that summarises the issues that seem to 
matter most and an initial response to those issues.  This includes those concerns 
raised in the run up to the synods, those sent subsequently to the email address and 
those that we garnered from attendance at the clergy/ministry days. 

Ongoing Programme 

8. In the coming months there is a need to respond in a timely fashion to issues and 
questions as they arise.  Where possible the group will formulate suitable response 
directly, but at times there will be a need to obtain guidance from senior staff across 
the denominations.  We would like to circulate a progress report along with contact 
details through the Admissions of Church Wardens services.   
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9. The group will monitor the process of considering the shape and form of potential 
mission communities at local level to obtain a view of the progress being made, any 
difficulties that are arising and the extent to which the tentative plans are likely to 
bear fruit in terms of the main objectives. 

10. Where necessary we will pick up on any key issues where we believe that attention 
or decisions are required by senior staff and engage with the senior staff of the 
denominations in obtaining appropriate resolution. 

Initial Feedback 

11. It is too early in the process to be able to talk with any degree of certainty about the 
level of support there will be across the county for the ministry strategy, how 
successful we will be at planning the shape of our mission communities and the 
degree to which our parishes, churches and congregations will adapt to and 
implement the strategy in the longer term.  Nevertheless it may be useful to provide 
some, necessarily subjective, feedback on our impressions on progress. 

12. We were heartened by much that we heard at the clergy/ministry days.  There was 
much that was positive, but that has to be tempered by many of the concerns that 
were raised.  In particular we are heartened by the clear evidence of the support 
from across the denominations for the strategy and the willingness to build on 
existing ecumenical contacts and work – something which has also been manifest in 
the work of the feedback and advisory group. 

13. It is clear that there is much activity across the county as people at local level engage 
with each other to consider what shape our mission communities might be and how 
they might operate – the process appears to be gathering momentum. 

14. There has been (and possibly still is) confusion about what it is that people are being 
asked to do during the run up to the autumn synods – in particular a number of 
people have been under the misapprehension that by the end of the process the 
plans for the mission communities must be in place. 

15. It is also clear that attitudes towards the strategy and the approaches being taken to 
imagine the mission communities vary across the county – in some of the CofE 
deaneries there appears a very much greater enthusiasm and support for the 
concept than in others. 

16. A key concern is the extent to which those we need to engage with consider the 
strategy driven primarily by financial constraints and the need to spread the 
available ministry more thinly – what one might term ‘managed decline’.  It is 
obviously crucially important that we get across the message that the strategy is 
aimed squarely at mission, outreach and growing disciples. 

17. A second key concern is that success is predicated on having significantly greater 
involvement in both mission and ministry by self-supporting clergy/ministers and, 
crucially, the laity.  We need to consider what will be necessary to empower people, 
particularly the laity, to play an enhanced role – in particular we need to think 
seriously about the degree to which this empowerment and any necessary training 
can be handled locally (see para 18 a-c below).  There is a growing feeling in the 
group that real success will be dependent upon those at the centre placing more 
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trust in local leaders and local leaders placing more trust in those that they need to 
work alongside them.  We feel strongly that the approach from the centre needs to 
be one of encouragement and advice rather than micro-management.  Implicit in the 
Strategy is that the laity has already a wealth of skills, expertise and leadership that 
can be utilized and built upon. 

Issues for the Leadership 

18. A number of issues will need to be discussed and agreed at Bishop’s Staff and 
Bishop’s Council and, as appropriate, other denominations equivalents.  Issues in this 
category that have already been identified include: 
 

a. Level of local authority for discerning, selecting, authorizing, empowering and 
training disciples for local ministry and mission. 
 

b. Ground rules for appointment of Mission Community leaders: 

 must be appointed, not just transition 

 must apply for the post 

 need role description and person spec 

 decide who makes appointment (ecumenical) 

 decide who manages recruitment process (ecumenical) 

 decide whether all jobs are open to anyone 

 work out how to deal with situations where in situ leaders aren't MC 
leader-suitable 

 what form of Ministry (e.g. vicar, rector etc.) are people going to be 
appointed to? 

 remuneration/reward 

c. Recruitment / appointment of congregational leaders (lay and ordained).  In 
particular we need: 

 a guide to the particular forms of ministry and the authorization 
required for the different roles (taking into account the experience of 
the URC and Methodist Church) 

 the nature and levels of training/development and support that might 
need to be available, which should primarily be delivered (wherever 
appropriate) in the local context – both for lay ministry and for the 
planned significant additional numbers of ordained SSMs  

 a clearer view on the role of communion by extension – particularly in 
the absence of lay presidency 

 a clear view on ecumenical recognition of each other’s orders at a 
practical  level (there is some urgency to develop the proposed 
Extended Ecumenical Area) 

 all this should ideally be underpinned by a shared theology of 
ordination 
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d. Terms and conditions of service for congregational leaders. 

 joint accountability – ecumenism 

 terms of service for non-ordained leader inc CDM etc  

 Readers or LLMs "contracts" may provide a starting point 

 appraisal and MDR 
 

19. There is a supposition that we need to make it much easier to encourage much 
greater lay involvement in ministry and mission and we therefore need to assess and 
review anything that acts as a barrier to us being able to make full use of people’s 
God-given gifts. 
 

20. We should probably also consider whether we should be engaging further and more 
proactively with some of the recently established CofE Task Groups, particularly “The 
Simplification Group” chaired by Pete Broadbent.  
 

21. The minimum conditions for a grouping to be considered as a Mission Community. 
 

22. Consideration of what can be done to assist the transition. 
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Common Concerns 

We have extracted what seem to be the most common or important concerns and issues 
and have attempted to respond to them: 

A. Isn't this just an exercise in restructuring to save money and make do with fewer 
stipendiary clergy?  

B. Working together 

C. Effort 

D. Finance 

E. Timescale 

F. Constraints 

G. Local freedom to decide 

H. Pioneering ministry 

I. Why is there no 'plan B'?  

 

A: Isn't this just an exercise in restructuring to save money and make do with fewer 
stipendiary clergy? 

Some people see the ministry strategy simply as a continuation of the policy of creating 
bigger units to spread stipendiary clergy more thinly.  If that were truly the case: 

 the strategy would be seen as driven significantly by financial concerns, 

 and as a reaction to the drop in stipendiary numbers, 

 it would result in too many parishes retreating into their shell, 

 we would see a decline in the size of congregations and a drop in giving, 

 we would be in a downward spiral. 

 

Response 

The mission strategy can only be a viable strategy if it is treated as a genuine route to 
enabling substantially more mission.  Success will be contingent on: 

1. Growing/enabling disciples: 

 freeing up stipendiary clergy for mission and pastoral work, 

 lay leadership significantly more involved in the running of inherited church, 

 empowering more people for mission, 

 significant levels of pioneering ministry, 

 people working together across the denominations and across congregations. 
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2. Sufficient people coming forward: 

 for lay ministry, other lay roles and for self-supporting ordained ministry, 

 sufficient training capacity [note: there are issues about where and how training 
should be delivered], 

 mission community leaders devote time and energy to helping discern gifts, 
identifying potential and building up ministry teams.   

3. Re-imagining ministry: 

   ministry needs to be seen as something which involves all of us, 

   lay leadership needs to play a much greater role in future. 

It is important to recognise that the anticipated drop in stipendiary clergy numbers (in the 
Church of England) is actually running ahead of financial pressures and recognises that a 
significant number of clergy are coming up to retirement over a relatively short period of 
time and that number is greater than the numbers being trained for ordination as 
stipendiary ministers.   

Another key factor is the desire to see more of the time of stipendiary clergy devoted to 
pioneer ministry of various forms, either in dedicated posts or as a significant focus of their 
work.  A key message is that we need more people, lay and ordained, coming together to 
engage in mission and outreach.  This will include investing in pioneer ministry of various 
forms, either in dedicated paid or unpaid posts or as a significant focus of ministers’ work.  
Some stipendiary clergy will work full time in pioneering roles while others, including those 
leading mission communities, will work to ensure that outreach is given a significant 
emphasis in every mission community and that pioneering ministry is supported. 

 

B: Working together 

There are a number of distinct concerns around the concept of 'working together' (which is 
perhaps the key component of the ministry strategy). 

Conservatism / parochialism - we do not want to work with other churches 

Typical attitudes: 

 we don't want anything to change, 

 we don't want to do anything new, 

 it will see us out, 

 we don't want to work with anyone else, 

 we must have our vicar / minister. 
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Response  

This is, quite simply, a recipe for the death of our churches in many places: 

 Church has to be more than an exclusive 'Sunday club', 

 we have to take church to people - we cannot rely on them coming to us 
 (particularly in the case of churches exhibiting these characteristics). 

Christianity is about sharing, Christ wants us, all of us, to change. 

And for those who say 'we must have our vicar / minister': a reminder that we know that 
the number of stipendiary clergy will inevitably drop over the next few years, so if we leave 
things as they are one in five parishes will lose their vicar or minister, 

We are a big successful church - we do not need to work with other churches 

 We don't understand the need for mission communities 

 We already are a mission community 

Response  

That may well be true, but we also need to support smaller churches and help them to 
grow.  Alan Bing, Rector of Ulverston, makes some telling point based on his reading of the 
'Anecdote to Evidence' research: 

"From my reading of the report it seems that behind growing churches, there are general 
factors, such as quality of leadership and context (some ground is more fertile), but there 
are particular categories of church which are growing: cathedrals (though there are doubts 
about the depth of discipling), greater churches, church plants and fresh expressions. Teams 
are not growing, except where the key leader is based at one church and makes it a priority. 

If this is the case, it seems to me that there are several useful lessons we can learn, which 
will affect the ministry strategy. I will pick out two for now. Firstly, greater churches with a 
civic role (such as Holy Trinity Kendal, which took part in the research as a 'greater church') 
are key hubs for growth. This adds credence to my view that we need to consider the 
minster church model alongside mission communities, however we end up defining them. 

Secondly, where we have a rural mission community, the leader/s need to think strategically 
about which church/community will be the focus, rather than spreading themselves out 
thinly in the interests of being equitable." 

One form of mission community that might fit in such cases is the 'Minster Model' - and the 
minster model is entirely compatible with the Mission Community approach. 
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Ecumenical concerns 

1. Doesn't it just add to complexity? 

2. What happens to the services I am used to? 

3. What about the other denominations that we do not appear to be talking to? 

4. The Anglicans are bigger than us, we won't get our say. 

5. They are smaller than us, why do we need them? 

6. I joined Church X, that is where I am happy, if I wanted to be a Y then I would have 
joined Church Y. 

Response  

There are some brief comments that one can make about such issues: 

1. Yes - but we do not have to make it overly-complex.  The main message is that we 
need to be working together at local level.  We are not going for complete revolution 
or integration at this stage. 

2. They are not necessarily affected - although some of us do enjoy the opportunity to 
worship in other traditions or to take part in joint services. 

3. Whilst the United Reformed Church, the Methodist Church and the Church of 
England in Cumbria have a joint agreement and have been working on shared 
strategy documents the arrangements are not intended to be exclusive - we 
welcome co-operation with other denominations, particularly where we already 
have strong local links.  The other churches have signed a letter of companionship 
and are in support of the journey we are on. 

4. Something that we all need to work hard on.  We also have to be aware of the fact 
that although the CofE is the largest in overall numbers that does not necessarily 
make it the largest in every place. 

5. The simplest answer might just be 'because we are Christians' - we are stronger 
together and can learn from each other. 

6. Maybe the differences across the CofE are greater than between the denominations. 

       

C: Effort 

 We are tired physically, mentally and spiritually and don't have the capacity to do 
any more 

 There are too few of us 

 We're all getting old 
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Response  

This can easily become a counsel of despair, so we need to look for ways out of the 
problem.  In this context it is important that the ministry strategy can be considered as a 
part of the solution - not a significant part of the problem.  The 'ways out' are likely to 
involve several avenues: 

 identify and grow disciples - not necessarily from the existing congregation, 

 look for things that you do not need to do or that you can get someone else to do, 

 team up with adjacent parishes / congregations and start to pool effort, resources, 
competencies and ideas - a mission community, as a whole, should be greater than 
the sum of the parts, 

 try and ensure a whole life approach that does give you time for relaxation, 
reflection prayer and the recharging of your batteries, 

 give support to those engaged in mission to try and redress 'too few of us' and the 
age balance, 

 in most contexts there are people waiting to be asked to do more - we do recognize 
that this can involve significant degrees of trust. 

  

D: Finance 

As we devote more effort to pioneering ministry will this reduce levels of giving? 

Response  

This has to be a real concern.  At one level we do expect to see some reduction in ministerial 
costs as stipendiary clergy retire, but this is likely to be offset, in part, by costs increasing 
with inflation.  Currently the level of giving is relatively flat year-on-year - but if we do start 
to see a downturn in giving this would almost certainly signal a decline.  It is key, therefore, 
that we can maintain generous, realistic levels of giving. 

A key message is that where people can see a need for the specific ministry and can see the 
success that is being achieved they are much more likely to respond to requests for 
generosity. 

The United Reformed Church have three clear principles: 

 everything is for mission, 

 we belong to one another, 

 the strong shall help the weak. 
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Sharing costs and funds across the denominations and between churches 

Response  

This is something of an 'elephant in the room'.  It is not a problem that we have yet engaged 
with to any serious extent - partly because it is probably too early to do so.  What would be 
useful is for people to consider the issue when looking at the shaping of mission 
communities in the local context and to feed through details of any (informal) agreements 
that have been discussed, the questions that have arisen and the issues that people find 
themselves grappling with. 

              

E: Timescale 

The Anglicans seem to be working to a strict timescale that requires the shape of our 
mission communities to be known by September 2014, the other denominations do not 
seem to have such a strict timescale. 

Response  

The Carlisle Diocesan Synod agreed, with our ecumenical partners, to explore the 
recommendations of the Ministry Strategy and report back to the Synod in October 2014 to 
allow Synod to determine whether or not it supports the Ministry Strategy in the light of the 
feedback obtained. 

In order to allow the strategy to be examined at the right level and in a sensible fashion it 
will be necessary for groupings across the County to consider what are the likely mission 
communities, how they will be resourced and the patterns of both mission and ministry that 
will be appropriate. 

At this stage no commitment is being made as to what mission communities will come into 
being or, indeed, when.  The process of moving towards a set of mission communities is 
expected to occur over a period of time, perhaps over three to five years. 

F: Constraints 

The ministry strategy document and the guidelines documents define a set of constraints 
that planned mission communities should satisfy - do we have to stick to them or is there 
some leeway? 

Response  

The guidelines are just that and are not completely hard and fast but they have been arrived 
at after a degree of thought.  We would suggest that where you do feel the need to deviate 
from them you should have clear reasons for that decision that arise from your local 
circumstances. 
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G: Local freedom to decide 

Too 'top-down' / too prescriptive / one size doesn't fit all 

Response  

Whilst it is true that the three denominations have proposed a shared strategy for ministry 
manifest in the creation of a set of mission communities and have indicated the parameters 
that those mission communities are likely to fall within we believe that the intent is not to 
be overly prescriptive. 

During this period when groups, at local level, are investigating the feasibility of what is 
being proposed, investigating the shape of mission communities in their context and 
considering what forms of mission will be appropriate for them there is very great scope for 
creativity at the local level. 

It is certainly not the case that we expect all mission communities to look the same - one 
size certainly does not fit all.  There is also great scope for sharing ideas, problems, best 
practice across the churches in Cumbria - and feeding those back to the people responsible 
for the strategies. 

             

H: Pioneering ministry 

 There is a danger that the benefits of existing parochial structures will be ignored at 
the expense of an emphasis on pioneering. 

 Help existing parish patterns become more pioneering rather than create a parallel 
pattern. 

 One third of ministers involved with pioneering is too high. 

 Although pioneering ministry sounds exciting and positive what will it look like in 
practice? 

 What evidence is there that this will be fruitful, to make the allocation of resources 
worthwhile? 

 Pioneering ministers must not be independent of church structures and must quickly 
become financially self-supporting. 

 Too much emphasis on evangelism and pioneering is going to put people off. 

 We simply do not have more money (for pioneering ministry). 
 

Response  

The individual concerns expressed above are responded to more fully in the issue log but 
there is clearly a common thread running through them.  If we take 'pioneering ministry' to 
be centred on communicating the good news to those outside the Church then clearly it has 
to be a key component of our strategy as we cannot simply wait for those who are currently 
outside the church to come to church to receive ministry.  It surely has to be the case that 
we need to find a significant level of resource for pioneering ministry,  We would expect 
pioneering ministry to be met by a combination of people (ordained and lay) dedicated 
mainly to such ministry and by some in parochial forms of ministry making pioneering 
ministry a significant part of their ministry.  To make sufficient resource available to 
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pioneering ministry implies that we also need more lay and non-stipendiary ordained 
ministers to ensure that we can also maintain the inherited church.  The documented 
experience in other dioceses and denominations is that fresh expressions and pioneering 
ministry are largely lay and largely unpaid. 

              

I: Why is there no 'plan B' 

A number of people have suggested that there should be a set of alternative strategies that 
people could be asked to select from.  They, and others, have also questioned why there is 
no 'planB'. 

Response  

There would seem to be three answers to this: 

 centrally, we do not have the capacity to consider and draw up multiple possible 
strategies, 

 we almost certainly do not have the capacity on the ground to consider multiple 
strategies at the level that would be required to arrive at a sensible decision, 

 we do not know of better strategies. 

Additionally, in the light of the feedback that is received, there is nothing to prevent the 
strategy being revised. 

If you have a better idea, tell us.   

     

   

 

 

 

 

 


