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1. The Starting Point… Where Are We Trying To Go?
· The Church is facing difficult times. Our own Deanery Mission Work Group identified that we are losing people at a faster rate than we are gaining people. Encouraging churches in their task of proclaiming the gospel in word and action must be a priority for us.
· The Church is facing a time of exile.  One recent writer has used the title “The Death of Christian Britain” – Christianity no longer plays the prominent role it once did in public life and discussion.  Learning how to “sing the Lord’s song in a strange land” must be an important part of our task i.e. assessing the strengths, weaknesses, threats and opportunities that come with our status as a minority group.
· The Church has been slow to adapt to the changes in society. Many of us have struggled to read the signs of the times. Helping churches discern their vocation within this changing context must be part of our task i.e. encouraging an on-going process of listening to God and listening to the communities we serve (in particular we might focus on listening to the voices of young people and the most vulnerable)

· The Church no longer has the resources to carry on in the way we’re used to. There will be fewer clergy in the future; we cannot continue to maintain the number of buildings we now have; we cannot expect volunteers to pick up the slack left by reduced numbers of clergy i.e. we have to find a different way of doing things which takes into account both reduced clergy numbers and different expectations around volunteering.

So I’m suggesting that the core question we face is not:

“how can we continue to do what we’re doing but with fewer clergy and fewer buildings”

Rather:
“with fewer clergy and fewer buildings how can we:
a) be faithful in proclaiming the gospel in word and action
b) learn how to “sing the Lord’s song in a strange land”
c) listen to God’s Spirit and listen to the communities we serve
doing all this in a new way, faithful to our Anglican heritage and appropriate to our current context.”

2. The Beginnings of a Road Map…
Road maps are helpful if you need to find your way to somewhere you’ve never been before. Of course they don’t tell you if there are road works or traffic jams which may mean that you have to adjust your route along the way. And different people will have different views on what is the “best” route. But here are the beginnings of a map with some possible routes…

2.1 Team Working 

If we are to find a different way of doing things with fewer clergy and fewer buildings then I believe team work is the essential first step. This is based on our understanding of God – we work with a Trinitarian God. It is based on our understanding that we are created in the image of God – we were not intended to be alone. It is based on the image of the Church as the body of Christ. It is also based on much common wisdom: “none of us is as smart as all of us”; geese can fly 70% further when they fly in formation.
This has some immediate implications:

· Every church should have a ministry team. The vicar is a member of this team but (s)he will not be a “lone ranger” or a “jack of all trades”. In fact their task will increasingly be that of oversight – facilitating others in ministry rather than being directly involved in all forms of ministry themselves. 
· Every church should be part of a team of churches. This may be an ecumenical team or it may be a Deanery team. However please note – teams are formed when a group comes together to address a complex task. Churches which occasionally meet to socialise or worship are not teams – they are groups. The distinction is important. There is a whole step-change in cooperation when a group becomes a team.
Churches around the country are experimenting with different models of team working. Rather than a “one size fits all” approach, I want to suggest that we may well end up with several different models all being applied across the Deanery with some overlap:
· The Minster Model
This involves a team of churches focused around a Minister or “mother church”. Historically Minster churches were the only places people could be baptised or buried. Other churches or chapels were dependant on the Minster and were only allowed to have a font or a graveyard when they were capable of being economically independent. For us, this model would involve concentrating resources at a particular church. Neighbouring parishes would become “mission outposts”, resourced from the centre and specialising in particular ministries (children’s work, youth work, older people’s work). This model may well be appropriate where there are a number of churches who are all finding it hard to resource their own ministry.
· The Cluster Model
This is similar to the above model but without a central church. Teams of churches would be asked to share resources and work together in mission and ministry. This may well involve churches and clergy specialising in particular ministries which they would then conduct on behalf of the cluster (functional responsibilities in addition to or instead of territorial responsibilities). This model may well be appropriate where there are a number of churches  which are reasonably well resourced but nevertheless still struggling to do all they would like.
· Twinning
This would involve two or more parishes in very different contexts agreeing to share resources and learn from each other. Where one may be rich financially, the other may be rich in community; where one may have a strong musical tradition, the other may have strong youth work; where one may have a stipendiary vicar, the other may have an NSM etc. The twinning arrangement could cross Deanery boundaries. This model could potentially be combined with either of the above models.
Alongside these models we must place our need to be strategic in planning for a reduction in the number of clergy. Therefore as parishes consider which model of team working they see as most appropriate for them, they will need to do so with an understanding that each team will eventually need to work with fewer clergy than we have at present. There will also be a need for each team to examine whether they can sustain all their buildings.

2.2 Leadership
Flowing from the idea of team work is an understanding that the role of clergy is changing. This of necessity will involve renewing a culture of learning among the clergy – a willingness to be trained in team working; a willingness to “let go” in order that others may “get going”; a willingness to specialise in certain areas of mission or ministry.
The same could also be said of other leaders in the local church – churchwardens, PCC members, small group leaders etc. The culture of learning must pervade the whole Church.  Our model of leadership is that of service, which I believe can be defined as enabling others to live out their God-given calling.

Again there are a number of ways of developing this culture of learning:

· Training

Tapping into training opportunities should become easier as training institutions are looking at models of what they refer to as “in context training” i.e. not asking people to go to college but training them in local communities. The Diocese is also looking to deliver training in the Deaneries rather than across the whole Diocese. 
· Mentoring and Coaching
Alongside training events, it is essential that on-going learning is encouraged. A mentor can facilitate this through asking questions and ensuring the individual reflects on what they are doing. A coach will have a specific skill and can encourage the growth of that skill in others. So all leaders (clergy, churchwardens, youth group leaders etc) would be encouraged and helped to find a mentor and / or a coach.
· Entrepreneurs

We have a great need to find new leaders. In particular finding people who are prepared not only to be trained, mentored and coached but also to think differently about the way things are done. Entrepreneurs see opportunities and are willing to push the boundaries of what is thought to be possible. A Deanery wide group for young entrepreneurs could be an exciting if risky possibility.
2.3 Mission
Again I must stress that this is not an exercise in reorganisation. Central to what we are doing must be a confidence in the gospel of Jesus and a renewed desire to share this gospel. Each church will have their own understanding of how best to do this in their context. But the Deanery has a role in holding churches accountable and helping resource mission through interchange with other parishes.
There are a number of ways we could encourage this sharing of resources for mission:
· The Listening Process 

If churches are to fulfil their vocation there is an essential process of listening which much take place. In whatever way it is done, it must involve three-way listening – listening to God, to the church community and to the wider community we serve. Churches may require help in conducting community audits or SWOT analyses to discern their calling in this time of exile. 
· Specialisation

We can’t do everything. This is even more true with our diminishing resources. Being clear on what God is calling us to do also entails being clear on what we are not called to do. A willingness to let go of certain areas of ministry is an important part of being released to focus on our calling. Each church may be encouraged to “specialise” i.e. to decide on certain priorities for the next few years.
· Focus on Youth and Children’s Work
One area of specialisation that we have already identified is that of children’s and youth work. Nearly all our churches are struggling in this area (interestingly even those with active groups for teenagers, still have an age gap in the 20-30s range). Further research is needed to establish how the Deanery can support parishes in this work – there are a number of models (Deanery Youth Worker; Deanery Schools Worker; Deanery youth celebrations etc).

· Fresh Expressions of Church

This national initiative is about encouraging churches to break out of a “come to us” model of mission and think in fresh ways about how we take the gospel to the natural gathering places in our communities. It’s about having the confidence to meet people on their territory rather than expecting them to adapt to our way of doing things. This initiative has recently been backed up by a change in church law allowing fresh expressions of church to cross parish boundaries. Teams of parishes may also want to look at how they work together to establish fresh expressions of church and the Deanery may be able to provide support and training for this.
· Partnerships with Mission Agencies

As well as facilitating the sharing of resources between parishes (in a team work and specialisation model), the Deanery is also well placed to attract new resources. Discussions have already begun with Church Army, Church Mission Society, the Methodist Church and Cliff College to explore how we can grow wider partnerships with a focus on mission.
3. Drawing The Map
There is much work still to be done in drawing the details of this map. At this point in time, Deanery Synod is being asked to do three things:

3.1 Welcome the appointment of David Jeans as Deanery Leadership Development Worker (1 day per week) and Martin Kilner as Deanery Missioner (1 day per week) and authorise the Deanery Council to work on their job descriptions in consultation with parishes. 
The overriding aim of each post is:

a. To support and resource parishes in the development of leadership (at all levels, clergy, churchwardens, PCC members, small group leaders etc).
b. To support and resource parishes in their mission 

3.2 Authorise the establishment of a Deanery Working Group to research what is happening across the parishes in work with children, young people and young adults (ages 0-30) and make recommendations about how this work can be developed, resourced and supported by the Deanery.

3.3 Recommend this document to PCCs for discussion. No decisions are yet being made but PCCs are asked to give written feedback to the Deanery Council by the end of October such that the December meeting of Synod can consider more detailed proposals. 
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