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Diocesan strengths 

1. The peer review panel greatly appreciated the discussion with the diocesan senior team, 
and is grateful to you for your preparation and for the high level of engagement at the 
meeting.  It is clear to us that you have been on a challenging journey to reach this point, 
with the re-organising process making huge demands on your time and energy and 
requiring significant personal sacrifices.  However, there seems to be an increasing 
degree of hope that strong building blocks are now in place, that the hard work is 
beginning to bear fruit, and that the diocese is well-placed to focus on the 
implementation of its emerging strategy. 

 
 While there will be other aspects of the diocese’s work which are praiseworthy and 

might be mentioned in this section of the report, we consider the following diocesan 
strengths to be of particular note: 

 
a. The panel was impressed by the senior team at the meeting who – with others - have 

built an enormous sense of shared purpose, having engaged widely in order to create 
the strategic framework; there was a good understanding of the issues facing the 
diocese, the key elements of strategy, and insightful contributions to the discussion; 

b. There was a sense of excitement about several of the activities which were now taking 
place, not least the planning for the recently-received Strategic Development Funding 
(SDF) grant towards resource churches and church planting in the city of Leeds; 
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c. The clear focus on growth which was exemplified by: the excellent, widely used and 
locally developed Leading Your Church Into Growth programme with the provision of 
local learning groups, Jesus Shaped People, the Leeds SDF-supported projects, and the 
stated expectation that each church would have an enquirers course; 

d. The commitment to whole life discipleship, and to clergy and lay people working 
together, the involvement in the first pilot learning community in response to ‘Setting 
God’s People Free’, and the steps taken following the Serving Together report; 

e. The preliminary but important steps taken to consider clergy deployment with the 
understanding that future patterns of deployment would need to change and 
encompass lay ministry; 

f. The way the diocese was using the Area structure positively to get closer to parishes and 
to contextualise the strategic framework, with the diocesan bishop bringing spiritual 
and strategic coherence to the single diocese; 

g. We heard very interesting current and contextualised examples of work which was 
serving individuals and transforming communities; 

h. The Buildings for Mission initiative and the diocese’s environment work are to be 
commended. 

 
We were also encouraged by the working relationships you have established with the three 
cathedrals, and the wider church could benefit from examples of how the commitment to 
align strategies bears fruit. 
 

 
Peer review self-assessment 

2. The self-assessment proved to be a very helpful introduction to the diocese and its 
challenges.  The gracious sharing by the diocesan team at the meeting, and the open 
and constructive conversation, broadly confirmed the strengths and weaknesses 
described in the self-assessment, although that document could have been more 
forthcoming about the financial challenges. 

 

Peer review panel’s conclusions  

3.  We encourage you to continue to pursue the excellent work you are doing towards your 
strategic vision of Confident Christians, Growing Churches, Transforming Communities.  
Retaining your focus on this is undoubtedly the most important priority for you and your 
teams and the following suggestions are offered not to change that focus, but rather to 
strengthen it: 

 
a. You understand the need to move towards clear objectives, priorities and plans, and we 

would urge you to do this work at pace to avoid losing momentum, to take advantage 
of the lay conference planned for 2018, and to set the scene for other important work 
such as addressing the financial challenge (see below); 

b. We suggest that the objectives need to be ambitious yet realistic, and measurable -  
indicating to people across the diocese the scale of change which is hoped for - and that 
you should define more clearly your milestones towards achieving the vision; 
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c. Both in the lead up to the decisions on priorities, and beyond that, we would encourage 
you to continue to ‘hold your nerve’ and avoid initiatives which do not clearly contribute 
to the strategic direction; 

d. Increase your efforts on communicating the strategic framework, being ‘imaginatively 
persistent’ in Alan’s words, and increasingly indicate what you are expecting from 
parishes, e.g. new or refreshed mission action plans; 

e. As part of your strategic work on growth, articulate your vision for fresh expressions of 
Church, clarifying the diocese’s particular role in enabling their growth; 

f. Explore with your Diocesan Board of Education the opportunity to develop a fruitful 
partnership for making and growing disciples, aligning this with your own thinking 
around strengthening mission with children and young people through both inherited 
forms and fresh expressions of Church; 

g. Pursue the work you have begun on a deployment plan for clergy, incorporating the 
roles of lay ministers. 

 
You clearly understand that addressing the diocese’s continuing budget deficit is a strategic 
priority and cannot be disentangled from the strategic work you have in hand; indeed, it is 
something your Purposeful Resourcing task group is considering.  It is good that you already 
have a 4-year financial forecasting process and that you have plans for a review of diocesan 
staff in 2019.  We would encourage you to ensure that the following elements are 
addressed in your strategic and operational work on the diocese’s resources: 
 
h. Involving trained lay volunteers in the work with parishes on stewardship, bringing a 

helpful ‘peer’ approach to complement the roles of local clergy and the central diocesan 
team; 

i. Addressing, perhaps through difficult discussions fronted by senior diocesan figures, the 
low level of parish share collection; 

j. Creating a financial plan or strategy which will bridge the funding gap arising from 
budget deficits, giving the Board transparency/visibility of the steps that are required 
including the sale of assets; 

k. This plan would be helpfully informed by a housing strategy which indicates the number 
of houses which are likely to be required and which ones are surplus to operational 
requirements; 

l. Appoint an independent chair of the Diocesan Board of Finance and consider the 
introduction of a Finance Sub-Committee to support the DBF.   

m. Alongside the review of diocesan staffing in 2019, conduct a review of the governance 
structures.  

n. Be very clear about the way in which Lowest Income Communities Funding is making a 
difference in the communities with the lowest incomes, ideally through showing the 
impact that this funding is having. 

 

4.  Having read the project plan, we were very pleased to hear that the diocese had been 
awarded an SDF grant for growing resource churches and developing church plants in 
the City of Leeds.  The progress of this project, and the conclusion of the work on 
strategic priorities, will undoubtedly help to shape future applications for SDF. 

 



 
 

Peer review report DIOCESE OF LEEDS 13th December 2017 

5.  We recommend that the next peer review takes place in around two years’ time in line 
with the expected cycle but, as we mentioned at the meeting, the three of us are happy 
to assist the diocese on matters in the meantime if that would be helpful. 

Key areas of learning for the wider Church 

6.  The peer review panel recommends that the following feature of the diocese’s work is 
explored further and consideration given to sharing it more widely across the Church:  
the use of local learning groups to complement the Leading Your Church Into Growth 
training programme. 

 

Actions for the peer reviewer panel and the central support team 

7.   As agreed at the meeting, we will look to provide ‘signposts’ to people and/or further 
information in the following areas: 

 
a. Provide a copy of the slides in the ‘Learning from other dioceses’ presentation given at 

the meeting (Action: Alan Cruickshank). 
b. On request, help to link Leeds staff to people in other dioceses who have been or are 

addressing issues that Leeds wish to tackle (Action: Alan Cruickshank). 
 

Diocesan Response1 

8.    In response to the peer review panel’s findings we plan to:  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

  

                                            
1 The diocese is invited to provide a response to the peer reviewer’s report and this should be sent to the 

Strategy & Development Unit ideally within a month of receipt of the peer review team’s report; the Unit will 

then forward the response onto the peer review panel. 
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Diocesan peer review: pre-review self-assessment 

DIOCESE: LEEDS 

Please complete and return this self-assessment form to the Strategy & Development Unit at least 

two weeks before your peer review meeting.  

Leadership & strategy                                               ☐ This is an area of relative strength (tick if applies 

 ☐ This is an area of some concern (tick if applies) 

 
Strengths: 
Leadership 

 The Diocesan Bishop leads on vision and has put in 
place a clear narrative about shared priorities, 
regularly articulated at Diocesan Synod.  

 Bishop’s Strategy Group (BSG) (members of 
leadership team) developing the diocesan strategy. 

 Delegated powers to area bishops - empowering 
diocesan strategy at the local level; raising the 
profile of the Church in the areas.  Holistic, cohesive 
approach – non-silo working.  

 Work by extensive consultation. 

 Regular discussion and communication at Bishop’s 
Staff and Board meetings. 

 Regular meetings with BAME clergy. 

 Every job description focuses on the strategy. 
Strategy 
Strategy process in place, continually building on the 
2014 vision to develop the values and enabling means, 
through the BSG in consultation with Board, Synod, 
Senior Team. 

 Enabled by 3 focus groups: 
 Purposeful Resourcing 
 Clergy & Lay Together 
 Dynamic Partnerships 

 3 cathedrals working together to develop their 
specialisms and complementary places in the 
strategy.  (A Dean is a member of strategy group.) 

 Reports at each Board and Senior Staff meeting. 

 SDF bid autumn 2017 – pilot scheme for Resource 
churches/church planting to be rolled out with 
learning, (and appropriate to the needs of), across 
the other Episcopal Areas. 

 2019 review of structures which will have been in 
place for 3 years. 

 Diocesan Lent materials since the inception of the 
diocese to support diocesan strategy. 

 Board of education vision for schools encompasses 
priorities of Loving Living Learning. 

 
Weaknesses: 
 

 Newness of the Diocese. 

 Plans in place, but as yet no specific objectives for 
next 5 years (to be put in place 2018). 

 Still work to do in prioritising, and identifying what 
we should stop doing. 

 Monitoring and evaluation still to be put in place 
(once objectives are agreed). 

 More work to do communicating the narrative for 
the future, ensuring grass roots understand & buy in.  

 Communication Team structure still under review. 

 Parish leadership: need to develop more models of 
shared leadership between clergy and laity. 
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Promoting spiritual                                 ☐ This is an area of relative strength (tick if applies) 

and numerical growth                               ☐ This is an area of some concern (tick if applies)    
 

Strengths: 

 Diocesan Vision has one strand explicitly focussed 
on church growth and every job description is 
focussed on the vision, ie our work is directed on 
growing churches, transforming communities and 
developing confident Christians. 

 Full time Bishop’s Adviser for Church Growth. 

 40% of our churches are growing (only 20% 3 years 
ago). 

 Diocesan Prayer and Spirituality Co-ordinator 
appointed (Residentiary Canon). Work being 
developed together with Bradford Cathedral. 

 Area structures set up to enable clear support of 
church growth programmes by Area Bishops. 

 LYCiG – a priority: 
* all new clergy attend 3 day course. 
* follow up course with clergy and lay together. 
* LYCiG Local: Episcopal Area (EA) learning groups. 
* establishing ‘growth champions’ in each EAs. 

 Church Growth adviser working with Children, 
Young People and Families Team (new team has 6 
members) to develop training/events.  

 Establishment of cross dept. training platform. 

 Harnessing potential of home grown schemes: 
* following on with early successes – LYCiG,  Jesus 
Shaped People (JSP), Intern Scheme, Iranian 
Programme, Messy Church, Mission Shaped 
Ministry Course.  

 Resource Churches – Our 1st Resource Church was 
officially designated in September and its 1st plant 
began in November.  (2 more Resource Churches in 
diocesan budget, even without SDF funding). 

 Development of existing Intern scheme to increase 
numbers of interns threefold (developing young 
leaders). 

 Discipleship is a priority, eg JSP, Germinate – rural 
training course, and specific focus on lay training to 
deliver this in more cohesive way (new team with 
adviser allocated to each Episcopal Area). 

 Establishing a new cross dept. on-line training 
platform to make training more accessible.  More 
courses for laity being delivered. 

 Successful Pioneer ministries, eg 
 Lighthouse 
 Saturday Gathering 
 Sorted 
 Kairos 

 

Weaknesses: 

 More work needed to develop BAME lay and clergy. 
Action Plan in place. 

 Although 40% of our churches are growing, there is 
more work to do with the 60% who are not. 

 Need: 
 Greater variety of learning styles to allow more lay 

development (not just academic).  
 Different ways of training for different areas,               

eg in rural areas where people are spread out. 
 Work on new models of leadership involving 

partnership between clergy & lay. 
 (Feedback from Clergy & Lay Together) 

 Lack of a programme of lay led Fresh Expressions 
(need to assess before moving forward). 

 Little evaluation of spiritual growth (ongoing 
monitoring of numerical growth). 
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 Church Schools working with Diocesan Vision, 
impacting on the common good through students’ 
development of Christian values.  

 All Saints Community – to grow church and deepen 
faith in the Wakefield EA (Rule of life: Pray, Grow, 
Act) and working on similar scheme to roll out 
across the diocese. 

 Pilot diocese for Setting God’s People Free, leading 
to Synod motion encouraging parishes to consider 
implementing this and Serving Together in their 
own communities. 

 Bishops active in the public square with a media 
presence. 
 
 

Serving individuals and                            ☐ This is an area of relative strength (tick if applies) 

transforming communities                        ☐ This is an area of some concern (tick if applies) 

 
Strengths: 
Our vision statement (and strategy) is explicit in 
commitment to transforming communities. 
Community engagement, particularly supporting the 
marginalised through for example: 

 Saturday Gathering (Halifax). 
 Sorted (Bradford). 
 Lighthouse (Leeds). 
 Inn Churches working with the homeless. 
 Supporting asylum seekers through provision of 

housing. 

 Working with Church Urban Fund: 
 Wellsprings Together (Bradford), excellent work 

in supporting churches of all denominations to 
respond effectively to issues of social justice and 
community relationships, eg Feeding Bradford, 
Welfare Reform (WRIB), Places of Welcome 

 Plans in place to develop this joint initiative 
across the Diocese 

 Near Neighbours. 

 Ongoing Synod (Diocesan and General) motions to 
support communities with welfare reform,                    
eg bedroom tax. (Working with Mission and Public Affairs Council) 

 Presence & Engagement – compulsory training for 
all incumbents. 

 Rural training course ‘Germinate’. 

 Church schools: supporting communities, eg HT 
Ripon - school breakfast club assisted by church 
volunteers led to a growing commitment from 
parents to Sunday worship. Weekly collective 
worship held in churches across the diocese 
(parents and children).  Church schools supporting 

 
Weaknesses: 

 Monday – Saturday – more to do (now focusing on 
Clergy & Lay Together, Setting God’s People Free, 
Discipleship courses). 

 More work needed to develop Readers: encouraging 
them in mission and outreach. 

 Need more joined-up thinking (church schools) 
between Board of Education and diocesan strategy 
with clear objectives and measurable outcomes. 

 Very few measurable outcomes in relation to the 
work parishes are doing with their communities. 
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local church charities, eg foodbanks, harvest gifts, 
shoeboxes. 

 Diocesan Education Dept. supporting local schools 
where Local Authority is almost non-existent                    
(eg Bradford).  Also supporting communities to deal 
with closing schools. 

 Parish Resourcing Scheme supporting parishes with 
admin, finance etc, to free up church officers for 
mission. 

 Diocesan Bishop has a strong track record of 
speaking out in the public square.  Area Bishops and 
Cathedrals are growing into that role, working in 
partnership with Civics/Local Authorities, eg in 
relation to interfaith and rural issues. 
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Re-imagining ministry                             ☐ This is an area of relative strength (tick if applies) 

 ☐ This is an area of some concern (tick if applies) 

 
Strengths: 

 Diocesan strategy to develop competent clergy and 
confident Christians.  Clergy & Lay Together majors 
on new models of leadership, culture change to 
‘have a go’, empowering laity to learn in the role, 
where mistakes are supported and learned from – 
lay and clergy development officers preparing to 
implement this work. 

 Deaf/Disabilities Officers to ensure inclusion/ 
encouragement of all. 

 Baseline studies in Episcopal Areas – intentional 
deployment of clergy to where we need them. 

 Deployment of (additional) curates: specialist 
curacies across variety of roles, eg church planting, 
deaf on ministry, ministry among Iranians, students, 
urban estates, projects supporting homeless & 
addicts, eg Lighthouse. 

 Looking to place several curates in Resource 
Churches to develop their identity as training 
contexts for leadership. 

 Lay pastoral and worship leaders training in some 
episcopal areas - looking to develop across the 
diocese via our School of Ministry hubs. 

 Developing young leaders through the Intern 
Scheme and in conjunction with Children, Young 
People and Families Team. 

 Focus on developing ordinands: vocations team in 
place (ordination and other vocations); average of 
12 stipendiary ordinands & aim to increase to 18 
over next 3 years.  Upward trajectory at present. 

 Expansion of the St George’s Intern Scheme – 
current scheme already demonstrated many past 
interns now in ordained ministry, training for 
ordination or in lay ministry.  

 Changing cultures with whole life discipleship (lay), 
eg Wakefield All Saints Community, Jesus Shaped 
People Programme. 

 Clergy Development Officers – one in each 
episcopal areas to deliver training requested by 
Area Bishops, but also to deliver a cohesive 
approach to clergy training.  This is specifically to 
help them manage ministry in today’s church, eg a 
programme of training including leadership, 
handling conflict, church growth, leading change, 
enabling lay ministry, supervision skills. 

 
Weaknesses: 

 Competence (clergy) – some clergy unable to 
respond to the challenge of church growth and new 
styles of management and leadership. 

 Confidence (clergy & lay) – lack of confidence of 
clergy to let go and allow laity to ‘have a go’ and of 
laity to feel comfortable expressing their faith or 
taking a leadership role. 

 Age of congregations (lack of ability/capacity). 

 Struggle to make good appointments, because of 
difficulty to attract clergy to the North. (Beginning to 
overcome this now as people hear about Resource 
Churches/church planting and diocesan strategy in 
general). 

 More work need to develop Readers: encouraging 
them in their ministry beyond worship to undertake 
their missional role. 

 Understanding of equal worth lay & clergy (but we 
are working on it). 
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 Buildings for Mission Officer - working with parishes 
to re-imagine buildings to support their mission and 
ministry (better buildings encourage new people). 

 
 

Resources: finance & buildings               ☐ This is an area of relative strength (tick if applies) 

 ☐ This is an area of some concern (tick if applies) 

 
Strengths: 
Finance 

 Complete restructure of all areas of ministry and 
mission following a full consultative review based 
on Appreciative Enquiry. Permission from Synod to 
frontload staffing to embed new structure, culture, 
and ways of working based on diocesan vision. 

 Following this, we’ve out-performed where we 
thought we would be (during this transition period) 
over last 3 years, and we haven’t used reserves 
which we allocated for this period. 

 Restructuring Funding allocated for long-term 
sustainability. 

 New Share system now in place using IMD (used for 
example by NCIs and CUF).  This reflects the relative 
deprivation in the diocese with a system where the 
wealthiest (financially) parishes support the least 
wealthy. Additional weighting is in place to reflect 
issues of rural poverty. 

 Finance Advisory Group, (mostly) lay group of 
qualified accountants, advising the Diocesan 
Secretary with responsibility for finance. 

 Stewardship – diocese half way in the national 
giving table.  Average £11.59 per week per giver. 

 Annual giving increases following all stewardship 
campaigns, ranging from £1,250 per annum in small 
inner city and tiny rural areas to £100,000 in 
Harrogate, with many increases sitting around 
£10,000 - £13,000.  

 Church Planting model/focus on church growth to 
grow more disciples and increase giving. 

Buildings 

 Buildings for Mission (BfM) officer to focus on 
creative ways of making church buildings more 
sustainable for mission.  This is an area of particular 
success, working in partnership with Local 
Authorities, Universities, Voluntary Action Groups 
-VAL; CABAD; NOVA; VAC; (which has led to the 
introduction to some third sector social housing 
providers beyond LAs) 

 
Weaknesses: 
 

 Stewardship – need a more intentional focus on 
stewardship, as these campaigns are successful, but 
many parishes do not engage voluntarily. (Dept. 
restructure taking place) 

 New Share system is in its first year and medium/long 
term effect is, as yet, unclear. 

 Although we’ve out-performed where we thought 
we would be over the last 3 years, there are still 
significant challenges to achieve breakeven by 2021. 
However the diocesan strategy links resources to 
finance (Purposeful Resourcing) and the Bishop’s 
Strategy Group is taking on the management of this. 

 Stable, sustainable resourcing of our schools. 

 Closed churches – many closed churches which are 
costly to maintain.  Legislation is cumbersome,    
time-consuming and elongates the process. 

 Not enough work has been done with our property 
assets.  The intention is to set up an Assets Advisory 
Group. 

 The significant cost of re-organisation. 
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Housing – eg Local councils; Faith in Affordable 
Housing; Tourism – Visit Yorkshire; British Pilgrimage 
Trust, Walkers are Welcome. 

 Closed churches officer to work in conjunction with 
BfM officer, but also to realise assets from sale of 
closed churches. 

Resourcing 

 Focus group – Purposeful Resourcing is part of our 
strategy framework. 

 Baseline studies to focus people resources in line 
with strategy. 

 Parish Resourcing – new dept. to support parishes, 
including the setting up of a new parish giving 
scheme. 

Sustainability 

 Environment officer in post. Working with 
Lancaster University to develop a church carbon 
calculator. Bradford Cathedral 3 times eco 
congregation winner. 

 ECO – awards.   7 churches have received silver and 
bronze awards. 24 more registered to become eco 
churches.  Diocese has achieved 4 of the 9 criteria 
to achieve eco diocese status. 

 327 churches on the Green Journey (in partnership 
with Green Energy). 

 July 2016 Synod motion encouraging parishes to 
adopt the environment policy. 
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Culture, governance,                              ☐ This is an area of relative strength (tick if applies) 

structure & processes                                   ☐ This is an area of some concern (tick if applies) 

 
Strengths: 

 New Diocese, so: 
 new governance model – Bishop’s Council/DBF 

/ Mission & Pastoral is one body; 
 Reviewed all areas of work and new structure as 

a result; 
 New Ministerial Development Review scheme to 

support clergy; 
 Forward looking culture, even day to day 

business is looking to the future; 
 Nothing is static, ongoing changes to staffing 

structure; review of structures, governance, 
areas of work in place for 2019. 

 Focus Groups in place to develop the 3 enabling 
strands of the strategy. 

 SDF application submitted to the Church 
Commissioners to further develop strategy, 
including appointment of Strategic Programme 
Manager to support development of strategic 
objectives. 

 Safeguarding is a priority – commended in the Audit 
for our processes and procedures. 

 Examples of involvement in diocesan plans- 
 The Mission Review was a listening exercise 

about our ministry and mission; responses 
received from across the diocese - from 
partners, officers, committees, congregations 
and other denominations. 

 Lent Talks and feedback sessions hosted by area 
bishops and archdeacons to listen to thoughts 
and feelings about the way the new diocese 
should develop and where the focus should lie. 

 Area Deans are part of Area Bishops’ staff 
meetings and are contributing to discussions 
about strategy. 

 Area Mission and Pastoral committees discuss 
pastoral plans in relation to mission. 

 Developing a communication strategy which will 
involve ‘champions’ from every episcopal area 
with a focus on social media platforms. 

 Parish Share meetings across diocese consulting 
on new Share system. Share surgeries to help 
integrate new system.    

 
Weaknesses: 

 Possible risks to our strategy -  

 sustainability  

 being reactive 

 taking fright rather than sticking with the plan 

 Lack of quality lay ministry (not enough people who 

have capacity and ability to affect change). 

 Monitoring (will come into place with objectives and 

priorities). 

 Not all staff have willingly embraced the change of 

culture and this has unhelpfully diverted resources.  

TUPE did not allow enough flexibility to set up a new 

structure. 
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Self-assessment process 

Please list the names of those involved in writing the 
self-assessment: 
 
Bishop Nick Baines 
Bishop Paul Slater 
Archdeacon Andy Jolley 
Canon Andrew Norman, Director of Ministry and 
Mission 
Mrs Jane Evans, Board Member 
Revd Martin Macdonald, Board Member   
Mr Peter Foskett, Registrar 
Mrs Debbie Child, Joint Diocesan Secretary 
Mr Ashley Ellis, Joint Diocesan Secretary 
 
 
 
 
 
 
 
 
 

Please list the roles of others who were consulted 
about the self-assessment: 
 
Bishop’s Senior Staff Team including Directors of 
Education and Communications 
Director of clergy training 
Leeds Diocesan Board of Finance 
DDOV, Environment, BfM officer, Stewardship 
officers 
 
 

Preparation for the peer review meeting 

How could the peer review meeting be of most benefit to you and your diocese? 
 
 
We would welcome feedback in relation to our strategy and the prioritisation of it. 
Sharing of experience from other Reviews. 
Any insights into the manageable, sustainable support of church schools. 
 
 
 
 
 
 

 

 

 


