Shared Local Ministry
Background 
The Diocese of Hereford is committed to Proclaiming Christ and Growing Disciples. However, we are currently faced with some critical challenges, which mean that we need to do things differently: 
· Falling numbers of stipendiary clergy nationally mean that there will be a significant reduction in the number of incumbents in the next 5-10 years. 
· The financial operating deficit of the diocese (how much more we spend than receive in income each year) is large and growing, with the prospect of insolvency in 10 years in spite of selling as many of our assets as possible. 
· We have a large number of buildings to care for with small and ageing congregations. 
Yet we have faith in the God whose generosity and grace provides for us and in whose hands the future of the church rests. 
In the light of these challenges and this faith, Bishop Richard and his leadership team have been consulting with clergy and laypeople across the diocese about the way forward. This paper explains the strategy approved by the Bishop’s Council on 9th July 2026. 2 
Vision 
Our vision for the future of the diocese is Shared Local Ministry, enabling flourishing local churches, where people are Prayerful, Christlike and Engaged with their wider communities in mission to people of all ages. 
This is not about managing decline, but it is about significant change in how we do things, in response to a realistic understanding of what is possible, with God’s help. 
Shared Local Ministry is about teams of lay and ordained people working together to serve God and their local congregations and communities. It has five aspects: 
· Focal Ministers (FMs) 
· Oversight Ministers (OMs) 
· Youth Hubs and Ministry 
· Area Deans (ADs) 
· Operations Leads (OLs) 

Focal Ministers 
Our hope is for every church congregation to have a local leader – or a team of local leaders – and we’re calling these Focal Ministers, because their ministry is focussed in a particular place. FMs will be lay or ordained volunteers who have been discerned and trained for the role of FM. They will be formally commissioned alongside their OM, to serve, lead and enable a particular church community and they will be known to and available in the local congregation and wider community. They will work closely with and be accountable to the Oversight Minister. And they will have an extended programme of formation over 12-18 months. 
Oversight Ministers 
New incumbent clergy and existing incumbent clergy who choose to become Oversight Ministers will work in a new way. Instead of being expected to do everything themselves, they will focus on sacramental ministry and an area of ministry which is life-giving for them, while overseeing a team of FMs alongside other lay and ordained ministers in the parishes which they serve. This way of working is based on the Ephesians 4 inspired pattern for shared ministry. 
OMs will have overall responsibility for mission and ministry across a group of churches and their role will be to discern, encourage, train, support and enable all those who are in their ministry teams, including Self Supporting clergy, Licensed Lay Minsters, people in Local Ministry roles and FMs. They will need to work collaboratively with their teams as well as the wider deanery. They will have a 2 year initial formation programme with support from the Area Dean. 
Youth Hubs and Schools Ministry 
Work with young people will continue to be a missional priority through the work of the Youth Hubs and School Chaplains, with the hope that these will develop across the diocese. This work is both about enabling local churches to engage with younger age groups and also about supporting young people to grow as disciples and form their own worshipping communities which are suited to them. The additional resources for Youth Ministry, including training and staff time, are part of the overall mission and ministry in the deaneries and areas, alongside other lay and ordained ministers. 
We recognise that there is more work to do with working out how best to support school governance structures. 
Area Deans 
In order to support parishes in vacancy and new OMs as well as existing clergy and parishes, there will be 6 new full-time Area Deans in the following areas: Pontesbury and Clun deaneries; Condover and Ludlow deaneries; Severn Borders deanery; Leominster and Kington and Weobley deaneries; Bromyard and Ledbury deaneries; Abbeydore, Ross and Hereford City deaneries. Building on existing good work in several deaneries, these locally based clergy will enable collaborative working and local decision making about the future deployment of stipendiary clergy as well as a shared, prayerful conversation about the future shape of ministry, with formal authority remaining with Archdeacon and Bishop. Clergy and lay ministers across an area will be able to share their gifts and interests more widely, enabling joined up mission, discipleship and ministry. 
ADs will have particular responsibility for supporting OMs in their roles and they themselves will act as OMs for parishes which are in vacancy, supporting them as they plan to recruit a new OM. They are there to lead mission and discipleship across an area and to support and enable change. They will have an ongoing formation programme, first year intensive. 
Operations Leads 
The Operations Leads will be key administrative posts, supporting the work of the ADs and OMs. There will be 6.5 FTE administrators for the areas covered by the ADs, taking into account those who are currently funded by the diocese. They will enable practical collaboration and a pooling of resources to release parishes and ministers for mission and ministry. Their work will be flexible so that it can be decided locally but may include: communication and co-ordination; safeguarding and HR processes; occasional offices; finance and grant applications; buildings and graveyard support. 4 
Expected outcomes from these changes 
We expect to see an increase in: 
· church attendance - early national experience suggests Focal Ministry can support attendance growth in Average Weekly Attendance (AWA) 
· volunteer lay & ordained leaders – numbers and activity 
· services & missional activities 
· Giving to the church (time & money) 
We expect to see a decrease in: 
· costs (long term) as ADs encourage oversight & local deployment decisions 
We expect to see improvements in: 
· collaboration (clergy & lay leaders in a deanery / area) 
· accountability 
· vacancy cover & Interim Ministry 
· clarity about role expectations for incumbents 
· administrative support for incumbents 
· church revitalisation work enabling good decisions about church closure 
All of this will result in significant cultural change. 

Funding 
The ADs and OMs will primarily be funded by the stipends fund using money we would have spent if vacancies were filled and they will be counted within clergy numbers. 
We hope funding for Youth Hub posts and OLs will primarily come from strategic funding (within the diocese and from the national church). 
Training and development costs will be funded from existing Continuing Ministerial Development (CMD) budget. 
This proposal doesn’t solve our financial challenges, but we do think it will improve our diocesan sustainability more than if we do nothing. 
Evaluation 
The programme will be evaluated in line with the funding bodies for the additional posts, and according to the expected outcomes. As well as regular reporting, there will be a formative evaluation at 18 months and full evaluation at 3 years. 5 
Implementation 
Shared Local Ministry will be communicated widely across the diocese according to the communications plan. 
ADs will be recruited – initially from within the diocese, then advertised more widely. 
Funding from the national church will be sought for OLs and the Youth Hub project. 
Once Ads are in place, they will recruit OLs and begin to work with parishes in vacancy to prepare them for Oversight Ministry. 
Existing incumbents will be invited to consider moving into Oversight Ministry and, if they choose to do so, the AD will work with them and their parishes to prepare for this. 
OMs will begin to be recruited to vacant parishes and existing incumbents who chose to become OMs will be commissioned. 
OMs and PCCs, with the support of the AD, will begin to discern who may be being called to be FMs in their benefice. 
Youth Hubs will begin in new areas, with the support of ADs. 
All of the new posts have role descriptions that can be shared if anyone would like to read them.


