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Supporting people in Local Ministry roles: 
A Guide for Incumbents and Rural Deans

Local Ministry roles such as Local Worship Leader (LWL), Local Pastoral Visitor (LPV), Local Missioner (LMiss) and Local Minister (LMin) have been part of the life of the Diocese of Hereford since 2022 and most of our benefices now have someone, or a whole team of people in these roles. Anyone who is leading worship, offering pastoral care on behalf of the church or leading work with children and young people should be in a Local Ministry role so that we can recognise, support and authorise that ministry. 

This guidance is for anyone who oversees a person in a Local Ministry role, and it aims to help you do this well and sustainably. It draws together what good support looks like and points you to the templates and people who can help.

What good support looks like
Good support has a recognisable shape wherever it happens. It rests on a clear agreement about the role, a dependable rhythm of meeting, honest review at least once a year, and ongoing attentiveness to where God may be calling someone next. Everything that follows is an expression of these few commitments.
Who supports whom
Throughout this guidance, the phrase ‘the person overseeing the role’ means whoever holds responsibility for supporting and overseeing a local minister. In most benefices this is the incumbent. During a vacancy it is the Rural Dean. In some settings the incumbent may delegate part of this responsibility to another licensed minister, while remaining accountable overall.
Delegating support to another minister
Where a benefice has several people in the same role, or where capacity is stretched, it can be good practice to delegate the day-to-day support of a group to a suitable licensed minister. A Licensed Lay Minister (LLM Reader) might oversee a team of LPVs, for example, or an experienced colleague might convene a group of LWLs. Delegation of this kind shares the load and often strengthens the support people receive, because it is offered by someone close to their ministry.

Some things stay with the incumbent even where support is delegated. Overall accountability for those in Local Ministry roles remains yours, as does responsibility for the Annual Review, whether you conduct it yourself or agree how it will be done. It is worth keeping a simple way of staying informed, so that you know how things are going and can step in early if a difficulty arises. Delegation works best as a shared and visible arrangement, agreed with the person being supported, rather than a quiet handing-over. 

Please do agree any delegation openly and keep a clear sense of how those you remain accountable for are getting on.
Spotting and discerning potential
People who move into Local Ministry roles have often already been encouraged and supported through discernment and training by their incumbent or other local leaders. It is always worth keeping an eye out for those who may have the gifts for a particular ministry and who may be ready to step forward. Asking someone newer to do something straightforward, such as reading or leading the intercessions, can help you see their gifts. Sometimes you may simply notice that a person is deeply caring, or carries a real passion for reaching out in mission. 

Please do take stock each year, perhaps alongside the Annual Reviews you are already doing, and consider who God may be calling in a new way.

Beginning well
It is essential to meet with each person who is new in a Local Ministry role to talk through their Working Agreement, so that everyone is clear about what they are doing and what ongoing support will be provided. This is a good moment to agree how often you will meet to oversee their work, and whether that will be one to one or as a group with others in the same role. The Working Agreement sits alongside the Role Description, which you can tailor to your own context. Template documents are available on the diocesan webpage linked at the end of this guidance.
It is also good practice to offer a suitable induction, making sure the person is aware of everything they need to know in your setting, such as how to record services or how home communion is administered, and has met the people they will work with.
Please do invest time at the outset in a clear agreement and a proper induction. It pays back many times over.

The settling-in period
The first few months are helpfully thought of as a settling-in period, when you check in regularly to make sure the role is working as expected. Early, encouraging feedback helps the person grow in confidence, and a regular point of contact gives them a natural place to raise anything that is proving difficult. This is also your opportunity to notice gently if the role needs adjusting before patterns set.
Please do think carefully about how you will support someone in their first few months, when encouragement matters most.

The ongoing rhythm
Once someone is confidently fulfilling their role, a settled pattern of regular meetings sustains both support and oversight. These meetings keep the relationship alive between reviews and lead naturally into the Annual Review itself. The rhythm need not be elaborate; what matters is that it is dependable and that the person knows it is there.

The Annual Review
The Annual Review is a valuable moment to look back over what has gone well and to draw out any learning that will help things work better in future. It is a chance to reflect together on the person’s sense of vocation and on any ways they would like to develop in their ministry. It can also be the place to give honest feedback or guidance, or to recognise that the season for a particular role may be drawing to a close. Where someone is stepping back, this is best handled with care and gratitude, honouring what they have offered and keeping the door open to ministry in another form. A template review form is available on the webpage below, and Elizabeth Wild is glad to help if you would value support with a review.

Please do make sure that regular meetings and an Annual Review are in place for each person you support.

Growth and change
As people grow into their roles, you may see new gifts emerging, or sense that someone is being called in a fresh direction. Suggesting opportunities for them to extend, deepen or change their ministry is part of the privilege of accompanying them, and it should be offered freely as they grow in discipleship under your care and guidance.

Please do encourage people to stay open to how God is calling them, to deepen their prayer life, and to try new things.

Support for you
Your support is crucial for the person in the Local Ministry role, and so we want to do all we can to support you in turn, especially where you may need to hold a difficult conversation. We would also value knowing where there is more we could do.
The Local Ministry pages of the diocesan website hold the Working Agreement, Role Description and Annual Review templates referred to above: Local Ministry - Diocese of Hereford  


If you would like support with any aspect of this work, or there is anything more we can help with, please contact us by email: 

Mark Godson, Ministry Development Officer mark.godson@hereford.anglican.org

Elizabeth Wild, Director of Mission and Ministry
 elizabeth.wild@hereford.anglican.org
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