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Section 1: INTRODUCTION 

 

The Anglican cathedrals in Wales have great potential, as was pointed out in the 
Church in Wales Review, led by Bishop Richard Harries, which reported in 2012. Their 
future is central to the Church and indeed to the spiritual life of the Welsh nation.  

We have enjoyed visiting the six cathedrals (a long week-end in each) and find the 
people involved in them eager to plan for the cathedrals’ future both collectively and 
individually. We have met the Deans, who requested the Review, and the Bishops 
who commissioned it; we are grateful for the opportunity to conduct it.  

The Review comes at an opportune time, because there has been much reflection 
recently on the subject of the role and significance of cathedrals all over Europe and 
beyond. That is, in part, because they have been a 'success', often a dangerous term 
to use in Christian circles (where the criterion for judgment should be the life and 
teaching of Jesus Christ), so we should spell out what we mean by success. Having 
been moribund at times in the past, cathedrals have found a new life in an apparently 
more secular society where the culture has changed markedly. It is hard to tell 
exactly how the culture has altered; in part it may be a shift away from regular and 
local commitments and towards a search for new experiences of a higher or special 
‘quality’. That change is not necessarily to be celebrated, but is more by way of being 
a fact of our society. The other main development is the discovery that cathedrals, at 
their best, have the capacity to cater for a wide range of degrees of contemporary 
commitment, from the committed Christian to the explorer and agnostic. To put all 
the emphasis on social change would, however, be misleading, for the cathedrals 
themselves have thought profoundly about their purpose; they have altered their 
perception of their place in the Church and in the World and have worked hard on re-
thinking their role.  

Before we come to any conclusions in this Review, it is essential that we try to spell 
out what we consider a cathedral to be. After all, they are not exactly ‘in the bible’ 
and their place in Christian history is often not distinguished. What might a cathedral 
be today? And, following from an answer to that question, what are the reasonable 
expectations which we might have of a cathedral? It is a place where the Bishop of 
the diocese has his or her seat and where the Bishop can preach, teach and hold 
other events. So it is designed to be a physical and spiritual focus for a diocese. At 
the same time, it is like any other church: a place of worship and prayer. Then also it 
is a determinedly public place, a piece of common ground which shares features with 
any ‘common’. On a common, all sorts may graze, for it is not enclosed or private; 
indeed, the boundaries may be deliberately uncertain. 

Put in more religious terms, the cathedral is specially open to the person of any faith 
or none who is exploring: on a search for truth. What is more, the cathedral should 
be aware that it is on the border between Church and World, secular and sacred: a 
liminal place where the threshold is as low as it can be. It is specifically Christian and 
has Christian worship at its core, but is conscious, all the time, of those who may not 
be familiar with the Christian faith. It has a clear Christian centre, but uncertain edges 
(a fried egg model!). It is therefore in a risky position and needs to learn to take 
boundary-crossing risks, for example with art, music and events. Sometimes those 
who start on the edges of the Church or beyond them, develop the strongest affinity 
with a cathedral’s life.  
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There is much talk (perhaps too much!) of ‘centres of excellence’ when referring to 
cathedrals. Certainly, cathedrals must be ever alert to the purpose and standard of 
what they do. It should be remembered, however, that, because of their splendidly 
independent spirit, they are fragile and could quite easily slip into disarray. That is not 
an argument for surrounding them with rules and making them boring and 
pedestrian, but it does mean that there need to be firm ideals and purposes by which 
they assess themselves and by which they are assessed. 

 

Criteria 

In Wales, the cathedrals have much to offer. They are well spread and of different 
characters. One is internationally known, one is part of the capital city, and the other 
four are in strategic positions, both north and south. All of them ‘feel like cathedrals’. 
Having said that, we should produce a kind of check-list of what we consider are 
reasonable expectations of a cathedral of the Church in Wales. What criteria should 
we bring to bear? A cathedral should have:  

1. A good working relationship with the Bishop, Diocese and the Church 
generally, as well as with the cathedral’s City and area.   

2. Sufficient full-time and talented staff to perform its task: at least a dean, one 
other experienced priest, a musician, an administrator and a 
caretaker/verger. 

3. The capacity to be open during the day, if possible staffed by people who 
‘belong’, can welcome sensitively, and can contact others if necessary.  

4. Provision for people to pray, pin up petitions, light candles and sit quietly.  

5. Awareness during worship and at all times that the place is not only for a 
regular congregation, but for anyone. This point is vital e.g. for preaching, 
pattern of worship, worship material, signage, general behaviour.  

6. The capacity to provide services and other material in Welsh as well as English. 

7. A high standard of music and liturgy: traditional/modern is not the issue, but 
quality is. 

8. A clear role in evangelism. 

9. Explicit signs that it cares for those who are disadvantaged.  

10. The character of common ground, open to all and therefore available for a 
variety of uses. This point does not imply large size. It does imply e.g. good 
seating, lighting, heating and sound.  

11. An ability to provide Christian education for adults and children.  

12. The opportunity for people to be on the cathedral roll, to give money and to 
join the Friends. 

13. Good publicity and an up-to-date website, which encourage visits from 
people in the local area and from further afield.  

14. If possible, given its character as ‘common ground’, an ecumenical and 
interfaith role.   
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Section 2: GOVERNANCE AND CATHEDRAL LIFE 

 

The deans collectively were the first to raise the matter of governance with us, as a 
matter of urgency, and we have studied the manner in which each cathedral’s 
constitution works, with great interest. Our view is that those who are responsible for 
the daily running of the cathedral, who are on the spot and who are seen as ‘owning’ 
what goes on in the cathedral, together with others chosen for their particular 
contribution and skills, should also have the legal position of Trustees and form the 
Chapter. It is also our view that this body should be compact, with a maximum of ten 
members. A cathedral should have a governing body which is clearly responsible for 
its policies; it is our view that this is not at present the case in any of the cathedrals. 
An added factor is that the cathedrals are now registered charities and the 
expectations of Trustees are higher than they were in the past. 

If there is currently a Parochial Church Council, our hope is that it could be 
transformed into a Consultative Council for communication between the Chapter and 
the regular congregation, and that the regular congregation could be represented on 
the Chapter.  

The title ‘The Chapter’ is more appropriate than ‘The Dean and Chapter’; the Dean 
chairs the Chapter and is not a wholly separate entity.  

 

The Chapter  

The governing body of the cathedral, chaired by the Dean. There could be minor 
local variations, but the basic model would be:  

a]  Dean (1).  

b]  Other senior clergy with cathedral duties (1 or 2).  

c]  Members of the congregation elected by those on the cathedral roll (2). 

d] People chosen for their particular skills by the Bishop in consultation with the 
Chapter (2).  

e]  People chosen for their particular skills by the Chapter in consultation with the 
Bishop (2).  

A maximum of ten members, probably meeting monthly. 'In consultation with' means, 
for example, that in ‘d’, the Bishop consults and then proposes, but the Chapter could 
veto. Tenure for the first two categories: while in office. Tenure for the other 
categories: four years, renewable once. 

As members of the congregation are to be elected, it is important for the cathedral to 
maintain an accurate up-to-date roll of those within the congregation who wish to be 
on the roll. At present such a roll is not kept by all the cathedrals. 

Other Staff e.g. the Director of Music and the Administrator could, of course, be 
invited to attend Chapter meetings, in which case they could participate but would 
not have a vote.  

‘Particular skills’: e.g. Finance, Education, Law, Property, Art. 
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 Recommendation 1: That the governing body with legal responsibility for each 
Cathedral should be a Chapter as described above.  

 

 Recommendation 2: That there be an up-to-date Cathedral Roll kept in each of 
the Cathedrals.  

 

The Cathedral Advisory Board 

The second and related governance subject is to respond to the question: ‘To whom 
does the Chapter give an account of its conduct of the affairs of the cathedral?’ In 
addition to the role of the Bishop as Visitor, our response is to propose an umbrella 
body, primarily advisory but with some powers, and made up of the Diocesan 
Canons and some others who have a concern for the cathedral. Membership of this 
Advisory Board would mean that the Diocesan Canons continue both to have a 
bridging role between Cathedral and Diocese and to have an important commitment 
to the cathedral’s life. What would change is that they would cease to be the 
Trustees with all the legal responsibilities that trusteeship entails.  

Again, there could be some minor local variations, but the basic model would be:  

a]  Chair, nominated by the Bishop in consultation with the Chapter (1). 

b]  All the Diocesan Canons (12 or so).  

c]  Lay people chosen for their particular skills by the Bishop in consultation with 
the Chapter (2+). 

d]  Ecumenical (clergy or lay) chosen by the Chapter in consultation with the 
Bishop (1).  

That would mean a maximum of 20 members, probably meeting formally twice a year 
but with regular contact with the cathedral e.g. through ‘residence’ and invitations to 
events. The Chair could invite others to attend meetings e.g. the Bishop, the Dean, 
members of the Chapter.  

Annually, the Chapter would present a full report (on current state and future plans) 
and management accounts. Tenure for the Diocesan Canons: while in office. Tenure 
for others: four years, renewable once.  

Primarily an advisory/accountability body, but with two specific powers:  

1]  To call for information, which the Chapter must then provide.  

2]  To ask the Bishop to conduct a Visitation.  

If Diocese and Cathedral decide that it is desirable to have lay and/or ecumenical 
Canons (and we commend that practice), then these Canons would occupy some or 
all of the positions in the last two categories (c & d) and have tenure while in office.  

 

 Recommendation 3: That each Cathedral should have an Advisory Board as 
described above.  
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Evangelism and Education 

The cathedrals vary in the degree to which they are conscious of visitors, not only as 
tourists but also in other roles. And who can tell fully what any individual needs? The 
standard cathedral joke of the husband saying to the wife: ‘You do the inside; I’ll do 
the outside’ only applies to very few. The child who asked ‘Where are the 
dungeons?’ thought he was in a castle, but gently learned that he was not. 

During worship, much depends on the liturgy, on the preaching and on personal 
encounters. Yet cathedrals need to be acutely conscious of the manner in which the 
cathedral ‘speaks’ to those who visit it at any time. Saying that the whole place is a 
‘sermon in stone’ is insufficient and trite. 

Brecon’s ‘Information Points’ are a good example of interpretative material used well. 
There are other possible approaches such as photographs of different parts of the 
cathedral ‘in action’: a picture of a baptism in progress by the font, with a short 
description (hard to do, but worthwhile) of what baptism is. Or there can be 
‘toblerone’ types of display column standing around which tell of the life of Jesus and 
the purpose of the Church. There should, of course, be some historical material, but 
it should not dominate and often belongs best in a guide-book or an app.  

The way in which the building is ‘presented’ should ideally be supported by a friendly 
unaggressive welcome. Whether that is achievable will often depend on resources of 
peoplepower, as will the possibility of calling a priest. 

In addition to material suitable for adults, it is desirable to give children the 
opportunity to learn of the cathedral and its purpose, perhaps through a ‘trail’. 

If there are the resources, a programme of Christian education for children and for 
adults fits well within the role of a cathedral. The links to (and resources of) St 
Padarn’s Institute in Llandaff are available for use. The new venture and building of 
Tŷ’r Pererin at St Davids is a good example of an educational initiative, with its 
emphasis both on education and on pilgrimage. Indeed, pilgrimage is a possible 
educational theme for all the cathedrals. Bangor has just produced a report on 
pilgrimage and prayer. Perhaps the six cathedrals could have a common 
pilgrimage/prayer website.  

 

 Recommendation 4: That each Cathedral review its educational and evangelistic 
work and, in particular, the manner in which the place is presented as one of 
Christian outreach.  

 

Care for the disadvantaged 

Cathedrals sometimes have a reputation for being for the ‘better sort’ of person; they 
may look grander and often (rightly) have more musical and other resources. On the 
other hand, because they are open and welcoming, they frequently have a ministry to 
those from their area who are disadvantaged in one way or another. That ministry is 
of a general kind, but also may become more specific. Bangor’s excellent food bank 
is prominent in the cathedral’s life, as is Newport’s involvement with the local Night 
Shelter. 

What is more, all churches, including cathedrals, have a role in working more widely 
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for love and social justice, whether that work be for peace or for aid to victims of 
torture. Such a concern can be part of a cathedral’s programme and may be 
represented by a focal point in the building itself.  

 

 Recommendation 5: That each Cathedral review its work for the disadvantaged. 

 

The Cathedral Friends 

Friends of Cathedrals are separate charities, set up in order that people from far and 
wide can support the cathedral financially and enjoy a programme of events 
designed for the needs of the membership. Work is badly needed on the Friends 
organizations of all six cathedrals. Constitutions are often outdated and do not reflect 
what a good Friends organization can be. What is more, there does not seem to be 
much in the way of incentives to belong.  

In our view, there are some brief guidelines which can help Friends to flourish.  

 A Council of fewer than 15 people chaired by a lay person (some Friends’ 
Councils are dominated by clergy).  

 The Dean and one other from the cathedral staff as members, the rest of the 
Council being representative of the membership, in order that it is organized 
with a genuine distance from the cathedral’s administration.  

 A clearly stated purpose: financial assistance to the cathedral. 

 A programme of enjoyable events: both social and expeditionary.  

 Attractive literature advertising membership. 

The cathedral staff on their part, need to support and assist the Friends. When the 
staff request financial help, that request should be in the context of overall clarity 
concerning cathedral planning. In other words, the Friends should be kept regularly 
informed about policy and plans.   

 

 Recommendation 6: That each Cathedral encourage its Friends organization to 
review its constitution and its activities.  
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Section 3: PERSONNEL 

 

Staffing  

For a cathedral to meet the criteria set out above and to play its full role in the diocese 
it needs a number of paid posts, clerical and lay.  

Minimum staffing should comprise: 

 Dean. The Dean’s primary role is to oversee and lead the work of the cathedral. 
He or she is also the senior priest in the Diocese, but should be free to be the 
cathedral’s Dean and not be overburdened with committee and other work in 
the diocese or province. Membership of the Bishop’s staff meeting is, however, 
essential. One Dean commented that as a senior priest he was often asked to 
support clergy who wanted someone experienced to talk to, but who did not 
feel that they could go to an archdeacon, whose role is supervisory.  

 Canon. There needs to be another experienced priest on the staff, if the 
cathedral is to be able to perform its role appropriately. This position is likely 
to go with the post of Precentor, so the Canon will need expertise in liturgy 
and in church music. If a curate or ‘minor canon’ is placed in a cathedral, that 
post should be in addition to the Canon. 

 Director of Music. This post is required in order to maintain a strong musical 
tradition, recruit and retain a good choir or choirs, and ensure that the 
standard of music enhances worship, not least on important diocesan 
occasions. At a time when some parishes cannot maintain a choral tradition, 
the cathedral needs to be a centre for music of as many varieties as possible 
and, if time and money allow, to have an outreach role in the diocese. Ideally 
an organist should be appointed as well. 

 Administrator. If cathedrals are to be active within the Church and the 
community, then they should have the capacity to be used for civic and other 
occasions, musical and artistic events, exhibitions and school functions. The 
cathedral diary should be well organized, as should be accounting and other 
office functions. These tasks demand administration: an office which is staffed 
during normal hours. As with the verger/caretaker post, some of the costs of 
an administration will be offset by charging for events.  

 Verger/caretaker. A cathedral which is attracting events and visitors and 
which is open throughout the day, needs someone on site to ensure that it is 
prepared for the next act of worship or event, and also to provide a level of 
security in addition to that of volunteers. Again, the more that a cathedral 
attracts by way of events, the more income there will be to help pay for staff. 

The fact that these posts are a basic minimum for a cathedral does not imply that they 
must all be funded externally (see the Finance section below). Of course, cathedrals 
can and do function on fewer full-time staff than mentioned above. We are working on 
the basis of the criteria which we stated at the beginning of this report. 

 
 Recommendation 7: That cathedrals should be staffed by a minimum of two 

clerical staff (Dean plus a senior priest - a Canon) and three lay staff (Director 
of Music; Administrator; Verger/Caretaker).  
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The appointment of staff  

The appointment of good staff is essential to the effectiveness of a cathedral’s 
mission, worship and liturgy as well as its administration. Cathedrals need to be clear 
about what roles are required for their various activities, the level of salaries they 
need to pay to enable them to recruit the right staff and the methods needed to find 
such staff. As roles change, it is important that they are reviewed, so that vacancies 
give the opportunity to recruit for the right jobs.  

One example of good practice is in St Asaph where the cathedral pays for a clerical 
member of staff, who is integrated into the work of the Diocesan Office, and in return 
the Cathedral receives support from other diocesan administrative staff. 

Open advertisement when appointing clerical and lay staff is recommended, so that 
there is as wide a field as possible, and recruitment does not rely only on personal 
recommendation. The panels should reflect those involved in the life and 
management of the cathedral. 

The appointment of the Dean is of crucial importance and ought always to be openly 
advertised. The role of the cathedrals is not limited to their own diocese alone, for 
they have a wider role in the life of the Province and may become the seat of the 
Archbishop. When the appointing committee is formed it should reflect that wider role 
and there should also be representation from the regular congregation. 

The following are suggestions about the possible composition of appointment panels 
for the various posts in a cathedral: 

For Deans: The Diocesan Bishop; a representative of the Chapter; a lay 
representative of the Diocese; a lay representatives of the congregation; a 
representative of the Archbishop, who might be a Dean from another cathedral.  

For Clergy staff in the cathedral: The Dean; the Bishop; representatives of the 
Chapter and of the congregation.  

For lay posts, the Human Resources Committee of the Chapter may be a suitable 
appointment panel. 

 

 Recommendation 8: That cathedral posts ought normally to be advertised 
openly, and that the appointment processes be similarly open and transparent. 
For the appointment of a Dean it is recommended that the appointment panel 
should reflect the wide role of the Cathedral. 

 

Human Resources good practice 

Cathedrals are employers and therefore must be aware of their legal obligations and 
must use best practice in dealing with staffing matters. Case law for employment 
issues has increased the need even for small employers to have proper personnel 
processes, consultation channels and appeal rights. The legislation is frequently 
changing e.g. in relation to flexible working requests and workplace pension rights, 
and it is important that there are people responsible for ensuring that the cathedral as 
an employer keeps up with changes to law and practice. Personnel matters cannot 
just be left to the Dean to deal with alone. The Chapter ought therefore to have a 
Human Resources Committee the remit of which should include: 
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 Staff job descriptions and appointments 

 Remuneration 

 Personnel policies 

 The role of a disciplinary and grievance panel 

 Health and safety matters  

 Safeguarding 

As the Dean may have to take management and disciplinary actions relating to paid 
staff, it may be helpful for a member of the Advisory Board to have pastoral 
responsibility for cathedral employees, should that be needed. 

 

 Recommendation 9: That the Chapter establish a Human Resources Committee 
as described above. 

 

Induction and Training 

Deans need induction and training for the wide variety of new situations that they will 
meet. Training should include: 

 Strategic and operational management  

 Financial awareness 

 Human Resources management 

 Media handling 

 Safeguarding 

It is important that the Deans meet as a body to share good practice, and some of 
these training needs could be met at such meetings. Another key support for new 
Deans is the provision of an experienced Dean to be a mentor. 

The Welsh Council for Voluntary Action has a helpful checklist for third sector 
organisations and their first principle is that ‘an effective board will provide good 
governance by understanding its role’. 

Clergy have often had no training as trustees other than for roles such as school 
governors. However, the business operations and assets of cathedrals (as well as 
the number of staff and volunteers) are substantial and those who are trustees need 
to be clear about their responsibilities and understand their role in managing an 
organization as complex as a cathedral. The Chapter should understand the legal 
and regulatory requirements, have robust internal financial and management 
controls, identify major risks and delegate authority for the management of staff and 
volunteers. This is a significant responsibility and must form part of the induction of 
new members of the Chapter. 

 

 Recommendation 10: That the Chapter determine the training needs both of 
paid employees (clerical and lay) and of members of the Chapter. That the 
Chapter include training in its budget.   
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Section 4: FINANCE 

 

Resourcing for the cathedrals 

One of the most striking features of the current resourcing of the cathedrals is the 
variation in income and net assets, which can be seen clearly from Tables 1 and 2. 

 

Table 1. Income and Expenditure of the cathedrals 2014 

 Income 

£ 

Expenditure 

£ 

Surplus/Deficit 

£ 

St Asaph 

 

224,982 205,442 19,540 

(36,854 in 2013) 

Bangor 

 

228,391 195,906 32,485 

(-5,450 in 2013) 

St Davids 

 

922,204 871,913 50,291 

(-29,343 in 2013) 

Llandaff 

 

595,922 615,283 -19,361 

(3,251 in 2013) 

Newport 

 

91,956 98,337 -6,381 

(-11,759 in 2013) 

Brecon 

 

215,266 246,325 -31,059 

(-3,728 in 2013) 

 
Source: Financial Statements of Church in Wales Cathedrals 2014 

 

The sources of income include congregational giving, share of the diocesan block 
grant, visitor donations and fees, surplus from shops and refectories/cafes, rents, 
investment income, Friends’ donations, fund-raising and the inevitable ‘misc.’. 
Expenditure figures include salaries (other than the Dean, the Residentiary Canon 
and their housing), utilities, repairs and maintenance, office administration and 
sundry small items. 

These ‘bare’ figures do not take into account any limitations which might be imposed 
on restricted funds. The figures might also be influenced materially in any one year 
by grant funding, by fundraising and by expenditure relating to major capital projects. 
In addition, four of the six Cathedrals are, by their constitution, parish churches with 
various ways of accounting for parish and cathedral activities. 
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Table 2. Total Net Assets of the cathedrals 2014 

 Total 

£ 

St Asaph 

 

593,292 

Bangor 

 

1,060,244 

St Davids 

 

1,270,727 

Llandaff 

 

5,557,145 

Newport 

 

689,921 

Brecon 

 

577,913 

 
Source: Financial Statements of Church in Wales Cathedrals 2014: list of total assets 
held by (or on behalf of) The Dean and Chapter.  

 

It should be borne in mind that some of these assets are held by Diocesan Trusts or 
by the Representative Body, on behalf of the Dean and Chapter. A number of these 
assets may be used only for restricted purposes (often because that was the 
condition of a gift), and such agreements may include reverters (meaning that the gift 
has to be returned to the donor if not used for the purpose for which it was given). 
Also, it should not be assumed that proceeds of the sale of property may be used for 
general purposes. 

 

Financing by Friends organisations 

It should be noted that certain Cathedrals have wealthy Friends organisations, such 
as St.Davids with net assets of £3,392,922 in 2014 and Llandaff with net assets of 
around £900,000. Others such as the Friends of Bangor and Newport hold very few 
net assets. In some instances, such as St.Davids, the funds are under the control of 
the Chapter, while in others such as Llandaff, control is largely independent of the 
Chapter. 

 

Financing by the Representative Body 

The Representative Body (RB) was created by Royal Charter in 1920 to hold the 
assets of the Church in Wales for the benefit of the Bishops, Clergy and Laity of the 
Church in Wales. In addition to property held for ministry purposes (churches, church 
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halls, parsonages, and associated land) it holds an investment portfolio valued 
currently at c£500 million, which is used to provide financial support for the work of 
the Church through: 

 The Block Grant to the six dioceses (currently fixed at £6.3 million per 
annum for 2016, 2017 and 2018); 

 The past-service clergy pension liability (c. £4.5 million per annum); 
 Bishops’ costs (c. £1 million); 
 Ministry training costs (c. £0.8 million; but likely to rise significantly with the 

creation of the St.Padarn’s Institute) 
 Provincial support costs (c. £2.7 million). 

For 2015, 2016 and 2017 the RB has also allocated £3.5 million in total to be used to 
support projects linked to the 2020 Vision process through the creation of the 
Transformation Fund, with £1 million per annum divided equally among the six 
dioceses and with £0.5 million reserved to support provincial projects. 

On a purely income and expenditure basis, the RB is clearly over-committed: it is 
budgeting for a deficit of some £3.2 million in 2016, and five-year financial forecasts 
indicate that the RB will be in deficit each year up to and including 2020.  

However, the RB currently assesses its level of expenditure on the basis of total 
investment returns. Using relatively cautious assumptions (a total return of 6.5% pa), 
the RB has a current distribution rate of 4.4%. This is higher than the charity average 
over the past 10 years (4.0%), and significantly higher than the charity average since 
the recession began in 2008 (3.5%). Once the Transformation Fund expenditure 
drops out of the RB’s budget in 2018, the distribution rate is expected to fall to 
around 3.5%.  

 

Support for cathedrals by the Church in Wales 

In Section 3 (on personnel) above, we discussed what posts were necessary in order 
for a cathedral to be a cathedral and came to the conclusion that a cathedral needs 
four posts as a basic minimum: a Dean, a Canon, a Music Director and an 
Administrator. We also mentioned a Caretaker/Verger, but that post will need to be 
supported by each of the cathedrals. In the light of the resources of the Church in 
Wales, support is inevitably going to be limited. We find it difficult to see how the RB 
could prudently absorb substantial permanent additional cathedral expenditure on top 
of its existing budget of £17.7 million without seeking to reduce expenditure in other 
areas (in other words, changing its priorities). Many of the ambitions of the cathedrals 
will have to be covered by their normal income, assisted by fund-raising (see below).  

We do, however, consider that each cathedral needs the full support of the wider 
Church in order to be able to employ the four staff fundamental to its purpose.  
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The cost of resourcing the cathedrals 

The following estimated costing is based upon a package comprising the Dean, a 
Canon, a Director of Music and a full-time Administrator which at 2016 salary/stipend 
levels is as follows: 

i)  Clergy 

 Canon 

 £ 

Dean 

£ 

 Stipend 26,949  36,323 

 National Insurance   2,204   3,893 

 Pension contribution   8,812 11,878 

 

 Total 37,965 52,094 

Church in Wales clergy are members of a non-contributory, final-salary based 
pension scheme. To these figures should be added estimated housing costs of 
£13,000 per annum per person. 

 

ii)  Lay Staff 

 Director of Music 

£ 

Administrator 

£ 

 Salary 25,000 25,000 

 Estimated NI/Pension   5,000   5,000 

 Total 30,000 30,000 

The salary for Director of Music is based on advice from Royal School of Church 
Music. The salary for Administrator is based on the Church in Wales lay staff grading 
structure, depending on level of responsibility and regional salary variations 
(suggested band from £22,000 to £29,000). It is possible that a higher salary could 
be necessary if the post required significant extra tasks. 

 

iii)  Total Cost of Staffing Package 

   £ 

 Ministry Staff  116,059  

 Lay Staff  60,000 

 Total  176,059 (Total cost x6) £1,056,354 

These costs are the minimum which we believe should be funded by the Church in 
Wales.  
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On the basis of these calculations, the minimum cost for the Church in Wales of 
resourcing each cathedral if it is to function as a cathedral is £176k per annum. For 
the six cathedrals this amounts to £1056k. At present roughly £696k of this £1056k is 
provided through the Block Grant by the RB to cover the costs of a Dean and Canon 
at each of the cathedrals, (6 x £116k). In addition, Dioceses make grants which 
amount to roughly £260-300k per annum for the six cathedrals (£45k or so for each 
cathedral or £270k in total). If the total of £1056k is to be met, extra funding of about 
£90k is necessary (£1056k less £696k and less £270k).  

We are conscious, as shown above, that on the one hand the finances of the RB are 
stretched and that, on the other hand, the needs of the cathedrals to fulfil their calling 
are considerable. In the future, as we recommend below, the cathedrals should put 
more emphasis on fund-raising. The Church in Wales (in the form of the RB and the 
dioceses), however, also needs to review its assistance to its cathedrals.  

 

 Recommendation 11: That the Church in Wales (Representative Body and each 
Diocese) review the financial support given to its cathedrals.  

 

Fund raising/ Development 

The sources of income for the six cathedrals vary markedly: congregational and 
other giving, a share of the ‘block grant’, visitor donations, rents, the Friends, 
endowment interest, grants. We were impressed by the vision shown by the Deans 
and the Chapter members whom we met: their plans to increase participation at 
worship services and in areas such as music, education, outreach, community 
activities and civic events. There is, however, a need to raise extra resources for 
these and other purposes. 

We believe that the ultimate responsibility for the funding of Cathedrals lies with the 
Dean and the Chapter. While they may delegate some of the fund raising task, the 
Dean and the Chapter bear the responsibility for ensuring that the Cathedral is 
adequately resourced and for providing the necessary leadership. They may, 
therefore need assistance and we consider that the cathedrals should each 
investigate whether to appoint a dedicated Development Officer. That is a risk as 
money has to be invested in the project without knowing what the return will be. The 
experience of cathedrals elsewhere, however, is that an appointment is worthwhile 
so long as an appropriate person can be found. The person appointed must have 
real flair and initiative.  

It is desirable that each cathedral have a Music Trust or Choir Endowment, as some 
donors will give money only to music. St Davids has a music endowment, Newport 
has a ‘Friends of the Cathedral Choir’ and Brecon has a Music Endowment Fund. 

 

 Recommendation 12: That each Cathedral consider appointing a Development 
Officer.  
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We reckon that there are significant opportunities to raise more funds than are now 
being raised by the cathedrals. In this context, assistance in the appointment of a 
development officer for a limited time period of say three years, would prove helpful. 
However, as we also heard of situations in which such appointments had not been 
effective, it is be important that progress be reviewed at the end of each year before 
additional financial payments are made. 

There are precedents for time-limited schemes for additional funding in the Church in 
Wales. For example: 

 From 2009 to 2014 inclusive an additional grant of £500,000 per annum was 
added to the total Block Grant to dioceses; 

 £3.5 million has been set aside to fund the projects related to the 2020 
Vision in 2015, 2016 and 2017, through the Transformation Fund.  

We noted that the Representative Body has not been afraid to make significant sums 
available to support ambitious projects such as the Transformation Fund, the 
St.Padarn’s Institute, and its contribution to the cash flow funding of the Cloisters 
Project at St.Davids. 

It would be of great assistance to the smaller cathedrals if the Representative Body 
were to take on additional funding for the short-term: a pump-priming initiative. 
However, for such a proposal to be accepted, it is vital that it be linked to an exciting 
new vision arrived at by each of the cathedrals. It is important that such plans are 
backed up by evidence that they will be realized.  

We have restricted this proposal to the four smaller cathedrals because we believe 
Llandaff and St.Davids have the capacity and opportunity to raise funds on their own. 

 

 Recommendation 13: That the Representative Body provide a contribution of 
£30,000 per year to help fund a development post at each of the four smaller 
cathedrals for a maximum of three years (i.e. a total of £360,000), with a review 
of performance before finance is provided for the second and third years.  

 

The Block Grant to Dioceses and the question of Parish Share 

One proposal made to us was that Cathedrals should be funded directly by the 
Representative Body rather than through the Block Grant, which would mean a 
reversion to the pre-2007 structure. Under this proposal each Diocese would reduce 
its grant to its Cathedral, which in turn would not be invited to pay a parish share. At 
first sight it certainly seems strange that money (often more or less the same 
amount!) goes back and forth between each Cathedral and its Diocese annually. On 
looking at the matter more closely, however, there is a logic both in the dioceses’ 
support for their cathedrals and for the cathedrals continuing to show their support for 
the parishes.  

In reaching a view, we found that in the years since the Block Grant was introduced it 
has been seen as a popular innovation, largely because it provides dioceses with a 
degree of discretion to meet local priorities. We also noted that the Representative 
Body and dioceses have resisted a return to a policy of direct provincial funding in 
other areas for which proposals have been made. 
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It is seen as natural for the principal church of the diocese to discuss the allocation of 
resources with parish churches, creating a sense that ‘we’re all in this together’. 
Similarly we found that even when a cathedral pays a large parish share, as Llandaff 
does, the Chapter is proud of the fact that it is able to support poorer parishes in 
disadvantaged areas. Again, this process reinforces in a practical way the fact that 
the diocese is a community in which those more fortunate help those less fortunate.  

It follows that there is an argument for the continuation of the payment of a Parish 
Share. Cathedrals are, however, different from parish churches and their ‘share’ 
should be decided upon by agreement between the Diocese and the Cathedral, as 
opposed to being determined e.g. by the numbers at some particular service (see 
‘Cathedral and Parish’ in Section 5 below). 

 

 Recommendation 14: That the existing system of funding cathedrals via the 
Block Grant with local discretion be maintained, but subject to guidelines set 
out by the Representative Body for the four posts listed above: Dean, Canon, 
Music Director and Administrator. 

 

 Recommendation 15: That the Parish Share continue to be paid by each Cathedral 
to its Diocese after discussion between the two parties.  

 

Good practice: Finance Committee 

In our visits to the Cathedrals we found surprisingly different arrangements for 
handling finance, not all of which would be judged best practice. In our view, practice 
in this area requires that: 

a) there should be a Finance Committee answerable to the Chapter, of no 
more than six people (Dean, 2 clergy and 3 lay people), which should 
approve financial policies and budgets and review financial performance 
against them. 

b) the Chair of the Committee should be a senior independent lay person with 
knowledge of finance and business. 

c) the Committee should set out a long range financial plan and there should 
be an annual operating budget and an annual capital budget consistent with 
the plan. 

d) the Committee should monitor adherence to the budget through 
management accounts. Especially in the larger cathedrals, ‘departments’ 
(such as Music and Christian Education) should have their own budgets.  

e) the Committee should meet six times a year and receive a monthly finance 
report. 

f) the Committee should develop internal controls and ensure that the 
responsibilities of staff are clearly understood. 

g) the Committee should identify the financial risks facing the Cathedral and 
ensure that they are properly managed. 



The	Cathedrals	of	the	Church	in	Wales	

17	

The Committee will, of course, produce an Annual Report and Accounts which detail 
income and expenditure, assets and liabilities in accordance with charity law, and 
which are open to public scrutiny. 

 

 Recommendation 16: That each Cathedral form a Finance Committee which 
sets out and follows guidelines for best practice described above. 

 

Good practice: Endowment 

We found a degree of uncertainty about what resources count as endowment and 
what as expendable.  

If a particular project is embarked upon, then the necessary money should be raised 
for that project or it should not go ahead. There is always a temptation on such 
occasions, for example, to dispose of property or sell investments, but that amounts 
to a short cut which is almost always to the detriment of successors.  

Once endowment has been defined, it can be considered as a separate entity, which 
provides income for the cathedral but cannot itself be touched. 

 

 Recommendation 17: That each Cathedral define and firmly ring-fence what it 
considers to be its endowment. That it reports the contents of this endowment 
and its endowment policy to the Representative Body, which then assists the 
Cathedral in the task both of protecting its endowment and maximizing the 
income from it.   

  



The	Cathedrals	of	the	Church	in	Wales	

18	

Section 5: COMMENT 

 

The Bishop 

The relationship between Bishop and Cathedral is a delicate one which can be 
immensely fruitful if both parties approach the task with clarity and sensitivity. 
A Cathedral is defined by its relationship to the Bishop in the sense that his or her 
‘cathedra’/chair is there. The Bishop may officiate, preach and teach in the Cathedral 
after due consultation with the Chapter. The Bishop is the Visitor, which means that 
he or she may be asked to determine questions about the Cathedral’s constitution 
and may also conduct a Visitation which is an enquiry into the Cathedral’s affairs 
often amounting to an inspection. The other official link is that the clergy on a 
cathedral staff hold the Bishop’s licence to officiate, so they are in their posts with his 
or her permission and blessing.  

We found the relationships between Bishops and Cathedrals currently to be good. In 
sum, the Bishop is very close to the Cathedral but does not run it. If, for example, the 
Bishop gets dire letters of complaint about the doings of the Cathedral, the letters 
should be sent straight to the Dean without comment! The ideal state is for Bishop 
and Chapter frequently to consult each other and for the Bishop to come and go 
more or less as he or she pleases. Beyond that, however, the Bishop can use the 
Cathedral as a focal point in the Diocese: a centre for the Bishop’s mission and 
teaching; that role still has unrealized potential in the Church in Wales.  

 

Cathedral and Parish 

We were surprised and sometimes confused by the use made of the terms 
‘cathedral’ and ‘parish’. Of course it is true that Anglican cathedrals in Wales and 
elsewhere often have geographical parishes for which they have pastoral 
responsibility and also have regular congregations, many of whom may come from 
that area. A cathedral, however, should be understood as (and run as) a single 
institution with clear overall policies taking into account all its constituents (or even 
‘stakeholders’!).  

In our discussions with cathedrals, the parish/cathedral question was at times seen 
as a problem rather than as a joy. It is a natural part of experience in cathedrals that 
the diary and many other aspects of the cathedral’s life may require an act of  

balancing the many competing demands on the place and its staff. The interests of 
the regular congregation may, for example, collide with those of the city or of the 
diocese.  

In balancing the various demands, it is unhelpful to divide liturgy, financial accounts 
or indeed anything else into parish/cathedral categories, especially when the division, 
for example, implies that there is a ‘cathedral congregation’ who love only tradition 
and a ‘parish congregation’ which is invariably enamoured of the contemporary. If the 
labels are there only to aid the assessment of the Parish Share, that is an insufficient 
reason for having them.  
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Province/ Diocese/ Ministry (Mission) Area/ Parish 

There appears to be some uncertainty as to where a cathedral ‘belongs’. Each of the 
areas in the title above is a candidate and there are other links and interests to be 
taken into account as well.  

A cathedral has responsibilities to its Diocese, to its Congregation, to its Parish, to its 
City, to its Ministry Area, to the whole Province, to the Wider World and (on any 
particular day) not necessarily in that order. A virtue of a cathedral is that it is not 
private property; those who think that they own it (including the dean!) need to think 
again. The phrase ‘Welcome to your cathedral’ has broad meaning.  

Our comment on the title of this section is therefore that the cathedral has a vital 
relationship with each of these areas, but also has an element of independence.  

To take the example of the Ministry or Mission Areas, it is appropriate that the 
cathedral relates well to its neighbours, but that it is not subsumed by a Ministry 
Area. The advent of Ministry Areas means that the cathedral’s role as a focal point of 
the Diocese becomes all the more important. A second example: neither Province 
nor Diocese should load the Dean with so many commitments and committees that 
he or she is unable adequately to perform the role of Dean.  

 

Safeguarding 

It is vital that cathedrals ensure the safeguarding of young people and of adults at 
risk, because of the cathedrals’ choirs, congregations, regular activities and flows of 
visitors. They must follow the Church in Wales Safeguarding Policy (April 2016) 
which includes: all appropriate adults having the DBS (Disclosure and Barring 
Service) checks; safe recruitment; reporting of all allegations of abuse.  

The Head of Safeguarding of the Church in Wales reports that the cathedrals are 
taking appropriate action over safeguarding, and that three cathedrals have either 
had or are in the process of having reviews of their processes with Provincial 
Safeguarding Officers. It is particularly important, when interviewing for cathedral 
staff, that no appointment is made without confirmation that the DBS check has been 
undertaken and that the results are known before the appointment is confirmed. The 
Cathedral Safeguarding Coordinators have the essential role of ensuring the safety 
of young people and of adults at risk. In order to maintain objectivity, the person 
appointed should be independent: not an employee and not related to any cathedral 
staff. 

 

Volunteers 

All the cathedrals have excellent volunteers who give generously of their time and 
expertise, for example in ensuring that the cathedrals are welcoming to visitors, and 
in helping with particular group visits such as those of schools and pilgrims. It is, of 
course, difficult for those cathedrals that have a small hinterland to attract volunteers 
and all the cathedrals need to consider ways of widening their appeal in order to 
attract people from beyond their congregations.  

It is now good practice to give volunteers more clarity as to what their role is to be, to 
deliver any induction so that they can work safely and in accordance with the aims of 



The	Cathedrals	of	the	Church	in	Wales	

20	

the cathedral, and to inform them of what to do when there are difficulties. On their 
part, volunteers need to agree when and how they are happy to be available, so that 
the cathedrals know what they can expect from them. The Church Urban Fund has 
good information and templates on best practice for volunteers. 

See: www.cuf.org.uk/working-volunteers. 
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Section 6: SUMMARY OF RECOMMENDATIONS 

 

1. That the governing body with legal responsibility for each Cathedral 
should be a Chapter as described in Section 2.  

2. That there be an up-to-date Cathedral Roll kept in each of the 
cathedrals.  

3. That each Cathedral should have an Advisory Board as described in 
Section 2.  

4. That each Cathedral review its educational and evangelistic work and, 
in particular, the manner in which the place is presented as one of 
Christian outreach.  

5. That each Cathedral review its work for the disadvantaged. 

6. That each Cathedral encourage its Friends organization to review its 
constitution and its activities. 

7. That cathedrals should be staffed by a minimum of two clerical staff 
(Dean; a senior priest – a Canon) and three lay staff (Director of Music; 
Administrator; Verger/Caretaker).  

8. That cathedral posts ought normally to be advertised openly, and that 
the appointment processes should be similarly open and transparent. 
For the appointment of a Dean it is recommended that the appointment 
panel should reflect the wide role of the Cathedral. 

9. That the Chapter establish a Human Resources Committee as 
described in Section 3. 

10. That the Chapter determine the training needs both of paid employees 
(clerical and lay) and of members of the Chapter. That the Chapter 
include training in its budget.  

11. That the Church in Wales (Representative Body and each Diocese) 
review the financial support given to its cathedrals.  

12. That each Cathedral consider appointing a Development Officer. 

13. That the Representative Body provide a contribution of £30,000 per 
year to help fund a development post at each of the four smaller 
cathedrals for a maximum of three years (i.e. a total of £360,000), with a 
review of performance before finance is provided for the second and 
third years.  

14. That the existing system of funding cathedrals via the Block Grant with 
local discretion should be maintained, but subject to guidelines set out 
by the Representative Body for the four posts listed above: Dean, 
Canon, Music Director and Administrator. 

15. That the Parish Share continue to be paid by each Cathedral to its 
Diocese after discussion between the two parties.  

16. That each Cathedral form a Finance Committee which sets out and 
follows guidelines for best practice described in Section 4. 
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17. That each cathedral define and firmly ring-fence what it considers to 
be its endowment. That it report the contents of this endowment and 
its endowment policy to the Representative Body, which should then 
assist the cathedral in the task both of protecting its endowment and 
maximizing the income from it.   

 

We have also made comments on:  

The Bishop 

Cathedral and Parish 

Province/ Diocese/ Ministry(Mission) Area/ Parish 

Safeguarding 

Volunteers 
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Section 7: CONCLUSION 

 

We were asked to conduct a Review, rather than an inspection. For that reason, we 
have not given our views on individual cathedrals, but looked at the cathedrals of the 
Church in Wales as a group. We have concentrated on three areas: governance, 
personnel and finance.  

We have restricted our field of view to the cathedrals and their relationship to Church 
and World. Thus, for example, we have not addressed the question of whether the 
Church in Wales should reduce the number of its dioceses and therefore of its 
cathedrals. That question has been considered by other Reviews, as has the issue of 
whether Llandaff should be the permanent seat of the Archbishop. 

We have enjoyed our visits which have been marked by great kindness, fine 
organisation and excellent hospitality. During the visits, we have seen superb 
examples of liturgy, music, education and administration. We are enormously grateful 
to the Deans (Gerwyn Capon, Kathy Jones, Jonathan Lean, Paul Shakerley, Lister 
Tonge and Nigel Williams), to their staff and congregations, to the Bishops, and to 
the staff of the Provincial Office, especially to Julian Luke who made the 
arrangements to perfection. 

As we said at the beginning of this report, we have found the cathedrals to be in 
good shape and to have enormous potential. Our recommendations and comments 
are intended to help the cathedrals of the Church in Wales to flourish further in the 
power of the Holy Spirit.    
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