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From your Transition Mentor… 

My thanks to everyone, clergy and lay people, who made my consultation period 

enriching and pleasurably. Your hospitality made me feel welcome, your willingness 

to come to the meetings and put your trust in me when articulating your concerns and 

more importantly, your vision for the future was instrumental in making my job as 

transition mentor exciting and interesting. 

Sharing in worship with many of you before a meeting was a chance for me to catch 

my breath, but more importantly, I felt in some small way I was connected to you as 

we explored the future together. 

In sharing your thoughts and feelings with me, I was able to create a picture of where 

people were in the process which started so long ago for many of you. I was able to 

understand your concerns and fears. But above all I was able to hear your vision of 

the possibilities for the future. 

It was heartening to hear how many of you were willing to move forward and work 

through this period of change, despite some feelings of apprehension and concern. 

Most of all, it is your ability to face up to the reality of church life, with the 

understanding that it is time to move into a new future with God, which gives me 

great hope for your development into Mission Areas. 

Change is without doubt unsettling and challenging, and there may be many as yet 

unknown challenges along the way as Mission develops across the Mission Areas 

but, I have every confidence that by praying and listening attentively to the Holy 

Spirit, you will together discern the way forward. 

 

Ann 
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INTRODUCTION TO THE PROCESS 

In role I used the inquiry process of the Young Christian Workers* which can be 

summarised as 'See, Judge, Act': 

See 

The 'See' process was the activity carried out with the Clergy, Congregations, Lay 

Ministers, Clergy Chapter and Deanery Executive to investigate their opinions and 

responses to the proposed change.   

Judge 

The output of the ‘Judge’ process is this report. I hope I have accurately reflected 

everyone’s thoughts and concerns, and produced meaningful and actionable 

recommendations for the future.  

Act 

This process is the implementation of my recommendations, which rightly belongs to 

the churches of the present Deanery.  It is the future Mission Areas that will make the 

final decision on the findings in my report. 

FACT-FINDING 

To ensure that everyone in the churches would have the opportunity to have their 

views heard, I issued a paper to all the churches outlining my role as mentor and 

clarifying that I was there to listen, and help identify the way forward for the Deanery 

in its transition to Mission Area. 

I offered four options for communication, both face to face and remotely. These were: 

 A daytime meeting for those available in the daytime. 

 An evening meeting for those only available in the evening. 

 A questionnaire for those who wished to use them. 

 My email address for anyone to contact me. 

*www.ycw.ie 
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Firstly, I met with the clergy to hear their views, and also to take their guidance as to 

the quantity and timings of meetings.  I also gave them copies of the questionnaire to 

be made available for those that wished to use them. I arranged for there to be a 

folder in each church for returned questionnaires.  Some were handed to me directly, 

others were sent to me and the rest I picked up after Easter. No one took advantage 

of emailing me. 

I thank everyone who took the opportunity to meet with me or to fill in the 

questionnaire. 

Obviously there are those who did not take up any of these opportunities.  There is 

therefore a group of people across the Deanery whose views I could not canvas. 

Given that time is short for the Mission Areas to be up and running, the question that 

possibly needs to be addressed locally, in parallel with the implementation of the 

change, is why people did not get involved in the consultancy process? 

In total, I held 45 meetings over a period of three months, and joined some mid-week 

and one Sunday worship. I visited every town, village and church during that period. 

This was invaluable in gaining a picture of community life across the Deanery. 

I met with approximately 250 people during that time. I met with all the clergy and I 

had eight questionnaires handed in. The total Electoral Roll of the Deanery as listed 

in the Diocesan Handbook is 883 which means that I heard from approximately 1/4 of 

the Deanery Electoral Roll through various channels. 
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VIEWS FROM THE PEWS 

The conversations that I had were lively and heartening. People were honest, and 

said what they felt and thought.  In my experience I have found that even if people 

can think logically about an issue, it is important to recognise that feelings play as big 

a part in decision making as logic; therefore, to ignore emotional responses to an 

issue is to do so at one’s peril.  Acknowledging and respecting strong feelings about 

an issue allowed conversations to progress and consensus to be reached.  I hope 

that everyone involved felt that they had been heard and their contribution to the 

discussion valued. 

It was an advantage that I had been the Rector of a Benefice of 8 then 10 churches 

with a constant of two Stipendiary Clergy, a retired Priest and 6 Readers. During the 

9 years of my tenure, there were other ministers who became part of the team. By 

the time I left my post, we were 10 churches, had acquired an NSM Priest and a 

House-for-Duty Priest and a Local Ordained Priest-in-Training.  Due to my personal 

experience, I was able, when appropriate, to share that experience, particularly when 

people were concerned about the possible loss of clergy and how to engage in 

mission across a large team of churches. 

 

ISSUES REGARDING CHANGE 

Change is difficult and often painful, but virtually everybody who attended the 

meetings acknowledged it was necessary despite the comment: 

'change yet again!' 

This was voiced, in various ways, on several occasions. For some it felt like a 'fait 

accompli'. Others wanted a master plan, with a view that change should come from a 

perceived diocesan authority. It would be fair to say these people were in a minority. 

If this is the way change has happened in the past, then perhaps people have got 

used to this mode of change management and expect it to be repeated. 

People can feel out of their depth if they have not been involved in change processes 

in the past and unsure how to move forward. There were some issues about who 

makes the decisions and where does the power lie.  People felt it was important that 
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the process of change needed to be incremental and sustainable; that change should 

evolve and should not be dictatorial.  People felt that the 'top' should listen to the 

‘bottom’ and change should percolate upwards from the churches rather than be 

imposed upon them. It was felt that contrived change didn't work. 

'we should determine what we do' 

Sensitivity was required so that people did not feel they had been pushed out in any 

way. More than once it was said that: 

'God is calling us to work together' 

There was also some fairly radical thinking about boundaries: 

'we are still working to a nineteenth century map!' 

The view being that this was not a good thing. 

Certainly people felt that if change was going to happen, it was important to think 

more widely about working across boundaries: the example of Towyn and Rhyl was 

quoted on more than one occasion as an embryonic success.  Some saw boundaries 

as barriers, believing it was time to forget boundaries. On a number of occasions 

memories were evoked of churches that once belonged in the Deanery and how their 

loss was perceived as a negative experience, with questions being raised as to 

whether they could join in the same way as Towyn is seeking to do.  There was also 

an issue about how much change could be allowed by the Constitution: 

'relationships are more than geographical ' 

'there's a need to be more flexible' 

During the meetings I discovered there were predominantly three views on the 

possible changes needed for the future. 

a) There were the enthusiasts: 

'let's get on with it' 

'the time for reflection is over' 

'we need action now before it's too late' 
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'we've got to move with the times, let's go forward and work together' 

'united we stand divided we are weak' 

People believed that they needed to be together to be more effective.  Some 

believed it was an act of faith to move forward in this way and they wanted to commit 

themselves to change, seeing the proposed change as expressing God's will for the 

churches. 

b) At the other extreme there was resistance, those who believed that people would 

not working together and opposed change: 

'lots of people are happy with the church just as it is' 

'people don't want change' 

'I just come to church, this is not for me' 

'what difference will it make' 

'it’s all happened before' 

'we're too old for change' 

There was a fear of losing a much loved way of worship and spirituality. Concerns 

were expressed about the direction in which the Diocese was going. There was a 

belief that decisions had already been made by others which would then be imposed 

upon them. Some felt that suddenly everything was going to change and there was a 

level of suspicion that the changes were not for the right reason; that it was really 

about money and shortage of clergy and not about mission.  

Some thought it was just an exercise in terminology, from ‘Deanery’ to ‘Mission 

Areas’ with no fundamental change. Some considered that the Deanery was too big 

to become a Mission Area. The question was asked: 

'who can we work with?' 

Occasionally money was an issue. There was an idea that churches who were just 

about financially viable themselves would have to 'prop up' less viable churches, and 

a concern as to where the funding would come from to implement the changes. An 

attendant worry was the loss of clergy and how that would impact on the churches.  
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c) Between these two extremes were the cautious who could see that it could bring 

churches together, so making them stronger, but that view came with a note of 

caution: 

'I fear we will carry on as we are with diminishing congregations' 

People had reservations about the reality of everyone being willing to work together. 

There was a strong feeling that the new structure should be democratic not the 

loudest and strongest voices drowning everyone else. There was also a worry that 

the Church was trying to develop a 'one size fits all strategy' which would inevitably 

fail. There was also a feeling that any change should not be set in stone and be 

adaptable to different circumstances. 

It was felt there was a need to be careful and to understand that some of the older 

generation were frightened that change would push them out. At the present time this 

is the group sustaining many of the churches. To their credit this group understood 

that young people were needed to play their part in the church, but wanted to make 

sure that the older generation weren't marginalised by the changes.  

There was an understanding that the church was in a critical situation but people 

were concerned that many were already working hard, and couldn't take on any 

more. People could see that if there were more people available across a mission 

area that there would be a cross-fertilisation of ideas, but were concerned whether 

there were sufficient numbers motivated to make it happen: 

'have we really got the commitment to change?' 

There was a realistic concern given how institutions (the church being no exception) 

can become bogged down in bureaucracy and that a Mission Area would mean 

more, not less bureaucracy, which would get in the way of a call to mission. 

Some were concerned as to how to deal with those who were vehemently opposed 

to any change. 

One person I spoke to said: 

'never again those fatal words “we've always done it this way”' 
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I’m sure we all know that this attitude has been the death knell of many a fine vision. 

However, by and large this group were willing to move forward if their concerns were 

taken seriously. 

 

INFORMATION AND CONSULTATION 

It became instantly clear at the beginning of every meeting, that there was a 

perception by virtually everyone present of a lack of information and a lack of 

consultation and discussion at grass roots level.  Perceptions are very powerful 

whether they are accurate or not.   

When people believe they have not been part of a change process, they can 

withdraw from any engagement with that process. It does not mean they are being 

difficult. 

Some of the frustration, confusion and apprehension was derived from the length of 

time since the 2014 Deanery Conference in the Cathedral, which had generated 

enthusiasm and energy (people spoke very favourably about this event) which has 

dissipated over the ensuing years: 

'there's been a lull in the 2 years since the meeting' 

'nothing’s happened since the meeting' 

'it's been two years since the meeting and nothing has happened - no 

discussion or input' 

Some felt that a golden opportunity had been lost. 

People recalled the information in Teulu Asaph but their view was that there was a 

lack of ongoing information and that congregations as whole were not involved in the 

discussions: 

'the PCC was involved but not us' 

It appears that few people knew that the 2020 Vision Report and the Bishop's 

synopsis of that report could be accessed on the Diocesan website. Very few people 

had read the 2020 report and some people said they had found it almost impossible 
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to access the Bishop's synopsis of the report due to some glitch on the web site. For 

others it was a case of: 

'I don't go on to the Diocesan website' 

For others it was a case of: 

'why can't there be a simple discussion paper for ordinary folk?' 

There had been discussion in PCCs and some churches. Some people recalled 

sermons in churches where it had been raised. 

Very few people seemed acquainted with the Tool Kit and there was a view that it did 

not accurately reflect the ideas of some of those who took part in compiling it. 

It was felt that the information available had not been well presented at parish level 

and that little had been done to inform or educate people about the proposed 

changes. 

'no one understands what's going on' 

The flip side of that was a view that people were not interested in the proposed 

changes although information had been made available. 

Although people thought there had been no specific meetings for some 

congregations it was hoped that this would now change and congregations would be 

invited to all consultations in the future. 

As someone who uses various forms of technology to get information on a regular 

basis, it came as a surprise to me to realise how many people at the meetings did not 

use the internet, social media etc. as a matter of course for information gathering.  It 

struck a note of caution that the Diocese and the future Mission Areas need to pay 

attention as to how they want to inform and consult with people.  It would be a 

mistake to presume the same mode of information gathering is accessible to 

everyone.    
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THE FUTURE 

As meetings progressed I was heartened to hear people opening up and some deep 

conversations developing about mission. The word 'mission' caused problems for 

some people. ‘What is it?’ was the question. People understood mission abroad, but 

couldn't equate that with mission at home. Some felt it was too aggressive and easily 

misunderstood. One person spoke of when they had talked about it with a non-

churchgoer, the reaction had been that they were being looked upon as someone to 

be 'converted' and not in a positive way.  

In the discussions I often used the word 'outreach' instead of mission which no doubt 

for some people would be a compromise. However, I found that people engaged with 

it much more creatively.  So there is some reflection to be done about our use of 

theological/church language, and how it is interpreted inside and outside the 

institution. 

In the discussions people began to see and feel affirmed that they were already 

involved in mission albeit in small ways. I often quoted from one of my favourite 

books that 'small is beautiful' to remind everyone that the smallest deed can lead to a 

‘Kingdom moment’ or opportunity. There was a tendency to feel that they had failed 

in some way.  It is important to affirm what people are already doing and I hope I 

conveyed that affirmation to everyone. 

There was a celebration of the ecumenical work that was going on already, Lent 

offered me the opportunity to see it in action (and to eat some very tasty soup!). 

There was a willingness and enthusiasm for more working together. It was 

acknowledged that not all Cytuns were working as well as they could be, but people 

were prepared to continue to develop relationships and to learn from other 

denominations when they were doing something successful. There was hope that 

closer ecumenical relationships would result in shared mission projects, rather than a 

go it alone attitude. 

There was a clear identification of the need to develop children, youth and family 

outreach. Some churches were beginning to look at their worship to see how that 

could be changed to be more inclusive. There was a view that a mix of worship could 

be introduced over a Mission Area and that diversity was to be encouraged. The 
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involvement of clergy with their local schools was celebrated and the idea of an 

ecumenical schools’ team, of lay and ordained, was another idea which was greeted 

enthusiastically. It is also important to acknowledge and sustain the relationships with 

Welsh speaking schools in the future Mission Areas. 

People could see that a Mission Area could support struggling churches and that the 

pooling and sharing of skills, talents and resources could only be a positive thing. A 

need to be less insular even in existing multi-church parishes was identified. People 

thought it was important that the Mission Area and Mission had to be sustainable. 

People wanted various liturgical traditions to be valued and celebrated. Using the 5 

Marks of Mission as a tool to help churches develop their Mission Strategy was 

thought to be a positive move. I encouraged churches to consider Mission Action 

Plans as another tool to clarify their thinking. 

There were concerns about church closures, citing the closure of Gronant as an 

example. There was a single written view that identifying a church building as being 

surplus to requirement and closing it was a possibility. This had very little support 

across the Deanery.  There was more support for churches becoming multi-functional 

buildings as mission developed. 

Meeting a number of Mothers’ Union members during the course of my research 

made me realise that here was an organisation already working effectively across the 

boundaries. It seems to me that they and Towyn and Rhyl are examples of good 

practice. 

It was encouraging to hear people supporting more participation by lay people. There 

was a hope that there would be a wider role for Reader, Pastoral Assistants and 

Worship Leaders in a shared ministry. At present the preponderance of Eucharistic 

worship limits the ministry of those wishing to lead worship - it also limits the creativity 

of those wanting to experiment with new forms of worship.   

Many Lay Ministers were looking forward to working across a wider area and some 

would be happy to provide support for new Lay Ministers during and after their 

training. 
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There needed to be an acceptance that there may be some Lay Ministers who had 

no access to transport to travel around a Mission Area, and that there are others who 

may feel they were of more service in their own communities. Worship Leader 

ministry is patchy in the Deanery and there needs to be further development in this 

area. 

The idea of the Mission Area being the place for learning, resourcing and training 

received support as did the idea of a Mission Area Directory listing all those with a 

variety of knowledge, experience and skills who were prepared to share their gifts 

with all the churches. This project is already under way. 

There was overwhelming support for the clergy, with people feeling that clergy were 

already being stretched to their limit.  It was good to hear some clergy articulating to 

lay people the challenge to their own personal view of their calling, which a change 

like this was bringing about. There was a view that a Ministry Team was not just cler-

gy, that there was a shared responsibility between lay people and the clergy and this 

was an opportunity to serve God and the community together. 

One question that was voiced on a number of occasions in a variety of ways was: 

'is there clergy support for this?' 

It is a question that needs answering particularly if people feel that clergy are 

ambivalent about Mission Areas. 

 

THE CATHEDRAL 

The distinctiveness of St Asaph Deanery is that the Cathedral and the Parish Church 

are situated in the Deanery with their Clergy being members of the Clergy Chapter. 

What will the move to Mission Areas mean for the Cathedral and the Parish Church, 

given their close relationship?  With the other Cathedrals in Wales it has taken part in 

a review of its work and ministry. As the Cathedral clarifies its vision for the future 

how will that impact on its place in a Mission Area? 

Most groups did not have a view about the place of the Cathedral in a mission area. 

They felt that the Cathedral had been an ideal place for the Deanery 2020 
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Conference as it was neutral ground and a place where all the churches could meet. 

They spoke warmly about the organisation and how it facilitated the whole day. 

There was a view that the role of the Cathedral needed to be clarified. A few held the 

opinion that the complexity of the Cathedral's place as the Mother Church of the 

Diocese had an impact on its place in a future Mission Area. It was felt by a minority 

that this role as Mother Church meant that the Cathedral needed to stand alone. 

Anything else would be: 

'detrimental of the special services and events unique to a Cathedral' 

therefore, it should not be part of a Mission Area.   

Where would that leave the Parish Church, which has a close relationship with the 

Cathedral and also has its own ministry to the city?    

There has been a suggestion that if the Cathedral were to remain part of a new 

Mission Area it would be a positive move for Cefn,Sinan and Tremeichion to rekindle 

their relationship with the Cathedral and become part of the same Mission Area. 

There may be a ‘Tourist Ministry’ with Bodelwyddan which would be mutually 

beneficial. Despite liaising with a member of the Cathedral Review Group, at the 

present time I have no access to the report due to confidentiality issues. 

 

REFLECTION 

I said in my introductory paper to the churches that finding out their views would 

enable me to make meaningful and actionable recommendations for the future. 

Having heard peoples' views and spent a lot of time reflecting on them I think it is 

very important that my recommendations are, as I said, meaningful and actionable.   

My view is that the deanery needs recommendations that will create a firm foundation 

for the future and can be built on as the churches develop their life together. 
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There are a number of themes that have developed over the weeks of visiting and 

these will form the basis of my recommendations. These are: 

• The shape of a Mission Area.  

• The place of the Cathedral 

• Consultation 

• Communication and information distribution 

• Leadership 

• Ministry 

• What is mission? 

• Training 

On my journey around the Deanery I discovered people with an array of experience, 

knowledge and skills in a variety of areas. If there is a willingness to put these gifts to 

good use then people need to be approached individually.       

     The more time consuming process of individual discernment may produce better 

results. Even better, a clear ‘job description’ of what is needed. There is nothing 

worse as a volunteer than not knowing what you are volunteering for! 

 I expect this report and recommendations to go to each church so making the 

opportunity for consultation at local level a reality.  These are recommendations only. 

I would encourage people to be thoughtful and if necessary critical in their evaluation: 

only giving their assent to the recommendations if they believe that they would      

create a good foundation for the churches to move forward in becoming Mission      

Areas. I am happy for adjustments to be made to the recommendations if they      

facilitate the creation of viable Mission Areas. 

       

 

 



16 
 

PRIORITY RECOMMENDATIONS 

These are recommendations to be put in place as soon as possible after due 

consultation, in order to create a stable foundation on which to build. 

RECOMMENDATION 1 

There was a 'Setting up a Mission Area Leadership Team ' training day in Wrexham 

while I was in the Deanery and a number of people from the Deanery went to it. I 

suggest that contact is made with the trainers of that day to organise a training day 

for the Deanery Executive, Clergy and Lay Ministers once the report is available. 

RECOMMENDATION 2 

This report goes to each Church and a consultation meeting be arranged, for each 

congregation to consider the recommendations.  Their feedback is taken to a 

Deanery Conference. 

RECOMMENDATION 3 

The role of the Cathedral. The Cathedral Chapter, in due consultation with the 

Cathedral community, needs to reflect on their involvement with a Mission Area.  If 

the conviction is that the Mission and Ministry of the Cathedral will be better served 

by standing alone, they need to reflect on what the future holds. What impact would 

that have on the relationship with the Parish Church? Would they better serve and be 

served by being part of a Mission Area, without losing the Cathedral's unique role as 

the Mother Church of the Diocese? I hope that when the review is published there 

will be clarity, which will help all concerned to make an informed judgement on the 

best way forward for the Cathedral and the Mission Areas. 

RECOMMENDATION 4 

It will be important to appoint Mission Area Leaders with a clear job description. If this 

appointment is made from the Deanery Clergy, I strongly recommend that a time 

allowance for the work is built into their present post. I recommend that the Mission 

Area Leaders remit gives them leadership of both the leadership team and the 

ministry team as illustrated: 
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                                   Mission Area Leader 

 

Mission Area Leadership Team                           Mission Area Ministry Team 

 

RECOMMENDATION 5 

My suggestion is for two Mission Areas in the Deanery. 

MISSION AREA 1. 

 Rhyl, Towyn, Rhuddlan, Bodelwyddan, the Cathedral, St Asaph Parish Church 

Some would like to explore the possibility of Cefn, Sinan and Tremiechion joining this 

Mission Area.  

There would be an 8 or 10 church Mission Area with at least 6 stipendiary clergy and 

a range of lay ministers. 

MISSION AREA 2. 

 Prestatyn, Meliden, Gwaenysgor, Dyserth, Trelawnyd, Cwm, Llanasa, 

Ffynongroyw and a worshipping community at Gronant.  

There would be 9 churches with 4 stipendiary Clergy and a range of Lay Ministers. 

RECOMMENDATION 6 

The Mission Area Leadership Teams should meet together to suggest the structure 

for Ministry across their areas. There will need to be a vision, strategy and action 

plan that will ensure the two teams work together. 
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RECOMMENDATION 7 

Underpinning this process should be prayer. Every church should commit itself to 

pray weekly for each other, for the development of the Mission Areas and for those 

tasked with the job of bringing it all together.  It would be ideal if every church could 

host a time of prayer during the weeks and months ahead to which members of other 

churches are invited. This may be followed by some simple refreshments so that 

people could get to know one another. I'm sure on reading this there will be shaking 

of heads and disbelief that this could happen. I am an eternal optimist and hope that 

you will understand that here is an opportunity for the Mission Areas to be rooted in 

prayer and fellowship. 

RECOMMENDATION 8 

If the process of consultation, decision making and organisation are made the focus 

of the Deanery from the time of delivery of the report, and the Mission Areas and 

teams are finalised it would be a good time to celebrate. There will be a 

Commissioning Service to launch the Mission Areas. 

 

STAGE TWO RECOMMENDATIONS 

These recommendations are not for immediate implementation. They are to be 

considered when the Mission Areas are established. 

 

RECOMMENDATION 9 

Information distribution and communication was one of the key elements that people 

felt did not work well, therefore I suggest information is gathered from the churches 

as to what works best.   This can then be collated by the Mission Area Team and a 

communication process can be established. There should be a communications lead 

on the Mission Area Team and if at all possible, a link person in each church who 

would be responsible for communications. 
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RECOMMENDATION 10 

The Mission Area Leadership Teams organise a Conference on ‘Mission’ in 2017, to 

enable people to gain an understanding of Mission. The content could include the ‘5 

Marks of Mission’ and a ‘Mission Action Plan’. 

RECOMMENDATION 11 

Identify and train members of the Shared Ministry Team, in liaison with the Diocesan 

Training Officers. Identify and train at least one Mission Area Youth Worker and 

Children’s Worker. 

RECOMMENDATION 12 

Continue to build links with other denominations and consider ways in which to 

develop mission projects together. 

RECOMMENDATION 13 

Develop both ecumenical ministry and shared ministry in schools. The Diocesan 

Education Team would advise on this.  

 

The Transition Missioner would be available to help the Mission Areas develop. 

 

I hope these recommendations are valuable to you all as you create your Mission 

Areas.   

I wish you well and will continue to pray for you. 
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A prayer from Healing the Land by Ray Simpson 

 

God of surprises, give us a spirit of expectancy 

for new horizons to dawn, 

for fresh shafts of light to illumine dark corners, 

for you to open up the scriptures to us, 

for growth in love and patience, 

in understanding and good humour, 

for good experiences in worship, 

for a new dawn in your Church, 

for an empowering of your people. 

Risen Christ, 

you have called and the call has been heard. 

Help us to be fully present to you in this moment of choice 

and in every moment of the journey ahead.  

Amen. 

 

 


