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Unlocking our Potential 
A retrospective document 

“looking back” from 2020 … 
 

 
What is 2020 Vision all about?  “Unlocking our Potential” has been 
at the heart of a lot of what the diocese is doing the last few years, 
but what is the point of it all?  What are Mission Areas meant to 
achieve?   
 
This document is written from the perspective of 2021, as if we 
were looking back on the last five years.  It gives a picture of the 
diocese, the Teulu Asaph, as we hope we will have become: 
 
Summary 
 
Unlocking our Potential is the Diocese of St Asaph’s response to 
the Harries Report, encouraging local churches to engage in 
mission and outreach, recognising that we all have a role to play.  
Among the key changes outlined in this retrospective:  
 

 The creation of Mission Areas prompted both structural 
and cultural changes.   
 

 Licensed Ministers now serve the whole Mission Area but 
are rooted in a particular church.  Each church has a specific 
named minister.   
 

 The discipleship and mission of each church is supported 
and resourced by a Shared Ministry Team led by a Mission Area 
Leader.   
 

 Each Mission Area set up a Mission Area Conference to set 
its strategic direction.   
 

 Church life moved beyond Sunday Worship to focus on the 
needs of the community and is actively engaged with local 
schools, social services, community shops and medical facilities.   
 

 Churches are working with other Christian denominations. 
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 Training Together, and the St Padarn’s Institute provide support and 
training for new forms of ministry and different ways of engaging 
with traditional roles.  Both clergy and laity train alongside each 
other.   

 
 Each Mission Area audited the church buildings it is responsible for 

to ensure they were fit for purpose: warm, welcoming and flexible, 
offering both worship and community space.     

 
 Mission Area finance supported the vision of a loving and growing 

church, in which more people wanted to participate and see it 
flourish, not just the survival of a building to be used for the 
occasional marriage, or a churchyard in which to be buried.  

 
As a result of these changes:  
 

 St Asaph has moved from a hierarchical ‘culture of deference’ 
towards a participative and accountable culture, in which leadership 
is shared and open to question and ownership has passed to the 
people.   
 

 The laity have been released and empowered to articulate their sense 
of mission and to lead the Church, supported by a shared ministry 
team of the clergy and lay licensed ministers. 

 
 The local church exists as a vibrant and witnessing presence and 

ministers to each local community within the framework of a larger 
unit offering the range, diversity and authority to nurture and sustain 
the life of each congregation through co-operation and 
interdependence.    
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Introduction 
Why did we bother with 2020 Vision? 

 
By 2020, the Diocese of St Asaph had completed the first phase of their 
“Unlocking our Potential” response to the Harries Report.  The goal had 
been to make sure that the diocese would be in good shape to respond to 
God’s mission by developing new rhythms to suit the new challenges it 
faces. 
 
By 2000, the diocese had already experienced over 50 years of decline, 
along with the Christian Church in the UK in general.  By 2015, a third of its 
240 churches already had fewer than a dozen members.   
 
The churches of the diocese needed new energy to grow in their faith and 
spirituality, to re-engage with their local communities, and to show our 
part of Wales what it meant to be disciples of Jesus Christ, honouring God 
and serving the world.  Local churches needed to engage in mission and 
outreach to bring the Gospel of Jesus Christ in a new way to the people of 
Wales.  Churches had to learn afresh how to become confident bearers of 
and witnesses to the good news of the Gospel. 
 
Even before 2020 Vision started, the diocesan teams made their 
commitment to this vision for the future.  The opportunity was there to 
promote and encourage the change that was required. However, for 
“Unlocking our Potential” to work, it needed to engage and involve 
everyone.   
We began with renewing diocesan structures around the key role of the 
Standing Committee and three steering groups.  The diocese worked 
towards a culture of shared ministry with a willingness to try change and to 
learn from experimentation. 
 
If a strong future was going to be put in place, churches and people needed 
to find new ways to co-operate and take the discipleship and ministry of 
the whole people of God seriously.  Churches needed to share their 
strengths and lessons learned creatively with the other churches in the 
locality.  Buildings needed to be assessed for their suitability for the future.  
Clergy needed to inspire new forms of lay ministry, embodying a model in 
which shared ministry supported and sustained an integrated team in 
mutual respect. 
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Mission Areas 
A new way of Churches working together was introduced. 

 
The emphasis has been on cultural change, but a certain amount of 
structural change was thought necessary to lay the foundation for the 
future. By the end of 2016, the basic pastoral unit of the diocese became a 
series of 21 Mission Areas.  These areas were formed as far as possible to 
be a natural community of Churches which could co-operate in mission.  To 
discern and establish these mission areas, local churches were helped 
extensively by the advice of transition mentors working alongside the 
parishes to encourage them in shaping the future. 
 
The various churches, each with strengths in different areas, be it finance, 
leadership, young people, talents or experience, were given the opportunity 
to support the other churches in their area. 
 
Mission Areas are about working together: churches co-operate with one 
another to strengthen their common life, and ministry teams – ordained 
and lay - share ministry to the family of churches.  Leadership in the 
Mission Areas is inclusive, valuing and celebrating different traditions. 
 
Each Mission Area now has an executive which is accountable to the 
Mission Area Conference, which holds responsibility for the mission 
strategy of the area.  The executive includes lay and ordained leaders, 
recognising the talents and skills with which God has gifted the whole 
people of God. 
 

Ministry and Shared Ministry Teams 
A new way of working together was encouraged.  Since every disciple of Jesus 
has a ministry to offer, lay and ordained were invited to work together as 
teams. 

 
The priestly vocation of the whole people of God (1 Peter 2.9) is at the 
centre of the vision.  Since we are all baptised disciples of Jesus Christ, we 
are all are encouraged by God to fulfil our own vocation to serve him 
through our community and church in our life and daily work.  
 
The discipleship and mission of the Church in each area is supported and 
resourced by a Shared Ministry Team, facilitated by a Mission Area Leader.  
This is often a stipendiary cleric, although in identifying this role, priority is 
given to the discernment of the gift of leadership wherever God raises it up.  
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The team draws support from a wide range of talent who are invited to 
work as a team.  The ministry teams consist of two to eight stipendiary 
clergy with licensed lay ministers and non-stipendiary and willing retired 
clergy, enabling and encouraging each other.  Each minister is licensed to 
serve the whole Mission Area, but is rooted in particular church 
communities, and a specific named minister is designated to act as the first 
point of contact in each parish - for church members and those outside the 
church who are seeking its ministry.  Ministers, lay or ordained, also have 
‘specialisms’, and build up teams to work in specific areas across the whole 
mission area, supporting each church in their mission and ministry.  
 
The emphasis is on teams of people supporting each other; working 
together and drawing on each other’s strengths.  There are probably more 
people involved in active authorised ministry now than at any time in the 
history of the diocese:  in schools and hospitals, with youth and children, in 
pastoral ministry and other areas.  No one minister is expected to be expert 
in everything, but part of a supportive team.   
 
Mission areas have a great deal of freedom to determine the shape of their 
team:  several have made the decision to employ an administrator, whose 
ministry enables clergy and licensed ministers to concentrate on the 
particular service they offer in the service of the Church, or youth and 
family workers, or someone to lead pioneer ministry with those normally 
far from the Church. 
 
An important aspect of diocesan ministry is its church schools, and not just 
its churches.  Church school staff share in ministry by their witness to 
Christian values and spirituality in their workplace. Opportunities are 
presented by chaplaincy in schools, hospitals and workplaces, and by more 
creative engagement with communities like the Wrexham Centre for 
Mission which resources projects all over the diocese.  
 
The Ministry Team brings together authorised ministry in the Mission Area 
which is made up of three groups:   
 

 Locally commissioned lay ministries, which are developed and 
recognised within the mission area itself. These include Eucharistic 
ministers, pastoral assistants, youth, children and family workers, 
teachers, outreach and worship leaders.   
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 Public representative lay ministries, who are called by the Church at 
a local level, but trained by the diocese and licensed by the bishop: 
readers and evangelists, pastors and youth, children and family 
ministers. 
 

 The ordained ministry of deacon, priest and bishop, including a 
renewal of the diaconate, and an understanding of priesthood as 
rooted within the local as well as the universal.   
 

As well as individuals exploring deployable ministry, congregations can 
discern vocations from amongst themselves.  Candidates can be presented 
by the Mission Area Conference for discernment as ordinands or lay 
ministers who will serve, after formation and Initial Ministerial Education, 
back in their mission area. 

 
Church Life 
Being Church – and disciples of Jesus Christ – 24/7 

 
The emphasis in church life has moved beyond Sunday worship.  With the 
new patterns of employment and family life, members of the church are 
sometimes less able to be present every Sunday morning at their church, 
but this does not represent a deterioration in Christian discipleship.  On the 
contrary, churches are now very active during the week with ministry in 
reaching out to mothers and toddlers, fathers and young men, older 
members of the community, young people and children and those with 
special needs.   
 
Churches are also ready to work together in partnership with one another 
in facing the challenges of ministry to the whole community.  The Church, 
through shared ministry, is also actively engaged with local schools and 
social services, and in rural areas often sponsors local community shops 
and medical facilities.  A number of mission areas sponsor parish nurses as 
a practical expression of well-being for the whole person. 
 
The diocese is also committed to working across the Christian traditions, in 
partnership with all churches, and indeed with all people of good will and 
community organisations, to carry forward the mission of God’s kingdom, 
and to work for a just and fair society in Wales. 
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Christian Discipleship and Learning 
At the heart of the life of the diocese …  
in order to support discipleship and mission. 

 
A strong emphasis is put on supporting the discipleship, mission and 
ministry of all the people of God. The “Training Together” programme 
emphasises the need for all of us to be training alongside one another, lay 
and ordained, developing as mature Christians and being equipped with 
the learning skills needed to serve our churches and communities.  The 
training strategy seeks to enable each mission area to value the skills and 
gifts already in their midst and to address any gaps they may have, and to 
grow together as teams.  
 
The diocese works in partnership with the St Padarn’s Institute in 
supporting discipleship and training people for new forms of ministry, 
through the “Theology for Life” programme as well as being more creative 
and mission focussed in the training offered for traditional lay and 
ordained ministry.  At the heart of our learning together is an emphasis on 
prayer, on growing in maturity and faith and showing the fruits of the 
spirit.  We have also become more intentional about identifying and 
nurturing future leaders.   
 
A supportive diocesan structure developed before 2015, in which three 
steering groups enable strategic development in the churches:  for ministry 
and discipleship (Developing), work with adults young people and children, 
and especially through our 51 church schools (Nurturing), and practical 
expressions of mission in the areas of social engagement and justice 
(Engaging). 
 
The emphasis of the church is on active discipleship, so that worship and 
attendance at Church are important elements within a much wider 
expression of Christian witness and service in which disciples of Jesus 
Christ lives out what it is to be the Body of Christ in the world. 

 
Buildings and Finance 
Re-evaluating what we take from the past into the future 
 

Two of the biggest challenges that were inherited were the number of 
church buildings, and the requirement to sustain financial support for 
stipendiary ministry.  The diocese has been financially in good shape, with 
a series of strong performances.  Below the surface, however, many 
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churches, large and small, have been drawing on their reserves to keep 
their support of ministry through parish share up to date. 
 
In the areas of building and finance, the new mission areas are expected to 
play a leading role of discernment, supported by the expertise and 
resources of the diocese.  Each mission area has taken a long hard look at 
their buildings. An audit has been carried out with the help of the diocesan 
teams, and the church buildings in a particular mission area and their 
suitability for mission have been evaluated. 
 
Each mission area has been encouraged to discern in their area:   
 

 hub Churches, as a focus in the life of the area, in which the people of 
God can gather from the whole mission area, and which can resource 
ministry for the whole Mission Area. 

 local churches, capable of generating and sustaining in the long-term 
leaders and finance, and which are able to recruit new members 
through mission,  

 churches which need close co-operation with their neighbours to 
ensure they have the necessary parish officers and links to contribute 
positively to the life of the mission area and sustain their local 
witness. 

 A new category of churches:  shrine or pilgrimage churches.  In rural 
areas in particular, some churches can no longer maintain weekly 
worship, and the structure of wardens, PCC members, secretaries & 
treasurers.  Many of these churches are ancient places of prayer and 
part of the heritage of the diocese so they can be maintained simply 
and inexpensively as places of holiness, kept open for the pilgrim, 
holding perhaps six services in a year. 

 The place of schools has been further recognised, especially the 51 
Church schools of the diocese.  In some areas, the school has become 
a focus for community worship, replacing church buildings when it 
has been determined that they have become unsuitable or too 
expensive to maintain.   

 
Beyond this, however, work was done to ensure that our church buildings 
were fit for worship: warm, welcoming and flexible, and offering 
appropriate facilities.  Churches put their buildings at the service of the 
community 
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Creative thought has been given to how churchyards can be managed and a 
clear process has been developed with support from the Property 
Department of the Representative Body.  
 
Inevitably, some churches and other church-owned buildings had been 
found to be redundant when considering mission in the future.  However, 
diocese and mission area had worked together to support congregations 
through the process of moving into a wider shared future in the mission 
area, rather than simply imposing closure, and losing further membership. 
 

Finance 
Encouraging generous co-operation 
 

Changes to the parish share formula in the first decade of the 21st century 
had insured that a fair formula was in place to ask the parishes to 
contribute to the costs of ministry.  The development of mission areas 
retained the basic formula, but parishes within a mission area began to 
pool resources and find creative ways to support one another financially.  
Investment has been given to developing a culture of stewardship and 
Gospel values in which giving in generous grace is part of our response to 
God. 
 
This has sometimes posed quite a challenge in a situation where traditional 
financial autonomy has made a church reluctant to share what they had, 
and, instead of venturing forward in mission, to rest on what they believe 
to be the security of their bank balance.  Congregations realised that an 
“everyone for themselves” approach to financing represented a failure to 
live into Gospel values, meaning that weaker churches would fail, resulting 
in a greater burden on the churches which remained. By taking early action 
to stand together, mission areas discovered that the financial burden was 
actually eased, allowing for strategic and creative planning.  
 
Mission Area finance encouraged those who could to give generously to 
support the living out of God’s mission. It supported the vision of a loving 
and growing church, in which more people wanted to participate and see it 
flourish, not just the survival of a building to be used for the occasional 
marriage, or a churchyard in which to be buried. 
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The Diocese 
Working Together 
 

St Asaph has taken seriously the challenge in the Harries Report to move 
from a hierarchical “culture of deference” towards a participative and 
accountable culture, in which the leadership of the diocese is shared and 
accountable, open to question, and in which ownership has passed to the 
whole people of God.  Diocesan Conferences have become events where 
there is a balance between the articulation of vision and accountability. The 
Diocesan Standing Committee has become the chief forum for the debate 
and articulation of the diocese’s planning and strategy.  The language used 
in the diocese reflects the move to a participative and accountable culture.   
Conscious steps have been taken to ensure that language is inclusive and 
encouraging, and avoiding language which can appear as jargon to those 
outside the Church. 
 
By 2020, structural changes have been largely completed.  The emphasis of 
the church has been freed to be more focussed on its long term priorities of 
discipleship and mission.  Mission areas are encouraged to set their own 
priorities, and to discern how God is calling them to bear witness to Jesus 
Christ in their own locality.  The diocese plays a role of support and 
oversight which is less directive, and which allows for context, flexibility 
and local responsibility.   
 
The laity have been released and empowered to articulate their sense of 
mission and to lead the Church, supported by a shared ministry team of the 
clergy and lay licensed ministers. Churches share their resources, and 
where one church might not have the critical mass to support one aspect of 
mission (such as youth work or vocations or training), alone, together the 
mission area is able to sustain new initiatives.  The local church or parish 
still exists as a presence and ministers to each local community, but now 
within the framework of a larger unit, which has the range, diversity and 
authority to nurture and sustain the life of each congregation by enabling 
co-operation and interdependence. 
 
The original 2020 Vision had asked whether the Church in Wales had the 
right structures, leadership and resources to be fit for purpose in God’s 
mission to Wales in the twenty-first century.  This is our response, offered 
humbly, looking for God to be at work among us, and a desire to see God’s 
Kingdom grow and his will be done. 
 


