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Keep these cards,  
or photograph what 
you have laid out as 
you will need this in 

future sessions.

Read together these words from Matthew 11 and root the 
conversations to come in prayer.

Lord Jesus Christ, you called all who are weary and burdened to 
come to you, to take your yoke upon them and to learn from you, 
for you are gentle and humble in heart.  Your yoke is easy and your 
burden is light, and you promise rest for our souls (from Matthew 11: 
28-30).

In our coming to you, we pray for your wisdom and discernment in 
knowing what of your work we should pick up, and what loads we 
need to lay down to walk easily and lightly in your service.

This we ask in the name of the Son, the power of the Spirit and the 
loving, merciful goodness of our heavenly Father.  Amen.

The next sessions look at four different aspects of ministry. Session 3 covers 
Worship & Pastoral Care and Mission & Community Engagement. Session 4 
covers Administration & Finance, and Governance & Buildings. This is an 
opportunity to consider how you work as a Mission Community to support 
each other and make the best use of your collective resources.

Preparatory Exercise

Before you begin these sessions, we suggest you complete this exercise to 
give an overall picture of your Mission Community as it is at the moment. You 
may want to complete this initially as a PCC before you come together as a 
Mission Community to share the exercise.

Take a sheet of paper or post-it note for each of your church buildings. Look 
back at your tables from sessions 1 and 2. List both the strengths of each 
church and the things that it is struggling with. As a Mission Community lay 
out all the buildings and look at them as a whole. Talk about each church 
building and its surrounding area. 

Next add post-its, ideally of a different colour, to name the opportunities 
surrounding each building. For example, is there a high numbers of tourists, a 
nearby school or perhaps plans for new housing in the coming years? There 
may be some church buildings with many opportunities and others with few 
or even none. Having a clear picture of what you are starting with will help 
you to identify what changes you might need to consider in the next sessions.

Now you have put it together as a Mission Community what do you notice? 
Are there common issues? Are there areas of strength in particular places 
that could be shared? How could working as a Mission Community lighten 
the load and support you to share both the joys and the challenges that the 
future will bring.



2

A reflection

We saw in session 1 that rural ministry is rich 
indeed. There is so much to celebrate about it, and 
so much that it has to offer to urban/suburban/
gathered models of church. As we noted, the rural 
church is not a failed orange; it is a flourishing 
tangerine! Small can be beautiful. Nonetheless 
small and spread out is also challenging. In multi-
parish rural benefices/Mission Communities, there 
isn’t the critical mass of a suburban congregation, 
and there are many more buildings to look after. 
The traditional model of one church, one parish, 
one priest has long gone, and our attempts 
simply to spread the clergy thinner and thinner 
are not working. Laity are getting more and 
more stretched as well, as older and smaller 
congregations mean there are fewer people to 
fill the traditional roles of churchwarden and PCC 
officers. Our model of church in rural areas has 
been creaking at the seams for some considerable 
time.

The Coronavirus crisis forced us to pause and 
become a different sort of church for a while. We 
prayed in a different way from our homes, we tried 
to minister to our neighbours as best we could, 
we gathered by phone or internet across parish 
boundaries. There was pain in seeing our church 
buildings closed, not receiving Communion or not 
being able to gather together in person. At the 
same time, there was a fresh realisation that the 
Church is the people not the buildings and the 
joyous surprise that more people joined us for 
worship over the internet than we ever had in 

church on a Sunday. There was the opportunity to 
become more Mary than Martha for a while: we 
had the time to reflect on personal priorities and 
the chance to think about what the Church might 
look like beyond lockdown. 

This session encourages you to reflect further on 
the future. In particular it asks you to consider 
whether a different multi-parish model of church 
might strengthen and enable your future mission 
by relieving you of some of the burdens which 
weigh heavy upon you in your benefice/Mission 
Community.

In the Models of Ministry document (Appendix 
1) you will find a range of alternative models of
church. All of them have been/are being tried
and tested. None of them may fit your situation
perfectly – one size never fits all. But they may
give you ideas about how you can change
the over-stretched into something more fit for
purpose, less bureaucratic, more missional. We
are not advocating one model over the other, and
it may be that you come up with a combination
of different models tailored to your particular
situation. It is entirely up to you.

Of course, a model is not a magic wand. The 
challenges of rural ministry will not melt away, 
just as the installation of a toilet and kitchen will 
not necessarily fill a church. But structures like 
buildings can be made more fit for mission and 
ministry in the 21st century. There may be ways  
of doing things differently out there which you can 
inhabit more easily, enabling you to be more Mary 
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than Martha, and more apostles in God’s mission 
than curators of buildings. 

Each of the various models in the Models of 
Ministry document address leadership, worship, 
mission, discipleship and pastoral care. The 
models are not mutually exclusive, and you may 
want to pick and mix. Be creative, be blown by  
the Spirit!

It is worth noting some common themes that run 
through all of them:

• The concept that God has given us all we need
to undertake mission and ministry in this place.
We serve him with what we currently have
rather than waiting for more to come.

• Key people (often lay people) rooted in their
local community and church who can take a
leading role in mission and ministry. They are
the ones who are a regular presence in church
on Sundays, often leading the worship, offering
pastoral care and acting as the ‘go to’ people in
their communities for church matters.

• Centralised benefice administration wherever
possible to save time, effort and money, and to
avoid each parish re-inventing wheels.

• Shared identity across a benefice/Mission
Community, but with local distinctiveness in
each parish.

• Regular worship/reflection in each community,
so that “the aroma of Christ” is present
everywhere.

The Church of St Michael and All Angels, Bampton, Devon © Robert Cutts
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Questions for discussion

As a group, reflect on these questions. 

1. What aspects
of your current

model of Church 
are burdensome 

and no longer 
sustainable?

2. What might your Mission
Community need for mission and 
evangelism in your communities 
over the next 5-10 years? What 

part might new forms of worship 
and outreach play in your Mission 

Community? 

3. What concerns
do you have

about the 
prospect of 

making changes 
in your Mission 
Community?

As a group work through each of the different 
models set out in the document Models of Ministry. 
Use the grid below to note down aspects of it 
that you might like to adopt, those that definitely 
would not work for you and those which you might 
explore further as a Mission Community. This 
exercise is not making any irreversible decisions. 
It’s just to give you the opportunity to talk openly 
about what could be different and how it might 
free up your energy and resources.

Be bold! Try not to dismiss ideas without talking 
through whether it is your fears and assumptions 
causing you to reject them, and try not to 
procrastinate by putting too much in the Maybe 
column! Remember, you can always change your 
mind if something doesn’t work.

Once you have worked through each of the 
models look as a group at all the areas you listed 
in your Yes column. What might your own unique 
model start to look like?

Keep this grid for future sessions
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Yes 
we’d like 

to try

No 
this won’t 
help us

Maybe
needs 
further 

thought

Ideas from Model 1

Ideas from Model 2
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Yes 
we’d like 

to try

No 
this won’t 
help us

Maybe
needs 
further 

thought

Ideas from Model 3

Ideas from Model 4

A closing thought and prayer

“Jesus Christ is the same yesterday and today 
and forever” (Hebrews 13.8). The Good News of his 
life, death and resurrection, the Gospel of salvation 
and hope remains unchanged and undimmed. 
But the structures we adopt to share that Gospel 
are constantly evolving. PCCs for instance have 
only existed for a century. In changing times, what 
structures do we need to keep and what do we 
need to change?

O God of the journey, lift us up, press us against 
your cheek. Let your great love hold us and create 
a deep trust in us. Then set us down, God of the 
journey; take our hands in yours, and guide us 
ever so gently across the new territory of our lives; 
through Jesus Christ our Saviour. Amen.
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Focal ministry is a model where one (usually) stipendiary minister exercises 
oversight of a number of other focal ministers who each take responsibility 
for one (or possibly two) parishes and congregations. Focal ministers may 
be an ordained priest, or Lay Reader or experienced lay people who have 
been trained and authorised. 

The stipendiary priest is the incumbent of all the parishes in the benefice, but 
they delegate responsibility for a particular parish to a local focal minister. 
They support and oversee the focal ministers, offering training as necessary. 
They also take responsibility for the overall strategy of the multi-parish 
benefice/Mission Community and co-ordinate joint mission and ministry 
across the benefice. A single shared governance body such as a Mission 
Community forum/council is essential. This can replace or be in addition to 
the individual PCCs. 

The focal minister is responsible for the pastoral care and worship in their 
parish, and they would probably chair the PCC. They would be present at 
the Sunday services in their parish almost every week, often leading or co-
leading. They would not normally rush from church to church on a Sunday, 
but be a consistent presence in their own church. They would come to 
be seen as the “go to” person in the parish for pastoral care, funerals and 
possibly baptisms and weddings. Some parishes may not want to name 
someone as their focal minister, and an individual may not want to wear that 
badge, even though in practice they are doing all that a focal minister does. 
This more informal approach would be equally valid. It may also be that 
having a pair of people fulfilling this role is better than one person on their 
own – after all, Jesus did send his disciples out in pairs. 

The ideal is to have one or two focal ministers for each parish, but realistically 
that may not always be possible. In a multi-parish benefice of 8 parishes, 
4 may have focal ministers, and the incumbent would need to take 
responsibility for the others. Focal ministry may be possible for a season in a 
parish, but then the focal minister retires from that role and there is no-one 
to replace them. But the principle and the long-term aim of this model is to 
have a focal minister in each and every parish in the benefice.

1 Focal Ministry
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Bob Jackson, a church growth consultant, has written 
a book entitled “What makes churches grow?” He is an 
advocate of focal ministers:

“The truth is that, for its own health and growth, every church 
community needs its own designated leader, a focal point for the 
worshipping, community and ministry life of the church. Such a 
focal leader should be an ever present integral part of the church 
community, not an occasional visitor to it. The job of church 
leadership in the 21st century is hard enough. It is much better for the 
health and growth of leaders, whether paid or unpaid, ordained or 
not, to ask them to attempt to lead one church at once….”  

“It is not the job of the focal minister to imitate an old-fashioned 
vicar, doing the ministry to and on behalf of the congregation. The 
cure of souls is not to be vested in the focal minister but in the whole 
local church community. The role of the focal minister is to lead the 
mission of the church and galvanize the ministry of all….”

“We are beginning to see that de facto ministry leadership 
arrangements can transform small churches. Small to medium 
churches led by part-time focal ministers may be getting the best 
of both worlds – their own dedicated leader around whom they can 
coalesce and develop, but not a full-time fully professionalised leader 
expected to do most of the ministry. So they are getting an ever-
present leader plus the ministry of all believers.”

Extracts from What makes churches grow? 
 by Bob Jackson (Church House Publishing, 2015)

The Satellite Model of Church

Within the Satellite Church Model, one of the 
churches in a group becomes the ‘principal’, 
‘parent’, ‘mother’ or ‘hub’ church, which then 
leads, feeds and resources the satellite 
churches that are connected to it.

St. Mark’s 
Principal Church 

Town
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The Model

In this model of ministry, one of the churches in the 
group of churches (e.g. mission community), is 
identified as the Principal Church. In the model this 
Principal Church becomes:

• The primary (but not sole) place of ministry for 
the principal clergy person

• The central location for consistent daily ministry 
(if you cannot access ministry or help at one of 
the satellite churches, you can have confidence 
you can access it at the principal church)

• The central hub for training and discipleship for 
the whole team

• The resources centre for the whole team 

• The usual place for joint worship services

This model can have the advantages of:

• Maximising the skills and abilities in leadership, 
preaching, teaching, and equipping of the key 
clergy person

• Developing a sense of unity and ‘common 
brand’ among diverse congregations of 
Christians (e.g. ‘St. Marks in the Watersmeet 
Mission Community)

• Providing a trained ‘pastor’ or ‘shepherd’ in 
each satellite church location, so that the 
congregation feels cared for and nurtured, while 
still being pastorally overseen by the key clergy 
person

• Reducing administrative time and costs

• Allowing an increased number of laity to 
develop their gifts and serve in ministry

• Providing a stronger financial base for the 
ministry of the group

• Developing and proving missional initiatives in 
the Principal, before trialling them in the satellite 
churches 
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The Role of the Principal Clergy Person

Recognising that the principal clergy person 
cannot be all things to all people, the role of the 
Incumbent is targeted by the Mission Community 
or Joint Council toward:

• Leading Eucharistic services each week, at 
the Principal Church and in at least one of the 
satellite churches. This may involve mid-week 
services, as well as Sunday services

• Leading the team in developing a life of prayer 
and personal devotion

• Preaching

• Teaching

• Strategic leadership across the team, 
particularly in the area of mission

• Pastorally overseeing the work of what would  
be termed, ‘satellite church pastors’.

• Conducting occasional offices

• Leading the assistant clergy members on  
the team

The Development of Satellite Church ‘Pastors’

Central to the success of this model is the 
provision of dedicated ‘pastors’ at each of the 
satellite church locations. While this person needs 
to be trained, they do not need to be ordained. The 
likely training package for satellite ‘pastors’ might 
include:

• Foundational Christian theology

• Growing in personal and public prayer

• Effective preaching

• Creative teaching

• How to lead a small group

• Developing conflict resolution skills

• Providing pastoral guidance and support

• Effective team building skills

All Saints Church, Huntsham, Devon © Boddah
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For many years the Anglican Church in New 
Zealand has been facing similar challenge to us, 
particularly small congregations unable to afford 
their own paid priest. But what they have done is 
use it as an opportunity to discover a new way of 
encouraging their local church life.

They have taken as their inspiration the writings of 
Roland Allen, based around his study of St Paul’s 
way of setting up churches, which he centres 
round the claim, ‘that every congregation has 
within its own membership sufficient gifts for its 
life and ministry’.

Local Shared Ministry is…

• a way of being, a culture, rooted in the New 
Testament (1 Cor 12:11, Eph 4:7-11);

• a growing and evolving way of being church 
which affirms the gifts of all the baptised, so 
that everyone can be involved according to 
their gifts, time and energy;

• a ‘ministering’ community rather than a 
community dependent on a minister; 

• a way of structuring ministry so that the local 
church is responsible for establishing priorities 
for mission and ministry.

What this looks like in practice….

• It is led by a Local Ministry Team (usually made 
up of the people who are doing the ministry 
anyway) which is licensed by the Bishop.

• Every member is seen to have a part to play 
according to their gifts. Everyone is seen as 
commissioned by their baptism. The Church 
identifies one or more people within each 
local congregation to be ordained and take 
Communion services etc. Those who preside at 
Communion are not necessarily expected to be 
the preachers or pastors, but one member of 
the Team.

• The paid theologically trained person no longer 
does frontline work, but is there to resource the  
local church members and give back up and 
training.

• Administration is taken off the Local Ministry 
Team as far as possible, and done centrally 
with a number of churches.

• There is a tried and tested process of help given 
to the local community while they explore this 
different way of doing things. 

• It is a highly flexible scheme to suit local 
circumstances, encourages innovation, and is 
deeply rooted in the life and character of the 
local community. It suggests that we need to 
relearn what has been in the bible all along!
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The diagram on the following page has been put together by Revd Simon 
Franklin to illustrate what this model might look like in the UK. 

For more information visit:  
www.auckanglican.org.nz/what-we-do/local-shared-ministry 

A Local Shared Ministry model from the Diocese of Auckland in New Zealand

http://www.auckanglican.org.nz/what-we-do/local-shared-ministry
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The diocese of Northern Michigan 
covers a larger geographic area 
than the Exeter Diocese, and the 
congregations of the churches are 
numerically bigger, but they are 
of a similar number, with a similar 
number of stipendiary clergy. They 
have developed a model which they 
call “Mutual Ministry”. 

See dioup.org/Mutual%20Ministry/
about.html

What this looks like in practice….

• Working with a supporting missioner, individuals 
are identified for the needed ministries, called 
forth, trained locally and then licensed or 
ordained (depending upon role) as part of the 
ministering community. They form the Ministry 
Support Team.

• The Ministry Support Team is commissioned 
at a liturgy during which the ministry of all the 
baptised is affirmed and those who will serve on 
the Team are duly ordained and licensed.

• The roles of people in the Mission Support Team 
are diaconal, apostolic or priestly:

 o Diaconal: people who focus on pastoral   
 care and issues of peace and justice and   
 local and international concerns.

 o Apostolic: People who focus on    
 stewardship/education (including    
 children’s and youth work/    
 ecumenism/mission.

 o Priestly: people who lead worship, preach,   
 preside at the Eucharist.

4

The priest is “THE Minister”.  
All others are passive 

consumers of ministry.

The priest is the primary 
Minister, but s/he receives 

assistance from a select few 
(hand-picked) lay-persons 
who serve as a ministering 
team. All others are passive 

consumers of ministry.

All ministry is Christ’s; every 
baptised person is an active 

participant therein, each 
according to gift. The main 
arena for ministry is in the  

midst of daily life.

CLERICALISM
TEAM 

MINISTRY

MUTUAL 
MINISTRY

Who are the Ministers? 3 models:

Mutual Ministry in the Diocese of Northern Michigan

The key features are:

• All ministry is Christ’s; every baptised person is an active 
participant therein, each according to gift. The main area for 
ministry is in the midst of daily life. As Bishop Curry (of royal 
wedding fame) says: “If you’re breathing, you’re called.” 

• Stipendiary ministers are involved with sacramental and 
pastoral ministry but primarily act as supporting missioners, 
enablers and teachers. 

• God has given each community all the gifts they need to 
minister in their place. 

• A desire to move from Clericalism and even from Team 
Ministry to Mutual Ministry, as this diagram illustrates:

https://www.dioup.org/Mutual%20Ministry/about.html
https://www.dioup.org/Mutual%20Ministry/about.html
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