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Diocese of Hereford

Bishop’s Council Working Group on Diocesan Communications

Introduction

1. At its meeting on 24/25 September 2010 Bishop's Council established a Working Group to examine communications in Hereford Diocese and to make recommendations.  Membership is at Annex C.
2. The Group had its first meeting on 8 October and agreed its general lines of approach on the central theme of improving Diocesan communications.  It has since had three further meetings and some important conclusions have emerged.  A summary of our interim recommendations is at Annex A.

3. There was no doubt in the evidence that we received, and from our own investigations, that there is a real need to improve communications within the Diocese.  Much of what we found has implications also for the Church’s relations with those outside it, both individuals and organisations.

4. At an early stage we reached two important conclusions, not directly on Communications but both vital to improving those.  Firstly, there is an urgent need for a change in overall culture, on how work is approached and integrated.  Whilst we recommend a number of specific improvements, what we urge goes well beyond a check-list of simple alterations in procedure, important as those will be.  To effect even some of the minor changes in procedures and ways of doing business which could radically improve communications will require other major changes.  Secondly, change in those things must be led from the top, the Bishop and the Bishop’s Council. 
5. The Group has completed the basic work on communications outward from the Diocesan Office and other top structures, and on improvements within the central Diocesan structures, except for matters connected with the website.  There remain a number of technical issues, not least those connected with the website, which will have to be addressed in a later report.

6. The challenges are formidable, and, overall, the changes already discerned as necessary very considerable.  Nevertheless, we aim to complete work on communications inwards from Deaneries, Benefices and Parishes by Easter 2011. That will be difficult but we believe that we need to carry forward the work within that sort of timescale so as to be able to improve communications to help with the vital task of Mission and the pursuit of the Diocese's aims.
Background

7. The Church of England is an Episcopal church.  Parishes are not separate congregations; all are part of a wider body, not just in a theological sense but in a practical and organisational one too.  That wider body must be able to share thinking, vision and practical decisions within itself, and to communicate all those to others.  In particular, it needs to have effective communications and procedures within all its constituent parts, and between them.  Of course, the Diocese in not a commercial organisation, nor a military one, nor even just a charitable body.  It has aspects of all of those but cannot simply adopt their means of doing business.  However, it can learn from what they do, their practices and some of their procedures.  

8. Usually, effective communication will not require separate structures or resources, though there will be some limited exceptions where a wide general publication is required, and the creation and maintenance of an effective website will remain vital.  More important, generally, will be constructive and considered use of existing facilities. 

9. The work of the Group required us to look at the Diocesan-wide structures, all those above Deanery level; then Deaneries, Benefices & Parishes; and then to start to think of the reciprocal processes. Before that stage we had to direct our thoughts to the various means of communication, email, letter, letter by email; briefing; website; etc.   It will be necessary to consider separately a complex of issues arising in respect of the last.

10. As well as seeking the views of Chairmen of Boards and of Support Ministers, we have sought those of Rural Deans and Lay Co-Chairman on problems of communication within and across the Diocese, and on Diocesan communication with those outside its structures. We sought also their proposals for dealing with and asked about experience gained, whether good or otherwise.  We asked all to be frank for this exercise can succeed only if we all face the issues, highlighting where we succeed, and where we do not.

11. A particular area of current concern is finance.  In many parishes there is increasing resentment at the increasing parish share, and a lack of understanding of why it has increased, and looks set to continue to do so.  The Diocese has not yet evolved a system of communicating a full understanding of its financial needs.  That needs to be addressed as a matter of urgency.  
12. In principle, communication on this should be a two way process in which the parties agree a way forward for action. That will involve the Diocese’s explaining how effective it is at doing what it seeks to do.  Every year budget holders are requested to submit to the Diocesan financial authorities a review of the past year, to give details of aims, objectives and strategies, and to outline future non-recurrent expenditure to show how they intend to build on current performance.  The Diocese and the parishes need to evolve a similar sort of dialogue: what do the parishes expect from the Diocese; how does the Diocese demonstrate that it is providing services, which deliver value to the communities it serves?  We believe that the Revenue Advisory Panel will have an important role to play in this and in helping evolve guides for financial decision making and financial communication at Deanery level, and we shall return to that in our second report.
Information, Knowledge, Wisdom

13. There is a very ready confusion between information, communication, knowledge and wisdom.  With so much information readily available it is easy to believe that by its very existence it is or has been communicated.  That is not the case.  Communication needs the information to be available in the right language, in the right manner, at the right place, and at the right time.  It also needs to be distinguished from all the other non-relevant information surrounding the recipients.  

14. Even when the information has been read it may not have been digested so as to add to knowledge.  And even when (and if) it has been added to knowledge those receiving it still need to discern the value and significance of the knowledge., and how it connects with, or fails to connect with other knowledge.  Only then can they arrive at a wise judgement, or those sending it feel that they have really reached their target. 

15. Against that background, the Diocese needs to consider both communication and reception. In the present information age many people will reject or dismiss, almost instantly, any information that is not of direct relevance or importance; that is necessary to avoid being overwhelmed.  Thus, in most organisations the majority of management information is wasted.  Much Diocesan information falls into this category, even for the parish clergy, let alone the laity. This is not necessarily a problematic or bad thing; it simply reflects the reality of how important the information is to its recipients.  In the case of finance there may be a particular problem: some difficulty in reception may arise from a lack of comprehension of the subject rather than a judgement about its relevance.  That poses particular problems for those seeking to communicate.
16. Finance apart, the structure of the Church of England is such that most of the work of the Diocesan Boards and Committees has little or no influence on the weekly and yearly life of the average parish or its parishioners or, at any rate is not perceived as being relevant.   If that were different, the information might be received rather differently.  The intended recipients may not be receiving, either out of wilful disregard or because the message does not matter to them.  Therefore, some part of the concern over the apparent deficiencies in communications may be misdirected; rather it may need to be focussed on the deeper structural issues.  
17. That is most certainly not a matter for complacency.  There are, we firmly believe, failures in Diocesan communications at all levels.  The key thing is to identify those problems which arise from failures in culture or administrative practice and distinguish those from others which arise because recipients simply will not receive.  To the extent that the last is a problem there may well be a major project of education to be undertaken. 
18. In short, the quantity and instantaneous nature of modern communication can be obstacles to getting across meaning.  Good communication requires time to think ahead, plan and execute since information needs to be linked and put in context.  That can demand time which is often in short supply in a church with limited numbers of active participants, or officers (many volunteers) and ministers.  There is thus a twofold problem: navigating amongst copious information, and directing information to the right quarters so that recipients may identify their interest speedily.
19. Within the Diocesan Office, considering what particular colleagues need to know to enable them to perform effectively calls for careful judgement.  The same is true when one considers the structures outside the Diocesan Office, for example what to communicate to Deaneries.  Obviously the latter will need to hear of anything that specifically requires Deanery action or input. They should also be informed of other important matters relating to the Church which do not require Deanery input or action - to keep them in touch with what is going on as informed parts of the Church. Decisions on that are not easy.
20. Similar processes have to be gone through by and in the Deaneries, and in benefices too.  The former need to communicate downwards to the benefices anything which they believe is relevant to them; and the benefices need to reach out to the parishes and those in the pews. 
General Principles of Diocesan Communications

21. In considering communications we believe that it is necessary to pay heed to six factors:
a. The subject matter to be communicated;

b. The target recipients;

c. The necessary timing;

d. The manner of communication - oral, written, electronic;

e. The signalling of the intrinsic importance of each particular communication;

f. The style, simple, polished, capable of subtle distinctions, etc.

With a range of issues as complex and important, internal and external, as covered by the work of the Diocese no one model will suffice.

22. The recipients of communication may be divided very broadly into two categories: those to whom a specific message is directed; and those who of their own initiative seek information or guidance.  For the first group, communications should, so far as possible, be sent individually; they should not be left to find things out for themselves by visiting a website or sifting through a mass of general messages.  The second group must be helped by making the information that they are likely to require as easy to find as possible but must take the initiative themselves.  Individuals may, for different purposes, be in both groups, or move between them.
23. We believe that communications cannot be a segregated matter. The taking of a decision or the making of a proposal must involve consideration of the persons to whom it is to be communicated; the reasons why they need to know it, and the form and means of communication. More difficult, admittedly, is the case where there is no news, or no decision has been taken, but there is still an audience to inform or reassure. In either case, there is a constant need to consider who needs to be addressed and to what purpose in connection with any action or any happening. To that end, we believe that every Board or Committee must consider those things as a routine matter for every item on its agenda.
24. The same should be true of individuals working within or on behalf of the Diocese.  It is necessary to inculcate an understanding that doing business, of whatever sort, involves communication, and not only with those potentially directly affected by a decision.  Colleagues in other parts of the organisation will often have a real need to know, both to inform their own decision taking, and to enable them to understand what other things may affect those with whom they are in contact.  In the case of the Diocese, those in the Diocesan Office or working for its Boards need to consider their colleagues there, the impact of their words and actions in Deaneries and Benefices, and above all on those in parishes, whether or not presently Churchgoers.  The same principles will apply to Deaneries.
25. Improving communications is not something just for those who are part of the central or upper machinery of the Diocese.  All, clerical and lay, at every level, have a role to play.  For example, we gather that when clergy are ill (sometimes seriously) fellow clerics often do not get to hear about it until very late, or because it is mentioned only en passant in some other conversation.  In the Diocese there is, we believe, a real and good feeling of fellowship and mutual support among clergy but absence of information on such matters dents this and can give an impression of an uncaring Church. Improving matters will call for the inculcation of a better understanding of what can and should be communicated whilst maintaining necessary confidentiality. 
26. On the point of detail in the preceding paragraph, it may be that a note to clergy from the Bishop (or Archdeacons) each month advising them about those who are ill/off duty/indisposed/on sabbatical is desirable.  It could be circulated on a confidential basis - and at the outset of such a practice clergy should be advised of why it is being circulated on a confidential-clergy-only basis.  An indication might be offered, in rare cases, of how that particular case is being dealt with (ie clergy only advised; parish not being advised at present; not to be publicised etc - as warranted).  If there were a monthly list from the Bishop's office listing clergy moves and appointments, also vacancies (present or forthcoming) it would be simple to add to something such as this a note about colleagues who are ill or indisposed. We recommend that this be examined
Practical Steps 
27. Deciding what information is passed to whom is the crucial question. We believe that every Board/Committee/Group must have an item on every Agenda, as a matter of routine, to consider what matters from the meeting need to be communicated, and to whom.  That must include appropriate information in cases when it has been impossible to make a decision.  Likewise, individual officers or actors must consider the same questions for all the business they transact, or are unable at a particular time to transact.  Deaneries and Parishes need to be disciplined in the same way, whether the information is to travel upwards, downwards or across organisations of comparable standing. A habit should be formed so that relevant information flows upwards, downwards or across as various groups decide.  
28. A careful balance needs to be struck over what information is passed on.  In principle, there are attractions in all information being available to all.  However, with the present volume of information (a matter referred to above, see paragraphs 13 to 18) it is vital that the owner of the original information self- disciplines so that only carefully selected information is passed. The accurate targeting of information is important.  Recipients then begin to realise that it is not just another handout from above but something that must be read and, perhaps, acted upon. Information that is not vital to the organisation above or below can go on the website for those who wish to read it, with appropriate reference made to it.
29. As regards general dissemination, there is a balance to be struck between the advantages (in the case of the Diocesan Office) of using a central point which collects information and sends it out, say, monthly or of charging each Committee or individual to take action on its or his own behalf.  In general the latter route is preferable for matters which demand specific action or attention.  The former may work well for those which are put out as matters of general interest.  We recommend an urgent review by all staff producing material for general circulation of whether dissemination is best done themselves or centrally.
Electronic Communications
30. Most of the growth in the volume of information in recent years has been in what is available and transmitted electronically.  Use of the internet and email has grown rapidly and these make available whole libraries of knowledge almost instantaneously.  Government attaches great importance to the connectivity that has resulted and seeks to make it generally available.  Indeed, there is a real and recognised danger that those who, for whatever reason, do not have access to these resources will be marginalised.  
31. In terms too of handling increasing amounts of work, and widening responsibilities, borne by a shrinking number of clergy and in some senses a diminishing number of laity, electronic communication, information retrieval and the like are ever increasing necessities.  Use of email is economical – 500 letters may be dispatched with a few clicks of a mouse, and no postage costs.  Bulky enclosures may be sent with them with equal facility, and without incurring costly carriage or the effort of enveloping.  Moreover, such communications can be sent on or reedited by the recipients with minimal trouble.  In short, effective use of electronic communications by the Church is an economic and organisational necessity.    
32. Electronic communication may involve use of the website (on which see paragraphs 39 to 41 below).  However, few would be happy to be expected to open up the website to see if there was something they ought to read. If someone believes a particular person should read a particular communication then he should email it directly, informing the recipient about the others, and other levels, to which it has gone, and about who is expected to act upon it, and who may treat it as for information only.  We recommend the use of targeted emails wherever possible, including the use by the Bishop of a uniquely identified email address, that makes clear that certain communications are particularly important and must be read and acted upon.
33. Much use of electronic transmission is made in the Diocesan Office, but even there some are uncomfortable with the technology.  When it comes to Deaneries and parishes, the number of active church members not using it, at least for the work of the Church, is alarmingly high.  (See Annex B for numbers of those who are active in church structures for whom the Diocese does not have an email address.)  It is neither desirable nor practicable to make use of email and the web compulsory for those accepting office in the Church.  Some, particularly of an older generation, are intimidated by the technology.  Some have fears of invasion of privacy or security.  Some are impeded by the fact that not all parts of the Diocese yet have access to Broadband (without which bulky attachments can cause problems).  Much of the vital work of the Church is done by volunteers who need to be encouraged rather than ordered.  
34. Nevertheless, efficient and competent use of this technology is the way of the future.  It will be vital to effective Mission.  The Diocesan Office should use it wherever possible and a vigorous campaign to educate and encourage all who can to use electronic media should be undertaken. All appointed to salaried or stipendiary posts should be required to demonstrate at least basic capabilities in electronic communication or to agree to undertake the necessary training.  Those appointed to voluntary posts should be strongly encouraged to fit themselves similarly. Sometimes, it may be appropriate to ask recipients of electronic communications to pass on the information to those not able to receive them: in such cases there needs to be clarity about which recipients is asked to pass on information, and to whom.
35. We have examined the possibility of the use of social networking sites, especially to make contact with younger persons.  Young people tend to use Facebook messages instead of emails and sites such as Facebook are a valuable resource to those who use them.  Therefore, it is often useful for this tool to be used, and some such use is made by the Young Peoples’ Officer and individual churches/groups. However, for the Diocese as a whole to run pages on Facebook, Twitter, Bebo, MySpace, etc would take valuable resources without adding much to its capabilities. It seems preferable to target efforts into the main Diocese website.  Moreover, it should be noted that these sites raise significant safeguarding issues. That said, their use and utility is likely to increase and the matter needs to be kept under review.  If other support ministers or clergy wish to use them, we believe that there should be consultation with the Diocesan Secretary before any initiative is taken in order that full consideration may be given to such matters as security settings and oversight of any relationships formed within the groups.  

36. Linked with extensive and extended use of email is the need to harmonise, update, and keep updated, the various Diocesan data bases.  In essence, there should be one set of data, available in different configurations for different purposes.  The Diocese should check that its data covers all its needs and that no groups or sets are omitted.  Equally, the Diocese should ensure that its staff use only one set of data: any separate arrangements should be discontinued.  Harmonisation and keeping updated can be resource consuming tasks, but they are essential, and we recommend that the necessary work be put in hand without delay.
37.   We also recommend a process of education of Diocesan Office staff so that all know what resources are available, and how to access them (and, very importantly, that there is full inter-connectivity between the Hereford and Ludlow offices. Finally on this we recommend that there be an appropriate campaign of education of clergy and laity in the Deaneries and benefices to bring home the importance of keeping information of this sort up to date.

38. The education of Diocesan staff links with the need for effective induction procedures.  No one procedure will work for all levels and all areas but there needs to be acceptance, at all levels on management and direction that new staff need a proper induction package, drawing so far as possible on common material.  We note with approval that work is in hand on that.  
The Website
39. The website was restructured some two years ago after a consultation process.  It is, unfortunately still not giving satisfaction throughout the Diocese.  Some of the problems are technical, e.g. the Search Engine does not always identify what a questioner needs; some are more basic, as to layout, main sections etc.  It is in certain respects out of date as regards the information displayed.  We have received a considerable number of suggestions as to how the website should be changed.  Many strike us as sensible but it is important that the work be undertaken in a holistic way, involving appropriate technical skills.  We therefore recommend that a separate review be undertaken, commencing not later than April 2011 to consider the restructuring and updating of the website.  We further recommend that it be regularly reviewed (perhaps every two years) thereafter to ensure that it stays fit for purpose.
40. As part of that, we believe that consideration should be given to what use or uses are made of the website.  Only when that has been done can it be sensibly restructured.  Our investigations suggest that it should have the following functions:
a. A general notice board to which the public may turn for first information about the Diocese and what it does;

b. A directory to help the public and Church members find particular offices, officers, activities;

c. An archive in which minutes of Synod, Boards and Committees may be found;

d. A notice board on which material of interest to many Church members is displayed, and to which they are directed by shorter routine messages.

41. We recommend that any review of the website ensure that it meets those ends, and takes account of the current Diocesan organisation into four Boards (and two Committees).  We further recommend that as soon as possible all Diocesan minutes, with the possible exception of certain items from Bishop’s Council and the DBFX (and those dealing with individual personal matters) be put on the website. 
Management 

42. Management is the art of deciding what to do and getting it done, effectively and efficiently, through the willing co-operation of people. Although money, time and other resources are involved, it is people who are central to achieving results and bringing about change. It would go far beyond our remit to examine management as a whole in the Diocese, but a sufficient number of complaints were made to us to make it imperative that we address some failures in administration, as they are closely linked with communications, or the lack of effective communication.

43. For the future the issue has a sharper edge because there is likely to be less money and fewer people so it is necessary to ask:
a. What is it essential for us to do?

b. How can we make every resource count and make a difference?

c. How can we innovate and improve on what we do now?

d. What are we really trying to achieve and how will we get there?

44. One of the most important aspects of management is to establish the culture of an organisation. That is expressed through the quality of working relationships among it own people, and through their interactions with their communities. Organisational culture can be described as ‘the way we do things around here’. It is the set of beliefs, attitudes and values, which inform priorities and working relationships within an organisation.  At the heart of the Diocese’s work must be a mutual understanding and recognition of what is needed and how it is to be provided.  
45. The current pressures on resources force the whole Diocese, not just the Diocesan Office, to think deeply, recognising the need to work more intelligently, rather than just seek to do more with more resources.  Relationships could be strained in the future, when there may, for example, be anxieties about loss of traditional or existing responsibilities, about the pooling of resources in some cases, or about collaboration at different levels. As new ways of working come into being senior staff will need to explain, to encourage and support both junior staff and the clergy and laity in the parishes, to allow for some mistakes, to learn from experiments, to maintain the line of direction, and to publish and celebrate successes. 
46. We have referred above (paragraphs 19, 23 and 24) to the need for all actors to focus keenly on who needs to know about action (or lack of it).  Linked with that is the need to ensure that all matters arising with Boards, Committees or individuals receive prompt and effective attention.  Even if no action can be taken it is most important that anyone, or any organisation, that has sought the assistance or intervention of the Diocese receives a response within a reasonable period.  The response should be tailored to the individual or organisation and, except where there are compelling reasons, sent by email. All communications that will require a reply should, unless a fixed time is given for a response, be acknowledged if not disposed of within 14 days, and an estimate given of when a full reply will be possible.  Except where there are compelling reasons, replies should be sent by email. Any matter outstanding 3 months after initiation should be reported to line managers or, in the case of a Board’s business, to the Bishop’s Council. 

47. We most certainly do not wish to inculcate a habit of believing that a response of itself should dispose of an issue.  It is important to focus on outcomes and impact. We recommend that guidance be given to all staff on that, and that the guidance be made available to Deaneries, benefices and parishes.
48. As part of creating a more coherent image, a clearer sense of corporate identity, and a feeling of unity, we propose that there be a common format of stationery heading for the entire Diocese, with beneath that identification of what part of the Diocese, which Deanery, or which Parish is involved.  As a minimum the common format should identify the Diocese of Hereford with an appropriate crest or badge; it is for consideration whether it should also include the Five Marks of Mission, or the Vision Statement, or both.
The Deanery

49. Our work has reinforced the judgement that in the life and work of the Diocese, and the management of its efforts, the Rural Deaneries have a crucial role to play.  That is a leadership role: they are not simply post-boxes.  There is some need to clarify the nature and extent of the Deaneries’ involvement between the Diocese and the parishes, though those are generally well understood. In part their role is in the transmission of information from the Diocesan Office to benefices and parishes and those in the pews, and in transmission the other way.  In part, and this is particularly for the Rural Deans, they are a vital link and support to clergy who are often few on the ground and not always well-supported in their parishes.  Effective work by the Rural Dean is necessary to support the Diocese’s Mission and the clergy and parishes through whom that is carried out.

50. Lay Co-Chairmen, too, have a necessary representational role.  In many cases they work in excellent harmony with the Rural Dean.  We note with concern, however, that in some instances there is not the synergy between the two that Mission demands.  That too is, at least in part, a failure of communications.  We recommend that the Archdeacons pay particular attention to cases where full synergy seems impaired, and strive by all means to apply the necessary remedies, by counselling, education or otherwise. 
The Cathedral
51. The Cathedral is an important part of the Diocese, its major church but, by a quirk of history, somewhat apart from normal Diocesan activity.  It is not the purpose of this report to investigate the links, historical or contemporary, between Cathedral and Diocese but we are clear that communications between the two must be clear and effective and, on a matter of detail, that there is a clear and transparent link between the websites.

Diocesan Directory

52. An almost universal point put to us was the urgent need for an up to date Directory for the Diocese.  We are pleased to learn that work on this is at an advanced stage and that publication should take place soon.  We recommend that strenuous efforts be made to keep it up to date thereafter.  We also urge, whilst conscious of Data Protection Act complications, that for the future the Directory, or a much of it as feasible, should be available on-line.

Notice Boards

53. A relatively minor matter, but one which could help improve the Church’s impact and so effectiveness is ensuring that church notice boards are neat, orderly and up to date.  There is also a case, as resources allow, and as local and parish concerns permit, for “branding”, ie having notice boards throughout the Diocese uniform in colour and insignia with, perhaps, some commonality in the lay out of material.  We recommend that both aspects be pursued. 
Regular Publications

54. The two Bishops alternately prepare a letter for use in the monthly magazines produced by parishes. It is emailed to Editors and is available to all who ask for it.  However, not every parish prints the Bishops' monthly letter.  Moreover, the regularity of the distribution of the Diocesan NEWSpaper needs to be improved.  A check with those responsible for distribution in the summer of 2010 found all of them content with what they did but that is not always supported by the information from the parishes. We recommend that the Diocesan Communications Officer looks into both issues with benefices.  We also recommend that a review be undertaken of the nature and scope of the NEWSpaper and its efficacy in reaching the people of our congregations and communities across the whole diocese.
Priorities

55. As well as carrying out reform within the Diocesan Office and in the working methods there the Diocese needs as a matter of urgency to ensure that there is a wider understanding of what it does and why.  Some recommendations on that will need to await the second part of our review, going down to benefice and parish levels, and the review of the website.  Meanwhile, we note that a very useful step is being taken with the preparation of material on what Support Ministers and Diocesan staff do.  We believe that this should be disseminated at an early stage and in as many forms as may be sensible, e.g. in the Directory, on the website, in material sent to Deaneries and parishes.  That will help to make parishes aware of the Diocese, what it does and how it functions.  
Leadership Guidance, Education

56. Carrying through the necessary changes will require great effort, leadership, education, and careful monitoring and mentoring.  We believe that it will be important to have a senior figure charged with those and responsible for seeing that change happened.  Our recommendations, if endorsed by Bishop’s Council, should be promulgated by the Diocesan Bishop and guidance issued in his name. Bishop’s Council should monitor the implementation of these recommendations as part of their quarterly review of Boards’ work.  

Annex A
Recommendations
General Communications
1. All Boards and Committees should make it part of their routine, for both formal and informal business, to consider for all items what has to be communicated, how, when and to whom.  (Paragraph 23, 27)
2. All Support Ministers, officers and staff should make it part of their routine, for both formal and informal business, to consider for all items with which they deal what has to be communicated, how, when and to whom.  (Paragraph 24, 27)
3. Consideration of communications under 1 and 2 above should include the need to keep colleagues informed of business, without overburdening them with irrelevant matter.  (Paragraphs 19, 20)
4. It should also include a careful appraisal of the impact of the communication, or of the absence of communication, on those to whom it is (or is not) communicated.  (Paragraphs 19, 20,23, 24)
5. We recommend an urgent review by all staff producing material for general circulation of whether dissemination is best done themselves or centrally.  (Paragraph 29)
6. So far as possible, communications should be targeted at individuals or organisations, not left for them to find on the website.  Nevertheless, information should be generally available there for those seeking it, whether from without the Diocese or within.  (Paragraphs 22, 32)
7. The Diocesan Communications Officer should takes up with benefices the distribution of regular publications such as the Bishop’s monthly letter and the Diocesan NEWSpaper.  (Paragraph 54)
8. There should be a review of the NEWSpaper. (Paragraph 54) 
9. There should be a common Diocesan letterhead, augmented by information about the particular branch or parish concerned.  (Paragraph 48)
Electronic Communications

10. The Diocesan Office should use electronic communication wherever possible and a vigorous campaign should be undertaken to educate and encourage all individuals and organisations, within and without Diocesan structures, to use electronic media.  (Paragraph 34)
11. In general, communication within the Diocesan Office, and between it and Deaneries and Benefices, should be in electronic form.  Not only is that speedier and cheaper it also readily enables information to be disseminated further.  (Paragraph 34)
12. We recommend the use of targeted emails wherever possible, including the use by the Bishop of a uniquely identified email address, that makes clear that certain communications are particularly important and must be read and acted upon. (Paragraph 32) 
13. All appointed to salaried or stipendiary posts should be required to demonstrate at least basic capabilities in electronic communication or to agree to undertake the necessary training.  Those appointed to voluntary posts should be strongly encouraged to fit themselves similarly.  (Paragraph 34) 

14. When it is necessary to ask recipients of electronic communications to pass on the information to those not able to receive them there should be clarity about which recipient is asked to pass on information, and to whom.  (Paragraph 32)

The Website

15. We recommend that a separate review be undertaken, commencing not later than April 2011 to consider the restructuring and updating of the website.  (Paragraph 39)
16. We recommend that any restructuring of the website meet the purposes we have identified, taking account of the current Diocesan organisation into four Boards (and two Committees).  (Paragraphs 40, 41)
17. We further recommend that as soon as possible all Diocesan minutes, with the possible exception of certain items from Bishop’s Council and the DBFX (and those dealing with individual personal matters) be put on the website.  (Paragraph 41) 

18. We recommend that if any further use of social networking sites, whether at Diocesan or parish/benefice level, is proposed the agreement of the Diocesan Secretary be sought.  (Paragraph 35)

19. We recommend that the updated directory be available on-line.

20. The objectives and hence the form and general content of the website should be regularly reviewed, perhaps every two years.  (Paragraph 30)
Management

21. All matters arising with Boards, Committees or individuals should receive prompt and effective attention. Communications received which will require a reply should, unless a fixed time is given for a response, be acknowledged if not disposed of within 14 days, and an estimate given of when a full reply will be possible.  Except where there are compelling reasons, replies should be sent by email. (Paragraph 46) 
22. Any matter outstanding 3 months after initiation should be reported to line managers or, in the case of a Board’s business, to the Bishop’s Council. (Paragraph 46)  
23. We recommend that guidance be given to all staff on that, and that the guidance be made available to Deaneries, benefices and parishes.  (Paragraph 46)
24. Diocesan data bases should be harmonised, updated, and kept up to date as a matter of urgency and staff should be trained in their effective use.  (Paragraphs 36, 37)
25. We recommend that the Diocese introduce effective induction procedures for all staff and senior appointments.  (Paragraph 38)
26. We recommend that the Archdeacons pay particular attention to cases where full synergy between Rural Deans and Lay Co-Chairmen seems impaired, and strive by all means to apply the necessary remedies, by counselling, education or otherwise.  (Paragraph 50)
27. We recommend the examination of the possibility of a note to clergy from the Bishop (or Archdeacons) each month advising them about those who are ill/off duty/indisposed/on sabbatical is desirable.  That might be linked to a monthly list from the Bishop's office listing clergy moves and appointments, also vacancies (present or forthcoming).  (Paragraph 26)
28. An area of particular difficulty and sensitivity has been the Diocese’s calls for funds.  This is an important area.  It may be a source of great resentment as regards parishes and their perceptions.  There may be difficulties in being fully open on such matters as staff remuneration.  Nevertheless, being as informative as possible will be crucial to generating confidence and maintaining good will in the difficult times that lie ahead.  (Paragraphs 11, 12)
The Way Ahead

29. A senior person should be charged with carrying through and overseeing the necessary reforms and education.  (Paragraph 56)
30. These recommendations, if endorsed by Bishop’s Council, should be promulgated by the Diocesan Bishop and guidance issued in his name.  (Paragraph 56)
31. Bishop’s Council should monitor the implementation of these recommendations as part of their quarterly review of Boards’ work.  (Paragraph 56)
Annex B

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	There are 2876 records on the database of which 1,437 have no email address. (almost exactly half)

	
	
	
	
	
	
	
	
	

	PTO/Retired Clergy
	160 out of 210
	=
	76%
	
	DBE
	6  out of 30
	=
	20%

	Clergy
	4 out 159
	=
	3%
	
	Glebe
	2 out of 16
	=
	13%

	Readers
	34 out of 131
	=
	26%
	
	BBC
	3 out 20
	=
	15%

	Churchwardens
	322 out of 686
	=
	47%
	
	DAC
	7 out 19
	=
	37%

	PCC Secretary
	125 out of 286
	=
	44%
	
	Evangelism 
	2 out of 10
	=
	20%

	PCC Treasurers
	164 out of 374
	=
	44%
	
	Electoral Roll
	175 out 305
	=
	57%

	Diocesan Synod
	16 out of 134
	=
	12%
	
	Gift Aid
	138 out of 323
	=
	43%

	Deanery Synod
	279 out of 723
	=
	39%
	
	Child Protection Officer
	79 out of 248
	=
	32%

	DBF
	12 out of 120
	=
	10%
	
	Other 
	14
	
	

	RAP
	2 out of 26
	=
	8%
	
	
	
	
	

	NB: Some people have more than one role this is why the above information shows 1,544 records with no email.
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