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Governance Arrangements for the Diocese of West Yorkshire and the Dales 
 
Introduction 
 
The main changes to the original November 2014 document are: 
 
(1) The Governance Group has considered the Synod members comments in response to 

the governance proposals and in particular the preference for more elected members 
on the WYaD Board. 

 
 To address this, the Group has revised the proposals for membership to include             

4 (2 clergy and 2 lay) members to be elected by the Synod from its number. 
 

This is in addition to the 5 members who will be proposed by the Board to be ratified 
by the Synod.  Of these 5, only one may be a cleric, in order to balance the lay and 
clergy persons on the Board. 

 
 This increases the members by 4 from 15-19 (16-20 with the current members –                    

2 Diocesan Secretaries). 
 
 The proposed maximum membership is 20 (see Annex A for breakdown and clergy/lay 

split). 
 
(2) Inclusion of further information on how the scrutiny function may operate. 
 
(3) John Tuckett has left and Ashley Ellis and Debbie Child have joined the Governance 

Group. 
 
(4) Paragraphs 4, 15, 16 and 23-27 are new; Paragraphs 31 and 32 have been revised; 

Figures 1-5 have been revised; Annex A has been revised.   
 
(5) To meet the legal requirements, the functions of the Parsonages Board are delegated 

to a sub-committee (paragraph 16 and Scheme for the Constitution of the Parsonages 
Board (separate papers)). 

 
(6) To meet the requirements of the Mission & Pastoral Measure 2011, the WYaD Board 

will be supplemented by the addition of all archdeacons when the Board meets as the 
Diocesan Mission & Pastoral Committee (‘DMPC’) (paragraphs 15 and Annex A 
paragraph 5). 

 
Background 
 
1. The Dioceses Commission Scheme, in abolishing the three historic dioceses and their 

boards and committees, created a unique opportunity for the new Diocese to establish 
an effective Governance system that underpins where and how decisions are made 
and who is accountable across all functions and activities within the diocese.  Whilst 
many other dioceses in recent years have reviewed their Governance arrangements, 
none has had the freedom to start again in the way that is possible here. 
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2. A Project Team (the Very Revd John Dobson Dean of Ripon Cathedral, the Revd Martin 

MacDonald former Chair DBF Wakefield Diocese, Amanda Anderson Director at 
Bradford Cathedral and John Tuckett Acting Diocesan Secretary) was authorised by the 
Diocesan Bishop in July to develop proposals for a system of governance.  The 
objectives were to: 

 
•  Create a coherent and straightforward system of Boards and Committees. 
 
•  Provide clarity over where decision making powers lay. 
 
•  Establish how responsibilities and accountabilities were defined. 
 

3. The Team investigated what other dioceses had looked at and developed, and carried 
out a series of structured interviews with senior lay and clergy in the diocese exploring 
their experiences of the many different systems they had encountered.  Ideas and 
proposals as they emerged have been shared with a number of peer groups both 
within and outside the diocese. 

 
4. The Team has continued with the original vision of a streamlined model of good 

governance in line with the national church agenda of reform and renewal.  This 
includes among other things a simplification agenda.  The national church is 
encouraging us in this – as evidenced by one of the stipulations in its terms of the £1m 
strategic development fund grant approval – to deliver an innovative model of 
governance.  

 
Emerging Findings 
 
5. It was quickly apparent from those interviewed and from research of other dioceses, 

that adherence to the various Church Measures results in a complex web of                    
inter-related boards and committees.  All too often this can lead to cumbersome 
decision making and a lack of clarity over who is responsible for what. Of particular 
concern to those interviewed were: 

 
•  The size of Boards and Committees that the representational aspects of the 

Church’s governance can give rise to. 
 

•  The lack of relevant skills to address the issues which are becoming increasingly 
complicated and technical. 
 

•  The plethora of Boards and Committees that often arise, many of them                    
non-statutory, which slows down decision making and leads to excessive 
bureaucracy. 
 

•  The separation of a Board of Finance (deciding financial matters) from other 
Boards (making strategy and policy decisions) resulting in incoherent approaches. 
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Approach Adopted 
 
6. Whilst the new diocese has considerable freedoms to look at Governance with no 

historical constraints, it is still bound to comply with the various Church measures 
governing the composition and make up of statutory bodies (DBF, Mission and 
Pastoral, Education etc).  The approach adopted was to consider first the most 
appropriate system of Governance to enable the diocese to conduct its business and 
make decisions in the most efficient and effective manner in line with accepted best 
practice.  Then came consideration of how such a system could meet the requirements 
of the various Church Measures and regulations. 

 
Aims of the Governance System 
 
7. The following were taken as the aims in developing a new system of Governance:  
 

•  To support mission and ministry within parishes with effective informed and 
timely decision making. 

 
•  To define who is responsible for what decisions. 
 
•  To adopt demonstrated best practice of Corporate Governance, insofar as this is 

transferable from other sectors to the Church. 
 
•  To have Boards of appropriate numbers with the relevant specialist skills and 

experience for the subjects being considered. 
 
•  To minimise bureaucracy and eliminate unnecessary tiers of decision making while 

retaining appropriate checks and balances. 
 
•  To reflect the ecclesiology of the Church and representational aspects of the 

synodical system. 
 
•  To ensure an appropriate balance of laity and clergy on Boards and Committees. 
 
•  To minimise the number of the same people sitting on a range of bodies within 

the system thereby potentially giving rise to conflicts of interest. 
 
Activities within a System of Governance 
 
8. Within any Governance system there are five activities that are undertaken: 
 

•  OVERSIGHT activities whereby the vision and budget approvals are determined. 
 
•  STRATEGY and POLICY activities where the progress towards delivering the Vision 

is monitored and assessed, and the various strategies, policies and priorities 
(including financial matters) to deliver the vision, are determined. 

 
•  MANAGEMENT whereby the day to day decisions (implementing the approved 

strategies and policies) are taken and implemented. 
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•  ADVISORY activities where key individuals (such as the Diocesan or Area Bishops 
or lead officers) are advised by various groups on what decisions to take as part of 
their operational management functions and in developing ideas about emerging 
strategies and policies before these are put to any Board or Synod for formal 
consideration. 

 
•  SCRUTINY where groups will be set up to identify the effectiveness and efficiency  

of the Diocese in its missionary and evangelistic work in supporting the parishes 
and achieving the aims of the vision 

 
9. The approach taken was to consider how each of these five activities could be 

designed into a single system that made for coherent governance, and meet the aims 
of paragraph 7.  This has resulted in a series of separate proposals that are described in 
the following paragraphs. 

 
Oversight  
 
10. The proposal is that “Oversight and Overall Direction” is provided by the Diocesan 

Synod at diocesan level, by Deanery Synods for individual deaneries and by PCCs at 
Parish level.  

 

 
 

Figure 1:  Oversight and Overall Direction 
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11. The activities shown in the diagram in red are significant new roles for some of the 
bodies concerned and in addition to the statutory functions laid down in Church 
regulations.  They include: 
 
•  Diocesan Synod members would become members of the DBF Company and have 

a legal right to hold the company trustees to account.  This considerably 
strengthens the role of Synod members as elected representatives of the parishes 
to exercise oversight of the governance of the Diocese. 

 
•  That Diocesan Synod elected members would form scrutiny groups that explore 

how aspects of diocesan business were being conducted along the lines of scrutiny 
as carried out, for example, by Parliamentary Select Committees.  This strongly 
reinforces the role of elected representatives to exercise oversight and add value 
to diocesan business through recommendations arising out of scrutiny activities. 

  
•  Deanery Synod members would be represented on Area Mission & Pastoral               

Sub-Committees allowing them to exercise influence on how mission and ministry 
priorities were determined within their particular new episcopal areas. 

 
12. These proposals are independent of the future shape or number of Deaneries within 

an Area.  The Team specifically rejected the idea of Area Synods as a form of 
governance overseeing Area activities.  However, were, for example, all the deaneries 
within an Area to combine into one, the resulting Deanery Synod would still be a 
Deanery Synod and have no additional functionality simply because it was now 
coterminous with the Episcopal area. 

 
Strategy and Policy 
 
13. The proposal for strategy and policy activities is that, in common with many other 

organisations in the charity and not- for- profit sectors, a single main board of trustees 
addresses the issues of strategies, policies, priorities (including all financial aspects) 
needed to implement the overall vision.  These trustees would account directly to the 
Synod which still retains is statutory role of considering “matters concerning the 
Church of England and (making) provision for such matters in relation to (the) 
Diocese”.  The trustees’ functions also include the traditional statutory boards listed in 
Figure 2.  Its proposed composition is at Annex A. 
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Figure 2:  Determining Strategies and Policies 
 

 
14. The Board of Education is shown separately as a committee of the main board as its 

nature and agenda is significantly different and requires a high degree of educational 
expertise to conduct its business.  This arrangement as a committee of the Board 
reflects the current position of the transitional Board of Education as unincorporated. 
Were a decision to Incorporate made, the accountabilities of the Board of Education to 
the main board would need reviewing. 

 
15. To meet the requirements of the Mission and Pastoral Measure 2011, the trustees of 

the Board will be supplemented by the addition of all archdeacons in place of the area 
bishops for the meetings of the Board as DMPC.  The introduction of Area M&P 
Committees allows significant responsibilities relating to mission and pastoral activities 
to be delegated, thereby enabling the Area Bishops with local representatives to 
formulate local priorities.  Deanery Synods will be represented on Area Mission & 
Pastoral Sub-Committees and this is reflected in the DMPC Constitution. 

 
16. Although it is proposed that the WYaD Board is designated as the Parsonages Board to 

meet the requirements of the relevant measures, the functions of this Board will be 
delegated to a Property Sub-committee constituted by the Scheme (see separate 
paper). 
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17. There are three other statutory boards that a diocese must have and which it is 
proposed would not form part of the WYaD Board’s remit.  These are the Diocesan 
Advisory Committee, Board of Patronage and the Safeguarding Board.  All are highly 
specialised in their work and content, and the proposal is that these remain as 
separate entities.  

 
18. As the main board of trustees would form the Standing Committee of the Synod, it is 

appropriate that it is designated as The Bishop’s Council of the Diocese.  The 
membership is shown at Annex A.   

 
 

 
 
 

Figure 3:  Statutory Boards 



DIOSYN-2015-03-02 

8 

 

 
19. It should be noted that the Bishop’s Council has freedom to constitute additional 

committees.  Day to day operations will necessitate some committees, advisory groups 
and many “task and finish” groups (Figure 4).  For example, an audit committee, 
agenda and property sub-committees will be established.  

 
 
Operational Management 
 
 

 
 

 
Figure 4:  Management of day to day activities 

 
 
20. This activity defines how routine day-to-day business is conducted within the diocese, 

implementing the various strategies, policies and decisions that have been made by 
the WYaD Board and the Synod.  Within an area system, the model is relatively 
straightforward: 

 
•  Each Area Bishop is accountable to the Diocesan Bishop for the delivery of Mission 

and Ministry within the Area in line with delegated responsibilities laid down in 
Instruments and other formal measures.  
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•  The Diocesan Secretaries are accountable for the functions of officers and 
employed staff in supporting parishes and Area Teams, and for having an overview 
of mission and ministry functional activities across the five areas thus ensuring a 
coordinated and coherent approach and the operation of these Governance 
Arrangements. 

 
Advisory  
 
21. Within any governance system, advisory activities are essential to enable decision 

makers to be appropriately informed and advised on day to day decisions, and in the 
overall development of strategies and policies prior to any formal consideration by a 
board.  The Team found that this was an area in which traditionally there has been the 
greatest lack of clarity with many perceiving what are in fact ‘advisory activities’ to be 
decision making authorities about strategies and priorities.  

 

 

 
 

Figure 5:  Advisory Activities 
 
 
22. The proposal is that advisory functions fall into three distinct groups: 
 

a. DIOCESAN BISHOP’S ADVISORY GROUP: Advice provided to the Diocesan Bishop 
by a group of his own choosing that may or may not include his senior staff 
(clergy and lay) and members drawn from Synod, and if appropriate members 
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 drawn from external sources as well.  The aim is that Diocesan Bishop has a 

trusted and skilled group on which he can call for advice and suggestions.  This 
Group is referred to as the “Diocesan Bishop’s Advisory Group” and would be a 
separate group from the Bishop’s Council. 

 
b. BISHOP’S STAFF: Advice provided by the Diocesan senior staff within the forum 

known as the Bishop’s Staff.  The proposal is that the role of this group is defined 
as an Advisory Group (with no group executive power) that: 

 
•  Ensures senior staff are appropriately informed of each other’s activities. 
 
•  Provides advice on key issues that the Diocesan and Area Bishops have to 

make decisions about as part of the routine management functions. 
 
•  Develops ideas about emerging policies and priorities prior to consideration 

by the Bishop’s Council.   
 
c. ADVISORY GROUPS: These are a fundamental part of the overall proposal and 

are intended to provide a new and alternative mechanism whereby lay and 
clergy who were formerly involved in various committees and boards (that now 
no longer exist) can continue to make a major contribution to the life and works 
of the Diocese and in developing its policies and strategies.  
 
•   It is envisaged there will be a number of advisory groups established by a 

Lead Officer or Bishop who has responsibility for the subject area.  Some 
advisory groups will be permanent and enduring (finance management, 
property) others will have a limited life to address a specific topic.   
 

Scrutiny 
 
23. The proposal is that a formal scrutiny process of key areas of diocesan business would 

identify: 
 
•  Where the diocese is being effective in its missionary, evangelistic and 

administrative work in supporting parishes and achieving the aims of the vision. 
 
•  Where ‘best practice’ compared to others is in place or could/should be 

introduced. 
 
•      Where improvements could be made. 

 
• The proposal by using elected representatives will reinforce and enhance the 

representational aspects of synodical governance in impacting upon the work of 
the Diocese, without becoming involved in routine business and decision making. 
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24. It is proposed that: 

 
• Diocesan Synod would from its elected members create a Scrutiny Panel of c.50             

(5 clergy and 5 lay from each area) which would in turn elect its own chairperson. 
 
• Chairperson with Diocesan Bishop and Diocesan Secretary would identify area(s) 

of diocesan work to be scrutinised. Scrutiny Panel would then form Scrutiny Teams 
of 3 to 4 appropriately experienced and knowledgeable persons. 

 
• Scrutiny Teams would then interview diocesan staff and review documentation to 

form a view on how effectively the work in that area is being carried out. Teams 
would then write a report with findings and recommendations which would then 
go to the Diocesan Bishop and the Bishop’s Council and be reported at the next 
Diocesan Synod. 

 
• Teams would scrutinise the work and decisions the diocese has undertaken in the 

past.  Other than as members of the Diocesan Synod, they would not be part of, or 
involved in any current diocesan business or meetings nor have any input to 
current decision making by Boards, Committees or executives. 

 
• There would be a supporting administrative secretariat for the Scrutiny Panel and 

teams funded by the diocese. 
 
• Training for Scrutiny Panel members would be provided to ensure best use is 

made of time and the opportunities. Teams would initially have external 
facilitators (funded by the diocese) to ensure they themselves are effective in 
carrying out their remit. 

 
25.  These proposals are important because:  

 
• WYaD is committed to exploring new ways of working within the diocese and 

replicating what is established as good practice in a number of different working 
environments. 

 
• This proposal enhances the role of the elected representatives of the Diocesan 

Synod by giving them a function that can potentially add great value in identifying 
best practice and where the diocese could be more effective in its ways of 
working. 

 
• The proposal engages and would use clergy and lay people from parishes to 

examine and develop ideas as to how the diocese could better work for and 
support the work of parishes. 

 
• The proposal will impact upon future business processes and decision making 

within the diocese. 
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Figure 6:  Scrutiny Groups 
 

 
26. WYaD diocese has a new mechanism for reviewing the effectiveness of its own ways of 

working carried out by elected clergy and laity of the diocese.  This will: 
 

•  provide direct evidence through a review process of where best practice exists or 
could/should be introduced. 

 
•  perpetuate a sense of ownership and responsibility for diocesan business to be as 

effective and efficient as possible at all levels. 
 
• ensure Best Practice within the diocese and as compared with other dioceses is 

identified, and then shared amongst all concerned leading to a general raising of 
overall standards of the diocese being an effective organisation in carrying out its 
missionary and evangelistic tasks. 
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27. Whilst there might appear to be a similarity between advisory groups and the work of 
scrutiny groups, there are some fundamental differences: 

 
•  Scrutiny reviews what has already happened in the past and assesses its impact 

and utility. 
 
•  Advisory groups are looking forward to the future and will take heed of scrutiny 

findings.  
 
 
Benefits of the Proposed Governance Structure 
 
General 
 
28. The main features of the proposal are: 

 
•  Diocesan Synod members are the Members of the DBF Company.  
 
•  Synod members form a scrutiny panel of c.50 that in small groups reviews 

Diocesan activities. 
 
•  There is a single West Yorkshire and Dales Board (Bishop’s Council) that combines 

the functions of the Standing Committee of Synod and the DBF.  These trustees 
are supplemented by additional members to constitute the Diocesan Mission & 
Pastoral Committee. Thereby bringing together all major policy, strategy and 
financial issues into one forum.  The Bishop’s Council members are the trustees; 
some elected and some selected for their skills, experience and background 
appropriate to the nature of the business in hand. 

 
•  Area Mission & Pastoral Sub-Committees with delegated responsibilities enabling 

priorities for mission and ministry activities within each episcopal area to be 
determined locally, with local representation from deaneries. 

 
•  Advisory groups designed to enable laity and clergy input to all aspects of diocesan 

business on an enduring or as required basis. 
 

29. Putting the five sets of activities together results in a comprehensive and inclusive 
governance system to ensure that the widest range of individuals are involved within 
the governance system to maintain the integrity of decision making.  
 

30. The only group of people who then appear in a significant number of activities are the 
five Bishops and the Diocesan Secretaries who are members of the Bishop’s Staff, and 
the Bishop’s Council.   
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Impact on Parishes 
 
31. A key driver of this proposed governance structure is to ensure that clergy and parish 

ministry and mission activities are better supported.  It is suggested that this proposal 
achieves this by: 

 
•  enabling decisions that affect parishes to be made with the minimum of delay. 
 
•  allowing parishes a direct say through deaneries into the key decisions that affect 

their area through deanery representation on Area Mission & Pastoral                        
Sub-Committees. 

 
•  enabling a level of support and advice to parishes by the presence of Area Teams 

working locally. 
 
•  offering opportunities for laity and clergy to be part of advisory groups 

formulating policies and ideas at both a diocesan and an area level. 
 
•  the ability for laity and clergy who are Synod members to be part of scrutiny 

teams.  
 
Further Work 
 
32. Additional work continues to be needed to underpin the detail required for these 

proposals, for example: 
 

•  Working through the proposals for how the Scrutiny Function would work, and be 
supported, and implementation with appropriate pilots, training and advice. 

 
•  Developing role descriptions for elected and co-opted trustees. 

 
•  Designing the election process for the trustees and appointment process for co-

opted trustees. 
 
•  Developing what advisory groups are needed and their composition.  
 
•  Amending Synod Standing Orders and the DBF Company Memorandum and 

Articles of Association. 
 

•  Review by Diocesan Synod of the operation of these proposals towards the end of 
the term of the next Diocesan Synod. 
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Decision Requested of Synod 
 
33. In order to enable the development of the structures, Synod is asked to adopt the 

motion set out in item 8 of the Diocesan Synod Agenda. 
 
 
 
On behalf of the Governance Group: 
 
Amanda Anderson 
Debbie Child 
John Dobson 
Ashley Ellis 
Martin MacDonald 
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Annex A:  Composition of the Bishop’s Council 
 

 
 

 
Figure 7:  The Bishop’s Council 

 
 
1. The Board, as the Standing Committee of the Synod, would be the formal Bishop’s 

Council of the Diocese. The only requirement within Church regulations regarding the 
Bishop’s Council is that one is established and that its membership must be outlined 
within Synod Standing orders. There is no measure or regulation defining who makes 
up a Council or how it is chosen; that is up to Synod and the Diocesan Bishop. 

 
2. This allows the Synod to designate the Board as the Bishop’s Council and nominate its 

membership as being the most appropriate and qualified for the functions it will 
address. The proposal would be that the membership is as follows: 

 
Ex-officio: 
 
 a. Chair: Diocesan Bishop but he is able to delegate this role. 
 
 b. 4 Area Bishops 
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 c. The Diocesan Secretaries (2) 
 
 Elected: 
 
 d. 1 Dean 
 
 e. 1 Archdeacon 
 
 f. 2 lay 
 
 g. 2 clergy 
 
 h. 2 Chairs of the Houses 
 
 i. 5 nominated/ratified by Synod [only 1 cleric] 
 
 Totals:   20 split between lay and clergy can be either: 
   11 clergy, 9 laity   or   10 clergy, 10 laity 
 
3. Elected Trustees would be appointed for the same term as Synod members based on a 

generic role description applying to all elected and ratified members bringing one or 
more of a range of specialist skills needed to ensure the Board has the overall 
expertise it needs.  

  
4. If all Synod members are the Members of the Company, this meets the DBF Measure 

requirement for percentages of members elected by Synod. 
 
5. When operating as the Diocesan Mission & Pastoral Committee, 4 additional 

Archdeacons become members replacing 4 Area Bishops. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

p:\new diocese\governance paper march 2015.doc 

 


