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I. Introduction

1.1 The Purpose of this plan

This corporate plan has been developed by the CRC to guide the engagement of Yorkshire churches in the renaissance of the Yorkshire & Humber region in the five years from April 2002.  It sets out a clear structure for this engagement at a regional level and a framework for sub-regional and local work.  It offers to the churches and to regional partners a means of delivering shared objectives within a lean, accountable and flexible structure.

1.2  Building on success

The plan builds on significant experience in church engagement in the region over the last four years.  In particular it builds on

· the blueprint for church engagement in the region published as The Churches and Regional Development in Yorkshire and the Humber in February 1998.  

· the experience of the CRC since its formation in October 1998 and its input into social inclusion, cultural, rural and other strategies

· the track record of sub-regional church-based partnerships over the same period, particularly in engaging local churches in regeneration

· the CRC's full membership of the Regional Chamber (now Yorkshire & Humber Assembly) since February 1999.  

This experience means that the CRC is to not starting from scratch.  This plan builds on a track-record of delivery within the churches and on growing confidence in the role of the churches among regional partners.

1.2  Addressing external opportunities

Looking ahead for the next five years, the plan addresses two major external opportunities for the churches and its partners

· The importance of faith communities is now widely recognised.  The Government's Neighbourhood Renewal Strategy states that 'they may often be the most suitable organisations to deliver community objectives'.  Similar recognition has taken place in strategies for rural recovery, culture and education.  However, the structures for putting into effect the participation of the churches are only partially in place.  It is in the interests of all partners that the churches, as the largest faith community in the region, are able to engage to the fullest extent.

· The regional level is of growing significance in UK governance.  The growth of regional governance from the formation of Government Offices in 1994 to the 2002 White Paper on regionalism is part of long-term trend.  Along with other partners, the churches need to develop their own structures to engage fully at this level.

This plan ensures that at the conclusion of five years the churches will have achieved a step-change in their ability to respond to public policy expectations at regional level.

2. Context: where we are now

2.1 External policy context

The external context is set by an increasingly well-defined family of strategies and analyses prepared by regional bodies in the last three years.  In establishing our strategy we have paid particular attention to

· The Yorkshire & Humber Assembly's over-arching strategy Advancing Together
· Yorkshire Forward's Regional Economic Strategy and Corporate Plan 2002-5
· Analyses of the present state of the region, notably Yorkshire Forward's Progress in the Region and the multi-agency Yorkshire & Humber Health Links

· The Regional Cultural Consortium's strategy visions and priorities for the cultural life of yorkshire and the humber 2001-2010

· Regional plans for implementing the Government's National Strategy for Neighbourhood Renewal including the Yorkshire Forward report Developing the Social Economy

· Plans for rural renaissance developed by Yorkshire Forward, the Countryside Agency and Yorkshire Tourist Board

A partnership style of working in the region means that the churches, along with other partners, need to identify the part they will play in implementing these strategies.  This plan is based on matching these strategies to the churches' core competencies.

2.2  The churches core competencies

The churches bring significant competencies to the regional agenda which complement those of other partners.

· The focus of values.  For the majority of population - well beyond those who attend regularly - the churches are the focus of moral, social and community values.  As issues of citizenship, identity and neighbourliness climb the public agenda, the churches have a fundamental role in giving voice to these values and the faith on which they are based.

· Extensive participation.  There are 424,000 regular attenders at churches in the region.  This makes the churches the largest active community organisation in the region.  Research shows that churchgoers are four times more likely to be involved in other community and public work than non-churchgoers.  Within and outside the churches, churchgoers are thus a potent source of volunteering for every kind of activity.

· Presence in every community.  There are 3,400 local churches in the region.  They are uniquely based in every community.  They also have structures which promote cohesion across urban and rural, advantaged and disadvantaged and link to national and international networks.  The churches thus offer unparalleled reach and cohesion throughout the region.

· Widespread local trust.  The use of churches for marriages, funerals and pastoral care extends well beyond those who are regular attenders.  Churches are often trusted for their long-term commitment to an area, and for clergy who live in the areas they serve.  This enables churches to form partnerships across the community as a whole.

· Long experience in social action.  The churches have a long history of social engagement, including the maintenance of over 700 schools in the region and many social service and other facilities.  The churches are thus able to act on the basis of long experience in social activity

The task for the CRC over the next five years is to build on these strengths in order to contribute to the achievement of shared regional objectives.

2.3  Contributing to regional strategy

An analysis of regional strategies and the competencies of the churches provides the basis for identifying the key contributions the churches can make.  This list does not exhaust the contribution that the churches make.  Rather, it provides a strategic focus for engagement between the churches and the regional agenda.  There are five key areas:

· Social cohesion.  Religion has been identified as a key element in social relationships.  By articulating the nature of faith, encouraging religious literacy and promoting understanding across faiths, the churches can play a key role in promoting cohesion in the region.

· Neigbourhood renewal.  Because of their presence in every community, churches can play a key role in promoting renewal in the most disadvantaged parts of the region and in addressing pockets of disadvantage in every district.

· Rural renaissance.  Tourism has been identified as a key driver for the economies of rural areas.  Churches can make a major contribution to this.  Churches can also play a key role in helping rural communities adjust to the major challenge of change that the countryside now faces. 

· Connecting to economic opportunity.  Churches in both urban and rural areas own facilities that are used by the local community.  Through their local networks they are often in the best position to use them for training, social economy and other tasks which connect people to economic opportunity.

· Culture.  There is increasing recognition that culture is both a key economic driver and essential to the identity of the region.  The cultural contributions of the churches is considerable, in buildings, art, music and above all in terms of personal and group identity.  This can and should be built upon.

These five areas represent the key connections between the churches competencies and regional strategy.  The targets in each for the period to 2007 are addressed in section 3.2 below.

2.4 Challenges the churches face

At the present time the churches face a number of challenges which limit their effectiveness.  For the churches to be effective in making their contribution, these challenges need to be addressed.  They are

· Regional capability.  Regional structures for accountability and strategy are at an early stage of development, and there are no paid staff.  This means that the churches find it difficult to engage as fully as they would wish.

· Sub-regional capability.  Sub-regional structures for church social action exist in South Yorkshire and in part of Humberside, but are only in a formative stage elsewhere.  To engage in sub-regional delivery, these need to be established and placed on a comparable footing.

· Local networking.  Research has identified that 85% of local churches are involved in social action.  However, they are poorly networked with each other and with other partners, locally and more widely.  This inhibits the spread of best practice.  There is a great need to promote networking and sharing.

· Ethnic inclusion.  There is limited engagement in formal structures by black and minority ethnic churches.  Means need to be found to make this possible.

The internal element in this corporate plan is to achieve a substantial improvement in all these factors by the end of 2007.   This is taken up in section 3.3 below.

3.  Targets - where we want to be

3.1 Baseline analysis

No systematic attempt has been made to quantify the churches contribution to the region's economy.   A baseline analysis of church social action is currently in preparation, and an early target is to complete and publish it.  However, this will not cover every aspect of this plan.  At this stage, we identify targets in general terms.  An early task will be to develop and refine these targets with numerical measures. 

3.2  External targets

These targets read across from the section 2.3 - Contributing to regional strategy.  They identify clear outcomes in each of the five key strategic areas for church engagement in delivering regional strategy.

3.2.1 Social cohesion

· Public policy makers will understand the needs of adherents of major faiths

· There will be an effective inter-faith council at regional level

· Leaders of all major faiths will feel they can contribute to regional policy

· There will be effective inter-faith dialogue at sub-regional and local level

3.2.2 Community regeneration

· All sub-regions will have effective church structures for contributing to community regeneration 

· More churches will be engaged in local regeneration partnerships

· Church members at all levels will feel they can contribute to renewal

· There will be an effective means of transferring best practice between local churches

3.2.3 Rural renaissance

· Church tourism will be effectively marketed across the region

· There will be effective local church tourism networks in all key areas

· More churches will provide a positive visitor experience

· Church members will feel part of an effective strategy for rural renaissance

3.2.4 Connecting to economic opportunity

· More churches will use their facilities for training and economic purposes

· More churches will be engaged in social economy projects

· Policy makers will understand the economic contribution of churches

· Church schools will be engaged in the enterprise agenda

3.2.5 Culture

· Policy makers will understand the contribution of faith to cultural identity 

· Church-based music and art will be more effectively tied into cultural strategy

· Better use will be made of the churches heritage

3.3 Internal targets

These targets read across from section 2.4 - Challenges the churches face.  They set out the internal targets for the period to 2007

3.3.1 Regional capability

· Church leaders will meet on a regular basis for strategic oversight

· Churches will offer value-added contributions to regional policy

· There will be value-added participation in the Yorkshire & Humber Assembly

· The CRC will appropriately reflect a wide range of church member opinion

3.3.2 Sub-regional capability

· There will be effective church partnerships in all sub-regions

· Churches will be valued members of sub-regional and district partnerships

· Churches will understand the interplay of regional and sub-regional strategy

· Church action will be robustly and effectively supported

3.3.3 Local networking

· Local churches will have the capacity to form local partnerships

· Church members will be encouraged to participate in regeneration

· Comparing activity for best practice will be standard

· Churches will form part of local networks as standard practice

3.3.4 Ethnic participation

· BME majority church leaders will participate in church leader meetings

· BME church members will feel they can contribute to policy

· Local BME majority churches will be part of regeneration partnerships

· BME members of mainstream churches will be represented in church structures

4.  Aims and values

4.1 The aims of the CRC

Since its inception in 1998 the aims of the CRC have been to 

· Represent the churches to regional bodies

· Assert the significance of faith in the life of the region

· Work as partners in regional regeneration

The analysis of the current situation reaffirms the importance of these aims

4.2 Values underpinning our work

The work of the CRC derives from our calling as Christians to live out our faith in the world.  As such, faith is not incidental to our work, much less an impediment: it is the ground and basis for Christian engagement in the life of the region.  As such we seek to ensure that

· The most disadvantaged and the voiceless are heard

· There is equality of access for everyone through all aspects of our work

· We work in a self-critical way to encourage continuous improvement

· We work with other partners in a consultative way 

· We maximise the use of resources by collaboration and joint working

· We keep a constant focus on outcomes on the ground

· We constantly ask what our work is doing for the disadvantaged in our region

5. Objectives: how we will get there

5.1 Create an effective regional structure

Church leaders from across the region met for the first time on January 9th 2002.  We will develop this into a six-monthly meeting to determine strategy and hold the CRC to account, acting between meetings through a core group of three leaders.  We will pay particular attention to BME participation.  We will appoint a Director for the CRC with a five-year budget underwritten by the church leaders.  We will improve the representativeness of the CRC particularly in regard to gender and ethnicity.  A key task for this regional structure will be to improve communication within the churches and with partners to enable effective participation.  At a national level, the CRC will continue to work with the Churches Regional Network which brings together its equivalents in the nine English regions.

5.2 Build an effective sub-regional structure

Sub-regional structures in the churches vary considerably.  We will work with the specific needs of each sub-region to strengthen what is already there.

· In South Yorkshire, Together for Regeneration (TfR) is an established regeneration partnership.  We will work with them to maintain the basic architecture of a regeneration manager and four district-based regeneration workers in the light of funding changes.

· In Humberside, SEARCH operates in a similar fashion in Hull and immediately adjoining parts of the East Riding.  We will work with them to extend this work across the East Riding and to extend it to the South Bank.  Negotiation will be needed about the format for this as the South Bank is wholly separate in church terms.

· In West Yorkshire, initial funding has been secured for an operation similar to TfR, Active Faith Communities (AFC).  We will work with them to bring this project to a fully staffed state.

· In North Yorkshire the CRC has formed a Church Tourism Group to pursue the particular opportunities in that field.  We will work with them, and with existing church rural networks, to form this into a wider-ranging sub-regional partnership and to ensure it has independence from the CRC.

Each of these partnerships has its own source of funding and its own management boards.  Our funding contract with them will reflect local costs and needs, and will not be identical across the sub-regions.  We will respect their independence but will encourage joint working by holding regular meetings of all staff chaired by the CRC Director and by agreeing delivery contracts with them. We will also work closely with the existing ecumenical bodies to clarify relationships with them.

5.3 Create an effective policy structure

We will appoint a policy officer to enable the churches to make value-added policy contributions, to connect regional and sub-regional policies, to support church representatives on public bodies and to spearhead best practice in church participation across the region.  This will put the CRC on an equivalent footing with other partners.  We will also encourage the take-up of secondment opportunities with Yorkshire Forward and Government Office using sub-regional staff.  This will enable both two-way policy engagement and greater collaboration between regional and sub-regional levels.

5.4 Create an effective inter-faith forum

We will build on experience in inter-faith work in the region's major cities to create an effective inter-faith forum.  The format for this needs very careful consideration.  It must avoid conflating the distinctiveness of different faiths, and must respect the choice of faiths to organise themselves in different ways.  We will focus on achieving a growing mutual understanding, and the capacity of each faith to contribute in the way it chooses.  

5.5 Build the capacity of the BME sector

The BME majority church sector is highly fragmented and there is no baseline study from which to work.  We will allocate specific resources to engage the BME sector more fully, while respecting their right to choose how they wish to be engaged.

5.6 Focus on a limited number of key deliverables

The mechanisms described above will significantly aid the effectiveness of church contribution through 3,400 local churches.  The range of work that they do in their communities is already considerable, and covers a far wider agenda than the CRC is able to handle.  The CRC will therefore focus its efforts on the key issues described in section 3.2 - social cohesion, Community regeneration, rural renaissance, connecting to economic opportunity and culture.  Within the CRC we already have sub-groups dealing with all of these subjects, but with varying levels of formal structure.  We will ensure that each sub-group develops its own five year plan.

6. Operational plan: how we will do it

6.1 Funding

Since its inception, the CRC has been supported by the ecumenical bodies in the region with funding of £2,000 per year.  Our major operational challenge is to move our budget to a more realistic level.  We will do this with

· Church funding for the Director and associated costs.   This has been agreed by the church leaders and is calculated at £50,000 a year.  Church funding will be 25% in year 1, 50% in year 2, 75% in year 3 and 100% in years 4 and 5.

· Collaboration with the Yorkshire & Humber Assembly for work on building an inter-faith council.  Funding for feasibility work has been found in their 2001/2 budget and application will be made for further development funding.

· A successful application by the CRC and Yorkshire Tourist Board to the Heritage Lottery Fund for support for a Church Tourism Officer and the development of tourism clusters, better marketing and better interpretation.  With other partner funding, this total £237,000 over three years.

· Application to Yorkshire Forward for £750,000 over three years to support the appointment of a Director, policy officer and administrator for the CRC and to support regeneration staff in the other three sub-regions.

· Further application to other funding bodies, inside and outside the churches, to support further work as it emerges.

The funding already identified totals in excess of £1m over five years.  Securing it is the key operational task to implement this corporate plan.  It will be achieved by April 2002.

6.2 Stuctural development

The consequent task for the CRC is to create the robust structures necessary to implement this corporate plan.  To this end we have

· Secured detailed operational plans from the sub-regional partnerships

· Undertaken the registration of the CRC as a company limited by guarantee

· Established HR and employment policies

· Set in train mechanisms for the recruitment of a Director

· Held the first meeting of church leaders

Building on this over the period April-October 2002 will set the pattern for the work of the CRC in the next five years.  It will include

· Establishing a performance management framework

· Conducting baseline studies to set numerical targets as specified in section 3.1

· Agreeing contracts with the sub-regional partnerships

· Recruiting the policy officer and administrator

In the light of the major shift in gear which this plan represents, further operational planning will follow once these steps have been implemented. 

7. Measurement: how we will measure success

7.1 Performance management framework

The creation of a proper performance management framework is a key task for the Director in the first six months of appointment.  This will build on the identification of baselines in each relevant area of the CRC's work.

7.2 Monitoring and control

The CRC has established a formal mechanism for control of the Director and paid staff.  The Executive, comprising five officers, will have collective responsibility for this and will be directors of the company.  They will appoint one of their number to be the line manager for the director and to ensure effective reporting back and compliance with targets and policies.  The executive will in turn report to external funders and to church leaders.

February 8th 2002
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