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Shared Outcomes Framework

Number of New Leaders - Further
guidance

Introduction
This document provides further guidance for the measurement of the Number if New
Leaders outcome area as part of the Shared Outcomes Framework. This builds on the
definition guidance that covers the basics of the Number of new leaders outcome area and
indicators to be used. If you have not yet read that document, please read it first
(

)- Further details about the Shared Outcome Framework as a whole, what it is
and how it should be used can be found on the Church Support Hub pages

( )
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Clarification of definition FAQs

The below gives some further suggestions for how to interpret the definition and indicator. If
you have further questions or situations you are unsure about, please get in contact with
your diocesan team overseeing funded projects in the first instance. If diocesan teams have
questions, please contact your Diocesan Support Team consultant (part of the national
church Vision & Strategy team) and they will be happy to field any questions you may have.

Can young people be counted as new leaders?

Although the cases of young people meeting the threshold of leadership in the definition may
be less frequent, it is possible for young people to be counted as new leaders by this
definition. Although those under 18 may not have ultimate responsibility for any aspect of a
church or mission activity given their age, it is still possible for them to have responsibility
meeting the threshold (to enable and develop others, coordinate activities and/or oversee
key aspects of the pastoral, spiritual and missional life of the group) under the guidance of
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an adult. This may particularly be the case for leading in a context of other young people (a
missional group in a school for example).

Why is being accepted for ordination training counted separately?

Ordained clergy are a key resource for leadership in the Church of England and ordination
training currently is the main pathway for developing a vocation for full time local church
leadership. Having sufficient ordained leaders is a key concern for the Church of England at
large and therefore is often an explicit outcome sought from funded projects as well as being
of interest to wider stakeholders. It is not included as a suggestion that ordination is
somehow superior or the end goal for leadership. Clearly both ordained and lay leadership
are key to enabling growth and are not in competition.

Can you give some examples of what does and doesn’t reach the threshold of
a leader for this indicator?

Examples of people that would typically reach the threshold of leadership for this indicator
includes (newly recognised or recruited for the first time);

e ‘Focal ministers’, ‘congregation pastors’ or similarly licensed, authorised, or formally
locally recognised as the (or one of the) leader of a church or congregation

e Leaders of a new worshipping community or fresh expression of church

o Staff or volunteers who have been given responsibility to oversee a whole area of
ministry in a church, such as worship, children & youth, discipleship, evangelism,
home groups, welcome and hospitality etc.

e Those completing licensed lay ministry or similar leadership training programme for
church leadership roles

e Those accepted for ordination training

Examples of people that would typically not reach the threshold of leadership for this
indicator includes

e Occasional or regular leaders of a group or activity but without overall responsibility
for that area of ministry within the life of the church, such as home group leaders,
children’s group leaders, worship group leaders etc.

e PCC or other leadership group or council members without responsibility for an area
of ministry or activity

Only those who are new to this level of leadership should be counted by this indicator and
not those who have previously held an equivalent level of leadership in another church or
other area of ministry.

What do we do if we are unclear if someone matches the definition of a
leader?

It is recognised that precisely when someone becomes a leader can be complicated, and
that there will always be grey areas. A list in the definition guidance document suggests
thresholds that might work. If it is unclear whether someone is a leader or not, it is always
better to make a firm decision than not report at all out of uncertainty. If you are still
undecided of whether someone’s role reaches the threshold level in the definition, in the first
instance discuss it with the diocesan team overseeing your project in the diocese. If needed,
they can seek advice from the Diocesan Support Team consultant (part of the national
church Vision & Strategy team).
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Why aren’t existing leaders counted?

This outcome area is intended to measure increased leadership capacity rather than how
many existing leaders there are. For the Church of England as a whole to grow, it is
acknowledged that there will need to be an increased number of leaders and therefore
counting only new leaders gives an indicator of the size of the additional capacity resulting
from the funding programme. Were existing leaders counted as well (whether remaining in
their position or moving area of responsibility or church), the indicator would not be of
leadership capacity and give a false impression of the impact of funding in increasing the
number of leaders overall. This is in no way to suggest that new leaders are somehow
‘better’ than those who have been leading in churches for a long time. The outcome area of
‘resilience and impact of leaders’ can be used (when it has been developed) for measuring
leaders’ impact and is expected to apply across all leaders in the church.

Can new leaders be counted who haven’t completed a formal diocesan
programme?

Yes, the definition includes those who have been locally recognised by a church or project
as leading in the way described, regardless of any formal diocesan or other training. It is
however of course important that those who are given responsibility in the church are
adequately and intentionally equipped with the skills required to lead in their given area, and
some formal training is likely to be necessary (safeguarding training for example).

What if our project doesn’t see any new leaders during a period of time?
If there are no new leaders recognised during a calendar year (or other 12 month project
period), this is no problem, it can merely be reported as a zero figure.

Guidance for practicalities of measurement

Helping churches understand the definition of Number of new leaders
Although many projects have included some measurement of new leaders, having a
standard definition applied is new and many churches will never have considered it. Even if
churches have historically had some list or identification of leaders, the definition used here
may be different and therefore churches may incorrectly assume they know who should be
counted. Therefore it is likely to be important for dioceses to support churches taking part in
DIP projects to understand this indicator. Dioceses say that the best measurement tends to
come from churches that have the strongest relationship with the diocesan project team, so
building relationships with churches and helping them to understand and grow in
measurement capability is important for getting quality measurement and learning to use it
well to inform mission. The vision and strategy team are developing resources to support
dioceses to support churches in their capability in measurement and details will be shared
with dioceses when this is available.

Recording the number of new leaders

In order to count the number of new leaders, it will be necessary for a list or register to be
created and maintained throughout the life of a project. A simple tool using Google Sheets
has been provided for this and is described under the ‘Tools’ heading below. Depending on
the nature of any particular project, this may be better to be operated and maintained by
local churches or by a diocesan team, or indeed both may be necessary. If local churches
are developing and recognising local leaders, it may make more sense for them to keep a
list, or if a central project includes training and commissioning new leaders, the central
diocesan team is likely to be better placed to keep the list. In complex programmes where
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there are many churches and central initiatives involved, it may well be necessary to have a
single central master list that local church or project lists are periodically checked against
and updated from, to avoid missing new leaders or double counting individuals in several
places.

It may well make sense for people to be added to the list of new leaders when they hit a
natural milestone of formal commissioning, or local recognition of taking up a role takes
place, to avoid missing people or double counting. Whatever point is chosen, it would be
helpful to have a brief documented process for how a new leader is added to the list
including how the decision is made about if someone has matched the definition of being
new and a leader, who does it, when it is done and what is recorded. This process may well
be able to be recorded within a project measurement framework but if more complex, may
warrant a separate document. If others within the diocesan team outside of the project need
to be involved (for example a DDO or role overseeing lay training), make sure they are also
adequately briefed on how to share the information with the project team.

In order to aid the tracking of information the name of the new leader is included as an entry
in the tool. However the name of the leader does not need to be shared with the other data
and the tool provided makes provision for sharing the data anonymously.

Recording the role of new leaders

The tool provided includes a drop-down selection of the type of leadership role that the new
leader has taken on. This data is requested in order to have some indication of what type of
leaders are being developed, with particular interest being in the numbers working with
children and youth and those leading new worshipping communities (given these two
explicitly featuring in the bold outcomes). A very brief description of the type of role or roles
undertaken is also requested as it is useful for later learning and analysis.

Collecting demographic information

As well as knowing how many new leaders there are from a project and their roles, it is very
helpful to know some demographic details from the new leaders, such as age, gender,
ethnicity and so on. This enables church and project leadership to compare the
demographics of their leaders to those of their church congregations and wider local
community, which in turn enables understanding of if we are developing leaders that are
reflective of the Church and wider communities they serve. Therefore all projects are
encouraged to consider gathering diversity data in addition to the number and role of new
leaders. It may be that for projects without a focus on reaching people and developing
leaders from under represented groups (e.g. younger adults, ethnic minorities, more
deprived backgrounds etc.), the balance of value of the data compared with the GDPR
requirements for data minimisation (i.e. only gathering data that is necessary) means that it
may not be appropriate to collect it. However for projects with such a focus, it is likely to be
valuable insight. Dioceses should consider the usefulness of such information and how they
would ensure GDPR compliance in their processes, before asking churches or projects to
gather such information from new leaders.

As well as being useful for a local church or project to understand their impact, it is very
valuable for understanding progress towards the bold outcome of a Church of England which
fully represents the communities we serve. Whilst such demographics surveys are quite a
common experience for us all these days, none the less, there may well be some who are
not comfortable sharing this information for whatever reason. If people are not willing to
share this information, or if GDPR compliance cannot be assured, then it does not have to
be collected or reported. However where it is possible, collecting this information will help
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our learning and therefore the mission of the Church to groups historically under
represented.

A standard set of eight demographics questions have been developed that reflect those
used in the census and other standard approaches to measuring demographics so that they
can be easily comparable to nationally available datasets. These cover age, gender,
ethnicity, socio-economic background and disability. A short questionnaire of eight questions
has been provided in order to collect this information from new leaders, or the questions can
be integrated into application or registration processes if part of a formal development or
training scheme.

The questions are the same as those that are in the Church Development Tool, and have
been added to a stand alone Google Forms survey that is ready to use by dioceses, projects
and churches. The link to the survey can be found on the Church Support Hub page for this
outcome area

Tools
Two tools are currently available to support the collection of the data for this outcome area.

The first is a simple tool on Google Sheets that allows capturing the basic information and
demographics survey results about new leaders, adds up how many new leaders there have
been in any year, and allows for easily outputting anonymously the data collected for sharing
with the diocesan team and national church. The second tool is a ready made survey of new
leaders on Google Forms, that can be used to gather demographics data. It includes all the
demographics questions with multiple choice answers in a survey form that can be sent out
to any new leaders to gather diversity data. Both tools have been developed to make a copy
of the tool locally on your chosen Google account and therefore is not held centrally or
accessible to anyone outside a church or project using it (unless deliberately shared). A
Google account is needed to use both of these tools but this can easily be accessed using
any existing Google account, or a new Google account can be simply created for free using
an existing email address (or a new Google email address if desired).

Before using the demographics survey, it is very important that GDPR compliance is
considered and policies and processes are in place to ensure that a project or local churches
are collecting, using, storing and sharing the information in a compliant manner, particularly
given that this data cannot be gathered anonymously in the first instance. Further guidance
for GDPR compliance in general can be found on the

The tools can be found on the Church Support Hub page for this outcome area

The tool can be also be used to list existing leaders as well as new leaders if desired by a
church for it's own purposes but only the numbers of new leaders are summed together for
reporting as part of the framework.

Baselining at project kick-off or reset

Since the indicator in this outcome is a new one, churches will not have been counting the
number of new leaders by the definition used here in previous years. However many
churches will of course have been developing new leaders as part of their usual ministry
work in previous years, which would meet the definition.

Therefore it is a good idea to carry out a baselining exercise. This involves identifying how
many new leaders that would have met the definition started in role in the most recent year
(or 12 month period) before a project started.
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This baseline figure then gives an agreed and accurate comparison point as the project goes
on. Many projects have found that without this process, what would have been normal
previous to the project isn’t known or is then disputed later on, leading to uncertainty of the
impact of the project or dissatisfaction in general. In this initial baselining process it is helpful
to discuss with churches, and particularly those individuals who will be caring out the
measurement, their understanding of the measurement definition, what incentives exist for
them in measuring (in order to be open about it), how the measures will be used and a
reliable and efficient process for the record keeping.

GDPR Compliance

GDPR legislation puts requirements on all organisations about how they handle individuals’
personal data. This applies to producing a list of new leaders. Article 9d of the GDPR allows
churches to process special category data 'in the course of its legitimate activities with
appropriate safeguards...on the condition that the processing relates solely to the members
or former members of the body or to persons who have regular contact with it in connection
with its purposes'. These grounds could be used for keeping a record of those new leaders,
or alternatively explicit consent could be sought from the individuals given this is likely to be
a small number. Where gathering demographics data from new leaders, explicit consent will
need to be sought for the use and sharing of this data (albeit in an anonymised form).
Standard GDPR requirements should be followed, in particular this includes (amongst
others) ensuring the record is securely stored, only accessible by those who need to compile
or use it and therefore not shared more widely. It is likely that most churches existing privacy
notice will include mention of use of personal data in this way as anticipated by article 9d,
but if not, mention of this kind of use should be added.
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