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Urban Expression: Strategic Review (October 2007 résion)

Urban Expression is an urban mission agency thatreits, equips, deploys and networks self-financing
teams pioneering creative and relevant expressiohthe Christian church in under-churched areas of
the inner city.

A. Recruitment
1. Reflecting on past and current experience.

(a) Recruitment is never going to be easy, giverpttofile of inner-city mission in the British clalirand
the disincentives many perceive in moving to threeircity. The anti-hype stance of UE attracts sbute
discourages others; this stance is, however, widsgected. Offering no finance or housing meaars th
few existing ministers are likely to join as teagaders (though exceptions like Gary Serra di Magai
possible). The reluctance of many parents to befrilgiren into the inner city means that most resrare
likely to be single or married younger people withohildren or older people with no dependent ckihd

(b) Recruitment since 1997 has been primarily thhorelationship, but the heightened profile of WE i
recent years has played a part in this. Continphognotion of UE is important to raise awarenessptf
directly linked with recruitment. Links with varisuheological colleges have been significant for
promotion and recruitment.

(c) Recruitment of the first two teams seemed gasshaps lulling us into taking this for grantedlan
meaning we did not develop as effective a recruitrsrategy as we might have done. Although team
leaders have continued to approach UE, we haveenatited many team members for these leaders —Tom
& Barbara, Karen and Charlie & Sarah (althougheheere reasons to delay in the case of Charlie &
Sarah). Paul & Esther and lan & Rachel seem t@bmiiting their own team members. We did recrutePe
& Ruthy for Nick & Kerry.

(d) Open days have been worthwhile but have aetdaearying numbers and people with diverse agendas.
Many enquirers have also wanted to visit on otleeasions, placing additional demands on the teams.

(e) The website seems to have been a significatdrfan the heightened profile of UE, generating
enquiries of various kinds, although this has tteslin far more Associates than new team members
joining UE.

(f) Efforts to recruit returning missionaries vidi® Word Mission have thus far been ineffective.

(9) The recruitment of 40+ adults for inner-cityucth planting and the persistence of almost athege
for 3 or many more years is a cause for celebrafibe attrition rate has been low.
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2. Recommendations.

Develop a targeted and prayerful promotion strategy review its impact

Allocate primary responsibility for recruitment aodesignated person

Look for ways to create ‘background noise’ abottaur mission

Pitch recruitment at team member level as weleaatleader level

Target especially (but not exclusively) youngermeand the early retired

Look for opportunities to challenge ministerialdsgats about urban mission

Encourage team leaders to play an active roledruiting team members for their own teams
Encourage UE Associates to be advocates for UEahdlp with recruitment

Enhance aspects of the website that encouragatreent

Arrange taster weeks or weekends

Strengthen links with theological colleges (SpurgsoNorthern, Nazarene, ICC, Moorlands, etc.)
Explore with BMS, other missionary societies anasthwho run year-out teams opportunities for
recruitment

Explore joint promotion with other agencies (sustiUaban Mission Toolkit, NEO, SPEAK,
Christian Peacemaker Teams, etc.)

Keep in touch with those who leave UE and encoutlagm to promote UE and encourage
recruitment

Keep statistics of recruitment, attrition rate denlyth of service in order to monitor progress
Develop a clear enquiry and application proceggraon specification and job description for
team members (and team leaders) and consider ¢haf psychological profiling in this process

B. Deployment
1. Reflecting on past and current experience.

(a) Decisions about where to deploy teams have tesmined after research into possible locations,
consultation with local church leaders and the ivement of team leaders. On some occasions the
initiative has come from the team leader becausestfong sense of calling to a particular locatitime
level of research and consultation has been exeynaial has enhanced the reputation of UE localtly an
nationally. The deployment of teams has been fidlysistent with our stated commitment to under-
churched inner-city communities.

(b) With the benefit of hindsight we may not hagkedd enough questions of Charlie & Sarah in refatio
the Ferrier Estate and the viability of their minyghere.

(c) Deploying teams in close proximity to each otlvas not intentional in the early years but has fnage
benefits in terms of mutual support and joint nussactivities. In Tower Hamlets this has facilithtbe
possibility of a merger between Cable Street Conity@hurch and Open Door.

(d) There has been a combination of deploying mang teams commissioned by UE (Shadwell, Stepney,
Wapping, Forest Gate, Glasgow), adopting existmgch plants (Plaistow, Ocean), and enabling
emerging church plants or replants (Newton Heattibtooke, Levenshulme).

2. Recommendations

Concentrate on deploying new teams rather thantedpgxisting initiatives, but continue to
consider the latter when requests are received
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Become more proactive in selecting locations anitivgafor suitable teams to be formed before
deploying them in these locations

Carry out further research and consultation in lammdvianchester and Glasgow in order to
determine locations for future teams

Encourage existing teams and regional steeringpgrowuidentify locations for future teams
Continue to deploy teams in proximity to othersgvdver possible, and aim for multiple teams in
each city or region

Ask hard questions of any potential team leadetis &iisting commitments to particular locations
before endorsing their sense of calling

Draft a list of questions to be considered wheed#lg a suitable locality

Beware becoming too thinly spread by deployingdoming teams in other cities but also beware
becoming risk-averse

Deploy at least one team in any city before setlipg steering group

C. Equipping
1. Reflecting on past and current experience.

(a) With the exception of the first team, the iniitue and training aspect of UE has been patchyrélhas
been no planned induction process or training nogne for new team members/leaders: induction has
happened in organic and relational ways but thésrttd been adequate or consistent. Much has deghende
on the initiative of team leaders.

(b) The Crucible course has been a significant ld@weent and offers an introduction to many aspetts
urban church planting, but this course has not lawailable for most existing team members, nor veee
required new team members to study on it. Team reesritave been alerted to some relevant training
opportunities but there has been no strategic @gprto training, nor have we developed a ‘cultdre o
training’ so that team members expect to undergminmg training.

(c) Pastoral support for team leaders and themwadtability to Urban Expression has been facildate

three ways: through the bi-monthly team leader®tmgs, through mentoring/coaching sessions between
Stuart and team leaders; and through informal peertoring and support. The second of these hasieeco
more sporadic due to Stuart moving away from Lonalath some team leaders needing less input. The
openness, quality of support, depth of mutual eakcreativity of theological reflection at tearaders’
meetings has been impressive.

(d) Pastoral support for team members and themwatability to Urban Expression has depended very
largely on team leaders, as we have not provid@admpnities for team members to encounter membfers o
other teams or offered pastoral support directtgton members. The persistence of team members,
despite this minimal support, is remarkable antkot$ great credit on team leaders.

(e) The availability of Nigel Copsey as ‘pastorathkstop’ for the London teams has been important,
however much or little team members have made i$éso Nigel and Kathryn have a new role now in
conducting exit interviews as people leave UE.

(f) The emergence of teams in other cities thandioonoffers fresh opportunities but also presenis ne
challenges in relation to training and pastoralpsup

2. Recommendations
Allocate primary responsibility for equipping talasignated person

Develop an induction process that spans the pémod joining UE to the end of the first year of
team membership
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Put into place a customised induction processdohdéeam member, taking into account also the
families of team members

Develop induction study material that can be doadkx from the website and that is tailored to
diverse kinds of people

Allocate a mentor to new team members/leaders &oather existing team (as agreed with the
team leaders), or from the UE Associates if appatgrand encourage new teams to draw on the
experience of older teams

Encourage new team leaders and team members tomsturelevant training course (Urban
Mission Toolkit, Invest, Crucible or similar) dugrtheir first year, subsidised by Urban
Expression, and on further courses during subségeans

Develop in conversation with the regional steegngups appropriate systems of pastoral care for
teams and leaders

Appoint someone in each city or region to act astpral backstop’

D. Networking
1. Reflecting on past and current experience.

(a) Networking between teams has happened alongasteral support and has thus primarily involved
team leaders rather than team members, facilitateéde bi-monthly team leaders’ meetings in London.
There has been a good level of story-telling aratisp of ideas and resources. Some team members are
very locally focused, but others are happy to netwaore widely.

(b) The emergence of teams in other cities thardbaroffers fresh opportunities but also presents ne
challenges in relation to networking.

(c) There have been significant discussions abbether UE is evolving into (or should take steps to
become) an urban mission order.

(d) The emergence and growth of the Associatesiarthas been unexpected and has been hard to keep
up with. The monthly email updates seem to be weekived but relatively few Associates respondese

or contribute to them. The website is well used bllogging has increased significantly in the pastry

The daily liturgy offers a further resource butute is not monitored. The annual Associates’ tiays

been encouraging and much appreciated: they hal/thkaadditional benefit of being a further oppoity

for teams to network together. Personal visits $sgkiates have been greatly appreciated and have
encouraged greater involvement in the network.

2. Recommendations

Encourage the development of bi-monthly team lesideeetings in each city where more than
one team emerges

Institute a national teams’ day in the spring fisian-casting, team-building, consultation and
prayer (paid for by UE)

Institute a national team leaders’ day in the sunfiorestrategic thinking, mutual support, story-
sharing and prayer (paid for by UE)

Arrange the dates well in advance so people cak tioe off work if necessary

Encourage patrticipation in the UE Associates’ dathie autumn

Continue to encourage UE Associates to networktb@gend visit Associates whenever possible,
but this should not be a priority within UE

Continue to think through the implications of UEaamiission order, learning from groups such as
UNOH and InnerChange

Consider developing a covenant between UE and meambers that spells out mutual
responsibilities
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Consider developing another category beyond ‘te@miber’ or ‘associate’ for those no longer
team members but much more than associates (etgepa

Develop an exit process for team members consiglégaving UE and find ways to celebrate
what they have done and learn from their experience

E. Values
1. Reflecting on past and current experience.

(a) The values at the heart of UE have been the ativactive dimension of what we do, achieving muc
greater prominence than expected when they weatetteThese values are deeply owned by team
members and their importance is recognised byrtlstetes and members of the steering groups. Assscia
are primarily attracted to UE by these values.

(b) The values have stood the test of time ovep#®t ten years with one substantial revision and
occasional minor changes but nothing that has auhtiteir essence or ethos. There is no apparedttoee
revisit or revise these again at present. Howassuges have arisen regarding the theological faioma

on which the values stand or theological assumsfimplicit but not explicit within them.

(c) The development of a daily liturgy based onvakies, providing it is well used, offers an imiamit
resource and a way of internalising the values.

(d) As any community or organisation ages and difies the danger increases that the original \satue
forgotten, marginalised or ignored in practice. &#discussions about guarding the values and ioczds
challenges as to whether we are operating accotditige values are necessary checks.

(e) Issues within the Glasgow steering group aidicate that shared values do not automaticallyives
theological differences.

2. Recommendations

Ensure that the values are at the heart of anyctimuor training processes

Encourage team leaders’ meetings to reflect owahees when they meet together and talk about
practical or strategic issues

Incorporate visual reminders of the value head{ngistionship, humility, creativity) in agendas,
minutes and other internal communications

Set national team leaders’ or team members’ daydyfin the context of the values

Encourage everyone involved in UE to be alert tpaxativities or procedures that call into
question our commitment to the values

Engage in periodic reflection on the theologicaluasptions and implications of the values.

F. Governance and Infrastructure
1. Reflecting on past and current experience.

(a) Beginning with an informal advisory group, Utrhed a charitable trust and now has a two-tier
governance structure consisting of trustees andmabsteering groups. The trustees are legally
responsible for the work of urban Expression. Tieering groups are linked with and accountabldo t
trustees through their two representatives on tiadof trustees.

(b) Developments in governance and infrastructasestbeen vital to enable UE to grow and diverdity,
these carry with them certain dangers, includingeaucracy, dilution and distraction, as new peggite
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with different agendas, disempowerment of the grasss, etc. The transition from self-employed
coordinators to staff carries similar dangers la# the potential to enhance the scope and impas of

(c) The recent adoption of a child protection ppind policy on vulnerable adults has been cruidl
further policies may also need to be put in placté near future. The issue of chairing trustesetings
needs to be resolved.

(d) Communication is already becoming a signifidastie, ensuring that consultation is not unduly
extended but includes all the appropriate people.

(e) Urban Expression has responsibility for oversgée work of the teams but not for overseeirgy th
development of the churches these teams plantcdtainators or others within UE may be invited to
offer consultancy to these churches, but UE isssimn agency rather than a mini-denomination.

2. Recommendations

Ensure that team members and emerging churcheteareabout the limits of UE’s responsibility
for oversight.

When UE appoints staff, put together job descripgtiand person specifications and issue
contracts of employment

Ensure that the minutes of trustees’ meetings aegithnal steering groups are circulated to each of
these groups

Encourage Phil Warburton to see himself as theeggptative of the UE teams on the trustees and
encourage all members of UE to regard him in thig w

Encourage Karen Stallard to see herself as theseptative of the UE teams on the London
steering group and encourage all members of UBmdbn to regard her in this way

Encourage similar representation on the Manchest@iGlasgow steering groups

Agree a permanent chair or trustees and a vice;aleither of whom should be representatives of
particular cities

G. Finance
1. Reflecting on past and current experience.

(a) UE has been and remains a mission agencydbaires relatively little central funding becaus®or
reliance on self-funding teams. Finances have hdequate but quite tight for much of the past J&rye
although we have more in hand at present thanquslyi (partly due to Stuart not claiming consultanc
fees and in part due to increased donations foust$rand individuals). There are no short-termetisréo
our viability.

(d) Funds have been raised nationally and by tlasgaw steering group. But obtaining further income
from Trusts will be harder as UE ages, so a brobdse of individual supporters will be increasingly
important.

(c) The BU Home Mission grant available to UE tesir will enable us significantly to increase ‘Staf
input and should enable us to follow through onrffmmendations in this review and take on some ne
initiatives. Without additional funding and stafhe we will struggle to do more than maintain therent
level of activities.

(d) We have an excellent treasurer who has excesdezttations in relation to his role as a trusise his
interest in all aspects of UE.

2. Recommendations.
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Explore ways to increase the base of individuapsuiers

Encourage the Manchester steering group to loofirfancial support from that city and region
Maintain links with Trusts that currently supporEldnd put limited time into approaching other
Trusts

Celebrate UE as a mission agency that requirés d¢i#ntral funding

H. Partnerships
1. Reflecting on past and current experience.

(a) UE has operated within a cross-denominatiooadext with trustees and steering group membeas) te
members and Associates, drawn from various dendioine backgrounds. There is some theological
diversity too, especially in Glasgow. Teams andrging churches have forged strong and unusual
partnerships with other local churches.

(b) UE has tried with very limited success to depeh network of ‘partner churches’ as a context for
recruitment and prayer. Paul Ede has been much sooressful in this in Scotland.

(c) UE has forged strong links with other urbansigia and training agencies — Urban Mission Toolkit,
Alove/NEO, Workshop, Urban Presence, Eden, SynangyResource (Bristol). Some of these might be
interested in developing a new urban mission forespecially if the ‘Jesus in the City’ congressesdt
continue. UE has also explored links with BMS Wavlgsion.

(d) A new factor is the approach by some Baptisto&gations for help in establishing a mission stygtor
engaging with a particular local situation.

(e) The emergence of Rural Expression has beerpasaiand may not fit long-term within the orbft o
UE, but this seems to be a timely and natural dgreént.

(f) The emergence of Urban Expression Netherlaadsatso been unexpected but is a welcome
development. UEN will develop as an independentingely associated agency.

2. Recommendations.

Acknowledge and celebrate the diversity within Ute &xplore with trustees the implications
Investigate Paul’'s success in developing partnerattes and look for any transferable lessons.
Ensure that any partnership with Baptist Assocmifr similar groups) continues the practice of
careful research and thorough consultation.

Expect Baptist Associations to take the lead imption and recruitment in their areas but insist
UE is involved in interviewing and induction

Explore with other urban mission agencies a possitthan forum, coalition or partnership
Continue to assist in the development of Rural Egpion but keep on the agenda its likely
eventual independence from UE

Stuart Murray Williams 24/10/07



