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Chester is one of forty two-English Cathedrals. In 2004 it was classified by English Heritage amongst 18 mediums sized historic cathedrals, in a categorization that also included 6 large internationally important cathedrals, 2 medium sized modern cathedrals, 11 parish church cathedrals, and 5 urban cathedrals (Holmes & Kautzer 2013, p.24).

The organizational structure and purpose of cathedrals has been redefined on a number of occasions. In 1925, for example, the current leadership structure, which includes a Dean and a small number of stipendiary residentiary canons was introduced (Turner 2011, p. 8). In 1963, the leadership role of the bishop was reinforced and the primary role of the cathedral was defined as being a resource for episcopal services. Secondary roles, according to the 1963 Measure, included collegial worship, the arts and learning (Turner 2011, p.11). The current structure and purpose was established following the Cathedrals Measure (1999). This retained the core clergy element of a Dean and a small number of residentiary canons, but created an organizational framework in which both executive responsibility and governance was exercised by a Chapter, consisting of the Dean, the residentiary canons, and an equal or greater number of lay members. A separate body, known as the Council, was created to act as a critical friend (Platten 2006, p.94). The purpose of Cathedrals, according to the Cathedral Measure 1999, included:

· Worship and prayer.
· Learning and discipleship.
· Welcome and hospitality.
· Serving city, region and diocese.
· Maintaining a sustainable and ethical business operation.
· Conserving and developing buildings and heritage.

Calls for a further review emerged in 2017, when external audits of Exeter and Peterborough revealed:

“serious fault-lines and raised important questions about the structures by which Cathedrals are governed” (Cathedrals Working group 2018, p.3). 

At the same time the Church Commissioners published a report on the financial sustainability of the cathedral sector, which showed a large number of Cathedrals, including Chester, were operating under significant financial pressure (Ibid). As a result, a Cathedrals Working Group was commissioned to address:

“whether the unusual governance structure of cathedrals exposed them to particular vulnerabilities and placed their gift and inheritance at risk” (Cathedrals Working group 2018, p.6). 

The Cathedrals Working group concluded that:

“the responsibilities and accountabilities of various cathedral bodies and roles are unclear or ambiguous under the current governance arrangements set out in the Cathedrals Measure. The consequent confusion of governance and management has increased both operational and financial risks for the cathedral sector (2018, p.6).

It recommended:

· “Retaining Chapter as the governing body, but with enhanced membership and a majority of non-executive members, at least two-thirds of whom would be laity.
· A clear separation of governance and management, involving the establishment of a Senior Executive Team to oversee day-to-day cathedral operations.
· Strengthening the Chapter’s engagement with finance, audit and risk management activities.
· Establishing a quinquennial assurance review of processes and controls.
· Abolishing Cathedral Councils.
· Registering Cathedrals with the Charity Commission to bring them under the Charities Act (Cathedral Working Group 2018, p.6-7).

The Report of the Cathedrals Working Group was discussed by General Synod in July 2018 and its recommendations adopted, subject to legislative change where required (Church Times 2018, p.4). 

Whilst legislation may take 2-3 years to enact, many aspects of the Report will be implemented by the Chapter in the next year, as part of a new strategic plan that will be developed following the arrival of the next Dean in September (Chapter Minutes July 2018).

It is anticipated that the new strategic plan will also take into account the recommendations of an organizational review that was conducted between April and June 2018. The review was undertaken by an external consultant, partly because of the lack of capacity amongst the senior staff, but also to demonstrate objectivity and fairness to employees and stakeholders who may be affected by it (Chapter Minutes May 2018).

The remit asked the consultant to:
 
“review the current organization, through the use of surveys and interviews with a variety of stakeholders and provide analysis of the current organization using historical, financial, operational and comparative data” (Chester Cathedral Strategic Review July 2018).

The Chapter also asked for:

“A clear accessible report which will be used to inform the governing body and to feed through into the strategic plan of the Cathedral, assist the development of the new 5 year campaign plan, and propose measures to advance our optimal organizational structure, and develop our budgets and forecasts (Ibid).

The report was presented to a joint meeting of the Chapter and Council in July 2018 with recommendations under four headings: 

· Mission and wider connectivity.
· Estate.
· Finance.
· Staffing and structure.

The recommendations are contained in Appendix 1.

The strategic plan will also take into account the results of a survey, conducted by another external consultant, that considered the extent to which employed staff understood and demonstrated the values and aspirations of the cathedral as outlined in the 2012 and 2017 strategic documents. It revealed that one third of the staff felt engaged, one third understood the values and aspirations but were concerned that they were not evenly demonstrated throughout the organization, and a third were entrenched in past practices and resistant to change (Glowkowski 2018, p.8). Some members of staff also raised concerns about HR practices regarding recognition, reward and transparency (Ibid).

In addition the new strategic plan will be shaped by a comprehensive stakeholder consultation, as required by the cathedral statutes (Chapter Minutes may 2018). A list of stakeholders is provided in Appendix 2. 

However, Chapter recognizes that whilst stakeholders may have a common purpose at a very general level, at a more detailed level it is quite possible that they might wish to impose different purposes and priorities on the organization (Johnson and Scholes 2001, p.165). It is likely, therefore, that the purposes and priorities that will eventually shape the new strategic document will emerge “from the political interplay between different stakeholders” (Ibid).

One tool that Chapter may wish to use to facilitate this process is Stakeholder Mapping, which has four aspects:

· Defining stakeholders.
· Analysing stakeholders by impact and influence.
· Planning how to manage stakeholders through communication and reporting.
· Engaging with stakeholders (Morphy 2017).

The first two could be explored using Medlow’s power/interest matrix, which categories stakeholders into four areas in order to clarify possible levels of engagement. They include:

· Low interest and low power, who require minimal effort. 
· Low interest and high power, who should be kept satisfied.
· High interest and low power, who should be kept informed.
· High interest and high power, who are key players (Johnson and Scholes 2001, p.167).

A stakeholder analysis using this matrix is included in Appendix 3.

Chapter may also choose to use a SOAR framework to help stakeholders recognize potential and foster a shared vision for the future. SOAR is commonly used to explore:

· Strengths, or what the organization does well, including its key assets, resources, capabilities and achievements.
· Opportunities, or the circumstances that might be leveraged for success.
· Aspirations, or a vision of what the cathedral wants to be and achieve in the future. 
· Results, or measurable outcomes that show that the organization has achieved its goals or aspirations.

A SOAR analysis, based upon interviews with a trial group of stakeholders is presented in Appendix 4. However, the small number of interviews limits it value and the outcomes are likely to change following wider consultation.

According to Johnson and Scholes (2001, p.175) stakeholder mapping offers a number of benefits. It allows an organisation to use the opinions of their most powerful stakeholders to define a project at an early stage so that they are more likely to support the outcomes. By communicating with stakeholders early and often, they are more likely to understand what is happening and less likely to oppose eventual conclusions. Understanding stakeholders also allows managers to anticipate stakeholder reactions and plan accordingly. 

The Chapter is yet to clarify what type of approach it will adopt in the new strategic document. The 2012 and 2017 strategies, for example, were based upon a prescriptive approach which Lynch (2009, p.16) defines as:

“one whose objectives have been defined in advance and whose main elements have been developed before the strategy commences”.

This approach assumes that three core areas of strategic analysis, strategic development and strategic implementation, are linked together sequentially (Ibid). 

An alternative would be to use an emergent approach, which Lynch (2009, p.17) defines as:

“one whose final objective is unclear and whose elements are developed during the course of its life, as the strategy proceeds”.

This approach regards the core areas as being interrelated, but understands strategic analysis to be distinct from and in advance of the other elements. This is because strategy is developed by an experimental process of trial and error in which both the strategic development and implementation phases respond to the results obtained in the other (Ibid).

Given the conservative nature of Cathedral governance at both national and local level, it is likely that the prescriptive approach will be adopted. This has certainly been the case during the past year, as Chapter has sought to address operational weaknesses caused by inadequate planning, risk assessment and management in the past (Chapter Minutes October 2017). However, the managerial style and preferences of the new Dean are yet to be determined.

Whichever approach is adopted, the analytic phase remains the same. Lynch (2009, p.17) suggests that this involves three parts:

· Analysis of the environment.
· Analysis of resources.
· Identification of vision, mission and objectives.

In order to assess them, Chapter may choose from a number of analytical models.

When undertaking environmental analysis, for example, the marketing mix of product, place, price, and promotion would provide a useful context within which to frame the discussion. A detailed analysis is provided in Appendix 5. In terms of ‘product’ the cathedral includes a mix of tangibles such as the cathedral building, the Abbey Cloisters, the Shop, Refectory, Falconry Centre, and regular events such as services, and intangibles such as the experience people have when visiting or worshipping. In terms of ‘place’ the building has a significant regional presence. However, lack of investment over the past two decades means that it is looking tired. With regard to price, entry is currently free, though donations are encouraged. The shop and refectory, however, offer moderately priced products. With regard to promotion, Chapter has recently commission research that will explore market segmentation and customer targeting (Chapter Minutes November 2017).  

A PESTLE analysis might also help. This divides environmental factors into six types, covering both market and non-market aspects of strategy (Johnson 2016, p.34). They include: political, economic, social, technological, ecological and legal factors. A competed framework is included in Appendix 6. 

Alternatively, Porter’s Five Forces Model could be used to analyse the forces that make up the competitive environment or have the capacity to erode profitability (Johnson 2016, p.266). These include forces that provide ‘horizontal’ competition:

· Competitive rivalry, or the number and strength of competitors.
· Threat of substitution, or the likelihood that customers will find an alternative.
· Threat of new entry, or how easy it is for a competitor to get a foothold in the market.

They also include forces that provide ‘vertical’ competition:

· Supplier power, or how easy it is for a supplier to increase their prices.
· Buyer power of customers, or the ability of customers to drive down prices.

Whilst this model is mainly used for commercial organisations, Lynch (2006, p.94) observes:

“the general principles can be applied to public service and not-for-profit organisations where they compete for resources, such as government funding or charitable donations”.

An analysis of each area is provided in Appendix 7. 

Porter’s concept of a value chain (See Appendix 8) might also be used to explore the opportunities for competitive advantage. However, as Volland (2015, p.19) notes, value in a not-for-profit organization is not always based upon commercial considerations. Key areas in the cathedral such as worship, music and the arts, for example, are cost centres rather than profit generators. Yet these tend to be the most valued aspects of the cathedral amongst stakeholders (Cathedral Working Group June 2018). 

The future shape of those cost centres is yet to be determined. However, Chapter has recognised that whatever form they take, they will only be maintained with the support of successful commercial activities. This is also the position of the Cathedrals Working Group (2018, p.50). 

In the light of this, Porter’s theory of international competitive advantage may prove helpful in identifying what he described as a ‘diamond’ of four interrelated areas that can help the cathedral to be more competitive. According to Porter (1996, p167) these include:

· Factor conditions, such as labour, capital, infrastructure, technology and entrepreneurial spirit.
· Demand conditions, which continually push a firm to improve or develop new products and services.
· Related and supported industries, where a strong home base of suppliers adds to the continuous development of the brand.
· Firm strategy, structure and rivalry, or the way a company is created, organized and managed.

As Appendix 9 demonstrates the Cathedral has both strengths and weaknesses in these areas. In terms of factor conditions, for example, the financial limitations of the organization means that it is not able to employ the highly skilled workforce it needs in senior positions, or access the technological resources that it may chose to use under different circumstances. In terms of demand conditions, the Cathedral regularly uses external researchers to provide user feedback, and this is used to improve provision when financially possible. In terms of related and supported industries, the Cathedral uses a range of suppliers that have helped to improve different aspects of the organization, especially the shop and refectory. With regard to the firm strategy and structure, the Chapter is aware of the limitations of both and is addressing them as part of the strategic planning that will begin in the autumn. In terms of rivalry, the building itself does not have any significant local competition, but the shop and refectory do. This impacts upon both their offer and prices.

As Johnson and Martin (2005, p.194) point out, environmental opportunities are only potential opportunities unless an organization can utilize resources to take advantage of them. The new strategic plan will therefore need to:

“evaluate environmental opportunities in relation to the strengths and weaknesses of the organisation’s resources, and in relation to the organizational culture” (Johnson and Martin 2005, p.194).

The mechanism often used to evaluate this is known as a SWOT analysis (Johnson 2016, p.92). As Appendix 10 shows, a SWOT analysis suggests that the cathedral is moderately successful in attracting worshippers and pilgrims. It has seen a six fold increase in tourism since 2012. It has a national reputation for choral excellence and a developing reputation for displaying sculpture and arts.  However, it is limited by on-going financial concerns and an inability to cover the maintenance needs of the building. The main drain on income is the choir, which costs approximately £250,000 per annum. However, there is stakeholder resistance to reducing this.  The Chapter is attempting to improve the financial situation by carefully monitoring costs and expenditures and evaluating all activities. A four million pound fund raising initiative will also be launched in the autumn to repair and develop the building. However, after fifteen years without significant change or development, there is some scepticism about whether this can be achieved (Chapter Minutes June 2018).

An alternative approach to SWOT is TOWS, which explores threats, opportunities, weaknesses and strengths in order to identify strategic options that maximize opportunities, reduce threats, overcome potential weaknesses and exploit strengths (Johnson 2016, p.94).

As Appendix 11 shows, this framework presents a picture where weaknesses and threats are partly or potentially mitigated by strengths and opportunities. The picture is one of a financially fragile and historically stale organization working systematically to address its limitations and broaden its horizons both commercially and spiritually.    

Whilst the format of the new strategy is yet to be agreed, it is currently envisaged that the Cathedral will adopt the same three level approach to strategy that informed the 2012 and 2017 plans. These include a corporate level strategy, which looks at the Cathedral within the context of the other 42 English Cathedrals; a business strategy that looks at the specific opportunities and limitations within Chester and the surrounding area; and a functional strategy that both sets direction for and identifies methods by which each area within the strategic plan can be developed (Johnson 2016, p.12). 

If adopted, the corporate level strategy will compare Chester with the other medium sized historic cathedrals in its category, although good practice observed elsewhere will also be taken into account. Key areas will probably include worship, staffing, structure, and commerce. However, this is not yet agreed. This comparison is made possible because of the positive relationships between the cathedrals; the established practice of sharing information and ideas; and the lack of competition between them (Cathedrals Working Group 2018, p.50)

Once the priorities have been agreed for the corporate level strategy, the business strategy might be developed using the analytical possibilities offered by models such as Bowman’s Strategy Clock and Ansoff’s Growth Matrix. 

Bowman’s Strategy Clock (Appendix 12) identifies three zones of feasible strategies and one zone “likely to lead to ultimate failure” (Johnson 2016. P.202):

· Zone 1, or differentiation, includes a number of potential strategies that could build on high perceptions of product or service benefits.
· Zone 2, or low price, allows for different combinations of low prices and low perceived value.
· Zone 3, or hybrid position, involves both lower prices than differentiation strategies and higher benefits than low price strategies.
· Zone 4, or non-competitive strategies, have low benefits and high prices.

Prior to 2012, when the cathedral abolished entry charges, it was operating in Zone 4.  With perceived low benefits and high prices, visitor numbers reduced from 500,000 when entry charges were introduced in 2002, to 60,000 when they were abolished in 2012. However the income derived was roughly the same (Chapter Minutes October 2011).

The cathedral is currently operating in Zone 2. Whilst visitors are not charged when they enter, they are asked to make a donation. The current average is £2.12 per person. This compares to a national average of 35p when visitors are not asked to donate (Chapter Minutes October 2017). However, the shop and refectory are operating in Zone 1, because they offer the perceived benefits of food in an ancient area, and high-quality tourist gifts, at moderate prices. Whilst there may be movement within those Zones in the new strategy, it is unlikely to change significantly.

The Ansoff Growth Matrix (Appendix 13) also offers a potential framework with four basic directions for organizational growth. As Johnson et al (2016, p.226) note:

“Typically an organization starts in the zone around point A. According to Ansoff, the organization may choose between penetrating still further within its existing sphere (staying in zone A) or increasing its diversity along the two axes of increasing novelty of markets or increasing novelty of products. The process … is known as diversification”.

Using Ansoff’s axis, an organization has two related strategies available: moving to zone B by developing new products for existing markets or moving to zone C by bringing its existing products into one or more new markets. Alternatively an organization can move in both directions at the same time, following a conglomerate diversification strategy with new markets and new products. This is known as zone D (Ibid). 

In the 2012 strategy, the cathedral attempted to move to zone B by developing a Cathedral at Heights Experience and a Falconry Centre for its existing markets. However, neither has been financially successful and there is no evidence that extra visitors have come to the cathedral because of them (Chapter Minutes June 2018). The cathedral is currently exploring new options that would fit into each category. In zone B, for example, different styles of services will be introduced in 2019 to attract potential worshippers who are not enamored by the existing choral tradition (Ibid). In zone C, the shop is beginning to sell products online. Also, the choir is exploring the possibility of a daily web broadcast so that people can access its music internationally. In zone D, the cathedral is starting to offer fine dining. This is attracting a new corporate clientele (Wilder 2018, p.5).

In order to successfully increase value innovation, Chapter has acknowledged  that it will need to consider appropriate ‘Blue Ocean’ possibilities (Chapter Minutes July 2018). These are new market spaces where competition is minimized (Johnson 2016, p.59). However, past failures have made the Chapter cautious and ‘Blue Ocean’ developments will need to be demonstrably achievable and affordable, with low to medium risk (Chapter Minutes July 2018). 

Chapter’s understanding of risk parallels that of Johnson et al (2016, p.379) who describe it as:

“the extent to which strategic outcomes are unpredictable, especially with regard to possible negative outcomes”.

To mitigate risk Johnson et al suggest a ‘sensitivity analysis’, which questions and challenges all assumptions underlying the strategy (Ibid). Chapter would favour this form of analysis (Chapter Minutes may 2018). 

Chapter may also appreciate additional tools when developing its ‘functional strategy’. Julia Balogun and Veronica Hope Hailey’s ‘change kaleidoscope’ is one option (See Appendix 14). Kotter’s eight step change model is another (See Appendix 15). However, Hay’s ‘strategic staircase’ would be particularly helpful at Chester, because it reflects existing working practices. According to Hay (1991, p.36):

“The framework enables managers to break the strategic agenda into bit-sized pieces, it guides the selection of priorities and provides a powerful device for communicating strategy throughout the organization, thereby bridging the gap between strategy and action”. 

The Chapter is also aware that successful change is often dependent on the ability and willingness of employees to engage with the process (Chapter May 2018). This was discussed following the recent publication of the staff survey, which showed that some people were concerned about or hostile to potential change, partly because of its impact upon their jobs, responsibilities and existing behavioural patterns, and partly because it may affect the underlying culture of the organization (Thompson and Martin 2005, p.807)

This type of response is not uncommon, as Thompson and Martin note:

“It is unrealistic to expect managers and others not to query or resist the need to change. This is particularly true if individuals feel threatened or perceive themselves to be loosing out rather than benefitting or not being rewarded in some way for co-operating” (2005, p.813).

They also suggest that it can be mitigated if people are encouraged to recognize the need for change, understand the benefits, and are aware of the potential threats of inaction:

“Time and effort must be invested in explaining, justifying and persuading. Early supporters should be visibly rewarded for their commitment, and this will encourage others and begin to consolidate the change” (Ibid).

The Chapter believes that this can be achieved through appropriate HR practices, which build upon stakeholder consultation and include education, feedback, review and improvement. The Harvard Model of HRM would offer a helpful framework for achieving this (See Appendix 16).

The Chartered Institute of Personal Development suggest that the main drivers of engagement is a sense of feeling valued and involved, which results from participation in decision making and the opportunity to share views upwards to senior management (Henderson 2011, p.148). Marchington and Wilkinson (2008, p.405-6) categorises employee engagement into five areas:

· Downward communication.
· Upward problem-solving.
· Task participation.
· Consultation and representative participation.
· Financial participation. 

When undertaken appropriately, Bratton (2003, p.364) suggests that this would have a number of benefits:

· It is ethically appropriate for workers to be involved in a process whose outcome impacts their lives.
· Employee involvement may improve the quality of decisions and the chances of successfully implementing them.
· Employee involvement helps to address resistance to change and other forms of conflict.

As Lynch (2006, p.22) observes, non-profit organisations are “founded for reasons other than commercial considerations” and as such, the core values of the organisation should be reflected in both the process and outcomes of strategic planning. At Chester Cathedral, the core values are positive relationships and inclusive empowerment. And whilst the Chapter and its officers have not always been successful in facilitating them, the aspirations remain paramount (Chapter Minutes June 2018). 

Those values are likely to have a profound effect on the process of developing a new strategy. Lynch notes:

“Decision making may be slower and more uncertain. There may be more lobbying over individual decisions. There may be several conflicting objectives that make strategy difficult to develop” (2006, p.22).

To counter this, Chapter has already commissioned two well-publicised reports that will feed into the planning process and has committed itself to comprehensive stakeholder consultation and employee engagement. It will also want to ensure that each level of the strategy is well researched, clearly argued, and demonstrably balanced.

To achieve this Chapter will need to decide if it will retain a prescriptive approach to strategy, as it has done in the past, or an emergent approach. Whichever decision is taken, a process of analysis will be required, looking first at the environment and then at resources. A number of analytical models are available to help this. These could be completed in-house or through an external consultant. 

The Chapter will then need to clarify the vision, mission and objectives of the cathedral. This could be achieved through the three-level approach it has employed before, which includes corporate, business and functional strategy. Each of these can be supported through analytical models. It will also need to take into account the report of the Cathedrals Working Group (2018).

The question of risk has been highlighted at both national and local levels, and the Chapter will need to conduct a ‘sensitivity analysis’ to assess the levels of risk associated with all of the assumptions implicit in the strategy document. Decisions will then be required about levels of acceptability.

The Chapter will also need to consider various models that will help the successful implementation of the strategic objectives that are agreed. A key element in this will be encouraging employee and volunteer engagement.  

In the end, however, the new strategy is unlikely to achieve universal acclimation, and some people will feel negatively impacted by it. Chapter must decide, therefore, how to appropriately mitigate the negative human impacts of its decisions, or if that is not possible, how to enact those decisions in ways that are compatible with its values. 



















Appendix 1: Recommendations of the Organisational Review (July 2018)
1. The Cathedral is much loved, has a clear overall direction, which is widely supported, and has great potential for a thriving future.
2. There are significant strengths in the way the Cathedral operates and, in making changes for the future, care must be taken not to throw the baby out with the bathwater.
3. However, this review has identified a number of key areas to get right for the future. These are grouped under the following themes:
1. Mission and wider connectivity
2. Estate management
3. Finance
4. Structure and Governance
4. The quality and diversity of services and other forms of worship is praised, but congregations are smaller than in other Cathedrals and this should be investigated and tackled by the Dean and his clergy team. 
5. Connection with parishes is patchy, especially those further geographically from Chester itself.  All parishes recognise/love the Cathedral as their mother church, but in the main do not feel connected to the Cathedral on a regular basis, yet those sampled were brimming with ideas. This is a great untapped source of opportunity, but requires planning and persistence to make happen given geography, and demands on parish clergy and PCCs.
6. Education and outreach is a strength and to be grown over time as finances permit.
7. Events/exhibitions are crucial to the future of the Cathedral, to aid mission, draw in new audiences, and play a role in Chester civic life. Event management is risky (ARK?), but this should not be a source of discouragement. However, it will require new skills as this grows.
8. The digital and marketing footprint of the Cathedral – website, social media presence, signage etc - is, like the curate’s egg, good in parts, less good in others.  As this is the future, it is an area to invest in and grow capability.
9. The Cathedral itself is magnificent and, once inside, draws universal praise. The shop is a strong enterprise and should continue as is. The refectory is popular, although value for money is questioned, the joint enterprise is mutually profitable, and the tower tours, whilst niche, are well run and turn a small profit.
10. The Cathedral entrance and the public toilets are disproportionately unwelcoming and are seen as a drag on visitor numbers/experience. They should be a priority for investment, with the key aim of becoming “welcoming” and attracting new visitors.
11. The wider Cathedral estate suffers from decades of underinvestment. This requires a long term strategy of capital funding and building works. (See Finance below).
12. There is no integrated approach/vision which links the Cathedral itself to the wider estate and grounds. The Falconry is a classic example: valued by customers, but unprofitable and with no obvious link to the Cathedral as part of an “integrated visitor experience”. This absence of vision needs rectification, with decisions for the Falconry and other opportunities to be made as a consequence.
13. On an annual basis the Cathedral’s costs and revenues are skillfully managed and just held in balance. However, revenue growth has begun to flat-line, costs always rise to fill the available revenue, and reserves are being depleted through paying for past decisions/errors – e.g. borrowing £1.4M in 2002/2003, or net cost of £100K on ARK.
14. There is a need to separate capital and revenue expenditure. Income (excluding grants) should be planned to grow at a challenging but achievable level – say, CPI + 5% (as per Church Commissioners). Revenue expenditure (including the repayment of legacy debts) should be planned on a break even basis - after a contribution to a reserve fund of, say, 3% per annum, with clear financial budgets and non-financial targets being agreed for “spending” areas such as music. 
15. A ring-fenced capital fund should be set-up and aggressively fund-raised – through grants and appeals – as there is a huge backlog of work that needs to be prioritized and undertaken. Without this the capital needs of the estate will be a long term drag on the Cathedral operations.
16. Additional expertise may need to be recruited to achieve these aims – see Staffing/Structure
17. Our benchmarking with other Cathedrals and financial analysis suggests that there is no need to reduce the size of the administrative staffing complement – indeed a small increase on overall numbers could be appropriate. The team is highly committed although there is a need to enhance and/or recruit the current skills of the team going forward e.g. in marketing/communications, volunteer recruitment/deployment, administration and capital projects/major event management.
18. Closer working with the Diocese is strongly encouraged, also to leverage Diocesan expertise.
19. The overall structure of the day to day operations is somewhat unclear and/or undisciplined. It is for the new Dean to determine his structure but we would recommend something like:
1. All staff to be organized under a CEO who reports direct to the Dean.
2. All volunteers to be recruited, trained and deployed by a new member of the CEO’s team.
3. All clergy – irrespective of their office holder status – to be organized into a cohesive team and accountable to the Dean
4. Music to be a separate team, operating within a budget set by the CEO, with a target to diversify the musical offering and widen/increase audiences.
20. Whatever structure the Dean decides upon, the leadership must be moulded into a mutually supporting team, with open and transparent communications to staff and wider stakeholders.
21. Governance needs streamlining and sharpening in line with new proposals from the centre. (although these remain ‘not yet agreed.’) There probably should only be one governance body – Chapter – chaired by the Dean, with an independent (lay) vice chair.  This should remain sensible in size (boards bigger than juries seldom work well in practice!), and have a majority of non-executive members.  A consequence of this is that Council should be abolished.
(Watmore 2018, p.17)



















Appendix 2: Stakeholder Analysis
Internal
Cathedral Chapter
Cathedral Council
Chair of Cathedral Council
Church Commissioners
College of canons
Dean
Departmental staff
Diocesan Bishop
Executive Committee
Finance Committee
Fabric Advisory Committee
Managers
Residentiary Canons
Worshippers
Volunteers

External
Auditors
Banks
Conservation officers
Community groups
Diocesan senior management
Diocesan staff
Local residents
Parishes
Planning officers
Sponsors
Suppliers
Town Council
User groups


Appendix 3: Power/Interest Matrix
Johnson (2016, p.124)

Level of Interest

Low										High
Minimal Effort			Keep Informed	
			(A)					(B)
		Parishes				Cathedral Council
		Unconnected community		Diocesan senior management
		groups				Diocesan staff
Unconnected residents		College of Canons
							Linked community groups
							Connected residents

Power	Keep Satisfied			Key Players
			(C) 					(D)
		Visitors				Dean
		Worshippers				Residentiary Canons
		Volunteers				Cathedral Chapter
		Town Council			Executive Committee
		Planning Officers			Finance Committee
		Conservation officer			Fabric Advisory Committee
		User Groups				Departmental managers
		Sponsors				Staff				
Church Commissioners
							Diocesan Bishop
Chair of Cathedral Council
High							Bank



Appendix 4: SOAR Analysis
A SOAR Analysis helps stakeholders to recognize the potential of an organisation in order to develop a shared vision for the future.  It is structured as a four quadrant analysis of Strengths, Opportunities, Aspirations, and Results (GroupMap Technology 2018).

Strengths
This allows stakeholders to identify what the organization does well; its key assets, resources, capabilities and achievements.

· The Cathedral has occupied the current site since the middle Ages.
· The buildings have architectural features dating back to the Roman period.
· The Cathedral building and the Abbey site is structurally sound.
· The surrounding gardens are well maintained.
· The number of visitors has increased six-fold since 2012.
· Trip Advisor reviews are generally very positive.
· Survey views of visitors are mostly positive.
· There is an established staff, with low turnover.
· There are approximately 350 volunteers who act in many capacities including ‘Welcome’ and ‘Guiding’.
· The number of worshippers has been stable for the past ten years.
· Worship is well staffed.
· The Choir has a national reputation for excellence.
· The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics.
· The Cathedral supports the arts through both large and small-scale displays.
· Between 2012-2016  the Cathedral largely managed to balance its accounts.
· It is regarded as being broadly financially sound.
· It has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding.
Opportunities
These are the circumstances that might be leveraged for success, in order to improve profitability, market share or competitive advantage.

· The Cathedral is now carefully monitoring all cost centres and expenditure. All activities are being critically evaluated. The organisation is currently undergoing a full external review, which is likely to result in cost savings of up to £100,000 p.a. Recent developments with the refurbishment of some commercial properties is likely to increase income by approximately £150,000 p.a from 2020.
· During the past year detailed appraisals and plans have been developed to facilitate a four million pound appeal that will be launched in the autumn. Much of this money is likely to come from grants. Some has already been committed.
· A change of personnel means that the cathedral will be investing more resources into attracting and catering for increased visitors. This will positively impact both primary and secondary spending.
· The toilets are likely to be redeveloped in the autumn. Better training may help to limit visitor frustration when they are asked for a donation.
· The cathedral is undergoing a full staffing review, which will impact upon role descriptions and skill sets.
· The support and training of volunteers will be highlighted within the new role descriptions that follow the staffing review.
· A full worship review will begin in the autumn.
· The cost of worship is being addressed and will be linked to the worship review.
· This will be addressed in the revised role descriptions.
· The experiment is exceeding expectations and the service is likely to increase in regularity. Success in this area is helping the Cathedral to consider other potential areas for experimentation in the future.
· This area has been reviewed and clearly costed financial plans are now required before artistic displays are agreed or implemented.
· A balanced budget is predicted for 2019 with incremental improvements over the following five years.
· It is anticipated that all properties will have been re-ordered and fully let by 2021. 
· Processes and practices have been approved and staffing requirements are being considered in the organizational and staffing review.

Aspirations
This is what the organization wants to be and achieve in the future. It is a vision that builds upon existing strengths, but provides inspiration and challenge for the future.

· Appropriately and efficiently structured and staffed.
· Clear roles and responsibilities.
· Clear communication with all stakeholders.
· Sharing a common vision.
· Understanding and working to fulfill agreed criteria for success.
· Motivated.
· Well managed.
· Clear and appropriate budgets.
· Increased visitor numbers.
· Stable or increased per person donations.
· More opportunities for secondary spending, through ‘Fine Dining’ and a street side coffee shop.
· Greater use of web based trading.
· All commercial and residential properties restored and let.
· Incrementally reduced borrowing.
· Increased spending on the maintenance and development of the buildings and site.

Results
These are the measurable outcomes that demonstrate that the organization has achieved its goals and aspirations. 

· Complete organsation and staffing review.
· Implement changes to structure, roles, responsibilities and personnel.
· Review current and potential methods for communication with stakeholders. Agree a way forward and implement.
· Undertake process of consultation with stakeholders to agree a revised five-year vision and strategic processes for its implementation. Communicate to all stakeholders. Implement and regularly review.
· Take not of recent staff survey and develop appropriate mechanisms for reward and recognition.
· Implement revised structural framework agreed by General Synod in July 2018.
· Review budget setting processes.
· Review current marketing strategies to ensure maximum visitor attraction.
· Train all welcome staff to ask for donations sensitively but effectively. Use best current practitioners as models of good practice.
· Develop models, costings and projections for potential new developments.
· Use independent consultants to review current web based trading and make recommendations for improvements.
· Continue process of renewal of all commercial and residential properties.
· Use greater percentage of income from property lets to reduce borrowing.
· Use greater percentage of income from property lets on the maintenance and development of the buildings and site.
· Make up reduced contributions from property lets through increased visitors and donations and extra opportunities for secondary spending.




Appendix 5: The marketing Mix
Product
The Cathedral’s ‘Product’ is a mix of tangibles such as the Cathedral building, the Abbey Cloisters, the Shop, Refectory and Falconry Centre, and intangibles such as the experience people have when visiting or worshipping. 
· Services 
The Cathedral attract approximately ……… worshippers each year. It offers four main services every Sunday and three each day of the week. Attendance has been largely static for the past ten years, though some services have declined and others have risen. The majority of the services are built around the English choral tradition, but in the past year more contemporary forms of worship have been introduced which are appealing to a different demographic. The cost of worship, however, is significant. The musical provision alone costs approximately £220,00 p.a. 
· Visitors
The Cathedral attracts approximately 350,000 visitors each year. This has increased from 60,000 in 2012, primarily because the abolished its pay to enter policy. The cathedral now relies on visitor donations, which are on average £2 per person.
· Additional Visitor Attractions
For a set fee visitors can choose to take part on the Cathedral at Heights tour or visit the Falconry Centre. Whilst it was anticipated that both would make a positive contribution to the Cathedral income, over the past three years the Cathedral at Heights has only just covered costs and the Falconry Centre has made an average loss of £30,00 each year.
· Catering
In 2012 the Cathedral Refectory achieved a £3,000 loss. However, catering and staffing was outsourced and year-on-year profits have grown. In 2017 the Refectory made a net profit of £120,000.
· Retail Sales
In 2012 the Cathedral Shop was barely braking even. However, a refit, new staffing and management and changes in stock have resulted in a year-on-year rise in profits. In 2017 the Shop made a net profit of £100,000.
· Properties
The Cathedral owns 67 properties in its immediate vicinity. They include residential, retail and office accommodation. Many date from the Georgian period, although most of the shops are Victorian. Under-investment over many years meant that by 2012 many of the properties were in a poor state of repair and just under one third were uninhabitable. A systematic programme of renewal has been implemented since that time and currently only 8 are un-useable. The cost of renewing the properties, however has been significant, with an average spend of £250,000 per property. 

Place
‘Place’ refers to the method of distributing a product. In one sense, as a fixed asset the Cathedral and most of its provisions cannot be distributed. However, a message of invitation that encourages more worshippers and visitors can be.

The current Cathedral site accounts for approximately a quarter of the original walled city of Chester. It included the Cathedral and Abbey Buildings, Abbey Square and Abbey Street and a large number of properties in the Northgate area. The Cathedral ground surround the Cathedral and Abbey Buildings, but also include the Deans Field, a large grassed area that covers the archaeological remains of a Roma Fort and the Quarry, which is currently used for car parking. The Quarry site and land adjacent for Abbey Street are suitable for future residential or alternative building. The Cathedral is visible to most visitors to the city and is clearly signposted. The Cathedral is also advertised at local hotels and with tour companies. The Cathedral has an established web presence and uses Twitter and Facebook. However, that presence is less than it should be, mainly because of staffing constraints and skills shortage. The Cathedral shop is starting to trade online, but this is currently very limited and achieves poor returns. 


Price
As a non-for-profit organization, any income that is generated needs to cover costs rather than make a profit. Income is generated in the following ways:

Services
Provision of worship is the main cost centre of the organization. The direct cost of clergy, vergers and music is in the region of £450,000 per annum. However, regular and occasional offerings currently contribute just over £38,000 per annum, plus gift aid tax refunds. This significant imbalance, means that worship currently drains almost all of the income sources, with very little left for essential maintenance of the Cathedral building and historic site. 

Visitors
Visitor numbers vary according to the time of year. January and February are the least popular months. July and August are the most popular. Between 2012 and 2016 visitor numbers grew from 60,000 per annum to 360,000 per annum. This was mainly due to the removal of the entry charge and targeted marketing locally and with tour operators. Since 2017, visitor numbers have remained stable except for periods in which there have been special events, such as art displays or the Christmas Tree Festival. All visitors are asked to donate, with an average of £2 per person. In addition, people donate at our candle stands, give in our offertory boxed and contribute through secondary spending.

Additional Visitor attractions
Both the Cathedral at Heights and the Falconry Centre, rate highly on Trip Advisor. However, visitor numbers are modest. The Cathedral has commissioned research to explore the reason for this, but limited marketing and sales may be one of the causes. The cost for both are in line with similar offerings in other Cathedrals or historic buildings.

Catering 
In 2018 the Refectory was fully refurbished and a new menu developed. Research suggests that customers tend to use the Refectory partly because of convenience, partly because of the historic features of the building in which it is situated, and partly to extend the experience of visiting the Cathedral. Quality and prices are in line with that found at National Trust properties and large garden centres.

Retail Sales
Retail sales are increasingly aimed at the overseas tourist market, who are more likely to pay premium prices for religious and non-religious keep-sakes. The current shop is relatively small, but has the potential to be extended. There is currently reticence to do this, because of the capital expenditure on the refurbishment of the additional area, the cash flow implications of additional stock-holding, and the need for additional staff to supervise the extra shop area.

Property
The properties are offered on a leasehold basis for a maximum of twenty years. Being city centre properties, they tend to move quickly and achieve their market value as determined by an external consultant. Residential properties are the easiest to fill. Office accommodation is proving increasingly difficult to market and some commercial properties are being converted back into single or multiple occupancy accommodation.

Promotion
Promotion relates to the various tools and techniques through which the Cathedral markets its products and servives. This might include traditional methods including advertising in printed publications, as well as through social media, websites or online networks. The area is seen as a weakness within the organization. The Cathedral currently employs one marketing specialist to manage and develop its web and media presence, and create all advertising leaflets and display brochures. The marketing specialist is tasked with supporting the marketing requirements of each area of the business, but fails to do so adequately because of the demands of his role. This is causing frustration within the staff, volunteers and congregations and impeding the potential of the organization. Further investment is required in this area, but the significant cost of our worship provision places significant budgetry constraints on the organization which is impeding investment in this and other areas.




















Appendix 6: PESTEL Analysis
Political
· In 2012 40.6% of Chester residents voted for a Conservative MP. However in 2017 a Labour MP was elected with 56.8% of the vote. Turnout was 77.4%.
· Chester is part of Cheshire West, a unitary authority, with borough status, established in 2009.
· There are 75 elected members of Cheshire West and Chester Council. 37 are Labour, 36 Conservative, and 1 independent.
· Chester City Council has 60 councillors, representing 31 wards.
· The City has a Lord Mayor, elected on an annual basis by the city councillors.

Economic
· Following the banking crisis of 2008-9 the UK experienced a significant economic downturn. This led to a budget deficit and increase in public sector indebtedness. The austerity measures introduced by the government to address this have been extended to 2019-20. This has had a significant impact on service provision throughout the Cheshire West area.
· Cheshire West has engaged with the governmental growth deals between businesses and local authorities, which are estimated to contribute 12 billion to local economies nationally.
· In Chester  a new business quarter has been agreed which has the potential to create approximately 1000 jobs. Whilst planning consent is on-going, project finance has yet to be secured.
· Plans for physical renewal of the Northgate area of the town are also being explored, but lack of finance is hindering development.
· Following national trends, some high street retailers are struggling. In 2018, House of Frazer pulled out of a new build agreement; Mac Donald’s closed its city centre restaurant; and a number of independent traders have closed, with shops often being converted into bars or coffee shops to service the tourist and night-time economy. 

Social
· At the last census, Cheshire West had a population of 332,200. 
· Chester has the largest population within Cheshire West. At the last census it was recorded at 118,200.
· The 2011 census showed that 52% of the residents of Chester were female and 48% were male.
· Over 90% of the population is white British. Over 2% is Asian, 1% are Irish, and 1.3% are mixed race.
· Over three quarters of the population identified themselves as Christian, while others stated that they were Muslim, Sikh, Jewish and Buddhist.
· 14% of the population stated that they had no religion.
· The population of the city is predicted to grow by 5% from 2005 to 2021.
· A new theatre, library and cultural centre was opened in 2017.
· Chester races are held each year, with regular events taking place at the race course. The racecourse brings an estimate £1.2 million in tourism revenue to the city.
· Chester FC have a local following, but ongoing financial challenges.
· Chester Zoo attracts approximately 2 million visitors each year.
· Chester Cathedral attracts approximately 350,000 visitors each year.

Technological
· A new technological centre was built in 2013 with the help of Bank of America. 
· In the past decade Bank of America have created thousands of new jobs by relocating their European technology and operations centre in the city.
· MBNA credit card business is also situated in the city. However, in recent years there have been redundancies.

Legal
In addition to its other statutory obligations, Cheshire West and Chester Unitary Authority has, since 2015, had to address the following Bills:
· The Small Business and Employment Bill (2016) which, amongst other things, provides small firms with fair access to public procurement contracts, seeks to address zero hours contracts and paying the national minimum wage. The Council has developed a Fair Employment Charter. 
· The Infrastructure Bill (2015), which seeks to reduce unnecessary delay in planning consent, simplify the process for making changes to Development Consent Orders, and sets minimum standards for energy consumption.
· The Modern Slavery Bill (2015), which creates a statutory duty for local authorities to notify the National Crime Agency about suspected victims of modern slavery.

Environmental
· Cheshire West and Chester Unitary Authority is required to provide contingency monies for the possibility of adverse weather conditions or long-term damage to the infrastructure as a result of weather damage. 
· The Authority also has the responsibility to improve to assets to ensure long-term resilience to extreme weather conditions.
	









Appendix 7: Porter’s Five Forces
The framework, first published in 1979, is a popular tool for analysing five forces that make up the competitive environment and have the capacity to erode profitability (Johnson 2016, p.266). These include three forces that provide ‘horizontal’ competition:

Competitive rivalry (or the number and strength of competitors)
The nature of competitive rivalry depends upon the aspect of the organization being considered:

Services
The current services attract those who want high quality music, which cannot be replicated in smaller churches because of the financial implications of creating it. Because many worshippers are occasional visitors, the Cathedral does not have the same community feel as local churches, or the variety of worship styles. Many regular worshippers therefore choose to worship elsewhere. If the Cathedral offered a variety of worshipping opportunities, with different styles, this could probably be addressed.

Visitors
Whilst there are other tourist attractions in Chester, the Cathedral has no direct comparison or competition.

Additional Visitor Attractions
These are unique to the building and not replicated elsewhere in the city.

Catering
The Refectory operates in a competitive market. Elsewhere in the city similar products can be purchased at comparable prices. Many people choose to use the refectory because of convenience, the aesthetic interest of the building in which it is situated, and the desire to remain a little longer in the Cathedral context.

Retail Sales
The retail sales are appropriate for visitors in an ancient religious building. They specifically aimed at defined visitor demographics and foreign tourists at premium prices. Whilst the same goods could be purchased on the internet, it would not hold the associations that encourage purchase in the Cathedral context. Similar stock is not available elsewhere in the city.

Properties
The residential stock is made up of town centre Georgian properties. They are situated within or around square which leads to the Roman walls. The properties are rented at commercial rates which are deemed to be appropriate for the context. The shops are small, largely Victorian properties, in an area of comparatively modest rental rates. Vacancies are filled quickly, although the types of businesses are limited by the Cathedral to ensure a varied and niche offer. The recent re-siting of the bus station away from this area has reduced footfall and some traders are currently struggling. The office accommodation is less popular that residential and where possible buildings are being converted for changed use.

Threat of substitution (or the likelihood that customers will find an alterative)
· Given the nature of the building and its offer, the threat of substitution is very low. 

Threat of new entry (or how easy it is for a competitor to get a foothold in your market)
· For the reasons explained above, there is no threat of new entry.

They also include forces that provide ‘vertical’ competition:

Supplier power (or how easy it is for a supplier to increase their prices)
· The key suppliers are utilities, retail supplies and catering. Given the nature of competition in all of these areas, it is unlikely that prices would be increased disproportionately or out of line with other suppliers.

Buyer power of customers (or the ability of customers to drive down prices) 
· This may vary in each aspect of the business:

Services
Worshippers contribute through voluntary donations.  There is no set price, though greater generosity can be encouraged. This area currently contributes only a modest amount to the Cathedral income.

Visitors
Visitors contribute through voluntary donations. When they are asked to donate the Cathedral receives an average of £2 per person. When they are not the Cathedral receives an average of 35p.

Additional Visitor Attraction
Poor visitor numbers for both the Cathedral at Heights and the Falconry Centre encouraged the Cathedral to reduce the entry cost for both. This had a positive impact on visitor numbers.

	Catering
This is a competitive market and the Cathedral needs to be aware of market trends in terms of competition, offer and price. Customer comments are invited through a fill-in form, Trip Advisor is monitored, and an annual customer survey is conducted.

Retail sales
Buying trends are closely monitored and stock and prices are regularly reviewed accordingly.


Properties
Rental incomes are shaped by market forces which reflect both demand and willingness to pay. In recent years there has been less demand for office accommodation and reduced returns, but greater demand and returns for residential accommodation. The Cathedral has needed to respond to those changes in order to maintain or increase its return.

















Appendix 8: Porter’s Value Chain
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Available from: https://www.researchgate.net/figure/Porters-Value-Chain-Source-Porter-1985_fig1_26518923 [Accessed 4 August 2018].











Appendix 9: Porter’s Diamond
Porter’s Diamond considers four broad attributes that individually and as a system provide competitive advantage. These include:

Factor Conditions
Such as labour, capital, infrastructure, technology and entrepreneurial spirit.
· The poor cash flow situation within the Cathedral means that much of the workforce is on the basic wage. Whilst some staff choose to work at the Cathedral regardless of wage, this is not the case with all. This impacts upon both the skills sets and aspirations of those involved which has a limiting impact upon organizational achievement. This could be improved by enhanced training and a career path driven by reward and recognition. However, that training and path is currently not in place.
· Whilst the cathedral is asset rich, it is cash poor. Hence, there is little capital for development, except through loans. The fact that the Cathedral has run a deficit budget for the past two years means that loan facilities are currently somewhat restricted.
· The infrastructure is ancient but broadly sound. However it requires n estimated two million pound investment in maintenance and repairs and three million pound investment in developmental projects. This can only be achieved through significant fund-raising.
· Much of the technological hardware is due for renewal. However, poor cash-flow makes this difficult. Much more could be made of technology in all aspects of the business, but at present there is no comprehensive plan for doing so.
· In recent years the Cathedral has shown a strong entrepreneurial spirit, but two significant failures have contributed to the deficit budgets in 2017 and 2018. This has made the Cathedral more cautious and all new initiatives are now being filtered through a comprehensive development, costing, management and risk assessment.

Demand Conditions
These continually push a firm to improve or develop new products or services.
· Lack of growth in worshippers is currently pushing the Cathedral to evaluate its current worship provision and explore new possibilities that might attract people who are not drawn by our current offer. This will probably be through the introduction of different syles of worshipping opportunities.
· Lack of growth in visitor numbers since 2017 is encouraging the Cathedral to find ways of attracting more visitors, though marketing and other methodologies.
· Insufficient cash flow is driving the Cathedral to find new ways of attracting additional visitor spending, or new user groups. Current ideas include increased events, fine dining and a street side coffee shop.
· In terms of properties, the increased demand for residential town-centre accommodation, mans that some properties that were once offices are currently being converted for residential occupation.

Related and Supported Industries
Where a strong home base of suppliers adds to the continuous development of the brand.
· The financial viability of the Refectory Café was transformed when a local restaurateur agreed to a joint financial arrangement to develop and staff the catering within the cathedral. This turned an annual loss into a £120,000 net profit within three years.

Firm Strategy, Structure and Rivalry
Or the way that a company is created, organized and managed (Porter 1996, 167)
· As an ancient institution the organizational and management of the Cathedral has changed incrementally over the centuries.
· The structure of the organization is currently determined by the Cathedrals Measure (1999). However, in July 2018 General Synod agreed to begin a legislative process that would impact both upon the organizational structure and management processes.
· In line with the wider organizational review within English cathedrals, Chester is using an external consultant to undertake a full organizational and staffing review that will discussed and broadly implemented in Autumn 2018. This should help to address some of the key organizational weaknesses that have been identified including communication, processes and practices, efficiency, motivation, clarity of roles and responsibilities, and reward and recognition.


















Appendix 10: SWOT Analysis
Strengths
· The Cathedral has occupied the current site since the middle Ages.
· The buildings have architectural features dating back to the Roman period.
· The Cathedral building and the Abbey site is structurally sound.
· The surrounding gardens are well maintained.
· The number of visitors has increased six-fold since 2012.
· Trip Advisor reviews are generally very positive.
· Survey views of visitors are mostly positive.
· There is an established staff, with low turnover.
· There are approximately 350 volunteers who act in many capacities including ‘Welcome’ and ‘Guiding’.
· The number of worshippers has been stable for the past ten years.
· Worship is well staffed.
· The Choir has a national reputation for excellence.
· The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics.
· The Cathedral supports the arts through both large and small-scale displays.
· Between 2012-2016  the Cathedral largely managed to balance its accounts.
· It is regarded as being broadly financially sound.
· It has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding.

Weaknesses
· Because of financial constraints the Cathedral building and other areas of the site have had low levels of maintenance for a considerable period of time. The current backlog in repairs is estimated to be in the region of two million pounds.
· Unlike other cathedrals, Chester has not sought external funding for developmental work on the building. The required developmental work is expected to be in the region of three million pounds.
· The number of visitors grew between 2012 and 2016 primarily because the entrance free, introduced in 2008, was abolished. Since 2016 number have plateaued, although average giving per person has marginally increased. 
· Trip Advisor reviews are generally very positive, but some people object to the fact that they are asked to donate. The poor state of the toilets are also regularly mentioned.
· Many members of staff have been at the cathedral for a long time and have taken on a variety of jobs. Roles have therefore become overly complex and skill sets do not necessarily match professional expectations.
· The volunteers, whilst providing a valuable service, are at times difficult to manage and do not always perform to the standards that might be expected. 
· Whilst the number of worshippers has been stable for the past ten years, the Cathedral offers a largely monotone diet of traditional that appeals to a small minority of the population but would not be helpful to many others. 
· The cost of worship is significant and far exceeds the contributions of worshippers. Maintaining the current provision consumes almost all revenue generated from other sources.
· The Choir has a national reputation for excellence. However, other styles of music are not welcomed or offered by the current team.
· The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics, but at present this only equates to one service a month.
· Whilst the Cathedral supports the arts through both large and small-scale displays, it has been ineffective in generating sufficient income from visitors to cover the cost of those displays.
· In 2017 and 2018 the Cathedral agreed a deficit budget which was paid for from historic reserves. Costs are currently being cut in some areas to balance the budget for 2019.
· Whilst the Cathedral is regarded as being broadly financially sound, it is asset rich and cash poor. The historic assets, which are mainly property, cannot be sold because of the covenants that are held.
· Whilst the cathedral has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding, it has come with a cost. Safeguarding requirements, for example, have required the appointment of an additional part-time person.

Opportunities
· The Cathedral is now carefully monitoring all cost centres and expenditure. All activities are being critically evaluated. The organisation is currently undergoing a full external review, which is likely to result in cost savings of up to £100,000 p.a. Recent developments with the refurbishment of some commercial properties is likely to increase income by approximately £150,000 p.a from 2020.
· During the past year detailed appraisals and plans have been developed to facilitate a four million pound appeal that will be launched in the autumn. Much of this money is likely to come from grants. Some has already been committed.
· A change of personnel means that the cathedral will be investing more resources into attracting and catering for increased visitors. This will positively impact both primary and secondary spending.
· The toilets are likely to be redeveloped in the autumn. Better training may help to limit visitor frustration when they are asked for a donation.
· The cathedral is undergoing a full staffing review, which will impact upon role descriptions and skill sets.
· The support and training of volunteers will be highlighted within the new role descriptions that follow the staffing review.
· A full worship review will begin in the autumn.
· The cost of worship is being addressed and will be linked to the worship review.
· This will be addressed in the revised role descriptions.
· The number of worshippers could increase through variety of worship styles and better engagement with those who do not currently choose to attend.
· The cathedral could encourage musical excellence in a variety of styles, not just the traditional English Choral.
· The experimental worship currently being offered is exceeding expectations and the service is likely to increase in regularity. Success in this area is helping the Cathedral to consider other potential areas for experimentation in the future.
· Smaller art and sculpture displays which are carefully costed and marketed are now being developed.
· This area has been reviewed and clearly costed financial plans are now required before artistic displays are agreed or implemented.
· A balanced budget is predicted for 2019 with incremental improvements over the following five years.
· The Cathedral needs to go beyond balancing its present budget, to create income for maintenance and development in the short, medium and long-term future.
· It is anticipated that all properties will have been re-ordered and fully let by 2021. 
· Processes and practices have been approved and staffing requirements are being considered in the organizational and staffing review.
· The Cathedral building could be made more welcoming through a more appropriate entrance and exit, better facilities and improved interpretation.
· The number of visitors could improve with better publicity and clearer entry points.
· Donations per head could improve if staff were better trained and contactless payment is encouraged.
· The volunteers would benefit from ongoing role training.  Better selection process could also be introduced.

Threats
· The Cathedral is experiencing personnel change in several key management role, both in worship and commerce.
· There is concern about changes and redundancies following the organizational and staffing review.
· Because the Cathedral has experience 15 years without significant change or development, there is skepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
· The Cathedral requires a two million pound investment in maintenance and three million pound investment in development.
· The Cathedral has had a poor relationship with the City Council, which is now improving through better communication.
· The Cathedral has had a poor relationship with the diocese, which is now improving because of a change in personnel.
· Cash-flow constraints are severe and this limits the developmental possibilities of all departments.
· There is ongoing distrust between departments and poor communication.
· At times role demands exceed personal capacity. Some issues are therefore not addressed or inadequately addressed.
· A recent staff review revealed concern about the joint issues of reward and recognition.
· Many staff are currently on the minimum wage.




Appendix 11: TOWS Analysis
Weaknesses/Opportunities

Weaknesses
1. Because of financial constraints the Cathedral building and other areas of the site have had low levels of maintenance for a considerable period of time. The current backlog in repairs is estimated to be in the region of two million pounds.
2. Unlike other cathedrals, Chester has not sought external funding for developmental work on the building. The required developmental work is expected to be in the region of three million pounds.
3. The number of visitors grew between 2012 and 2016 primarily because the entrance free, introduced in 2008, was abolished. Since 2016 number have plateaued, although average giving per person has marginally increased. 
4. Trip Advisor reviews are generally very positive, but some people object to the fact that they are asked to donate. The poor state of the toilets are also regularly mentioned.
5. Many members of staff have been at the cathedral for a long time and have taken on a variety of jobs. Roles have therefore become overly complex and skill sets do not necessarily match professional expectations.
6. The volunteers, whilst providing a valuable service, are at times difficult to manage and do not always perform to the standards that might be expected. 
7. Whilst the number of worshippers has been stable for the past ten years, the Cathedral offers a largely monotone diet of traditional that appeals to a small minority of the population but would not be helpful to many others. 
8. The cost of worship is significant and far exceeds the contributions of worshippers. Maintaining the current provision consumes almost all revenue generated from other sources.
9. The Choir has a national reputation for excellence. However, other styles of music are not welcomed or offered by the current team.
10. The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics, but at present this only equates to one service a month.
11. Whilst the Cathedral supports the arts through both large and small-scale displays, it has been ineffective in generating sufficient income from visitors to cover the cost of those displays.
12. In 2017 and 2018 the Cathedral agreed a deficit budget which was paid for from historic reserves. Costs are currently being cut in some areas to balance the budget for 2019.
13. Whilst the Cathedral is regarded as being broadly financially sound, it is asset rich and cash poor. The historic assets, which are mainly property, cannot be sold because of the covenants that are held..
14. Whilst the cathedral has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding, it has come with a cost. Safeguarding requirements, for example, have required the appointment of an additional part-time person.

Opportunities
1. The Cathedral is now carefully monitoring all cost centres and expenditure. All activities are being critically evaluated. The organisation is currently undergoing a full external review, which is likely to result in cost savings of up to £100,000 p.a. Recent developments with the refurbishment of some commercial properties is likely to increase income by approximately £150,000 p.a from 2020.
2. During the past year detailed appraisals and plans have been developed to facilitate a four million pound appeal that will be launched in the autumn. Much of this money is likely to come from grants. Some has already been committed.
3. A change of personnel means that the cathedral will be investing more resources into attracting and catering for increased visitors. This will positively impact both primary and secondary spending.
4. The toilets are likely to be redeveloped in the autumn. Better training may help to limit visitor frustration when they are asked for a donation.
5. The cathedral is undergoing a full staffing review, which will impact upon role descriptions and skill sets.
6. The support and training of volunteers will be highlighted within the new role descriptions that follow the staffing review.
7. A full worship review will begin in the autumn.
8. The cost of worship is being addressed and will be linked to the worship review.
9. This will be addressed in the revised role descriptions.
10. The experiment is exceeding expectations and the service is likely to increase in regularity. Success in this area is helping the Cathedral to consider other potential areas for experimentation in the future.
11. This area has been reviewed and clearly costed financial plans are now required before artistic displays are agreed or implemented.
12. A balanced budget is predicted for 2019 with incremental improvements over the following five years.
13. It is anticipated that all properties will have been re-ordered and fully let by 2021. 
14. Processes and practices have been approved and staffing requirements are being considered in the organizational and staffing review.

Strengths/Threats

Strengths
· The Cathedral has occupied the current site since the middle Ages.
· The buildings have architectural features dating back to the Roman period.
· The Cathedral building and the Abbey site is structurally sound.
· The surrounding gardens are well maintained.
· The number of visitors has increased six-fold since 2012.
· Trip Advisor reviews are generally very positive.
· Survey views of visitors are mostly positive.
· There is an established staff, with low turnover.
· There are approximately 350 volunteers who act in many capacities including ‘Welcome’ and ‘Guiding’.
· The number of worshippers has been stable for the past ten years.
· Worship is well staffed.
· The Choir has a national reputation for excellence.
· The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics.
· The Cathedral supports the arts through both large and small-scale displays.
· Between 2012-2016  the Cathedral largely managed to balance its accounts.
· It is regarded as being broadly financially sound.
· It has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding.

Threats
· The Cathedral requires a two million pound investment in maintenance and three million pound investment in development.
· The Cathedral requires a two million pound investment in maintenance and three million pound investment in development.
· The Cathedral requires a two million pound investment in maintenance and three million pound investment in development.
· Cash flow constraints are severe and this limits the developmental potential of all departments.
· At times role demands exceed personal capacity.
· Because the Cathedral has experienced 15 years without significant change or development, there is scepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
· Because the Cathedral has experienced 15 years without significant change or development, there is scepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
· There is concern about changes and redundancies following the organizational and staffing review.
· There is ongoing distrust between departments and poor communication.
· Because the Cathedral has experienced 15 years without significant change or development, there is scepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
· The Cathedral is experiencing personnel change is several key management roles, both in worship and commerce.
· A recent staff review revealed concern about the joint issues of reward and recognition.
· The Cathedral is experiencing personnel change is several key management roles, both in worship and commerce.
· Cash flow constraints are severe and this limits the developmental potential of all departments.
· Cash flow constraints are severe and this limits the developmental potential of all departments.
· Cash flow constraints are severe and this limits the developmental potential of all departments.
· At times role demands exceed personal capacity.

Weaknesses/Threats

Weaknesses
1. Because of financial constraints the Cathedral building and other areas of the site have had low levels of maintenance for a considerable period of time. The current backlog in repairs is estimated to be in the region of two million pounds.
2. Unlike other cathedrals, Chester has not sought external funding for developmental work on the building. The required developmental work is expected to be in the region of three million pounds.
3. The number of visitors grew between 2012 and 2016 primarily because the entrance free, introduced in 2008, was abolished. Since 2016 number have plateaued, although average giving per person has marginally increased. 
4. Trip Advisor reviews are generally very positive, but some people object to the fact that they are asked to donate. The poor state of the toilets are also regularly mentioned.
5. Many members of staff have been at the cathedral for a long time and have taken on a variety of jobs. Roles have therefore become overly complex and skill sets do not necessarily match professional expectations.
6. The volunteers, whilst providing a valuable service, are at times difficult to manage and do not always perform to the standards that might be expected. 
7. Whilst the number of worshippers has been stable for the past ten years, the Cathedral offers a largely monotone diet of traditional that appeals to a small minority of the population but would not be helpful to many others. 
8. The cost of worship is significant and far exceeds the contributions of worshippers. Maintaining the current provision consumes almost all revenue generated from other sources.
9. The Choir has a national reputation for excellence. However, other styles of music are not welcomed or offered by the current team.
10. The Cathedral is beginning to experiment with alternative styles of worship to attract different demographics, but at present this only equates to one service a month.
11. Whilst the Cathedral supports the arts through both large and small-scale displays, it has been ineffective in generating sufficient income from visitors to cover the cost of those displays.
12. In 2017 and 2018 the Cathedral agreed a deficit budget which was paid for from historic reserves. Costs are currently being cut in some areas to balance the budget for 2019.
13. Whilst the Cathedral is regarded as being broadly financially sound, it is asset rich and cash poor. The historic assets, which are mainly property, cannot be sold because of the covenants that are held.
14. Whilst the cathedral has made significant progress in developing appropriate processes and practices, including Health and safety and safeguarding, it has come with a cost. Safeguarding requirements, for example, have required the appointment of an additional part-time person.

Threats
1. Cash-flow constraints are severe and this limits the developmental potential of all departments.
2. At time role demands exceed personal capacity. Some issues are therefore not addressed or inadequately addressed.
3. The Cathedral is experiencing personnel change in several key management roles, both in worship and commerce.
4. Cash-flow constraints are severe and this limits the developmental potential of all departments.
5. There is concern about changes and redundancies following the organizational and staffing review.
6. There is on-going distrust between departments and poor communication.
7. The Cathedral is experiencing personnel change in several key management roles, both in worship and commerce.
8. Because the Cathedral has experienced 15 years without significant change or development, there is scepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
9. Because the Cathedral has experienced 15 years without significant change or development, there is scepticism about and resilience to change in all forms and fear about the changes that may happen as a result of new management.
10. The Cathedral is experiencing personnel change in several key management roles, both in worship and commerce.
11. Cash-flow constraints are severe and this limits the developmental potential of all departments.
12. There is concern about changes and redundancies following the organizational and staffing review.
13. Cash-flow constraints are severe and this limits the developmental potential of all departments.
14. The Cathedral is experiencing personnel change in several key management roles, both in worship and commerce.




















Appendix 12: Bowman’s Strategy Clock
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Available from: https://www.google.com/search?q=bowmans+strategy+clock&client=safari&rls=en&tbm=isch&source=iu&ictx=1&fir=uWOy7ap7tFMUpM%253A%252CUFNsNyOzg_k2M%252C_&usg=AFrqEzdQ9ReEhIfRbYfaEkFHhNwoG36srQ&sa=X&ved=2ahUKEwjp4sXV9tLcAhVJKMAKHSleAy8Q9QEwAnoECAUQBA#imgrc=k9i842aFI2Br3M:/ [Accessed 4 August 2018].






Appendix 13: The Ansoff Growth Matrix
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Available from: http://teeanthony.blogspot.com/2010/06/ansoff-matrix-tool-for-analyzing-growth.html [Accessed 4 August 2018].








Appendix 14: Change Kaleidoscope
This model has an outer and inner ring. The outer ring shows contextual features such as time, scope, preservation, and diversity, which should be analysed in order to select appropriate options for implementation.  The inner ring shows design or implementing choices, which can be used to facilitate the change, such as ‘change path’, ‘change start point’, or ‘change style’. 

[image: ]
Available from: https://www.mbaknol.com/modern-management-concepts/change-kaleidoscope/ [Accessed 4 August 2018].






Appendix 15: Eight Step Change Model

[image: ]
Available from: https://www.researchgate.net/figure/Kotters-8-Step-Change-Model-Kotter-1996-2013_fig7_306480464 [Accessed 4 August 2018].










Appendix 16: Harvard Model of HRM

The Harvard Model offered by Beer et al (1984) has six components:
· Situation factors;
· Stakeholder interests;
· HRM policy choices;
· HR outcomes
· Long-term consequences;
· A feedback loop through which the output flows through the organisation an to stakeholders.

[image: ]
Available from: http://paulooliveiramartins1967.blogspot.com/2012/11/unit-1-harvard-model.html [Accessed 4 August 2018].
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