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For a considerable time now there have been discussions amongst the All Hallows Leadership Team (and 
more recently amongst the Truro Leadership Team) about the timing of our services; considering how we 
best support and grow our ministry amongst families, children and young people. This was a topic we also 
discussed at our last PCC meeting. 
Since the last PCC we have been developing a proposal as a way to move forward in changing our service 
times and developing the leadership of our congregations. This proposal has been discussed and agreed by 
both the All Hallows and the Truro Leadership Team.
We are asking the PCC to consider the following proposal and if the PCC support this proposal, we would 
implement the change on Sunday October 27th (the end of half term). 
We wish to make clear that in making this proposal we have been at pains to listen carefully and we 
(Wardens, Vicar and Strategic Operations Manager) have all been involved in shaping this recommendation.

Recommendation.
1. First let us say a word about leadership and Marc’s role. Since our last curate left Marc has been trying to 

provide leadership to both the Truro and All Hallows congregations. In addition to his other duties, he has 
had a challenging workload. 
We are committed to each congregation having clear leadership which provides direction, vision, care 
and support to the congregation.
Our proposal is that Marc continues to provide overall leadership for our church family and 
congregations, giving oversight and guidance. For the sake of unity and clarity of direction we want Marc 
to continue to lead our preaching team and teaching ministry. We want Marc to be able to preach in each 
of our congregations and to be able to exercise his ministry across all our congregations. Each 
congregation has an expectation to receive Marc's ministry and a right to expect that.
However, we think it is not right for Marc to be expected to continue providing the immediate, day to day, 
on the ground leadership of each of our congregations. We believe that splits his attention in too many 
different directions (with his other ministry commitments) and doesn’t allow the focus that is required to 
care for and grow each individual congregation.
So, we would like to ask Marc to mentor, train, support and guide individuals asked to take on the task of 
everyday leadership, focused on each congregation. To that end we would like Marc to train, oversee and 
guide Will Harwood in being the immediate point of leadership for the Truro congregation and Steve 
Murray to be the immediate point of leadership for the All Hallows congregation.
Under Marc’s training and guidance, they would be able to develop their skills as leaders and each would 
be able to focus specifically on growing the work of ‘their’ congregation. We believe this would be a great 
training opportunity that would be a great help and benefit to them as they grow in their roles and build 
them for their future ministry.
We have spoken to both Will and Steve about this possibility and they are enormously excited about the 
opportunity, both for their own growth and also the growth of the congregations.
We believe that under Marc’s leadership, working alongside both Steve and Will, their enthusiastic and 
focused direction, each congregation would have more attention given to it and see significant benefits.
We want to be clear. Marc would still continue his involvement in the different congregations, being the 
lead teacher in both congregations, presiding at Holy Communion and providing overall leadership for the 
whole church.
This change would involve Steve starting to step up to the ‘Associate Minister’ part of his role. Steve 
would still have a focus on families, children and young people, because that is precisely the area we 
want Steve to grow at All Hallows.



We would also need to support Steve in this change, providing more resources. The PCC have 
previously agreed the appointment of a youth intern and this post has now been filled for September. 
Also with the support of Emma Batten (staff team volunteer for youth, one day a week) and Will’s arrival 
(Will has considerable experience with children’s and young people’s work) we can provide Steve with 
the support he needs to take on this new role. In fact we believe Steve and the All Hallows congregation 
would flourish given this focus.
We are aware that this proposal could only work for the next few years as Will’s training is only for a short 
time. Succession planning is always important and we should now begin work on a ‘succession plan’ that 
we can agree and work towards. 

2. Alongside this new leadership model, we have given consideration to the structure, life and the timing of 
both congregations. We genuinely want families and young people to be our focus in all our decisions at 
the moment. So with that in mind we want to restructure the format and timing of our services to be more 
attractive to young families:

a. We want to change the whole dynamic or ‘vibe’ of the first part of our gathering. We would like to 
take a leaf out of the ‘feel' of Stay and Play and invite people to arrive at church for informal 
friendship, conversation and fellowship. We imagine having an area for children to play in and 
activities for them to engage with. During this first part of our time there would be refreshments, 
light snacks and, on occasion, breakfasts. Adults would be able to talk together, catch up at the end  
(or start) of the week, share life and get to know each other, supporting one another. The internal 
development at All Hallows with the new kitchen area and welcome area would aid this at All 
Hallows. We can imagine an informal buzz as people talk together over coffee. There would be 
background music and new people would arrive into a more vibrant atmosphere, receiving a great 
welcome, children directed to activities they can instantly get involved with.

b. We imagine this would lead into 20 minutes of sung worship, prayer and all age interaction. This 
would be relaxed, open and informal. 

c. This would be followed by teaching that each week has a clear focus on greater times of applying 
the truths of God’s word and responding to it. This might be more informal than we are used to, 
involving times of discussion, Q&A, reflection, meditation or personal response. 

The feel of the whole gathering would be more modern and contemporary, less formal with a greater flow 
and freedom. One of the advantages in starting with the time of refreshments and chat at All Hallows is 
that it feels much more familiar to any who might have come from Stay and Play.
The timing of these three parts for the two services would be:

Truro All Hallows
9:00 10:00 Welcome, conversation, children’s activities and refreshments
9:30 10:30 Corporate Worship
9:50 10:50 Teaching and Time of Response
10:20 11:20 End

These timings mean people can be away from All Hallows at 11:20, significantly earlier than at the 
moment. It also enables Marc to be the point of unity, teaching at both sites on a Sunday when required.
To make this change to the ‘feel’ and style’ of our service will require more effort than we realise, we 
should not under estimate that. We will need to clearly take time to explain why we are making this 
change.
We want to ask the bell ringers at All Hallows to ring before the service, i.e. in the time running up to the 
gathering, most likely finishing by 9:45am.



Concluding Reflections.

We appreciate this is a comprise.
Reflected in this recommendation are many of the different concerns raised along the way over the last few 
years by congregation members and leadership team members. We hope you recognise this is a real, 
genuine and serious attempt to engage with those concerns properly and at a deep level.
We think this new way of working might be helpfully supported by a change in how our leadership teams are 
structured. This needs further consideration.
We are aware that the speed of change (aiming for an October start at the end of half term) will feel too slow 
for some. If this proposal is accepted, moving the time of the services needs to be done carefully and in a 
strategically planned way.  We would need to take the current congregations with us and not all of them 
would embrace the change.
Planning for this move gives us an opportunity to promote the change of the service style and get everyone 
on board with where we are heading. We have well over 300 children and young people who we are in 
regular contact with and who we can tell about our changes. We don’t get the opportunity to ‘relaunch’ in this 
way very often, so we want to make the most of it. It would be a great opportunity to encourage people to 
come and see what we're doing.
We should not underestimate the commitment that will be needed in changing the culture of our gatherings, 
particularly at All Hallows. It would take our concerted communication, leadership and commitment. This is a 
journey we hope we can approach together, united and seeking to have real fun in implementing these 
changes.
We believe this way of working has a good chance of succeeding in achieving the outcome we all desire.


