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SUMMARY
The Norwich Diocesan Association of Ringers (NDAR) embarked on a series of three group
discussions (‘workshops’) aimed at identifying potential improvements to the Association and
establishing a ‘Vision for the Future’.
Detailed reports from each of the three workshops are available separately (Refs. A – C). This
report is the final “Report to Standing Committee” from that process and includes: an
overview of the ‘Vision 150’ process; a summary of the aims of, and conclusions from, each of
the workshops; and the final conclusions and detailed recommendations following from this
work.
Having considered in detail the question “Is NDAR currently fit for purpose?” the Vision 150
process has:


concluded that “the challenge currently facing NDAR” is: What if we become unable
to staff the Association’s administration? (i.e. resulting in NDAR becoming nonviable as a functional organisation).



identified a number of changes that NDAR could make to improve both its fitness to
operate as a functional Association, and its ability to fulfil a purpose that is relevant
and meaningful to members in terms of “the challenges currently facing ringing”



concluded that – with: a will; commitment; some planning; some teamwork; and a
focus on achieving specific objectives – all of the changes we might currently choose
to make are realistic and achievable within a few years

Therefore, in summary, our ‘Vision for the Future’ is:
By the 4th April 2027 (i.e. the 150th Anniversary of the NDAR’s founding), we might
reasonably imagine:
 An NDAR that has put behind it the issues that were affecting its fitness to
operate as functional organisation
 An NDAR that is better able to provide support to its members, particularly
with regard to “the challenges currently facing ringing”
 An NDAR that has moved beyond the changes considered as part of the
Vision 150 process and is established in a state of continuous improvement
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INTRODUCTION: VISION 150
Background
NDAR is one of many ‘territorial societies’ affiliated to the Central Council of Church Bell
Ringers (CCCBR) and, like most of these societies, has a long history and proud heritage.
However, there is a long-standing view across the ringing community that these ‘traditional’
organisations have been struggling to keep pace with the changes in wider society, and the
CCCBR has recently encouraged all the regional societies to “reflect honestly on how effectively
they are dealing with the challenges [currently] faced by ringing”.
It is not surprising then, that for some time there has been a view amongst many NDAR
members that their Association is ‘not fit for purpose in the 21st Century’. Therefore, as a way
of reflecting honestly on its current effectiveness, an Action was placed at NDAR’s Annual
General Meeting (AGM) on 28th August 2021 to develop a ‘Vision for the Future’.
Typically, work to develop a ‘Vision for the Future’ aims to foresee a situation in roughly five
years time, so NDAR has chosen the date of April 4th 2027 as the focus for its Vision, this date
being the 150th anniversary of the founding of NDAR – hence the project’s name “Vision 150”.

Process
[Fig. 1] The process to develop NDAR’s ‘Vision for the Future’ involved a series of three halfday group discussions (‘workshops’) arranged to systematically work through all aspects of
the Association and explore a wide range of ideas and suggestions for improvement, in order
to arrive at a realistic and achievable Vision.

Fig. 1: Vision 150 Process
Detailed ‘Interim’ reports have been compiled for each of the three workshops (Refs. A, B and
C). This report is the final “Report to Standing Committee” and includes a brief summary of
the workshops with the final conclusions and detailed recommendations following from this
work.
NOTE: It was not intended that any changes would be made to NDAR as part of this process, it is
expected that the Association will decide subsequently how far and how fast (if at all) to move towards
its ‘Vision for the Future’.
NDAR Vision 150 – Final Report
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WORKSHOPS SUMMARY
Workshop 1: The Current Situation
Workshop 1: ‘THE CURRENT SITUATION’ (Ref. A) aimed to establish a common, detailed,
understanding of where we are today, including identifying current strengths and weaknesses.
In summary, the main conclusions from the first workshop were:
1. NDAR currently lacks a clear and concise purpose that is both relevant to the
‘challenges currently facing ringing’ (especially the current need for a focus on
recruitment, training and development) and emphasises its role in providing a
‘support network’ to a ringing ‘community’
2. NDAR is currently struggling to staff a complicated organisational structure and
the administration is mired in a complex framework of rules
3. NDAR currently lacks effective communication processes. Current processes are
not capable of facilitating an Association-wide ‘support network’, and are not
effective at external promotion

Workshop 2: What If …?
Workshop 2: ‘WHAT IF …?’ (Ref. B) moved on from an understanding of the current situation
to explore changes we might make within NDAR and consider the impact of changes that are
outside of our control, identifying opportunities available to us and potential threats.
In summary, the main conclusions from the second workshop were:
1. In general, factors external to NDAR present us with more opportunities than
threats, and a number of opportunities exist in the key areas of: Engagement
(internal communications); Recruitment (external communications); and
Educating People in the Art & Science of Bellringing
2. There are a number, and a wide range, of options for change available to us.
These can be summarised as followed:


Those that would appear to provide clear benefit whilst presenting low
risk, and so appear to be obvious candidates for further work



Those that are currently either not necessary, not workable, or not
worthwhile, and so are not worth pursuing



Those that should provide some benefit but would need more work to
define, and/or are not an immediate priority, and/or present some risks
that will need to be managed

Workshop 3: A Vision for 2027
Workshop 3: ‘A VISION FOR 2027’ (Ref. C) aimed to distil the conclusions from the previous
workshops into a realistic and achievable ‘Vision for the Future’ that best; builds on our
strengths, addresses our weaknesses, develops opportunities and mitigates threats to us.
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In summary, the main conclusions from the third workshop were:
1. If we do nothing to address “the challenges currently facing NDAR” then the
Association’s ability to operate will only deteriorate and the Association may even
become non-viable as a functional organisation
2. Some of the changes recommended involve an element of risk, and we have
discussed the specific risk that some members may be uncomfortable with some
of the detail. We have concluded that there are steps we can take to allay
members’ concerns (and to mitigate the other risks), but – if we are to address
the risk that NDAR becomes non-viable as a functional organisation – we cannot
avoid the pressing need to make necessary changes
3. The work involved in implementing a number of changes may not be easy, but we
have concluded that – with: a will; commitment; some planning; some teamwork;
and a focus on achieving specific objectives – all of the improvements we might
currently choose to make are achievable within a few years

Workshops Attendance and the ‘Legitimacy’ of Vision 150
In planning the Vision 150 Workshops the following was considered with regard to
attendance:






One of the key ‘weaknesses’ discussed during the Vision 150 workshops was a ‘lack of
engagement’ with the membership. In planning the workshops a relatively low level
of engagement was expected and attendance at each workshop was anticipated to be
between 10 and 20 members (noting that attendance at the latest AGM was 22
members)
To help demonstrate ‘legitimacy’ of the process, an aim was to obtain representation
from each of the four Branches. Therefore, venues reasonably central to our
‘territory’ were considered and – on the basis of costs – a venue in Gressenhall was
hired
To test concerns that effort to support improvement work may not be available
beyond those currently serving as Officers, another aim was to try engage ‘others’ (i.e.
non-Officers) in the work. Therefore, detail regarding each of the workshops was
distributed at least four weeks prior to each event via the ‘NDARingers’ email
distribution and the NDAR Facebook page

In practice [detail at Annex A refers]:





A total of 22 members attended at least one workshop, and the average attendance
was 16 members (i.e. in line with expectation)
Representation from each of the Branches ranged (in total) between 1 member and
11 members. It is interesting to note that these extremes correlate (indirectly) with
the current Branch staffing situation, but this correlation has not been considered in
detail and it is not clear what conclusion (if any) NDAR might draw from it
More ‘non-Officers’ attended than Officers. This should be expected (there are far
more ‘non-Officers’ than Officers), but is important to recognise the efforts of ‘nonOfficers’ here as part allaying concerns that effort to implement changes may only be
available from those prepared to serve as Officers
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Restrictions regarding the ongoing Covid-19 pandemic were in place, and varied,
throughout the Vision 150 process. These had little practical effect on the workshop
activities, but – from comments/apologies received – attendance would likely have
been one or two higher at each workshop if not for Covid-19 (particularly at Workshop
2, when restrictions were tighter than at the times of the other workshops)
Attendance was sustained throughout the process (attendance at Workshop 3 was
the highest). This gives some confidence that reasonable effort to support
improvement activities is available within the Association, that it can be engaged, and
that it can be sustained long enough to complete specific objectives

In summary: As the overall attendance represents only about 3% of the total membership, it
is reasonable to question the ‘legitimacy’ of the Vision 150 process. However, in the context
of: a general ‘lack of engagement’ with members; ongoing pandemic concerns/restrictions;
comparable levels of support for an AGM; and – perhaps most importantly – the fact that
(while we do nothing) our ability to staff such work is unlikely to improve, it is reasonable
conclude that: this level of ‘legitimacy’ is about as much as NDAR is currently capable of
generating and, while we do nothing, is unlikely to improve.

Workshops Costs
A budget of £150 was agreed for the Vision 150 workshops (NDAR Standing Committee
Minutes, 3rd September 2021, refer).
Of this budget, a total of £126.86 was spent, this breaks down as follows:

Room Hire

£72.00

Stationery

£34.76

Refreshments

£20.10

TOTAL

£126.86

CONCLUSIONS
The Challenges Currently Facing NDAR
The Vision 150 process had, as its starting point, the question “Is NDAR currently fit for
purpose?” From this, and early in the process, we recognised that a key part of the
Association’s “purpose” needed to be supporting members in meeting “the challenges
currently facing ringing” (especially: recruitment, and training/development). Therefore,
many of the options for change recommended below are aimed at focussing NDAR on this
“purpose”.
Not surprisingly, all members understand this “purpose” and feel the pressing need for
changes in this regard. However, there is the possibility that – if NDAR focusses only on
improvements aimed at evolving its “purpose” – then it risks overlooking the question of its
“fitness” (i.e. the Association’s ability to serve any purpose).
NDAR Vision 150 – Final Report
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Therefore, we need to clearly differentiate between “the challenges currently facing ringing”
and “the challenges currently facing NDAR”.
From the discussions during the workshops it appears that the biggest threat currently facing
NDAR is: What if we become unable to staff the Association’s administration? (i.e. resulting
in NDAR becoming non-viable as a credible organisation). Therefore, the options for change
recommended below that help mitigate this particular risk should not be overlooked.

A Strategy
Having come to the conclusion (above) that “the challenges currently facing ringing” are not
the same as “the challenges currently facing NDAR” and, therefore, recognising the need to
address both, NDAR should consider adopting a strategy (i.e. a set of basic principles that help
guide decision making) that ties these challenges together. For example [Fig. 2 refers]:

Fig. 2: A Strategy (Detail)
1. EVOLVE the administration of the Association away from its traditional modus
operandi based on ‘Committees’, ‘Sub-Committees’ and mandated schedules of
meetings, and towards focussing effort on specific improvement objectives and
teamwork. We have seen how members are more likely to ENGAGE with objective
teamwork and how this tends to generate more productive output
2. Use some of those engaged in the objective teamwork to deliver SUPPORT that is
relevant to members in terms of addressing “the challenges currently facing ringing”
3. It is reasonable to expect that, if members start to experience more direct benefit
(SUPPORT) from the Association, then more members will look to ENGAGE with the
Association and the pool of ‘active’ members will tend to grow
4. Use some of those engaged in objective teamwork to further EVOLVE the Association
by simplifying its administration (e.g. the Rules, the finances … etc.) where possible.
NDAR Vision 150 – Final Report
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This is as much about making the administration appear less onerous as about making
the administration actually less onerous. Then: it is the growing pool of active
members, combined with administration that appears to be (and is) less onerous, that
should improve NDAR’s ability to recruit (and retain) essential staff, thereby
addressing “the challenges currently facing NDAR”
Note: The above should be understood as an iterative cycle of continuous improvement

Therefore [Fig. 3 refers]: The basic principles of this strategy are: EVOLVE, ENGAGE and
SUPPORT. It is these principles that link the work to address “the challenges currently facing
ringing” with the work to address “the challenges currently facing NDAR”. Neither of these
three principles should be overlooked, and as they are inter-dependent they should (as far as
practicable) be addressed concurrently.

Fig. 3: A Strategy (Illustrative)
A Vision for 2027
Having considered in detail the question “Is NDAR currently fit for purpose?”, the Vision 150
process has identified a number of changes that NDAR could make to improve both its fitness
to operate as a functional Association, and its ability to fulfil a purpose that is relevant and
meaningful to members in terms of “the challenges currently facing ringing”.
Furthermore, we have concluded that – with: some planning; some teamwork; and a focus on
achieving specific objectives – all of the options for change we might currently choose to make
are realistic and achievable within a few years.
Therefore, by the 4th April 2027 (i.e. the 150th Anniversary of the NDAR’s founding), we might
reasonably imagine:


An NDAR that has put behind it the issues that were affecting its fitness to operate as
functional Association, for example:
o It has moved away from its traditional modus operandi based on ‘Committees’
and ‘Sub-Committees’ and a focus on schedules of meetings, and now
operates using an appropriate number of teams, each focussed on achieving
specific objectives
o It has rationalised both its financial arrangements and its framework of
governing Rules, and has aligned its Rules with its current reality

NDAR Vision 150 – Final Report

Page 9

o

It has established direct (internal) communications with all of its members, is
actively engaged (in one way or another) with the majority of its members,
and – when necessary – is able to recruit volunteer staff from a growing pool
of ‘active’ members



An NDAR that is better able to provide support to its members, particularly with
regard to “the challenges currently facing ringing”, for example:
o It has established better (external) communications with the wider
community, and is actively generating awareness and interest in ringing
o When requested, it is able to guide and assist members with their recruitment
activities
o It has both:
 a detailed understanding of members’ ringing abilities, their
aspirations and (therefore) their training and development needs,
and
 a detailed understanding of where/when opportunities exist for
practice at certain levels and the range of available ‘bespoke’ training
events
o and so, where appropriate and when requested, it is able to support
members’ training and development by: (where possible) directing available
‘helpers’ towards their practices; (and/or) guiding them to other suitable
opportunities; (and/or) co-ordinating/targeting the provision of ‘bespoke’
training events



An NDAR that has moved beyond the changes considered as part of the Vision 150
project and is established in a state of continuous improvement

RECOMMENDATIONS
Notes:
i. The “priorities” given in the following headings represent the relative strengths of the recommendations
rather than suggesting any chronological plan (i.e. “Priority 1” recommendations are made more strongly
than “Priority 2” recommendations … etc.)
ii. The recommendations within each priority are arranged (e.g. 1.1 … 1.2 … etc.) to correlate with the order
they were discussed as ‘options’ during Workshop 2 [Ref. B refers] and, as above, no chronological plan is
suggested

Priority 1: Essential Evolution of the Association’s MO
If NDAR is to be fit for any purpose, and establish a means of ‘continuous improvement’ in
order to remain fit over time, then it is strongly recommended that that the Association
evolve away from its traditional modus operandi (MO) based on ‘Committees’, ‘SubCommittees’ and mandated schedules of meetings, by:

NDAR Vision 150 – Final Report
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1.1.

Driving specific objectives and teamworking into NDAR’s administration to create a
more active/dynamic Association
Note: At Workshop 2 this was considered to be a “Take It” and “Medium Risk” option, the
“Medium Risks” here being that “people do not like change” and “any objectives would have to
be realistic and achievable”. During Workshop 3 we considered the risk that “some members
may not like such changes” compared to the risks “if we do nothing” and concluded that – on
balance – we have to make such changes. During Workshop 3 we also concluded that none of
the options we considered implementing were either unrealistic or unachievable.

1.2.

Revising the format of the AGM to include a review and development of the
Association’s current strategy and (annual?) objectives
Note: At Workshop 2 this was considered to be a “Take It” and “Low Risk” option.

1.3.

Defining a clear and concise “Purpose” for the Association and using this consistently
as part of its ‘brand’
Note: At Workshop 2 this was considered to be a “Take It” and “Medium Risk” option, the
“Medium Risk” here being that “there will be many opinions on the detail of this, so the answer
will only ever be a reasonable compromise”. Perhaps not surprisingly then, further discussion
during Workshop 3 resulted in “many opinions” and came only to the conclusion that “the fewer
words the fewer the opinions”. As a reminder of why we need to resolve this impasse and “Take
It”:
 Those involved in managing the Association need to understand the “purpose” driving
the decisions they make
 Local ringers need to understand a “purpose” for joining NDAR
 Members need to understand what they might reasonably expect from the Association
 The other (including non-ringing) organisations that NDAR works with need to
understand why they should engage with the Association

Priority 2: “Reasonable and Proper” Changes to the Association’s Governance
The Association seems to struggle to make changes to its governing rules and processes, in
part because of concern about what such changes might mean for its continued ‘charitable
status’. However, Charity Commission guidance makes it clear that they expect all charitable
organisations to make “reasonable and proper” changes to their governing detail from time
to time (especially – presumably – where charitable organisations are unable to comply with
their own Rules!). Therefore, if NDAR is to remain credible as a functional organisation, then
it is recommended that the Association:
2.1.

De-regulate the Branches (i.e. allow Branches to appoint Officers and hold meetings
as they see fit and/or are able, rather than mandating Officers and meetings on them,
whilst continuing to provide the Branches with the opportunity for representation at
‘central’ level)
Note: At Workshop 2 this was considered to be a “Take It/Leave It” and “Medium Risk” option.
The “Take It/Leave It” reflecting the fact that this was considered to be “a compromise solution
and less than ideal”, while the “Medium Risk” resulted from an expectation that “some members
may not like it”. However: If NDAR is to remain credible as an organisation then we concluded
that the Association needs to address the discrepancy between the current Rules and the current
reality, and Workshop 2 concluded that this compromise was the best available option; also,
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during Workshop 3 we considered the risk that “some members may not like such changes”
compared to the risks “if we do nothing” and concluded that – on balance – we have to make
such changes.

2.2.

Rationalise the Rules
Note: At Workshop 2 this was considered to be a “Take It” and “Medium Risk” option, the
“Medium Risk” here reflecting a concern that “some may be uncomfortable with the idea of
changing rules that have served us well in the past”. However, during Workshop 3 we considered
the risk that “some members may not like such changes” compared to the risks “if we do
nothing” and concluded that – on balance – we have to make such changes.

2.3.

Establish a central Register of voting members’ details for general administrative
purposes, and as a precursor to moving away from ‘cascade’ communications and
engaging directly with individual members
Note: At Workshop 2 this was considered to be a “Take It” and “Low Risk” option.

2.4.

Simplify the process for election of members by moving to a two-step process
whereby:
o ringers who are formally proposed and seconded join NDAR initially as
“Associate” members, subject to …
o … their “Full” membership being ‘ratified’ (or not!) at the next AGM
Note: At Workshop 2 this was considered to be a “Take It” and “Low Risk” option.

Priority 3: Realistic, Achievable and Low Risk Improvements
The majority of options discussed during Workshop 2 were considered to be clear “Take It”
improvements with “Low Risk”. Furthermore, Workshop 3 concluded that they are all realistic
and achievable. Collectively, these changes would transform NDAR’s ability to support its
members. Therefore, it is recommended that the Association:
Note: Unless shown otherwise, during Workshop 2 the following were all considered to be “Take It” and
“Low Risk” options.

3.1.

Move away from automatically providing members with costly hard-copy Annual
Reports to providing subscribed members with soft-copy Annual Reports, keeping
hard-copy Annual Reports available on request and at an additional cost (per copy).
Note: At Workshop 2 this was considered to be a “Medium Risk” option, the risk reflecting a
concern that “some members may not like it”. However, during Workshop 3 we considered the
risk that “some members may not like such changes” compared to the risks “if we do nothing”
and concluded that – on balance – we have to make such changes. Furthermore, it is understood
that the Standing Committee has already initiated investigation into the details of such a scheme.

3.2.

Establish an Internal Communications Officer/Team with a focus on promoting
engagement with members
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3.3.

Establish a regular (Quarterly?) central newsletter and distribute this direct to
members
Notes: At Workshop 2 this was considered to be a “Take It/Leave It” option, the ambivalence
reflecting a view that this “is not currently a priority”. However, considering:
 the Strategy discussed earlier in this report and the fundamental need to ENGAGE
members as part of such a Strategy
 any central newsletter need not be elaborate or issued too frequently
 establishing a central newsletter lessens the need to evolve the content/format of the
Annual Report (the Note at Recommendation 5.1 below refers)
it is suggested that the benefits of this change far outweigh the effort involved and, therefore,
we should “Take It” sooner rather than later (recognising that the ‘direct distribution’
recommended here implies a dependency on Recommendation 2.3 above).

3.4.

Provide new members, on joining, with a ‘pack’ of information about the Association

3.5.

Use ‘branded’ merchandise to promote a ‘sense of belonging’ and ‘team spirit’

3.6.

Define critical posts and actively advertise staff vacancies

3.7.

Establish an External Communications Officer/Team,
promoting/supporting recruitment activities

3.8.

Determine, define and clearly communicate to members (and subscribers to the
Parish Affiliation Scheme) the limits of NDAR’s practical (i.e. non-financial) capabilities
with regard to supporting work on bell installations

3.9.

TRAINING DEMAND: Establish a mechanism for engaging directly with members
regarding individual training/development needs

with

a

focus

on

3.10. TRAINING SUPPLY: Establish a mechanism for targeting and co-ordinating
training/development opportunities
3.11. Improve communications regarding the Parish Affiliation Scheme
3.12. Actively encourage change ringing on handbells
3.13. Monitor the work of the new Diocese of Norwich Church Buildings Commission and
engage with this Commission as/when appropriate through the Association’s Bells
Advisor to the Diocese

Priority 4: More Complicated and/or Less Urgent Improvements
The following changes are recommended, but their implementation need not take
precedence over any of the above (for the reasons given in the accompanying notes). It is
recommended that the Association:
4.1.

Simplify the administration of NDAR’s finances by consolidating (as far as practicable)
its Charities structure
Note: At Workshop 2 this was considered to be a “Take It/Leave It” option on the basis that
“there were doubts about how much benefit this would actually bring”. It is suggested that
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these “doubts” related to the potential benefit only from the perspective of those actually doing
the Association’s administration, whereas – in the context of the biggest threat currently facing
NDAR being difficulty in attracting staff – we should not overlook the benefit of such a change in
making the Association’s administration appear less onerous to those not currently involved in it.
However, it is accepted that the work involved in implementing such a change should not be
underestimated and therefore, from a cost (effort)/benefit point of view, this improvement need
not take precedence over changes discussed above.

4.2.

Actively Promote compliance with Regulatory requirements (e.g. Safeguarding,
Health & Safety, Data Protection … etc. as an aid to recruitment
Note: At Workshop 2 this was considered to be a “Take It” and “Medium Risk” option. It was
clear that NDAR could (and, therefore, should) do more to drive improvements in these areas,
but the “Medium Risk” arises from the fact that these (unavoidable) regulatory requirements are
“often controversial” and so “work will always be required to bring people along with any
changes”. Furthermore, it is understood that the Church of England is in the process of “beefing
up” its policies with regard to Safeguarding, and that this will shortly drive specific requirements
on all ringers. Therefore, NDAR should probably await the Safeguarding changes driven by the
Church of England before embarking on any changes itself.

Priority 5: Opportunities that NDAR should Continue to Bear in Mind
The following recommendations do not involve any immediate/specific changes, but reflect
opportunities discussed during the workshops which should remain available and, therefore,
should not be forgotten. It is recommended that:
5.1.

As part of driving engagement with members, the Association should continue to
evolve the format/content of the Annual Report as/when appropriate
Note: At Workshop 2 this was considered to be a “Take It/Leave It” and “Medium Risk” option.
The “Take It/Leave it” ambivalence reflected a (reasonable) view that establishing a regular
central newsletter had a bigger role to play in driving engagement with members
(Recommendation 3.3 above refers). The “Medium Risk” reflected a concern that “some
members may not like it”. However, during Workshop 3 we considered the risk that “some
members may not like such changes” compared to the risks “if we do nothing” and concluded
that – as/when appropriate – we have to make such changes.

5.2.

The Association remain pragmatic about the option to charge for specific
training/development activities
Note: At Workshop 2 this was considered to be a “Take It/Leave It” and “High Risk” option. The
“Take It/Leave it” ambivalence resulted from the fact that a lack of finances is not currently an
issue for the Association. The “High Risk” arises from the fact that the provision of training “freeof-charge” is a traditional part of ringing culture, and many still feel strongly about protecting
this traditional principle. However, there are many social and economic factors that have been
gradually moving the wider ringing community towards more pragmatic solutions, plenty of
precedent has already been set, and we should expect that the concept of ‘charging’ for
training/development will become increasingly commonplace and acceptable.
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ANNEX A: WORKSHOP ATTENDANCE DATA
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