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Dean’s Review of the Year for the 2020 Annual Report and Accounts 

 
ACHIEVEMENTS AND PERFORMANCE 

How, on earth, might one frame a review of this exceptionally challenging year?  

The Dean’s Review is written as the home nations approach the beginning of the end of a third national lockdown 
and during the largest vaccination roll-out in the UK since the end of the Second World War. It is tempting, 
therefore, to give COVID-19, the pandemic and its terrible impacts, the last word on 2020.  

In electing not to do so, in not giving COVID 19 the last or framing word on 2020, it is nevertheless right and 
proper (even in a financial document with a clear accounting purpose) to recall the deaths of over 100,000 people 
in the UK – and the deaths of many millions within the human family, each one precious in the sight of friends and 
family members. We remember the human numbers: the livelihoods upturned, the lives lost.   

Each day at the Minster, as a vulnerable community of pilgrims, we have turned to face into these realities in 
prayer: through support and intercession for others, in solidarity with the grieving and in lament before the living 
God for all that has been lost. We seek not to look away, but to keep both eyes open; to embrace not only the 
financial, but also the intensely human, numbers involved: seeing each person as precious, embraced by the love 
and future of Christ, who wept at the death of his friend. I will not, however, seek to give COVID-19 the final word 
or allow the pandemic to frame or define our perspective on 2020: for there have been too many signs of 
wisdom, courage and loving human service in 2020 to do so. To misquote a former Bishop of Durham: “even 
COVID cannot keep a good God, or the goodness of human beings, down!”  

So where to begin? And how to frame this past year? 

The floods of February 2020, and the ensuing near total loss of visitor income suffered by York-based visitor 
attractions, turned out to provide early preparation – a rather moist ‘dry run’ as it turned out - for all that was to 
befall us in March 2020 and the days after the first National Lockdown.  

Working closely with the Association of Leading Visitor Attractions (ALVA) members of the Minster’s executive 
team had already begun to model the potential financial impacts of a number of future scenarios on the Minster’s 
business model when COVID-19 struck and lockdown was imposed. After lockdown, therefore, we were in a good 
position to refocus and redirect our revenue modelling exercise to deliver a number of possible future revenue-
stream scenarios, based on assumptions stress-tested with ALVA and with key sector peers (we have three ‘peer 
Cathedrals’ in England: Canterbury, St Paul’s and Westminster Abbey).   

Our revenue modelling exercise anticipated a significant in-year loss of up to £5.2m against projected revenue 
streams (i.e. from visitor income and its associated commercial activity; from our investment portfolio and from 
rental income. We hoped, and trusted, that the generosity of our congregations would hold up). Another key 
feature of the modelling exercise involved the inexact but necessary science of seeking to anticipate quarter by 
quarter progress in the recovery of visitor numbers, and in the visitor income and commercial activity flowing 
from them. For the second half of 2020 it was the working assumption of the Minster’s Senior Executive Team 
that such a recovery might begin to be seen in the early part of 2023 – but only at 75% of 2019 levels. We have 
kept our assumptions, and the mapping of future revenue streams, under continual monitoring and review. 

The data only confirmed and reinforced recognition by the Chapter of York (the governing body of York Minster), 
that decisive action would have to be taken: (i) to protect the Minster’s limited free reserves (with so much of the 
Minster’s investment portfolio being tied up in restricted or endowed funds: for example, in  
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ACHIEVEMENTS AND PERFORMANCE (continued) 

‘glass, stone and music’ rather than being available to pay wages); and (ii) to secure York Minster itself as a going 
concern.  

Between April and May 2020 the Chapter of York provided decisive leadership and clear direction to enable and 
initiate a restructuring for sustainable growth. For Chapter, each word was significant, and provided a purposeful 
framework and context for the processes, decisions and actions that would follow: there would need to be a 
restructuring to reduce the Minster’s cost base (e.g. in 2019 wage costs had approached c. £5m per annum 
against an annual turnover of c. £10m); the restructuring would need to deliver the greater integration and 
effectiveness of work-streams and a sustainable organisation, over the financial medium to long term, in which 
there could be growth (not merely survival) in every area of operational activity designed to deliver the Minster’s 
core purpose and mission. 

In two phases of restructuring the Chapter of York took hard but, I believe, the right decisions: to close its Minster 
School (for some years TMS had required, effectively, a subsidy of £750k per annum by the Chapter of York to 
remain financially viable); to secure the future of York Minster’s internationally renowned choral tradition 
(through a new partnership with St Peter’s School, York); and to work with elected staff representatives to deliver 
a process which saw, with great sadness, the departure of 55 valued colleagues from the Minster’s staff 
community.  

In parallel with the restructuring process, the Chapter of York sought to increase liquidity and generate income: 
placing over 150 employees into the Government’s Job Retention (Furlough) Scheme; and submitting multiple 
applications for grants (inter alia from the National Church Institutions of the Church of England and the Heritage 
Lottery Fund Emergency Fund).  

At this point it would be hard, if not impossible, to overstate the significance of the support that has been 
received from the York Minster Fund (YMF) in 2020: generous and timely financial support from YMF has enabled 
Chapter to continue delivery of planned restoration programmes and, crucially, to honour its long-term 
commitment to the work and future of an incomparably skilled community of stonemasons and glaziers.  

I would like to take this opportunity, on behalf of the Chapter of York, to acknowledge the support it has received 
from YMF in 2020, not least through the endeavours of its Director, Neil Sanderson; the Chair of the Board of 
Trustees, Richard Shaw; and from YMF’s Board of Trustees. I would like to put on record the Chapter of York’s 
continuing gratitude for the foundation of YMF in 1967.  The founders’ vision in creating YMF continues to deliver 
richly for the good of York Minster, as the relationship between the Chapter of York and YMF continues to evolve 
in promising ways.  

Where might we look to find a final or framing word on 2020?  

It is, I believe, to thanksgiving and gratitude we should turn: not simply to frame our past, but as a discipline and 
practice in the journey ahead. A moment’s reflection on this complex ‘community of communities’ prompts a 
spirit of thankfulness and gratitude: for the commitment, good humour (most of the time!), care and quality of 
our Cathedral Clergy; for worshipping congregations and our Community Committee, so ready to serve, receptive 
to Zoom and filled with God’s life; for unstinting hours invested in the Minster’s present and future by members 
of the Chapter of York and by a host of volunteers; for Kathryn Blacker, our Chapter Steward, the Senior Executive 
Team and for all those whose wisdom, work and skills enrich our lives; and for +Stephen, our beloved Archbishop, 
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ACHIEVEMENTS AND PERFORMANCE (continued) 

who has brought such light, joy and grace to his Cathedral Church and its people, as we seek to live Christ’s story 
together.  

As I look back on 2020, it is to thanksgiving I turn and to life-framing words from the Psalmist:  

“I will give thanks to you, Lord, with my whole heart; 

I will tell of all your marvellous works.” (Psalm 9:1) 

OBJECTS AND ACTIVITIES 

The Metropolitical Church of St Peter in York, York Minster is first and foremost the seat of the Archbishop and a 
centre for worship and mission. This responsibility sits at the heart of Chapter’s five year plan 2015-2020 and is 
witnessed through a clear articulation of Chapter’s Mission “Inviting everyone to discover God’s Love”  
 
Key priorities were anticipated to be the arrival of the new Archbishop, the appointment of new Lay Canons and 
the beginning of work to create the next edition of the strategic plan. Each of those objectives has been met, but 
against the backdrop of pandemic and the need for the Senior Executive Team to respond again and again to the 
changing operating context. 
 
Ministry 
 
The beginning of the year saw the installation of the Canon Precentor Vicky Johnson on January 10th. Having taken 
the decision to close the Cathedral on the 16th March, in advance of government announcements, the Liturgy and 
Music Team moved quickly to make worship available online, ably supported by the Communications Team. 
Migrating our community to Zoom came with benefits and complications as one would imagine: yet the daily 
pattern of worship continued online throughout 2020 and now we cannot imagine being a community who only 
comes together in person. Covid has changed us, and our worship offer will continue as a mixed economy 
available both in person and online. 
 
With the Cathedral closed, the Clergy team worked to provide different offerings online, live-streaming choral 
worship, developing thought provoking webinars and offering the opportunity over Lent and Easter for people to 
send prayers to be said by a member of the Clergy Team by the Paschal Candle a focus for prayer.   
 
Ongoing lockdown meant it was not possible to celebrate Archbishop Sentamu’s Ministry in the way the 
cathedral, Diocese and Province had anticipated and in the end, Archbishop Sentamu’s laying down of the crozier 
on the High Altar was filmed and made available online a simple, powerful and fitting end to this ministry as 
Archbishop. Archbishop Stephen’s ministry began in as unexpected and unusual ways, with the Confirmation of 
Election completed over Zoom for the first time, followed by a simple ceremony to reverse the actions Sentamu 
had completed only five weeks before. Archbishop Stephen entered the Quire, observed by only a small 
congregation and in a reversal of the usual Installation service, knocked to be let out of the Cathedral, welcomed 
on the west-steps of the Minster by the socially distanced crowd who had gathered. Again, Archbishop Stephen’s 
enthronement was different to what had gone before and what had been anticipated. With the nave of the 
cathedral inverted and the high altar under the Great West Window, Archbishop Stephen was enthroned on the 
18th October, again with a smaller congregation and with no opportunity for hospitality afterwards. 
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OBJECTS AND ACTIVITIES (continued) 
 
The usual solemn Eucharist was held on All Souls Day, but the Clergy team also led a “Day to remember all those 
who have died this year” enabling people to come into the cathedral and light a candle or say a prayer, 
acknowledging the profound losses affecting many this year, but also that the normal pattern of celebrating life 
and grieving loss had not been possible. 
 
We were unable to welcome as many people to the Minster during Advent and Christmas as we continued to 
work within social distancing guidelines. The Clergy team, led by Canon Precentor Vicky Johnson created a 
worship programme which included many of the familiar lessons and music available both online and to small 
numbers of people in the Minster. The absence of congregational carol singing was felt by all, with the Archbishop 
imploring people to sing in the shower – it is still permitted – during his Christmas day sermon. 
 
Cathedral and Precincts Upkeep 
 
Work on all capital projects ceased with the closure of the Cathedral, and Director of Works Alex McCallion spent 
much of the first lockdown endlessly rescheduling projects to understand potential completion dates when we 
were finally permitted to re-open. The Works Department returned to the precinct ahead of the re-opening of the 
Minster (construction projects permitted to continue under lockdown restrictions) and work continued on the 
South Quire Aisle, and on windows CHn5 and S34. Work to the organ continued apace with the instrument rebuilt 
during the summer and autumn of 2020 with the scaffolding being dismantled leaving the full majesty of the 
restored pipe work for all to see. Work to clean the Pulpitum, the Kings’ Screen was undertaken by our masons, 
ably led by Lead Mason, Lee Godfrey. One fortuitous outcome of Lockdowns 2 and 3 was the opportunity for the 
Harrison and Harrison Lead Voicer Andy Scott to be in the building during a long period of closure to voice the 
instrument. The entirety of the programme of work delivered by the Works Department during 2020 would not 
have been possible without the generosity of the York Minster Fund. 
 
Around the Precinct, the significant contribution of the Minster Police Team under the leadership of Mark 
Sutcliffe and Kadir Turcan deserves special mention as the team have worked throughout lockdown in the 
Precinct to ensure the ongoing safety and security of this place. Further mention should also go to the Minster’s 
Gardeners Martin Ball, who sadly died in September 2020, Lee Waudby and Morgan Cames who have worked 
daily to ensure the Minster’s green spaces, and in particular Dean’s Park, provided much needed sanctuary for the 
people of York. 
 
The end of 2020 also saw the end of the 11 year tenure of Andrew Arrol as Surveyor of the Fabric. Andrew’s 
legacy at the Minster lives on in the beautiful and dynamic space he created in the South Piazza. Andrew’s service 
was celebrated at an Evensong service in Advent where Dean Jonathan was able to bestow the title of Surveyor of 
the Fabric Emeritus on him. All at the Minster wish him and Meg a happy retirement. Andrew handed the hard 
hat and plans onto Oliver Caroe who was appointed in June 2020 and assumes office on the 1st January 2021. 
 
Education and Outreach 
 
Lockdown brought the cessation of our learning and outreach activities in early March, and given the long lead 
time and planning for this activity, it has not been possible to welcome learning groups into the Minster or to 
undertake outreach activities. Lockdown also temporarily closed the Old Palace and Library to visitors. A notable 
highlight in this area was the exhibition “The Heart of Yorkshire:  Creativity and Culture in York Minster’s 
Collections” curated by Dr Helen Rawson, Head of Heritage and displayed in the Chapter House. This exhibition 
added to the experience for those who were able to visit the Minster in the periods between  
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OBJECTS AND ACTIVITIES (continued) 
 
lockdowns and demonstrated the depth and breadth of not only the Collection but the knowledge and skills of 
the team. 
 
Across the Precinct, the Minster School was inspected by ISI in January 2020, receiving an “Excellent” outcome. 
Testament to the hardwork of new Head Angela Mitchell. Under the leadership of the Chair, the School Board 
grew in purpose and agility and we launched a new school website in May. The school staff team responded to 
the need to provide online learning, as well as care for the children of key-workings, during the latter half of the 
Easter term and on into the summer term. It was against these signs of growth and with the wider financial 
position in mind that Chapter had to take the difficult decision to consult on and then finally to close the School. 
Angela Mitchell and Sophie Schoukroun deserving credit for the support they gave pupils and parents as they 
secured places at schools for the autumn term 2020. As mentioned above the future of the choral tradition was 
secured with an agreement for all Choristers to move to St. Peter’s. That the children have been able to transition 
so smoothly is due to the great support received from Bill Woolley, Jeremy Walker, Andy Falconer and Sarah Opie 
at St. Peter’s and also to the work of the team here, Robert Sharpe, Ben Morris and Dee Cooley in ensuring 
arrangements and policies were in place. Chapter have been immensely grateful for the support of the many 
families who have travelled this path alongside us. 
 
July saw the retirement of the Canon Chris Collingwood as having served seven years as Canon Chancellor, during 
that time overseeing the Collections and Learning teams, promoting work across various partnerships notably 
with the University of York and also developing and championing new ways of people accessing the Minster, 
memorably with the Silence in the Minster evenings. Known and loved within the community for opening their 
home and limitless hospitality, Chris and Sue will be missed and the community gathered on several occasions, 
both in person and over Zoom to extend love and best wishes to them for their retirement in North Yorkshire. 
 
Community and Congregation  
 
Our community migrated to Zoom with various levels of competence from all concerned in mid-March and 
certain aspects of our shared life remain there. Services, support groups, webinars, meetings and learning have all 
happened online, often with greater frequency and with the opportunity to gather more people together than in 
real life. The use of breakout rooms within Zoom has enabled more and varied voices to be heard. Online is here 
to stay. For those unable to take advantage of the digital offering the Clergy team, headed by Canon Michael 
sustained a regular round of telephone calls to ensure people remained connected and cared for. Across all parts 
of our community individuals found way to support one another whether practically, emotionally or spiritually. 
We are all keen for the moment we are permitted to be together. 
 
During the first lockdown Sister Linda and Sister Karan of the Order of the Holy Paraclete, previously resident in 
Minster Court, took the decision to return to join the rest of their order in Whitby and elected to stay and move 
into other ministries. The Dean discussed options with Sister Jocelyn and it was agreed that this was the time to 
conclude this phase of the long standing relationship and to work and pray together to determine what comes 
next.    
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OBJECTS AND ACTIVITIES (continued) 
 
Responsible Stewardship 
 
Work was underway in early January 2020 to appoint new Lay Canons to supplement the expertise on Chapter 
and to fill all the available places ahead of the new Cathedral Measure. Interviews were held and four candidates 
were selected to be approved by the Archbishop. This appointment process then paused during lockdown until 
finally, Alan Dunsmore, Lynne Tembey, Nimble Thompson and Claire Townson were admitted  as members of 
Chapter in September. We thank each of them for their willingness to step forward and serve and their patience. 
 
September was also the month in which Canon Dr. Richard Shephard stepped down from Chapter, due to ill 
health, having served that body for 5 years, but the Minster for over 35, variously as Headmaster, Chamberlain 
and Director of Development. Richard’s attention to detail, his loyalty to the Minster, his generosity and service 
and unparalleled capacity for bringing people together have served Chapter well and he will be missed from those 
meetings, but still valued as a member of the Community. News of Richard’s untimely death came in February 
2021 and before the completion of this report.  
 
Mid way through the year, and un-connected to the change process Director of Finance Eve Hartrick, left to take 
up a new role working as Director of Corporate Services at Leeds Cares. Eve’s diligent, methodical approach and 
can do attitude will be sorely missed by her colleagues, and we all wish her well in her new role.  
 
The complexities for all those tasked with running an organisation were extreme and unrelenting during 2020. 
Income streams stopped, investments fluctuated and property rentals were challenged, nothing was certain, but 
uncertainty. However, acting quickly but carefully, the majority of Minster staff were placed in the all new 
“furlough” scheme, buying us time to review options and to model various income scenarios. The future did 
indeed look bleak in spring 2020 and therefore working to Chapter’s clear direction, with strong support as ever 
from Finance Committee, the Dean and Chapter Steward set about the two phase restructuring outlined above. 
This work was not easy, it never is. However, the consultation process demonstrated the diligence, hard-work, 
creativity and generosity of our work-force. Teams worked together to find solutions to the proposals put forward 
by Chapter. Employee representatives worked tirelessly in group and individual meetings to find solutions and 
compromises. Collective Consultation meetings were thorough and respectfully challenging, but positive. The 
project teams managed the change process alongside their regular duties while many of them faced uncertainty 
about their own roles. Therefore, it is important to place on record thanks to the employee reps and to the 
project teams for all their hard work and the generous spirit in which the two consultations were delivered. 
 
Much of what has been achieved during 2020 stands the organisation in good stead to face the opportunities and 
challenges of a post-pandemic future: resilience in the face of ongoing uncertainty; agility in delivering a mixed 
ecology of online and in person worship and work; the ability to take difficult decisions and then deliver them 
with care, wisdom and humility. This work has taken many hands, and many minds and it is work we are proud of 
as we serve alongside one another to secure the future flourishing of this place.  
 

 

 

The Right Revd Jonathan Frost 

Dean of York 

25.02.21 
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2020 Financial Review 

 
These accounts have been prepared under the historical cost convention as modified by the revaluation of 
investments and property, in accordance with applicable accounting standards and follow the Accounting and 
Reporting Regulations for English Anglican Cathedrals prepared for the Association of English Cathedrals and 
specified by the Church Commissioners under Section 27 of the Cathedrals Measure 1999 as modified in 
December 2018 (the Regulations).  
 
The Chapter accounts for the year ended 31 December 2020 show a net deficit of £2,317,000 (2019: surplus of 
£332,000), before taking account of gains or losses on the valuation of investments and the defined benefit 
pension scheme. The impacts of the Covid-19 pandemic are evident in this significant deficit as we were required 
to close our doors to sightseeing visitors for a significant portion of the year.  
 
Incoming resources amount to £6,483,000 (2019: £10,335,000).  This is a decrease of £3,852,000 on prior year, 
principally due to much decreased revenue from our visitor operation as referred to above.   
 
Total resources expended on mission amount to £8,801,000 (2019: £10,023,000) which is a decrease of 
£1,222,000 on prior year.  There was a reduction in expenditure on raising funds of £660,000 due to reduced 
variable costs of visitor and retail operations due to periods of closure. Ministry costs have increased by £23,000 
after a change in where costs of chorister fee bursaries are shown in the accounts following the closure of the 
Minster School and the education of the choristers at St Peters School offset by a reduction in spend on clergy 
housing of £94,000.  Cathedral and precinct upkeep decreased by £480,000 on 2019 levels, £372,000 of this is in 
the area of major repairs and restoration where again projects have been deferred as a result of periods of 
lockdown and stay at home orders.  Education and outreach costs increased by £30,000 overall, this is the net of 
increases in the costs of the choir school of £132,000 as a result of the costs of closure and £102,000 reduction in 
costs across our other areas of education and outreach due to reduced activity as a result of closures. The overall 
costs of the restructuring that took place during 2020 are broken down across the different areas above, but in 
total costs of £1,019,000 were incurred in respect of redundancies and settlements during the consultation 
processes that took place during 2020. These one-off costs will lead to annual savings of up to £2.5m in the 
coming years as a result of reduced salary costs and lower operating costs. 
 
The expenditure on raising funds was £2,005,000 (2019: £2,664,000), resources expended on mission were 
£6,797,000 (2019: £7,359,000) including governance costs. 
 
Overall Financial Position  
 
Following net gains on investments of £335,000 (2019: net gains of £2,980,000) the decrease in total funds for the 
year is £1,982,000 (2019: increase of £3,312,000).  There was an actuarial gain on the defined benefit pension 
scheme of £13,000 (2019: gain of £15,000).  In 2020 the provision which was recognised in respect of the defined 
benefit pension scheme deficit has reduced to £255,000 of which £138,000 is due after one year.   
 
Despite the plunge in investment values seen in the first quarter of 2020 as the full impact of the coronavirus 
pandemic became clear, the markets recovered throughout the rest of the year, resulting in a modest increase in 
the value of equity investments of £653,000 (2019: increase of £2,980,000).  After a fall in global GDP of 3.5% in 
2020, global economic growth projections remain impacted by the effects of the pandemic, and while the IMF 
predict the UK economy to grow by 4.5% in 2021, this is a downgrade from their October 2020 estimate of 5.9%.   
 
The value at which the non-investment properties are carried in the accounts is historic cost, with the last 
professional re-valuation, carried out in 2012 by Carter Jonas having been taken as deemed cost in 2014.  No  
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Overall Financial Position (continued) 
 
depreciation has been charged against non-investment properties due to their high residual values based on 
current prices. 
 
Investment properties are measured initially at cost and subsequently at fair value at the reporting date. 
Depreciation is not provided on investment properties, in line with revised Cathedral Accounting regulations.   
Investment properties require an independent formal professional valuation to be carried out at least every five 
years with material movements between valuations being included in the accounts.   
 
The latest full professional valuation for investment property was carried out at 31 December 2017, this was 
undertaken by Sanderson Weatherall LLP, and resulted in a re-valuation upwards of £2,740,000 in the market 
value of investment properties since the last valuation in 2012.  The next valuation is due in 2022. 
 
Two properties moved from own use assets to investment assets in the course of 2020, this being 6 & 7 Minster 
Yard. These were formerly part of the School but are now fully let to a third party. The total value of these 
buildings transferred into investment property is £2,275,000, with a £318,000 valuation impairment being 
recognised in net gains and losses in respect of 7 Minster Yard. 
 
There was a net cash outflow of £2,419,000 (2019: inflow of £404,000) in the year bringing total cash and cash 
equivalents to £1,911,000, (2019: £4,056,000).  The net cash outflow from operating activities was £3,355,000 
(2019: £685,000) and income from investing activities was £1,210,000 (2019: £1,089,000).  More detail is given on 
page 29. 
 
The consolidated funds of the Cathedral as at 31 December 2020 are £50,668,000 (2019: £52,637,000) these 
consist of £34,815,000 (2019: £34,961,000) endowed, £2,133,000 (2019: £1,518,000) restricted and £13,763,000 
(2019: £16,158,000) unrestricted funds.  
 
The endowed funds are held for the permanent benefit of the Cathedral.  The restricted funds are held for 
specific purposes.  Given there are net outgoing unrestricted resources of £2,738,000 pre investment losses and 
gains (2019: incoming unrestricted resources of £274,000), £nil (2019: £96,000) has been transferred to the 
designated fund for long term major fabric maintenance of the Minster.  The balance on this designated fund has 
remained at £1,151,000 (as at 31 December 2020). An additional designated fund of £343,000 has been created 
during the course of 2020 in respect of chorister fee amounts due to St Peter’s School on an annual basis. Further 
detail is provided in Note 17 to the accounts. 
 
Income 
 
Detail to support the incoming resources summary in the Consolidated Statement of Financial Activities is 
provided in Note 3 to the accounts.  Items of particular note are: 
 
Net income from donations and legacies has reduced in the year by £1,090,000. Congregational collections and 
giving is down £140,000 due to the stopping of cash collections during services this year. Donation income has 
increased decreased by £126,000, due to the reduced opportunities for donations while the Minster was closed 
and the lower levels of giving when open.  Legacy income has reduced by £567,000 as, although some generous 
legacies have been received in 2020, they do not match the value of the £734,000 legacy received from B. D. 
Bearne in 2019.  The Friends of York Minster, York Minster Fund and local trusts provided much valued financial 
support for various projects, including improving the catering facilities in the Minster, and for  
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apprentices.  Income from these sources amounted to £1,931,000 (2019: £1,544,000).  Other revenue and capital 
grants received increased by £347,000 to £372,000. £195,000 of this is Church of England Cathedral sustainability 
funding to support salary costs of heritage craftspeople and choir members during the course of 2020 and 
£30,000 is restoration work funding from All Churches Trust. The remainder is contributions towards costs of 
closure of the Minster School. 
 
Income from visitors, excluding gift aid, decreased by £2,677,000 to £868,000 (2019: £3,545,000). This reflects a 
year where we were closed to the sightseeing public for four and a half months, from mid-March to the end of 
June and then again in November, and had significant capacity limits under Covid-secure requirements for a 
further six months (July to October and December).  This has resulted in a net decrease of 409,291 (2019: increase 
of 13,209) non-worshipper visitors (-73.6%) year on year, taking the total non-worshipper visitors in 2020 to 
146,830 (2019: 556,121).  Total visitors, including worshippers, were down in a similar significant fashion, with 
147,439 (2019: 706,484) being welcomed in the year with worshipper numbers and holding of public worship 
services similarly restricted. 
 
Expenditure 
 
Further detail is provided in Note 4 to the accounts.  There has been an increase in support costs of £54,000 in the 
year to £1,070,000.  These support costs are split between expenditure categories, as shown in Note 5.  The 
increase in support costs is due to increased governance and staff costs offset by reduced training, health & safety 
and general office costs. Governance costs have increased due to legal and professional fees associated with the 
staff consultations, restructure and school closure during the course of the year. Staff costs have increased due to 
costs of redundancy. General office costs are down as a result of many support staff spending three quarters of 
the year working from home. 
 
Expenditure on Raising Funds 
 
The cost of raising funds has reduced by £660,000 in the year to £2,004,000 (2018: £2,664,000). Visitor 
experience expenditure has reduced in the year by £218,000 and shop expenditure has reduced by £377,000, 
reflecting the reduced trade during 2020. Investment property expenses and management fees are down 79,000 
due to the reduced activities taking place in our investment property portfolio and reduced investment portfolio 
size earlier in 2020. Support costs allocated are up £12,000. 
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Investment properties 
 
The return on the investment portfolio was as follows: 
 

 2020  2019 
Total return on investment property £’000 £’000  £’000 £’000 
Gross rents receivable  673   689 
Repairs and maintenance 125   182  
Agents management fees 34   19  
Other agent fees 
Quinquennials 

18 
- 

  21 
37 

 

Legal fees 30   11  
Utility and other costs 11   7  
  (218)   (277) 

 
Net income from investment property 

  
455 

   
412 

      
Property revaluation  (318) 

 
  - 

 
Net income/gains from investment property in the year 

  
137 

 

   
412 

 
 
The Cathedral Accounting Regulations require an independent formal professional valuation to be carried out at 
least every five years with material movements between valuations being included in the accounts. A formal 
valuation was carried out at 31 December 2017 by Sanderson Weatherall LLP. Further detail is provided in Note 6 
and above. 
 
Charitable activities 
 
Ministry costs have increased by £23,000 to £1,202,000.  Support costs allocated to Ministry have increased by 
£5,000, stipend and working costs have increased by £123,000 mainly due to the change in how the costs of the 
choristers education is shown from September 2020 following the closure of the Minster School and the 
arrangement to educate the choristers at St Peter’s School. Clergy housing costs have decreased by £94,000. This 
is largely due to refurbishment work carried at the Deanery during 2019, the magnitude of which has not been 
repeated in 2020. 
  
Cathedral and Precincts Upkeep 
 
Cathedral and precincts upkeep has decreased by £480,000 to £3,353,000 (2019: £3,833,000).  £372,000 of this 
decrease is due to reduced levels of work undertaken in the year on the stone and glass under the South Quire 
Aisle and 20 Year Glass project. Included within precincts upkeep is work amounting to £12,000 in respect of the 
endowment property portfolio. 
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Education and Outreach 
 
Expenditure on education and outreach has increased by £30,000 to £2,377,000 (2019: £2,347,000).  Costs of the 
choir school have increased by £132,000 as a result of the costs of closure of the school. This is offset by 
reductions in costs in other areas; education activities costs have decreased by £66,000 as there have been no 
school visits since March 2020, archives and library costs have fallen by £33,000 as a result of the Covid-related 
closures and charitable and other giving has fallen by £39,000 in the year. Support costs allocated have increased 
by £36,000. 
 
Equity investments policy and performance 
 
The investment objective is to ensure the creation of sufficient income and capital growth to enable the Chapter 
to carry out its purposes consistently year by year with due and proper consideration of the future needs and 
maintenance and if possible enhancement of the invested funds. 
 
The investments held by the Chapter were managed during the period by two investment managers, Rathbone 
Brothers Plc (“Rathbones”) and CCLA Investment Management Limited (“CCLA”).   Rathbones achieved a twelve 
month return of 5.7% (2019 18.5%) compared with the agreed benchmark of 2.3% (2019 17.6%). Funds held with 
CCLA in The CBF Church of England Property Fund produced a return of -0.5% (2019 5.461%) against the IPD 
Property Index of -0.8% (2019 2.2%).  
 

 
Total return investment policy 
 
The Church of England (Miscellaneous Provisions) Measure 2014 received Royal Assent on 14th May 2014.  This 
enabled Cathedrals to adopt a total return approach to investment.  In September 2017 Chapter duly passed a 
total return resolution in accordance with the Measure and determined that the total unapplied return at 31 
December 2016 amounted to £30,320,000.   
 
 

 
Total return on equity investments 

 Total 
2020 

 Total 
2019 

  £’000  £’000 

Gross income from investments  443    647 
     
Unrealised gains/(losses)  (22)    (2,926) 
Gains/(losses) on disposals  675        (54) 

 
 
Gains/(losses)  

  
653 

  
   2,980 

     
   

1,096 
  

3,627 
Investment management costs  (83)       (103) 
     
 
Net surplus/(deficit) in the year                                                                           

  
1,013 

  
   3,524 
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Equity investments policy and performance (continued) 
 
At the time of resolution, the trust for investment was determined at £1,303,000 being based on the 1996 book 
value of endowed assets, this is adjusted for inflation each year.  As at 1 January 2020 the trust for investment 
was £1,428,000, £11,000 has been allocated to the trust for investment from the unapplied total return in the 
year.  The trust for investment as at 31 December 2020 is £1,439,000.   
 
The income from the endowment’s investments has been recognised as endowment income in the year and 
£867,000 of this income has been allocated out of the unapplied total return and applied for Cathedral purposes, 
this allocation is shown within unrestricted and restricted other income.  Chapter made an allocation of £76,000 
(2019: £239,000) from unapplied total return for Cathedral purposes, this was to enable essential repairs and 
refurbishment to endowed investment properties in the year.  Chapter consider that this is a prudent distribution 
of the available endowment funds. 
 
Other realised and unrealised gains and losses on the disposal and revaluations of investments and property 
amounted to a gain of £335,000 (2019: gain of £2,980,000) in the year.  The endowed element of this gain, 
£2,000, (2019: gain of £1,358,000) was transferred to the endowment funds and does not affect the surplus for 
the year under the Cathedral Measure 1999.   
 
Reserves policy 
 
Chapter aims to hold unrestricted free reserves at a level that enables management of financial risk, preservation 
and maintenance of our assets and for fulfilment of the mission.  The unrestricted free reserves are held to 
ensure that financial commitments can be met as they fall due, sustain optimal levels of investment in the fabric 
of the Minster and allow investment and preservation of property portfolio over the longer term.  The 
unrestricted free reserves also provide financial protection against income uncertainty (e.g. investment market 
risk or change in operating context). 
 
Reserves are an inherent part of the risk management process. The need for reserves will vary depending on our 
financial position and our assessment of the many risks we face at a particular time.  
 
Reserves thresholds are assessed as part of our strategic planning process, currently on an annual basis. The need 
to maintain and strengthen reserves is also taken into account in the annual planning and budgeting process.  
 
The target level of free unrestricted reserves in 2020 has remained unchanged at £12,500,000 (2019: 
£12,500,000). 
 
This threshold has been set by Chapter following an assessment of the following factors: 

x The need to provide short-term protection against downward fluctuations in annual revenues, such as 
legacies; 

x The need to provide long term strategic financial support to aid master-planning, fulfilment of our five 
year strategy and maintain our endowment property investment portfolio; 

x The need to finance contingencies as and when required; 
x The need to provide a financial cushion in the event of extreme circumstances affecting ability to operate; 
x The need to protect Chapter from investment market risk. 
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Reserves policy (continued) 
 
The level of unrestricted reserves held as at 31 December 2020 is £13,720,000 (2019: £16,158,000), net of the 
pension reserve held of £255,000 (2019: £367,000).  £1,493,000 (2019: £1,151,000) has been designated by 
Chapter for long term major fabric of the Minster and Chorister fees at St Peter’s School and £1,858,000 (2019: 
£2,010,000) are held as tangible fixed assets and property, leaving £10,363,000 (2019: £12,997,000) free 
unrestricted reserves.   
 
The level of free unrestricted reserves as at 31 December 2020, as described above, excluding designated 
amounts and fixed assets, is below the target level.  The level of these reserves includes unrealised gains and is 
subject to volatility and under annual review and monitoring. 
 
Many of the financial commitments which demanded an increase of the free reserves target to £12.5m in 2018 
from a previous target of £7.5m have now been met including the organ project and sound system installation. 
During the course of 2021, the required target free unrestricted reserves will be reviewed to arrive at an 
appropriate value in the light of future commitments alongside the need to hold a baseline amount to provide for 
contingencies and financial support. The experience of the pandemic in 2020 and its impact on our reserves will 
provide welcome context for these considerations. 
 
Designated funds 
 
When there are unrestricted net incoming resources generated, pre investment gains, Chapter has a policy to 
transfer unrestricted funds to the designated fund.  Any transfer made represents 33% of the unrestricted net 
incoming resources (net of legacy income) plus total unrestricted legacy income.  As at 31 December 2020 
£1,151,000 (2019: £1,151,000) has been designated by Chapter for the long term major fabric maintenance of the 
Minster.  There was a transfer of £nil (2019: £96,000) into this designated fund in the year due to there being an 
unrestricted deficit of £2,738,000 pre gains and transfers generated.   
 
A new designated fund has been created during 2020 in respect of the annual Chorister fee bursary payable to St 
Peter’s School in respect of the education of the York Minster Choristers from September 2020. The balance on 
this fund is £343,000, the value of the 60% bursary cost for our 40 choristers. 
 
Principal risks and uncertainties  
 
Chapter maintains a risk register, is a live document which is re-visited on a quarterly basis, with control 
procedures being identified for each risk and the risk likelihood and severity being assessed.  That document was 
reviewed in February 2020 and the risk of pandemic noted. Daily operational risk management meetings were 
then put in place as we sought to ready ourselves for what seemed inevitable. Risk 
(Covid/Security/H&S/Safeguarding) is still reviewed operationally on a daily basis and recorded via the Daily 
Briefing update. SET reviews risk on a weekly basis and Chapter continue to receive regular updates on the risk 
register and areas of concern. 
 
We anticipated the principal risk and uncertainty of 2020 to be Brexit, yet the year has brought with it 
unparalleled uncertainties, and, with the markets in freefall in spring 2020 and images of overflowing hospitals in 
Europe, Chapter’s short and mid-term financial position looked gloomy. It was therefore against this backdrop 
Chapter took bold and immediate steps to address the financial position, to re-set expenditure and to restructure 
for sustainable growth. Those bold steps, taken early have had a two-fold impact: first, the bottom line looks 
healthier than it was anticipated it might in early reforecasts and second, because of that we have  
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been overlooked in grant applications because our reserves look too healthy. An un-looked for consequence of 
responsible stewardship. 
 
The strategies in place pre Covid, to diversify income streams and to invest in endowed property assets to 
increase yield and value, have been proven to be right. And, while it is clear it will take some while for the 
international tourism market to return to 2019 levels, our visitor income in summer 2020 was limited not by 
demand but by the requirement to socially distance, how many visitors we could admit at any one time. 
Therefore, we are confident, when we are enabled to open during 2021 and into 2022 there will be a thriving 
domestic tourism market for us to tap into.  We have worked to support City of York Council, Make it York and 
York BID to ensure York is regarded as a place that is both open for business (when permitted to be so) and also 
somewhere safe and enjoyable to visit. 
 
The Neighbourhood Plan develops that theme of sustainable growth and of creating different income streams. As 
noted above, Chapter’s reserves policy has undoubtedly enabled it to weather 2020 and on into 2021 in better 
fettle than might have been imagined in April 2020. However, Chapter will need to devote time in 2021 to 
deciding how best to use these reserves to in the short to mid- term to sustain the business but also to promote 
future growth. This careful, future looking, growth orientated mindset will need to be balanced with the work the 
York Minster Fund is doing to review its own “Disaster Recovery Fund”. 
 
Finally on Covid, we have planned for many, many different ways of opening the Cathedral, and therefore have 
many different numbers and scenarios that can be modelled and indeed adopted as required. But, the last year 
has taken its toll. The organisation is leaner, there is clearer alignment and better process are in place but 
alongside the excitement about future plans, there is also a weariness for those who travelled far and held a great 
deal during 2020. For those of us gathered in March 2020 as we took the decision to close the Minster, we 
expected a sprint, maybe a middle distance, not the marathon we have run and are still running, and therefore 
one risk is that we don’t attend to the care of one another as we continue our work together. Live to that risk, and 
ensuring people do get rest and time to recuperate we believe we are managing that risk as best we can. 
 
Covid aside, there is uncertainty in the Cathedral world over the timing of governance changes. The new 
Cathedral Measure, 2021, was approved by Ecclesiastical Committee in February 2021 and it is anticipated will 
receive Royal Assent by Easter. York was selected as one of the pilot cathedrals to undertake a dummy application 
process with the Charity Commission, and is therefore likely to be one of the first Cathedrals to formally register, 
in all likelihood, at some point before the end of 2021. This will in itself bring further uncertainty as Chapter will 
need to review its relationships with the two committees who hitherto have been part of the Corporate Body, 
College of Canons and Cathedral Council. Moreover, each Canon, will need to become accustomed to the new 
regime of being a Trustee. Support in in place from the National Church Institutions as we live this change during 
2021 and it is likely that some of the bedding down of these new structures will continue on into 2022. 
 
The long-term funding landscape for Cathedrals remains as perilous as it was pre- pandemic. True, many 
Cathedrals have benefitted from large grants from the Culture Recovery Fund: but York has not. Chapter has 
benefitted from the furlough scheme, but once September 2021 comes, all state support of the Cathedral will 
cease and Chapter will be back fending for itself. We continue to support central church initiatives and those of 
the Association of English Cathedrals as they continue to lobby for state funding for the fabric and upkeep of 
Cathedrals. 
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Going concern 
 
The Minster was once again closed to sightseeing visitors for the first part of the 2021 year. At the time of writing 
the Government’s road map out of the restrictions is in action with regular monitoring of the impacts of this. The 
loss of visitor income since the start of 2021 has largely been offset in forecasts by the commitment of the 
Government to continue with the 5% VAT reduction on hospitality and leisure business activity to September 
2021 and then to increase to only 12.5% until March 2022. Budgets and cash flow forecasts have been prepared 
to the December 2022 and whilst there remains a significant threat to income streams, Chapter are satisfied that 
the steps that are being put in place to limit exposure to this reduction in income are appropriate, and the 
Cathedral has the ability to continue as a going concern for at least twelve months from the approval of these 
financial statements identified as part of this process. 
 
The Audit and Risk Committee reported to Chapter on the 2020 year as follows:  
 
“We recognise that controls across the Chapter’s operations are working satisfactorily, an assessment confirmed 
by the auditors. 
 
“2020 has been a torrid year for the Minster but the Management Team is to be congratulated on how quickly it 
tackled the situation and in the process took some very painful and difficult decisions.  While the restructuring and 
reorganisation won’t bring financial security immediately the Minster is now in a better place to go forward but 
the next few years will need careful forecasting, flexibility and management.” 
 
Public benefit 
 
As a Cathedral of the Church of England the Chapter’s statutory responsibility under the Cathedrals Measure 1999 
is to be the seat of the Diocesan Bishop and a centre of worship and mission.  The Dean’s Report sets out in detail 
how Chapter provides a benefit to the public through its support for the Archbishop of York and the Church of 
England throughout the Northern Province, its provision of worship of world class standard, and the increasing 
excellence of its welcome, conservation and learning work with opportunity provided for all.  The Report gives 
details of particular achievements in 2020. 
 
The Cathedral has had due regard to the guidance set by the Church Commissioners on public benefit and, 
although the Cathedral is not governed by the Charity Commission, the Church Commissioners guidance has had 
due regard to the Charity Commissions guidance on public benefit. 

Plans for future periods 

As in previous years, Chapter remains well aware of the both the challenges and opportunities ahead. The 
uncertainty of the ongoing COVID-19 pandemic continues to impact on Chapter’s business interests and activities 
in many ways: it is unlikely we will see a return to 2019 levels of inbound tourism until at least 2023. 
 
The events of 2020 required Chapter to look carefully at cost base and make difficult decisions about headcount 
and expenditure: that belt tightening alongside welcome financial support from the CRJS, York Minster Fund, 
National Church Institutions and Cultural Recovery Fund has enabled Chapter to focus carefully on what it hopes 
to achieve in the next five years in the run up to the anniversary year 2027. We have refocused for sustainable 
growth. Having used the interim plan developed during 2020 through the year Chapter then commissioned the 
Senior Executive Team to consult on and develop a new strategic plan for the years 2021-2025 – building on the 
foundations of the plan 2015-2020.  The very real need to diversify income streams is becoming a plan in its own 
right. A final version of the Neighbourhood Plan will be deposited with the Local Council before it moves to 
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Plans for future periods (continued) 

referendum later in 2021. If adopted, this plan will give Chapter the roadmap to develop and sustain the six-
hectare Precinct over the next twenty years. Projects which will sit in the first phase of that plan include: the 
creation of a Refectory in the Old School Building, the conversion of Church House to residential accommodation, 
the creation of new facilities for the Works Department, establishing new visitor facilities on the south side of the 
precinct, updating the residential property portfolio to maximise rental yields, and also improving liturgical 
furniture and furnishings in the Minster. Each of these projects sit alongside the ongoing works to care for the 
Fabric of the Minster itself, concentrating in the next five-year period on the stone and glass to the south quire 
aisle and also the continuation of the partnership with York Glaziers Trust to protect the fragile medieval glass in 
the Minster.  
  
Although total net assets of £50,668,000 are held as at 31 December 2020, £48,870,000 of these are fixed assets; 
£25,698,000 of which are held as property and £22,786,000 equity investments.  This reflects the long-term 
strategy for ensuring financial stability.  It is a priority for Chapter to focus on increasing and diversifying its 
operating and fundraised income to meet the tasks ahead of us which are manifold, complex and interconnected.   
 
Chapter passed a resolution on 14th September 2017 to adopt a total return policy in respect of endowed funds.  
This approach allows any increase in the value of an investment to be used as income, whilst protecting the value 
of the original gift, or trust for investment.  Following this resolution the investment managers were instructed to 
remit income to Chapter based on this approach.  Subsequently 4% is currently being applied to the funds in 
calculating the amount to be remitted to Chapter each month, this is subject to regular review.  

 
This aligns the total return accounting treatment with cash realisation from the investments.  The decision was 
taken to ensure that Chapter invests in a way that has appropriate regard to the furtherance of its aims both now 
and in the future.   
 
At the time of budget setting for 2021, it was noted that low investment yields in the course of 2020 had meant 
that the 4% applied to funds had eroded capital somewhat. Therefore it was agreed to reduce the value of the 
annual drawdown to Chapter from £780,000 per annum to £750,000 with effect from 2021.  

Structure, Governance and Management 

Constitution and Statutes 

The Cathedral is an ecclesiastical corporation, governed by the Constitution and Statutes for the Cathedral and 
Metropolitical Church of St Peter in York, prepared in accordance with the Cathedrals Measure 1999, confirmed 
by Instrument made on 23 April 2000 and revised with effect from 1 June 2008 by Amendment Instruments dated 
29 May 2008. 

A detailed review of the Constitution and the Statutes, undertaken on behalf of Cathedral Council in autumn 
2017, identified several provisions that required updating revision. A wide-ranging package of proposed revisions 
was subsequently produced, discussed with Chapter and the Archbishop, and put out to public consultation in 
April 2018. A key priority was the modernisation of Chapter as a governing executive to ensure that it was fit for 
purpose, in particular by removing the multi-layered restrictions (none of which were required by the 1999 
Measure) that severely restricted the Archbishop’s power to appoint the appropriate number of lay members 
onto Chapter. The proposed revisions also created new non-residentiary and non-canonical classes of Chapter 
member, enabling new members to be drawn from a far broader pool of talent and expertise than had previously 
been possible. 
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Constitution and Statutes (continued) 

The revision proposals took due note of the helpful assessments of cathedral governance structures and 
management issues that were produced during this period for General Synod by the Church of England Cathedrals 
Working Group. 
 
The revision process required by Part II of the 1999 Measure was completed in June 2018. The updated 
Constitution and Statutes were formally adopted by Amendment Instruments dated 8 June 2018 and came into 
force on 29 June 2018. 

Role in the Diocese 

The Chapter of York plays an active role, across the Diocese of York and the Northern Province of the Church of 
England supporting the work of the Archbishop, sharing our skills and knowledge, and working with communities 
and partners to further our mission. 

Organisational Structure 

The Visitor 

The Visitor of the Cathedral Church is the Archbishop of York; this was the Most Revd and Rt Hon John Tucker 
Mugabi Sentamu until 7th June 2020, then the Most Revd and Rt Hon Stephen Cottrell from 9th July 2020.  As 
Visitor, the Archbishop has the right to be present and to speak, but not vote, at any meeting of the Cathedral 
Council. 

Body Corporate 

The members for the time being of the Chapter, the Council and the College of Canons of the Metropolitical 
Church of St Peter in York, shall be a body corporate with perpetual succession and a common seal. 

The Chapter 

The Chapter consists of the Dean, up to six Residentiary Canons and up to seven non-residentiary members. A full 
list is on page 4. 

Members of the Chapter are appointed under the terms of the Constitution and Statutes of the Minster currently 
in force.  They are appointed by the Archbishop of York with the exception of the Dean who is appointed by the 
Crown.   

Under the terms of the Constitution and Statutes of the Minster, non-residentiary members of the Chapter are 
appointed for terms of three years, after consultation with the Dean. Members of Chapter will normally be actual 
communicants of the Church of England, and on admission to office swear an oath of allegiance to the Cathedral 
and its statutes. 

The duty of the Chapter is to direct and oversee the administration of the Cathedral Church. It is required to meet 
on at least nine times in each calendar year. Each member of Chapter has one vote, the Dean as Chair having a 
second or casting vote. 

 


