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Basic Information

	Contact Name and Details
	Brian E Beck brian.e.beck@googlemail.com
Ken Howcroft howcroftk@methodistchurch.org.uk 020 7467 5147  

	Status of Paper
	Final

	Action Required
	Discussion and Decision

	Draft Resolution
	As set out in paragraph 11 of the report 

	Alternative Options to Consider, if Any
	Amend the Standing Order to remove the word “Team” from the title but defer decision about making any further alteration. 


Summary of Content

	Subject and Aims

	The Working Party on the roles of the President and Vice-President’s response to the Council’s direction that it make recommendations about the title of the Connexional Team Secretaries (sometimes known as the “Strategic Leaders”)

	Main Points


	· Survey of history

· Review of current situation and context

· Review of alternatives

· Recommendations (to test the mind of the Council) that 

(a) SO 304 be amended to remove the word “Team” from the title; or
(b) It be further amended to read “Assistant General Secretaries”

	Background Context and Relevant Documents (with function)
	Methodist Council Minute 09.1.7


	Consultations
	See below


Summary of Impact 

	Standing Orders
	Draft amendments to the text of CPD are proposed 

	Faith and Order
	Previously consulted – advised against “Deputy General Secretary”

	Financial
	n/a

	Personnel
	n/a

	Legal 
	Previously consulted – advised against “Deputy General Secretary” 

	Wider Connexional
	Greater clarity achieved

	External (e.g. ecumenical)
	Greater clarity achieved

	Risk
	


CONNEXIONAL TEAM SECRETARIES

A report for the Methodist Council
1. In 2008-9 there was discussion in the SRC and the Council about the appropriate job-titles for the three Team Secretaries, for External Relationships, Internal Relationships and Team Operations. ‘Deputy General Secretary’ had been proposed by the SRC after consultation with the Team Secretaries and the General Secretary, but was not accepted by the Council. The Law and Polity and Faith and Order Committees were consulted. In the end it was decided to defer the matter for further consideration in the light of experience. In the meantime the question was referred to the working party on the roles of President and Vice-President for consideration (Minute 09.1.7). 

2. The Connexional Team as currently configured came into being in September 2008. Since that date a number of changes in relationships and terminology have taken place as the Team has adapted to changing circumstances. That process will continue and it is healthy that it should do so. The working party is not qualified to comment on the detail of that process and does not wish to do so. This report concentrates on the job titles and the expectations that surround them. 

3. The title ‘secretary’ has a long pedigree in Methodism and is still widely understood within the Church. It is much less well understood outside. While in some contexts, for example the Civil Service (‘Permanent Secretary’) and government (‘Secretary of State’), the term implies great responsibility, commonly it suggests only a supporting role with little responsibility. This can place the officer concerned at a disadvantage when dealing with ecumenical partners, churches overseas, secular organisations or government, leading to unspoken doubts about the level of authority he or she carries as a representative of the church.  ‘General Secretary’ and ‘Deputy General Secretary’ do not suffer the same disadvantage (compare their use in the Trade Union movement). Within the Connexional Team, apart from the Team Secretaries, ‘secretary’ is no longer used. It was felt that the job-titles inherited from previous structures were misleading, even topsy-turvy, in the light of contemporary practice (and might no doubt discourage potential job applicants).

4. In October 2008 the SRC proposed the title ‘Deputy General Secretary’ as an alternative with the particular area of responsibility in parenthesis (‘External Relationships’ etc). A strong incentive for this was to find a title more intelligible to the outside world. This did not find acceptance in the Council, partly at least because it was felt that changes were being proposed too soon, but also, as the Faith and Order and Law and Polity comments pointed out, because it was felt to be too comprehensive. The working party is also uncomfortable with the proposal. SO 300 (2B) clearly provides for the General Secretary to delegate responsibilities and in practice he often does so. But two details are important. (a) The power of delegation is not limited to one of the three Connexional Secretaries. Other members of the Team and other members of the Connexional Leaders’ Forum (with the President’s approval others also) may similarly be delegated. (b) The delegation is for specific duties, whether on a particular occasion or ‘generally’, i.e. on a regular basis. There is no explicit power in SO 300 for the General Secretary to delegate all his or her powers on a continuing basis. The general delegations must be listed in detail (see the Appendix for the text of the Standing Order). ‘Deputy General Secretary’ would imply a general power to act on behalf of the General Secretary in any and all circumstances, limited, if at all, only by the parenthetical ‘for External Relationships’ etc. It would presumably imply the same power to delegate specific duties. It would therefore represent an advance on what obtains at present. The Law and Polity Committee in its comments in 2008 also asked whether the title shifted the emphasis too far from the specific responsibilities of each post to the general responsibility of deputising for the General Secretary, which at present is only the last of seven or eight points in the job descriptions.

5. Alternative titles might be considered which would carry more weight in some circles outside the Church. ‘Director’, ‘Executive’ or ‘Manager’ come to mind. They all suffer the same disadvantage. They carry an emphasis on personal leadership and authority which fits uneasily with the collaborative ideal embodied in the concept of a Team, in the creation of the Connexional Leaders Forum and in the proposals for the Presidency adopted by the Conference of 2010. The Methodist Church is committed to the view that oversight and all other forms of ministry are to be shared, between ordained and lay, men and women, old and young, the Conference and the local church, according to the particular calling of each.  Leadership qualities are vital, but essential to such leadership is the appropriate sharing of responsibility with others, and titles which work against that expectation are undesirable.

6. There is another aspect to this discussion which needs to be addressed. There is a difference of emphasis between the duties of the senior officers as they are set out in Standing Order 304 and as they appear in the job descriptions applying to them (see the Appendix). This may be because the Standing Order was drafted before the job descriptions had been fully worked out. The Standing Order gives priority to responsibility for the work of the Team and adds a reference to supporting (along with other leaders, such as the Connexional Leaders Forum of which they are members) the wider leadership of the General Secretary. The term used, ‘Connexional Team Secretaries’, reinforces this emphasis.  The job descriptions, by contrast, while differing in detail, begin in each case with reference to leadership for the whole Church and in later paragraphs spell out some of the specific responsibilities entailed.  Leadership of the Team is set in the wider context. It is a common factor in the Standing Order and the job descriptions that the three Secretaries work under the direction of the General Secretary. It would not be surprising if, as appears to have been the case, there has been some misunderstanding between Team members and the wider Connexion as to their role. In the working party’s view the Standing Order ought to reflect the responsibilities for which these officers were actually appointed, and allow for the development of those responsibilities in the light of experience.

7. The working party believes there needs to be change, both in the titles and in the Standing Order. It is quite clear to us that the responsibilities carried by these three officers are wider than oversight of the Connexional Team. In different ways each has a ministry to and on behalf of the wider Connexion. It is equally clear to us that the primary responsibility for leading the mission and strategy of the Church rests with the General Secretary. He or she is General Secretary of the Methodist Church, not just of the Team, although oversight of the Team is part of the remit. In our report to the Conference of 2010 we argued that this is parallel to and in collaboration with the offices of President and Co-President, whose ministries have a somewhat different emphasis and a more representative and inspirational character. The three senior officers in the Team assist the General Secretary in that wider ministry. Their membership of the Connexional Leaders Forum is evidence of that wider responsibility. We think it appropriate that it should be reflected in their titles. At the very least ‘Team’ should not be in the title, as it is too limiting.

8. What title should be adopted? The working party’s preferred (though not unanimous) option would be ‘Assistant General Secretary’. It is a title which clearly conveys the wider remit which these posts involve and equally clearly relates them to the General Secretary. For some ‘Assistant’ may not carry the weight of ‘Deputy’ but we have given reasons above for not proposing the latter. We believe that there would be general understanding within and outside the Methodist Church of the level of responsibility the title ‘Assistant General Secretary’ carried. The Council Minute 09.1.7 referred to at the beginning or this report, however, indicated that there were wider issues to be addressed than the title itself. We are aware that discussions are continuing about the relationship between the various parts of the Team in their service of the Connexion and the Conference, and some anxiety about the implications ‘Assistant’ might carry. It is not for the working party to involve itself in those discussions, but the Council may judge that it would be wise to wait until greater clarity had been achieved on the issues before making a positive decision. In that case we would still urge an amendment to SO 304, and suggest, at least as an interim measure, the title ‘Connexional Secretary’ (with the appropriate area of responsibility in parenthesis, as at present). 

9. So far as the Standing Order is concerned, however, whatever title is adopted further amendment is needed to clarify the breadth of responsibilities involved and we propose an amendment as follows

304 The Connexional Secretaries.   (1) The Connexional Team shall include Connexional Secretaries, appointed to that office, who shall assist the General Secretary in the execution of his or her overall responsibilities. Under his or her direction they shall have collective responsibility for the work of the Team and ensure that it is effectively carried out, in accordance with the Deed of Union, Standing Orders and the directions from time to time of the Methodist Conference and the Methodist Council and, with the wider senior leadership of the Church, shall support  him or her in leading the development of the Church’s vision of unity, mission, evangelism and worship. They are authorised when so required to act as his or her representative.
10. If the Council decided to adopt the title ‘Assistant General Secretary’ forthwith it would be a matter of substituting ‘Assistant General Secretaries’ for ‘Connexional Secretaries’ in the title and text above. If either version were accepted there would need to be further consequential amendments to the title in other Standing Orders. The amendments would need to be presented to the Conference with appropriate commentary.
11. The following resolutions are offered to help the Council test and come to its mind on these matters. 

Resolutions

1. The Council approves the amendment to Standing Order 304 concerning the responsibilities of the Connexional Secretaries set out in paragraph 9 of the report.
2. The Council defers its decision about any further alteration to the title of the Connexional Secretaries (see paragraph 8 of the report).
Or

The Council adopts the recommendation that the title of the Connexional (Team) Secretaries be changed to that of Assistant General Secretaries as set out in paragraph 8 of the report and Standing Order 304 further amended to that effect. 
3. The Council directs that a report be presented to the Conference in the light of its decisions.   
Appendix
Standing Orders (relevant clauses)
300 (2B) The General Secretary may delegate to any of the Secretaries in the Connexional Team or other senior members of that Team or members of the Connexional Leaders’ Forum, as appropriate, or, after consultation with the President, to some other person the exercise, in general or on a particular occasion, of any of his or her formal responsibilities. He or she shall prepare and maintain a list of all such general delegations made, identifying in each case the relevant person and responsibilities concerned.

304 The Connexional Team Secretaries. (1) The Connexional Team shall include Secretaries, appointed to that office, who shall under the direction of the General Secretary have collective responsibility for the work of the Team and ensure that it is effectively carried out, in accordance with the Deed of Union, Standing Orders and the directions from time to time of the Methodist Conference and the Methodist Council, and, with the wider senior leadership of the Church, shall support the General Secretary in leading the development of the Church’s vision of unity, mission, evangelism and worship.

Job Descriptions (main tasks)

Secretary for External Relationships: 

1. To provide inspirational leadership for the development of the Church’s vision and mission through effective partnerships including advocating those partnerships within the Church

2. To play a full part in the oversight of the Connexional Team, under the direction of the General Secretary, working collaboratively in a close knit group with the Secretary for Internal Relationships and the Secretary for Team Operations and in partnership with the senior managers of the Team.

3. In consultation with the Secretary for Internal Relationships, the Secretary for Team Operations and senior managers within the Team to undertake specific tasks relevant to the purposes of the post. 

4. To enable the wider leadership of the Church to contribute effectively to the development and advocacy of the Church’s strategic partnerships.

5. Within guidelines set by the General Secretary to be a recognised and influential representative of the Methodist Church and to speak and write as an advocate of the Christian gospel and in particular to speak for the Methodist Church in negotiations with partner organisations.

6. To provide authoritative advice to the governance bodies of the Church on strategic developments in the Methodist Church’s partnerships with other Churches and organisations.

7. To negotiate with districts and with the Secretary for Team Operations on the best use of Team resources and district resources for initiatives relating to the Church’s strategic partnerships.

8. To deputise for the General Secretary, the Secretary for Internal Relationships and the Secretary for Team Operations as required.

Secretary for Internal Relationships:

1. To provide inspirational leadership for the collective task of nurturing the whole life of the Methodist Church as it seeks to fulfil its calling and work out its priorities.

2. To play a full part in the oversight of the Connexional Team, under the direction of the General Secretary, working collaboratively in a close knit group with the Secretary for External Relationships and the Secretary for Team Operations and in partnership with the senior managers of the Team.

3. In consultation with the Secretary for External Relationships, the Secretary for Team Operations and senior managers within the Team to undertake specific tasks relevant to the purposes of the post. 

4. To support district Chairs and the Warden of the Diaconal Order, individually, in groups and collectively, in their leadership roles in the Church.

5. Within guidelines set by the General Secretary to be a recognised and influential representative of the Methodist Church and to speak and write as an advocate of the Christian gospel. 

6. To provide authoritative advice to the governance bodies of the Church on strategic developments in the life and witness of the Church.

7. To negotiate with districts and with the Secretary for Team Operations on the best use of Team resources and district resources for innovative developments in worship and mission.

8. To deputise for the General Secretary, the Secretary for External Relationships and the Secretary for Team Operations as required.

Secretary for Connexional Team Operations:

1. To provide inspirational leadership for the development of excellent working practices, of effective management and of staff development throughout the Team, all in the service of the whole Church.

2. In partnership with the senior managers of the Team to oversee the Connexional Team under the direction of the General Secretary, working collaboratively in a close knit group with the Secretaries for Internal and External Relationships.

3. To provide authoritative advice to the governance bodies of the Church on all formal aspects of the Team’s operations (including budgeting and finance, risk management, property matters and employment practice) and on strategic developments in these areas.

4. To facilitate the development throughout the Church of good practice in employment and working practices and the fulfilment of all statutory responsibilities.

5. To oversee effective joint working between the Team and the districts through projects and creative initiatives

6. To speak for the Methodist Church where appropriate and as requested by the General Secretary.

7. To deputise for the General Secretary, the Secretaries for Internal and External Relationships as required.

