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The Discipleship and Ministries Learning Network

1. Introduction
1.1 This report seeks to bring the Methodist Council up to date with the implementation of the recommendations of the Fruitful Field Project report to the 2012 Conference. This report provides the Methodist Council with an overview of the work completed since the Council met on 21-22 January 2013, highlighting the areas where there Methodist Council will need to exercise their functions as employer and managing trustee.   In addition information will be provided on the  the next phase of work which will be reported to the Council in October 2013 defining the key strategic learning and development objectives for the first five years of the life of the DMLN. This report also seeks to address some of the concerns expressed about the management of the project at the Council in January.

1.2 The paper includes the following information:

· Details concerning the development of a critical path and timeline for each dimension of the implementation strategy.

· An update on progress on communication issues.

· Information about the outline budget scrutinised by SRC at its meeting on 6-7 March 2013.
· Recommendations about the governance of the Network and the governance role of the Implementation Executive and its successor body, and the relationship between the Connexion and the Centres (the Queens Foundation, Birmingham, and Cliff College).

· An outline and recommendations on staff transitioning and a staff model for the DMLN. 

· An update on progress on a response to Notice of Motion 102. (2012)
SECTION A  Forming the Discipleship and Ministries Learning Network

2. Project Implementation since January 2013
2.1 The two Project Managers (Luke Curran, Director of the Wales Training Network, and Richard Andrew, Director of York Institute for Community Theology) began their work shortly before the meeting of the Methodist Council on 21-22 January. Their immediate task was to review the project management, the key strategic pathways, and to focus on key priorities to ensure that a staff team and work plan would be in place for 1st September 2013. The implementation team (IMT) are due to meet again before Council.
2.2 The Project Managers line managed by Jude Levermore, report on a fortnightly basis to the Implementation Executive which consists of members of the Methodist Council, the Ministries’ Committee and the Strategy Resources Committee, and is chaired by the General Secretary. The Implementation Executive, (IE) supported by the Connexional Team and the Project Managers have met once and had two conference calls since the last meeting of the Council and have shared a considerable body of email correspondence between meetings.
2.3 The Project Managers simplified the 13 implementation development strands presented to the Council in October 2012 and developed 5 core thematic areas:

· Organisational Development; 
· Staffing; 
· Learning and Development; 
· Transition; 
· Communication

2.4 Utilising a critical pathway methodology, activity diagrams and Gantt charts have been produced for each of these core areas of work which together form the working project plan. These diagrams and charts are not easily translatable into a report of this kind but are available on a confidential basis to members of the Council and can be accessed by emailing Naomi Oates at oatesn@methodistchurch.org.uk These are working documents and subject to revision as the project progresses but they provide a mechanism for effective project management, monitoring and reporting. 
2.5 Organisational Development

a. Integration with the Connexional Team – there has been careful reflection on the organisational structure of the DMLN and, more particularly, its integration into the Connexional Team, particularly in respect to relationships with local churches, Circuits, Districts, regions and Centres. This is dealt with more fully in Section 4 (Staffing Transition and the Staffing Model) but is presented in diagrammatic form as Appendix 1.
b. The Budget – the full budget was scrutinised by SRC at its meeting on 6-7 March 2013. Significant aspects of the budget are discussed and information provided related to the staffing model in Section 4. The budget will be presented to Council at its meeting on 13-15 April. The Discipleship and Ministries Cluster budget will contain the DMLN budget along with the budget for the few activities which will remain outside .  The budget will be a significant part of the Central Services budget which will need to be kept under constant review  with an ability to retain flexibility within the bottom line numbers for the next 3 years. The DMLN budget now includes Children & Youth, Chaplaincy, and Evangelism, Spirituality, and Discipleship. The cost of developing the DMLN and the associated transitional costs are contained within the Fund for Training budget and total £2.7m over 3 years. These transitional costs  ensure continuing provision for those in institutions and pathways not contained within the DMLN (for example support and training to staff being made redundant), costs for the Implementation Executive committee, and costs associated with the closure of centres.These costs will decrease in 2014/15 and again in 2015/16.   All the income and expenditure associated with Evangelism Spirituality and Discipleship is now contained within the DMLN except monies for Fresh Expressions (funding provided  from the Connexional Priority Fund levy) and the Rural Officer (this is a joint appointment with the URC).  All the income and expenditure associated with the Youth Participation Strategy (YPS) finishes at the end of the 2012/13 year. The SRC has already agreed that £100,000 per year should be for The One Programme to continue. It is proposed that this is funded for a further five years, with the Epworth Fund paying for the young people’s salaries – it should be noted that all on costs (training, management etc) will come from the DMLN.   All the income and expenditure associated with Chaplaincy, except the half stipend from the Forces Board and the 2 Chaplaincy development posts (funded from Connexional Grants Committee), are now contained within the DMLN. The implementation of the DMLN is budgeted for as per the figures contained in the Fruitful Field report to the 2012 Conference. It should be noted that while the headline figures for this are fixed, there has been some movement between lines as the implementation complexities emerge.  
c. 
In adopting the recommendations of the Fruitful Field report, the 2012 Conference endorsed the creation of the DMLN fund. It adopted the recommendation that the assets below would form part of this fund which would be used to support the ongoing work of the Network. Below is a brief update on the work which has been done to date.
d. Guy Chester Centre (North Bank Estate Trust) – representatives of the IE have met with the Guy Chester Centre Trustees and  the IE are working with the Trustees  to establish an agreed date for the passing  of delegated managing trusteeship to the Network Committee.
e. Methodist Diaconal Order (MDO) –Members of the Connexional Team have consulted with the Warden of the Diaconal Order and a more in depth consultation will take place with the wider Diaconal Order to fully understand their needs and how they can be met within the DMLN. A member of the Senior Leadership Group of the Connexional Team will attend the Diaconal Convocation in May as part of this process.
f. 
Methodist International Centre (MIC) – Managing trusteeship has been delegated by the Council to the IE and professional consultants have been engaged to negotiate the terms of a new lease and ensure  a full market rate is paid in order to meet  the requirements of Charity legislation.
g. Southlands Methodist Trust (SMT) - see separate Council paper relating to governance of the Southlands Methodist Trust.
h. Wesley House Cambridge (WHC- as a permanent endowment) - WHC trustees have explained their understanding of how it might be involved in the future of the DMLN without funding from the DMLN.  There have subsequently been constructive conversations between WHC representatives and  members of the Connexional Team. It is not yet clear to what the nature of  the relationship between WHC and DMLN will be.  The IE have been informed that the Wesley House trustees hope to bring a report to the 2013 Conference.
i. 
Wesley College Bristol (proceeds of the sale) - the proceeds of the sale of Wesley College Bristol are held within the Fund for Training (to be renamed the DMLN Fund).
j. 
Wesley College Library and Heritage Archives

Following the closure of the College discussions have taken place between the Heritage Committee and, initially, the Ministries Committee concerning the library and archive of the College. In recent weeks those conversations have been able to move forward with the IE and the Heritage Committee.

Both are agreed that is expedient to view what has been removed from the College as two separate entities - broadly these parts are;
(1)     
the institutional archive of the College and its predecessors (309 items), historic manuscripts (700), historic printed materials (books and journals), some of greater significance than others, and what has been described as the ‘Heritage Collection’ (3952), plus artefacts ranging from communion plate to portraits and furniture (52 items).
(2)    
and a modern library collection to support the changing programme of courses offered by WCB over time (38,000) The agreement is that everything but the modern library collection is within the remit of the Heritage Committee and should therefore be for them to work through, in line with current Standing Orders, existing agreements relating to the deposit of connexional records and existing site-specific collection policies (for example, those necessary for the nationally-recognized accreditation of our four key heritage sites). The allocation and storage of those items listed above will take place following this process, appraisal of the printed collections and appropriate discussions with relevant potential partners. The IE, as the body currently responsible for the Network, will oversee the dispersal of the modern library collection keeping in mind the desire to create both physical libraries accessible to those studying in the centres as well as moving towards a digitally accessible library for all.
2.6 Learning and Development

a. Significant work on learning and development has been undertaken by the Implementation Management Team and draft proposals have already been considered  by the Ministries Committee (e.g. work on Learning Circuits and Practice Based Formation). A draft pathways paper has been produced and the process for consultation is currently being planned. The evolution of the Learning and Development strategy will be a major aspect of the work of the Project Managers in the period following the Council in April 2013. It is proposed that a Learning and Development strategy paper is brought to the Council in October 2013 for discussion and that paper will contain key work and strategic objectives for the DMLN for the first five years of its existence. 
b. Local Preacher and Worship Leader pathways are being designed to allow more shared learning between those called to be Local Preachers and Worship Leaders. The pathways include modules that offer core initial learning for both Worship Leaders and Local Preachers, covering the foundations of leading worship and others that are core initial learning for Local Preachers, covering the ministry of the word. The modules are designed to be flexible enough to allow delivery in a range of contexts: locally, as part of a small group in the local area; regionally, through a series of regional study days as well as and, intensive residentials. In the local context it is hoped that these modules will also be of wider interest, e.g. for general discipleship, for continuing development among existing Local Preachers and Worship Leaders and those in other local ministries. Alongside this students will have practical experience with experienced worship leaders and preachers. The preparation, undertaking and reflections on these practical experiences will form a significant part of the assessment process, with each individual producing a portfolio that demonstrates their journey of formation. This is based on the model that is currently successfully used on the London Local Preacher's course and the Lincoln & Grimsby Local Preacher's course. The next stage of this work is to present a full report to the April meeting of the Ministries Committee, including an implementation timetable and transitional arrangements. It is hoped that this will lead to a wider sharing of the details of these pathways across the connexion during the Connexional year 2013-14.
c. 
The Common Awards – progress has been made in developing the partnership between the Methodist Church and the Church of England in relation to the Common Awards. The Common Awards represent an attempt to bring together within one validating relationship a series of awards and pathways related to training for ministry (lay and ordained). The contract for the Common Awards will be between the Archbishops’ Council and the University of Durham. The Methodist Church has, for some time, been in conversation with the Church of England concerning the nature of our partnership in the Common Awards and we are optimistic there will be appropriate recognition of the Methodist Church in the Framework Validation Agreement being entered into between the Archbishops’ Council and the University of Durham, in the Standard Validation Contract between the University of Durham and the Queens Foundation, and in the governance structures which oversee the awards. The commitments made in the Anglican-Methodist Covenant called the Methodist Church and the Church of England to, '...realise more deeply our common life and mission...taking steps to bring about closer collaboration in all areas of witness and service in our needy world.' Agreement concerning the Common Awards not only provides a tangible expression of the Covenant but a significant opportunity to enhance existing shared work in pre-ordination training and, potentially in the future, the possibility of greater co-operation at a regional level in relation to a number of local ministries. In addition, any The agreement regarding the Common Awards will provide the Methodist Church with a significant degree of financial stability in relation to university fees in a period of great change in the HE sector. The Archbishops’ Council is due to sign the Framework Validation Agreement with the University of Durham in March 2013 and the awards themselves will begin in September 2014. Initial conversations have been held concerning the level of Methodist financial contribution to the Church of England to support the Church of England in meeting the core costs of the awards from which the Methodist Church will benefit enormously. 
2.7 Transition
Existing Students and those Candidating for the Ministry in 2013
a. An interim Connexional course for part-time pre-ordination students based at the Queens Foundation has been put in place ensuring that candidates offering for ministry in the current Connexional year will not be adversely affected by the changes taking place to the learning and development infra-structure following the decisions of the 2012 Conference. 
b. Full time route - an intensive programme over two years making full use of the context of Birmingham for an exploration of mission and ministry in the contemporary Church. It will provide an opportunity to be immersed in shared community life, academic and formational studies and an intensive Circuit-based placement. Students are expected to be on campus four days a week. Some students will move to Birmingham itself and will form a link with a local church whilst others will commute weekly and retain a connection with their home church or another in their Circuit providing both a spiritual home and a place in which to engage regularly with the practice of ministry.

c. Part-time route - a part-time pathway, lasting three years, this will enable some students to undertake their studies and placements alongside other commitments, including full-time employment, and not as their sole undertaking. Student ministers will share most of their training within a Methodist peer group with periodic opportunities for ecumenical learning and engagement. Each year there will be 6 residential weekends which will usually take place on the campus at Queens. Because of the distance some will travel, the weekends will begin late on Friday evening with prayer and end mid afternoon on Sunday. Formational learning will be focused in a context of prayer and corporate life and, although they are brief periods of residence, these will provide deep opportunities for the integration of hearts, minds and hands, of being, knowing and doing. In the third and final year there will be a week long summer school which will help to prepare student ministers for their next phase of ministry as a probationer. In addition, each year there will be 6-8 regional tutorial meetings taking place on a Sunday emphasising that this is work for the Church and is part of a transition to authorised and ordained ministry. This also means that Saturdays are not overwhelmed with course requirements. These groups will as far as possible map to the regions established by the Methodist Council and will be led by a regional tutor. Each year some learning will take place through online modules. To support this learning each student will have a regular 'virtual' tutorial group, shared with those in a regional group but held with a subject specialist. Formation will be rooted and tested through a series of placements in circuits and other contexts, as local as possible to the home of the student minister.

d. A small number of part-time students, local to Birmingham, will be able to join the ecumenical part-time course for the West Midlands based at Queens.
e. It is important to note that the 2012 Conference report highlights the duty of the Church to current students completing their studies and to the institutions and staff who support them during this transitional phase. Clearly this will need to happen on a case by case basis, working closely with students and institutions but planning for this has been incorporated into the transitional budgets.

f. Wesley House, Cambridge – following the presentation of the paper MC 1308 at the last meeting of Council, initial conversations have taken place between the Wesley House Trustees and members of the Implementation Executive concerning proposals from Wesley House about a possible future without funding from the Methodist Church. One dimension of this discussion concerns the potential contribution of Wesley House to the Network should such a proposal prove to be viable. It has been communicated to the Implementation Executive that the Trustees of Wesley House hope to bring a paper to the 2013 Methodist Conference. Wesley Study Centre, Durham – in a similar vein the management committee at the Wesley Study Centre are exploring a number of options concerning a possible future Methodist ‘presence’ which does not involve funding from the Network. Initial discussions have taken place between members of the Implementation Executive, the Wesley Study Centre and representatives of St. John’s College, Durham. The Project Managers will be involved as these discussions evolve and any progress will be reported to future meetings of the Council. 
2.8 Communication

The Communications Team, working closely with the Project Managers, have developed a strategy for communicating the values and purposes of the DMLN, focusing initially on ensuring the availability of accurate background information and updates. A FAQs page is now available at http://www.methodist.org.uk/ministers-and-office-holders/creating-the-learning-network/faqs-about-the-learning-network. A flyer has been produced for Spring Synods and planning is underway to ensure that DMLN staff are available for Autumn Synods. ‘The Week Ahead’ (a weekly e-bulletin widely distributed by the Communications Team) will be increasingly utilised as a means of communicating with a variety of Methodist constituencies and plans are under way to send further communications to those in local churches and circuits, including Local Preachers and Ministers, and a leaflet suitable for church and Circuit magazines and notice sheets will be produced in the coming months. The Project Managers will be presenting sessions on implementation at the forthcoming Superintendents’ Conferences in Milton Keynes and York. 

The Project Managers believe that the Communications Strategy for implementation is in a much better place than when the Council met in January.
3. Governance Structures 

3.1 Consultations on the governance structure  have been undertaken with the  Principal of Cliff College and with the Principal of The Queen’s Foundation to further explore their existing governance arrangements and structures.

3.2 It is recognised that the proposed arrangements move away from the proposals in the Fruitful Field report to the 2012 Conference.  The original proposals envisaged a separate governance structure for the Network and the Network having responsibility for directing the affairs and policies of the Network on behalf of the Conference and the Council.  That governance body was also to have control of the Network’s resources and deploy them for the Network’s purposes.  It was envisaged that the separate governance structure would be accountable to the Conference and report annually to the Conference.  Whilst it is fully appreciated that this is what was agreed by the Conference, changes arising from a recognition of complexities  (some further details of which can be found detailed in sections 4.22 in this report and conversations with the associated institutions) has meant that a single governance structure is no longer achievable. 
3.3 Given that the Network staff will be within the Connexional Team it is vital that the SRC have oversight of these staff members through the governance structure of the Methodist Council given the SRC are charged with responsibility for the Connexional Team. 

3.4 It is proposed that the new governance structure is a committee of the Council, reporting to the Council thereby ensuring that the Council through the SRC retains responsibility for the Network staff and has oversight of the Network’s budget which will fall within the Central Services budget.  The SRC will provide the Network Committee with their resources and it will be the Network Committee that facilitates how these resources are utilised to fulfil the work of the Network.  In terms of decision making, the Conference and the Methodist Council on advice from the Ministries Committee will be responsible for making the policy decisions. The Ministries Committee will work closely with the Network Committee to ensure appropriate implementation of the policies.  Mechanisms for the exact nature of this close working remain to be worked out. 
3.5 A separate proposal will be taken to the Conference to recommend that the Ministries Committee reports directly to the Council rather than the Conference.  This would bring the Ministries Committee in line with other committees and make for a more equitable relationship to the Network Committee.

3.6 The Network Committee will be responsible for the governance of all the theological colleges that remain within the Methodist Church’s control.  The Network Committee will be delegated the managing trusteeship by the Council for Methodist International Centre, the York Institute and Hartley Victoria.  Such a delegation will clearly require the revoking of the delegation to the Implementation Executive in October 2012.  

3.7 Consideration will need to be given as to how and if the managing trusteeship of the  Guy Chester Centre,  Methodist Diaconal Order Centre and Southlands Methodist Trust, currently delegated by the Council to other trustee bodies, should be revoked and delegated instead to the Network Committee.  Even if the Network Committee does not assume managing trustee responsibility for these centres , the Committee will need to work with these centres to give effect to the decisions of the 2012 Conference in respect of governance. (See para2.6)
3.8 The Network Committee will have responsibility for ensuring the income generating centres; Methodist International Centre and the Guy Chester Centre generate as much income as possible.  The Network Committee will be responsible for preparing the Network’s budget in light of the estimated income and work to be undertaken but the SRC will need to approve the budget as part of the Central Services budget to be approved in turn by the Council and the Conference.

3.9 Before setting out how the Queen’s Foundation and Cliff College will fit into the governance structure, it would be helpful to set out the existing governance arrangements for the two centres.

3.10 The Queen’s Foundation for Ecumenical Theological Education – Existing Arrangements

a. The Queen’s Foundation for Ecumenical Theological Education is a charitable company registered with Companies House and the Charities Commission.  The governors of the Foundation are also the company directors and trustees of the charity.  There are 4 nominated governors, one appointed by the Methodist Council and one by the Birmingham District, the other two are Anglican representatives.  There are also ten co-opted governors.  The Memorandum and Articles of the company do not provide for any accountability to the Methodist Conference or any Methodist body nor are Queen’s within the consolidated accounts of the Methodist Church.   Although Queen’s are very willing to engage with and support the work of the Network, they are an ecumenical institution providing theological education to Methodist and Anglican students as well as a range of independent students.  It is therefore necessary for the governance structure of the Network to take into account that Queen’s is a separate entity over which the Methodist Council has no managing trustee responsibilities and that the Foundation has a responsibility to other bodies as well as the Methodist Church. Note should be taken that Queen’s is a sound and ecumenically embedded model of theological education. 
b. Although the Foundation is willing to discuss an increase in Methodist representation on their board of directors/governors, it is not able in light of their wider commitments to agree to winding up their separate structure to fall solely within the governance structures of the Methodist Church.  It is also important in terms of validation of their awards that they are an incorporated body as it is this status that enables them to be a party to the validation agreements with Durham University.

3.11 Cliff College – Existing Arrangements

a. The managing trustees of Cliff College are the Methodist Council as established under the trust deeds dated 1903 and 1930.  The Methodist Council have delegated managing trustee responsibilities to the Cliff College Committee, a body appointed annually by the Methodist Council.   The Council also take nominations for the appointment of Cliff’s Principal and tutors to the Conference.  Cliff College is a separately registered charity but its accounts are within the Methodist Church’s consolidated accounts.  The Cliff College committee are already accountable to the Methodist Council by virtue of the delegation of trusteeship although there is currently no regular reporting from Cliff College to the Council.  

b. It should be noted that the work Cliff College would undertake for the Network will only equate to a small amount of their total work (current funding from The Methodist Church provides about 7% of their income). The rest of their income is currently generated from student fees, donations, endowments and commercial activities associated with their conference centre.  The conference centre is managed and administered by a separate charitable company, Cliff College Outreach Ltd.  It is therefore important that Cliff College retain the ability to undertake work for other organisations and denominations and obtain additional income from sources other than the Network. It should be noted that this ability was one reason for their identification as a centre in the Fruitful Field report. 
3.12 The Queen’s  Foundation– Future Accountability

a. In light of Queen’s being a separate entity with their own governance structure it is not possible to place Queen’s directly within the governance of the Network Committee.  It is therefore necessary to formalise and regulate the relationship between Queen’s, the Network Committee and the Council by way of a Service Level Agreement.  Queen’s will be accountable to the Network Committee for the work they are directed to undertake for the Network and will need to report annually to the Network Committee in respect of this work.  This is a new partnership way of working which sees Queen’s playing  a significant role in the DMLN as envisaged and will reflect the existing arrangements between Queen’s and the Methodist Council but formalise them in an SLA. A Service Level Agreement will be prepared between the Council, Queen’s and the Network Committee to ensure that Queen’s appreciate what the Network Committee expect from the governors and staff, how work will be directed, how this work will be funded and the responsibilities of all parties.

b. The original purpose of the Network to exercise reflective, collaborative, ambitious, and prophetic oversight of the DMLN (para 250.1 of Fruitful Field Project  Report 57 to the 2012 Conference) will be achieved via the service level agreement with Queen’s. 
c. It is appreciated that at paragraph 254 of Fruitful Field Project Report 57 to the 2012 Conference it was stated that “legal advice has already offered routes whereby both a commitment to a single governance structure for the Network and to ecumenical oversight of the life of the Foundation could be held together without causing undue complexity, unclear understandings of responsibility and accountability, or unproductive levels of bureaucracy.”  Following much more extensive work and more specialist legal advice being undertaken and the complexities being better understood particularly in relation to Queen’s being a separate entity and the need for the SRC to oversee the staff of the Network, the legal advice provided no longer accurately reflects this reality.  However the proposals for Queen’s still achieve the working partnership that was aimed for in the Report. 

d. The Connexional  Solicitor will be instructed to prepare this Service Level Agreement if this proposal is accepted by the Council.

3.13  Cliff College – Future Accountability

a. The Methodist Council will continue to delegate managing trusteeship for Cliff College to the Cliff College Committee which will need to report annually to the Council on the fulfilment of their managing trustee responsibilities.  The Cliff College Committee will be accountable to the Network Committee for the work they are instructed to undertake for the Network and will need to report to the Network Committee on the progress of their work for the Network.

b. Terms of management will be drafted between the Methodist Council, the Network Committee and Cliff College Committee to ensure that all parties are aware of their responsibilities, reporting  requirements, membership of the Committee, how the Network will direct work to be undertaken and how this work will be funded.  

3.14 Conclusion. The proposed governance structure is not what was originally envisaged however it is the only feasible structure that enables the Network to fulfil its purposes.  What is proposed here ensures that the SRC is able to meet its responsibilities for the Connexional Team and the budget and reflects the existing governance structure particularly of the Queen’s Foundation.
4.
Staffing 


This section reports on progress on staffing transition and seeks to enable members of the Council to take informed decisions about the shape and structure of the of DMLN staffing recognising the particular role of the Council as an employer.   References throughout this report refer to staff and members of the Connexional Team, meaning both Council employees and ministers appointed to serve in the Connexional Team.  However it is important to note that the redundancy process and the voluntary severance  provisions set out in this paper do not apply to the presbysters and deacons appointed to serve within the Connexional Team.

These recommendations take account of detailed work on finances and governance which has been undertaken in recent months and follows conversations with the Staff Association and briefings for current members of staff.

Summary of the Key Recommendations of the Fruitful Field Project Report

4.1 The Fruitful Field Project report to recommended the establishment of the DMLN, distributed across the Connexion. The key recommendations regarding the formation of the DMLN are found in Section H (paras.157-186) which need to be considered carefully alongside the recommendations on ‘Expenditure, Funding Streams, Funds and Assets’, contained in Section L (paragraphs 259-270) of the report.
4.2 The report recommends the formation of a single team of expert staff focused upon the four purposes of the Network: 
· discipleship development; 
· ministry development (lay and ordained);
· church and community development; 
· scholarship, research and innovation.


It is envisaged in the report that posts would be distributed proportionally across regional teams (70% of posts), centres (20% of posts at the Queen’s Foundation, Birmingham and Cliff College), and a co-ordinating team (10% of posts). 
4.3 Regional Teams – paragraph 164 recommends the setting up of regional teams which would ‘normally’ consist of five full-time postholders -  ‘normally’ in this context recognised the fact that the eventual configuration of regions might result in regions that were irregular in terms of their geography, membership, numbers of ordained staff etc). Five focuses for posts were recommended: 
· the development of lay ministries and roles (para.164.1); 
· the development of ordained ministries and roles (164.2); 
· the development of the gathered ministry of the church community (164.3);
· the development of the dispersed ministry of the church community (164.4); 
· the development of the diversity of the church community (164.5). 

In addition to individual focuses of responsibility, the report envisages that up to 25% of staff time should include capacity for a number of additional activities including discipleship development (para.166.1), scholarship, research and innovation (para.166.2), working in partnership across and beyond the Methodist Church (paras.166.3 and 166.4) and quality assurance and enhancement (para.166.5). One of the postholders would be identified as a ‘co-ordinator’ (para.167).
4.4 Centre-Based Posts – the report goes on to recommend the setting up of staff teams within centres (The Queen’s Foundation and Cliff College). The report envisages that posts within this category would have a primary focus on either ministry development in all its forms or church and community development (paras.173.1 and 173.2). In addition to this primary task each post is envisaged as having capacity for various combinations of the following activities: 
· discipleship development (para.174.1); 
· scholarship, research and innovation (para.174.2); 
· working in partnership within and beyond the Methodist Church (paras.174.3 and 174.4); 
· quality assurance and enhancement. 

It should be noted that these posts were envisaged as additional posts to those posts at the Queen’s Foundation and Cliff College which are not currently funded by the Methodist Church (para.176).
4.5 The Co-ordinating Team –in the report (para.178) the setting up of a co-ordinating team consisting of eight directors including a director of the Network, the Principals of the Queen’s Foundation and Cliff College, a director of the regional teams, a director of discipleship development, a director of ministry development, a director of church and community development and a director of scholarship, research and innovation, is recommended.

4.6 It should also be noted that the report recommends that the DMLN incorporates within its work the majority of work currently undertaken by the Discipleship and Ministries Cluster of the Connexional Team (para.183) including: chaplaincy; children and youth; evangelism, spirituality and discipleship; and ministries, learning and development (para.182). The implication is that significant amounts of policy, advocacy and development work currently undertaken in the Cluster will be delivered by the DMLN, including the work of the Youth President and the Methodist Children and Youth Assembly (para.184). 
4.7 These recommendations provide the background to what follows. The assumptions, especially financial, which lie behind this model, need to be tested to minimise any potential risk to the Methodist Church. The following sub-sections provide recommendations onthe or the transition of staffing arrangements between the Discipleship and Ministries cluster   formation of the DMLN staff team. The sub-sections are in two parts:

Part 1 deals with the timetable and associated issues relating to the transition of current staff into the new team which has been approved by SRC


Part 2 makes a number of proposals about the configuration of the DMLN staff team.
Part 1: Staff Transition
4.8 The following process and recommendations were approved by SRC at its meeting on 6-7 March 2013.
Timetable for Transition (see Appendix 2)
4.9  The final number of redundancies is not yet known because the figures includes voluntary severance. The working presumption is  that there will be over 20 employees being made redundant within a period of 90 days or less. Consultation with the Staff Association is built into the timetable to meet the requirements of the Methodist Council redundancy policy. Later dates in the process are indicated as draft , not because they are likely to change significantly, but because they are dependent on the Methodist Council agreeing a new staffing model.

Staff “At Risk” Communication Strategy
4.10 The following staff ‘at risk’ policy has been agreed with SRC. 


The primary aim of the staff at risk communications strategy is to reduce and minimise employee anxiety during the creation of the DMLN staff team through clear communication. The key elements of the strategy are:    
I. Regular timetabled conversations to take place with the appropriate Staff Association representative

II. Meetings for all affected staff were held on 27 and 28 February 2013 to outline process and discuss proposals for the new DMLN staffing model

III. Meetings for all affected staff were held on 21 and 22 March 2013 to share the proposed new DMLN staffing model and the transition process, as proposed in this report to Methodist Council

IV. The development of a dedicated email address where questions and queries from individual staff can be raised and responded to 

V. A dedicated HR advisor, Kiren Brewer, will be available to answer questions and queries throughout the consultation process

VI. A list of all line managers of staff affected has been created and communications with them have begun

VII. Weekly meetings between the Director of Development & Personnel, the Project Managers and Discipleship & Ministries lead staff

VIII. Regular reports  made to the Senior Leadership Group (SLG) including discussion of the staff transition timetable, staffing patterns and associated issues

IX. SRC, at its March meeting, agreed the staffing transition timetable.
4.11 There also needs to be good communication with the line managers of all affected staff. The support and pastoral care of those in these roles is vital, and a method of offering this care and support is being developed.
Audit of Current Staff
4.12 An audit of all current staff in the areas named within The Fruitful Field Project report has been undertaken, namely Training Officers, District Development Enablers, Participation Project Managers, Course and Institution staff, staff of the Discipleship & Ministries Cluster, District Evangelism/Mission staff and staff in Wales and Scotland. As a result of this an accurate list of all the Methodist Council employees that will be put at risk of redundancy has been established along with those ministers serving in the Connexional Team whose appointments are at risk of being curtailed. Individual impact mapping for every affected Methodist Council employee is being done. Where Methodist Council employees are not currently paid on the Methodist Council pay scales, such as Training Officers, job descriptions have been submitted to the Job Grade Evaluation Panel to be graded so that the Methodist Council’s redundancy policy may be operated fairly in respect of offering suitable alternative employment. Job grading will be handled electronically and on demand as the process requires. Further work is being undertaken in respect of employees of other bodies affected by the formation of the DMLN.  This work includes conversations with solicitors and proposals will be brought to the SLG and the SRC in due course.

Voluntary Severance

4.13 The following voluntary severance process has been agreed with SRC and now needs to be adopted by the Methodist Council. 
4.14 Voluntary severance will be offered at two points in the formal consultation process. The first one at the very beginning of the process, so that staff may indicate that they wish to leave the Methodist Council’s employment at the end of the connexional year without needing to engage further in the redundancy process. The second one will coincide with the end of the interviews for the senior staff and co-ordinators, thus allowing staff the opportunity to apply and be interviewed for those posts before deciding if they wish to apply for voluntary severance.  Two periods of one week, rather than a rolling programme are suggested because it makes the process much more manageable and enables staff affected to opt out of the restructuring process. The timetabling of the two opportunities allows for the necessary interviews and paperwork to be completed so that people end their employment with the Methodist Council on 31 August 2013.

4.15 Usually criteria set for voluntary severance are designed to keep particular employees with key skills and knowledge within the organisation. However, on this occasion it has been agreed that no criteria beyond formal application are set and that any ‘at risk’ employee who applies for voluntary severance is accepted. The reasoning behind this is that for the DMLN to be effective it requires a high level of commitment from staff to both to the vision of The Fruitful Field Project report and the new working arrangements of the DMLN. It is likely to be counterproductive in the longer term to retain staff that do not have this commitment.  . 

Employee Assistance Programme 
4.16 The Methodist Council redundancy policy (page 9) makes it clear that Development & Personnel will provide advice and support to every staff member facing redundancy. Staff members are entitled to the following, in consultation with Development & Personnel and, where appropriate, their line manager:
i. Advice and help on CV presentation, applications and providing references;

ii. Reasonable access to photocopying and computer facilities so that they can make applications and write enquiry letters to prospective employers;

iii. Vacancy information from other employers, which is made available to the Development & Personnel Office;

iv. Reasonable paid time off during working hours to look for alternative work, attend interviews and look at retraining opportunities;

v. An external outplacement service may be offered during their statutory notice period to assist staff members coping with redundancy and to help them find alternative employment.
Job Descriptions

4.17 Work on drafting job descriptions for the new DMLN staff is being undertaken during March and April. Both the Job Grading Evaluation Panel, the Chairs of the SRC and D&P Sub-Committee are aware of this timetable.  The majority of the job descriptions will be agreed by email within the agreed period and a complete set will be available to the April meeting of the SRC.
Additional D&P Resourcing

4.18 Estimates have been made of the time necessary to run this process effectively. This includes:
i. 46 days of D&P time =  no additional costs
ii. 6 days of external HR consultant’s time =  £900 per day (plus VAT and travel expenses)
iii. 108 days of external HR advisor’s time =  £200 per day (plus VAT and travel expenses)

These estimates are within the budgeted cost of £55,000 contained within the transitional budget.

4.19 The HR Consultant will be Lynwen Plowman of LPA Consultancy and a HR advisor, Kiren Brewer, has also been appointed. 
Part 2: New Staffing Structure
Changing Needs and Complexities

4.20 The Fruitful Field Project report (hereafter the 2012 report) presented a vision for the DMLN focussing on four clear purposes:
· Discipleship development
· Ministry development
· Church and community development
· Scholarship, research and innovation
In the eight months following the Conference those working on the implementation of this vision have faced a number of issues and complexities that have created challenges in the development of the staffing structure. These focus around five main issues.
i Governance and centres – work on the governance structure for the Network outlined in Section 2 has clarified the existing governance arrangements and structures of the Queen’s Foundation and Cliff College which impact upon some of the assumptions built into the working model for staffing. In the case of both institutions a balance needs to be struck between the need for the Council to have oversight of all their employees and the need to provide adequate funding to support posts within the two Centres which are rooted in and related to the Network but the employer is, Queen’s or Cliff. This impacts upon the configuration of the Centre posts envisaged in the 2012 report. although this is an issue related to the technicalities of who employs whom rather than an issue of the number of overall posts which can be supported by the Network. 
ii Network Regions – the Methodist Council at its meeting in January 2013 agreed the configuration of the Network regions, comprising nine regions in England and one each in Wales and Scotland. The regions established are varied in size and context and this will inevitably impact upon the staff distribution across the regions. 
iii Cluster links – it has become clear that it will be necessary to retain a number of posts within the Discipleship & Ministries Cluster for three reasons: (1) because of the specific configuration of some roles, e.g. a role focused on the processes connected to candidating, allocations and oversight of pre-ordination students, a role with a close connection to the Development & Personnel; (2) there are a number of roles now located in the Discipleship & Ministries Cluster that were not so located when the 2012 report was conceived, e.g. education, the Inspire Project , Venture FX and Fresh Expressions and the Family Ministry Development Officer post; (3) there are some areas of work that whilst connecting with the Network are not best served by being in it and which are funded via different, non-network sources, e.g. the Forces Board, and the National Rural Officer. This also has a number of implications in the design and implementation of the Network.
iv Financial Projections (based on the 2012 report) – it was difficult to test the financial figures presented to Conference in advance of the job grading exercise which can only be completed after the preparation of job descriptions, and the relationships with Queens and Cliff are agreed. However, it has been possible to build a budget with  estimated costs and these will be presented to the Council members at their meetingin April.  
The challenges created by the complexities which have only now been realised have resulted in the recommendations within this report which aim to: 
· first and foremost retain the purpose of the recommendations made to the Conference; 
· be reasonably cautious in order to ensure that the Network is sustainable within the scope of the Budget agreed 
· create a team of expert staff that is cohesive and fit for purpose

A Revised Staffing Model: An Overview
4.21 Design Principles and Criteria. The following key design principles have been factored into the staffing model described in what follows:

· 
The aim is to establish a DMLN staff team as part of the Connexinal Team and located across the Connexion.

· 
The purposes of the DMLN are (The Fruitful Field Project report, para.117ff):

· Discipleship development – to support discipleship development across the Connexion;

· Ministry development – to support ministry development, in all its forms, across the Connexion;

· Church and community development – to support church and community development across the Connexion;

· Scholarship, research and innovation – to nurture apt and excellent scholarship, research and innovation within the Network to inform, equip and challenge the Connexion.

· 
To achieve these ends the Team will (The Fruitful Field Project report, para.158):

· Focus on serving and supporting Circuits, local churches and Districts, working with all those who lead and serve local churches and Circuits;

· Work through interactive relationships and in dialogue with local communities – their diverse and continually developing contexts, needs and aspirations;

· Provide a coherent, comprehensive and excellent service through embodying a breadth of knowledge and skills, through working to enhance the quality of its work, and through being well-co-ordinated.

· 
In addition to these core principles, the following factors have been woven into the design of the staff team model:

· The need to ensure that in any revision of the staffing model the needs of local churches, Circuits and Districts and the staffing of regions are prioritised, enabling key focuses upon discipleship development, small group development, local ministry development (including Worship Leaders and Local Preachers), practice-based formation, youth participation, children and youth work training and Superintendent training and church and Circuit development to be adequately resourced and supported.
· The need for simplicity, ensuring that the Network does not become too bureaucratic;

· The need to ensure that the structure of the staff team is part of the Connexional Team to ensure both synergy and accountability;

· The need to be financially responsible ensuring that the budget for the Network agreed by the Conference of 2012 can be met;

4.22 Feedback –the IMT and the IE, the Project Managers and the connexional team have had a large number of conversations,since the Council last met. These have enabled those working on the implementation to reflect on the work they are undertaking and incorporate a number of changes to the staffing model in the light of these conversations. The model that is outlined below has been developed in the light of reflection on that feedback.
4.23 The Staffing Model – these factors led to the following proposal: 

	Staff located in regions

	11
	Regional Co-ordinators (one per region)

	33
	Regional Staff (distributed across the regions)

	Staff not connected to a particular region

	3
	Specialist Team Co-ordinators (Discipleship Development; Ministry Development; Scholarship, Research & Innovation)

	5
	Practitioner Staff

	1
	Youth President

	There will also be a number of specialist staff within the Queens Foundation and Cliff College 

	Directors

	1
	Director of Scholarship, Research & Innovation

	1
	Director of Learning & Development

	1
	Director of Regional Staff

	This group will be overseen by the Head of Discipleship & Ministries, the Principal of Cliff College and the Principal of the Queens Foundation


Two graphic versions of this model can be found in Appendix 3
It should be noted at this point the variance here from the original fruitful Field report a table of this variance can be clearly seen in the table in Appendix 5 
Staff located in regions

4.24 The key role within each regional team is that of the Regional Co-ordinator - as well as being actively engaged in learning and development, s/he will have a number of line management and co-ordinating responsibilities for the regional team, helping the team define its work plan in relation to both local, Circuit, District and regional needs and connexional priorities, working with District Chairs. The Regional Co-ordinator will have an important role in helping to develop connexional pathways regionally and locally whilst paying attention to the particular needs of the region in which s/he is located. It is anticipated that the relationship between the regional co-ordinator and their Chair of District will be key. Meetings are in progress between the project managers and District Chairs to further flesh out the outworking of this.
4.25 A significant issue in determining the shape of regional staff teams concerns the balance between specialist and generic skills within the team as a whole, especially given the range of tasks envisaged by the 2012 report. The appropriate balance of specialist and generic skills within a regional team is key but it is also recognised that a certain number of specialist skills need to be available in each team. It is envisaged that these specialisms will include the following in line with the key purposes of the Fruitful Field Project Report:

· discipleship development – focusing on the discipleship agenda of the Church;

· ministry development – focusing on the ministry of lay and ordained;

· church development – focusing on the ongoing development of Circuits and Districts;

· community development – focusing on the development of diverse and dispersed communities.

It is also recognised that these teams could be a mixture of full-time and part-time, lay and ordained. Consultation with District Chairs will be undertaken. 
4.26 At the same time, there is value in not being too prescriptive about the way in which a regional team might operate, especially in advance of the team being formed. This allows the team flexibility in developing a work plan, in consultation with the Director of Regional Staff and the Director of Learning and Development, to reflect specialist skills within the team, to develop practitioner networks in churches, Circuits and Districts to support delivery, and to adjust to particular contextual needs within the region through consultation with District Chairs. A consultation will take place after the writing of this paper with the Chairs Meeting in March to discuss these issues and a verbal report will be made to the Council.
4.27 A proposal on the precise distribution of regional staff across the Network regions was presented at the Chairs meeting in March. The names of the regions and the numbers of staff allocated to them were discussed and with the Chairs agreement are presented here for Council to approve.

Region


  
            FTE

Scotland & Shetland


2

The North East



3

Yorkshire Plus



5

The North West & Man


7.5

East Central



4.5

The Bristol & West Midlands 
   
4.5

Cymru Wales



3

East of England



3.5

London




3.5

The South West



3

Southern & Islands


4.5

4.28 It needs to be recognised that whilst these roles are dispersed across regions, they remain Connexional Team roles. Within the work plan of every regional team and for every staff member there needs to be space which allows regional team members to work across regional boundaries and across the Connexion as needed, supporting delivery, policy, pathway and strategic development, ecumenical partnership and quality assurance. 

Staff not connected to a particular region
4.29 The recommendations above assume the creation of three teams focused upon the core work areas of ministry development (lay and ordained), discipleship development, and church and community development. The term ‘specialist’ staff picks up part of the emphasis in the Conference report concerning the creation of staff teams in Centres whilst taking it further to enable stronger links between Centres and Regions, and between policy, strategy and practice based learning. This proposal assumes the creation of staff who will be part of the Connexional Team but will be based within the two centres along with staff who will be based at and employed by Queens or Cliff – although as outlined below it is assumed that Regional and Specialist staff, Centre Tutors together with co-ordinators and Directors will together form one Network, even whilst there is some diversity of employer.   These groups will have the following responsibilities:

· To provide links into the HE sector through the Centres, thereby ensuring the development of good links between theory and practice, feeding this into the Network;

· Supporting and facilitating policy, advocacy and strategy development work in these areas working alongside others within DMLN;

· Enabling the development of practitioner networks not limited to staff within the Connexional Team ;

· A focus on field-based work supporting the work of regional teams in the development of their strategy and practice and working intensively with Districts and Circuits in a co-ordinated way to develop examples of good practice;

· To co-ordinate, the work of DMLN across the connexion and and  to support and deliver particular pieces of connexional work (e.g., 3Generate, Connecting Disciples, Superintendents’ conferences).

4.30 It is recommended that these three specialist teams, working under the Director of Learning and Development, will have a particular responsibility for ensuring that the Network’s purposes are implemented, whilst recognising the need for these work streams to overlap at significant points with other members of the Network team. These practitioner teams will also build relationships with appropriate regional and centre staff and others outside of the Network.

4.31 The Church and Community practitioner group will contain expert staff in Children & Youth Ministry and Chaplaincy and the Youth President post will be located in this team.

4.32 It is envisaged that a number of posts (Centre tutors) will be supported through direct funding of the Queen’s Foundation (through a Service Level Agreement (SLA))  and Cliff College in addition to those posts which Queen’s and Cliff currently support themselves through other means (e.g. from funding from the Church of England or from independent student fees). The precise levels of funding and number of posts is currently being negotiated in relation to wider, and commercially sensitive, discussions regarding an SLA. It is hoped that further details concerning the Methodist component of the staff teams at Cliff and Queen’s will be brought to the April meeting of Council. It is worth emphasising, however, that both Queen’s and Cliff seek a deeply embedded, mutual partnership with staff contributing to the work of regions and a variety of pathways. 
Directors
4.33 This proposal envisages a smaller number of Directors than envisaged in the 2012 Report. This partly reflects an attempt to focus finance and staffing where it is most required but is also considered a better working model for the following reasons:
· It provides a simplified and more integrated structure ensuring that the DMLN does not become detached from the rest of the Connexional Team.

· It offers a less hierarchical and bureaucratic structure, and allows decision making and leadership to be concentrated at the points where it is most needed.
· It places some of the functions and responsibilities envisaged in the original ‘directorate’ within a number of co-ordinating roles (specialist, regional and Centre Principals) which link role more closely to practice whilst ensuring appropriate levels of accountability and authority and minimising potential conflicts of interest. 

4.34 The Director for Scholarship, Research and Innovation (SRI) will be located as a full-time position within the DMLN. The 2012 report is clear about the importance of underpinning the life and activity of the Network, within the context of the broader learning activities of the Church, with scholarship, research and innovation. It is proposed that a Director of SRI be located in one of the Centres to ensure a close association with a community of scholarship and research. 
4.35 This model assumes that the roles of the Principal at the Queen’s Foundation and the Principal at Cliff College will be supported through funding agreements agreed with each party rather than through separate, additional funding for the role of Director/Principal.  
Ways of Working
4.36 The pattern of work which the Network develops needs to be both connexional and contextual if it is to be a truly ‘connected’ way of working. The Network will benefit from being seen both as a Connexional Team of based at Methdoist Church House as well as staff based across the connexion.  This approach represents a different kind of working from one in which everything is centrally driven but also from one in which local needs are the only concern without reflection upon the needs of the whole. 

4.37 These structures will include:
· line management and accountability that is appropriate for dispersed members of the Connexional Team;

· working with the Connexional Team’s ‘Ways of Working’ as outlined in Appendix 4;

· the development of a work plan that balances the needs and expectations of the Connexion and the region, through a participative process that includes a Regional Network Forum and allows a work flow pattern that facilitates Circuit and District interaction with the regional structure of the Network;

· a Regional Network Forum that builds on the strengths of the current Regional Training Network Forums;

· regular meetings of the Regional and Specialist Team Co-ordinators;

· Network conferences for all Network and associated staff.

4.38 Peer and Line Management – it is proposed that the Network uses an approach to the management of people which capitalises on the capacity of skilled, knowledgeable and motivated individuals to work together to achieve common goals without the need for a ‘command and control’ style of management. Whilst there will be named line managers, there will also be an encouragement to those carrying out similar roles, but with complementary skills and abilities, to work together in semi-autonomous teams to help to achieve the goals of the Network. The Network will depend on sound leadership and clear direction and a key task of senior management will be to set out a vision with which both individual and team goals and objectives can be aligned.  Sound and regular communication and mutual feedback, at all levels, and involving the range of offices in the Church will help to sustain coherence and maintain a unified approach, with the use of formal mechanisms, such as performance reviews and programmed meetings, to supplement more informal activities. Communication with district chairs and others in key roles within the Church will ensure that there is attention to local contexts and will help to marry a connexional perspective with those which come from an understanding of the uniqueness of different geographical areas and their associated needs. A culture of mutual accountability and a shared commitment to achieving excellence will be instilled through attention both to processes and relationships and to intentional and planned communication with others in the Connexion, most notably, district chairs. This is an area which will require work and attention and those involved will look to learn from various approaches which have already been used in parts of the Connexional Team, as in relation to the Participation Project Managers.

4.39 Variances –The proposals sets out in this report in respect of staffing of the DMLN diverge from the proposals and these are summarised in Appendix 5.
SECTION B  Responding to Notice of Motion 102
Notice of Motion (NoM) 102 states: ‘The Conference directs the Methodist Council to oversee such processes as may be required to maintain, develop and promote relationships with university theological departments and the opportunities already available to further Methodist scholarship for the benefit for the whole Church’. This section of the report sets out the process which has been and is being developed to fulfill this requirement, within the context of the broader work being done to cement the central place of Scholarship, Research and Innovation within the DMLN and the Church more broadly.
Context:
5.1 In many ways, NoM 102 reinforced what was contained within the Fruitful Field Project report, which identified scholarship, research and innovation (SRI) as a core purpose of the DMLN, including staff time across the connexion, and a senior coordinating post within DMLN to direct SRI. The Fruitful Field Project report contains within it sufficient commitment to this area of the Church’s life that, as the DMLN begins to come into formal existence and as appointments are made, a clear and direct response to the NoM will be lived out naturally. 

5.2 Alongside this general affirmation, the Conference provided a clear indication of how and why it believed scholarship and research should be sponsored by the Methodist Church. The Conference affirmed that whilst it believed scholarship and research should be supported by the Church in partnership with universities it should only do so where the scholarship and research activities fulfilled the purposes of the 2012 Report and was considered a good use of resources..  The purposes set out in the 2012 Report allow for criteria to be established about which types of SRI activity the Church can support directly while maintaining a right and responsible stewardship of its precious resources.  

5.3
This approach directed by the Conference rightly indicated that it would be unwise simply to begin conversations with universities, or indeed to develop existing conversations, without establishing first a clear idea of why we are doing so and what we hope to gain from these conversations across the whole of the Church. Although recognizing that in some contexts there will be time-sensitive decisions to be made, this approach requires that the development of partnerships with HEIs becomes an ongoing process over the coming months and years, and throughout the lifetime of the DMLN, as the needs and priorities of the Church develop. We must therefore prioritise the careful discernment of the Church’s needs over quick decision making in local contexts to protect relationships which may ultimately not serve those needs in the best ways. The Church must maintain a clear understanding of why it wishes to sponsor SRI activity, how it will do that, how much resource it can commit to it, and what it hopes to achieve from it. From that point, it must sustain an open and enquiring approach to developing relationships wherever they can form in a manner which is most beneficial to achieving the Church’s purposes.
5.4
Although the process for responding to NoM 102 may leave an unclear picture about specific institutional partnerships in the future, the clear decisions made by the Conference in 2012 compel us to seek excellence and depth.  We should hold throughout this process also a renewed confidence that what the Methodist Church will have to offer through the newly formed DMLN will make it a far more appealing and far stronger partner in any relationship with an HEI than has previously been possible, presenting to it a large, well-resourced and coherent body of people and activities across all of Britain. Council should be assured that working to develop a strong, coordinated, coherent and well-managed DMLN is the best way to ensure beneficial relationships with HEIs in the longer term. 
5.5
Conversations with HEIs indicate that moving to a model of fewer Methodist ‘institutions’ with their own independent partnership arrangements may in fact bring much greater opportunity for the Church to approach universities about SRI. It will be the Church’s job to prioritise and discern to which partners it ought rightly to commit. 
The Process Underway
5.6
Establishing SRI definitions and purposes (

The Fruitful Field Project report set out a number of practical commitments to SRI provision which are of direct relevance to this work. Using these as a starting point, alongside information and opinions voiced in the consultations run prior and subsequent to the Conference’s decisions, the Implementation Team (IMT) identified two initial pieces of work to be undertaken to enable the Church to begin thinking through potential partnerships which will enable the Church best to fulfill its priorities and the commitments made by Conference. 
The two pieces of work are: 

· to define what the Church understands scholarship, research and innovation to be;

· to establish a clear and succinct description of the purposes for which the Church is committed to sponsoring SRI activity.  

Documents setting out these two areas of work and seeking views from across the connexion have been in circulation since early 2013  and these form the basis for consultation exercises set out in 5.3.2 and 5.3.3 below. Establishing Priority Fields 
Following on from and making use of these definitional pieces of work, a further key activity necessary before detailed conversations can be undertaken with HEIs is to establish as a Church the broad subject areas of SRI activity which our members and partners feel should be priorities for us over an initial period of 3-5 years. 

Establishing research priorities is common practice amongst a range of world-class learning and research institutions. Establishing the SRI priorities will ensure a coordinated approach  across the connexion which will  inform, equip and challenge the Connexion. Establishing the priorities will also allow us to have more fruitful conversations with HEI partners and to build relationships with departments (Theology and otherwise) within universities where their resources and expertise best match our own needs. 

To achieve this for the Methodist Church, a call for input has been sent across our existing learning infrastructure, our committees, to local churches and circuits, and partner organisations. The majority of submissions are now received and work will begin on determining the  process for discernment of the submissions, aiming to have in place before the beginning of the Connexional Year 2013-2014 a clear statement of the SRI priorities of the Methodist Church.
5.7
Identifying existing relationships 


There is detailed knowledge resulting from the Fruitful Field Project consultation exercise and the work surrounding that which relates to our primary partner HEIs, with which we have formalised relationships through learning institutions. There is, however, less information available regarding those relationships which exist outside of our learning institutions, with groups, regions, committees etc.

In response to the need for more information on relationships outside the learning institutions, the IMT have issued a further call for information across the connexion, asking for details about SRI-related partnerships and shared activities/events which already take place in the life of the Church. 

Data received through this call for information will be used to ensure that, in responding to NoM 102, the full breadth of existing opportunities is respected, and our connexional approach to Church is fully recognized. The call for information will remain open as long as possible. 

5.8
Exploring the types of HEI relationships that do or could exist 

Relationships with universities and their departments can be various, and it is important that the Church protects and encourages different types of relationships, rather than simply seeing an unspecified relationship with any particular HEI as simply a ‘good thing’. 


The Church are a customer of the universities and therefore maintaining or establishing any form of relationship which draws on their resources will  cost the Church money and other resources.

An important piece of work currently underway within the IMT is to identify within our current learning infrastructure the types of relationships which exist with HEIs,  the benefits these relationships can bring to the Church, the costs of the relationships, the limitations, the breadth of their impact on the life of the Church, the reliance of such relationships on local contextual factors and the longer term viability of those relationships.

A long list of these relationships is therefore being drawn up by members of the IMT and the Connexional Team and in our current learning institutions. This list is being shared regularly with members of theIE, who are providing comment and feedback as necessary. 


Details about specific configurations and locations of relationships are being explored under the categories:

· Validation Relationships

· Provision of teaching or research training/oversight

· Provision of a broader intellectual community within which Methodist students can work

· Provision of office and learning spaces and physical resources

· Provision of specialist technical services

· Church influence within the context of an HEI and HE more generally

· Research or Study ‘Centres’, Fellowships or Chairs

· Exchange Programmes

5.9
Ongoing work to maintain and develop these types of relationship
where they currently exist and add demonstrable value to the Church

Working from this list of the types of relationship that can exist, members of the IMT, the IE and others have begun a process of targeted consultation to explore where and with whom some of these might possibly be pursued within the future life of the DMLN. This is a sensitive and complex task that will evolve creatively, and which is also impacted on by external factors (such as the Common Awards partnership with the Church of England), but has at its core a commitment to: 

· speaking with key representatives from all our existing learning institutions and working with them to identify their own ideas about the possibilities of future relationships between their partner HEIs and the Methodist Church;

· speaking with key representatives from all of those partner HEIs where, through our own learning institution contacts or through other means, the possibility of fruitful interaction in the future seems realistic;

· ensuring that the DMLN is fully informed about how relationships with current HEI partners can be well and best managed as they either come to a close or evolve into something new;

· speaking with a range of Methodists involved, through work outside of the management of the Church but in the context of or in partnership with universities and HE institutions, to develop broader thinking around new and creative ideas for partnership between the Church and HEIs. 


By mid-March 2013 contact had been made with one or more key contacts in each of our learning institutions on this specific matter, either separately from or included within broader conversations relating to institutional changes.


From January 2013, a programme of targeted conversations with a range of Methodist academics or HEI/HE-related employees in non-Methodist institutions was also set in motion. 


As this process continues, the IE is mindful that detailed work has been and is being done by staff members and trustees of the Wesley Studies Centre and Wesley House, Cambridge to explore how those institutions could offer to the Church possible models for continuing relationships with their associated HEIs. The possibilities which these present are being examined in detail by senior officers of the Church, and additional meetings have been and are being arranged specifically to address whether and how the Church might meaningfully engage with proposals being made by those institutions. 

5.10
Future decisions

As all the developing possibilities are explored, further work over the coming months and years will need to be done, emerging from these initial conversations and the development of the DMLN, to establish where and with whom relationships with universities can and should therefore be best be maintained, developed or promoted.  


The following questions will be used as key tor all decision making, ensuring that the mission priorities of the Church shape its decision making for scholarship and research, as for all aspects of its activity:

· Which relationships haveare potentially best to enable the Church’s SRI priorities to be developed and disseminated to the highest quality and in the most mission-focused ways and according to agreed criteria?

· Which relationships will best encourage coherence, cross-fertilisation and meaningful impact across the DMLN, to the benefit of those whom it serves?

· Which relationships represent the most responsible use of resources, in terms of time and money?
5.11
Exploring Broader Opportunities

A much greater range of work relating to SRI activities other than those set ouin this report has been done by the IMT since the 2012 Conference.. This work that will provide creative and exciting opportunities for developing our relationships with HEIs and impact directly on the practical response to NoM 102. The IE is receiving regular reports on these developments, amongst which the most relevant to the current paper include:
a. An evolving relationship across our learning infrastructure with Durham University through the Common Awards scheme. Work around the scheme includes not only the validation of awards, but also the provision of opportunity for students to attend summer schools run by Durham University, to benefit from the research and scholarly activity undertaken by the academic staff of the University, to access web-based materials, including podcasts of special lectures and seminars, and some additional specialist modules. Methodist tutors will also have the opportunity to attend dedicated conferences in Durham focusing both on pedagogical issues and also on scholarship in important but neglected areas.
b. The development of a body of distinguished DMLN ‘Fellows’: an honorary body of people committed to the Network with the purpose of ensuring it has access to the best possible minds, the best guidance and the best skills, particularly from those associated with HEIs across Britain. We will aim to bring into our fold the biggest names amongst leaders in areas of SRI, who can bring a higher profile to our activities, provide inspiration and leadership to Methodists within and without the Network, bring closer relationships with their own HEI partners, and demonstrate the forward thinking approach to SRI being taken by the Church.
c. 
Plans for the provision of targeted scholarships that will sponsor excellence amongst Methodists, lay and ordained, and support the development of excellence in those contexts which are best suited to that development. This will include grants and scholarships for individuals across a range of leading HEIs in Britain and abroad, to nurture our future leaders, theological educators and innovative pioneers – those employed by the Church, ministers of the Church and lay Methodists more broadly – in their chosen fields.
d. The development of formal scholarly networks of Methodists in HE, and Methodist-sponsored scholars, with dedicated support, mentoring and broader provision from within the Church, encouraging the common growth of a body of individuals across the HEI sector who are committed to the life and priorities of the Methodist Church and who are likely to contribute to its work in the future.
e. The development of an ‘Excellence in Leadership’ scheme, that will identify from those exercising ministries within the Church people who have exceptional potential for leadership within the Church in a range of areas (lay and ordained). Within that broader process will sit a process for identifying those with potential to be leaders in the Church in areas of SRI, including excellence in academic and academic-related ability (future theological scholars), and dedicated development pathways, including sponsorship through particularly focused and high-level HEI courses.
f. 
Work to explore British-located partnerships through the Methodist e-Academy: an initiative of Methodist Churches throughout Europe which seeks to meet the challenge of equipping people for ordained and lay leadership using the internet and modern technologies to overcome some of the problems associated with dispersed learners. The provision includes the use of interactive tutorials and opportunities for students to meet together and thus offers significant opportunities for sharing and learning from the experiences of others in very different HE contexts. 
6. Conclusion
In the period since the January Council, a considerable amount of work has been completed. The Project Managers are confident that the project is on track and, with the adjustments identified in this report, able to fulfil the vision of the 2012 Report. In the period between the April and October meetings of Council, the Project Managers will focus their attention on the Learning and Development strategy and a report on this area, including targets and strategic objectives for the first five years of the DMLN, will be prepared for the Council meeting in October 2013. 
It is important to keep both the original vision and possibilities for Methodist learning, development and mission before us whilst holding those affected by these changes in our prayers and responding with sensitive and appropriate pastoral support.   Those responsible for this considerable undertaking believe that these proposals develop the original vision, and will continue to consult and work with all those who, like them, seek the best possible way forward for the Methodist Church. 

***RESOLUTIONS:
38/1

The Council receives the report.

38/2

The Council  recommends to the Conference that the Conference approve the changes to 
the proposals in respect of staffing as set out in the Fruitful Field report so as to enable the 
more effective establishment of the Discipleship and Ministries Learning Network.

38/3

The Council notes the development of plans for a Local Preachers Pathway and directs 
that 
prior to any implementation of such a pathway a further report be made to the Council so 
as to enable the Council to fulfil its obligations 
under SO 565 as the body responsible for 
prescribing training programmes for Local Preachers.
A note on the Council’s powers in respect of Resolutions 38/4 – 38/6 will be supplied to members of 

the Council by the Secretary and the Conference Officer for Legal and Constitutional Practice.
38/4

The Council approves the creation of a Discipleship and Ministries Learning Network 
Committee as set out in section 3 of the report.
38/5

The Council directs the Implementation Executive, in conjunction with the Strategy and 
Resources Committee, to oversee the establishment of the Network Committee and 
recommends that the Conference itself appointment the members of the Committee for 
the Connexional Year 2013-2014. 
38/6

The Council delegates responsibility for negotiating and approving a Service Level 
Agreement with the Governors of The Queen’s Foundation to the Strategy and Resources 
Committee and authorises any two members of the Council to sign such an Agreement.
38/7

The Council delegates responsibility for approving the revised terms of management for 
Cliff College to the Strategy and Resources Committee.
To me moved only if Resolution 38/ 4 is passed
38/8

The Council delegates, at a date to be approved by the officers of the Council and the Chair 
of the Strategy and Resources Committee, the managing trusteeship and all other such 
governance responsibilities  of The North Bank Estate, Methodist International Centre, the 
York Institute of Community Theology, and Hartley Victoria College  to the Network 
Committee.
Appendix 1  Comparison of Core thematic areas with original development strategies
	Core thematic area
	Original development strategy

	Organisational Development
	Governance structure development

Circuit level development

Regional level development

Two centre development

	Staffing
	Staff team development

	Learning and Development
	Goal and pathway development

Virtual space development

Ecumenical & World Church engagement
HEIs and Methodist identity engagement

	Transition
	DMLN Network Fund development
Decommissioning implementation and miscellaneous transition

	Communication
	Brand and communication development
Direction and narrative development


Appendix 2  Staff Transition Timetable
	
	25 February
	Senior Leadership Group discuss Network staffing


	
	26 February
	Consultation with Staff Association representatives about timetable


	
	27/28 February
	Staff briefings in Leeds & London

1. To discuss the proposed Network staffing model 
(further responses may be made by email until 8 March 2013)

2. To inform people of the timetable



	
	1 March
	Email sent to all staff containing information shared during the meeting for those who could not be present


	
	w/c 4 March
	Further responses to proposed staffing model may be made by email until 8 March 2013


	
	15 March
21/22 March


	Methodist Council paper submitted with new staffing model included
Staff Briefings in Leeds & London



	
	13 – 15 April
	Methodist Council invited to consider new staffing model


	DRAFT 
	16 April – 30 April

16 April
	Formal collective and individual consultation meetings

Further collective consultation meeting with Staff Association representatives


	
	16 – 21 April 

16 – 30 April
	Applications for voluntary severance (1st opportunity) subject to agreement by the SRC to offer voluntary severance
Individual consultations
Individual consultation meetings – following the “at risk” letter The purpose is to explain the new model and begin to explore options with individuals; also to confirm voluntary severance

	
	
	

	
	25 April
26 April
	SRC agree final detail of all DMLN job descriptions

Job descriptions for all posts are made available


	
	29 April – 3 May
	Applications for alternative employment in Round One 
(Senior Staff)



	
	6 – 10 May
	Round One – Senior Network posts interviews



	DRAFT (All dates in this section are provisional and subject to decisions of the Methodist Council, 13-15 April 2013)
	6 – 10 May
	Applications for alternative employment in Round Two 
(Regional Co-ordinators)



	
	13 – 24 May
	Round Two – Regional Co-ordinator posts interviews



	
	13 – 24 May
	Applications for alternative employment in Round Three
(Regional and other Network staff)




	
	20 – 24 May
	Applications for, and confirmation of, voluntary severance (2nd opportunity), subject to agreement by the SRC to offer voluntary severance


	
	27 May – 26 July
	Round Three interviews for all remaining Network posts



	
	28 July

28 July onwards
	For those not appointed into the new structure, letters to be sent out inviting them to a formal redundancy meeting to confirm final outcome and be given notice to terminate their employment

Close of consultation interview / formal redundancy meeting* and termination of employment because of redundancy for those not offered alternative employment


*For staff offered alternative employment in Rounds 1, 2 or 3 close of consultation will be done by letter on appointment to new role

Appendix 3  The Discipleship & Ministries Learning Network
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Appendix 4  Connexional Team Ways of Working

Core Values  Underlying core values:

· The Christian Gospel – at the centre of everything

· Open to the activity of God

· Love, value, care and esteem of self and others

· Trust, honesty and openness

· Personal and professional integrity

· Equality, fairness and justice

· Methodist charisms

Team Principles  Principles which shape and inform work practices. 
The Connexional Team will:

· work to Our Calling & the Priorities

· function as a ‘beacon of excellence’ for the whole Church

· be committed to service

· think and decide strategically

· implement decisions

· delegate authority and responsibility as close as possible to the point of delivery

· encourage staff to share ideas, be innovative, creative and take risks

· empower people

· demonstrate best practice in equalities and diversity

· work collaboratively within and beyond the Team

· work in a connexional way

· cease work when it no longer delivers the Church’s strategy

Individual Attitudes  These describe the mindset informing people’s approach. 
Individual staff will:

· be committed to or empathise with Christian values

· be ready to respond to others

· show respect for both people and work

· be flexible and adaptable about working patterns

· be willing to learn, personally and professionally

· maintain a positive ‘can-do’ approach

· accept shared responsibility for the success of the organisation

· be inclusive of others in ways of working

· be reliable

· welcome accountability
· be gracious

Evident Behaviours  As members of the Team embody the values, principles, and attitudes the following behaviours will be seen.

Good progress towards excellence

Team members will:

· show interest, knowledge and understanding about what is happening in the rest of the Team and the Connexion in obedience to the Gospel

· measure and monitor performance against agreed standards

· receive and give constructive feedback

· reflect continuously on how their work activity helps deliver the Priorities

· have personal and professional learning and development plans for every individual

Good planning of work

Team members will:

· develop collaboratively and monitor the team’s strategic and development plans

· ensure transparent and proportionate budgeting processes

· engage in open, honest and collaborative dialogue and interactions in serving others

· demonstrate agreed, high quality management practice

· prioritise and monitor workloads ensuring deadlines and targets set and met

Good stewardship of time

Team members will:

· communicate in writing and orally in ways that are clear, relevant, accessible and concise and with the right people

· listen effectively

· exercise tight discipline over diary management to enable appropriate attention to people and tasks

· ensure meetings are purposeful, prepared for, attended, started and finished on time

· make sure decisions are logged and followed through
Appendix 5  Table of Variance from the Fruitful Field Project Report
	What Fruitful Field Says
	Current Proposal and reason for variance

	Para 161 That 70% of posts will be in regional teams, 20% of posts will be in Centres and 10% within the coordinating group.
	The numbers in FF assume that all staff posts paid for by the DMLN will be within one staffing structure.  The continuation of Queens and Cliff as separate employers has led to the need to revise the understanding of centre based staff (see below) and this made it very difficult to calculate comparable percentages particularly until the precise number of regional posts had been established.  The principle of the split has been carried forward in terms of percentage spend.


	Para 164 “regional teams should normally be made up of five full-time posts”
	The presumption in FF was that the regions would be of reasonably equal size in England and therefore each have five posts.  In practice the size of the regions, both geographically and numerically in terms of members and churches varies significantly and therefore the allocation of staff to the regions will vary to reflect this from between 2 and 7 or 8.



	Para 164 “five core areas of expertise” in regional staff team:

1. Development of Lay ministries and role.

2. Ordained ministries and roles.

3. Development of the gathered ministry of the church.

4. Development of the dispersed ministry of the church.

5. Development of the diversity of the church community
	While present in Fruitful Field, it has been recognised that the visibility of the developmental work currently undertaken by DDE’s and others needs to be highlighted more. Disciple development also needs a stronger focus than being dispersed as a small part of lots of people’s job descriptions.  Combined with the significant variance in the size of regional staff teams, it is therefore proposed that the original five core areas be replaced by four specialisms, each of which needs to be present in each regional team (recognising that in small regions a post holder might have more than one specialism and in a large region more than one staff member might have a particular specialism).  The proposed specialisms are:
discipleship development – focussing on the discipleship agenda of the church

1. ministry development – focussing on the ministry of lay and ordained

2. church development – focussing on the ongoing development of circuits and districts

3. community development – focussing on the development of diverse and dispersed communities


	What Fruitful Field Says
	Current Proposal and reason for variance

	Para 172-177 Centre-based staff.  16 centre based staff were envisaged with a primary focus of either ministry development or church and community development.
	The continuation of Queens and Cliff as independent employers combined with further work on integrating the majority of the work of D&M into the DMLN staff team has necessitated the revisiting of what is meant by centre based staff.  It is now proposed that there are 8 practitioner staff working in three teams + staff based at Queens relating to ministerial formation and employed by Queens + staff based at Cliff and employed by Cliff.  This doesn’t diminish the commitment to working together as a single staff team but does mean the detail relating to the posts envisaged in FF needs to be amended.

	Para 178 Co-ordinating Team of 8 Network Directors posts
	Further work on how the practicalities of network management and the rooting of the DMLN firmly within the connexional Team that the type co-odrinating team envisaged in the conference report is not necessary.   The work cn effectively be done by a Co-ordinating Team of three Connexional Team posts (Head of Learning and Development, Head of Regional Staff reporting to the Head of Discipleship & Ministries) with the the Principal of Cliff and the Principal of Queens having input to the Networks coordination but continuing as independent roles.   
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