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A GUIDE TO THE PAPERS
This second volume of papers provides new material relating to the Team Focus process.

As the papers are voluminous and time at Council limited, Council members may wish to refresh their memories about the particular responsibilities of the Council in the governance processes of the Methodist Church as set out in the paper Team Focus Process: Expectations of Various Groups. This was reprinted in Volume Two of the January papers (p. 4).

In this new volume there are frequent cross-references to material in January’s Volume Two and Council members may wish to have available to them both that volume and the papers distributed at the October Council.

This volume follows a similar pattern to the papers provided in January.

Part A is the essential reading prior to the Council meeting. The opening chapter sets out what the subsequent chapters contain.
Part B consists of a series of Supporting Papers which spell out additional detail behind some of the more complex subjects addressed in Part A. Half of these Papers deal with financial matters.

Part C provides the full texts of the final reports of Ground-clearing Projects 2 and 3 as they were delivered to the Joint Secretaries Group (JSG).
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Chapter 1: Introduction 

1.   The October 2006 meeting of the Council reminded itself why the Team Focus process had been instigated as one part of the Methodist Church’s work in putting the Priorities for the Methodist Church into practice. In January the Council reinforced this when it considered a vision paper from the Joint Secretaries Group (JSG) (MC/07/03). 

2.   Having addressed the “Why?”, the Council moved on to address the “What?” and considered what work themes should appear in the reconfigured Connexional Team.  The Council endorsed the general direction of the proposals presented by JSG (in MC/07/04) but identified a list of outstanding questions, mostly seeking further clarity on how the draft proposals would deliver effectively in particular areas. 

3.   With these papers for the March Council, the focus moves more towards the “How?” They describe the outcomes of further work done in many places to explore in more detail how the reconfigured Team would serve the wider Connexion. In some instances this has led to revision of the proposals presented in January; in other instances the previous proposals can now be offered with greater confidence.  

4.   Using the model of the January Core Report, all the key Team Focus information for the Council is presented in the short chapters of this report. This is supplemented by a set of Supporting Papers, which explain in more detail the reasoning behind the conclusions now offered to the Council. Supporting Paper G  (p. 96) also requires Council decisions on some wider issues affecting the Connexion. An opportunity will be provided during the Council agenda for individual Council members to register question or concerns arising from any of these papers but the calling papers also invited such issues to be logged in advance of the Council on the Council website. 

5.   Chapter 2 gives an overview of the development work on the overall Team “map” since the January Council. Supporting Paper A (p. 54) looks at each staff cluster in turn.  

6.   Chapter 3 takes the major January Council theme of leadership and in the light of the report of the General Secretary Review Group, and the report of the Reference Group set up by the Council on this theme, offers some draft Job Descriptions for the Secretaries leading the Team.

7.   Chapter 4 responds to requests to give more of a feel about how the Team would operate in practice: relationships and interactions rather than management lines. Additional material will be presented to the Council when it meets and in forms other than the printed page.

8.   Chapter 5 picks up the January Council concerns about the future of the work currently done by the World Church Office and explains the more detailed proposals now available.

9.   Chapters 6 to 11 describe progress on the other major issues the October and January Councils identified as needing further work.     

10.   Chapter 12 reports progress made on a variety of other issues since the January Council by JSG and others.

11.   Chapter 13 reports from the SRC on their promised work on the funding of the reconfigured Team and some wider financial issues. Supporting Paper E (p. 79) adds more detail on the Team finances; Supporting Paper F (p. 93) suggests how the broad principles might be reflected in the ways the main connexional Funds are used; Supporting Paper G (p. 96) makes proposals about the Church’s policy on financial reserves. Both Papers F and G address broader questions than just the Team finances but have direct links back to that issue. Supporting Paper H (p. 98) is the report of the Resourcing Mission Grants Committee Review. 

12.   Chapter 14 starts looking towards the next stage of the Team Focus process. While the Council has properly had to consider many detailed points, for most Methodists the litmus test is how all this can help the mission vitality of the local church and circuit. A report will be given to the Council of a brainstorming event set up with some SRC and Council members on this point. Meanwhile the chapter draws together some of the areas in the proposals that will be of most direct benefit at the most local level.    

Resolutions

13.   The Council will formulate its own proposals on leadership, guided by the report of its Reference Group.  The Council will have opportunity to formulate resolutions or to amend the draft resolutions below as the Council does its work.  

14.   The following draft resolutions, if approved in this or an amended form, will enable the report to the 2007 Conference to be drawn up – with its own resolutions – on the understanding that what the Conference approves becomes operative from 1 September 2008.

A. The Council agrees to the proposals to appoint Training Officers in the training regions and Priorities Officers in the districts, paid for from the Team budget, in line with the detailed recommendations for these officers and their inter-relationships in Chapters 9 & 10.

B. The Council agrees to the principle of a management charge being levied on the following funds under their respective revised titles (see resolution F below): the Fund for World Mission, the Fund for Home Mission, the Auxiliary Fund, and CAPF; the size of the charge being the same for all funds listed and approved annually by the Council when the budget is agreed.

C. The Council agrees that the Core Costs of the reconfigured Team (as defined in Chapter 13) shall be funded by a connexional assessment and the management charge on major funds referred to in Resolution B above.

D. The Council approves the proposal that for local churches, their assessment shall be presented with circuit, district and connexional elements clearly listed.

E. The Council recommends that, for 2008-11, the connexional assessment shall vary in real terms in line with the Church’s overall membership (with the details of how this calculation will be made being brought to the Council for approval during 2007-08).

F. The Council approves the suggestions for the revised names and purposes of the restricted and designated funds, as in Supporting Paper F (p.93).

G. The Council approves the reserves policy as in Supporting Paper G (p. 96).

H. The Council gives general approval to the Team Focus thinking and proposals as they have been developed since the January Council, and to the particular recommendations for posts and ways of working in Chapters 2, 5-8, 11-12 and 14; encourages the Joint Secretaries Group to continue its consultations and planning in respect of property consents; and directs them to bring their recommendations for approval by the Strategy & Resources Committee (SRC), for incorporation into the report to the 2007 Conference.

I. The Council directs the SRC to agree the report on Team Focus to the 2007 Conference, to include material to which the Council gave general endorsement in January and the material agreed at this meeting of the Council.

Linked papers 

15.   A number of other Council papers have a bearing on these Team Focus papers and particularly:

· MC/07/35 on General Secretary Review

· MC/07/36 from Reference Group on Leadership

· MC/07/39 on Youth Conference proposals

· MC/07/42 on Training Institutions Review

Chapter 2: The Evolving Team 

(a) On from January 

1   In Challenging Priorities – Reconfiguring the Connexional Team (MC/07/04, Volume 2, p. 15) JSG gave the January Council a summary of their work in progress on shaping the Team to serve the Church from September 2008. It was explained that several key inputs were not then available and so the plan would evolve further and a revised version be offered for the March Council. The purpose of this chapter is to summarise what has changed in the Team “map” since January; Supporting Paper A (p. 54) gives more detail on individual staff clusters.   

2   Two preliminary points are in order. First, this is still work in progress. The decisions the Council makes in various parts of its March agenda will influence the reconfigured Team and there is still much fine detail to be agreed after the July Conference has agreed an overall plan. Nevertheless, most of this work will have a relatively marginal effect on the overall staff numbers or associated costs and the general pointers in this paper can be treated as robust. 

3   The second point is that for ease of comparison this chapter uses the same Team “map” as was shown to the January Council.  This is a diagram of management lines and one of the ambitions of the Team Focus process certainly is to establish clear management lines. However any one diagram has its limitations: this management diagram cannot also show the multiplicity of working relationships within and beyond the Team. Therefore some of the other material for the March Council, in this report and in live presentations, will provide a fuller and more dynamic insight into how the Team would work in practice.     

(b) The New Information 

4   Since the January Council, JSG have been able to take account of:

· The discussions at the January Council

· Comments placed by Council members on their part of the website

· Staff comments on the January Council papers and discussions

· Correspondence from individuals around the Connexion 

· The final report of Ground-clearing Project 2 (Local Support)

· The report of the Training Institutions Review Group

· The report of the General Secretary Review Group 

5   In addition, a substantial amount of work has been done on more detailed costings and financial scenarios, which are explored in Chapter 13 and Supporting Paper E 

(p. 79). 

(c) Learning and Ministries

6   As foreshadowed in January, the main area revisited in the reconfigured Team as a result of this new data has been the Learning and Ministries cluster. As explained in Chapters 9 and 10, JSG now propose to expand the resourcing of the Connexion by creating two, complementary networks of officers, financed from the connexional budget.  ‘Priorities Officers’ will be located in the districts; ‘Training Officers’ will be located within the regional Training Networks.  This arrangement will be supported for five years (2008-13) in the first instance, pending the review of districts that is due to take place circa 2012.  It is planned to introduce the new arrangements from 1st September 2008 and in consequence the existing TDO scheme will come to an end on 31st August 2008.

7   Within the central Team itself there would be no need to continue or replicate the present complex TDO management structure. Instead the Learning and Ministries cluster would include one post to provide co-ordination of the training delivered locally through the networks (which will include the work of the Training Officers); the post holder would be as concerned for lay training as for ministerial training.

8   The development side of the current TDO role would be delivered, in a more focused way, by the proposed Priorities Officers for the five years of the Mapping the Way Forward: Regrouping for Mission process and not require a central Team staff person.

9   Although some training administration might be devolved, no substantial change is envisaged by 2008 in the way Team support is given to Local Preachers and so a part-time Secretary for Local Preachers post is retained. 

10   Pending the outcome of the proposed project on ecumenical chaplaincy support, day-to-day support for chaplains would be located in the cluster too. 

11   Reflecting on the pattern of posts in the cluster that then emerges, JSG propose to rename it the Discipleship and Ministries Cluster.    

(d) Other Clusters

12   The theme of discipleship, relevant to every Christian, is not of course constrained within one cluster. Indeed on further reflection in the light of comments received, JSG now consider that “Evangelism and Spirituality” within the Christian Communication and Advocacy Cluster should have linked to it discipleship. In many people’s experience there will be links between a sensitivity to spiritual things, personal commitment and discipleship, and a passion for speaking of God and evangelism (as expounded in the Ground-clearing Project 1 report). The overall theme would also embrace apologetics. The staff numbers for this work theme would be increased from the previous draft plan.  

13   Within the Support Services Cluster, further work suggests that the Personnel staff will need to be increased given the extra tasks they assume, particularly in relation to ministers. This is additional to the temporary extra work required for transition to the reconfigured Team, which is not included in a map of permanent posts.

14   While JSG continue to believe that in time capital investment and more efficient work practices should allow a reduction in the Finance staff, these goals now look difficult to secure by September 2008. Therefore the indicative staff numbers have been increased.    

15   Pending the conclusions of the current project on Equalities and Diversity, which is likely to report to the 2008 Conference, a specific brief for this area of work and monitoring has been included in the roles of the Leadership Support and Research Unit. The thinking is explained more fully in Chapter 8. 

16 There are particular complexities around deciding the appropriate level of resources for work on property issues, not least the inter-relationship with the Trustees for Methodist Church Purposes, who are outside the Connexional Team but work very closely with it. Therefore at this stage minimum numbers have been included in the staff complement figures and these will be refined, and very possibly increased, over the coming months. 

(e) Externally Funded Posts

17   As explained in January, the posts being discussed at that time were only those that would be both permanent and funded from the general Connexional Team budget. It was always envisaged that some Team members might be funded more directly from the users of their services.

18   JSG have so far identified nine posts that might be regarded in this way. In practice these would not necessarily be nine identified people but the equivalent of nine people’s time within a larger staff group. The staff area most affected would be Property, where most of the remaining work after the approvals process has been reformed (see Chapter 7 and Supporting Paper C [p. 67]) could be funded in other ways.

(f) Overall Staff Numbers 

19   At the time of the January Council, definite permanent staff posts totalled 80 (full-time equivalents). The changes outlined above and some other small adjustments in the light of more detailed work raise the total to 100, of which nine would be externally funded. Therefore 91 is the number that has been used for indicative costings in Chapter 13 below and Supporting Paper E (p. 79). The 91 exclude the Training Officers in the Regional Training Networks, although they would be permanent posts and funded, like District Chairs’ stipends, from the Connexional Team budget.  

20   While further adjustment to staff numbers in specific areas are very likely as development work proceeds, noting particularly the property point in paragraph 16 above, JSG do not envisage any further major net changes as the main inputs required to shape the reconfigured Team have now all been received.     

21   The attached table (p. 10) summarises the current thinking on staff allocation around the clusters.

22   Since the January Council, JSG has held several meetings with groups of staff when they have talked freely and openly about these proposals and whether there might be better alternative arrangements for their particular area of work.  They have also received further helpful written input from other staff.  This additional feedback has been considered by JSG as they have developed the current proposals. 

(g) Staff Support

23   Whilst the timing of when specialised support for staff will become necessary, will remain unclear until after Conference 2007, plans are already well in hand.  The Personnel Office will provide as much support and guidance to members of staff as is possible throughout the period of change.  Specific options include:

· Assistance with preparation of CVs

· Assistance with completion of job application forms

· Assistance with preparation for interviews

· Access to career coaching

· Access to a counsellor – for emotional and/or spiritual needs

· Access to skills training

· Workshops on Coping with Change, Handling Conflict, Personal Development

· Guidance about redeployment and redundancy procedures

· Practical advice about exploring future options for employment

24   It is recognised that ordained members of the Connexional Team face different issues, particularly surrounding the Stationing process for September 2008, both prior to the 2007 Conference and afterwards.  A small support group is being established to help them work through these issues and options.

	Reconfigured Team - projected staff numbers


	 Team                          funded 
	Externally funded

	Strategic Leadership
	
	

	General Secretary and 3 other Secretaries + admin support
	7
	

	 
 

	Christian Communication, Evangelism & Advocacy Cluster
	 
	-

	CCE&A Manager + admin support
	5
	

	Communications Co-ordinator/Publications/Media
	3
	

	Public Issues
	4
	

	Help Desk
	3
	

	International Mission Relationships 
	4
	

	Evangelism, Spirituality & Discipleship
	4
	

	Editor/Design/Web Site
	5
	1

	Fundraiser/Campaign Officer/Events
	2
	

	
Cluster Total
	30
	1

	

	Projects Cluster
	 
	

	Projects Manager + admin support
	2
	

	Project Officer
	2
	

	Project Staff
	2
	

	
Cluster Total
	6
	-

	

	Support Services Cluster
	 
	

	Support Services Manager + admin support
	6
	

	Personnel
	8
	

	Finance
	11
	3

	Property 
	2+
	3+

	Grants Support
	1
	

	IT, Database & Payroll
	3
	2

	
Cluster Total
	31
	8

	

	Discipleship and Ministries Cluster
	 
	

	D&M Manager + admin support
	3
	

	Faith and Order
	0.5
	

	Under 19s 
	2
	

	Presbyters /Diaconal Order/Chaplains/Local Preachers
	2.5
	

	Training Coordination
	1
	

	
Cluster Total
	9
	-

	

	Leadership Support & Research Unit
	 
	

	LSRU Manager + admin support
	2
	

	Policy and Research; Ecumenical; Equalities & Diversity
	3
	

	Legal and Constitutional 
	3
	

	
Cluster Total
	8
	-

	 
 

	
TOTAL core Team staff
	91
	9

	 
 

	Regional and District staff
	 
	

	Training Officers
	11.5
	

	Priorities Officers
	14.5
	

	
Total 
	26
	-

	  
Grand Total
	126


Chapter 3: Leading the Team

1   The report of the Methodist Council Reference Group on Leadership (provided to the Council as MC/07/36) puts the discussion of the proposed senior connexional leaders in the Connexional Team into a wider context, including the recommendations of the group reviewing the post of the General Secretary of the Methodist Church (see MC/07/35). Particular discussion of those senior leaders in the Connexional Team (the Secretary for External Relationships; Secretary for Internal Relationships; and Secretary for Team Operations) can be found at paragraphs 2(b), 35-38 of the Reference Group’s report. 

2   A general outline of these posts was given in Perspectives Paper 4 presented to the January Council (Volume Two, p. 33). As part of the further clarification of their particular roles it should be borne in mind that they are meant to be new types of post in a reconfigured Team that is characterised by new ways of working. In particular, the Secretary for Internal Relationships and Secretary for External Relationships will not be responsible for the line-management of other staff, but will frequently lead groups of staff drawn from the Team and others from the wider Connexion who have been designated by those who are responsible for them to work together on specific projects and other particular tasks. In the light of that, draft job descriptions for them have now been devised, and are attached below. 

Post:
Secretary for Internal Relationships 

Responsible to:
The General Secretary

Responsible for:

Purpose of the role: 

With the Secretary for External Relationships and the Secretary for Team Operations, to provide joint leadership of the Connexional Team under the direction of the General Secretary;

With the wider senior leadership of the Church, to support the General Secretary in leading the development of the Church’s vision of unity, mission, evangelism and worship;

And in particular to 

Oversee a strategic approach to the development and delivery of policies and procedures which will enhance the Church’s worship, ministries (lay and ordained) and mission;

Facilitate effective collaborative working relationships among the members of the Connexional Leadership Team;

Develop good communications throughout the Church;

Ensure co-operative relationships between the Connexional Team and the districts.

Main tasks

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

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

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

4 To speak for the Methodist Church as requested by the General Secretary.

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

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

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

Post:
Secretary for External Relationships 

Responsible to:
The General Secretary

Responsible for:

Purpose of the role: 

With the Secretary for Internal Relationships and the Secretary for Team Operations, to provide joint leadership of the Connexional Team under the direction of the General Secretary;

With the wider senior leadership of the Church, to support the General Secretary in leading the development of the Church’s vision of unity, mission, evangelism and worship;

And in particular to 

Oversee the development of all the Church’s strategic partnerships, in Britain and world-wide, and to stimulate and promote new ones;

Represent the Methodist Church in ecumenical and mission-focussed consultations with partner organisations, both church-based and others, in Britain and world-wide; 

Ensure good communication between the Church and its partners.

Main tasks

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

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

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

4 To speak for the Methodist Church in negotiations with partner organisations.

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

6 To ensure that the resources of the Team and of the districts are effectively combined and deployed in initiatives for the development of the Church’s strategic partnerships.

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

Post:
Secretary for Team Operations 

Responsible to:
The General Secretary

Responsible for:
The senior managers of the Connexional Team

Purpose of the role: 

With the Secretary for External Relationships and the Secretary for Internal Relationships, to provide joint leadership of the Connexional Team under the direction of the General Secretary;

With the wider senior leadership of the Church, to support the General Secretary in leading the development of the Church’s vision of unity, mission, evangelism and worship;

And in particular to 

Oversee the management of the Connexional Team and the development of policies in the Team which will enable the Team to fulfil its purpose according to best practice;

Ensure the Team’s compliance with all statutory and regulatory requirements in the employment of staff and the performance of its tasks;

Promote a strategic approach to the development of good practice in the working relationships between the Team and the districts.

Main tasks

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

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

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

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

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

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

Chapter 4: Ways of Working 




 

‘Revolutions begin in transformations of consciousness’

· think differently about what we do

· apply ourselves in different ways

                Helen Bevan  NHS Institute for Innovation and Improvement 2006
1.
At the January Council, questions were raised about the envisaged new ways of working. It was explained that further work was needed, the results of which would be brought to the March Council. This paper outlines the main activity undertaken and begins to identify some of the outcomes. It acts as an introduction to a planned presentation for the Council.

2.
A simulation activity was designed to test the implicit assumptions made in the proposals for new ways of working. A number of staff were approached and everyone was willing, indeed eager, to take part.  Due to availability and constraints of the activity it was only possible to enable a limited number to participate on this occasion.

3.
Ten members of staff (including a member from the Manchester office) and three invited visitors (an SRC rep, Circuit superintendent and an external consultant with experience of process working with religious organisations) engaged in this creative process. The morning was spent in a simulation activity with an hour of whole group reflection. In the afternoon three of the staff and the three visitors spent time on further reflection. 

4.
The ‘active participants’ were each described roles from the Christian Communication, Evangelism and Advocacy Cluster (CCEA).  The room was set up with individual ‘desks’ for each CCEA participant.  Around the room were key ‘points of contact’ each clearly labelled and with an empty envelope (District, Networks, Agencies. Projects, Leaderships, SRC etc).

5.
The  ‘active participants’ ‘worked’ for 1½ hours using materials supplied by the facilitator.  They chose how to respond and placed pieces (given or created) in the appropriate envelopes. The ‘observer/reflectors’ were positioned around the room but were able to move and choose where they wished to place themselves to observe.  Three video cameras captured the whole period of ‘active time’ and at intervals an audio recorder was used.

“As I reflect on yesterday's testing of 'new ways of working in CCEA cluster' experiential workshop, two things stand out. First is the amazing quality of the design and preparation and experience of the workshop.  My background includes a lot of experiential adult education, not least my specialising in this during a decade of my work...  Yesterday was by far the best experiential design I have participated in.”

“It was fun!”    

“It’s amazing how much you’ve got out of this in such a short space of time.”







    Staff participant quotes
“Thank you, this was the most creative process I have been involved in for a very long   time.” 




 Visitor

6.
The main outcome was to affirm the assumptions made about new ways of working.

“A very imaginative way to explore new ways of working, allowing the good to be recognised and possible pitfalls to be identified.”

“An insight into how much we would benefit from working more with others, especially those we wouldn't normally think of as specifically connected to our work areas.”

“People immediately got stuck in, worked very intensively, produced very high level observations and enjoyed good food and company during it.  I felt that everyone was very committed to the exploration of a new work culture within the team.”
“It shows the importance of getting out of our chairs more. We need ways to get people to work across groups, or at least meet across groups. We need more understanding of each other as people. In my old job – it was a very open culture within related clusters.” 

“We also need ways in which people can ask for help without feeling like it shows that they can't do their job, often it’s creative help that's needed”. 

   

“A rare opportunity to really appreciate the skills of colleagues and be energised by what we have to offer as a team.”

   Staff participant quotes

There were several highly beneficial subsidiary outcomes. The activity was successful in engaging staff and enabling them to demonstrate their capacity and willingness to grasp opportunities for change. Those working as ‘active participants’ demonstrated a clear understanding of the underlying culture necessary for the proposed ways of working and a willingness to actively engage in establishing effective processes to enable the required changes. Their engagement and professional reflective practice affirmed the possibilities and potential. They identified and highlighted a number of structures, systems and processes that need clarification. In addition further reflection enabled the ‘observer/reflectors’ to identify suggested underpinning principles, values of the new ways of working and a number of strategies for achieving the required change.

7.
Further work will need to be done on the detail of systems, processes, and protocols, and on a variety of strategies to enable the constructive, collaborative, and collegial development of formal and informal relationships.

8.
The ‘observers/reflectors’ produced a set of suggestions for principles and values that facilitate the vision for the reconfigured Team in the Connexion and its new ways of working. 

The suggested principles are that the Connexional Team will:

· Embody and express what it means to be Christian

· Embody and express the charisms of Methodism

· Continually use the Priorities of the Methodist Church and recognising the context of Our Calling to define its direction 

· Be continually outward facing, engaging in generous collaboration and thoughtful partnerships within the Connexion and beyond

· Keep the senior leaders in the Team informed of issues arising in the operational practices of the Team in order that these can be integrated into their thinking about strategy and planning

· Ensure managers are embedded in their teams, explicitly linking the strategic to operational practice

· Formulate policy which is connected to operational practice

· Adhere to effective performance management processes

· Ensure appropriate and proper systems are in place for feedback, evaluation and review

· Genuinely strive to be open and transparent

· Use effective monitoring processes 

· Ensure that ‘joined up’ thinking, planning and delivery is the natural and normal practice

· Devolve authority and responsibility to release leaders to think and plan strategically and senior managers to engage in their managerial tasks

· Be a ‘beacon of excellence’, demonstrating high standards, efficiency and effectiveness 

· Restrain ‘busyness’ to make space for strategically focused activity

· Welcome and encourage change, experimentation and innovation

· Respond quickly and appropriately

· Design structures, systems and processes which are accessible to all, both physically and psychologically, in appropriate ways

· Ensure that information is ‘needs led’, appropriate and accessible

· Demonstrate appropriate accountability

10. The following values were suggested as ones that should be evident in the Team’s everyday actions. 

            The Team will:

· Put God at the centre

· Be receptive to the Holy Spirit

· Listen effectively in all circumstances

· Value people equally for who they are and all they have to offer within and outside the Team

· Trust each other

· Encourage and affirm one another

· Develop individuals to their fullest potential personally and professionally

· Commit to all it means to be a learning organisation

· Be attentive and sensitive to views and feelings

· Seek to be honest at all times, except where this is incompatible with appropriate individual confidentiality

· Be fair, reasonable and just

· Exercise integrity

· Be positive, constructive and challenging

· Give and receive love and respect

Chapter 5: Developing International Mission Relationships 

(a) Background

1 In the Core Report to the January Council, JSG proposed that key elements of the work of the World Church Office in the current Connexional Team should be addressed in fresh ways. This followed the report of Ground-clearing Project 6, the full text of which was provided to the January Council (MC/07/04 Volume Two, p. 166), and the support for this change from the relevant Filter Panel. 

2 The January Council was given a flavour of JSG’s thinking in the proposals for the Christian Communication and Advocacy Cluster (as it then was) and the incorporation there of the work theme described as International Mission Relationships (IMR) (MC/07/04 p. 30). This was supplemented by some comments in Perspective Paper 8 (MC/07/04 p. 56).

3 In encouraging development of the overall reconfigured Team proposals, the Council requested further work on the way International Mission Relationships would be supported by the Team. From group work and in plenary, eight specific areas of concern arose on which of Council sought clarification. These appear on pages 3-4 of the draft Council Minutes as part of draft Minute 07.1.10.     


4 Since the January Council, a good deal of development work has been done on this area of the proposals, with a particular eye for the points the Council raised. This Chapter attempts to summarise the more developed proposals.  Supporting Paper B (p. 62) gives more detail regarding the comparison with the existing World Church Office and concludes with summaries of how the material presented addresses the particular points in each of the Council’s logged questions.   

(b) Principles 

5 IMR plans are not devised in isolation of other thinking and are based on some basic principles, outlined below. 

6 The proposals about the Team derive from the Paper Partnerships: Purpose and Practice (MC/07/04 p.154), which was prepared after extensive consultation with Partner Churches. The IMR proposals flesh out those principles, reflecting the theological understandings they contain, and so seek to achieve their prime objective. 
7 The reconfigured Team deliberately moves away from areas of work being undertaken in self-contained offices, with the danger of “silo” thinking, towards partnership ways of thinking. This applies to all areas of the existing Team and many current offices are now rethinking how they might work in the light of the reconfigured Team and its fresh opportunities for collaboration. There are considerable advantages to be gained from looking at the work currently contained in the World Church Office in this light.
8 The reconfigured Team is designed to serve the Church more effectively in delivering Priorities, not least in the renewal of confidence in speaking of God and faith. One key element is to infuse the British Connexion more effectively with the insights from our Partner Churches overseas. To achieve this, some of the most important relationships within the Team are those with staff principally concerned with the effective communication of the Gospel in the British context, including in evangelism.  

(c) Practicalities  

9 These principles lead to a determination to ensure the IMR work in the reconfigured Team helps the British Connexion to engage with and learn from Partner Churches, institutions and ecumenical bodies. This will be promoted particularly through:

· Sharing of experiences and theological insights

· People to people movement

· Supporting community development and social justice by sharing resources 

· Working alongside partners to foster the proclamation of the Gospel in each local context

(d) Proposals

10 In terms of the reconfigured Team, the focal point for IMR will be a group of staff in the Christian Communication, Evangelism and Advocacy Cluster, one of whom would act as their co-ordinator. As with every other part of the cluster, they would work within the strategic parameters set by the Secretaries and delivered through the cluster manager.  They would be committed to collaborative working with the rest of the Team: the static map of management lines cannot show the dynamic complexity of lively working relationships all around the Team. 

11 With the IMR group would be three Partnership Officers who would pool their gifts and skills so that between them they co-ordinate the relationships with the individual Partner Churches and the inputs of the British Connexion into those partnerships.          

12 The staff located in the IMR group would work with others in the Connexional Team and beyond to provide services of a professional standard in a variety of areas necessary to the Partnerships.  These would include:

a. Personnel Exchange – using the Discipleship and Ministries Cluster and Personnel 

b. Communications and Advocacy in Britain – using other staff in the Christian Communication, Evangelism and Advocacy Cluster  

c. Financial elements of Partnership – using the Support Service Cluster

d. Administrative Support – using the Support Services Cluster

13 JSG also recognises that the work on partnerships within Europe, both with national Churches and ecumenical bodies, raises distinctive issues. Further exploration is needed in this area but again it is likely there would be some base in IMR, linking with related work in, for example, the Public Issues staff group. 

14
In all their areas of work, the IMR staff would also be reciprocating with insights and contributions that enliven and enrich the work of colleagues elsewhere in their own cluster and around the Team.    

Chapter 6: Enabling Work with Under-19s

‘A Church without children is not a Church…’
. 

1.
The Methodist Church has historically been strong in children’s and youth work, but in numerical terms our traditional work is in a steep decline.

2.
Opportunities…

· The Methodist Church has contact with a high proportion of children and young in relation to its adult membership especially when compared to other denominations.

· There are approximately 20,000, mainly volunteer workers with children and young people in our churches.

· In terms of children’s work the Methodist Church is still the second largest denomination.

· Just under half of our churches are putting energy into mid-week work; on average these groups are larger than those on Sundays and growing.

· There is clearly plenty of potential and energy, but the workers are not so numerous that we can afford to under-invest in their support or fail to learn from good practice in our own and other denominations.

· We must remember that the Priorities for the Methodist Church are for everybody – and of course that includes children and young people!

· Our current successes are where we refuse to let our heritage restrict our vision and take clear steps towards the most effective ways of making the love of God known to all children and young people now.  

3.
The problem…

· Youth and children’s work within the local Methodist Church is struggling.  Many churches once with a proud tradition of such work now speak of an inability to engage meaningfully with young people.  Where success is the story the young people often have an existing link to the church, and the focus tends to be towards nurturing and keeping them rather than evangelism.  Few youth work initiatives are representative of the communities in which they are located.

· Quality is variable and workers frequently feel isolated and overstretched.  People working with children and young people often have limited experience and little or no formal training.

· Poor quality work with children and young people can be more damaging than no work, when children and young people leave Sunday School or youth clubs they often leave the Church as well.  Research shows that they are unlikely ever to return.

· The traditional Junior Church/Sunday School model of a group that meets alongside Sunday worship is no longer the main vehicle for children or young people’s ministry in the British Methodist Church.

· The decline in children and young people attending worship or in church sponsored groups is proportionately greater than the decline in church membership, and the rate of decline is increasing.
 

· Negative experiences of Church are leading many young people to reject religion and God.

4.
Developing a vision

4.1
In 2006, The Connexional Team published two key resources to underpin the vision for work with children and young people:  ‘Methodist Children Journey’ and ‘MAYC Curriculum journey’.  These resources have much to offer the whole Church as it seeks to re-engage with children and young people, and in particular to engage with those who either have never been involved in Church life, or who have left.  These resources emphasise that this is not simply work for a few enthusiasts, ‘experts’ and those who are specifically appointed to work with children and young people – it is a task for the whole Church.  This includes people in those local churches where there is currently no direct work with children and young people –in such places the call is to pray for the work, support it financially, release resources of property, support Christian parents, serve as school governors, and much more bedsides.

4.2
Ground-clearing Project 3 has also contributed to the development of our thinking about how work with children and young people may be renewed and resourced.  (The full text of the Management Group report is reprinted at the end of this volume p . 109)  The reports of the Filter Panels have challenged us to look more closely at the effectiveness of current ways of working and posed sharp questions about the likelihood of making progress without significant change.

5.
Nurture, Evangelism, Social Mission and Advocacy

5.1
At its best, work with children and young people in the Methodist Church seeks to:

· Nurture children and young people in their faith, 

· Draw more children and young people into the nurturing fellowship of the Church,

· Be alongside and help children and young people in Britain through community-based activity,

· Speak out, for and with children and young people on issues that affect them.

5.2
In recent years many of our local churches have developed or declined in such a way that these four dimensions of children’s ministry are not in balance. Usually it is the first that has persisted in one of a variety of forms (but with variable quality) and the other three have received less and less attention or effort, yet any one without the others can only lead to a distorted ministry.

5.3
The overriding challenge is to renew our work in Christian nurture and, even more pressingly, to revitalise our evangelism, social mission and advocacy amongst and for children and young people.

6.
The wider context

6.1
‘Every Child Matters’ is a Government initiative affecting the lives of children and young people under 19.  Its key principles are:

· Being healthy: enjoying good physical and mental health and living a healthy lifestyle.

· Staying safe: being protected from harm and neglect.

· Enjoying and achieving: getting the most out of life and developing the skills for adulthood.

· Making a positive contribution: being involved with the community and society and not engaging in anti-social or offending behaviour.

· Economic well-being: not being prevented by economic disadvantage from achieving their full potential in life.

6.2
To these we would want to add:

· spiritual development: there are positive outcomes for children and young people who are aware of their own spirituality and have a faith community to sustain them (as evidenced by research conducted by the Commission on Urban Life and Faith).

6.3
This initiative is particularly timely when put alongside a UNICEF report in January 2007 which surveyed the well-being of children in industrialised countries, and placed Britain in the bottom third for five out of its six measured categories.

6.4
The Church should continue to work in partnership with Government wherever this provides opportunities to support the Church’s priorities.

7.
Key ways forward for the Methodist Church:

· Recover confidence: Although traditional patterns of work may no longer be effective, there are many examples of creative, successful work being carried out by Methodist Churches.

· Move away from Sunday: Sunday is not a convenient time for many, perhaps most children and families.  Persistence with a pattern of local church life that sees attendance at Sunday (morning) worship as the ultimate measure of its health is unlikely to be effective.  ‘All age worship’ is unlikely to continue to enable the diversity of spiritual experience across the generations to be expressed or nourished.

· Moving to working with the whole of children’s experience: The principal focus will be less in gathered, church-based groups and activities but rather in schools, ‘extended schools’, holiday activities, parents’ groups, advice and contact centres, social welfare (with NCH as the principal partner), etc.

· Finding the Church’s voice: Developing a more effective advocacy for children and young people’s needs and concerns.

· The missing generations: Children and young people do not live in isolation!  The Church must develop more effective mission and ministry amongst people aged 20-50 so that parents and families are supported and so that credible role models of adult discipleship are available for those growing up in the faith.

· Encouragement for the ministry of children and young people: The Church cannot truly be the Church unless children and young people are able to play their part and have their voice heard and respected.  This entails investment in the development of effective models of participation.

· Children’s and Youth Workers: We must widen our horizons to include within this category, and support teachers, governors, mid-day supervisors, play workers, childminders, social workers, etc.  All are engaged in the Church’s ministry.

· Paid workers: Whilst the increasing number of such appointments is welcome, too many lack clarity and realism in their aims and objectives, or are poorly managed and supervised.  Practice must strive for the best.

· Training: Inadequate training is another cause of decline.  Minimum standards must be observed and this must include presbyters, deacons, local preachers and worship leaders.

8.
Specific recommendation for the Connexional Team:

8.1 That the effective age-range for what is termed ‘Children and Young People’s work’ is 0-19 years, which is more in line with other agencies and current social realities than our historic categories of 0-13 and 13-25.
8.2 That the historical separation of Children’s work, MAYC and Formal Education Affairs is abolished and brought together in the Connexional Team under one remit that draws together the vast amount of existing Connexional-wide knowledge.  There should also be good links to those working in Prisons, Forces and Further and Higher Education chaplaincy.

8.3 That NCH is strongly affirmed as an agency of the Church’s work with children and young people and that strategic and structural links with NCH are strengthened at every level of the Church’s life in recognition of the significance of its work.

8.4 That the core staffing support in the reconfigured Connexional Team for this work shall be located within the Discipleship and Ministries Cluster.

8.5 That alongside this core work of support for the Church’s existing ministries there should be a project to develop further initiatives in the Church’s Evangelism, Social Mission and Advocacy with children and young people.
8.6 That there also be a related project to explore effective engagement with the so-called ‘missing generations’.
8.7 Training, advice and support in children and young people’s work must be part of pre-ordination and continuing development of the ordained and training of lay workers - paid and unpaid. This training and support should be included amongst the expectations of what is delivered through the regional training networks. The networks should also, where appropriate, provide training and development opportunities for children and young people, as well as those who work with them.
8.8 That the Connexional Team (with its partners) develops a national strategy for the recruitment of workers with children and young people. That national initiatives in training are marketed and resourced well.

Chapter 7:
Handling Property Schemes

1   Work has been undertaken to integrate and take forward the outcomes of Ground-clearing Project 8 Property and Money: Trustees for Methodist Church Purposes and the Connexional Team, Ground-clearing Project 12 A New Way of Making Grants (both of which were presented to the Council in October 2006), and the Review of the Resourcing Mission Grants Committee (the report of which is to be found in these papers as Supporting Paper H (p. 98). 

2   That work has led to a greater clarity about the responsibilities of local managing trustees in these matters. That in turn makes it easier to identify what is required to help them fulfil those responsibilities, and then to see within that what can uniquely or best be done by districts and what by the Connexional Team. 

3   To assist in achieving that greater clarity about the responsibilities of local managing trustees and the processes in which they have to engage, it is proposed to replace the concept of a process of “Approval” with one of “Consent”. It is then proposed to bring together the procedures for grant-making with those for consent-giving in respect of:

· Property schemes

· Mission and Ministry schemes

· other schemes and projects.

4   It is also proposed to create a “one-stop shop” for dealing with grants and consents. This will either be:
· a district(s) body on behalf of the Connexion; or

· a Connexion-wide body.

5   Supporting Paper C (p. 67) describes the principles underlying the Consent processes in more detail.

6   Consultations are under way with districts about what should be done by a body on behalf of a district or districts, and what should be done by a connexion-wide body.

7   Consultations are under way with Trustees for Methodist Church Purposes (TMCP) about the legal aspects of these processes, both externally (in terms of the law of the land) and internally (in terms of the Model Trusts and other foundational Methodist documents). The aim is to identify precisely what has to be done with regard to these aspects or what it is reasonably prudent to do; and who can best do it (TMCP, the Connexional Team or others). 

8   The results of the consultations will enable more detailed work to be done on the nature of the processes for dealing with these matters, and what resources they require to enact them. 

Chapter 8: Our Commitment to Equalities and Diversity 

1. At the January Council, concern was expressed about how the Church’s clear commitment to Equalities and Diversity principles would be delivered in the reconfigured Team.  A specific question was also raised about how Racial Justice issues would be integrated in the Team and from there influence the wider Connexion. It was pointed out that the way these would be dealt with in the future needs wider consideration in the light of the outcome of the present project on Equalities and Diversity.

2. This substantial and longer project on these issues, for which an expert project worker has been employed, has been running concurrently with the Team Focus process.  JSG agreed it would be foolish to cut across this piece of work by trying to reach immediate conclusions on precisely the questions this project was established to address. The project is still running, will report to the Council in February 2008 and to the 2008 Conference and will continue into the first part of the Connexional Year 2008-9. It therefore appears on the Team management lines diagram as a project. While this current project is time-limited, there is no suggestion that JSG expect the subject to diminish in importance or that once the project is completed there would be no further Team involvement. Indeed the opposite is the case.
3. While the project continues to develop its thinking on these issues, to stimulate the ongoing thinking of JSG and to prepare longer term proposals for consideration by the Council and Conference in 2007-8, some points can be made at this provisional stage.  
4. First, the work of the Filters Panels and the interim reports from the project have underlined the range of aspects behind a shorthand like “Equalities and Diversity”. All are important in the whole life of the Church, but the particular contribution of the Connexional Team has not been of the same form in every area. For each aspect the Team contribution has only been one part of the whole Church’s efforts. For example, Racial Justice has been the focus of a dedicated small team in the Team with their work being complemented in the experience of many Methodists by local developments e.g. the opportunity to experience the leadership of someone from a Partner Church overseas and the work of volunteer Racial Justice Secretaries in many districts. In the area of Gender Justice, the profile of the issue has been helped through the work of Women’s Network (which has serviced the Gender Justice Committee that was established in 2000), although this is only one part of that office’s work. Written responses to the January Council papers highlighted that for many Methodists there is equal concern about issues which have never been represented by a particular desk in the Connexional Team, e.g. the need to avoid age discrimination and the need to honour theological diversity. To this can be added issues to do with disability and sexual orientation.
5. Secondly, it needs to be recognised that our partner denominations in Britain are wrestling with the same issues.  Some of the past work has been done co-operatively and the current project has been asked to look at how impacts might be maximised if future work were even more integrated. Therefore effective ways of developing and applying best practice needs to be explored with ecumenical partners.

6. Thirdly, the work to develop awareness and good practice within the Church may require approaches that are different from the prophetic work of challenging wider society.   

7. Against this complex background, the challenge in this area of work, as in all others that matter to the Methodist people, is to identify what forms of support the Connexional Team can uniquely or best provide to the Church in the contemporary situation. We need to decide how to develop new ways of working which ensure that Equalities and Diversity issues are fully understood and integrated into the culture and actions of the whole Team, and how the Team best encourages helpful initiatives in enabling the whole Connexion to incorporate this thinking and act accordingly.
8. While the final report of the existing project is awaited, JSG have reached some provisional decisions about where these emphases should be most explicit in the Team structure. Current thinking is that the best way to send a clear signal about the importance of these issues is to place the key responsibility within the leadership of the Connexional Team (i.e. the reds and greens).  This would include the responsibility to ensure awareness and best practice within the Team itself, and also within the governance structures (committees etc.) of the Methodist Church.

9. While this would strengthen the authority of Equalities and Diversity issues within the Team and beyond, it still needs to be backed by specialist staff with the expertise and skills to support the Connexional Team leadership in this responsibility.  Current thinking is that this function would naturally fit within the Leadership Support and Research Unit and therefore have a very direct link with the General Secretary and through him or her to the wider Connexional bodies.

10. Within the Team itself, the key is to reach the point whereby collaborative and inter-cluster ways of working will ensure that the thinking and practice of Equalities and Diversity is held in everything the Team does.  Within the wider Connexion we also await the recommendations of the Equalities and Diversity project on how precisely this work can most effectively be developed; but the key is to develop and support networks of expertise that facilitate the thinking and practice of Equalities and Diversity issues within churches, circuits, and districts.  The challenge is about embodying best practice within the Team and helping the wider Church to do the same.  A significant outcome would be for people to be constantly asking the question “How does what I do help the Church become more like the inclusive, just community it aspires to be; and how does it contribute to the wider struggle for an inclusive and just world?”

Chapter 9: Responding to the Training Institutions Review

1.
Summary

1.1
It is proposed to increase the proposed ‘core funding’ of the Regional Training Networks by creating of posts of ‘Training Officer’ (TO) within each network.

1.2
JSG also propose to create a post of ‘Training Co-ordinator’ within the Discipleship and Ministries Cluster of the reconfigured Team.

1.3
This chapter represents work in progress.  Although the major thrust of the proposals is clear, some outcomes and harmonisation of terminology will be dependent upon other work (e.g. consideration of the report of the Training Institutions Review Group) and decisions yet to be made (especially by the Methodist Council and Conference).  Some of the particular details in this chapter are dependent upon negotiations about the implementation of the review group’s recommendations with each of the regional networks.  Ultimately, JSG will seek to manage the interrelated processes of change to produce a coherent whole. 

2.
Principal features of the proposals:

2.1
Each of the Regional Training Networks (RTN) will have a number of ‘Training Officers’ (TOs) whose role will be to assist the network in the delivery of connexional training needs for the whole people of God.

2.2
The basic allocation will be 2.0 full time equivalent staff (FTE) per RTN in England, 1.0 FTE in Wales and 0.5 FTE in Scotland – although there may be slight variation in these numbers to accommodate the geographical and other particularities of the various regions.  

2.3
Particular care will be taken to integrate the implementation of these proposals with the proposals for ‘Priorities Officers’ outlined in Chapter 10.  In addition, special care will be taken to provide appropriately for the Welsh, Scottish and island districts.

2.4
These TOs will be funded by the Methodist Council, but employed (under an agreement to carry out a range of functions agreed by the Council) by an appropriate institution/entity within the RTN. This is similar to what is envisaged for the staff funded by ‘core funding’ in the 2006 Future Use and Configuration of Training Institutions report.

2.5
It will be written into the job descriptions of the TOs that they work collaboratively with the district-based Priorities Officers (see Chapter 10).  It is understood that the Training Institutions Review Group will be suggesting that in each RTN there is a ‘Regional Training Forum’ (RTF) to have oversight of all training needs and provision within the network, and that TOs should all be members of the relevant RTF.

2.6
There will be a connexional officer (‘yellow’) in the reconfigured team within the Discipleship and Ministries Cluster whose role will be to co-ordinate the delivery of connexional training strategies.  This person will work chiefly with the RTFs.  They will be responsible for the implementation of strategies and policies agreed by the connexional Training Strategy and Resources Executive (TSRE) (or appropriate successor body).  The role of TSRE will include the allocation of budgets to the RTNs and monitoring of delivery against required outcomes.

3.
Why these proposals?

3.1 The creation of the Training Officer role within the Regional Training Networks will facilitate better integration of learning and development opportunities for the whole people of God than the current arrangements.

3.2 It is impossible to devise a system that adequately relates the current disposition of training institutions and other training resources to our configuration of districts in a way that enables a tidy ‘match’.  This will inevitably be a particular challenge in some districts, of which Northampton is the most acute example.  However the current proposals, once they are worked out in detail can, it is believed, offer the best framework achievable within unavoidable constraints.

3.3 These proposals, taken together with those in Chapter 10, envisage a significant shift of resources from ‘the centre’ to the districts and regional networks.  The feedback received in the course of Ground-clearing Project 2 indicates that generally this would be welcomed by the districts.

4.
Transitional Provisions

4.1
If the Council agrees to recommend the proposals of the Training Institutions Review Group to the Conference, work will begin immediately to create shadow/embryo Training Forums for each of the proposed regional networks in England and to conduct suitable consultations in Wales and Scotland.  An early outcome for this work will be to determine the optimum disposition of the TO posts across the whole Connexion.

4.4
Where the changes in training provision impact upon staff employed by, or appointed to serve under the control of the Methodist Council, the Personnel Office will give detailed attention to all personnel aspects of the proposals and the transitional implications to ensure full compliance with statutory requirements, the Methodist Council’s employment policies, stationing policies (where applicable) and the pastoral well-being of all involved.  Provision will also be made to ensure that the interests of other staff, including those in the Connexional Team, are also upheld.  Appropriate in-service training and development will be provided for all current staff, whatever the outcome of the changes for them individually.  Further briefing on these issues will be given to those affected at all stages of the process.

Chapter 10: Helping Districts deliver Priorities
1.
Summary

1.1
It is proposed to expand the resourcing of the Connexion by creating, in addition to the resourcing of the Regional Training Networks, a complementary network of district-based officers financed from the connexional budget.  This arrangement will be supported for five years (2008-13) in the first instance, pending the review of districts that is due to take place 2012.  It is planned to introduce the new arrangements from 1st September 2008 and in consequence the existing TDO scheme will come to an end on 31st August 2008.

1.2
As with others, this chapter describes work in progress.  Although the major thrust of the proposals is clear, some outcomes will be dependent upon other work (e.g. further detailed work on the Team Focus proposals) and decisions yet to be made (especially by the Conference in response to the Training Institutions Review).  Ultimately, JSG will seek to manage the interrelated processes of change to produce a coherent whole. 

2.
Principal features of Priorities Officers

2.1.
In each mainland home district there will be a ‘Priorities Officer’ (PO), whose main role will be to assist the district (and the circuits within the district) in developing the Priorities for the Methodist Church.  In particular, this will include a major role in taking forward the Mapping the Way Forward: Regrouping for Mission process.  They will work with the District Policy Committee (or equivalent) in devising a detailed work plan, but with a clear agenda to support the connexionally agreed priorities and to facilitate change.

2.2
The basic allocation will be 0.5 Full Time Equivalent (FTE) per mainland district in England (25 districts), 1.0 FTE in Wales and 0.5 FTE in Scotland.  In addition, there will be a budget available to the island districts to enable them to ‘buy in’ time for an appropriate amount of such work (possibly provided by one of the other POs).  It will be open to districts to add additional hours to the basic allocation at district expense, particularly if there are additional district developmental priorities that they desire to resource.

2.3
These officers will be employed by the Methodist Council, but line managed in the district (or by other mutual agreement, eg where one officer serves two districts).

2.4
The POs will be expected to operate as a connexional network, and will therefore meet periodically for co-ordination, in-service development, mutual support, etc.

2.5
It will be written in to the job descriptions of the POs that they work collaboratively with the Training Officers (see Chapter 9).

2.6
It is proposed that the Secretary for Internal Relationships, in collaboration with the District Chairs and working through the Connexional Leadership Team, will play a significant role in overseeing the connexional objectives to which the POs will work.  She/he will work with other Team colleagues to support and develop the work of the POs.  The accountability for the work of the POs will therefore be to the district(s) where they are based and to the Connexion through the Chair and thereby to the Connexional Leadership Team.

3.
Why these proposals?

3.4 These proposals emerge chiefly out of the recommendations of Ground-clearing Project 2 (see p. 102) and the Training Institutions Review group (see MC/07/42). Supplementary input has come through the Filter Panel process.

3.5 Ground-clearing Project 2 has highlighted the strong value that districts place upon having someone located in the districts to support them in their work as part of the Connexion.  Districts identified a number of particular needs – some of which are technical (e.g. support for employment practice and for major property schemes) and will be dealt with by other changes proposed as part of the Team Focus process and related procedural changes.  Two other major areas that were consistently identified are support for training and support for change processes.

3.6 There was, however, a widespread view that the management structure of the current TDO scheme is unwieldy and should not be continued.

3.7 The underlying objective of the Team Focus process has been to identify those things which the Team can uniquely do or best do to support the whole Church in furtherance of the Priorities.  This raises questions about the appropriateness of the degree of district discretion within the current TDO scheme, because it has led to significant variations in practice across the Connexion.  The proposal for Priorities Officers meets the Team Focus objective more closely.

3.8 These proposals for Priorities Officers and Training Officers, taken together, envisage a significant shift of resources from ‘the centre’ to the districts and regional networks.  The feedback received in the course of Ground-clearing Project 2 indicates that generally this would be welcomed by the districts.

4.
Transitional Provisions

4.1
There are two principal objectives to guide the transition process: (a) to put in place for 1st September 2008 the most effective, functioning teams of officers to fulfil the aspirations of the Church; (b) to offer our current employees the best practice in terms of exploring the options open to them, whether or not they are appointed to one of the future posts.

4.2
Job descriptions and person specifications for each of the two roles will be drafted, in consultation with the districts, as quickly as possible.  In the case of the POs, these jobs will then be evaluated by the Job Grade Evaluation Panel.  For the TOs, terms and conditions (including salaries) will be determined by the employing entity in each case.

4.3
JSG intend to offer current TDOs the opportunity for ‘ring-fenced’ redeployment as PO in the district(s), which they currently serve, subject to the usual provisos about ‘matching’ and a suitable trial period.  To this end, it is proposed that, where districts currently share one or more TDOs, they would be expected to share a PO if the current TDO wishes to be redeployed there.  However, if for whatever reason the current TDO is not redeployed, we will consider requests from districts to vary the arrangement.  For similar reasons, we intend to match the current arrangements whereby some TDOs currently work additional hours above the current ‘standard’ allocation, and districts wishing to take up the option of funding additional hours for the PO above the basic allocation will need to respect the legitimate interests of current TDOs who are redeployed.

4.4
It is likely that details of the Training Officer posts will not be available until after the Priorities Officer posts.  Therefore, if a current TDO is interested in a Training Officer post, this need not deter them from first expressing an interest in redeployment as a Priorities Officer and subsequently applying for a Training Officer post.

4.5
The Personnel Office will give detailed attention to all personnel aspects of the proposals and the transitional implications to ensure full compliance with statutory requirements, the Methodist Council’s employment policies and the pastoral well-being of all involved.  Provision will also be made to ensure that the interests of other members of the Connexional Team are also upheld.  Appropriate in-service training and development will be provided for all current staff, whatever the outcome of the changes for them individually.  Further briefing on these issues will be given to those affected at all stages of the process.

Chapter 11: Empowering the Church for Evangelism 

1. One of the issues on which the January Council sought reassurance was the place of evangelism in the reconfigured Team. As was noted by Council members, evangelism is a major theme in both Our Calling and the Priorities.  Immediately it becomes a challenge to the whole Church in every part of the Connexion.  It is not for nothing that the recommendations for the whole Church from the report of Ground-clearing Project 1 were incorporated into the vision statement CHALLENGING PRIORITIES (MC/07/04) that now precedes the detailed proposals for the reconfigured Team.  In that vision statement we have identified what JSG believes is the ‘overriding challenge’ at the heart of the Priorities, as the Church attempts to put the Priorities into practice in 21st century Britain.  That challenge is expounded in terms of discernment and witness.  Though the vocabulary may differ, the intention for the whole Church, and the whole Team, is pretty clear.  It is a restatement of our mission, with evangelism at its heart.

2. The report produced by Ground-clearing Project 1 is therefore immensely important.  It promotes the proper emphasis throughout the whole Church, with the Team included, that the many inter-linked facets of discipleship all need to illuminate one another (e.g. explicit evangelism, apologetics, advocacy, pastoral care, community service).  The outcome is that the ‘evangelistic’ thread runs through the whole as everything Christians do contributes to the search for God in the world’s life and to the challenge of speaking of God and faith in ways that make sense to all involved.

3. The vision set out by Ground-clearing Project 1 and summarised above is a long way from reality in most parts of the Connexion.  What is required is a major cultural change in the Church, which in turn will generate an identifiable change in behaviour.  Crucial to achieving such significant change is effective leadership.  Leaders are called for throughout the Connexion who will articulate the wide-ranging vision of evangelism imaginatively and consistently over a long period, inspiring many others to share the vision and encouraging some to take initiatives to give practical expression to the vision.  Leaders in turn need the skill of noticing exciting initiatives or significant changes in behaviour, usually small-scale at first and likely to crop up in unpredictable ways anywhere in the Connexion; and having noticed them, leaders are called to affirm and support them.  And in due course leaders are to communicate good practice effectively around the Connexion, so that more and more find the confidence to try comparable initiatives in their own contexts.  Such leadership will be required of lay and ordained throughout the Church and is to be expected routinely of District Chairs, the senior leaders of the Team and Superintendents.   

4. Leadership must be supported with resources.  For several years, the Church has had the policy of focussing its encouragement and resourcing of evangelism at district level, through the network of District Evangelism Enablers, facilitated by a modest Connexional Team input. The districts must accept a pivotal role in leading, resourcing and co-ordinating the ministry of evangelism (a strategy which we hope districts will be empowered to pursue to an even greater degree with additional money coming their way in future for grant-making). In addition, uniquely, the Methodist Church has the resources of Cliff College to support this vocation, and to train and equip people to initiate and sustain evangelism everywhere.

5. The change of culture and in behaviour must however be manifest most at local level – in the circuits and churches; and particularly in the natural ways in which disciples fulfil their vocation to evangelism in their everyday settings.

6. In the light of the above we have to ask on this theme as every other: What can the Team uniquely and best do for the Church as a whole?  The Team is part of the Connexion and is under the same discipline of obedience as every other part of the Connexion to the emphases in the Conference’s resolutions.  So the Team must take evangelism very seriously. Evangelism in the broad sense needs to be built into the practice of the Team. [No one, we are sure, wants to get hooked on labels as such.  (Matthew 6 and 7.21 are sufficient warnings!)] At the same time, we need to develop the sense that the Team supports the whole Church in fulfilling this and the other aspects of Our Calling. A strap-line for the Connexional Team could be “… serving a Church engaging in Worship, Learning and Caring, Service, and Evangelism”. 

7. The Team therefore wants to give substantial commitment to the Conference’s Priorities, in which evangelism (broadly conceived) is a key component.  How will this work?  In a nutshell, in strategic and practical ways throughout the Team.

8. A reference to mission and evangelism has been written into the role descriptions of the (red) strategic leaders – the Secretaries for External Relationships, for Internal Relationships and for Team Operations.  This theme therefore becomes part of their individual and joint leadership responsibilities.  In the light of the report from the Leadership Reference Group, we may be confident that something equivalent will figure also in the role description of the General Secretary.

9. Something appropriate to the Team’s obligations in relation to evangelism will be written into the role descriptions of at least two of the (green) managers – the managers responsible for the two clusters (which will always work interdependently) for Christian Communication, Evangelism and Advocacy and for Discipleship and Ministries.

10. At the heart of the inter-related resources of the Team, as a perennial part of its resources, will be four staff who will specialise in ‘Evangelism, Spirituality and Discipleship’.  This nomenclature has been chosen to 

· recognise that while the word ‘evangelism’ is significant for many, it has difficult connotations for others: but we want people from all traditions of discipleship in the Church to work together without labels getting in the way;

· celebrate the fact that one of the few ‘points of attachment’ between the Church’s traditional language and the contemporary language of some subcultures is the word ‘spirituality’ (though, goodness knows, that is a complicated interface!);

· cement the insight mentioned above, from Ground-clearing Project 1, that the outreach ministries of the Church are channelled through many routes, but all in their complementary ways need to work together to meet the ‘overriding challenge’ and hence share in God’s mission.

11. As the ways of working in the Team are spelled out, it will become apparent that, at any time, all the appropriate resources of the Team will be drawn together (by the managers working together under the leadership of the Secretary for Team Operations) to achieve the key tasks efficiently and effectively.  Sometimes that may be an enquiry from someone in the Church for resources to do with evangelism, for example; or a request for guidance on policy; or a request for access to training opportunities; or information on how to link up with evangelism being pursued by ecumenical bodies (e.g. the CTE Group for Evangelisation, or the ReJesus website) or agencies (e.g. Fresh Expressions).  Sometimes a relevant commissioning body (the Conference, the Council) may require a mission-focussed or an evangelism-focussed project: in such cases the Team will draw on expertise and experience from right across the Church, and may add to the staff complement, for short or long specified periods, people who can contribute expertise in some aspect or other in evangelism.  In fact, such is the importance of this theme and so multi-facetted is it, that at any point in time several interlinked projects may be under way.

12. Particular projects will appear in the annual Work Plan for the Team, which has to be approved by the Council and presented to the Conference.

13. Because the challenge focuses so much on local culture change, in order to give confidence to local churches and individual disciples to engage creatively in evangelism, it will be crucial that the research capacity of the Team will be directed to questions of the kind: What could make a difference to local situations (in different social and ecumenical settings) to empower them to become partners in evangelism?

14. Note, by the way, how, reflecting on what the Team can best or uniquely do in and for the whole Church, the proposal is being made that the Team’s contribution to work with children and young people becomes a worked example in intentional mission, which may be focussed in, say, the Discipleship and Ministries Cluster, but will – as always – draw on skills, knowledge, resources and theological perspectives, in a collaborative way, from across the Team and more widely.

15. One of the issues flowing out of the Team Focus process which needs further attention is how we evaluate the actions and investment the Team will be making as its best and unique contribution in this area.  What sort of objectives are to be set? How are outcomes to be usefully measured?  In an area like evangelism, these questions are difficult to answer.

16. All in all, however, the vision is of churches, circuits, districts and the Connexional Team working together in new and appropriate ways with a wide ownership of the challenge of evangelism being developed over a considerable period in innovative ways that will profoundly alter the culture of the Church as we currently know it.

17. The resources at the Team’s disposal beyond 2008 have now been clarified.  By insisting on a 30% reduction in the costs of the core Team (i.e. those permanently employed or appointed), it will be possible to release money for innovative and creative initiatives of connexional significance.  (This is what is referred to in a coded way on the diagrams as ‘E3’ work).  Such specialised expenditures are intended always to have an inspirational and challenging character to them, to engage with a Church needing to refocus its resources and energy on God’s call to us.  No one should doubt how interesting such targeted initiatives may be in the areas, like evangelism, where the Church wants so much but practically cannot deliver – because of fear or uncertainty as much as anything.  There will be E3 initiatives in evangelism that will blaze the trail of what the future will require of us all.

18. The first set of initiatives in evangelism, of connexional significance, will appear in the Work Plan for the Team for 2008-9.  (Prior to that, the Council will be asked to approve a process through which proposals for such initiatives can be scrutinised, costed, authorised and managed.)

19. So, to return to the beginning, if people ask how they can be sure of the Methodist Church’s commitment to evangelism, the answer primarily lies not in the titles of the Connexional Team but in the resolutions of the Conference (such as Our Calling and Priorities for the Methodist Church), which then get enacted all over the Connexion – with presbyters having a ‘principal and directing’ part to play in the process of implementation and local leadership, and with the Team offering appropriate help, support and inspiration. 

Chapter 12: Progress with other issues from the Council

1.  Chapters 3 to 11 addressed the major issues the January Council linked with their request to JSG for further work.  Many other concerns and queries were expressed during debate at the January Council, and subsequently through Council members’ comments, during meetings with staff and in other ways.  The purpose of this chapter is to highlight, albeit only in brief outline, these issues and either to describe how they have been progressed, or to point to where more details of how they have been dealt with can be found.  In the majority of cases, the work has involved a range of people within and beyond the Team and is not yet complete, but JSG hope this overview is helpful.   

Women’s Network

2.   Amongst the areas where the Core Report in January signalled major change was in the Team staff contribution to Women’s Network. Since then careful discussions have taken place within the Network, including detailed discussions with PSRU staff members on behalf of JSG. The Network officers have captured their thinking in a letter which they sent to JSG on 24th February; this reads as follows. 

Dear Members of the Joint Secretaries Group,

The elected members of the Connexional Committee of Women’s Network in the Methodist Church wish to make the following statement to you in response to the section of Paper 8 [January MC/07/04, Volume Two, p. 56] that refers to Women’s Network.

We recognise the current financial situation within the Methodist Church and the necessity for change.  However, we are disappointed with the process by which the proposals to Methodist Council, as outlined in Paper 8, were reached and communicated.

The Connexional Committee on behalf of the Women’s Network therefore proposes that the movement:

· Becomes a financially independent body.

· Remains an integral part of the Methodist Church

· Retains its partnership with World Church office and the World Federation of Methodist and Uniting Church Women (WFMUCW).

· Maintains strong links with the Methodist Conference, including at least one seat.

· Has representation on the Methodist Council.

· Retains editorial and managerial control of Magnet magazine.

This response was requested before the 28th February in preparation for further discussions at the Methodist Council in March.  We now await the outcome of that Council meeting.

Yours sincerely,

Sandra Lewer – Connexional President

Alison Judd – Immediate Past Connexional President

Pam Turner – Connexional President Designate
A further meeting of JSG representatives with the Presidents of Women’s Network is scheduled for the end of April in order to develop the thinking further.

Gift Aid Recovery Service

3.   Another area where it was indicated to the January Council that it was intended to phase out existing Team support was the Gift Aid recovery service. This was one proposal which JSG were subsequently asked to reconsider, and they received reasoned arguments for alternative approaches. After careful consideration of these in the light of the Filter Panel report, JSG did not feel persuaded to change the basic plan. However they did confirm that they would favour giving clear notice to the wider Connexion so that there was time to adjust to other arrangements, including the option of circuits appointing one person to provide the administrative service to all the circuit churches. The central service would cease after the claims for the tax year 2007-8 had been completed, but participating churches would receive details about this.   

Other Questions

4.   Support for innovative and creative risk taking

· Sources of significant funds have been identified and a range of proposals and details are given in: 
Chapter 13

Supporting Papers (SPs) E, F and G are 

also relevant

5.   Where is the emphasis on ecumenical relationships?

· A post with this responsibility has been included in Leadership Support and Research Unit.

Details in:


Chapter 2






SP A and the Team Map are also relevant

6.   Ongoing support for explorations of Fresh Ways of being Church

· It is intended to make funding available, mainly from the Fund for Home Mission, for all sorts of mission experiments.  

More details in:

SP F and MC/07/45
7.   The proposed Help Desk raised a number of queries and concerns

· Much further work has been done to explore the many facets of such an innovation.

Greater detail is contained in:
Chapter 14
8.   There were concerns that the Learning and Ministries Cluster will be too small

· The reports from Ground-clearing Project 2 and Training Institutions Review have been received.  The work and size of the cluster have been reviewed and the title changed.

The full picture is contained within:
Chapters 2, 9 and 10





      SP A and the Team Map 

are also relevant
9.   Concerns about Local Preachers 

· These have been addressed within the revised Discipleship and Ministries Cluster.

Details are given in:


Chapter 2





SP A and the Team Map 

are also relevant

10.   Future links between Fund for World Mission and International Mission Relationships.

· These have been considered.

Details are given in:


Chapter 13 

SPs B and F
11.   Treatment of proposals from Youth Conference

· Discussions have taken place with the Youth Executive.

Details are contained within:

Chapter 6 and MC/07/39
12.   The relationship between the Connexional Team and MRDF.

· Discussions about this relationship continue and a range of options are being explored.  

The proposals for further work come to the Council in a separate paper.

Details are given in:


MC/07/65
13.   There has been concern about how the reconfigured Team will work.

· The Ways of Working exercise has enabled further exploration of the structure of Christian Communication and Advocacy Cluster.

Details are given in:


Chapters 2 and 4






SP A and the Team Map 

are also relevant.

14.   Decisions about the TDO scheme were awaited.

· The report from Ground-clearing Project 2 has been received since the January Council, and new proposals have been developed.

Details are given in:


Chapters 2, 9 and 10






SP A is also relevant

15.   Council members were concerned for the wellbeing of staff.

· Comprehensive support facilities are being prepared by Head of Personnel.

Details are given in:


Chapter 2
16.   Discussion of some issues was deferred until the March meeting as detail was not available.

· Ways of working in the reconfigured Team:

Chapter 4

· Financial arrangements after 2008/09:

Chapter 13 and SP E
· Strategic Leadership:




Chapter 3

· Team emphasis on mission and evangelism:

Chapter 11 and SP A  
17.   How will these proposals be communicated to the Church at large?

· A communication strategy has been developed and will evolve during the coming months.  Currently, members of JSG and PSRU have arrangements to make presentations to many District Synod and Policy Committee meetings.

18.   There has been concern about the capacity of the smaller Team in terms of expertise and numbers, to deliver the totality of its work.

· This is a vital issue and will be kept under review both before and after a reconfigured Team is inaugurated.  Much further work has however already been done on the staff allocations within the various clusters.

Details are given in:



SP A

19.   January Council was concerned about the number and location of office bases.

· The feasibility study continues, including in relation to options for the future use of Methodist Church House, and the current position will be reported to the March Council.

Chapter 13: Funding the Team  

1. This chapter presents an overview of the financial issues of the reconfigured Team, building on Perspectives Paper 5 presented at the January Council (Volume Two, p. 39).  

2. As promised at the January Council, the SRC has given detailed attention to the financial options in line with the Committee’s remit (see January papers Volume Two p. 5 especially first paragraph 4). The financial issues therefore now come to the Council as SRC recommendations. 

3. The recommendations set out funding principles in line with the previous instructions of the Conference. This chapter then sets out illustrative figures to demonstrate how applying these principles would provide liberating opportunities to meet Team Focus objectives in the years from 2008-9. The figures themselves will be subject to further refinement and they are not a budget proposal. At this stage the Council is not being asked to endorse any precise numbers. 

4. A more detailed commentary based on the papers submitted to SRC is included as Supporting Paper E (p. 79). Related questions about the use of the main restricted funds are discussed in Supporting Paper F (p. 93). Wider issues concerning the connexional reserves policy are set out by the Connexional Treasurer in Supporting Paper G (p. 96). The review of the Resourcing Mission Grants Committee, mentioned at the January Council, is attached as Supporting Paper H (p. 98). 

Principles of funding

5. In order to put the Priorities into practice the reconfigured Team needs sufficient resources of people and money to undertake, to a high standard, the tasks it can uniquely or best offer to the wider Connexion. As mentioned elsewhere in these Team Focus papers, the emphasis is on how to support the Connexion in its challenge to deliver the Priorities.

6. Having secured such resources, it is equally important that the Team does not consume additional resources that would serve the Church’s mission more effectively if used in other ways. The current construction of the Team budget makes this distinction hard to see as intertwining income flows cover a variety of quite different types of expenditure, including grants which actually fund work outside the Team. Fig.1 (p. 48) tries to capture the complexity and confusion of this status quo diagrammatically. 

7. The principle of using reliable income from Assessment to cover the core costs of the reconfigured Team was presented to Council at its last meeting and further work has been done on this with the objective of clarifying the flow of funds, and improving transparency.  

8. Based on the SRC discussion and further reflection by JSG, the following are the principal items to be included in ”core costs”.


Managed by the Connexional Team:

· the cost of the permanent Team staff (currently estimated at 91)

· the costs associated with enabling core staff to do their work including office accommodation, travel etc.

· Discipleship and Ministries grants eg bursaries for ministerial formation

· costs arising from formal relationships eg with the World Methodist Council and CTBI


 Other connexional core costs:

· the costs of administering Conference and Council 

· stipends of District Chairs

· full costs of the Training Officers

9. Two income streams would fund these core costs. The principal one would be the connexional part of Assessments from local churches collected via districts. The secondary one would be a levy of perhaps 5% (which would be reviewed periodically) on the donations given to the major restricted funds (eg FWM) to cover the costs of administering their work.  A levy of this size would stand comparison with the administrative costs of charities generally while still providing annual income of around £0.7mil.  With these two contributions, analysis suggests that the core costs can be adequately funded.

10. This is a preferred solution to the recommendations of Ground-clearing Project 11B (p. 81) (see paragraph 24 below) which recommended that the present Assessment system should be replaced with a system of “charges” for circuit, district and connexional work. 

SRC recommends the funding of the reconfigured Team is met from (i) the Assessment plus (ii) a fixed percentage administrative levy across the major funds being processed by the Team, and that this levy is reviewed periodically.  

Trend in Connexional Assessment

11. To give a clear basis for planning and to demonstrate that proper financial discipline will be exercised by the Team, SRC believe the trend for the connexional element of Assessment should be downwards in real terms for the triennium 2008-11. It is suggested that given the overall trend reduction in membership of around 3% a year, the overall real connexional Assessment should also fall by this amount, before adjusting for inflation. Thus if inflation were 2% the amount sought would fall by 1%. 

12. The SRC also welcomes the Connexional Treasurer’s intention to review with the district treasurers the distribution of the aggregate Assessment between districts.  It remains the responsibility of each district to agree the apportionment between the circuits of its share of the connexional Assessment together with its district Assessment.
SRC recommends that the aggregate connexional element of the Assessment should move in line with trends in overall membership for 2008-09 to 2010-11.

Overview of projected Team Finances

13. With these two basic principles in place, it is possible to illustrate a scenario for Team finances for 2008-9 and beyond, as shown diagrammatically in Fig. 2 (p. 48) and statistically in Fig. 3 (p. 49). The lines of projected income and expenditure are set out in a form adapted from that used in past Conference Agenda to separate out more clearly the different income streams and expenditure types. 

14. The expenditure lines in Fig.3 (p. 49) have been set out as follows:

· Core Costs as defined above. 
· Other General Work covers grants for International Partner Churches, the cost of Overseas Personnel; and some smaller UK items relating to ongoing commitments. 
· Innovative work already anticipated covers the project work already identified in the Core Report to January Council.
· CAPF covers grants from the Connexional Advance and Priority Fund.  The amount is higher than the CAPF income line because investment interest for this fund is included in the income line ‘Investment Income’.
· Priorities Officers covers 14.5 people (or full time equivalent) as explained in Chapter 10 of these papers, including an extra 0.5 contingency.
· Scope for New Innovative Work plus contingencies is the additional money released to support key mission projects around the Connexion. Any unexpected contingencies would have to be a prior charge on this money. To this sum would be added any further money released from capital under the reserves policy.  
Funding of innovative work in support of the Priorities

15. It needs to be emphasised again that the numbers shown in Fig.3 (p. 49) are projections based on realistic estimates using current budget and other information. They do not reflect detailed work plans and their associated budget figures. However as this model has been developed and refined, the key point to emerge is that the current buoyancy in several of our income streams means that the Church can release substantial resources for new work around the Connexion after covering the core and other anticipated work in the reconfigured Team.  

16. One important caution does however need to be heard. While income from Assessments is predictable, income from other sources is much less so.  Therefore in recommending this model of funding, it is acknowledged that the resources available for this innovative work may fluctuate. However such work will typically be set out in time-limited projects and termed grants. This will give flexibility and enable the workload to be adjusted in line with the resources available.

Matching incoming with outgoing resources

17. The arrangements described in this chapter bring greater clarity to the funding and should enable a higher level of transparency.  Fig.4 (p. 49) provides another way of showing the incoming and outgoing resources of the reconfigured Team, and the links between them.  

18. The Priorities lead the Methodist Church to face realistically the many challenges of the present age. This same realism needs to be applied to the financial issues, and was reflected in the Conference directive to reduce the Connexional Team budget by 30%. Achieving this discipline allows more money to be available for mission projects around the Connexion. 

19. The arrangements proposed in this paper honour the concept of a significant reduction to the core Team size and operating expenditure, while freeing resources which can be used to support the Priorities through special projects and grants. In the projection in Fig.3 (p. 49) the basic expenditure of £17.7mil. is a 28% reduction on the total Team expenditure for 2005/06 of £24.7mil.

The use of reserves

20. Council will be considering policy on connexional reserves by means of Supporting Paper G (p. 96) submitted by the connexional Treasurer. However some reflection is needed to complete this overview of Team finances, as the proposed re-alignment to a revised reserves policy would release significant funds as a one-off event. Care will be needed to use these funds wisely and in ways that reinforce the Team Focus process.  

21. While SRC has indicated the need to develop a detailed strategy for this release of funds from reserves, there are two particular clear needs which can properly be addressed with this money. There would still be significant sums left over for other uses. 

22. First, if the Conference adopts the proposed reconfigured Team, there will be significant transitional costs such as payments related to redundancies and the cost of supporting and training staff. While no detailed work has yet been done, these costs could be around £2mil. and have not been included in the projected expenditure in Fig.3 (p. 49).   

23. Secondly, the latest accounting requirements oblige the Church to have reserves available to cover certain categories of future grant commitments rather than simply rely on future income to cover those future commitments. The accounting for the Connexional Team has been adjusted appropriately, but this requirement presents a considerable financial challenge to some of the districts.

In the light of the above, SRC recommends:

· That connexional reserves are used to cover direct transitional costs.  

· That connexional reserves should be drawn down to assist districts reserve against their existing future commitments as at 31 August 2007 on a detailed basis to be agreed.

· That a spending strategy should be developed for each fund with surplus reserves after these commitments have been met.

Wider Financial Questions

24. The SRC considered the report of the sub-group of Ground–clearing Project 11B, which looked at connexional financial processes. In the light of that and their work on the Team finances, SRC made a number of other recommendations.

(i) The greater clarity about the connexional element of the Assessment should be mirrored by greater clarity about the other Assessment elements. Circuits and local churches should have Assessment requests broken down clearly and distinctly into the elements for Connexion, district and circuit costs.

(ii) In line with the report of Ground-clearing Project 4, a robust advocacy policy should be developed. This would now be sharpened up by the certainty that all gifts to the main restricted funds, apart from a known small levy, would go directly to the main purposes of the funds. 

(iii) The opportunity should be taken to clarify the purposes of the major restricted funds along the lines of Supporting Paper F (p. 93).

(iv) Further work is then required to integrate the proposals agreed by the Council in October 2006 for a single grant-making process with the separate governance procedures for the individual funds.

(v) The Church continues to welcome legacies and will honour any restrictions on the use that donors feel it necessary to make. Unrestricted legacies are the most flexible form however, and in future the Team budget should include a realistic estimate of likely legacy income. 
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Fig.3 Connexional Team Financial Projection

	
	ACTUALS 2005/06
	Projection
2008/09
	Projection
2009/10
	Projection
2010/11

	Income
	£mil
	£mil
	£mil
	£mil

	Connexional Assessment Element
	10.6
	11.1
	10.8
	10.5

	Donations and Fundraising
	5.6
	4.9
	4.8
	4.6

	Investment Income
	4.4
	4.3
	4.2
	4.2

	Legacy
	1.7
	0.9
	0.9
	0.9

	Sundry Income
	0.7
	0.7
	0.7
	0.7

	CAPF
	6.4
	3.2
	3.2
	3.2

	Total Projected Incoming Resources
	29.5
	25.2
	24.6
	24.1

	
	
	
	
	

	Expenditure
	
	
	
	

	Connexional Team Core Costs
	
	9.5
	9.5
	9.5

	Other Connexional Core Costs
	
	2.3
	2.3
	2.3

	Other General Work
	
	5.0
	5.0
	5.0

	Innovative Work

Already Anticipated
	
	0.9
	0.9
	0.9

	Basic expenditure sub-total  
	
	17.7
	17.7
	17.7

	CAPF
	
	3.5
	3.5
	3.5

	Priorities Officers
	
	1.0
	1.0
	1.0

	Scope for New Innovative Work plus contingencies
	
	3.0
	2.4
	1.9

	Total Projected Expenditure
	24.7
	25.2
	24.6
	24.1


For clarity no inflation has been included in these projected figures

Fig.4 Projected flow of resources 2008/09

	Incoming Resources
	Outgoing Resources

	 
	£mil.
	 
	£mil.
	£mil.

	Assessments
	11.1
	Team Core Costs
	
	

	 
	
	Funded from Assessments
	11.1
	

	 
	
	 Funded from levies**
	0.7
	

	 
	
	  
	
	11.8

	Unrestricted income from donations, investments, legacies and sundry

	2.0
	Other innovative work and contingency
	
	2.0

	 
	
	 
	
	

	Fund for World Mission##
	5.4
	For International Grants etc.
	
	5.0

	CAPF##
	3.5
	For "Priorities" work
	
	3.3

	Fund for Home Mission##
	0.7
	For innovative work in Britain
	
	0.7

	Auxiliary Fund##
	0.5
	For Ministers’ assistance
	
	0.4

	Other Funds
	2.0
	For other restricted purposes
	
	2.0

	Total
	25.2
	Total
	 
	25.2


**From levies on the annual voluntary income of the four major funds listed above

##Note the proposal to change the titles of these funds

Chapter 14: Your Church and Circuit

1.   The purpose of the Connexional Team is to provide support to the wider Connexion, particularly local churches, as they strive to fulfil God’s mission in line with Priorities, however those are discerned in their local circumstances.  This Chapter will provide some examples of how the proposed changes will be directly beneficial to churches and circuits; the Focus Group on this subject will also table a report at the Council.  The impact upon districts is the subject of Chapter 10.

2.   The examples outlined here are not by any means an exhaustive list. Some other examples of key importance for every part of the Connexion’s life are outlined elsewhere in this report.  For instance, one major challenge that the reconfigured Connexional Team will face is to help empower the wider Church, not least through resources and encouragement, as it strives to make new disciples of Jesus Christ in fulfilment of the Evangelism side of Our Calling.  Chapter 11 gives details of how this might happen.

Example 1: Ways of Working

3.   One significant benefit of reconfiguring the Connexional Team will be new coordinated ways of working.  Outwardly visible signs of this should include:

· greater coordination in the themes of work tackled by the Team in place of the current ‘silo’ type processes which can inevitably involve distribution of a number of unconnected resources all at the same time.  There should therefore be clearer messages, perhaps fewer of them and certainly a reduction in the amount of waste currently seen.

· improved communication links so that the Team can listen much more to messages from churches about what they really would find useful at the moment, and set about creating a new resource if that is necessary.

· the smaller Team will be more flexible and more able to keep in touch with environmental or social changes and then react quickly if appropriate, hopefully helping the local church to respond quickly to a local situation.

Example 2: The Help Desk
4.   JSG is aware that it can be difficult to know who to talk to within the Connexional Team about any particular topic, unless one knows the name of the individual concerned, or have previous experience of dealing with the Team.  The creation of a Help Desk will make it far simpler for members, deacons, presbyters and the general public to get answers to questions, receive guidance or request resources and information.

5.    The Help Desk, perhaps linked with a senior duty officer, will be operated by a team of experienced people who will:

· be the first point of contact for telephone callers and therefore become the ‘face’ of the Connexional Team to many Methodists, and the ‘face’ of the Church to those outside it.

· collectively have the widest possible breadth of knowledge about all aspects of The Methodist Church.

· have good technology linking them to the whole Team and the reconfigured website

· be able to answer many queries, but also direct enquirers to the individual or website page, that does have the answer.

· provide this facility from 8am to 6pm on weekdays.

6.  We anticipate that the Help Desk will meet a wide range of queries and requests, such as:

· I don’t go to church, but could I still get married in a Methodist Church?

· Where do I find the guidelines that help me to buy a new manse?

· What is the policy of the Methodist Church about global warming?

· I need 10 more copies of a particular resource

· We would like to invite a representative of the Methodist Church to address our spring conference about…….

· Please give me the membership numbers of churches in my circuit, over the last 15 years

· I am unhappy about the behaviour of our minister and want to make a complaint

7.    This range underlines some vital issues to do with the calibre of staff required in the Help Desk and the level of management, guidance and responsibility that will be appropriate:

· staff will need to be friendly and flexible, good listeners able to sometimes discern the real nature of any enquiry, which might not be obvious from the opening question.

· we will need people committed to giving high quality service, as well as being good communicators, able to talk appropriately with the widest range of people.

· able to recognise the point when they start getting out of their depth, and know who to turn to for advice or to whom the enquiry should be passed.

· sufficiently mature to act as the gateway for all calls, recognising which calls genuinely do need very senior attention, and deflecting and terminating those that threaten to waste time.

· there will need to be very clear boundaries to restrict and protect staff who could easily be swayed into speaking inappropriately for the Church, perhaps to a news reporter.

Example 3: Website

8.  The Methodist Church website is becoming more and more important as a means of:

· communication with the Connexion but also the public at large

· dissemination of instructions, guidelines and resources of all kinds

· gathering information about a whole range of things including up to date data about office holders etc.

9.  The existing website has been developed over many years and has grown enormously throughout that time.  Technology has marched on and so current website is no longer fit for purpose.  A new version, which we believe is more ‘user friendly’, is almost ready for launch.  It will be more accessible to those without a knowledge of Methodism, be easier to navigate and present a more contemporary style.  There are many differences in style and layout as well as navigating tools, which collectively transform the experience of using the website.  The style of presentation has moved:

· From messages ….to authentic voices

· From content……to stories

· From audiences …..to partners

· From reaching…….to joining

Any links to the current website will automatically link to the new one when it is launched.

10. Further developments are expected to be available after September 2008.  These will enable the website to become a place where all Methodists will find something relevant to them.  As well as having all the resources they need for their church lives, it will be the hub around which people can join up and work online with networks throughout the Connexion and ecumenically.  People will be able to choose what kind of information the want to receive via E-mail newsletters.  It will be the place where people can get involved with campaigns and discuss issues that engage with today’s culture.  In this, and in giving an inspiring impression of Methodism at its best, the website will become an important way of enabling the Church to fulfil the Priorities as effectively as possible.

Example 4: Connexional element of Assessment  

11.  Chapter 13 outlines more disciplined ways of funding the core expenses of maintaining the Connexional Team.  There are two benefits linked to payment of Assessment:

· an undertaking has been given to restrict real increases in the aggregate Connexional element of the Assessment to track overall membership trends in the Methodist Church. This means that if membership continues to decline, the total real assessment charged to churches to cover Connexional Team core costs will reduce proportionately.  I in cash terms the Assessment would only rise as a result of inflation. Thus if membership continues to decline at 3% pa and inflation is 2%, in cash terms the overall Assessment total would be reduced by 1%.

· there will be greater openness and clarity about how the Assessment charged to churches is divided between circuit, district and Connexional Team budgets.

Example 5: Property Approvals and Consents

12. In Chapter 7 and Supporting Paper C (p. 67), details are given about new, less bureaucratic ways of dealing with property matters, which we hope will ease the burden on members of Circuit Meetings and Church Councils when they are acting as Managing Trustees.  The details are still under negotiation but the aim is to enable consent to proposals to be given as close to the local situation as possible.  In most cases this will mean at district level.  Linked with this is the need to give Managing Trustees the kind of support they need, so that they can move forward confidently with the project.

13.   In a similar way, the process for applying for grants towards mission projects or property schemes are being streamlined and simplified.  All grants will be considered through a single process, which will ensure that each gets equal attention by properly qualified people.  The intention is that further resources be made available to districts so that many more grants will be agreed locally.

� (Bishop William H. Willimon, United Methodist Bishop of North Alabama).  See also the report of Ground-clearing Project 3, paragraphs 3.1 to 3.5


� In 1986 church membership was 450,000, there were 390,000 children in church sponsored groups, and 136,000 in Sunday School/worship.


In 2001 church membership was 335,000 (26% lower), there were 250,000 (36% fewer) children in church sponsored groups and 50,000 (63% fewer) in Sunday School/worship.





In 2005 the total number of children and young people in Church sponsored groups across all districts was:


Male and female under 5’s	  17,425	


Male and female 5-13’s	119,856


Male and female 13-19’s	  34,131


Male and female 20-25’s	    4,384


     Total		           		 175,796 (i.e. 55%  fewer than 1986, 30% fewer than 2001)
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