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Annual Development Review - an appraisal scheme for Presbyters and Deacons

1  Introduction

1.1  This paper sets out the details of a new scheme for the annual review for presbyters and deacons.  These details have been arrived at after a consultation process that took place through the summer and autumn of 2006.  

1.2  This consultation followed a decision of the Conference 2006, which was based on the paper Accompanied Self-Appraisal.  The Conference agreed a number of principles which were:

i) There is a formal review or appraisal process that is circuit- or district-based, using a standard set of questions, with input from a group of people in the Circuit (possibly stewards), facilitated by an outside person (the facilitator being appointed by the District).  All involved will need to receive adequate training.

ii) Presbyters and deacons are strongly encouraged to seek support, which may be outside their geographical area, in a form that suits their requirements.

iii) Presbyters and deacons in an appointment not under the control of the Church should also ensure they have appropriate, adequate support outside their role and an opportunity to reflect on their continuing vocation.

(Agenda 2006 page 118, Para. 6.2 and resolutions 8/1 – 8/3.)

1.3  The consultation that took place in the autumn of 2006 looked at ways of implementing the above decision.  

2 Process of the Consultation

2.1  The consultation was based on a discussion paper that set out a number of options.    

2.2  The paper was sent to all those who currently hold a district officer role in the Accompanied Self-Appraisal scheme, Chairs of Districts, Training and Development Officers and anyone else who expressed an interest.  Some district officers then circulated the papers in their Districts.

2.3  Comments were received from a wide variety of groups and individuals; such as district appraisal groups, circuit leadership teams, Circuit Meetings, individual district officers, Chairs, presbyters and deacons, individual accompanists, etc.  

2.4  There were two consultation meetings held and a total of 56 people attended these.  Many of those who attended represented the views of district groups who are currently involved in the Accompanied Self-Appraisal scheme, as well as their own views.

2.5 The new annual review scheme set out below is based on the consensus that was reached at the two meetings and reflects the majority of the views expressed in writing.  It has been endorsed by the Methodist Council.

3  Details of the Scheme

3.1  Aims

3.1.1  The aim of this scheme of annual review is the development and support of presbyters and deacons as they continue to fulfil their vocation in various contexts.  (This was stated in the paper that was received by the Conference in 2006 and remains the principal aim of the scheme.)

3.1.2  This aim also meets the requirements of the agreement the Church has reached with the Department of Trade and Industry (DTI) for offering “support for clergy when they apply for posts and over the course of appointments to help with ongoing development.

Such activities might include…….

…staff annual reports, objective setting, and performance appraisal.”  (Clergy Working Conditions – Statement of Good Practice)

3.1.3  It has been suggested that we make this aim clearer by calling the scheme Annual Development Review (ADR).  This would help to prevent confusion arising when referring to reviews, as some have thought that the term annual review referred to circuit reviews, which are a totally different process with different aims and outcomes.

3.1.4  The ADR will be centred on conversations about the work of the individual deacon or presbyter in the context of the Circuit and other areas of work, e.g. any part-time chaplaincies they may undertake. (See paragraph 3.1.7 - 3.1.9 below for those in other kinds of appointments.)

3.1.5  The effect of these conversations will be to enable the presbyter or deacon to discuss their aims and focus of work with those most involved, and it will enable the Circuit to discuss these objectives and offer appropriate support where necessary.  One desired outcome of these conversations should be that Circuits take more responsibility for the support and development of ministers.  

3.1.6  It is not recommended that the ADR process be linked formally with the re-invitation process for appointments.  However, if there is a regular conversation about the agreed aims and focus of work of each presbyter and deacon this should reduce some of the misunderstanding and stress that can happen sometimes before and during re-invitation. 

3.1.7  Those who are in appointments in Districts, such as District Chairs, would use a similar process to that used in Circuits, with people drawn from within the District, perhaps from the Policy Committee, taking part in the conversations.

3.1.8  Those presbyters and deacons who are in other types of appointments, e.g. as full-time tutors, or working in the Connexional Team should use the appraisal processes already in existence where they work.  

3.1.9  Those who are not in appointments under the control of the Church should be carrying out an appraisal in those appointments and do not have to fulfil, in addition, the requirements of the annual development review scheme.  However all presbyters and deacons, no matter what type of appointment they hold, are strongly encouraged to find appropriate support.

3.1.10  The details of the scheme, as set out below, have a measure of flexibility but the basis of the process is simple.  Each year presbyters and deacons will have a formal conversation, based on standard questions, with two people who know something of their day-to-day role.  That conversation is facilitated by an independent third person from the District.

3.1.11  Recommendations

· The appraisal scheme should be called Annual Development Review (ADR). 

· The annual development review should not be formally linked with the re-invitation process.

3.2  Responsibilities for the Process

3.2.1  The Annual Development Review is a connexional scheme for ordained deacons and presbyters in posts in the control of the Church.  The connexional Team will be responsible for developing the forms and guidelines needed to operate the scheme and the initial training material that will be needed.  

3.2.2  Districts will be responsible for the local administration of the ADR scheme.  It is recommended that each District appoints an officer responsible for ensuring that the scheme runs in every Circuit, and that those who are in district appointments also receive an annual review under the auspices of the District.  The District will be responsible for appointing facilitators for the process and ensuring training is provided for all those involved in the process.

3.2.3  Circuits will be responsible for appointing sufficient people to carry out the review, and for ensuring that these people attend the training and that any necessary support for the process is offered to presbyters and deacons.  

3.2.4  Presbyters and deacons are responsible for implementing any decisions they reach in the review meeting.

3.2.5  Recommendations

· Each District should appoint an officer to organise the annual development review process.

· Each District should ensure there is training for all those involved in the process.

3.3 Outline of process














3.3.1  The facilitator starts the ADR process each year.  This person, who has been appointed by the District, but agreed with the Circuit, facilitates the process.  This facilitator will be responsible for overseeing the administration of the process and for ensuring the process is fair.  

3.3.2  The Circuit will provide enough people to carry out the review with each presbyter and deacon; sufficient for two people per presbyter or deacon.  These people will hold a review meeting consisting of a formal conversation with each presbyter and deacon based on standard questions.  The facilitator will chair the review meeting.

3.3.3  The presbyter or deacon and the people from the Circuit involved in the process will reflect on a set of standard questions before the meeting and, if necessary, information may be gathered for the purpose of feedback.  These reflections and any feedback are exchanged before the meeting, so that nothing of substance is raised at the meeting that has not been disclosed beforehand.  All papers will be sent to the facilitator who ensures they are circulated seven working days before the meeting.

3.3.4  Following the meeting, the presbyter or deacon and facilitator will both retain copies of all agreed outcomes.  The presbyter or deacon will then share what they think appropriate with the Circuit Meeting.  

3.3.5  The facilitator will send a return to the district officer, stating that the ADR process has been completed for that year.  The presbyter or deacon will send the district officer details of training needs identified and how they are likely to be met.

The next year, these outcomes from the previous year’s review will form the starting point of the discussions.

The process in detail

3.4.1  Each year the Circuit must appoint those who will carry out the reviews with each presbyter and deacon.  This will usually be done by agreement by the circuit leadership team and confirmed by the Circuit Meeting. These reviewers can be lay or ordained people.  They should be people with the skills for the job, whether they have other roles in the Circuit (such as circuit stewards) or not.   

3.4.2  It is recommended that the Circuit appoints two people per deacon or presbyter and that each person who agrees to take on this role receives training.  It is recommended that no one takes part in the process who has not received training.  All presbyters and deacons must receive training in the process for ADR as well as reviewers.

3.4.3  Each reviewer involved in carrying out development reviews should normally take on the role for at least three years and they should remain with the same deacon or presbyter for that length of time, unless the presbyter or deacon moves to a different appointment in the meantime.  It is suggested that normally people only continue to be development reviewers for six years.

3.4.4  It may be that some reviewers will work with more than one presbyter or deacon and some Circuits may decide to have a small group of people who are trained to carry out reviews, and that those people do the reviews for all the presbyters and deacons in a Circuit, i.e. there are not two for each presbyter or deacon, but perhaps six people for a group of five presbyters and deacons, rather than ten.

3.4.5  It may be that some presbyters or deacons will prefer to have an ordained colleague involved in their annual development review.  In that case, either a colleague from the Circuit should be involved or someone from a neighbouring Circuit, but they should preferably be from within the same District, where this is possible.  

3.4.6  In exceptional circumstances there may be no one in a Circuit who has the skills or can take on the role of reviewer.  If this happens, the District must ensure there are trained people from other Circuits who can carry out the annual process with presbyters or deacons.  It is likely that these will be people who are trained to be reviewers in their own Circuits who have indicated they would be willing to take on the role elsewhere if there is a need.

3.4.7  It is recommended that only those who have been trained can take part in an ADR. Therefore if someone is taken ill, or otherwise indisposed, the annual development review should take place with fewer people, or be postponed, if there is no one else available who has been trained.

3.4.8  The District will appoint facilitators.  The facilitator’s role is two-fold:

i) to ensure the process happens, by working with the individual presbyter or deacon and the people from the Circuit to 

a. agree the dates of the review meeting 

b. chair that meeting 

c. ensure the decisions reached in the review meeting are recorded, and a completion notice is sent to the district officer,

d. keep a copy of the decisions 

ii) to ensure the process happens fairly, by facilitating the discussion at the review meeting and preventing abuse of the system.

3.4.9  This role will mean that facilitators will need training in the skills of facilitation and possibly conflict resolution.  This training will need to be provided by the District, following connexional guidelines.  

3.4.10  The number of facilitators needed will vary according to the size of the District, and may also depend on how much time facilitators can offer, e.g. it would greatly help the process if each facilitator deals with all the deacons and presbyters in a particular Circuit.  This may not be possible if there is a large number of presbyters and deacons in a given Circuit and therefore more than one facilitator is needed. Alternatively, a facilitator may be able to work with two or more small or single-presbyter Circuits.  

3.4.11  Facilitators may be lay or ordained people.  The main requirement is that they have the necessary skills (or the potential to acquire them with training), to fulfil what may be a demanding role.  

3.4.12  Recommendations  
· The facilitator should be responsible for starting the process each year.

· Two people should be appointed as reviewers for each deacon or presbyter.

· All those taking part in reviews should be trained and no one should take part as a reviewer or facilitator who has not been trained.

· Every reviewer should take on the role for up to six years, and should remain for three years with any one presbyter or deacon.

· Districts may need to provide reviewers if Circuits do not have sufficient people for the role.

· Each District must appoint sufficient facilitators for the process to operate smoothly.

3.4.13  The annual development review process is begun by the facilitator contacting the individual presbyter or deacon and the two agreed reviewers to decide a date and venue for the development review meeting.  It is recommended that these meetings be held some time in the spring of each year and that all development reviews be completed by the end of June.   

3.4.14  In a year where the presbyter or deacon is leaving, the development review offers an opportunity to reflect on the post as a whole, as well as the last year, and to think of personal development that may be of help with any future post. 

3.4.15  When someone is taking a sabbatical, the annual development review may need to be taken at a different time of the year.  The development review that year should focus on the plans for the sabbatical or what was learnt from it and how this can be used for the good of the deacon or presbyter and the Circuit.  It is suggested that, where possible, the reviewers should also be members of the Sabbatical Support Group.  This will have the advantage of tying the sabbatical process more closely to the ADR and it will reduce the number of people the Circuit will need to find for each process.

3.4.16  Recommendation

· In years where a sabbatical is being taken, there should be a formal link between the two processes, with the reviewers being part of the Sabbatical Support Group in the Circuit.

3.4.17  Before the meeting, the presbyter or deacon and the reviewers need to reflect on the past year and the foreseeable future.  There will be a set of standard questions to aid this process.  The standard set of questions will be produced connexionally (a set of suggested questions is attached at Appendix One), but these may be changed, by agreement, to reflect local differences in Districts. It may be that not all questions on the standard list will be suitable or necessary for each development review and this should form part of initial discussions before the development review meeting.  

3.4.18  The people carrying out the review must also reflect and gather some thinking on the Circuit’s response to the set questions.  There is no need for formal questionnaires for this process, but there does need to be transparency and it is necessary that all those involved know that all comments will be attributed - none are anonymous.  

3.4.19  There is a need for some standard questions, because both parties need to know what will be discussed in the meeting and each needs to be able to reflect on the same questions. It is also useful to have the same questions each year as this allows for development to be traced and reflection to be cumulative.  If the questions are changed each year, it is difficult to measure the amount of development which has taken place.

3.4.20  Recommendation

· There should be a connexionally-produced set of questions that may be amended for local circumstances by agreement. 

3.4.21  Each person should complete a short report on their reflections. These are then exchanged before the meeting, as nothing should emerge at the meeting which is unknown to anyone present.  

3.4.22  It will be necessary to ensure these reports are produced and exchanged at least seven working days before the meeting and it is recommended that this should be the responsibility of the facilitator.  The facilitator will receive copies of the reports and circulate them to the presbyter or deacon and the reviewers.  This should not be the job of the individual presbyter or deacon.  If papers are not received in time for circulation, the meeting should be postponed for as short a time as necessary.

3.4.23  Recommendation

· The facilitator should ensure the administration for the meeting is completed, such as ensuring all who will be present have all the necessary information.

3.4.24  The discussion at the development review meeting will be chaired by the facilitator, and the agenda for the discussions will be the questions that have been used for reflection.

3.4.25  In the first year of an appointment, the starting point for reflections will be the questions, the profiles the Circuit and presbyter or deacon prepared before appointment and the letter of agreement signed on appointment. In subsequent years, the starting point will be the outcomes of the previous development review and any aims, areas of focus for work and objectives which were agreed.

3.4.26  The outcome of the discussions, any agreed changes in focus or any development needs will be shared, as appropriate, by the presbyter or deacon.  This will include notifying the appropriate person in the District of any training needs and how it is proposed to meet them.  It is likely also to include brief feedback to the Circuit Meeting and the circuit leadership team.

3.4.27  The facilitator will report to the district officer when the development review has been completed or if any have not been carried out and a brief indication of why this is the case.

3.4.28  Recommendations

· Presbyters and deacons should be responsible for providing any necessary feedback to the Circuit and to the person responsible for training in the District.

· Facilitators should report to the district officer whether the ADR has been completed and if this is not the case why it has not been completed. 

3.4.29  The district officer responsible for annual development reviews will report to the Chair of District, in the July of each year, on the completion of development reviews and inform him or her of any reviews which have not been carried out, together with the reason for their not being done.  There may be a number of reasons for this, and the Chair may need to be involved pastorally.  

3.4.30  There is a need to monitor that the process is working properly and any issues need to be resolved as swiftly as possible.  Therefore there will be a review of the ADR process, overseen by the connexional Team, one year after it has been implemented and in each subsequent year.  

3.4.31  Recommendation

· The ADR scheme should be reviewed after its first full year of operation and annually thereafter.

4  Implementation

4.1  This scheme was agreed at the Methodist Council in January 2007.  The scheme will be piloted in the years 2007/08, 2008/09, reviewed and if necessary amended.  The current Accompanied Self-Appraisal scheme will therefore operate for the last time in 2008/09.  This will allow time, in the light of the pilot outcomes, for Districts to find the necessary personnel, and for the Connexion to develop guidelines, training materials and plans for the rollout of the scheme.

4.2  To enable the Annual Development Review scheme to operate connexionally it will be necessary for there to be a standard process which is followed in each District and Circuit.  The connexional Team will therefore be responsible for producing guidelines and forms and for monitoring the overall operation of the scheme.  

4.3  Every District will need to ensure a district officer is appointed to administer the scheme in each District.  This person will have responsibility for ensuring enough facilitators are appointed, that there is proper training available (though they may not be responsible for organising or running the training), and will receive reports from the facilitators about completion of the annual development review process.  They will then report to the Chair of District.

4.4  Every District will need to make sure there is training in place for all presbyters and deacons, those from Circuits who are going to take on the role of reviewers, as well as facilitators.

4.5  Each Circuit will need to make sure it has agreed in its Circuit Meeting who will take on the role of development reviewers.  For the first year of this scheme this may need to be done at the spring 2009 meeting so that training can be planned and organised.  

4.6  Training for those who are involved as district officers will need to take place during the spring of 2009.  Training for facilitators will take place during the summer of 2009.  Training for presbyters and deacons and those from Circuits who will carry out the review will take place in the autumn of 2009 or spring of 2010.  This will mean that training materials will need to be developed during 2008/2009.

4.7  Following the first full year, there will need to be a follow-up review of the scheme overseen by the connexional Team.

5  Pilots 

5.1  It is suggested that at least three and not more than five Districts run the scheme as a pilot during the years 2007/08, 2008/09.  The pilot Districts will be drawn from the following: Bristol; Channel Islands; Manchester and Stockport; Sheffield; Southampton; Wolverhampton and Shrewsbury; London.

5.2  Pilots will be organised with the agreement of the District and will be run with the input of the connexional Team.   

5.3  Running the scheme as a pilot will enable some of the details of the scheme to be better refined, and it will also allow for the training modules to be trialled some time before they need to be used across the Connexion.  

5.4  Recommendation 

· The ADR process should be piloted in five Districts in the year 2007/08.

6. Conclusion

6.1  The scheme detailed in this paper is based on the resolution of the Conference of 2006 and consultations that were carried out during the summer and autumn of 2006.

6.2  The aim of the ADR process is the development and support of presbyters and deacons.  The scheme is a connexional scheme, organised in Districts and carried out in Circuits.  Those not in circuit appointments must undertake an annual review or appraisal where they are stationed, e.g. in their chaplaincy appointments or in the connexional Team.  Those in district appointments must carry out an annual development review in the District, with district-agreed people.  

6.3  All deacons and presbyters are strongly encouraged to find for themselves support outside their appointments.  Some may choose to do this by continuing to meet with their existing accompanist, some with a spiritual director, some through co-consultancy.  There are a large number of different ways of finding such support.

6.4  The details of the scheme have a measure of flexibility to allow for differences in circumstances in Districts and Circuits, but the basic overall process is one of an annual formal conversation, based on standard questions, between each deacon or presbyter and two others, which is facilitated by an independent person.  The outcome of that conversation will vary from person to person, but the individual presbyter or deacon is responsible for feeding back in the Circuit any information others in the Circuit may need.  The facilitator oversees the administration of the process in the Circuit and reports back to the district officer that the process has been completed.

6.5  All annual review schemes need to be reviewed themselves on a regular basis and the scheme will be reviewed after its first full year of operation and in each subsequent year to ensure it is meeting the stated aim, and to ensure the process is operated and continues to operate effectively.

6.6  This scheme is offered as a means for continuing to support our presbyters and deacons, and as a way of ensuring the Church’s obligations are met under our agreement with the DTI.

***RESOLUTIONS

22/1.
The Conference adopts the Report.

22/2.
The Conference suspends the operation of SO 743 in relation to ministers and deacons stationed in those Districts which have been designated by the Methodist Council to participate in the pilot phase of the Annual Development Review scheme as recommended in the report. 
Appendix One

Suggested questions to be used during an annual development review

Questions for Personal Reflection by the Minister

1. Do I believe myself still called of God to ministry and how have I fulfilled that calling?

2. What has happened in my prayer, Bible reading and study?

3. How well do I relate to those with whom I work, both lay and ordained?

4. How have I exercised my leadership role in the church?

5. Am I comfortable working within the discipline of the Church?

6. Do I have any personal pastoral needs?

Questions for the Minister

Over the past year:

1. In what ways have I contributed to the ministry, spiritual life and mission of the church?  How has God used me?

2. In what ways have I contributed to the wider community?

3. What have I enjoyed in my ministry?

4. What have I found difficult in my ministry?

5. What did the role call for and 

a) How have I needed to use my skills and strengths to enhance the mission of the church(es) in my care?

b) Which of my skills and strengths have not been used? 

6. What objectives did I agree last year and have I met them?

7. Have I been aware of any particular areas or situations where I have felt I needed more support or in which I have been ill-equipped or struggled?

8. What further training or development do I need to consider?

9. What objectives would I like to agree for the year ahead and who might need to know about them?

Questions for the Circuit or District

Over the past year:

1. In what ways has the minister contributed to the ministry, spiritual life and mission of the church?

2. In what ways has the minister contributed to the wider community?

3. What do you appreciate about her/his ministry?

4. Are there ways in which the minister should change her/his focus and/or emphasis in ministry?

5. What objectives were agreed for the last year and have they been met?

6. Are there better ways the gifts and skills of the minister could be used to enhance the mission of the Church/Circuit/District?

7.What questions does this discussion raise for the Circuit or the circuit leadership team?

8. What objectives should be agreed for the coming year and who needs to know about them?

9. In what areas, e.g. training and development, does the Circuit need to support this minister? 

Memorial 54 (2006): Appraisal  

The Nottingham and Derby Synod (R) (Present: 200.  Voting: 200 for, 0 against) seeks assurance from the Conference that if the Methodist Church introduces a Circuit-based system of appraisal then those Districts where the present scheme is known to work successfully shall have the flexibility to apply the disciplines and principles as currently constituted.  The Synod further seeks from the Conference support for such Districts in their efforts to extend the present scheme by exploring with presbyters/deacons and trained lay accompanists working in partnership a suitable linkage between the existing scheme and continuing development and training without sacrificing the principles of confidentiality and affirmation.

Reply

The Conference referred this memorial to Council last year for consideration as part of the continuing work on appraisal and review for ordained ministry.  Following consultations and more work the proposals in the current report are recommended to the Conference.  The discussions in the consultations, which are reflected in the report, clarified the fact that any scheme for ordained ministers must be connexional as itinerant ministers must be sure that the same systems operate in all Districts.  Districts should not therefore seek to operate their own appraisal process which differs markedly from the agreed connexional scheme.  

The existing Accompanied Self-Appraisal scheme, which will operate until August 2009, already has provision for a link between continuing development and training and the proposed scheme ensures that that link remains.  The scheme set out in the current report, specifically aims to ensure confidentiality and affirmation, by making the review discussions more relevant because it ensures that discussions take place with the people most closely associated with the work of the individual minister. 

***RESOLUTION

22/3.
The Conference adopts the Report as its further reply to Memorial 54 (2006).

Autumn Circuit Meetings and presbyters/deacons agree who will be development reviewers


Autumn meetings





District appoints facilitators.


Facilitators agreed with Circuit Meeting and presbyters/deacons. 





Facilitator starts process by agreeing date and place of meeting with presbyter/deacon and reviewers


Spring





Each presbyter/deacon and reviewer reflects on questions and gathers information they wish to share.





Papers are circulated before the meeting; everyone receives all the papers sent out by the facilitator.





Facilitator attends and chairs the meeting.


Discussion centred on the set questions.


Initial starting point is the profile used at stationing and the letters of agreement signed after appointment taken up.





Outcomes shared by the presbyter/deacon with the agreed people.





Facilitator reports completion of ADR to district officer.
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