42.
Connexional Team Focus 2005-08

Focusing the work of the Connexional Team in the light of Priorities for the

Methodist Church 

Summary

The Connexional Team responds as follows to Priorities for the Methodist Church (2004).

In the period 2005/2008, the Team will be subject to a thorough and far reaching review, shaped by this Team Focus document for 2005/2008.

The outcome will be a more flexible and focused Team dedicated to modelling and advocating allegiance to the Priorities, to innovation and good practice. The Team is likely to be smaller than it is now, and to have a different structure.  It will gain strength and insight from a large number of partnerships to which it will be committed, within the Church, with ecumenical partners and more widely. The Team will challenge the wider Church to courageous actions in pursuit of the Priorities, and will look to be similarly challenged in its turn. The Team will help the Church to aspire to high standards and be accountable to the Church for its own performance. The Team will encourage the Church always to act in the light of the gospel. Team Focus 2005/2008 sets out where the Team needs to be in 2008.

The Team will therefore set forth on a journey of discovery, simplification and change in the period 2005/2008. Wherever possible, it will identify in advance the main signposts on this journey, and devise measures by which its arrival at these signposts may be measured and evaluated. This journey will be laid out in three annual Work Plans that will be endorsed by the Methodist Council and reported to the Conference. 
1. Priorities for the Methodist Church

The purpose of the Methodist Church is “to respond to the gospel of God’s love in Christ and to live out its discipleship in worship and mission” (Conference 1996).

Since Conference 2000 the Our Calling process has provided four interconnected themes within which local churches and Circuits may review their life in fulfilment of this purpose.  The themes also help them to make plans or set targets to develop their worship and mission. Thus the Church exists to 

Increase awareness of God’s presence and to celebrate God’s love (worship).

Help people to grow and learn as Christians, through mutual support and care (learning and caring).

Be a good neighbour to people in need and to challenge injustice (service).

Make more followers of Jesus Christ (evangelism).

The Our Calling process has released many hopes and dreams for the whole Church, and identified some fundamental challenges for Christian presence and mission in 21st century Britain. The Conference of 2004 resolved to harness the energy and imagination of Districts, connexional bodies, churches and Circuits in 

response to these hopes, dreams and challenges. It therefore approved the following  Priorities for the Methodist Church.

In partnership with others wherever possible, the Methodist Church will concentrate its prayers, resources, imagination and commitments on this priority:


To proclaim and affirm its conviction of God’s love in Christ, for us and for all the world; and renew confidence in God’s presence and action in the world and in the Church.

As ways towards realising this priority, the Methodist Church will give particular attention to the following:


Underpinning everything we do with God-centred worship and prayer.


Supporting community development and action for justice, especially among the most deprived and poor - in Britain and worldwide.


Developing confidence in evangelism and in the capacity to speak of God and faith in ways that make sense to all involved.


Encouraging fresh ways of being Church.


Nurturing a culture in the Church which is people-centred and flexible.

2. The aim of the Connexional Team

The Conference and the Methodist Council have asked the whole Church to engage in the process of reviewing their life, work and mission in the light of the Priorities. (The Council’s statement on “Applying the Priorities” is appended to this document). As part of that process, in the period 2005/2008 the Connexional Team will develop and refashion its work so that it makes its most effective contribution to realising the Church’s Priorities.

3. The Team1 and the wider Church

The Team acts under the direction of the Conference; it is accountable to the Conference through the Methodist Council.

The Team acts on behalf of the Conference; it is at the service of the Districts, churches and Circuits. 

There is an organic relationship between Circuits, Districts, churches and the Team, enabling information, resources, initiatives and challenges to flow freely throughout the Connexion.

The Team’s commitment to develop and refashion its work in the light of the Church’s Priorities will be achieved only through ongoing consultation and negotiation with the Circuits, churches and Districts. The Connexional Leadership Team2 is a crucial forum for these conversations. 

4. The Team in 2008: some broad outlines

4.1 What the Team will be

The Team will:

· Be focused on what is best done or can only be done by the Team in pursuit of the Priorities.

The implication here is that some things are best done in Districts, Circuits or churches, or in combinations which include some of these (e.g. in geographical areas or ecumenically). There will have to be negotiation between the Team and the Districts, Circuits and churches on these matters. These negotiations will need to include consideration of where resources are to be located and how they are to be used.  The Team will insist that it does not need to be part of everything that contributes to connexionalism. 

Throughout these explorations, the Priorities must determine what needs to be done.  There must be courageous decision-making, no longer to support some things which do not contribute to the most effective delivery of the Priorities.

· Be constrained by the resources available to it.

As the Church adapts under the will and grace of God so that it better fulfils its purpose and enacts the Priorities, growth may take place and additional resources may eventually be released.  But the process of adapting and of nurturing new responses to the love of God will have to begin against a background of continuing numerical decline in the Church. 
The Team will make its initial plans on the assumption that during the period 2005/2008 the money available will reduce (see the appendix).  If more resources become available because of the release of funds elsewhere in the Church, or from new sources, or from new ways of delivering some of what the Team does, they will be received gratefully and used effectively to develop the Team’s work within the framework and criteria laid out in this document. 
The Team in 2008 is likely to be smaller; it will be able to do less work and it will have less money available to distribute in grants. It will resist the temptation to spread its resources ever more thinly.  It will do fewer things, but what it does it will do as well as it can within available resources.

· Be a beacon of innovation and good practice.
The Team will not only prioritise inventiveness, creativity and risk-taking, but will encourage such a culture throughout the Church; and will learn from the innovation, good practice, research and experimental approaches of its many partners.

· Be accountable to the whole Church through the Methodist Council and the Conference.
The Team will aspire to excellence. Consequently the Team will develop ways of measuring the outcomes of what it does, so that rigorous evaluation of work can be achieved, leading to improvements.  Support from outside the Team will be sought in developing appropriate evaluation processes.

The Team will be transparent in reporting its successes and failures, and open to scrutiny in all it does and the cost of what it does.

The Team will produce an annual report which assesses its work against the Priorities, this Team Focus document and its annual work plans (see below).

The Team will account for its use of financial resources in line with best professional practice and legal requirements.

4.2 How the Team will work

The Team will: 

· Work in the light of the Gospel and the Priorities.
The Team will demonstrate creative theological reflection on what it does, and play its part in encouraging the whole Church always to speak and act in the light of the gospel.

The Team will use the Priorities to establish its focus and emphasis.

· Work flexibly.

The Team will use financial resources flexibly, within a three-year financial framework.  There will be annual budgets and accounts.  But work undertaken will not always fall into year-long packages.  Longer and shorter projects and ad hoc consultations will be among alternative ways forward.  The Team will need to grasp opportunities as they emerge and respond to urgent needs wherever possible. 

The Team will minimise the number of formal committees connected to its work while maintaining a proper accountability, and maximise the potential of reference groups and networks, particularly through the use of IT.

The Team will take initiatives only after reference to the Priorities and respond to needs and opportunities which have been adequately researched.

The Team will maximise the potential of the transferable skills, time and expertise of staff (paid and unpaid), and encourage staff who can quickly inspire confidence and the courage to do things differently at many points in the Church.

· Work with partners wherever possible.
The Team will develop existing working partnerships, both formal and informal, in a wide variety of contexts, and seek new ones: for example, with ecumenical partners, with Districts, with Methodist churches world-wide, with agencies and non-governmental organisations, with Methodist charities (e.g. NCH and Methodist Homes) and with government and public bodies.

The Team will refuse to duplicate from Methodist resources alone what is adequately available elsewhere.

The Team will typically concentrate on working alongside others in the Church to evaluate current practice, to understand contemporary challenges, to envisage and implement change and, after initial support, to empower self-sustainability in respect of personnel and finance.

· Work in and through networks across the Connexion.

The Team will be a participant in many networks, so that it can share its perspectives and draw on the expertise, experience and commitment of people throughout the Church, and among its partners, to enhance its own work.

The Team will facilitate networks, so that people with similar responsibilities or concerns can share with one another and support one another.  The Team will not necessarily be a regular participant in all such networks, but will aim to encourage the self-sustainability of the networks.

The Team will encourage networks which develop and implement visions of how a connexional Church relates to the political contexts of devolved government in Scotland and Wales, and developments in regionalisation in England.

· Maximise the effectiveness and efficiency of everything it does.
The Team will lead a campaign to abolish unnecessary ‘red tape’ and irksome regulations, to minimise and simplify administrative procedures, and to advocate that meetings and committees deliver value for money and time.

The Team will challenge jargon and opaque language.

The Team will maximise the potential of IT.

The Team will rigorously examine the purpose, nature and effectiveness of all its published resources, in whatever media.

4.3
What the Team will do (always within available resources).

The Team will facilitate action in accordance with the Priorities.  It will:

· Advocate the Christian gospel and its values.

· Inspire people to confront spiritual issues, to live on a larger map, and to deepen responsibility for community life and for the environment.

· Share in developing a vision of the Church’s mission, and especially the Our Calling process and the Priorities.

· Develop networks and partnerships.

· Enable the spreading of good practice around the Connexion.

· Produce necessary resources and point people to resources produced by others – to inspire, inform, educate and deepen discipleship.

· Make accessible the fruits of experience and research.

· Listen attentively and communicate widely and effectively in many different ways.

· Represent and speak for the Methodist Church and, where appropriate, encourage campaigns for social change.


The Team must also:

· Work with others to implement the policies of the Conference and the Council, to oversee and administer the Conference’s rules and disciplines (which include compliance with the law).

· Develop draft policies, in consultation with others, for consideration by the Council and the Conference.

· Make grants (and monitor their use) where there is a proven need for connexional support.

· Carry out a range of services for the whole Church (e.g. administrative services, advisory services and training processes) where it can be demonstrated that such services are efficient and effective and can set free lay and ordained people throughout the Church to concentrate their gifts and time on contributing to the Priorities.

· Develop and oversee standards, competences, accreditation and quality control for work in the Church.

5.
Managing change in the period 2005/2008

The Team will need to: 

· Review the services it provides for the whole Church against clear criteria.
Is this service essential or does it have a high priority?

Is this a service which is best done by the Team, for the whole Church?

Is this service self-financing, or could it be?

Are there changes and procedures which could improve the service and increase cost-effectiveness?

Are there possibilities of greater efficiency by doing this differently, e.g. by out-sourcing this service, or by working with sister denominations or Christian agencies?

· Support Team staff in a period of rapid change. 
· Have a recruitment and training focus, which will deliver
Efficient and effective work and training on behalf of and in support of the whole connexion.
Staff who between them have an appropriate range of skills, experience and knowledge, who can work flexibly from year to year in project teams.

The creative use of skills, experience and knowledge, as may be needed for short-term tasks, e.g. student and work placements, sabbatical leave, volunteers, agencies and internships. 

Understanding of and commitment to the Priorities appropriate to the roles of the staff.

Better and more focused management skills.

· Initiate vigorous and open conversations with many existing and potential partners.
· Create a three-year financial framework.
· Develop a detailed annual Work Plan for endorsement by the Methodist Council, who will report to the Conference.
The three annual Work Plans will demonstrate the major steps by which the Team will be refashioned and its work develop, so that the 2008 Team sketched in section 4 above is realised. It is likely that the Work Plan for 2005-06, besides setting particular targets for that year, will sketch a number of likely major changes for the succeeding two years.  The Work Plans will be informed by this Team Focus document and judged against the criteria within it.

NOTES  TO  SECTION  3  ABOVE
1 
See Standing Orders 300-301 


300
The Connexional Team. (1) There shall be a connexional Team whose members work collaboratively to provide a coherent and effective service on behalf of the Conference.


(2) The work of the Team, the assignment of particular tasks and the co-ordination of the work shall be supervised by the Methodist Council. 


(3) The Team shall consist of: 


(i)
the General Secretary and the Co-ordinating Secretaries;


(ii)
all other ministers and deacons appointed under Standing Order 313 or stationed under Standing Order 315 to work as members of the Team;


(iii)
all other persons employed by the Methodist Council to work as members of the Team;


(iv)
all other persons specified in Standing Orders as members of the Team.


301
Purposes (1) The overall task of the connexional Team is to further the purposes of the Methodist Church, in particular enabling it better to fulfil its calling of responding to God’s love in Christ and working out its discipleship in mission and worship. 


(2) The Team is charged with providing appropriate support for Local Churches, Circuits and Districts in accordance with Standing Orders and any directions of the Conference given from time to time. 


(3) The Team shall foster the recognition throughout the Church that the Church’s mission includes telling the good news of Jesus; calling people to faith in Jesus Christ and to Christian discipleship; caring for individual people in communities; sharing in the task of education and social and spiritual development; struggling for a just world; being alongside the poor; becoming friends with people of different cultures and faiths; caring for the earth; and building partnerships with other churches and other groups who share some of the mission aims. 


(4) The Team is authorised to act on behalf of the Church in relation to national institutions and public issues in harmony with the existing statements and resolutions of the Conference. 


(5) The Team is responsible for assisting the Methodist Council in considering future policies. 


(6) The Team shall have particular responsibility for the areas of work which are prescribed in the Deed of Union or specified in Standing Orders, or approved from time to time by the Conference and the Methodist Council. 

2
See Standing Order 302(2): The General Secretary shall be responsible for leading the development of the vision, mission and strategy of the Church, and shall be the executive leader of a management and leadership team, comprising also the Co-ordinating Secretaries, the District Chairs and the Warden of the Methodist Diaconal Order.

***RESOLUTION

42/1.
The Conference endorses Team Focus 2005-2008 as the basis for the annual work plans of the Connexional Team.

APPENDIX 1

FINANCIAL RESOURCES – BACKGROUND AND ASSUMPTIONS TO PUT ALONGSIDE THE TEAM FOCUS DOCUMENT
Background

It has been estimated that 90% of what is given in the local church is spent on local and Circuit expenses (including property costs, stipends and manses). 2% goes to cover District expenses. 8% goes to the Connexional Assessment. That Assessment currently covers 47% of the connexional budget, the rest coming from donations and grants, investment income, sundry other income and reserves.  Since the first Development Plan for the Team’s work in 1998-99, there has been a policy allowing for the funding of certain new/changing work from reserves for a fixed term. It was also agreed that the level of grants for World Mission and related support for work overseas could be maintained and increased whilst sufficient reserves were available in the restricted Fund for World Mission (FWM). Over the same period the Connexional Team has worked hard at making efficiency savings.

In 2002-03 it became obvious that some work would have to stop if the budget was to be balanced within the agreed parameters (efficiency savings having been achieved as far as possible and income being insufficient to meet planned expenditure). This meant that some posts had to be made redundant with effect from August 2003. This was a difficult and painful process for all concerned. It was also recognised that grants, making up over 40% of the budgeted expenditure, would need to be reviewed vigorously with a view to making savings. In 2003-04 the Methodist Council agreed that it would be unwise to make redundancies, other than as a result of efficiency savings, or to cut back grants on a wholesale basis, without taking into account the Priorities for the Methodist Church which were emerging from the Where are we heading? process. This resulted in the budget for 2004-05 showing a planned expenditure of more than £3.7 million more than income. Of this, around £3.2 million is from the FWM for appropriate purposes. The rest was from general reserves of the Methodist Church Fund (MCF) for a range of purposes. The reserves policy seeks to maintain reserves at a level of one year’s expenditure. The free reserves as at 31st August 2003 were FWM £16.9m and MCF £10.7m.

One other source of income to connexional work has been from interest from the Epworth Fund. This has been for new work. The Epworth Fund is a designated fund which makes grants for work carried out by the Team (60%) and via the Resourcing Mission Grants Committee (40%) for work carried out elsewhere. The Epworth Fund total figure as at 31st August 2003 was £7.23m. In 2004-05 the moneys available for grants totalled £150,000.

During the last two connexional years, there have been drops in investment income because of the state of the stock market and the reduced reserves being invested. We are also aware of the pressure on voluntary giving to connexional funds as churches are coping with the increased staffing costs in Circuits. However, it is important that the work carried out by the Connexional Team includes initiatives intended to further the Priorities of the Methodist Church. The assumptions used for financial planning include these factors and conclude that overall expenditure would need to be reduced by approximately 30% by the 1st September 2008.

The financial issues and projections are looked at more fully elsewhere in this Agenda in the report on the budget proposals and the three-year financial outline for the Methodist Church Fund.

APPENDIX 2

APPLYING THE PRIORITIES

The Methodist Council in December 2004 adopted the following resolutions, encouraging all parts of the Church to focus life, work and mission in the light of the Priorities:


Thanks to Districts
1.
The Methodist Council thanks the Districts for their progress reports incorporated into the Review of Districts paper (MC/04/90).


Continuing significance of Priorities

2.
The Council, in encouraging the Districts to continue the processes of review, underscores the significance of the Priorities for the Methodist Church adopted by the 2004 Conference for the life, work and mission of churches, Circuits and Districts as well as of the Council itself and the Connexional Team.


Apply Priorities in each part of the Connexion 

3.
Conscious that the Priorities are for the whole Church, the Council urges the churches, Circuits, Districts, Connexional Team and other connexional bodies, in considering the imperatives that drive the mission of God in each situation, to review their life and mission and to refocus their work in the light of the Priorities for the Methodist Church.  


Work towards sharp and effective outcomes

4.
The Council urges churches, Circuits, Districts and the Connexional Team, separately and together, to work towards focused outcomes on which the Church’s prayers, resources and commitments can be centred, so as to make a difference to the way everyone works and the work they do in sharing in God’s mission.


Face up to impediments

5.
The Council encourages churches, Circuits, Districts and the Connexional Team to face in a positive spirit and with courage the impediments to our mission (which may include e.g. resources being in the wrong place; or structures and systems which inappropriately burden people rather than support them), and to work together to deal with these impediments.


Involve friendly ear and eye in the process 

6.
The Council encourages churches, Circuits, Districts and the Connexional Team, as they review what they do and how they work, to consider inviting someone from outside their immediate situation to support them and to offer a wider and critical perspective.


Clarify leadership roles

7.
The Council notes that discussion about leadership in the Church (particularly in the roles of superintendent and District Chair) will be guided by The Shared Nature of Oversight and its linked documents in the coming months, and looks forward to a wider debate on leadership in response to them throughout the Church following the 2005 Conference.


Link Team Focus to church/Circuit/District Focus

8.
The Council resolves that the Team Focus process should be linked as closely as possible to the processes of review as outlined above for churches, Circuits and Districts.


Further report

9.
To this end the Council requests churches to share the fruits of their reviews with their Circuits, Circuits with Districts, and Districts with the Connexional Team; and invites the Connexional Leadership Team to advise the Council when, and in what form, an account can be given to the Council of progress in the Church as a whole of reviews in churches, Circuits, Districts and the Connexional Team that are inspired by the Priorities.

APPENDIX 3

EXPECTATIONS OF VARIOUS GROUPS

To help each party fulfil its proper role in the process of reviewing and reshaping the work of the Connexional Team in the light of the Priorities for the Methodist Church, all but the final section of the following paragraphs were produced for the Methodist Council in February 2005 and agreed by the Council.  They were reissued for the meeting of the Council in April 2005 under the title “The Council, the Strategy and Resources Committee and the Connexional Team: What is expected of these groups during the Team Focus process, 2005-2008? In reproducing the text for the Conference Agenda, a further paragraph has been added about the role of the Conference. 

Expected of the Methodist Council

The Council has oversight of the Team.  This involves elements of leadership, in that the Council seeks to harvest insights and articulate vision for the work of the Team, and to motivate and inspire it. It also involves major elements of governance. The Council is the trustee body for the Methodist Church Fund.  The Council is also the employing body for lay staff in the Team and nominates to the Conference presbyters and deacons for appointment to serve in the Team.  The Council aspires to adopt best practice in fulfilling these responsibilities and looks for best practice to be applied in the management of staff in the Team.  (See Standing Orders 210-212.) It therefore exercises management in the sense of setting and monitoring overall objectives, and ensuring that proper arrangements are in place for the day-to-day ordering of the Team’s activities.

1. To take the lead in encouraging every part of the Connexion to apply the Priorities for the Methodist Church to its life, work and mission.

2. To hold to the vision already endorsed by the Council in the Team Focus 2005-2008 document for the way the Priorities for the Methodist Church affect the work of the Team.

3. To work with the Joint Secretaries’ Group (JSG) to create an environment of trust, courtesy and openness, within which rigorous conversation, scrutiny and exploration can take place, to the benefit of the Church’s work; with respect given, as may be required, to the need for confidentiality.

4. To hold the JSG to account for their implementation of procedures agreed by the Council and for their adherence to the ambition of ‘best practice’ in managing the Team.

5. To insist that proposals for change from the JSG have a rationale, which can be tested in the light of the Team Focus document.

6. To agree major changes of direction, focus, commitment and resource allocation, and/or criteria which decisions in the Team must meet.

7. To endorse the annual Work Plan as proposed by the JSG, and to report its essential features to the Conference.

8. To approve a budget which is to be recommended to the Conference for approval.

9. To accept collective responsibility for the ownership of Council decisions.

10. To keep alive the view that all decisions are provisional until they are final!  For example, proposals towards the first Work Plan are part of the ongoing work until the April Council and the Conference.

Expected of the Strategy and Resources Committee (SRC)


The SRC is appointed by the Conference to advise the Council about its work and undertake particular functions with regard to budgets. Twelve of the thirteen voting members are appointed on the nomination of the Council.  The Connexional Treasurer is the other voting member.  The JSG are non-voting members (S.O. 213).

1. To work with the JSG at the stage where proposals for the Team are being formulated before they are placed before the Council, to ensure that such proposals and their rationale are robust, and that all relevant stakeholders have been adequately consulted.

2. To examine critically the JSG’s communication strategy with the Team, and the procedures proposed by the JSG for consultation and for adherence to good employment practice and employment law.

3. To agree with the JSG what must be presented to the Council for debate and approval, and what appertains to the management responsibilities of the JSG.

4. To scrutinise in detail all proposals relating to the budget and to access to funds, ensuring that all such proposals comply with charity law and particular Methodist trusts.

5. To require from the JSG a risk assessment for all major proposed changes.

6. To monitor the implementation of changes endorsed by the Council. 

7. To accept collective responsibility for the ownership of SRC decisions.

Expected of the Joint Secretaries’ Group


The JSG comprises six Co-ordinating Secretaries and the General Secretary, who are required to work together to lead and manage the Connexional Team; they must ensure the work of the Team is carried out effectively in accordance with legal and constitutional requirements and the directions of the Conference and the Council.  (Standing Orders 300-303.)

1. To exercise leadership in developing proposals for the ways in which the Team will change and adapt to enact the vision for its work in the short, medium and long term.

2. To propose draft Work Plans and to indicate budgetary implications.

3.
To communicate with the Council, the Team, the wider Church and to ecumenical partners (as appropriate in each instance) a clear understanding of the stages of reflection, consultation or decision-making in the processes of change, to brief them as appropriate concerning the content of those stages and to provide updates and additional information as requested.

4. To create an atmosphere of trust and openness in the Team, which will be marked by sensitivity to the pressures and anxieties released by the prospect of change and by the care of individuals under stress.  And to put in place supportive resources which also ensure full compliance with the law and aim for best practice in managing change.

5. To apply Methodist Council decisions and criteria fairly and firmly.

6. To make decisions about the detailed application of Council policies and criteria and about minor changes in the Team’s work, without further reference to the Council.

Expected of the Conference


The Conference is the governing body of the Methodist Church under God. It has responsibility for what the Deed of Union calls the government, discipline, management and administration of its affairs. It fulfils this responsibility through a process of “Christian conferring”. This involves its members in seeking to discern the will of God through taking counsel together in a mutual, prayerful and thoughtful dialogue that leads to collective decision-making. Overall it is responsible for exercising oversight. Much of this is in the form of governance i.e. exercising final authority over things. A major expression of oversight is in the form of leadership i.e. inspiring Methodist people to be imaginative and to articulate vision. Less of the Conference’s activity is to do with expressing oversight through management, the direct exercise of which is the duty of the other groups mentioned above. [See further the reports The Nature of Oversight and The Review of the Methodist Conference in the 2005 Conference Agenda.]

1. To formulate and adopt the principal purposes and policies of the Church.

2.
To set parameters for the implementation of those policies, and to bring to the attention of the Church issues and opportunities that may need to be considered as its policies are applied.

3. To set the parameters and structures of accountability and support for the Methodist Council and other bodies to act on its behalf in particular matters, authorising them to exercise appropriate oversight directly and seeking to ensure that they do so under the guidance of the Spirit and in an attitude of stewardship.

4. To receive and assess reports from the Methodist Council and others charged with monitoring the fulfilment of the Conference’s agreed purposes.

5.
To adopt the budget of the Connexional Team and to set the assessments on the Districts.
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