West Midlands Synod – review of Structures, final draft for Oct. 2018 Synod
Introduction
As previously reported (Synod March 2018), the current Synod committee structure is becoming increasingly unworkable.  The large number of committee places are difficult to fill, and the number of committees and meetings is a growing burden for a declining organisation.  Synod Mission Council appointed a task group (the Moderator, Clerk, Treasurer and the Revd Shirley Miller) to review the structures and bring any proposals to the Synod.  An outline proposal was presented to the March 2018 Synod Meeting, which found broad support.  Detailed consultation was undertaken with all committee convenors and Synod officers.
All those consulted have expressed support for the detailed proposals below.  The Task Group believe that this revised structure will enable the Synod to fulfil the Functions of a Synod given in The Manual and allow us to conduct our business in a more efficient and practical manner than the current structure allows.

Under these proposals, there will be three standing committees of the Synod plus Synod Mission Council.  The three standing committees will replace of eight current committees with a three others becoming Task Groups of the three Standing Committees.  A further four Task Groups and networks will continue as they are, but with a clear line of report to the Standing Committees.
The three Standing Committees report to the Synod Mission Council in the first instance and can bring business to the Synod Meeting in their name.

This schematic illustrates the new structure:
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In the following detail for the Standing Committees and Synod Mission Council, typical meeting patterns and agenda are given.  These are by way of illustration and are not prescriptive.  Changes to meeting patterns will be agree by Synod Mission Council.  Significant changes to function, remit and agenda that might impact on the Functions of the Synod and good order will be approved by Synod Meeting on the recommendation of Synod Mission Council.
This review of structures has not addressed the Trust Executive, who are a separately incorporated body.  It does affect the way in which the current Synod Finance Committee relates to the Trust Executive.  There is a significant overlap in membership between the Trust Directors and membership of the current Finance Committee and the Trust Executive and Finance Committee meet on the same day consecutively; almost all of the business of the Finance Committee will already have been undertaken by the Trust Executive, with the Finance Committee generally noting and ratifying decisions taken by the Trust Executive.
In this new structure, there is a more clear demarcation.  For instance, the Resources and Compliance Committee would, with the other committees and Synod Mission Council, identify priorities for spending and prepare a draft budget with input from the Trust officers (Chair, Secretary & Treasurer) on the resources available to fund the budget.  This is then passed to the Trust Executive for approval, as the Trust Company is the body responsible for the money.  Once approved, the budget will be presented at the Synod Meeting for information.
Other areas of the Trust’s work, such as the Investment Sub-Committee and Personnel Group, will be unaffected.

Operational and functional details for the Synod Standing Committees and Synod Mission Council are given below.
Ministry Development

Main focus: developing people’s ministries

Functions:
· Developing ministries for lay and ordained people, equipping the saints to serve in their own contexts

· Candidating for all authorised ministries

· Ongoing and formational development for authorised ministries

· Pastoral care and support for those exercising ministries

· Oversight and support of chaplains

Ministry Development Remit:

· Dealing with ministerial call and service, vacancy, and deployment

· Ensuring engagement with Education for Ministry Phases 2 & 3
· Ensuring engagement for all training designated mandatory for ministers and others
· Delivering Elders’ training

· Receiving news of & responding to pastoral matters affecting the life of the local church

· Preparing and authorising Lay Presidents for the Sacraments

Key Officers & Members:

· Training & Development Officer

· Lay Preaching Commissioner

· Area Ministers
· Moderator

· Clerk
Task Groups & Networks:
· Ministers’ Summer School Planning Group

Previous Committee responsibilities

· Ministry Development will incorporate concerns previous covered by the Education & Learning, Pastoral and Launde Committees, and the Ministries Sub-committee.
Meeting Frequency: 
· four meetings/year, typically, February, April/May, July, November, 10am-4:00pm
Typical Agenda
· Worship, Apologies, notification of other urgent business, previous minutes, matters arising
· Pastoral issues by areas (written reports covering vacancies, interim moderators, concurrences, general deployment issues, EM2 & EM3 matters including sabbaticals, LMMR reports, Authorised Elders, other pastoral issues)

· Reviews of appointed office holders (NSMs, CRCWs, SCMs, ELLs, Area Ministers, Chaplains

· Candidates for Recognised Ministries (Ministers of Word & Sacraments, CRCWs, Lay Preaching via TLS/Stepwise Faith—filled Worship)

· Ordinands and CRCW Students in training

· Training for Elders
Missional Discipleship Development

Main focus: Developing discipleship across the whole people of God, leading to a deeper engagement in mission

Functions:

· Discipleship development

· Mission development

· Ecumenical relationships
· Oversight of Local Ministry and Mission Review (LMMR)

Missional Discipleship Development Remit:
· Advocating full engagement with Walking the way: living the life of Jesus today

· Deepening personal and corporate engagement with God

· Overseeing work with youth and children
· Implementing the discipleship development strategy & delivering the Stepwise programme

· Implementing the LMMR programme

· Promoting involvement with and good practice in mission & evangelism at home and abroad

· Fostering social responsibility in our churches (e.g. Commitment For Life, Eco Church, etc.)

Key Officers & Members:

· Synod Evangelist

· Mission Enabler

· Children’s & Youth Development Officer
· Synod Youth Executive chair or other representative

· Silence & Retreats Co-ordinator

· Synod Ecumenical Officer
· Training & Development Officer
· Moderator

· Clerk
Task Groups & Networks:

· Synod Youth Executive, Synod Eco Group, Area Ecumenical Officers
Previous Committee responsibilities

· Missional Discipleship Development will incorporate concerns previous covered by the Ecumenical, Children’s & Youth Work Committees and the Evangelist & Mission Enabler’s Vision & Strategy Group

Meeting Frequency: 

· three meetings/year, typically, February, May, September, 11am-3:00pm

Typical Agenda

· Worship, Apologies, notification of other urgent business, previous minutes, matters arising

· Mission Strategy implementation (written reports from Mission Enabler, Evangelist, TDO, CYDO, Silence & Retreats Co-ordinator under the headings of the three mission covenants: Being Disciples, Making Disciples, World-changing Disciples)
· Synod Youth Executive (written report)
· Ecumenical engagement (written reports from DEOs; county, regional and national ecumenical mission opportunities, review of LEP constitutions)

· Fresh Expressions development
· LMMR (report on which pastorates are at which stage)
· Lay development opportunities inc. Stepwise courses

· Grants (Y&CW, Training)
Resources and Compliance

Main focus: Stewardship of financial and property resources, maintaining legal compliance and good practice

Functions:
· Management of financial resources

· Legal compliance

· Property sales and purchases

· Advising on grants and loans

· Property management

· Safeguarding

· Equalities

Resources and Compliance Remit:
· Preparation of Synod budget

· Monitoring Synod budget and preparing accounts

· Deciding on property sales and purchases (churches, manses and other property)

· Ensuring properties are wisely maintained and used

· Providing advice on safeguarding issues and ensuring legal compliance

· Promoting and monitoring equalities of opportunity across our churches and ensuring legal compliance

· Encouraging use of and administering the Synod Mission Fund

Key Officers & Members:
· Synod Safeguarding Officer

· Trust Chair

· Trust Officer

· Finance Officer

· Property Officer

· Synod Treasurer

· Line managers for Trust, Finance and Property Officers

· Convenor, Mission Fund Panel

· Convenor, LBAC

· Moderator

· Clerk
Task Groups & Networks:

· Mission Fund Panel, Listed Buildings Advisory Committee

Previous Committee responsibilities

· Property and Finance Committees, Mission Fund Panel

Meeting Frequency: 

· three meetings/year, typically, February, May, September, 11am-3:00pm timed to take place two weeks before Trust Executive where possible
Typical Agenda

· Worship, Apologies, notification of other urgent business, previous minutes, matters arising

· Finance update (written report covering budget, accounts, M&M Fund)
· Property Update (under the headings: Churches, Manses, Other properties)
· Grants and Loans (Churches, Mission Fund, Ecumenical)

· Matters to remit to the Trust Executive

· Matters referred from the Trust Executive

· Personnel matters from Trust Personnel Group

· Health & Safety compliance & training

· Legal compliance and training, inc GDPR, Safeguarding, Equalities

Synod Mission Council

Main focus: to act as an executive committee for the Synod

Functions:

· Preparation of agenda for Synod meetings

· Act as the line of accountability for Synod Officers and committees and the West Midlands District Council

· Receive matters remitted from General Assembly and determine how the Synod should respond

Synod Mission Council Remit:

· Preparing agenda and managing arrangements for Synod Meetings

· Receiving reports from and direct the work of Synod Committees, officers and appointees (but note that personnel and employment matters are the responsibility of the Trust company, managed through the Trust Personnel Group)

· Establishing, directing the work of, and receiving reports from task groups

· Holding responsibility for other Synod functions required by the Structure of the URC that is not otherwise delegated to Synod committees

Key Officers & Members:
· Training & Development Officer
· Children’s & Youth Work officer

· Synod Safeguarding Officer

· Mission Enabler

· Synod Evangelist

· Convenor, Ministry Development Committee

· Convenor, Missional Discipleship Development Committee

· Convenor, Admin & Resources Committee

· Trust, Finance & Property Officers at Residential meeting + other times as required

· Chair of Trust

· Synod Treasurer

· Synod Ecumenical Officer

· Racial Justice Advocate

· Assembly Mission Council representatives

· Area representatives or Area Ministers

· Synod Youth Executive Chair or other representative

· Clerk

· Moderator
Task Groups & Networks:

· Vision4Mission Planning Group
Previous Committee responsibilities-
· Synod Mission Council, Nominations Committee, Vision4Mission Planning Group
Meeting Frequency: 

· three meetings/year, typically May, September, November, 6:00pm-9:00pm

· one residential meeting/year, typically Friday 3:00pm- Saturday 2:00pm in February
Typical Agenda

· Worship, Apologies, notification of other urgent business, previous minutes, matters arising
· Report from Vision4Mission Planning Group

· Actions to be taken between Synod Meetings

· General Assembly issues (matters to be submitted or referred, representation)
· Synod District Council issues

· Matters referred from Ministry Development Committee

· Matters referred from Missional Discipleship Development Committee

· Matters referred from Admin and Resources Committee

· Preparation of Synod Agenda
