SK and MNO Implementation Team and Synod Council Executives

September 11-12, 2011

Russell, Manitoba

+Chris Bishopp (SK)

*Lori James (SK)

*Brian Lorch (MNO)


*Carol Janke (MNO)

*Sid Haugen (SK)

*+Joan Meyer (SK)
*Diane Mossing (SK)

+Scott Janke (MNO)

+Mark Koenker (MNO)
+*Elaine Sauer (MNO)
+*Cindy Halmarson (SK)
(+ Implementation Team Member; * Synod Council Executive Member)
Each person received a copy of the Structural Renewal Task Force report and recommendations. Each synod distributed documents describing governance, program, resources, staffing structures, etc. 

1. Expectations of the Implementation Team
· Blank slate, no path, SRTF report and recommendations.
· Prepare proposals with enough definition in order to give our conventions a clear indication of what the new synod will be like.
· Do the visioning first and then write the documents based on the vision. Form should follow function. Ask what the Spirit is calling us to be and do at this time in church and in society.
· Anticipate the perceived “losses” and “gains” in bringing merging the synods.

· What do we want our synod to do and what will it cost us? Financial savings are not guaranteed.

· Encourage the view that congregations “are” the synod, not that they “deal with” the synod.

· Hope for the area structures to connect ministries and reduce the isolation of congregations and rostered ministers.
· Exploit and honour the gifts we bring to a new approach to God’s mission.
· Need to free up our bishops to be first and foremost shepherds of the sheep (ministers and congregations)

· Consult widely in the synods as the proposals are being developed

2. Summary of the national convention debate on Structural Renewal:

· Not necessarily against restructuring but lots of questions and comments
· Questions were asked about how, why and what would result from restructuring

· Concern was expressed about distance from the bishop

· People liked the idea of areas
· The greatest amount of concern or unhappiness was expressed about the constituting of national conventions and national church council

· The rationale of financial savings was not persuasive

· The rationale about restructuring being “mission” driven was not persuasive

3. Strengths each synod brings to a blended synod:
· MNO - (see chart) mission outreach in partnership with others in Winnipeg
· SK – good sense of process, clarity in governance and management, wide area parish development, church institutions on the territory, ecumenical cooperation, willingness to experiment with emerging church ministry, no new mission starts since 1980’s but some missional initiatives from congregations and leaders
4. Areas (see Recommendation 1)
· Need a purposeful role for Areas

· Consider using a term like “cooperatives”

· Form on the basis of geography, size, interest, or other factors

· Consider the possibility that area lines be fluid, voluntary, easy to change as needed by change in demographics or mission objectives

· Extension of the bishop’s office, the active church in that area; Can area leaders be “deployed staff” of the bishop’s office?

· Leaders can be part-time staffed, paid or unpaid, contract, secondment with compensation to the calling agency for rostered ministers – be flexible
· Leadership selection process needs careful attention to discern gifts and ensure cooperation within the team and with the bishop
· Encourage flexibility in formation of leadership teams – not a “cookie cutter” model

· Identify and use the skilled people in the area

· Funding may be needed for program, travel, contracting with support persons

· Must counteract the presumption that rostered ministers are solely responsible to their calling agency – they are ministers for the wider church

5. With new cooperative areas, it is our vision that congregations will:

· Share resources – financial, programming, buildings, administrative staff
· Confer in planning and delivery of programs
· Share pastoral staff and lay leaders

· Nurture an understanding of the common good
· Engage in regular and consistent visioning together

· Establish missional objectives together

· Be empowered in setting vision and working toward goals – not dependent on the synod
· Encourage each other to participate in the wider church: electoral region, synod, national church

· Raise up lay leadership for education, mission, governance, spiritual leadership

· Accountable to the cooperative

6. With new cooperative areas, it is our vision that rostered ministers will:
· Be supportive and engaged in the area cooperative
· Become coaches and players, not performers – training from seminary, synod and elsewhere on a coaching model of enabling others
· Provide mentorship of one another

· Model partnership with colleagues
· Have a sense of their own missional identity – the gifts each minister brings to the mission of the cooperative area, and the minister needs in a complementary way from others

· Change the “call” model so that all rostered ministers are called by the synod and deployed to congregations and other ministries?
· Being accountable to calling agency, colleagues and cooperative area, and bishop

7. What is needed from outside the cooperative area to enable this to happen?
· Training of new and continuing rostered ministers for cooperative ministry by synod, seminary, and beyond
· Standards for training of rostered and lay leaders
· Church/synods oversee contextual training of rostered candidates

· Synod with an administrator in addition to a bishop

· A synod-wide vision and connection with the wider body

· Synod oversight of “good order” and functioning – standards for ministry, ordination and consecration, etc.

· Training from within the cooperative area for lay leaders

· Bishop as court of last resort for problem-solving

· Support to areas and congregations when they are in ministry transition

· Supportive synod council
· Release the energy of visionary and faithful people

· Training, support and coaching of cooperative area leadership teams

· Investment by the bishop in the teams

8. What is needed in the bishop to enable this model to succeed? (Recommendation 3)
· Investment in the concept of cooperative areas

· Support of areas and leadership teams 

· Builder of relationships between congregations, areas, leaders

· Consultation in the selection of area leaders

· Prioritized visitation to cooperative areas scheduled in consultation with leadership teams to provide oversight and support of missional directions of synod and area
· Scheduled gatherings of leadership teams with the bishop for training and coaching and mutual support

· Oversight of the call process to be delivered by area leaders in consultation with the bishop

· Adequate bishop’s staff (suffragen bishop or assistant?) to cover territory
9.   Legal matters
· Request that the national implementation committee seek legal advice for all synods about changing incorporation and charitable numbers in formation of a new synod
· Bishops will provide documentation about each synod’s acts of incorporation

· Seek to incorporate as a non-profit entity in one of the provinces

· In the formation of new synods, consider setting a legal framework that permits future changes in synod numbers and boundaries without expensive legal work

· Review legal entities related to our synods

· SK to explore the camps and whether they are legally linked to SK synod

· LTS ownership and how it is in tension with the current model of governance for our two synods

· Encourage national to develop a model constitution for synods based on the MNO and SK constitutions and reserve to the synod the development of bylaws

· Encourage national to revise the model constitution for congregations on a leaner model

10.  Implementation Team membership
· Scott Janke – organizational ability, younger person’s perspective; served on a number of synod initiatives and committees
· Mark Koenker – area strategy practitioner, missional perspective

· Joan Meyer – history, governance, knowledge of present synod

· Chris Bishopp – former SRTF, new National Implementation Team member, not institution-bound

· Elaine – Bishop with innovative thinking

· Cindy – Bishop with appreciation for a centralized structure

· Additional – SK to ask Daryl Nelson – change management and communication

· Additional – MNO to seek a communication and marketing female

11.  Timeline

· Before 2012 Conventions
· Report to Synod Councils

· SK – October 20

· MNO – November 18
· SK – March 15
· MNO – March 31?

· Consult with national implementation team

· Start dates for MNO Convention – April 26; SK Convention – June 1

· Deadline for dockets is March 21, 2012

· Publish periodic reports from Implementation Team on areas, vision, leadership, redeployment of resources, relationship building
· Develop relationships

· Facilitate conversation at conventions about the shape of a new synod

· Define cooperative areas and electoral boundaries and propose selection process for leadership teams

· Propose a motion for merger (2/3 required for approval)
· Ask for approval for Implementation Team to continue to develop the framework to achieve the vision
· Before 2013 National and 2014 Synod Conventions

· consult with national implementation team 

· communicate within the synods 
· establish and implement constitution and bylaws

· Before 2014 Synod Convention – Constituting Convention for new synod
· Implement governance structure

· develop staffing structure
· develop office structures 
· develop branding

12.  Communication strategy

· Bishops to send a joint letter from this meeting: Tell the story of the meeting, getting to know each other, building relationships, initial visioning about cooperative areas for mission (soccer,  not golf), invite them into the conversation about the four questions and send input to the committee, develop educational components

· Develop communication around the demographics rather than finances

13.  Next steps
· Cindy to send notes to all participants and to National Implementation Team
· Joint letter from the bishops sent and posted on websites
· Bishops to complete appointments to the team
· October 11, 2011 – 12:30 SK (1:30 MNO) one hour teleconference
· Debrief the Sept meeting
· Discuss plans for Synod Council meetings 
· December 3, 2011 – 9 am to 4 pm meeting in Russell 
· Elaine to arrange booking of hotel rooms for Friday, December 2
· Cindy to arrange booking of Grace Lutheran

Notes taken and transcribed by Bishop Cindy Halmarson

