A Way Forward for CTL – Implementing the proposals of the 2008 Review.
Introduction:

1. The Reason for this paper

At the May meeting of the CTL Council, the Executive was actioned to bring back a concrete proposal for the implementation of the 2008 review report’s recommendations re the simplification of CTL’s structures. 

At the September meeting of the Church Leaders’ Group, I was actioned to draft a plan for how CTL might work in a simpler way which enabled the Church Leaders to have a more hands-on role.
The following paper, produced in response to these 2 requests, has now been discussed with Church Leaders, Executive and Council, and adopted as our framework for the next stage of CTL’s life.   
2. The Scope of this paper

One major theme of the 2008 review was the necessity for CTL to become a registered charity. In order to move forward with this, the Constitution will need to be rewritten according to Charity Commission norms (see Review p.3 footnote 6).

The Exec has already appointed a working group to forward Charity Registration. At the Sept 09 meeting of the Church Leaders’ Group, Steve Hughes was asked to take the initiative in moving this forward, given his past experience of setting up a registered charity. I do not intend to overlap with this area of work, so the following is NOT intended to be the basis of a new CTL constitution.

What the review made clear was the need there would be, alongside the new constitution,  for “a more easily changed document to be produced to regulate how Churches Together in Lancashire actually wishes to function.” It is as the basis for such a document that this paper is intended. In it I am attempting to reflect the concerns and the hopes for CTL’s future that I have heard expressed by the Church Leaders’ Group, the Executive Committee, and the DEOs / Denominational reps who form my core team, and to interpret the review recommendations in the light of these concerns and hopes.   

3. The key thrust of the vision

Over these first months in post, it has become abundantly clear to me that CTL’s present structures are not functioning well. The Executive seems confused about its own composition and purpose. The Sponsoring Body feels ‘out of the loop’ of oversight decisions being made regarding the county’s LEPs. The Church Leaders’ Group has got out of the habit of meeting, and seems largely detached from CTL’s work on the ground.  The Council – in theory a brilliantly comprehensive means of including  every level of Lancashire church life in CTL governance and  decision making – is, in actuality, too large and complex to be effective. Finding representation for it has become a burden for many local and area groups, and its management has fallen into chaos during the ‘interregnum’ between CEOs. Far from being an instrument of democracy, it has become a bottleneck to progress. 

The Council’s existence also presupposes a ‘way of being’ that I am far from convinced is feasible or helpful as we look to the next chapter of CTL’s life. For one thing, its existence implies a degree of democratic power that is simply not there in the way that real decisions are made in the common life of our churches. This inevitably leads to frustration and disillusionment. My chief concern, however, is that a weighty elected council implies a weighty organisation, with a strong sense of its own distinctive identity, which requires intensive servicing of its own internal life to function. This was clearly picked up by the review group; as the review states on p3 2a-b: “ The County Ecumenical Officer spends much of her time administering the CTL structure. This is entirely contrary to the stress the review group has heard from all sides on the need to encourage local ecumenism for mission”.

For CTL to be a viable and useful ecumenical instrument, I believe there needs to be a shift of corporate mindset. We need to begin to see ourselves less as an organisation, which exists to maintain itself in an almost ‘para-church’ way, and more as an agency, which exists as the means by and through which the churches are enabled to work in cooperation with each other. This is not only in keeping with the spirit of the CTL review; it is also reflective of the national ecumenical picture, where ‘organised ecumenism’ is seen to be in decline. With all our denominations having to function on stretched resources – of people as well as of finance – it does not seem good stewardship for CTL to attempt to maintain the labour intensive structures that are currently in place.
One important caveat needs to be raised at this point. One of the ironies that has frequently struck me over these first months in post is that in spite of the all the labour-intensive, meeting-intensive structure of groups and committees within CTL, the necessary structures to enable joint oversight of particular partnerships at local level have been largely lacking
All our talk of  reducing structures at county level must, therefore,  be held in tension with the very real need to put in place the necessary structures for shared oversight of, and shared responsibility for, local partnerships.  

A new pattern of life for CTL

· The Church Leaders’ Group will meet for a full day at least twice a year for prayer, reflection and consultation about matters of common concern. The group will be responsible for setting the broad brush agenda for the work of CTL and its officers, and for monitoring its progress. Their meetings will be facilitated by the CEO, and the CEO and IFDO will attend. When appropriate the FEDO will also be invited to attend.
Membership of the group will include the Area Leaders of all CTL’s partner denominations within the county. (The Quakers, who have not previously had a representative on the Group, will be invited to appoint one.)  However, county boundaries and ecclesiastical area boundaries are not coterminous, and several of our Lancashire Leaders have the main focus of their responsibilities in other counties. We therefore recognise that some members of the group will find it difficult to commit to 2 full days a year, and we are grateful for whatever time they are able to give. For those whose main focus is within Lancashire, two full days was felt to be a reasonable minimum to enable relationships and communication to be maintained. 

To facilitate close working between the Church Leaders and their DEOs, the DEOs will be invited to join them for the afternoon of one of their meetings each year. This will offer a focussed opportunity to discuss any necessary issues relating to the shared oversight of our LEPs.

It was strongly felt by the current Executive that when CTL becomes a charity, the trustees should be members of the Church Leaders’ Group. One of the Group should also always be Chair or Vice Chair of the Enabling Group. 

· The Enabling Group (formerly the Executive) will be the body to whom the Church Leaders delegate responsibility for the management of the charity Churches Together in Lancashire. The Church Leaders will be responsible for the appointment of members of the group. It will be comprised of: 

- An appointed Chair and Vice Chair, one of whom should always be a Church Leader 

- The Chairs of the 3 development groups

- An appointed treasurer

The Church Leaders may appoint additional members up to a total of 12 to ensure representation of all partner churches. 

The NW CTE Field Officer and the NW Churches Officer will receive papers and be ex – officio members of the group.

The group will be facilitated by the CEDO.

The CEDO, IFDO and FEDO will be in attendance.

Its responsibilities will be :

- Management of  CTL’s responsibilities as an employer

- Arranging effective line management for  CTL’s  Employees

- Maintaining and monitoring the 3 development groups.

- Bringing such matters as its members deem appropriate to the attention of the CTL Officers

-  Keeping the Church Leaders informed about financial and managerial issues 
- Ensuring that plans are in place for the annual Forum, and any additional forum in the course of a given year, and delegating the task of organisation to one of the 3 Development Groups (who may in turn delegate it further to a particular interest group within the county.)
· Three Development Groups will support and monitor the ongoing work of the 3 CTL Officers.
The Ecumenical Development Group will be comprised of:

- The Ecumenical Officer or other representative of each of CTL’s member Churches 

- The line manager of the CEO

- The CEO

They will work as a team to find creative ways of resourcing mission in unity across the county. They will also function as the County Sponsoring Body for LEPs.

The Interfaith Development Group will be comprised of :

Five or six people with experience of interfaith work where possible, being a good mix from Christian denominations and providing a good geographical spread across the CTL area
The line manager of the IFDO

The IFDO

They will provide support and be a reference group for the IFDO in his work of developing Inter Faith dialogue and understanding between church congregations and people of other faiths across the CTL area
The Further Education Development Group has ceased to function and urgently needs to be reconstituted . The following extract from the Report of the Review of FE Chaplaincy we conducted earlier this year indicates some guidelines as to how this should be done:
. We were clear that for the group to be effective, its membership needs to comprise

· representatives from each denomination who can be a conduit of information to and from that denomination’s Board of Education or equivalent 

· individuals with links to FE Colleges, who can enable good communications with the institutions we’re seeking to serve 

Only if the committee can have genuine access to the Church Leaders, to the Denominational Boards of Education,  and to the Institutions of FE, will it be able to offer effective support.

· The CTL Council will cease to exist in its current form as a body of elected  representatives.
There will be an annual AGM of Churches Together in Lancashire to which ALL members of ALL partner Churches will be invited, through the communication networks of each member church and through the CT groups and LEP contact networks.

At this BRIEF reports of the work of the development groups and their officers will be made available. New appointments to the various offices within CTL will be announced and ratified.

The main business of the evening will be The CTL FORUM, an enlivening presentation / discussion, which will resource participants for some aspect of local mission in unity.

Additional Forums may be organised through the year to resource particular areas of ecumenical endeavour.  

· Communications
Given the necessity of closing the CTL Office in Blackburn and doing away with the post of administrative assistant, the Review report recommended the appointment of “a computer literate officer and a move away from paper to electronic mailings, saving both time and money. This is now the pattern in most Intermediate Bodies in England…we consider that local mission and ecumenism is better served by an EDO who can spend more time at local level rather than on administrative tasks.” (p5:  4c)
To implement this way of working, the CEO will:

· be responsible for the maintenance of the CTL website. She will set up  dedicated pages for Interfaith and FE Chaplaincy. The relevant officers will be responsible for supplying her with content for these.
· send regular email updates to all CT groups and LEPs for which an email contact exists, and mail out only to those who have no facility to receive emails
· establish the best channel of communication to congregations within each of our partner denominations, and use these to circulate news and updates.
If CTL is to move towards an ‘agency’ model of working, facilitating communication between our partner churches must be one of our key functions. We therefore hope to spend less time generating, and circulating news about, specifically ‘CTL’ activities, and more time ensuring that our partners are informed about, and enabled to share in, each other’s activities. The CEO will therefore make it a priority to assist such information sharing at every level. 

Debbie Peatman
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