World Council of Churches

WCC OFFICERS’ MEETING

Geneva, Switzerland

8-9 December 2009

Document No 8
Follow-up to Central Committee Decisions Regarding

Refocusing and Restructuring

1. Recommendations of the central committee
In his report to the central committee (GEN 02), the general secretary highlighted the need for adjusting the internal management, programme structures and structural changes in the Council’s way of working on the basis of clear roles in the ecumenical movement. Such adjustments are seen as a necessary response to the present financial constraints as well as to the need to increase the impact of the programmatic work as indicated in the WCC’s mid-term programme evaluation report for the period 2006-2008 (GEN/PRO 03). 

After discussion in the various committees, especially the programme committee, the central committee affirmed the need for a new direction. The central committee approved by unanimous consensus the programme committee’s proposal that, in consultation with the programme committee core group, the general secretary and leadership staff continue their work of reorganizing and restructuring the programmatic work ‘in a way that pursues the objective set by the assembly while making it sustainable in terms both of finance and staff capacity’ (GEN/PRO 07, recommendation 2). 

2. Follow-up recommendations

Following this recommendation, work was done to prepare proposals for a refocusing and restructuring of the Council’s work with the basic goals:
· programmatic work that is grounded in and better reflects the Council’s profile and roles;
· stronger impact and ownership of its work by engaging the constituency in the planning as well as the implementation of its programmatic work;
· long-term institutional and financial sustainability;
· lighter organizational structure with clear management responsibilities, transparency in decision-making and implementation processes, supported by strong internal and external communication.
3. Refocusing the agenda and revisiting methodologies
Responding to these goals a document was prepared called ‘Refocusing the agenda and revisiting methodologies on the basis of clear roles in the ecumenical movement’ (see appendix). This document was extensively discussed in the Staff Leadership Group (SLG) and Staff Executive Group (SEG) which led to improvements of the document and to a strong support for the proposals described. The document was shared with the entire staff during the Staff Enrichments Days in October 2009. Comments and suggestions from staff have helped to further improve the proposals. 

The proposal for refocusing and restructuring distinguishes between changes that have to take place on a short-term basis and changes that have a mid-term nature. The short-term structural adjustments aim at a lighter management structure needed to arrive at a 2010 budget which meets the targets set by the central committee. The mid-term changes address to need for refocusing the work in order to be able to improve impact even in a situation of financial constraints. 
4. Reducing the number of directors and managers
In consultation with the SEG and the SLG, the general secretary has taken decisions which lead to a lighter management structure and a 2010 budget that meets the requirements as set by the central committee. The most significant adjustment is that the six programmatic areas have been brought under three directorates with the provision that the Ecumenical Institute Bossey, including lay formation, be directly under the general secretariat, reporting to the deputy general secretary. 

The three directorates give leadership to the areas of: 

· WCC and the Ecumenical Movement in the 21st Century (P1); Unity, Mission, Evangelism and Spirituality (P2) under one directorate with Rev. Dr. Martin Robra as director;
· Public Witness: addressing power, affirming peace (P3) and Interreligious Dialogue and Cooperation (P6) under one directorate with Dr. Mathew George as director;
· Justice, Diakonia and Responsibility for Creation (P4) under one directorate with Dr. Rogate Mshana as director.
The project on ecumenical theological education (ETE) will fall under the first directorate. 

Formation of a staff group under the leadership of a member of the Staff Leadership Group to discern how to draw resources from all programmes in order to strengthen Interreligious Dialogue and Cooperation will be considered.
It is important to note that the plans for programmes, projects and activities are not affected by bringing the six programmes under three directorates. The projects and activities will be implemented according to the WCC Programme Plans 2010, as presented to the funding partners and approved by the central committee in August/September 2009.

It is also important to note that these changes at the management level have a provisional nature, guiding the programmatic work throughout 2010, and arriving at a lighter management structure as soon as possible. The mid-term refocusing process will be decisive for the eventual management structure.

5. Strengthening coherent approach to programme coordination, Planning, Monitoring, Evaluation, Reporting (PMER), and Income Monitoring a d Development (IMD
In response to the reflections on the need for a more integrated approach to programme coordination, PMER and income development, the general secretary decided to build further on the experience of bringing together the directorate for IMD and the coordination of programmes. To strengthen this integrated approach PMER is brought under the responsibility of the associate general secretary for programmes. The director for IMD, Rev. Dr. Hielke Wolters, was assigned to serve as acting associate general secretary for programmes (until 31 December 2009) with the request to strengthen a coherent approach to programme coordination, PMER, and IMD. 

6. A lighter management structure 

These and other measures in the area of Finance, Services and Administration (FSA) will lead to a lighter management structure and allow for a revision of the present model of two levels of the SEG and the SLG into one management level under the leadership of the general secretary. 

7. Mid-term processes towards refocusing the programmatic work
As preparation for refocusing the programmatic work, the general secretary held a retreat with the SEG in November. In this retreat further work was done on the basis of the document ‘Refocusing the agenda and revisiting methodologies on the basis of clear roles in the ecumenical movement’. After a joint reflection on the implications of the proposed direction, initial work has been done to prepare the refocusing on the basis of the four roles of the WCC in the ecumenical movement. Developing clear criteria which can guide the refocusing is still underway.
This refocusing process is crucial for the future work of Council and needs therefore proper consultation at the governance level, as well as engagement and accompaniment of staff at all levels and of the churches and ecumenical partners involved in the work.

The timeline and involvement of the Officers, core group of the programme committee, executive committee as well as of staff and churches and ecumenical partners have been outlined in paragraph 10 of the document ‘Refocusing the agenda and revisiting methodologies on the basis of clear roles in the ecumenical movement’.

Important dates in this timeline are:

· Officers meeting in December 2009 (seeking advice and approval of the direction)

· Preparation of the summary of the plans 2011-2013, by the SEG in consultation with staff (January and February 2010);

· Executive committee of February 2010 (seeking advice and approval of the summary of the plans 2011-2013);

· Consultation of the core group of the programme committee (February 2010);

· Preparation of the detailed activity plans 2011 (March-June 2010);

· WCC Round Table meeting (presentation to and consultation with partners (June 2010);

· Finalization of detailed activity plans 2011 (mid-July 2010);

· Executive committee of September 2010 (approval of plans 2011);

· Central committee of February 2011 (for reporting and endorsement). 
Refocusing the agenda and revisiting methodologies on the bases of clear roles in the ecumenical movement

A discussion paper for further reflection

1. The situation: need for more impact and visibility in times of financial constraints

In the process of preparing the plans and budget for 2010, it became clear that the Council’s present structure and ways of working are institutionally and financially not sustainable. The WCC mid-term programme evaluation showed that in spite of improved impact of the programmatic work in certain areas, the overall impact of the work done after the Porto Alegre Assembly needs to be strengthened further. This conclusion has impact on the working methods in the programmes and projects and displays a need for a stronger engagement of the Council’s constituency in the work. The Council’s work is still insufficiently focused, covers too many areas of work, resulting in the need to improve the institutional profile and visibility as well as the quality of the work.

Leadership and staff have already started a process of refocusing the programmatic work following the adage ‘do less, do it better’. The preparation for the 2010 programme plans began with a Staff Executive Group retreat early in 2009 in which the planned major achievements of the Council and focal points in the work were reviewed. In this exercise and the follow-up the need was identified to create larger staff teams which focus on a smaller number of projects to ensure a more integrated way of working. This principle has become the basis for the 2010 draft budget and plans. This restructuring of projects and activities was undertaken without adjustment to the existing programme structure.

At the same time the financial crisis raised the issue of the Council’s financial sustainability.  The preparation of the budget 2010 has had to take into account the negative effects of the worldwide financial and economic crisis on many of our member churches and ecumenical partners: many have gone through difficult financial situations, which have forced them to work with reduced budgets and in some cases with fewer staff. These financial constraints have serious consequences for the WCC budget as a number of churches and partners had announced reduced financial support for 2009 as well as for 2010. Decreased income has had to be balanced by reducing direct activity costs, by merging or postponing activities, and by redeploying staff to fill vacancies. In preparing the 2010 budget the Staff Leadership Group noted that in many cases the reductions in direct costs have brought budgets for activities and projects to a minimum viable level. This means that further cuts in direct costs cannot be done without completely finishing up a number of projects. Similarly, the further reduction of staff capacity requires the termination of activities and projects.

However, even without the financial constraints, it is necessary to refocus the programmatic work. The ecumenical landscape has changed. New actors have come up such as the unified ACT, quite often inspired, supported and guided by the Council.  Churches and ecumenical partners have taken up themes and activities in which the Council played a pioneering role, e.g. in the areas of interreligious dialogue and climate change. These new actors are able to do this with budgets and staffing levels which go far beyond the Council’s present capacity. Such changes in the ecumenical landscape require clarity about the profile and roles of the Council in the present ecumenical movement, and a process of refocusing the programmatic work in such a way that it is grounded in these roles and reflects the Council’s profile.

2. Recommendations of the Central Committee

In his report to the Central Committee, the General Secretary has highlighted this situation and asked for the affirmation of the CC, on the basis of clear roles of the Council in the ecumenical movement, to consider adjustment of the internal management and programme structures and structural changes in the Council’s way of working. After discussion in the various committees, especially the programme committee, the CC did affirm the need for a new direction. The Central Committee approved by unanimous consensus the proposal of the programme committee that the General Secretary and senior staff, in consultation with its core group, continue their work of reorganizing and restructuring the programmatic work in ‘in a way that pursues the objective set by the assembly while making it sustainable in terms both of finance and staff capacity’ (GEN/PRO 07, recommendation 2). The programme committee recalls the guiding principles adopted by the last assembly and affirms four key roles of the Council (see below) as the criteria for further reorganizing and restructuring the programmatic work.

Following this recommendation, the General Secretary asked a staff group to prepare a proposal that leads the Council’s work in an institutional and financial sustainable direction.
3. The purpose of this proposal

The staff group started its work with formulating the basic goals of a required reorganization and restructuring of the Council’s work on the basis of reflections prior to and in the Central Committee. It found that the proposed direction should lead to:

· programmatic work that is grounded in and better reflects the Council’s profile and roles;
· stronger impact and ownership of its work by engaging the constituency in the planning as well as the implementation of its programmatic work;
· long term institutional and financial sustainability;
· lighter organizational structure with clear management responsibilities, transparency in decision making and implementation processes, supported by strong internal and external communication.
4. Lessons learned from the past

The search for a new direction acknowledges the richness of the work done by the Council so far, in the past six decades as well as in the years since the Porto Alegre Assembly. This means, for instance, that the vision of the Council and the major achievements as presented in the ‘Programme Plans Summary 2010-2013` (pp. 8-10) are still the basic starting point for the work to be done in the coming years towards the next assembly.

However, the search for a new direction also needs to be informed by lessons learned by the Council in earlier processes of change and restructuring. Learnings from such processes are invaluable for the present situation and the need to reorganize the work. Some of these lessons are:

· Refocusing the work at the conceptual level and programmatic restructuring does not automatically lead to changes at the project and activity level. Several factors (e.g. competition between different parts of the Council’s constituency, often represented by staff) frequently lead to the situation in which the same activities reappear, either under a different name or at a different level. This is one of the reasons why the Council has not succeeded so far in doing less and doing it better as was strongly recommended at the last assembly. Further work needs to be done to address this weakness.
· In relation to this, it has to be acknowledged that the Council is stronger in developing ideas and concepts than in designing and implementing management processes. There is need for responsible, transparent and well-planned processes from conceptualization to implementation at all levels in the organization which are pursued up to the end. This requires sufficient time and commitment to internal planning, monitoring, evaluating and reporting processes by the leadership as well as staff at all levels.
· A related lesson learned from previous change processes is that, acknowledging the specific responsibilities of management in decision making, participation of staff at all levels and in all stages of a change process is essential. This also requires opportunities for joint reflection in staff meetings and proper training and capacity building (e.g. see ‘The Change Process: Lessons learnt and Recommendations by Staff’, May 2007).

These lessons from past experiences should help the Council to develop a stable environment in which change is not primarily experienced as a reason for fear, but rather as an opportunity to develop the work in a sustainable, effective and satisfactory way.

5. The nature of change

The reorganization and restructuring of the Council’s work and methodologies cannot be considered as a so called ‘turn-key project’ meaning that the intended direction can be implemented on 1 January 2010. Certainly, a number of elements in the restructuring require a timely decision and implementation to ensure a balanced budget in 2010. However, other elements, like changes in work methods by engaging the constituency in planning and implementation, require more time (for details about the process, see paragraph 10).

The essence of this proposal is that it guides organizational restructuring and programmatic development in a clear direction. It also guides, if required, further reductions in budgets and allocation of staffing to avoid random decisions and to ensure that these decisions are based on a shared understanding of the direction in which the Council needs to grow.

The process of organizational restructuring and programmatic development as envisaged can only succeed if it is supported by sufficient financial resources (e.g. staff training) and investment of time. Decisions about the direction, its implications and the process will include provisions for budget and staff time needed for implementation of the transition.

6. The direction: towards a clear profile around four roles

Clear roles of the Council in the ecumenical landscape are crucial for setting the direction of any restructuring. The reflection in the past few months has provided greater clarity about these roles. The General Secretary has given leadership in this process. And in his report to the Central Committee, four key roles were articulated. The Council:

· has a convening role;
· provides the potential for a common voice;
· ensures ecumenical cooperation offering accompaniment to churches in a spirit of solidarity and mutual accountability;
· and has a task to foster greater coherence in the ecumenical movement.
The Central Committee has affirmed these roles while at the recommendation of the programme committee spelling them out further in the direction of the programmatic work. The committee highlights the important role of education and communication in fostering ecumenical consciousness and coherence. In elaborating further the roles as formulated by the General Secretary, this recommendation from the programme committee should be taken into account: how can in these roles education and communication be strengthened?

These four roles provide guidance in the process of refocusing the Council’s programmatic work and revisiting its methodologies. All projects and activities need to be designed in such a way that they support these roles, with regard to the content (areas of work) as well as the working methods. At present a considerable number of projects already reflect the roles of the Council. There is need to make the relation between the projects, the way they have been developed and the roles more explicit, in the planning as well as in the monitoring, evaluation and reporting.

7. Areas of work

As follow-up of the last assembly, the Council organized its work in six programmatic areas. These programmatic areas intend to bring together projects and activities in a coherent way. In the years after the assembly, governing bodies as well as churches and (funding) partners raised the critical question time and again: what has the Council done to reduce the number of projects and activities (‘do less, do it better’)? As referred to as one of its weaknesses (see under 4), the Council has not been successful in prioritizing. 

Greater clarity regarding the profile and roles of the Council can help to focus the work. As earlier has been formulated (see under 3) the process of refocusing and restructuring aims at programmatic work that is grounded in and better reflects the Council’s profile and roles. 

The basic starting point for defining the areas of work is the WCC Constitution. It says in Article III:

The primary purpose of the fellowship of churches in the World Council of Churches is to call one another to visible unity in one faith and in one Eucharistic fellowship, expressed in worship and common life in Christ, through witness and service to the world, and to advance towards that unity in order that the world may believe.
In summary, the purpose of the Council is to seek and promote unity, witness and service.  However, the Council’s programmatic work has grown through the years as a mixture of different components. At the time of its formation the Council incorporated the work of the world movements for Faith and Order and Life and Work, the International Missionary Council, and the World Council of Christian Education. The Council is still involved in these areas of work. However, the agenda has also been formed and has grown further by responding to challenges faced by churches and societies, and in a close interaction with (ecumenical as well as, interreligious and secular) networks.

Throughout its history the Council has been challenged to respond to urgent needs felt in churches and in the churches’ engagement in societies. Many of these challenges could be addressed in existing areas of work. Others led to new areas of work. Without being exhaustive, one could mention a few examples:

· international affairs (1946)
· youth (1948) 

· evangelism (1948/9)

· role of women in church (1949)

· migration (1966)

· health and healing (Christian Medical Commission, 1967) 

· racism (Programme to Combat Racism, 1969).

· interreligious dialogue (1971)

· disability issues (1984)

· Dalits (1992)

· Indigenous Peoples (1995)

Networks of peoples focused on urgent issues, often responding to forms of cultural, social, economic and political injustice and marginalization, have also played an important part in the history of the Council. The Council has played a crucial role in building up these networks and strengthening their voices. It has also been instrumental in strengthening dialogue and cooperation between churches and networks.

While the Council has played and continues to play an important pioneering role, it was also able to hand over significant areas of work to ecumenical partners and new organizations. The Council has encouraged, guided and supported the formation of new global players in the ecumenical movements, such as the Ecumenical Pharmaceutical Network, Ecumenical Advocacy Alliance, ACT International, ACT Development.
 These players have continued the work that was started by the Council.

Today the Council itself is still involved in a large number of areas of work. All these areas of work respond in one way or another to the purpose of the Council as formulated in its Constitution to seek and promote unity, witness and service. However, while acknowledging the value of this ongoing involvement in all these areas of work and ongoing interrelationships with networks, the question today is what is Council’s specific role and profile in them. As said earlier, many areas of work are now addressed more effectively by other actors and many networks have grown in strength and the capacity to voice their concerns. Does the Council still have an added value in all these areas of work or can more clarity of its profile and roles help to discern where the WCC is best placed and most needed today? 

The difficulty (at the staff level as well as at the governing level) to prioritize the involvement in all these areas of work is related to an understanding of the Council as an organization. Reinterpretation of the Council’s profile may imply a stronger emphasis on the fellowship that constitutes the Council. There is need to review the balance between the Council as organization and the Council as fellowship and to see how the interaction between the two can be improved.

The question of the relation between the organization and the fellowship has also been addressed by the Working Group on Governance, Accountability and Staff Policy. Clarifying the distinctive responsibilities at every level for “living the fellowship” on the one hand and “running the organization” on the other is seen as an essential step forward in improving the effectiveness of the work of the Council.
 

8. Implications for the ways of working: stronger involvement of the fellowship

While searching for a balanced profile for the Council, it is helpful to be reminded of what the policy statement ‘Towards a Common Understanding and Vision of the World Council of Churches’ says about the structure of the WCC. Among other valuable and still relevant recommendations, it says that the structure ‘should aim at enhancing the fellowship among member churches, not at building up or maintaining an organization for its own sake;’ (3.16.2) and it should ‘ensure that responsibility for ecumenical activities is lodged as near as feasible to the point of application, in partnership with groups of member churches and other ecumenical organizations’ (3.16.5). The CUV policy document highlights the need for a shift in the balance of responsibility for ecumenical activities by the WCC as organization to the WCC as fellowship of churches.

Focus on the question as to how the fellowship of churches and ecumenical partners can engage more effectively in the planning and implementation of the ecumenical work will assist us in defining a new direction which both respects the new financial realities and enhances the impact of the ecumenical work. This approach will lighten the burden of the WCC as organization, but can also be instrumental in ‘deepening the ecumenical fellowship’ and ‘strengthening the effectiveness and coherence of the ecumenical work’. This is important in the light of the concern about the weak relationship between the Council and its member churches.

The most important question at this moment is to relate the four roles to actors and methodologies. Related to the need for a balance in responsibilities between WCC as an organization and as a fellowship, the question can be raised: where does the Council as organization hold primary responsibility and where does the Council as fellowship, or the member churches acting on behalf of the fellowship, hold primary responsibility? The Council as organization (including its governing levels) is best placed in taking responsibility on behalf of the member churches in the convening role, the ecumenical voice, and fostering coherence (including education and communication). It can offer leadership in reflection and faith discernment regarding critical theological and ecclesial issues as well as moral issues. The WCC is also best placed in representing the ecumenical voice in terms of public witness.
 

The Council as organization does not necessarily need to take the lead in areas of ecumenical cooperation. There are projects and activities fostering mutual accountability, solidarity and accompaniment, which are currently implemented from Geneva that could be coordinated and implemented, on behalf of the WCC as the fellowship of churches, by two, three or more churches or ecumenical partners which have specific expertise or have for good reasons or particular interests for being involved. This way of working is in line with the CUV policy document which states that the structure should ‘ensure that responsibility for ecumenical activities is lodged as near as feasible to the point of application, in partnership with groups of member churches and other ecumenical organizations’ (3.16.5). The WCC mid-term evaluation affirmed that involving churches and ecumenical partners in implementing activities and projects results in a greater visibility, effectiveness and impact of the Council’s work.
 

Ecumenical cooperation in which two, three or more churches or ecumenical partners take the lead on behalf of the fellowship may need accompaniment by the Council to ensure that the work is done in an ecumenical spirit and with ecumenical discipline, e.g. in terms of balances in participation and leadership.

It cannot be assumed that just by reformulating project plans new ways of working will be in place. New ways of working, based on the roles of the Council, requires further reflection on these roles in their relation to actors and methodologies, evaluation of experiences built up so far, consultation with churches and ecumenical partners, and training of staff. Therefore, the implementation needs to become an integral part of the PMER processes.

9. Implications for the structure of the organization

Ensuring institutional and financial sustainability, the process of refocusing the work of the Council and developing different ways of working have major implications for the organizational structure. A lighter management structure is needed, with clear lines of responsibilities and transparency in decision making processes. The present management structure therefore should be reviewed. 

This document does not address all aspects of the structure of the Council, but only highlights a few of the most urgent issues:

· SLG/SEG: Apart from the General Secretary (GS), the Deputy General Secretary (Dep.GS) and the Associate General Secretary for Programmes (AGSP),  the present structure consists of six programme directors, five managers of finance, service and administration (FSA) of which one fulfills also the role of FSA coordinator, directors for Communications and IMD and a director for P&I. Management meetings take place at two levels: the Staff Leadership Group (GS, Assistant to the GS, Dep.GS, AGS for programmes, coordinator FSA, directors for Communications, P&I, and IMD), and the Staff Executive Group (SEG) in which, apart from the SLG members, all directors and managers take part. The size of these groups, the frequency of meetings and their agendas should be rationalized in order to arrive at a lighter management structure. Reaching such a lighter management structure at this level can be done by building on the learning/insights gained since Porto Alegre. The following steps can lead to such a lighter structure:

· A reduction of the number of directors and managers.

· A merger of the SEG and the SLG into one management level under the leadership of the General Secretary, comprising the General Secretary, the Assistant to the General Secretary, the Deputy General Secretary, the Associate General Secretary for Programmes, the Director IMD, the Coordinator FSA, the Director for Communication and the managers and programme directors.

· A clear role of this merged management level as a prompt decision making and advisory body to the General Secretary.

· A way of working that considers input from the programmes or FSA departments depending on the issues.

· A working style that affirms the respective responsibilities at the different levels in the organization and ensures a transparent internal communication.

· PMER: The assembly in Porto Alegre identified PMER as important for the Council’s effectiveness. Since the assembly major work has been done to develop proper PMER processes. This work will continue under the leadership of the General Secretary and delegated to leadership staff:
· The PMER process, procedures and templates are now in place. An ongoing task is the further refinement and improvement of the procedures. In this process of refinement extra consideration should be given to a more integrated and coordinated approach of project planning, income development and project reporting.
· To ensure that all potential available funding from churches, partners, foundations and individuals can be secured for the work of the Council, integration between the coordination of programmes, IMD and PMER should be strengthened. 
· PMER will be the responsibility of the Associated General Secretary for Programmes. 
· Reduction of infrastructure charge to programmes: The budgetary constraints have resulted in a reduction of direct costs in the projects and activities and reduction of staff costs in almost all programmes and departments of the Council. The sustainability of the programmatic work requires that infrastructure costs are kept within reasonable levels.
· The infrastructure costs will be reduced in such a way that ratio for the Council’s programmatic work between staff and direct costs on the one hand and infrastructure costs on the other, is brought back to the level of 14% of the overall programme costs.
· To reach this target the FSA structure will be reviewed and income from services to partner organizations in the Ecumenical Centre will be increased to reasonable levels.
· Reviewing the programme structure: Improving the effectiveness and integrated way of working of the programmes needs rationalizing the number of programmes, including merging programmes or bringing more than one programme under one director. This needs further reflection and discussion to ensure that restructuring does not simply means rearranging the different projects and activities without reducing their number and setting priorities. 

10.  Process ‘Towards a institutional and financial sustainability ’

Guiding principles
The process of refocusing and restructuring needs to be done on the basis of a number of guiding principles. These are: 

· Basic goals: As indicated in the document ‘Refocusing the agenda’, the restructuring should aim at:

· a programmatic work that is grounded in and is better reflecting the Council’s profile and roles;
· a stronger impact and ownership of its work by engaging the constituency in the planning as well as the implementation of its programmatic work;
· a long term institutional and financial sustainability;
· a lighter organizational structure with clear management responsibilities, transparency in decision making and implementation processes, supported by strong internal and external communication.
· Structure follows content: The programmatic restructuring is not merely a re-arranging of the present projects and activities, but should significantly respond to the guiding principles as outlined in the Porto Alegre Assembly. The following questions, in the order of ‘why, and how’, can help in this process: 

· Why is WCC doing this particular project, this particular activity? (Is it best placed to do it?)

· Is the project or activity rooted in and strengthening one or more of the 4 roles of the WCC?

· How is WCC implementing this project or activity and engaging the fellowship? (Is WCC as organization best placed to take the lead, or can the fellowship play a leading role?)

· How can the refocusing and restructuring contribute to an increased impact, short term as well as middle and long term?

· What is the best programmatic structure from the managerial and financial (income) perspective to support the projects?

· Accompaniment and engagement of staff: Staff play a crucial and very valuable role in the work of the Council. The accompaniment and engagement of staff in the processes of change are therefore essential:

· In the change processes, accompaniment of staff needs to be taken care of at all levels in the organization.

· The change processes should be done in a transparent and participatory way, taking into account the respective responsibilities at the different levels in the organization, to ensure a growing organizational stability, commitment and morale of staff. Lessons learned in previous change processes can be helpful in this regard.

· Staffing of areas of work and redeployment of staff have to respond to the need for balance among expertise, experience, renewal and representation of the constituency.

· Engagement and commitment of churches and ecumenical partners: The changes in the programmatic structure should be implemented and communicated in such a way that it leads to an increased commitment of member churches and (funding) ecumenical partners. (This includes re-negotiation with funding partners about their funding preferences.)

The different stages in the process: 
The change process has two parts, short term changes and mid-term changes:

· Short term changes that are needed to have a budget 2010 that meets the targets as set by the Central Committee and results in a lighter management structure:

· prepare a budget 2010 that meets the targets

· present the budget 2010 to the Officers of the Finance Committee before 1 November 2009

· Adjust the budget, if required.

· Implement the changes at the management level that lead to a lighter (interim) management structure.

· Present the budget 2010 and proposed (interim) management structure to the WCC Officers in their December 2009 meeting.

· Mid-term changes which respond to the basic goals as referred to above and will be implemented in 2011 at the latest:

November and December 2009:

· Consultative process in the SEG (one-day retreat of SEG members and General Secretary in November).

· Sharing proposal with the WCC Officers in their December 2009 meeting.

January 2010:

· Two one-day SEG retreats with the General Secretary

· Consultation with staff in programmes

· Preparation of the summary of the plans 2011-2013

February 2010: 

· Consultation of the core group of the programme committee

· Continuation of the preparation of the summary of the plans 2011-2013

· Presentation of plans and structure in the Executive Committee, February 2010, for consultation and decision taking.

March - July 2010:

· Preparation by the programme staff and directors of the detailed project and activity plans 2011

· Consultation with staff in the Staff Planning Days of April 2010

· Consultation of partners in the WCC Round Table in June 2010.

· Continuation of the preparation of the detailed projects and activity plans 2011 (to be posted on Ecuspace and communicated with partners before mid July 2010).

September 2010, February 2011:

· Presentation of plans and structure in the Executive Committee meeting, September 2010, for decision taking.

· Reporting of refocusing and restructuring process and its results to the Central Committee (February 2011) for endorsement.

� Many examples could be added to this list, which shows the important role the Council has been and still is playing in the ecumenical movement. The list will be completed and the initiating and convening role of Council will be evaluated in a supplementary document. 


� See the Report of the Working Group on Governance, Accountability, and Staff Policy to the Central Committee, meeting 26 August – 2 September 2009 (GEN 10), paragraph 5 and Annex 5.  


� The member churches and ecumenical partners recognize that WCC plays a significant role in terms of the ecumenical voice, space and coherence. The WCC mid-term evaluation noted: ‘The key elements are in the convening role of the wider ecumenical space, the clarifying role within the different ecumenical processes, such as the role the WCC contributed to the establishment of ACT Alliance; the interpreting role of global impacts of systematic nature and in seeking global responses; prophetic and pioneering role; maintaining the coherence of the ecumenical movement; representational role of diverse voices from around the world; etc.’ WCC mid-term programme evaluation report for the periode 2006-2008, GEN/PRO 03 (4.1.1.).


� The WCC mid-term programme evaluation report for the period 2006-2008, for instance says, ‘There is a very strong thread from respondents affirming that the WCC programmes in general provide a global framework to their local realities and struggles. Therefore some would call on the WCC to play a more proactive role in challenging member churches to place their internal agenda in the context of the global movement. Many respondents affirm those programmes where the WCC has created a common platform for their participation – among the many examples given, was the Middle East Forum, the work on climate change, The Decade to Overcome Violence, Interreligious Dialogue, work on Poverty, Wealth and Ecology, etc.’ (5.2.1.[a])
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