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Document No 1
Governance Group Progress Report
Proposed Mandate for the Governance Review Continuation Group
Recommendations
A. To approve this mandate for the governance review continuation group
1. This mandate incorporates the mandate in the central committee resolutions (GEN/NOM 03, 2.2) but adds to it in the light of the working group’s reflections as reported in the narrative section of this report. 

2. The continuation group is to work in the spirit of the CUV, which understands the organisation of the WCC as a fellowship of churches and an instrument for strengthening the ecumenical movement and its institutional profile.

3. The continuation group is to take account both of the working group’s original report to the central committee (GEN 10) and of the working group’s post-committee reflections as recorded in the narrative below. 

4. The tasks to be undertaken are as follows:

a. Consult with the churches concerning the future shape of governance structures and with partners concerning programmes, as discussed in paragraphs 8.1 to 8.9 of the original report, and in doing so to take account of the process described in annex B to this document. 

b. Reflect on the proposals and the consultation feedback in the light of 6(a)-(e) below, and ensure that the final proposals are demonstrably informed by that reflection. 

c. Further elaborate on the role of the presidents, moderator, vice-moderators and general secretary, and in doing so to take account of the document at annex A.

d. Consider the best use of available financial resources and intensified efforts in income generation, and in doing so to take account of the true cost of present governance structures and to be realistic in what churches and partners are likely to be able and willing to provide. 

e. Evaluate the roles, functions and mandates of the committees, commissions, advisory groups and reference groups so as to ensure greater integration and collaboration, and in doing so to take account of the comments in paragraph 10 of this report. 

f. Review the constitution and rules in the light of the outcomes of the work under (a) to (e) above, so that:

i) Changes towards a future shape of governance structures that can be made with immediate effect are brought to the 2011 meeting of central committee.

ii) Preparatory work for changes requiring ratification or approval at assembly is undertaken in time for the 2011 meeting so that a constitutional committee can then work on them and report to the 2012 meeting of central committee.

g. Further study the relationship between WCC and ACT Alliance with a special focus on models of cooperation that would properly reflect the distinct roles and callings of WCC and ACT as well as their mutual cohesion and relatedness in a shared mission. 

B. To appoint the members of the governance review continuation group
The names for the proposed group are in the executive committee document 10, Nominations.
C.   To adopt the understanding of the General Secretary’s role outlined in annex A,

   and consider the arguments in paragraphs 6-8 of that document.

D. To approve the Revised Mandate for the Audit Committee.
Following discussions in the group on governance, the moderator of the audit committee will present the revised remit for the audit committee separately.

Narrative

Introduction

1. The working group on Governance, Accountability and Staff Policy reported to central committee in August/September 2009. It sought to find ways to adapt to a new ecumenical landscape governance structures first designed in 1938, and to be realistic about future needs and resources. 


2. In its report, the working group drew two key distinctions.  One was between, on the one hand, what CUV affirms as the key role of sustaining the life of the fellowship and, on the other, the lesser role of running the organisation. It was suggested that central committee’s primary responsibility was the first more than the second, while much of the second could safely and helpfully be delegated to the executive. The other distinction was between governance and management, seeking to disentangle the sometimes unclear separation between the two in the life of the WCC. In doing so, it looked for structures that would be efficient and effective. That meant avoiding duplication and unclear lines of accountability.  


3. The report also included detailed proposals regarding the audit committee and a proposed new personnel committee, together with a major section with proposed changes and clarifications of the rules. Central committee approved the sections on the audit and personnel committees, together with a proposal to require the new general secretary to provide an early report on how, given the need for the general secretary to be frequently absent, the Geneva-based operation will be managed effectively. It also agreed to reflect further on how to design meetings and communications to serve more coherently the life of the fellowship. 


4. On the more substantive issues and rule changes, central committee felt it inappropriate to make a decision at that stage, though it did formally acknowledge the opportunities highlighted by the working group for the future shape of governance structures. Within that generally affirmative statement about the direction the group had been taking, it agreed to establish a new group, including a core of members from the old, to continue the work. Until the new “governance review continuation group” could be established, the existing working group was to continue, preparing the way for the new group to take up the task. 


The working group’s reflections on the central committee debate

5. The working group has met once since central committee to reflect on the debate, to make proposals regarding some urgent issues and to prepare this briefing document for the continuation group. The meeting took place in Geneva from 5-7 November 2009. 


6. Having listened to the debates and talked with members of central committee, members of the group were able to reflect further on their report. They recognised that, in focusing as charged on governance and staff, the report had failed to demonstrate some of the breadth now required.  In particular five areas needed more work:

a. The focus on governance and management needed augmenting with a focus on leadership. Leadership was a role for the general secretary but was also a role the WCC understood itself as playing within the wider ecumenical movement. There was some tension here about the nature of the WCC. Movements tend to rise from below and to be disturbing of the status quo. Representative bodies tend to be appointed by established authorities who are part of the status quo. The WCC seeks to be both, but if it is to be both then it needs to be clear where within its life representativeness is most important and where creative leadership should be given its head. 


b. A second casualty of the focus on governance and management was any work at depth on what it means for a central committee to “live the fellowship”. Having identified this as the main role of the committee, the report said little more about it. It was, perhaps, not surprising that people would feel bereft if it was proposed that much of their present role be delegated elsewhere without a full picture being offered of what would replace it.  


c. Theological reflection on the issues was largely lacking. There was room for debate about the appropriate paradigms for theological reflection. Some might want to use an ecclesiological paradigm, while others would question its appropriateness for a body which they would not see as an expression of church. Those keenest to focus on the priority of the ecumenical movement, served by but not embodied in the WCC, might want to use a pneumatological frame, or perhaps a missiological one. Yet others, most anxious to see the WCC modelling alternative ways of exercising power and influence, might want to focus on the theology of the Reign of God. Whatever the approach, however, serious theological reflection on the organisational concepts needs to be done. 


d. Insufficient attention was paid to cultural difference and how it might affect perceptions of governance and management. The model presented had its provenance in Europe and North America, even though it is close to the norm for most international organisations. There needed to be consideration of whether there are other models to be considered, and if so, how they would change the shape proposed.   


e. Finally, the report needed to give more attention to issues of power. It was quite clear that where people reacted negatively to the report it tended to be where they felt a potential loss of power or feared the concentration of power into too few hands. At its heart, the report took it that power to shape the thinking and direction of the ecumenical movement and to speak on its behalf is more significant than power over a shrinking organisation in Geneva. It did not, however, put that understanding centre stage, nor did it spell out how central committee might use its freedom from detailed organisational matters to exercise that more important power. 


We anticipate that the governance review continuation group will want to address these five areas. 

Further work undertaken by the working group since central committee
7. The group felt that further work on how the general secretary relates to governance was needed urgently, given that a new general secretary was preparing to take up office. The group was helped by having both the retiring and incoming general secretaries present at its meeting. The result of its work can be found at annex A. The group had also hoped to have progressed work on the roles of the moderator and vice-moderators, but in the event had insufficient time. These were judged less urgent, so are passed on to the continuation group to deal with.  


8. The group considered the revised mandate of the audit committee, and discussed it with the committee’s chair. A revised mandate will be presented separately by the moderator of the audit committee for the executive committee’s approval.  The group discussed whether the moderator and vice-moderators acting together might be authorised in future to sign off the accounts, to cope with the tight time-frame that prevents consideration in full executive committee, yet maintaining the role at a governance level distinct from and higher than the finance sub-committee of the executive. Further consideration of this issue is required.

9. The group considered the relationship of the WCC to the nascent ACT Alliance. It was clear that a continuing strong connection between these bodies was essential and that this matter should be included in the mandate of the continuation group. Two possible mechanisms were given preliminary consideration:
a. That the main institutional link between the two should, perhaps, be through having the WCC's general secretary chair the board of ACT Alliance. The group considered this sympathetically, but felt that further discussion is warranted which would need to take account of both the potential for conflict of interest and the difficulty for the WCC and the general secretary were this arrangement to become a precedent for other groupings. 
b. That a figure representative of WCC governance should chair the ACT Alliance board. The group felt this approach held the potential for misunderstanding by giving the appearance that the two – the World Council of Churches and the ACT Alliance – were equivalent bodies when in reality ACT Alliance is an expression of the diaconal dimension of the ecumenical movement, not an equivalent parallel body to the WCC. 
Preparation for the task ahead
10. The group outlined a proposal for the process by which the governance review continuation group would undertake consultation with the churches, as required by the resolution of central committee, and with other parts of the constituency. The proposals will be presented to the executive committee as annex B. 


11. The group then began to prepare for the continuation group to undertake the remit from central committee to evaluate the roles, functions and mandates of the committees, commissions, advisory groups and reference groups so as to ensure greater integration and collaboration. In doing so:


a. The Group clarified its terms. It noted that there are:

i. Commissions, which represent and guard the major streams that coalesced in the WCC and have their authority from the assembly. They are advisory and not part of the governance structure. There is very limited overlap with membership of central committee. 

ii. Committees, which are created by the central committee from among its members and are directly accountable to it. With the exception of the executive committee they have no life outside the life of central committee.

iii. Sub-committees, created by committees to facilitate their work. The executive has created some, and two of the committees – finance and programmes – have created core groups or officers’ groups to enable some work to be done between meetings of central committee. 

iv. Ad hoc committees or working groups appointed by central committee or the executive to undertake a particular task. They are not restricted to members of central committee. The governance review continuation group is itself an example of such an ad hoc group. 

v. Advisory groups and reference groups that may have been appointed by the general secretary at the request of staff or a committee. They have no governance role. 


b. The group confirmed its original judgment, formed prior to the central committee but not reported to it, that the executive committee and programme committee should ultimately merge. It urges the continuation group to look carefully at that proposal, designed to remove duplication and promote efficiency.


c. The group identified a series of problems endemic to the commissions.  First, having once had a governance function over the programmes under their aegis, it had been difficult for them to relinquish a governance mindset. The current arrangements, however, separated them from governance, giving them instead of role of leadership in the thought and practice of the WCC and the wider ecumenical movement. Second, linking commissions with particular programme areas narrowed their vision. They became advisers to programmes rather than contributors on their field to the holistic vision of the WCC. Third, the practice by which commissions report to the central committee only through the programme committee meant that it tended to be their recommendations rather than their thinking which was brought to central committee – and recommendations tended to be on detailed issues of governance and management more often than on broad advice.  In setting the agenda for the continuation group it will be important to look for models that clearly separate commissions from governance and from being too closely tied to individual programmes, and that set them free to engage the whole central committee in their thinking.  

d. The group identified a process of evaluation for the various committees and commissions, closely linked to the process for consulting the churches. It includes conversations with a sample of those who serve on them, engagement with the bodies corporately and seeking comments from the churches and other partners about them. 


Annex A

The General Secretary

Preliminary considerations

1. Our original report considered the concepts of governance and management. When considering the role of the general secretary, we wish to add a third concept, leadership. The general secretary is not only the chief executive officer but is also one who provides leadership for the WCC as a whole, not least in the way he or she acts for it in providing leadership to the broader ecumenical movement. Leadership includes at least the three dimensions of initiating, accompanying and relationship-building, sometimes through the general secretary’s personal role and sometimes through delegation to others. 


2. In considering the implications of this leadership role for the general secretary’s relationship to governance, we found some of the existing constitutional language unhelpful. We propose:

a. That we cease to use the term “ex officio”, given that it is differently interpreted in different locations and cultures. Instead the constitution and rules should define clearly the extent of the role each time someone serves on a body by virtue of their office. 

b. That we also cease to use the term “officers”, given that this term, too, is heard differently in different cultural contexts. Instead we should define more fully the role of moderator, vice-moderators and general secretary and whenever a task is delegated to them, list clearly to whom it is delegated. For instance, if it is agreed that the formal signing off of the accounts should be delegated to the moderator and vice-moderators acting together, that is what the rules would say, rather than “the officers”. 
The General Secretary

3. At present the constitution says that the general secretary is ex officio secretary to the central committee. We propose the removal of the words “ex officio”. To be secretary of central committee is intrinsic to the job, not a role played in consequence of holding the job.  It is our understanding that as secretary to the central committee the general secretary is also by virtue of that role secretary to all sub-committees of the central committee. He or she may, of course, delegate that responsibility to others, but when fulfilling it they act on his or her behalf. Normally the general secretary will retain to his or herself the secretaryship of the executive committee. 


4. The general secretary’s leadership role requires an engagement with central committee different from that of either of the two roles in the present rules. Present rules provide for those who can take part in hearing sessions but not in decision sessions and for those who can take part in both. We see the general secretary as taking a full part in both kinds of session up to, but not including, the vote or final stage of consensus decision-making.  


5. We understand the relationship of the general secretary to the central committee and its sub-committees as having seven dimensions:


a. The general secretary resources it, ensuring that arrangements are made for it to meet and that it has the papers, people and other resources it needs to do its work.

b. The general secretary presents to it issues facing the organisation or arising from the fruit of his conversations with the constituency.

c. The general secretary contributes freely to discussion in both hearing and decision sessions.

d. The general secretary advises it, both in matters of policy and of compliance with statutory and constitutional provisions.

e. The general secretary is accountable to it, both in terms of his or her work and in ensuring its decisions and policies are carried out. 

f. The central committee has a responsibility to and for the general secretary, in terms of providing the resources needed to do the job and ensuring the general secretary’s welfare. 


Central Committee membership 

6. We have no clear recommendation on whether the general secretary should be considered to be a full member of central committee. There are significant arguments both ways, and members of the governance group hold differing views. None of the arguments is conclusive. 

7. Against the general secretary being a full member it may be argued:

a. That it confuses the distinction between governance and management.  As chief executive the general secretary is accountable to central committee; it is odd to be a member of the body to which one is accountable.  

b. That it exposes the general secretary, because it leaves him or her with limitless responsibility. As a member of the governing body as well as its servant, he or she is never able to say that his or her responsibility is discharged. 


8. In favour of the general secretary being a full member it may be argued:

a. That the “leadership role accorded to the general secretary, including the power to speak on the WCC’s behalf without having first to check what he or she is to say with a governing body, implies a governance position.

b. That the general secretary is elected by the whole committee rather than appointed, and therefore represents it. 

Annex B

Proposed process for consultation with the constituency of the WCC on the review of governance 
Introduction

1. It has become increasingly clear that major changes to the governance of the World Council of Churches must reflect changes in the vision, role, power relations and social reality of the WCC within the ecumenical movement and will have a major impact on those matters for the future.  Therefore, governance changes should not be entered into lightly and should only take place after comprehensive consultation with the member churches and constituencies of the WCC.

2. Among the changes which have been and are reshaping the WCC and its relationship with the ecumenical movement are:

· the CUV process with its affirmation of the council’s key role in sustaining the life of the fellowship, 

· the growing multiplicity of ecumenical actors who are now carrying out roles that used to be the responsibility of the WCC, 

· the continuing shift to the Global South as the centre of gravity for the Christian world, 

· the financial constraints facing the WCC and its member churches, and 

· the increasing attention being given to the WCC’s role in fostering the coherence in the ecumenical movement

The impact of these and other trends need to be accessed as part of the consultative process that leads to proposed governance changes.
3. The beginning of the term for a new general secretary is an ideal time for a new period of consultation and engagement with member churches and constituencies of the WCC on the vision, role, and governance of the council.  We are proposing, with the concurrence of the general secretary, that a centre piece of the consultative process we envision be the meetings he has or will schedule in the various regions of the world during his first year in office and that this mode of consultation will continue into the future.

4. While we envision a formal written consultation with our broad constituency, issues of this importance and emotional investment also need a consultative process that is primarily relational and that can reach out to those who may be more comfortable with relational and dialogical processes than with formal or written processes.

5. While this process needs to be very thorough, we are also aware that it needs to be completed by the end of 2010 if we are to be able to take the steps needed for decision making and constitutional change that will be necessary for major governance change by the time of the next WCC assembly in 2013.  

Content of the consultation process

6. In taking action calling for this consultative process at its meeting in August 2009, the central committee instructed the continuation group, “to consult with the churches concerning the future shape of governance structures, and the partners concerning programme, as discussed in paragraphs 8.1 to 8.9 of GEN 10” (the document presenting the Working Group on Governance).  While further scenarios need to be developed for testing in the consultation process, this action sets the parameters as to the content of the matters on which the wisdom of our constituency is to be sought as proposals are developed for governance changes.  Among the assumptions on which the continuation group will be working and which need assessment in the consultative process are that:
a. The important and developing role of the WCC in a changing global and ecumenical context requires governance that is efficient, flexible and vision-focused. There is significant room for improvement in present structures if they are to model best practice. 

b. The global financial crisis and the need to accommodate to a “polycentric” ecumenical environment suggest improvement will not be enough. More significant change will be urgently needed.  

c. Each governance body is both an expression of living the fellowship and part of the machinery for running the organization. The higher level governance bodies – the assembly and the central committee – are more concerned with living the fellowship, setting the vision for the ecumenical movement, and promoting coherence in the ecumenical movement, but each has its own distinct role in running the organization. The executive committee is primarily concerned with running the organization, but in a way that is always accountable and consistent with the policies set by the higher governance bodies.  The staff is expected to implement policies approved by governing bodies, and consultative bodies accompany the work of and offer advice to both governing bodies and staff.  

d. The four functions of governance, management, implementation and advice need to be kept conceptually distinct. Governance governs and management manages. Governing bodies should be setting vision, mission, strategic objectives, limits and guidelines.  Management should be held accountable for fulfilling the vision, mission and strategic objectives, and operating within the limits and guidelines, but should be left free to organize its work as it does so.

e. WCC is unusual in having three levels of governance – assembly, central committee, executive. It is vital that functions are not duplicated between them, but each has its own distinct role within a single line of authority and accountability. All but the higher levels of governance should be delegated to the executive committee. The higher governing bodies should focus on ethos and identity, vision and mission, reflection and broad outcomes.  Concrete models to express these assumptions should be explored and tested in the consultative process.   

f. Not only governing bodies, but also individual roles should be clearly defined. Definition of the roles of the officers is provided. Work on role descriptions and induction processes for members of governing bodies is recommended.

g. Present committee structures of central committee, and the way central committee organizes its work, are less than ideal. New patterns for central committee meetings and a thorough evaluation of committee effectiveness are recommended.  A serious look should also be taken at new terminology for naming governance structures.  Two new sub-committees of the executive – an internal audit committee and a personnel committee – have already been proposed by the central committee.

h. The role of commissions and advisory groups is not to manage particular programs but to offer wisdom to the whole of the WCC in relation to their particular area of concern.  Access needs to be clearly available for commissions and advisory groups to offer their wisdom in the visioning and decision making process.

i. The present governance structure is judged unsustainable in the long term, and possibly even in the mid-term. It is too expensive, and not well adapted to the changing ecumenical scene. Questions are raised about the size and frequency of governing bodies, and a number of possibilities explored. Questions must be addressed about the best way for partner bodies that are not churches to enhance the ecumenical movement and to be appropriately engaged. 

Process for Consultation

7. Five major components of a consultative process are recommended, all of which will need to take place in 2010.

8. A written questionnaire will be sent to all member churches and other constituencies covered by the “member church list” seeking their feedback on the basic issues and directions being considered for governance change.

9. As mentioned above, the centrepiece of this consultative process will be meetings and conversations that the general secretary will be having with core constituencies of the council in different regions of the world during his first year in office.  He will be asked to secure input from the regions on their perspectives on the vision, role, structure and governance of the WCC for the 21st century, and a process will be developed by staff for collecting and collating this data for the review process.

10. In order to be sure that the feedback of all major constituency groups has been obtained, special efforts will be made to have dialogue and consultation at meetings and events of major constituency groups during the year, such as:

· Contacts and meetings arranged through the regional desks and the church and ecumenical relations office

· The meeting of the ecumenical officers of member churches in May

· The WCC round table meeting in June

· The leadership gatherings of specialized ministries, especially those related to the ACT Alliance

· Christian world communions

· Commissions and advisory groups of the WCC

· The Permanent Committee on Consensus and Collaboration

· The Presidents of the council

· Telephone interviews with members of the central committee and other key leaders that may not have been contacted otherwise

· “Edinburgh 2010” ecumenical mission consultation in June

11. A progress report will be brought to the executive committee at its meeting in September 2010, and they will also be consulted, in light of the feedback already provided, as to what key concerns they might have as the process moves forward to final recommendations to the central committee in February 2011.

12. The continuation group, with the help of the staff, will seek to have a final report on this specific consultative process for its meeting in the fall of 2010 to serve as a foundation for its work in developing its report and recommendations for the central committee.    Following the action of the central committee the process of consultation with the member churches will need to continue as these proposals, in more concrete form, move forward toward the assembly.
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