Conference Leadership Team Meeting Minutes

September 30, 2006 – 9:30 a.m.-3:30 p.m.
Present: Bishop Bob Hoshibata, Greg Nelson, Jesse Bynum, Todd Bartlett, Ardis Letey, Deb Payne, Dean Yamamoto, Kim Fields, Gerry Hill, Brian Shimer, Jim Monroe, Donna Pritchard, Jo Japs; Bill Gates, Karen McGillivray, Dean Hollomon, Joan Collison; Staff: Bob Meyers, Turella Woods, Scott Harkness, Lisa Jean Hoefner, Linda Sullivan (Note: Italics indicate voting members) Not present: Tom Wogaman
Contents:
Gathering and Devotions
1
Eric Law Follow-up
2
CDT Update
2
Capital Funds Campaign
3
Annual Conference Debriefing
4
Legislative Process
5
CFA Transition Briefing
5

Apportionment Report
6
Operating Budget Report
6

CM Fall Convocation
7
CM Personnel Committee
7
Immigration
7
Excellence in Leadership
7
Connecting for Mission
8
Safe Sanctuaries
9
Vision Statement
9
Annual Conference Action Item
10
Faith Grants
10
CLT Meetings
10
CORR Monitoring Report
10
Closing

11


Next Meeting
11
Gathering and Devotions—Bob Hoshibata
Bishop Hoshibata began the meeting with a reading of Phil. 4:8-9 from both the NRSV and The Message. Our focus for the Conference is not just being good, but being the very best we can be.
The bishop quoted from a book called Good to Great by Jim Collins. In his book, Collins says, “good is the enemy of great.” He advises taking a look at companies that made it from good to great and those that didn’t. Bishop Bob said that sometimes it’s what isn’t there that we need to focus on. So, what did not appear in good companies? 

(1) They did not have a larger than life celebrity from outside the company. The best came from within. 
(2) They did not pay huge salaries.
(3) The main thing was that they did not focus on what to do, but focused instead on what not to do. Greatness was a matter of conscious choice: They wanted to be great.

The Conference needs to make the conscious decision to be not just good, but great. We should not be worrying about all the little things we need to do, but thinking about what we need not be doing. Think of what is great in each of us, so the best in all of us can become obvious.
The bishop again quoted from The Message, “Summing it all up, friends, I’d say you’ll do best by filling your minds and meditating on things true, noble, reputable, authentic, compelling, gracious—the best, not the worst; the beautiful, not the ugly; things to praise, not things to curse. Put into practice what you learned from me, what you heard and saw and realized. Do that, and God, who makes everything work together, will work you into his most excellent harmonies.”
Eric Law Follow-up—Joan Collison, chair, Commission on Religion and Race
Expectation: 
Joan said she had sent a memo to the district superintendents to ask if they were willing to work on issues in their districts, but had received no response. CORR would like support from the Cabinet. She said she was interested in being invited to come into districts to do workshops. She asked for CLT’s help in this.

Joan reported on the Sept. 30 Boise event with Eric Law. About 30 people attended and began to learn about how to deal with racism in our Conference. She said that Eric Law has a low-key way of dealing with issues that allows people to learn without feeling threatened. He laid a good foundation. She pointed out that is it important now to get word into districts and churches. 
Scott reported that members of the national staff of the Hispanic Ministry Plan had come to the last Hispanic Ministries Council meeting to help work on Conference ministries. The Council is interested in partnering with CORR in dealing with anti-racism, inclusivity, and diversity training.
CDT Update—Scott Harkness, director, Connectional Ministries
Expectation: 
CLT would help provide names of laity who might be appropriate members of the CDT.

Scott reported that a new team is being created called the Conference Development Team. It will replace the old Conference Development/Redevelopment Team. The team wants to move away from managing funds and distributing money for revitalization into new starts and new development. In the course of reorganizing, the team has placed a moratorium on grants and loans. 
The new team will consist of ten members, both clergy and laity. These folks will be representing  various geographical areas, ages, experience/passion, and knowledge of church development and revitalization. The team has already identified some members, but does not yet have enough lay people. The problem is finding laity who are interested and have the time and necessary qualifications. 
Capital Funds Campaigns—Jim Monroe, chair, Council on Finance and Administration
Expectation: 
Need feedback, guidance; we’d like to come back with a systematic proposal for Annual Conference.
A request for a capital funds campaign has been brought to CFA by Camp and Retreat Ministries. CFA named a subcommittee of Todd Bartlett, Bob Meyers and others to look at the issues involved in a funds drive. The Conference has had these campaigns in the past, but the point is that when we have an aspect of Conference life that needs significant money, we look at a major effort.

A question is: Does this approach work any more? CFA is looking at other conferences to see what they are doing about raising significant amounts of money. By definition, a major funds drive provides money for program, staff, etc.; a capital funds drive means “bricks and mortar.” 

Another question is, when you do a funds campaign, do you combine two or more emphases or go for one thing only. Historically we’ve done combined campaigns for figures like $5 million.
Todd explained that the last campaign for camping was in the early 1980s. When we added up the needs for all our camps this year, we found a need for about $12 million. Lee Hunefeld, former CRMT chair, suggested we ask for $7 to $10 million. We want to be able to come to Annual Conference asking for a decision about whether or not to move forward. Each site has list of things they want and/or need to do. The following, which represents all the sites, is not an exhaustive list but gives an idea of the scope and extent of needed work.

· Sawtooth – Repair and replacement of lodge roof (new in 1981); replacement of “old” lodge with storage, bicycle barn, and craft room

· McCall – Development of winter recreation base camp for cross-country skiing and snow-shoeing; base camp for mountain-biking, hiking, and backpacking; and handicap access.

· Wallowa Lake – Building small and large group meeting spaces, including a chapel, to complement new deluxe yurt cabins for housing adult and family programs

· Suttle Lake – Replace upper cabin circle shower house; meet new requirements for sewage system to connect WML and any future cabins with lower circle septic systems

· Alton L. Collins Retreat Center – Build new sleeping room wing (likely in two new buildings to comprise a new wing) to accommodate queen beds and other upgrades that meet today’s standards; provide more break-out meeting rooms; and allow two overnight groups to be housed at a time (new sewage treatment requirements may have to be met first)

· Latgawa – Remodel Damascus cabin; add a new cabin; and upgrade Uncle Joe’s to increase adult-friendly beds and meeting spaces; replace old gas lines throughout camp
· Magruder – Replace 2nd-floor dorm beds with new double cabin/lodges with greater flexibility for families and adult use as well as children and youth; make safety and sanitation improvements to kitchen prep and storage areas; build new environmental ed lab/meeting spaces   


Another piece of this whole effort is to look at being in ministry beyond our own Conference with Gulfside Retreat Center near Buloxi, Mississippi and Camp Lemoa in Guatemala.

Jim reported that of the last three fund drives in the 1970s and 1980s, the first two were fairly successful and didn’t have a lot of impact on local church giving; the last one had little support to begin with and giving to the Conference was affected negatively. 
Jim went on to say CFA will gather information, the proposal will go to Annual Conference, then come back to CLT. National information indicates that single issue campaigns are more successful than combined campaigns. He cautioned that we don’t want to water it down too much. About three issues seems to be optimum.
Ardis Letey said that our government is putting staggering debt off onto our children by not paying for things now. We need to take care of this so it doesn’t get put off on our children.
Jim explained that with a major funds drive, initially there are major gifts that may raise about 25% of the needed money; then come the middle-tier donors who provide maybe another 20%; next we go to the churches for the remainder. Churches usually get some initial cash up front; then they solicit three-year pledges. Katrina-type, short-term giving is extremely generous, but whether churches will commit to “less glamorous” long-term goals is never sure.
Jim wrapped up the discussion by saying CFA will have met by the next CLT meeting. They will report back with more information.
Annual Conference Debriefing—Scott Harkness
Expectation:
To give CLT the opportunity to chat about how Annual Conference went, what we thought of the innovations. I’d like feedback about what worked and what didn’t. 

There was general discussion about Annual Conference. The consensus was that the Discipleship Groups and the Discernment Groups worked well, though some felt there wasn’t enough time to really get into discussions in the most meaningful way. It was also difficult for some groups to go directly from collegial discussion to floor debate, that it was a kind of jolt. Others felt the discussion in small groups prepared them for the work of the larger body and led to a gentler, more civil atmosphere.

There was a suggestion that the name of one of the groups be changed to eliminate the confusion between two groups with such similar sounding names, but Bishop Hoshibata said he was sticking with the same names again next year. Folks seemed to agree that group leaders needed more training and better planning.

The legislative process used at Annual Conference came under considerable fire. Many felt that people vote without really understanding what they are voting on. Some said skillful speakers can sway people too easily on some issues—and that the same people often speak too much.
People generally liked the way immigration and Native American gambling were handled. It might be good to have more dialog, more conversation, before people are asked to vote. But everyone agreed that time gets to be such an issue that every item can’t possibly be discussed fully.

Legislative Process—Bill Gates, pastor, Parkrose UMC 
Expectation:
To change the focus of Annual Conference.

Bill Gates presented his ideas on the legislative process at Annual Conference. He said he would
like to see us change the focus of Annual Conference. “We need to ask if we’re there to make rules,” he said, “or to equip disciples and send them forth.” Gates felt that the biggest block of time goes to administration and that it is a formal time that drains people’s energy. Some people get into it, but many don’t.
He went on to say that we’ve been making incremental changes such as Discernment Groups and Discipleship Groups, but that we need to continue shifting the focus. We can’t just keep adding, but also need to get rid of some things, he pointed out.
There followed an energetic discussion about our current process, ways it could be changed, ways people could learn more about various issues.

Gates suggested that CLT could bring an Action Item about a different way to do legislation. It could be run through a screening process that puts it in front of people and requires it to get some attention prior to Conference. This would mirror the initiative process in Oregon. 
His proposal would require local churches or groups to collect 40 signatures from Annual Conference members just to get an item presented. That would shift our time from too much legislation to workshops that would enable us to do ministry.
Questions came up such as: Is legislation the most important thing we do? Does it have to be done? Can we limit legislation? Can we give it four hours and then table it? Maybe we’d have to deal with some important legislation, but we can limit the time and make sure higher priority things get that time.
One person experienced the most exciting time in small groups sharing Christian conversation. He suggested we step away from legislation, saying we need to be honest that legislation makes little difference in the local church. 

Finally the discussion turned to how the four days we spend together can be the most fruitful? Is there a way to do year-round conferencing beyond those four days?

Bishop Hoshibata said that CLT has the responsibility to take this discussion to the Sessions Committee. It is up to them to set a vision for our time at Annual Conference. The wisdom of CLT needs to be brought to bear on legislative decisions. We should determine how legislation is brought to Annual Conference. Other things may have to go through a more formal process, but there are many ways to deal with legislation. Before we get to Conference, this group can do some of that work. This CLT, having had this conversation, might pop up at Annual Conference and offer suggestions on other ways to do things. For example, to say, “Let’s take time for discussion.” This group is going to lead us into new ways of being and doing things.

CFA Transition Briefing—Jim Monroe
How do we, as an Annual Conference resource, bring incoming chairs and council chairs up to speed when there’s a transition in mid-stream? What kind of reports are people getting from CFA, the treasurer’s office? What kind of information are we providing? How do we communicate smoothly? The incoming chair doesn’t always get the appropriate documents from the past chair. The information is not always made available to the persons responsible. 

That expands into the Spending Plan. What are you not getting? Are you getting what you need? What would be helpful, especially when it comes to the Spending Plan? 

The question was asked, “What is a Spending Plan?” Jim explained that we budget a certain amount for the entire year. The budget is approved by CFA and Annual Conference for funds to be expended based on the premise that we will receive 100% apportionments. But when apportionment receipts are down, as they are now, we have to give guidelines for spending to stay within the budget. 
Whenever a group goes over the amount approved for the Spending Plan, that money has to come out of reserves. If we spend our reserves down, we will have no hedge against a major crisis of some kind. If we have a crisis, we have to live on cash reserves until we can find our footing again. We try to keep three months’ reserve on hand. Right now we are down to about one month. Cash flow is always a problem because churches don’t send in equal amounts each month, with the bulk of the money coming in at the end of the year.
It was suggested that CFA be given names of new people taking office in mid-year by either the Nominating Committee or staff connected to various groups and that CFA consider offering a training of some kind for those new to the business of administration. Jim said CFA would work on the idea.

Apportionment Report—Bob Meyers, Conference treasurer
Bob handed out a set of charts. The top page showed apportionment receipts by district. The second page showed apportionments by funds. The third page showed data on apportionments received to date compared with last year at this time. (Contact Bob for charts.)
Jim said to bear one caveat in mind: Ordinarily a large amount of apportionment receipts come in during the last two weeks of December—and we have come to count on that. However, that hasn’t happened for the last two years. We don’t know what that will mean for this year. If we knew that big bump was coming, we would be rejoicing because we are ahead of last year at this point. But we don’t know where we will end up. If the Spending Plan is adhered to and we do get the good bump, we will be able to restore reserves. If not, we won’t. We don’t know actual receipts until two weeks after the end of the year. In today’s world, we have to have reserves in order to operate throughout the  year.
Operating Budget Report—Bob Meyers
If you find that you are going to blow the Spending Plan, said Jim, CFA is authorized not to issue another check. If you see that your group is going to get to that point, contact CFA. Our goal is not to shut down the Annual Conference, but to make sure that we don’t get forcibly shut down later. Please send hard copies of your requests as well as electronic ones. We have to have a paper trail. Let Bob know, too.
Bob explained that a change in personnel had just occurred in the Conference Office in order to hold the treasurer’s office to its responsibilities to the Spending Plan. The accounts receivable position was eliminated; Tami Sjostrom is no longer with us. Bob said CFA had thinking about this change for some time; the decision needed to be made now. The accounts receivable tasks will be divided up among remaining staff.

.
Todd said that the Camping staff has had changes too. Roy Quist is no longer at Magruder. He will continue to reside there for a time; he and his family are moving to Virginia. Miranda Lovegren will serve as interim. 
Also, Eva LaBonty and Greg Clensy, who have served at Camp Latgawa for the past five years, will be moving in January to join Nanci and Steve Hicks at Alton L. Collins Retreat Center, serving in several roles: office, food service, maintenance, program development, hosting. 
Magruder and Alton L. Collins, formerly budgetary mainstays to CRMT, are bleeding red ink, however they are getting back to a good financial footing. 
CRMT is interested in CLT’s suggestions for replacements for the vacated positions, but will not be seeking people immediately.

Connectional Ministries Fall Convocation—Deb Payne, chair, Connectional Ministries Table
The Connectional Ministries Table meets again on Friday, Oct 20; the group will also gather on Saturday at the Convocation. On the agenda is the 2008 budget, the current Spending Plan, setting goals for 2007, what kinds of things are on our plates, how we set aside the “not important/not urgent” matters and concentrate on what we need to be doing.
Connectional Ministries Personnel Committee—Deb Payne
The Connectional Ministries Personnel Committee is made up of Steve Sprecher, Brett Strobel, Scott, and me. The CMT is already looking at Scott’s position: how to grow as a manager, succinct policies for performance assessment, salary adjustments, how to communicate with staff. 
Immigration—Joan Collison
The Western Jurisdiction chairs of Conference CORR groups recently met in Tucson, Arizona to discuss issues related to immigration, the biggest issue facing CORR right now. They went to Mexico to a place called the Brickyard where they talked to people who were taking their lives into their hands just to come and talk. One woman reported that many deaths had been reported to the coroner, but because the bodies, including those of children, were scattered in the desert, the coroner could not locate them. She encouraged us to talk about the inhumane situation to everyone…to just keep talking about it so people will understand what is happening. Pray also for the people who have made it across the border. Remember that we pay less for our food because we have people doing servant work that we don’t want to do.
Excellence in Leadership—Bob Hoshibata
The Task Force on Excellence in Leadership has met three times, thanks to a Collins Foundation gift. The Task Force started off with 12 people: one layperson and one clergyperson from each district, a Cabinet member, the lay leader, and one bishop. That’s a good biblical number, 12+1. The group has been looking at the whole picture of leadership in the Conference. 
The bishop then shared his vision of leadership in the Conference.

1. Identify the gifts of leadership:

· Through the Nominating Committee process

· Develop a pool in MissionBase of talents, gifts, interests

· Develop a pool of visionary leaders, people who are making change happen
2. Offer a variety of opportunities to the Annual Conference for leadership development:
· Seminars

· Training in district settings
· Book discussion in Mission Clusters
3. Establish a Faith and Life Academy to offer a model for leadership development that can replicate itself in local churches that is:
· Biblically based

· Theologically sound

· Dipped in the Wesleyan Spirit

· For a limited time including an outreach opportunity

Connecting for Mission—Donna Pritchard, Southern District superintendent
Expectation: 
Brief conversation with CLT regarding where we are with Mission Clusters. What are your hopes and dreams? 
Cabinet had a spirited discussion about Connecting for Missions, or C4M. They talked about where we are currently. Some groups are well established; others have not even been organized yet. There is a need to shift some connections, and there is some confusion. Our big question was: Are we still committed to this? The Cabinet is advising we continue the program.
Greg commented that Salem’s seven churches and Hispanic Ministry went together for an Igniting Ministry grant. They bought TV, cinema and radio advertising. They put out artwork for door hangers and focused on a shared Easter sunrise service. Everything went together well…except the weather. It’s hard to evaluate whether it changed anything. The coordinating elder was appointed somewhere else and that and other leadership changes made it difficult. They are still looking at a Hispanic Ministries focus. Churches have been told they have to work together. Greg said people were still asking, “Can we find meaning in it and usefulness? Do we have a choice to continue? Is it project oriented or is it about ongoing relationships?” He concluded they don’t have answers to those questions.
Todd talked about InterMission, the Mid-Valley Mission Cluster, that has met regularly, doing training in specific areas useful to local churches. They have a choral concert coming up in Corvallis to support Campus Ministry. They have a Gulf Coast mission trip planned. There are still struggles with being tied to local churches and not able to go beyond that paradigm. The groups seem to be able to do projects together, but to be a single group? Not so likely. And pastoral changes upset that, too. Our laity are not taking on leadership to keep it going in the face of clergy changes.

Dean Hollomon said the Common Cup Youth Group is working well. The pastors didn’t work well together otherwise, so the laity just went ahead anyway.
Safe Sanctuaries—Deb Payne
A task force on Safe Sanctuaries was formed including Scott, Ardie, Kim, and Deb. They had one meeting in December, with two others scheduled. They have gathered information from other conferences using the Safe Sanctuaries programs so they don’t have to reinvent the wheel. They decided to look at all the programs side-by-side and make some choices. They have gathered information from Central Pennsylvania, California-Nevada, Texas, and the Safe Sanctuaries book. 
The first draft of a Conference policy has been prepared. Is this still a priority? Should the group keep working? Do you want us to come back in December with a policy? We will send a draft to a number of people: CRMT, youth, Boy Scouts, etc. for their input. We will bring back more information at the next meeting.
Vision Statement—Bob Hoshibata
We have done some conversations and research here throughout the last months. We have said a vision statement is short, concise; mission statements are longer and more comprehensive. Others have argued the opposite. Both were right. Some people define it one way, and some the other. 
Bishop Hoshibata asked, “What is your thinking about a vision statement and plan of action?”
The bishop made clear that he believes what we need is a vision statement that is short and sweet. “When I ask people what it is, I want them to be able say what it is,” he said. “Like Herbert Hoover’s ‘a chicken in every pot,’ or ‘a car in every garage.’” We need to decide what our vision is as a Conference. We do not need personal, district, local church visions, but one cohesive vision statement at the Annual Conference level.
What is God’s preferred vision for our Annual Conference? The place to arrive at a vision statement is not in a group of 20 people sitting around a table—unless we say no one can leave until we finish our work! The most effective use of time and energy is to ask a small group of people to have a conversation about our vision. A case in point is the California-Nevada experience with their vision statement. In order to get the vision statement down to 11 words, it took them 18 months of work! 

Bishop Hoshibata then made a proposal that CLT allow Scott and himself to do some thinking about who can come up with a vision statement that is short and sweet to guide our work—a statement that will carry us through the quadrennium 2008-2011.

But what do we do in the meantime? If CLT is open to it, he suggested, we will steward the vision until 2008 through the Annual Conference themes: “Boldly Making Disciples,” and “Giving God Our Best,” plus next year’s theme.
There was general consensus to let Scott and the bishop work on the process. They will come up with a list of names of people to work on the vision committee and then come back to CLT. Then over the next year to year-and-a-half, that group will work to come up with a vision statement for the next quadrennium.

Annual Conference Action Items—Scott Harkness
Expectations: 
Put Action Items on our agenda that CLT is supposed to handle; revisit what we have done at our spring meeting prior to Annual Conference.

Scott handed out a chart of Action Items passed at Annual Conference. The chart is designed to be used with the Conference Journal. The chart indicates the business that needs to be attended to and the people who need to do it.
Faith Grants—Deb Payne
Deb stated she would take the discussion of faith grants to the Connectional Ministries Table before talking about it at CLT.

CLT Meetings—Deb Payne
There was discussion about whether or not CLT was meeting often enough and long enough to be effective at leading the Conference. The bishop said he would consider meeting on Friday evenings and all day Saturdays and announce his decision later.
CORR Monitoring Report—Joan Collison

The UM Reporter recently did an article on our church’s chronic affliction of racism. I don’t think our Conference quite gets it yet. I don’t think we have the big picture.

Joan reported the following statistics: 

11 men were present
 who spoke 107 times
10 women spoke 78 times
11 clergy were present who spoke 65 times
10 laity spoke 80 times
19 whites were present who spoke 141 times
  
2 people of color spoke 2 times
  
1 young adult spoke 4 times
  
5 staff spoke 32 times
Racial ethnic issues that were raised:  

· Eric Law's workshop, 30 attended—very positive feedback

· Hispanic Plan mentioned twice

· Hispanic Training Institute met with Hispanic Council and several churches

· African American Camp: Gulfside, Mississippi completely destroyed by Katrina twice

· Ethnic ministries—Is the budget factored differently to allow for their importance?
· Bishop used Eric Law's example on the importance of invitation

· Immigration: meeting of WJ CORR chairs in Tucson, and trip into Mexico, groups   receiving  GCORR fund
s
· McMinnville church working on immigration issues

· First UMC in Salem experienced controversy over immigration during worship service

· Nampa will be using Eric Law’s Bible study format

· Creation Vacation had Hispanic camp, and more planned for next summer

· Richard Pimentel of Nampa is a well respected diversity trainer

The question came up about how things would be different “if we did get it.”
Joan said that everything we do would have some concept of who is missing or how that missing person’s group is affecting our ministry. Our churches are so white. We don’t use words, expressions, pictures that say we are inclusive and welcoming. How are we exhibiting the principles we have learned from people like Eric Law? We need to invite people to speak, to participate, to be full partners.

The bishop said that it appears to him that we have a good balance of male/female; clergy/laity. This report gives us a picture of who we are and how we operate. We’re at a good place, though we can always improve.

Closing – Bob Hoshibata
In concert with our earlier sharing about great companies, a portion of Collins’ book lists 50 characteristics of good leaders. Among those characteristics are what these leaders do not do, what is on their “To don’t” lists.
For instance, a good leader will not open business email during time off. We don’t want to spend too much time on things we shouldn’t be spending time on. Think about the time you spend on wasted effort that could be focused on the life of the church.
Finally, Bishop Hoshibata shared these words of wisdom: Leaders who are at peace with themselves never work in a place where laughter is rare, and never work for a boss who never laughs.
Next meeting
The next meeting will take place on December 5, 2006; location to be announced.
Minutes taken by Linda Sullivan, Director of Communications
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