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Version of September 2007

Quaker Stewardship Committee

Who does what?

Drawing up an agreement (a ‘Memorandum of Understanding’)

between an Area Meeting and its constituent Local Meetings

This commentary has been developed to help to clarify who does what between an area meeting and its constituent local meetings. It looks complicated but meetings should just take what they want from it – quite simple agreements will usually suffice. However, it is always good practice to be clear about where responsibilities lie and the Quaker Stewardship Committee (QSC) hopes that the principles used here may help other Quaker groups to draw up similar agreements – for example, between area meetings and Quaker gatherings.

Introduction: area meetings and local meetings 

Yearly Meeting in 2005 considered the recommendations of the RECAST report.  Minute 25 includes the following:

We agree to take forward the recommendations … on the functioning of monthly meetings and their relationship with their local meetings. We pray that this will help release Friends in each monthly meeting to build a community of local meetings, strengthening their worship and witness.

Local meetings have traditionally been seen as relatively independent entities, ranging from preparative meetings with complete structures of local committees for undertaking all their functions to very small recognised or notified meetings with virtually no formal business structure. Yearly Meeting in 2007 removed the distinctions between local meetings by removing the terms ‘preparative’, ‘recognised’ and ‘notified’. All are now ‘local meetings’, making it much more important to be clear about who does what within the overarching area meeting.

How do area meetings help local meetings to do all that they need to do?

How do the trustees of an area meeting ensure that proper responsibility is exercised at all levels?

In the discussion that follows, references have been given to sections of Quaker faith & practice (Qfp) for which revised text was agreed at Yearly Meeting 2007 (in particular the new text agreed for Chapters 4), but wherever possible there is also cross-reference to equivalent sections in the 1994 edition.

What does a ‘memorandum of understanding’ do?

Drawing up a memorandum of understanding between an area meeting and each individual local meeting helps everyone to be clear. It is an agreement that is not set in stone. It can and should be modified both in the light of experience (what really works in practice) and with time, as the local meeting develops, becoming larger or smaller. It needs to be reviewed regularly and whenever either partner feels it would be helpful. Having an agreement should help with:

1
Changes in the communities of Friends

The RECAST report recommended a change in focus of area meetings, emphasizing their role as a community of Friends. It recommended far more flexibility in the way responsibilities are carried out, with these being suited to the needs and capacities of individual meetings.

2
Charitable registration

The area meeting is the charitable unit and the level at which charitable registration will normally take place. With the ending of excepted status area meetings will increasingly be required to register, and those which have not already done so are now being encouraged to adopt a governing document and to appoint trustees. This involves writing down what the trustees are enabled to do to further the interests of the whole area meeting.

3
Trusteeship

The responsibilities of trusteeship have not changed, but we are developing an increasing understanding of the implications of trusteeship for area and local meetings. In particular, trustees will be responsible for the whole of the area meeting charity including the local meetings, although it is permissible for trustees to delegate their authority for specified matters to local meetings or to committees. In practice many of the day-to-day decisions and the running of local meetings will be delegated to local Friends.

These developments may lead to adjustment in the relationships between area meetings and their constituent local meetings. However, our meetings are mutually interdependent, with the same overall purpose. It has always been a part of our gospel order that decisions which affect a local meeting should be made locally, with wider testing where appropriate; this has not changed.

Using a memorandum of understanding

A memorandum of understanding can fulfil the following roles:

a)
It can clarify what has been agreed between the area meeting and the local meeting about who is responsible for what. It can set out what the local meeting will do itself, what another local meeting will assist with, and what the area meeting will see to on its behalf. By setting this out in a formal manner the memorandum can prevent misunderstandings and form a basis for regular review.

b)
It can indicate how the trustees will formally delegate certain powers and tasks to other groups of Friends, though remaining ultimately responsible. 

The memorandum of understanding is not a legal document but a written record of arrangements, although some of the items in it, such as the delegation of trustees’ powers, may have legal implications. As it sets out obligations and responsibilities it should be adopted by each meeting concerned by a formal minute, and it should have a cover sheet signed by the clerk of each meeting.

Attention is particularly drawn to Chapter 4 of Quaker faith & practice. New text was adopted by Yearly Meeting in 2007, providing guidance about the roles of area and local meetings and how they relate to each other. Note especially the new text of §4.10 and §4.33 (based on the old §4.07 and §4.38), which are lists of tasks or responsibilities for area and local meetings. They cover the sorts of issues that might need to be included in a memorandum of understanding. Only the first and third items on the list in §4.33 were seen as fundamental to all meetings regardless of their size – these are the need to arrange for regular meetings for worship and the need to nurture and sustain the spiritual life of the meeting and the pastoral care of those associated with it.

Normally, a separate memorandum would be drawn up by the area meeting with each of its constituent meetings, tailoring the details to suit each of them individually (according to their size, whether or not they have a meeting house, and so on). A small group of Friends might be appointed to work with each meeting in turn to work out what will best meet their needs.

We have illustrated this in the Appendix to this paper by using a simple minute that could be appropriate for a small local meeting (Example 1) and by a table and check list for a larger one (Example 2 - but of course a memorandum can perfectly well be written as a piece of continuous text).

Trusteeship: using the governing document for delegation of functions

Many area / monthly meetings have been working on or have already adopted a governing document based on the template circulated by QSC. This contains a Clause (18) that relates to the delegation of the powers of the trustees and another (Clause 15 xvi) relating to committees and other bodies.

Charity trustees are not expected to be personally involved in running all parts of their charity. Rather, they must be informed about what is going on and they must take an oversight of the charity’s assets (such as meeting houses) and the stewardship of the charity’s resources.

Large local meetings with meeting houses have traditionally received little oversight from monthly meetings. They undertake all the tasks listed in §4.33 of Quaker faith & practice (§4.38 of the current edition) and run their meeting houses, manage room hiring and so on with complete independence. There is no reason why this should not continue, though the area meeting’s trustees do have an overarching responsibility to ensure that good practice is being followed and they should be aware of any major developments affecting the overall financial position of the charity. It would therefore be helpful if two or more of the trustees are members of the meeting and serve on its Finance and Property Committee (or equivalent) so that trusteeship powers can be delegated to them under the terms of Clause 18; alternatively a second trustee from a neighbouring meeting might be appointed to help, bringing the benefit of external experience.

Example 3 in the Appendix gives an example of how the trustees of an area meeting might formally delegate some of their powers to a large local meeting.  This formal delegation is more than an understanding – it has legal implications. Making this formal delegation does not remove the need for drawing up a memorandum of understanding covering all the other matters listed in Qfp §4.33.
In many cases it will not be practicable for two trustees to be associated with each local meeting in this way. However, the local meeting may be seen as equivalent to a committee of the area meeting. Its meeting for church affairs would conduct its business as at present. The meeting should have a list of responsibilities based on the list in Qfp §4.33 (and see below), authorising it to undertake tasks under the terms of Clause 15 xvi of the governing document. Its minutes should be communicated to the area meeting clerk and to the clerk of the trustees so that they can pick up any items that impinge on their areas of responsibility. The local meeting should work within budget limits approved by the trustees – this ensures that the trustees are aware of any major work that is planned but are not involved in the minutiae of running the meeting. Example 2 below will help in drawing up this agreement.

Contents of the memorandum of understanding

The memorandum of understanding needs to contain enough detail to be clear about who is doing what.  It might cover the following main areas:

1
The responsibilities of local meetings as set out in Quaker faith & practice.
Each local meeting needs to consider the list of responsibilities listed in Qfp Chapter 4, considering what it can do itself, what is best done in conjunction with another local meeting, and what is best done through the area meeting.

2
The legal responsibilities of trustees for ensuring proper stewardship of assets, and for seeing that statutory requirements are met. The following matters may be covered under this heading and these are exemplified in the checklist in Appendix 2:

Financial aspects

Property management

Employment

Legal compliance

3
Factors specific to the area meeting and the local meeting, such as particular activities carried out, particular funds, special charities or anything else dependent on local circumstances.

4
How and when reports will be made to the area meeting or to the trustees.

Examples

The appendices to this paper contain three examples. Example 1 is a simple minute establishing a small local meeting – a group of Friends meeting on two Sundays each month. 

Appendix 2 contains a checklist of items that might be used under the terms of Clause 15 xvi of the governing document template. It could be used for drawing up a general and quite informal memorandum, and Example 2 shows how it could be used for a medium-sized meeting.

Example 3 shows how a number of the trustees’ responsibilities might be specifically delegated for use in a larger meeting, and how an agreement could be drawn up using Clause 18 of the governing document.

Quaker Stewardship Committee will be glad to provide further assistance about specific circumstances if asked.  Members can be contacted through the Recording Clerk’s Office at Friends House.

Appendix 1

Establishing a groups of Friends as a small local meeting

Yearly Meeting in 2007 removed the categories of ‘recognised’ and ‘notified’ meetings, recognising that area meetings should encourage any group of Friends to meet together and should provide help with pastoral care within any small meeting. Small meetings will have differing circumstances and differing needs for support, so a memorandum of understanding is important for ensuring that aspects of care of the meeting do not get forgotten.

Example 1: a minute establishing a small local meeting

The memorandum could take the form of a simple minute of the area meeting, as in this example.

Minute of ‘A’shire Area Quaker Meeting dated … 

A group of Friends has been meeting in X (name of village) for several months and we formally establish them as X Quaker Meeting, part of ‘A’shire Area Meeting.  We are pleased to record that they hold meetings for worship at 11 a.m. on the first and third Sundays of each month at … (address) … 

‘A’shire Area Meeting will appoint Friends to visit X Quaker Meeting periodically, to assist with the spiritual life of the meeting and the pastoral care of those associated with it.

If the meeting wishes to undertake additional responsibilities - for example, to have some financial responsibility - a further minute could be prepared ensuring that its activity comes under the oversight of and has the support of the area meeting treasurer or the trustees.

Appendix 2

A checklist for preparing a Memorandum of Understanding

The following table is a way of setting things out which meetings might find helpful. For each item under consideration there may (or may not) be a role for the area meeting, the area meeting’s trustees, the local meeting concerned and/or another local meeting. The table is designed to help meetings to think through these roles. We have set this out as a blank table, and this is followed by an illustrative example (Example 2) in which the table has been completed for a small Quaker meeting with a meeting house (this is the village meeting described in Appendix 3 to the RECAST report).

	
	The area meeting will…
	The trustees will…
	The local meeting will…
	Some other body (who?) will…

	Finance
	
	
	
	

	Local meeting bank accounts 
	
	
	
	

	Distributing schedules and collecting contributions
	
	
	
	

	Investments
	
	
	
	

	Financial reserves
	
	
	
	

	Accounting records and annual accounts
	
	
	
	

	
	
	
	
	

	Meeting house 
	
	
	
	

	Day to day maintenance, repairs and redecorations 
	
	
	
	

	Major works
	
	
	
	

	Maintenance contracts
	
	
	
	

	Cleaning
	
	
	
	

	Setting the terms of room hirings
	
	
	
	

	Signing hirings agreements
	
	
	
	

	
	
	
	
	

	Legal
	
	
	
	

	Health and safety
	
	
	
	

	Child protection
	
	
	
	

	Data protection
	
	
	
	

	Employment issues
	
	
	
	

	Insurance
	
	
	
	

	Risk management
	
	
	
	

	
	
	
	
	

	Quaker work
	
	
	
	

	Meetings for worship
	
	
	
	

	Eldership and oversight
	
	
	
	

	Nurture of children
	
	
	
	

	Nurture of newcomers
	
	
	
	

	Business meetings
	
	
	
	

	Library
	
	
	
	

	Outreach
	
	
	
	

	Links with other churches
	
	
	
	

	
	
	
	
	

	Other 
	
	
	
	

	Preserving records
	
	
	
	

	Watching out for new legislation
	
	
	
	

	
	
	
	
	

	Reporting to the area meeting
	
	
	
	

	Quaker activities
	
	
	
	

	Annual accounts
	
	
	
	

	
	
	
	
	


Example 2:  Using the sample checklist for Y Quaker Meeting

‘A’shire Area Quaker Meeting and Y Quaker Meeting have agreed the following memorandum of understanding by Minute……….. of ‘A’shire Area Quaker Meeting (abbreviated below as AM) held on…………. and by Minute ……… of Y Quaker Meeting held on ……………….

Signed by the clerk of ‘A’shire Area Quaker Meeting …

Signed by the clerk of Y Quaker Meeting …

	
	‘A’shire Area Meeting will…
	The AM trustees will…
	The local meeting will…
	Some other body (who?) will…

	Finance
	
	
	
	

	Local meeting bank accounts 
	
	
	No bank account: Appoint a collector to look after small petty cash account
	

	Distributing schedules and collecting contributions
	
	The AM treasurer will deal with these when passed on by collector
	Appointed collector passes to AM treasurer
	

	Investments
	
	
	None
	

	Reserves
	
	
	None
	

	Accounting records and annual accounts
	
	Part of AM accounts
	Collector to pass annual petty cash book to AM treasurer
	

	
	
	
	
	

	Meeting house 
	
	
	
	

	Day to day maintenance and redecorations 
	Appoint local premises committee (nominated by local Friends)
	
	Keep AM premises committee informed of activities
	Local meeting’s premises committee is responsible

	Major works
	
	Oversee any major works
	Alert AM premises committee
	AM premises committee responsible

	Payment for property expenses, repairs, redecoration
	
	
	Agree limits with AM premises committee
	Local or AM premises committee responsible

	Cleaning meeting house
	
	
	
	Local collector pays cleaner

	Setting the terms of room hirings
	
	
	Room hirings are only occasional
	AM premises committee responsible for the terms

	Signing room hiring agreements
	
	
	
	Local premises committee responsible

	Receiving income from room hiring
	
	
	Funds go to local collector
	Local premises committee has oversight

	
	
	
	
	

	Legal
	
	
	
	

	Health and safety
	
	Trustees are informed and take oversight
	
	Local premises committee responsible

	Child protection
	
	Ensure that AM-wide procedures are in place and that meeting has copies
	No children at present, but will follow AM procedures if new children come.
	

	Data protection
	Send return to Friends House
	Ensure procedures are in place
	
	

	Employment issues
	
	
	None
	

	Insurance
	
	
	
	AM premises committee responsible

	Risk management
	
	Responsible
	
	

	
	
	
	
	

	Quaker work
	
	
	
	

	Meetings for worship
	
	
	Makes all arrangements
	

	Eldership and oversight
	AM will ensure that support is available when it is needed
	
	Corporate eldership and oversight.  Appoint reps to AM E&O’s meetings
	

	Nurture of children
	
	
	None at present
	

	Nurture of newcomers
	Help by arranging enquirers meetings
	
	Welcome newcomers to Meeting for Worship.  Ensure that explanatory leaflets are available
	AM will ensure details of their enquirers discussions are sent to local meeting

	Meetings for church affairs (business meetings)
	
	
	When there is enough business to merit it: minutes will be sent to AM
	

	Library
	
	
	No
	Neighbouring meeting is happy for local Friends to borrow books

	Outreach
	AM outreach group
	
	Ensure up to date information about the meeting is available locally and in Book of Meetings
	

	Links with other churches
	
	
	Ad-hoc only in the village.
	

	MM business
	
	
	AM is held at Y once a year
	

	
	
	
	
	

	Other 
	
	
	
	

	Preserving records
	Responsible
	
	Ensure all records are sent to AM annually
	

	
	
	
	
	

	Reporting
	AM ensures that all local meetings report to it regularly 
	
	Once a year send all records to AM.  Review this every three years. Once a year consider “queries” sent from AM.
	

	
	
	
	
	


Appendix 3

Delegating some of the powers of the area meeting trustees

Clause 18 of the governing document allows the trustees of the area meeting to delegate some of their powers and responsibilities and we illustrate this below with reference to Z Quaker Meeting, a large meeting within ‘A’shire Area Quaker Meeting. Z Quaker Meeting has a meeting house with a warden who takes responsibility for room hiring, and a small flat which is let to a tenant.  It is responsible for looking after these and this agreement is a formal record of this.

Example 3:  Part of a Memorandum of Understanding that involves delegation of some of the trustees’ powers:  

Z Quaker Meeting

This memorandum of understanding is made between Z Quaker Meeting and the trustees of ‘A’shire Area Quaker Meeting (abbreviated below as AM trustees).

It has been adopted by Minute………… of ‘A’shire Area Quaker Meeting held on …… * and by Minute ………. of Z Quaker Meeting held on ………….

* A specimen minute of the Area Meeting is reproduced below the agreement.
Quaker work

Z Quaker Meeting will regularly consider all the responsibilities of local meetings listed in Quaker faith & practice.

The meeting will assist other local meetings by provision of library books and shared facilities for children’s activities.

Eldership and oversight: elders and overseers are appointed by ‘A’shire Area Quaker Meeting.

Trustees’ delegations

The AM trustees have delegated the following matters to Z Quaker Meeting:

1
Opening and maintaining bank accounts to hold the meeting’s funds, provided that the AM trustees are notified of changes in the accounts operated by the meeting, and that at least one trustee is a signatory to every account.

2
Ensuring that all adults involved in work with children have CRB checks (a function carried out by Z Quaker Meeting’s Children and Young People’s Committee, reporting regularly to ‘A’shire Area Meeting).

The AM trustees have delegated the following matters to Z Quaker Meeting Premises Committee (this is a committee appointed by the Area Meeting on the nomination of Z Quaker Meeting).

1
The meeting house warden  

Appointment and day-to-day management and supervision of the meeting house warden, within the employment policies agreed.  Any contractual documents should be in a form agreed by and signed by the trustees.  

2
Z Quaker meeting house  

Responsibility for the care and maintenance of Z Quaker Meeting House, including conforming to relevant health and safety legislation, while keeping within the spending limits approved annually by the trustees. Items above the spending limits will be agreed with the AM trustees. Tendering for contracts for work on the meeting house will follow procedures laid down by the trustees.

3
Hiring rooms  

Responsibility for hiring out the rooms within the meeting house and for receiving rents for such room hirings. Notwithstanding this, any long-term agreement for hiring a room (any agreement that lasts for more than three months) should be approved by the clerk to the AM trustees.  

4
The residential flat  

Responsibility for the routine care and maintenance of the residential flat associated with Z Quaker meeting house, including seeking tenants for the flat and overseeing the tenancy. The terms of any agreement to occupy the residential flat must however be agreed with the AM trustees and the occupancy agreement must be signed by the clerk to the AM trustees.

___________________________________________

Minute … (number) … of ‘A’shire Area Meeting, held at … … on … … (date):

Z Quaker Meeting

Our trustees have brought forward a Memorandum of Understanding drawn up in conjunction with Friends of Z Quaker Meeting, detailing the sharing of responsibilities between this Area Meeting and the local meeting. The memorandum, which is attached to these minutes, includes a delegation of some of the powers of the Area Meeting trustees. We have formally adopted this delegation of powers and we have authorised our clerk to sign the memorandum.


