CONFERENCE STRUCTURE PROCESS
AS AMENDED BY VISION TEAM 9/27/17

Some representatives on the working team for reforming the structure of the United Church of Christ in
Ohio, West Virginia, and Northern Kentucky have been personally involved in the process since at least
2008. Some were involved in the last Conference-wide iteration in 2000. That is a long time to work at
structure and reform.
Thankfully, the present attempts have gained the kind of momentum that the former iterations lacked.
There is unanimity around tables of “Conference” and “Association” folk, all of whom recognize that it is
irresponsible stewardship of local church funds to continue to operate with two middle judicatory
bodies. Clinging to two judicatory bodies has deterred the ministry and mission to which we are called in
every setting of the United Church of Christ in Ohio, West Virginia and Northern Kentucky.
Therefore, the attempts of the working group, which has met for several years, has come to clear
consensus. The United Church of Christ in what had been known as “The Ohio Conference” needs to
become “One nimble and responsive judicatory level that is faithful in mission and responsible in
stewardship.”
The work involved in moving the organization onward in its evolutionary process is daunting. The
working group imagines a three-year process, out of which will come a new way of being the United
Church of Christ in the congregations and judicatory of Ohio, West Virginia and Northern Kentucky.
Perhaps the first consideration could be naming the new entity. The working group understands that the
term “Ohio Conference” is exclusionary. The term does not include the congregations of West Virginia
or Northern Kentucky. A new, inclusive term must be imagined and utilized. Some have been suggested.
They include: The Heartland Conference; Upper Appalachian Conference; Trinity Conference; Ohio
Valley Conference; Mid-American Conference; and Mid-East Conference. Before moving to discussions
of structural organization, shared ministries that are based in best practices, finances, outdoor
ministries, initiatives or directions, the working group realizes that it must unify the vision to which the
title refers. That suggests a process of selecting the single, inclusive judicatory name.
After the name is selected, hopefully in a process that creates some energy and imagination, the hard
work of shaping ministry resource begins. The sub-committee of the working group that has been
charged with designing process suggests that this planning phase take no more than two years. It
involves an outline of a resource for best and standard practices. The content of this resource will take
shape as the Conference lives together into the new structure. This resource is constantly open to
amendment, deletion and/or addition.
Also during this two-year planning phase, a team to imagine new means of stewardship and finance
would work at developing models for inspiring, unifying, and constructing new formulae for OCWM
collection and disbursement. This includes development of an aggregate budget, processes for
designated funds of every setting, and equitable distribution of funds for ministry and mission. Outdoor
Ministries and Camping will be a key component of these discussions and determinations, whether by
this stewardship and finance sub-committee or another ad hoc body so charged.
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Also within these initial two years, a team must consider form and structure, to include issues like
staffing, both professional and support, location and number of Support Centers of the Conference,
means of communication and technological possibilities. The forms here may be geographical,
demographic, or by other forms of cultural identities. Included in these considerations would be Board
structures, representational formulae, and determination of the need for Conference Executive or a
collegial approach among Conference Support Center Leadership.
Progress in each of these areas will be reported to Associations at Gatherings of each of the Associations
and shared, through Associations, with the local churches within them. Team representatives may be at
these meetings to present, explain rationale and cover whatever details might be available. These
reports may take place each of the two years of the initial phase, with the intent of maintaining absolute
transparency throughout the process and to invite understanding and participation. Significant push
back should be considered by the teams as they return to their work and reported back to the working
group at the next possible opportunity, not necessarily at annual gatherings. So, three reports may come
to annual Association Gatherings, one on best practices, one on stewardship and finance, and one on
form and structure. Specially called Association meetings may be called to deal specifically with
structure and process. The role of the working group in these meetings is to listen, hear, and, as far as
possible, plan accordingly.
The entire first two-year initial phase is directed by the Conference Minister, with the assistance of the
Association Ministers, and a guiding working group with whom the staff manages the progress. Team
members should commit to the entire three-year implementation plan, as far as that is possible. Staff,
too, should commit to the total process, if possible.
From this three-year initial phase should come: 1. A resource that outlines best and standard practices
to be used by Conference Centers and local churches; 2. A formula for stewardship and finance that
establishes a clear path for the aggregate funding and support of ministry and mission throughout the
Conference; and 3. A determination on form and structure. Once these three are approved, by each
Associations at regular or called gatherings, by the Conference Board of Directors, and by the
Conference at an Annual Gathering, the second, implementation phase begins.
The second stage of implementation is initiated by act of former Associations and the Conference.
Included in the Conference vote may be an amendment of Constitution and By-Laws that governed the
former structure, if necessary. This depends, of course, on the wording of the current Constitution and
By-Laws and the new structure that is being proposed. Consultation with General Counsel could precede
this action.
The second phase of implementation commences with the form and structure plan. Based on the
determinations of the team on structure and form, Conference Centers are established and Conference
Staff is deployed in correspondence with those Centers within the third year. The Conference Minister
continues to guide the process, even if the determination of the team is to move forward without a
Conference Executive. Offices are established according to the plan. Professional and support staff is
called and hired, according to the plan, if present configurations do not match the plan.
Budget and support for the Conference Support Centers is a result of the determinations of the team on
Stewardship and Finance. The formation of Conference Support Centers and the implementation of
aggregate formulae for stewardship and support are to be accomplished by the end of the third year of
Page 2 of 4

implementation. Additionally, Associations who have separate corporate status (501(c)3) would begin
the process of dissolution and determination of reserve/discretionary/designated funds. Conference
accounts that reflect these funds should be established by the end of year #3. All Constitution and ByLaw changes that apply to the new structure are to be in place by the end of year #3.
Leadership at the end of year three reflects the plan that was developed in the initial planning stage.
This includes both professional and support staff in each of the Conference Support Centers, whether
personnel is new or continuing. The Conference Executive should remain in place until the end of year
#3, regardless of whether the final plan calls for that position to continue. At the end of year #3, the
Conference Executive, who has taken primary responsibility for the implementation of the new
structure and form of the Conference, steps aside. If the plan calls for a Conference Executive, the
person who had served in transition may be considered for the position.
Full implementation of the plan commences on the last day of the third year from commencement of
the implementation plan, with the flexibility to alter parts of the form and structure if they prove either
unworkable or disruptive to the service of the United Church of Christ in Ohio, West Virginia and
Northern Kentucky.
Prelude: Process assumes endorsement in 2017 and startup early in 2018; process separated into a
planning and an implementation phase with target completion by end of 2020; leadership provided by
Conference Executive and Conference Staff with assistance from Association Ministers and a
representative working group – all committed to a three-year effort; and, three sub-groups on best
practices, finance and stewardship, and structure and form. Periodic reports go through Associations
and their governing bodies. Associations work toward dissolution of legal standing. When agreement is
reached, Conference Board and Annual Gathering of Conference give final approval. Appropriate legal
counsel may be sought throughout the process.
Phase 1: Planning: Up to two years, culminating no later than year-end 2019: Managed by Conference
Executive and the Conference Staff, guided and assisted by a representative working group of the
Conference.
A. Name: Select a non-exclusionary name for the United Church of Christ in Ohio, Northern
Kentucky and West Virginia. This could be a Conference-wide effort that raises awareness
and generates some enthusiasm.
B. Best and Standard Practices Resource: Conference Team develops a resource for ministries,
approaches, or programs of local churches, the judicatory, and the national setting of the
United Church of Christ that can be standardized in form and practice to enhance and
improve the consistency of ministry in Ohio, Northern Kentucky and West Virginia.
C. Finance and Stewardship: Conference Team develops formulae for aggregate budget of the
Conference, including collection and equitable distribution of OCWM funds (or the
successor to OCWM). Outdoor Ministries/Camping is dealt with either by this Team or by
another ad hoc working group of the Conference. Of special interest is the plan for
designated and undesignated reserves of Associations and ministries.
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D. Structure and Form: Conference Team develops a plan for organization and structure of the
Conference, inclusive of Conference Support Centers, staffing, both professional and
support, location, and Center logistics. The Team will have to determine the need for a
Conference Executive. This Team will also consider Board makeup, representational
formulae, and clear lines of communication, transparency, and accountability.
E. Reports and Votes: Associations, Conference Board of Directors and Conference Annual
Gathering ratify each of the four steps. Conference Constitution and By-Laws will be
amended as needed throughout the process.
Phase 2: Implementation: One year, culminating by year-end 2020: Managed by Conference Executive
and the Conference Staff, guided and assisted by a representative working group of the Conference.

A. Form and Structure Plan: Conference Support Centers are established, according to the
determinations of the Phase 1 plan.
B. Staffing:
Conference Executive serves through 2020, ensuring full implementation of the
plans that were developed in Phase 1 and embodied in Phase 2. The Conference
Executive steps aside at the end of the year. If the Phase 1 and 2 determinations
lead to continuation of the office of the Conference Executive, this person may be
considered for the office.
Conference Staff may continue to serve the needs of the Conference in Conference
Support Centers, depending on the plans of Phases 1. If the determination has been
made that it is best to proceed with a Conference Executive, any of the Conference
Staff may be considered for the position.

C. Legalities: Association Tax-Exempt corporate status dissolved and new Conference
registered with Secretary of State/Secretaries of States, if necessary.
D. Finance and Stewardship: Aggregate budget is created. Accounts established and financial
reports created that reflect the Phase 1 plan of the Finance and Stewardship Team,
including those designated funds that are required, undesignated reserves that are existing,
and actual collection and disbursement of OCWM funding.
E. Best and Standard Practices: The Conference implements the Practices Resource as a way
for the Conference to do better, as a unified body, what it had been doing in different ways
throughout the Conference.
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