
Sackville	United	Church	
Review	of	Governance	Model	
April	2016		
Prepared	by	Rev.	Catherine	Smith	and	Craig	Brett	

Scope	of	this	Review	
The	purpose	of	this	review	is	to	give	information	that	can	help	people	to	decide	whether	this	model	is	an	
appropriate	one	for	Sackville	United	Church.	Recognizing	that	this	review	will	help	guide	decisions	made	
by	Sackville	United	and	by	Chignecto	Presbytery,	this	review	seeks	to	inform	debate	on	the	following	
questions:	

1. Is	this	a	healthy	working	model	for	Sackville	United	Church?	
2. Is	this	model	able	to	fulfill	the	responsibilities	described	in	the	Manual?	
3. Does	this	model	integrate	what	has	been	an	ongoing	duality	in	church	governance	of	spiritual	

and	temporal?	
4. Does	this	model	encourage	leadership	and	involvement	from	everyone	in	the	congregation?		
5. Is	this	a	model	that	could	be	adapted	in	other	congregations?	

The	information	in	this	review	is	collected	from	various	church	reports,	the	reflections	of	Rev.	Catherine	
Smith,	and	interviews	conducted	by	Craig	Brett,	one	of	the	Elders	of	Sackville	United.	The	review	was	
influenced	by	a	meeting	between	those	two	and	the	Pastoral	Relations/	Pastoral	Oversight	Committee	
of	Chignecto	Presbytery	in	which	a	member	of	that	committee	urged	any	review	to	tell	the	stories	of	
how	the	congregation	lived	with	the	new	governance	model.		

Here	are	our	stories.	

The	Chronology	
January	21,	2013	 	 New	ministry	covenant	begins	(Rev.	Catherine	Smith	&	SPC)	

2012	and	onward	 Committees	gradually	diminish	largely	due	to	fatigue;	there	is	
intentionality	on	the	part	of	the	minister,	to	provide	various	practices	to	
live	with	courage	and	creativity	and	compassion	in	this	time	of	
vulnerability,	while	letting	the	old	structure	continue	to	devolve.			It	has	
been	instructive	to	hold	the	devolution	of	the	governance	structure	
alongside	the	movement	from	an	old	physical	structure,	through	a	time	
of	tenancy,	with	a	new	physical	structure	on	the	horizon.			



March	2002-	March	1,	2015	 Dates	during	which	SUC	was	operating	through	the	SPC	structure	

May	–	September	2014	 	 Names	sought	for	Bubble	Group	on	Governance	

September	25,	2014	 	 Names	for	and	Process	of	Bubble	Group	received	and	ratified	by	Council			

	

October	2,	2014	 	 First	Bubble	Group	Gathering	 	 	 	 	

December	4,	2014	 	 Report	of	Bubble	Group	to	Council	(for	information)	

December	10,	2014	 	 Report	of	Bubble	Group	to	Congregation	(for	information)	

February	1,	2015	 	 Report	of	Bubble	Group	to	Congregation	(for	vote)		February	1,	2015	

February	15,	2015	 	 Adoption	of	new	model	(Motion	passed	at	Congregational	Meeting)	

• Moved,	seconded	to	approve	the	trial	period	of	this	proposal	to	test	this	new	governance	model	
in	our	congregation	for	fourteen	months	from	March	1,	2015	to	April	30,	2016.				

	

September	17,	2015	 Presentation	to	Chignecto	Presbytery	PR/PO	(Craig	Brett	&	Catherine	
Smith)	

March	20,	2016	 2015	Sackville	United	Annual	Report	(excerpts	from	this	appear	in	this	
report)	

Overview	of	the	Governance	Model1	
A	simple	visual	description	of	the	model	is	that	of	a	set	of	overlapping	circles.	The	congregation	of	
Sackville	United	is	an	encompassing	circle	(drawn	below	as	a	box).	Inside	this	circle,	various	Circles	of	
Service	operate.	The	Circles	are	groups	of	individuals	that	form	to	carry	out	the	work	of	the	church.		
Some	circles	are	meant	to	be	long-lived	(like	the	one	that	handles	property	and	maintenance	issues);	
others	are	short-lived	(like	groups	that	form	to	engage	in	a	short-term	study).	There	is	a	permanent	
Board	of	Trustees.	There	is	an	Executive	of	the	Congregation	that	serves	as	the	primary	decision-making	
and	oversight	body.	

	 	

																																																													
1	Some	of	the	material	in	this	section	is	based	on	the	summary	found	in	the	Joint	Needs	Assessment	Report	for	
Sackville	Pastoral	Charge.	Craig	Brett	was	involved	in	drafting	that	document.	He	pleads	guilty	to	the	academic	
misdemeanor	of	double	submission,	rather	than	to	the	sin	of	plagiarism.	



	

Figure 1: A Schematic of the Governance Model 

 

	

	

The	executive	consists	of	a	Chair,	a	Treasurer,	a	Communicator	(akin	to	a	Secretary)	and	Elders.		There	
are	currently	three	Elders,	but	there	can	be	as	many	as	four.		The	Minister	also	attends	the	Executive	
meetings.		The	Executive	meets	twice	monthly,	for	grounding	and	growth	in	the	narrative	of	scripture	
and	of	the	congregation	and	once	to	conduct	business.	By	rule,	no	business	is	discussed	at	the	grounding	
meetings.			

The	Executive	is	the	governing	body	of	the	congregation,	equivalent	in	function,	though	not	in	its	way	of	
functioning,	to	a	congregational	Board	or	Council	or	Session/Stewards	Governance.		The	name	was	
chosen	to	reflect	this	body’s	close	engagement	with	the	whole	congregation	through	Ministry	Groups	
and	Areas	facilitated	by	the	Elders.			It	is	in	more	proximate	relationship	to	the	whole	congregation,	
whose	size	allows	this	relationship	and	discourages	the	effective	functioning	of	governance	based	solely	
on	committee	structures.	

The	Executive	is	responsible	for	ensuring	that	work	is	carried	out	in	the	five	areas	of	ministry	(Worship	
and	Faith	Formation,	Outreach,	Pastoral	Care,	Property	and	Finance,	Communication	)	identified	by	the	
congregation.		Some	areas	were	tended	to	by	Circles	of	Service	that	were	either	pre-existing	or	bubbled	
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Congregabon	
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• Finance	and	Investment	
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up	early	in	the	year	(for	example,	the	Outreach	Committee	continued	it’s	work).	The	Executive	invited	
Circles	of	Service	to	form	in	other	areas	(for	example,	around	Property	and	Maintenance).		

One	of	the	tools	at	the	disposal	of	the	Executive	is	the	Discernment	Board.	The	Discernment	Board	is	a	
magnetic	board	on	our	left	as	we	enter	the	worship	space.		Forms	for	inviting	Circles	of	Service	are	held	
in	a	folder	to	one	side	of	the	board.		Each	week	an	elder	or	elders	check	this	folder	for	new	invitations.	If	
an	idea	supports	the	ministry/mission	of	the	congregation	it	can	be	posted	immediately	on	the	Board.		If	
money	is	required	to	support	the	idea,	Elders	will	consider	it	in	consultation	with	the	Executive.		If	Elders	
are	unsure	whether	the	idea	supports	the	congregation’s	ministry/mission,	they	may	bring	it	to	the	
Executive	for	further	discernment.	

Once	a	new	invitation	is	posted	on	the	Discernment	Board,	the	Elder	(s)	provides	encouragements	and	
support	to	the	person	who	is	inviting	the	Circle	of	Service.		Support	may	include	help	with	or	suggestions	
for	communication	about	the	group,	direction	to	the	church	office	regarding	available	time	on	the	
church	calendar	for	booking	space,	and	following	up	with	the	person	as	the	group	proceeds.		The	first	
sign	of	support	may	be	to	mention	to	the	person	inviting	the	Circle	that	it	has	been	noticed	on	the	
Board.	

The	Executive	also	calls	Shared	Ministry	Gatherings	three	or	four	times	per	year.		This	is	a	place	for	any	
who	have	engaged	in	Circles	of	Service,	standing	committees,	or	the	life	of	the	congregation	generally,	
to	be	present	to	one	another	for	the	sharing	and	celebration	of	ideas.	The	Elders	are	present	to	support	
new	ideas	that	arise,	to	notice	ministry	areas	that	are	less	active	and	to	encourage	celebration	of	the	
various	expressions	of	ministry	within	the	congregation.	

Terms	of	Reference	for	the	Executive	
All	those	on	the	Executive	of	the	Congregation	(EOC)	attend	the	Grounding	Gatherings,	described	
elsewhere,	ten	times	per	year.		These	gatherings	are	in	addition	to	the	meetings	that	tend	the	ongoing	
work	and	administration	of	the	congregation.	

The	responsibilities	include	all	those	contained	in	The	Manual	2013	(UCC)	and	the	relevant	sections	are	
listed.	

The	Chair		(7.6.1)	

• Call	meetings	
• Prepare	the	agenda	
• Lead	the	Executive	Governance	meetings		
• Be	aware	of	and	attend	to	(with	the	Executive)	requirements	for	congregational	life	as	per	the	

Manual		
• Act	as	spokesperson	for	the	congregation	

	 	



The	Treasurer		(7.6.3	&	G.4.3)	

• Oversees	the	tracking	of	finances	
• Reports	regularly	on	finances	
• Works	in	consultation	with	The	Finance	and	Investment	Group		

The	Communicator		(This	position	contains	and	expands	the	responsibilities	of	a	Secretary)	(7.6.2)	

• Records	minutes	
• Distributes	approved	minutes	
• Keeps	records	(minutes)	current	and	in	order	
• Receives	and	brings	Correspondence	to	the	meeting	alerting	Chair	and	Minister	prior	to		the	

meeting	
• Liaises	with	and	supported	by	a	core	group	within	the	Communications	Ministry	Area	

The	Elders		

The	Manual	of	the	United	Church	of	Canada	in	its	definition	of	Elders	gives	us	a	place	from	which	to	
begin.		“People	elected	by	the	congregation	or	pastoral	charge	for	their	wisdom,	caring,	spiritual	
discernment	and	other	gifts	of	the	Spirit.		They	must	be	members	of	the	congregation	.	.	.	unless	the	
Presbytery	makes	an	exception”	(Manual	2013:	7.2).	

In	this	governance	model,	we	build	on	this	definition.	We	make	explicit	the	role	of	Elders	to	intentionally	
tend	the	connection	between	the	ministry	and	mission	of	the	congregation	and	the	gifts	of	individuals	
within	the	congregation.		This	connection	is	kept	before,	and	informs,	the	decision-making	process	of	
Executive.	

This	model	is	shaped	to	include	3	Elders.			Eldership	is	a	responsibility	shared	among	those	who	serve	in	
this	way.	

Qualities	

• Good	listener	
• An	active	participant	in	the	life	of	the	congregation	
• Committed	to	individual	and	group/congregations	faith	formation	
• Values	and	encourages	shared	leadership	
• Approachable	in	a	variety	of	ways	
• Open	to	the	emerging	ministries	to	which	we	are	being	called	

Responsibilities	

• Attend	meetings	of	the	Executive	of	the	Congregation	(Executive),	Executive	Grounding	
Gatherings		and	Shared	Ministry	Area	Gathering	

• Facilitate	the	grounding	gathering	on	a	rotation	basis	of	all	members	of	the	Executive	



• Tend	the	Discernment	Board:	Check	regularly	and	frequently	for	new	ideas	submitted	and	take	
appropriate	action	

• Bring	new	ideas	needing	Executive	discussion	to	the	soonest	Executive	meeting	
• Be	alert	to	the	many	gifts/talents/interests	present	in	the	congregation;	practice	a	ministry	of	

encouragement	supporting	the	sharing	of	those	gifts	
• Nurture	the	shared	ministry	of	Eldership:		keep	in	touch	with	one	another,	support	one	another	

in	the	sharing	of	responsibilities	

Time	Commitment	

• Meetings:		average	3	hours	total	per	month	for	all	meetings	
• Attention	to	the	Discernment	Board	and	to	those	who	have	posted	there:		a	few	minutes	per	

week	(this	time	is	at	the	Elder’s	discretion)	
• Consultation	among	Elders	(a	few	minutes	each	week)	
• Shared	Ministry	Gathering	(3-4	times	per	year)			

Other	Responsibilities	(7.4)	

All	responsibilities	outlined	in	The	Manual	at	7.4	are	covered	by	this	Governance	Model.	

Stories	of	Success	and	Challenge	Part	1:	For	the	Executive	
	

First	meeting	of	the	Shared	Ministry	Area	Gathering	

There	was	some	confusion	even	within	the	Executive	about	what	this	meeting	was	to	accomplish	and	so	
those	who	attended	were	pulled	back	into	an	old	model	of	listing	many,	many	things,	they	wanted	to	
see	happen.		The	number	of	things	reflected	the	capacities	of	a	much	larger	congregation.		There	was	
perhaps	some	residual	grief	over	the	congregation	they	no	longer	were.		This	meeting	was	at	one	level	
not	helpful.		At	another	it	nudged	the	Executive	to	clarify	their	terminology	for	the	model;	Ministry	
Circles	(Worship/Faith	Formation,	Pastoral	Care/Inreach,	Justice/Outreach,	Communication,	
Finance/Property)	became	known	as	Ministry	Areas	which	made	many	things	clearer.	

Second	Meeting	of	the	Shared	Ministry	Area	Gathering	

This	was	not	well	attended,	as	we	were	still	coming	to	clarity	about	how	to	host	the	gatherings.	

Learning	from	the	Experience	of	the	First	Two	Shared	Ministry	Area	Gatherings	

It	also	in	time	led	Rev.	Catherine	to	conclude	that	Ministry	Area	Gatherings	should	not	be	held	until	the	
Governance	Model	is	in	place	for	at	least	six	months,	perhaps	a	year,	depending	on	the	pace	at	which	
the	model	is	grown	in	the	congregation.		Once	a	number	of	Circles	of	Service	are	in	action	it	becomes	a	
more	natural	process	to	invite	them	to	seed	a	gathering	of	any	in	the	congregation	who	want	to	come;	a	



gathering	at	which	experiences	are	shared	and	new	ideas	developed.			The	celebration	gathering	
described	below	would	be	a	good	way	of	beginning.	

Celebration			

This	week	as	the	trial	period	comes	to	a	close	and	we	complete	our	evaluation	we	will	hold	a	dessert	and	
coffee	evening.		All	those	who	have	initiated	Circles	of	Service	or	coordinated	Groups,	such	as	those	
invited	by	the	Executive	to	develop	terms	of	reference	for	Property	and	Maintenance	in	the	building,	
and	those	who	chair	ongoing	groups	such	as	Trustees	or	M	&	P	have	received	written	invitations.		And	
all	the	congregation	has	been	invited.		We	will	tell	stories	and	hopefully	new	ideas	will	be	sparked	in	the	
gathering.		And	we	will	celebrate	all	that	has	come	about	through	this	graceful	governance	whatever	the	
congregation’s	decision	on	the	following	Sunday	will	be.	

Coming	on	Board	

Although	there	were	few	committees	functioning	as	we	began	this	new	model	(aside	from	those	
mandated,	Trustees	and	M	&	P	who	were	themselves	in	need	of	renovation)	there	were	some	vestigial	
groups.		Only	recently	one	of	the	last	and	most	resistant	to	this	model	announced	that	they	were	
considering	moving	their	work	into	Circles	of	Service.		This	change	came	about	organically.		The	group	
was	not	pushed	but	other	work	in	their	area	was	allowed	to	grow	up	alongside	them,	work	done	by	
those	who	could	only	commit	on	a	project	by	project	basis.	

	Grounding	Gatherings	

This	has	been	a	practice	faithfully	tended	by	the	members.		Facilitated	on	a	kind	of	popcorn	basis.		
(People	step	up	to	facilitate	a	gathering	as	they	feel	the	time	is	right	for	them.)		A	couple	of	gatherings	
back	the	comments	of	those	involved	included	words	like:	“I	used	to	sometimes	wonder	over	the	years,	
what	I	was	doing	at	meetings	of	Council,	etc.		Now	I	feel	it	has	meaning.”	

Or,	“we’re	a	church,	we’re	not	the	Rotary	Club;	this	is	the	kind	of	thing	we	should	be	doing”	or	“this	
group	is	helping	me	to	work	through	something	in	another	area	of	my	life”.		It	is	in	these	gatherings	that	
the	work	of	governance	is	transformed.	

Stories	of	Success	and	Challenge	Part	2:	For	Others	in	the	Congregation	
New	Signs		

Sackville	United’s	new	church	building	used	to	be	a	Town	Hall.	It	is	a	red	brick	structure	that	does	not	
obviously	look	like	a	church.	Some	in	the	congregation	wanted	some	signage	for	the	building	to	help	
everyone	find	out	about	us	and	where	we	worship.	One	member	of	the	congregation,	a	working	parent	
with	two	young	children,	volunteered	to	organize	a	Circle	of	Service	to	provide	recommendations	on	the	
design,	size,	and	placement	of	signs	for	the	new	building.	That	organizer	sent	a	debriefing	message	to	
the	executive,	in	which	she	stated	that	she	would	not	have	agreed	to	take	on	the	sign	project	as	part	of	
a	traditional	two-	or	three-	year	term	on	a	Property	and	Maintenance	Committee.	Given	the	other	
things	going	on	her	life,	all	she	can	commit	to	are	well-defined	projects	over	short	time	frames.	She	
appreciated	the	way	that	the	Circle	of	Service	allowed	her	to	make	a	contribution	in	a	way	that	fit	her	



busy	schedule.	
	

	 	



	

The	School	Lunch	Program	

The	local	elementary	school	was	in	need	of	volunteers	to	help	with	the	school	breakfast	program.	A	
member	of	the	congregation	who	works	at	the	school	wondered	if	the	congregation	could	do	something	
to	help.	She	asked	one	of	the	Elders	how	to	get	things	started.	He	suggested	that	she	ask	for	volunteers	
through	the	Discernment	Board.	Within	a	week,	a	number	of	volunteers	came	forward.	She	referred	
them	to	the	school	and	these	volunteers	have	been	serving	breakfasts	to	children	ever	since.	The	
convener	of	this	group	enjoyed	the	opportunity	to	contribute	in	this	flexible	way.	Her	work	was	done	in	
a	matter	of	weeks.	This	gave	her	the	opportunity	to	move	on	to	other	Circles.	Indeed,	she	enjoys	
bringing	new	ideas	and	celebrates	the	dynamic	nature	of	the	Circles	of	Service.	In	her	words,	“Everything	
seems	valuable	now	—	not	just	worship	and	finances.”	

The	Outreach	Committee	

Even	as	many	committees	struggled	to	find	members	and	to	do	their	work	in	the	period	immediately	
preceding	the	trial	of	the	new	model,	The	Outreach	Committee	was	well	subscribed	and	vibrant	in	its	
work.	In	many	ways,	it	was	business	as	usual	for	The	Outreach	Committee	during	the	trial	period.	They	
continued	to	meet	and	to	do	their	work.	Members	of	the	Committee	invited	Circles	of	Service	around	
education	on	matters	of	social	justice.	But	some	members	of	the	committee	felt	cut	off	from	the	
governance	of	the	church.	One	member	spoke	of	losing	her	sense	of	ownership	in	church	governance.	
Another	was	uncertain	about	how	the	new	executive	could	help	them	with	their	work.	The	old	structure	
had	given	this	committee	a	seat	on	council.	This	had	provided	both	a	voice	and	a	way	for	the	members	
of	the	committee	to	keep	in	touch	with	the	workings	of	the	congregation.	The	modes	of	communication	
in	the	new	structure	had	not	developed	in	a	way	to	provide	a	reasonable	substitute	for	the	members	of	
this	committee.	

Which	Executive	is	That?	

The	new	governance	model	operates	for	Sackville	United	Church,	not	for	Sackville	Pastoral	Charge.	
Indeed,	the	new	governance	model	was	conceived	precisely	to	fill	the	gap	in	governance	for	Sackville	
United	Church	as	part	of	the	disentanglement	of	pastoral	charge	responsibilities	(and	finances)	from	
those	of	the	two	congregations	on	the	pastoral	charge.	The	old	governance	model	had	a	Pastoral	Charge	
Council	that	found	itself	dealing	with	a	mixture	of	charge	business	and	Sackville	United	business.	(Upper	
Sackville	United	has	always	tended	to	its	strictly	local	business	itself.)	Throughout	the	year,	many	people	
in	the	congregation	were	confused	as	to	exactly	what	business	the	new	Executive	carried	out	and	what	
items	were	dealt	with	by	the	(re-configured)	Pastoral	Charge	Council.	Having	now	gone	through	the	
cycle	of	Annual	General	Meetings	and	associated	reports,	most	people	are	beginning	to	get	a	better	
picture	of	the	division	of	responsibilities.		

	 	



	

Who	Do	We	Ask?	

Perhaps	the	most	asked	question	of	the	Executive	(and	certainly	the	most	asked	to	one	of	the	elders)	
was,	“Who	do	we	ask	about….?”	This	question	is	certainly	a	natural	one	in	any	transition,	and	is	perhaps	
due	to	the	fact	that	governance	changed	at	all	rather	than	a	reflection	on	the	model	itself.	But	it	does	
highlight	the	challenges	faced	in	communicating	the	roles	and	responsibilities	in	the	new	system.	The	
somewhat	evolving	nature	of	the	model	and	its	Circles	of	Service	also	plays	a	role	in	incubating	this	
question.	If	every	facet	of	work	is	outlined	in	a	rigid	committee	structure,	then	someone	could	consult	
that	structure	to	figure	out	where	to	direct	a	question.	That	roadmap	is	not	to	be	found	in	the	current	
structure.	Yet,	the	model	provides	a	relatively	simple	answer:	“When	in	doubt,	ask	an	elder.”		

Not	Just	A	Social	Club	

Several	members	of	the	congregation	commented	that	whatever	the	congregation	does,	it	needs	to	be	
grounded	in	the	Christian	faith.	Otherwise,	there	is	no	distinction	between	the	Church	and	organizations	
such	as	Rotary	or	The	Red	Cross.	One	member	made	this	comment	upon	hearing	of	the	Grounding	
sessions	for	the	Executive	and	stated	that	she	found	important	the	idea	of	integrating	the	temporal	and	
the	spiritual	in	that	way.	Another	liked	that	the	governance	structure	itself	is	moving	away	from	a	purely	
“corporate-looking”	model.	To	her,	the	new	model	reflects	an	importance	difference	between	the	
Church	community	and	civic	organizations.	

Additional	Material:		A	Question	and	Answer	Document	Circulated	in	March	
2015	

Governance	Questions……answered	
How	will	decisions	be	made	regarding	whether	we	will	keep	the	new	governance	model?	Who	will	
ultimately	make	the	decisions?	

• The	congregation	agreed	to	test	the	new	governance	model	for	14	months	(beginning	last	
March)	and	then	decide	if	it	is	right	for	us.		In	May	of	this	year	a	Congregational	Meeting	will	be	
called	to	make	the	decision.	

Is	there	sufficient	visitation	of	shut-ins,	hospitals	and	senior	seniors?	And	how	do	we	know	that	is	being	
done?	

• Pastoral	care	is	carried	out	by	the	minister	and	others	in	our	congregation	who	do	volunteer	
visiting.	Pastoral	care	is	a	ministry	that	respects	the	privacy	of	those	who	are	visited	and	cared	
for.		

Where	is	accountability	and	report	of	happening	to	congregation	who	do	not	use	electronic	media?	

• There	is	an	intentional	effort	to	keep	the	congregation	informed	of	events	and	news	
electronically	and	also	through	the	Sunday	bulletin,	and	information	sheets	that	are	available	at	



the	church.	A	“phone	tree”	is	also	in	place.	We	are	also	happy	to	mail	or	deliver	bulletins	and	
print	information	to	anyone	who	requests	it.	

Is	there	a	regular	time	or	opportunity	for	executive	to	report	back	to	the	membership	on	its	
activities/priorities/etc	other	than	Annual	Meeting	time?	

• Perhaps	not	a	“regular	time”,	but	the	executive	has	found	times	throughout	the	year	to	report	
on	things	that	are	being	done	or	considered.	These	have	been	presented	verbally	as	well	as	
through	bulletin	inserts/announcements.	Often	these	reports	are	also	shared	on	the	church’s	
web	page.	

How	do	I	bring	a	petition	to	the	attention	of	the	UC’ers?	What	is	the	process?		

• This	is	a	question	that	the	executive	will	have	more	discussion	about.	Past	practice	has	been	to	
bring	attention	to	current	issues	as	directed	by	or	encouraged	by	the	General	Council	of	the	
UCC,	or	other	bodies	of	the	church	(Maritime	Conference;	presbyteries),	often	through	our	
Outreach	Committee.		

• How	are	the	Circles	of	Service	integrated		(ie.	thread	that	unifies	Pastoral	Care/Inreach,	Faith		

• There	has	been	some	confusion	about	terminology,	understandably	as	we	have	lived	into	the	
new	model.	The	Executive	initially	grappled	with	this	as	well.		Circles	of	Service	usually	appear	
first	on	the	Discernment	Board,	initiated	either	by	individuals	within	the	congregation	who	want	
to	begin	a	group	based	on	their	passion	or	interest.		They	may	also	be	initiated	by	the	Executive	
if	they	see	a	need	to	be	met	in	the	congregation’s	life,	such	as	Property	and	Building.		They	are	
the	smaller	groups	that	bubble	up	in	the	life	of	the	congregation.	

• They	find	a	home	in	one	or	more	of	the	Ministry	Areas.		The	Ministry	Areas	are	represented	by	
the	coloured	circles	on	the	wall	and	there	are	five	of	them:	Worship/Faith	Formation,	Pastoral	
Care/Inreach,	 Justice/Outreach,	 Property/Finance	 and	 Communication.	 	 These	 areas	 are	
tended	by	the	elders	and	other	members	of	Executive	who	keep	in	touch	with	what	area	of	the	
congregation’s	life	might	need	extra	attention.		So,	in	one	way	the	Executive	is	the	thread.	

• Shared	Ministry	Gatherings	are	another	way	in	which	these	Ministry	Areas	flow	into	one	
another.		Two	of	these	gatherings	have	been	held	and	our	learning	is	that	it	would	have	been	
better	to	have	the	governance	running	for	six	to	eight	months	before	beginning	these	
gatherings.		In	April	Executive	will	initiate	another	another	Shared	Ministry	Gathering	occasion	
to	come	together	and	share	our	ideas	and	to	see	how	the	ministry	of	one	area	might	mingle	
with	and	be	supported	by	another.	

• Circles	of	Service	would	at	these	gatherings	have	an	opportunity	to	speak	about	their	work	in	an	
informal	gathering,	supported	by	the	Elders.	

	

What about the monthly public circle gathering time? Has it happened or is it happening? 

• The	public	circle	gathering	(Shared	Ministry	Circle)	has	happened	twice.		The	intention	is	for	
these	gatherings	to	be	quarterly,	rather	than	monthly,	unless	we	find	later	on	that	there	is	a	



desire	for	more	frequent	gatherings.		This	question	is	answered	more	fully	in	response	to	the	
question	just	preceding.	

	

	

   Thank you for offering these questions, 

                                                                 Catherine and Marilyn 
                On behalf of the Executive of the Congregation 

 
 

Additional	Material:	From	the	Sackville	United	2015	Annual	Report	
	

Reflections	on	Governance	After	One	Year	—	Rev.	Catherine	Smith	

In	February	of	2015	this	congregation	took	the	courageous	step	of	moving,	for	a	trial	period,	into	a	
completely	new	model	of	governance.		This	shape	of	governance	had	been	dreamed	of	and	discussed	
and	turned	this	way	and	that	by	a	three-person	Bubble	Group	that	met	with	me	during	an	intensive	
period	of	meetings	held	over	two	months.	With	Godly	Play	language	in	mind	I	want	to	say,	this	
governance	shape	was	like	no	shape	we	had	ever	seen	before.		It	was	not	like	any	governance	model	we	
expected.		It	is	the	kind	of	model	that	I	believe,	and	the	members	of	the	Executive	believe,	has	value	for	
the	church	we	are	becoming,	not	only	for	our	congregation	but	for	many	congregations	within	the	
United	Church.	

The	Governance	Model	has	two	core	values.	

Faith	formation	is	at	the	heart	of	all	we	do	as	Christian	Community	and	that	the	practice	of	faith	
formation	needs	to	be	engaged	by	its	core	leadership	group,	informing	their	decisions	and	enlivening	
their	encouragement	of	the	life	and	ministry	of	the	congregation.		This	is	best	done	by	having	those	who	
provide	eldership	present	to	and	involved	in	the	decision-making	and	regular	governance	of	the	
congregation.			

Leadership	needs	to	be	encouraged	in	all	areas	of	the	congregation	from	the	newly	forming	edges		and	
its	more	established	places.	The	way	of	offering	leadership	needs	to	be	made	easily	accessible.		One	
does	not	need	to	learn	all	the	details	of	a	committee	structure	to	offer	leadership.		There	is	simplicity	
and	fluidity.		This	encourages	liveliness	throughout	the	body.	

Here	are	some	of	the	ways	the	governance	has	been	living	out	those	core	values	

The	Executive	of	the	Congregation	has	met	regularly	for	grounding	gatherings	on	exploring	through	the	
narrative	of	Scripture	and	of	the	congregation	a	variety	of	themes;	Stewardship,	Gratitude	and	



Celebration,	Self-Deception,	Numbers,	Unfolding	Ministries,	and	Creating	a	Culture	of	Respectful	
Conversation.	

We	have	also	met	regularly,	in	addition	to	the	Grounding	Gatherings,	to	receive	requests	for	use	of	our	
building	(guided	by	our	Shared	Space	Policy)	to	conduct	all	other	business	of	a	governing	body	and	to	
encourage	ministry	in	areas	that	may	need	attention.	

We	are	excited	to	see	and	name	what	together	with	you	we	have	grown	in	our	congregation.	

We	now	have	a	clear	policy	for	the	use	of	our	Shared	Space,	explicitly	based	on	what	we	understand	the	
ministry	exercised	through	this	building	is	to	be.		This	detailed	policy	addresses	both	hospitality	and	
liability.	

We	are	now	inviting	a	Hospitality	Group	to	coordinate	those	of	us	who	might	offer	to	be	present	to	
groups	such	as	the	International	Students	whose	event	here	was	greatly	appreciated	by	the	student	
organizers,	those	who	came	to	share	the	international	food	and	those	who	were	hosts.			

We	invited	a	group	to	create	Terms	of	Reference	for	a	Finance	and	Investment	Committee.	This	group	
has	done	their	work	well	and	a	Finance	and	Investment	Committee	has	been	formed	and	is	ready	to	do	
their	work.	

Our	financial	reporting	has	now	been	clearly	separated	from	the	financial	reporting	of	the	pastoral	
charge	as	has	our	governance	structure.		We	now	have	three	clearly	functioning	entities,	Sackville,	
Upper	Sackville	and	the	Pastoral	Charge	which	has	grown	cooperation	amongst	all	three	bodies.	

We	have	invited	a	Communications	Ministry	Group.		Within	this	group	that	is	growing	in	understanding	
of	its	responsibilities	and	possibilities,	there	is	in	place	a	team	for	our	A/V	in	worship.		There	is	a	small	
team	of	individuals	who	share	in	posting	content	and	images	to	Facebook	and	our	Webpage.		Our	
telephone	tree	has	been	updated	and	is	in	action.		While	we	are	moving	to	a	generic	bulletin	to	save	
paper,	we	continue	to	create	a	few	detailed	weekly	bulletins	for	delivery	to	those	who	are	unable	to	be	
with	us	in	worship.			

A	Property	and	Maintenance	Group	is	in	place	and	have	begun	their	work.	

We	are	inviting	a	short-term	group	to	consider	how	good	Stewardship	might	be	recognized	as	it	already	
exists	within	our	congregation	and	extended	to	become	richer	and	more	intentional.	

Alongside	this	our	Standing	Committees	continue	to	live:		M	&	P,	Trustees,	Worship,	and	Outreach.		
Growing	up	around	them	are	a	myriad	of	Ministry	Circles	which	appear	on	the	Discernment	Board	for	
the	period	of	their	activity	and	then	move	off	to	make	space	for	something	new.		We	will	hear	more	
from	these	lively	circles	in	our	Annual	Report.	

As	we	live	into	this	new	structure	there	are	pieces	that	need	to	be	adapted	or	strengthened	or	clarified.		
We	are	very	aware	of	this	and	not	surprised	that	this	should	be	so	in	what	is	an	organic	model	
responsive	to	the	needs	and	deepest	desires	of	the	congregation.	



It	is	not	easy	to	take	a	chance	on	something	new;	but	you	have,	not	once	but	three	times	as	you	moved	
house,	enlarged	from	part-time	to	fulltime	ministry	and	lived	into	this	new	way	of	governance.		I	
celebrate	your	courage	and	your	hope.				

	 	 	 	 	 	 	 	 	 With	gratitude	

Rev. Catherine 
 
	

Report	from	the	Chair	of	the	Executive	—	Marilyn	Burrell	

There	are	two	words	that	can	grab	my	attention,	and	not	always	in	a	good	way:	“change”	and	
“governance”.		
	
Yes,	“change”	is	a	word	that	can	conger	up	all	kinds	of	anxiety	and	questions:	why	change?,	do	we	really	
need	to?,		what	will	change	demand	of	me?,	and	will	the	change	I	support	make	things	better	or	just	
make	everyone	mad?	
		
“Governance”	on	the	other	hand	is	a	word	that	just	brings	on	a	big	yawn.	I	like	“order”	and	am	known	to	
be	able	to	organize	things,	but	when	it	comes	to	thinking	about	structures	and	governance,	it	isn’t	
where	I	see	myself	spending	a	lot	of	time.	The	words	“boring”	and	“tiresome”	come	to	mind.	
	
And	yet…here	I	am,	part	of	the	new	governance	structure	of	our	church.	In	the	later	part	of	2014,	I	was	
persuaded	to	serve	on	the	“Governance	Bubble	Group”	that	had	as	its	mandate	to	explore	alternative	
governance	structures	for	our	church.	And	no	one	was	more	surprised	than	me	that	through	this	
exploration	a	pathway	opened	up,	a	dream	of	what	it	might	look	like	to	abandon	the	old	committee	
structure	we	were	so	familiar	with,	and	let	a	new	way	emerge.	It	took	a	while!	It	didn’t	happen	all	at	
once.	And	every	time	we	thought	we	had	a	clear	picture	that	we	could	grab	onto,	it	began	to	morph	into	
another,	slightly	changed	shape.	It	was	organic	and	full	of	its	own	energy…so	it	seemed.	
	
In	a	leap	of	great	faith,	as	our	congregation	is	known	to	do,	the	new	governance	structure	that	we	
presented	was	supported.	An	executive	made	up	of	a	Chair,	Communicator,	Treasurer,	3	Elders	and	the	
Minister	would	bring	the	governance	structure	into	being.	The	positions	were	filled	with	the	exception	
of	one	Elder,	and	the	Executive	of	the	Congregation	of	Sackville	United	Church	began	their	work.	
	
The	Executive	meets	in	two	different	ways.	The	business	that	comes	before	the	congregation	is	tended	
in	one	meeting,	while	the	“grounding”	of	how	we	tend	that	business	is	supported	and	nourished	in	
another.	This	often	means	we	meet	twice	in	4-6	weeks,	each	time	for	about	90	minutes.	
	
In	our	regular	“Grounding	Circle”	gathering,	we	are	invited	to	engage	a	story	of	our	faith	(from	Scripture	
or	other	sacred	writing)	and	connect	this	faith	story	to	our	experience	of	congregational	life.		For	
instance,	by	exploring	the	story	of	Jesus	and	the	Samaritan	woman	at	the	well,	we	might	reflect	on	the	
sacred	conversations	we	are	experiencing	or	witnessing	in	our	congregation;	or	by	exploring	the	story	of	
Jesus	at	the	wedding	at	Cana,	we	might	reflect	on	where	we	are	noticing	transformation	in	our	ministry,	
where	we	are	noticing	signs	of	transformative	energy	at	work.	The	time	spent	in	the	Grounding	Circle	
has	been	invaluable	to	me,	offering	a	foundation	for	bringing	a	compassionate	energy	to	the	work	of	the	
business	agenda.	



	
Through	the	months	since	our	first	Executive	meeting	on	April	1st,	2015,	we	have	tended	to	some	
practical	needs	of	the	congregation	(Discernment	Board,	sanctuary	blinds,	exterior	signs),	as	well	as	
some	organizational	and	structural	items.	Circles	of	Service	have	formed	to	carry	out	much	of	this	work	
providing	the	Executive	with	background	and/or	quotes	for	some	projects,	and	guidelines	for	creating	
policy	for	others.	(Signage;	Shared	Space	Use;	Review	of	Investments;	Terms	of	Reference	for	
Finance/Investment	Group;	Benevolent	Fund	Guidelines)	
	
Circles	of	Service	are	made	up	of	individuals	who	are	particularly	interested	in	or	have	specific	
knowledge	to	offer	to	a	project/group.	When	it	is	a	project	for	the	Executive,	their	work	has	a	clear	
mandate	and	is	time	limited.	When	it	is	a	group	they	initiate,	they	set	the	purpose	and	timeframe	(book	
study;	film	series;	fundraiser;	etc.).		In	this	way,	everyone	in	our	church	can	bring	whatever	they	might	
offer,	and	in	whatever	time	they	have,	to	the	life	and	ministry	of	our	congregation.	We	are	so	grateful	to	
the	many	who	have	answered	the	call	to	participate	in	this	ministry	that	belongs	to	us	all.	
	
Within	our	five	Ministry	Areas,	we	recognize	and	celebrate	the	ongoing	activities	that	bring	these	
ministries	to	life.	On	any	given	Sunday,	many	people	involved	in	the	Worship/Faith	Formation	Ministry	
move	in	a	quiet	yet	deliberate	way,	providing	for	a	welcoming	and	beautiful	worship	space	(Greeters,	
Worship	group,	Choir),	children	find	their	way	to	the	Godly	Space,	and	youth	to	the	SPY	room	(Sunday	
school	and	SPY),	others	prepare	the	projected	slides	and	tend	the	sound	(A/V	Team-	part	of	our	
Communications	Ministry),	and	still	others	provide	for	the	Fellowship	following	worship	(Fellowship	
Volunteers-	part	of	our	In-Reach	Ministry).	In-Reach/Pastoral	Care	happens	in	a	variety	of	ways:	through	
the	Minister,	Fellowship	volunteers,	and	visitors	who	take	communion	to	shut-ins;	Godly	Play	at	the	
Drew;	the	Prayer	Circle;	and	UCW.	Communication	through	our	AV/Sound	Team,	web	site,	Facebook	
page,	email	and	phone	tree	involves	many	volunteers.	Property	and	Finance	is	a	growing	Ministry	Area	
and	we	now	have	a	Property	group	in	place,	as	well	as	a	Finance	and	Investment	group.	Our	
Justice/Outreach	Ministry	is	active	and	committed,	as	they	keep	Mission	and	Service	Projects	before	us,	
as	well	as	hosting	a	public	Thursday	morning	coffee	time	in	collaboration	with	Open	Sky.	The	sharing	of	
our	church	space	is	also	part	of	our	outreach	to	the	community	and	throughout	this	year	we	have	
welcomed	several	groups:	Shambhala	Meditation	Group	(weekly);	Quakers	(summer);	Sunday	morning	
rest	space	during	Sappy	Fest;	Senior’s	College;	Mt.	A	International	Students;	Pastoral	Relations	
Committee	of	Chignecto	Presbytery;	UCW	Presbyterial	Retreat	Day;	Tantramar	Grandmothers.	On	
occasion	a	Circle	of	Service	has	formed	to	be	hosts	to	groups	using	our	church,	providing	welcome	and	
support	throughout	their	event.		
	
After	nine	months	of	living	within	our	new	governance	structure,	I	find	myself	deepening	into	the	vision	
that	we	held	in	the	beginning.	I	don’t	know	that	we	will	ever	again	be	a	congregation	of	people	who	are	
able	to	make	3-year	commitments	to	serve	on	committees	that	may	or	may	not	interest	us.	But	I	do	
believe	and	feel	I	am	witnessing	a	congregation	of	people	who	desire	to	be	part	of	our	church	
community	in	the	ways	they	can,	drawing	on	their	natural	interests	and	talents	and	skills,	and	giving	
generously	of	the	limited	time	they	have	to	offer.	This	model	of	governance	invites	and	welcomes	
participation	in	a	variety	of	ways	and	makes	it	possible	for	everyone.	
	
It	is	my	privilege	to	serve	as	Chair	of	the	Executive,	and	serve	beside	Rev.	Catherine,	Brenda,	Eric,	Craig	
and	Ed.	
	
“Volunteers	do	not	necessarily	have	the	time;	they	just	have	the	heart.”	Elizabeth	Andrew	
“Find	the	thing	that	stirs	your	heart	and	make	room	for	it.”	Joan	Chittister,	OSB	



	

Report	of	the	Activities	of	the	Executive	of	the	Congregation	of	Sackville	United	
Church	2015	

The	activities	of	the	Executive	of	the	Congregation	have	included	addressing	some	practical	and	tangible	
needs	of	the	church	building,	as	well	as	developing	needed	policy	documents	that	help	to	guide	our	
decision	making.	Many	people	participated	in	the	shaping	of	such	documents	and	the	executive	is	
grateful	for	those	who	answered	positively	to	the	invitation	to	serve	on	Circles	of	Service	mandated	to	
particular	tasks.	

Following	is	a	summary	of	the	activities	of	the	past	year	and	in	the	following	pages	of	this	Annual	Report	
you	will	find	the	text	of	each	guideline/policy	document	accepted	by	the	executive.	

• Installed	a	white,	magnetic	board	for	our	Discernment	Board	

• Initiated	the	process	for	a	quote	and	ordered	the	installation	of	fire	extinguishers	throughout	
the	church	building	

• Organized	a	fund	raiser	for	blinds	for	the	sanctuary	windows;	facilitated	the	order	and	
installation	

• Successfully	named	two	members	to	the	Ministry	&	Personnel	Committee	

• Developed	a	protocol	for	receiving	and	responding	to	questions	and	suggestions	from	the	
congregation,	communicating	this	through	the	bulletin	and	posting	on	the	Discernment	Board	

• Invited	a	Circle	of	Service	to	explore	possibilities	for	signage	and	provide	the	Executive	with	
information;	Exterior	signage	was	designed	and	installed	in	September	

• Received	and	responded	to	several	requests	for	facility	use	

• Received	and	approved	requests	for	support	for	educational	events:	Godly	Play	Training;	Halifax	
event	called	Spiritual	Radicals:	Sacred	Activism	&	Youth	Ministry	

• Arranged	for	acquisition	of	a	stained	glass	window	from	former	church	building	

• Received	and	accepted	the	Space	Use	Policy	with	accompanying	documents,	Request	for	Facility	
Form,	Terms	of	Use,	Waiver	Guidelines	for	the	Executive	

• Developed	Benevolent	Fund	Guidelines	

• Initiated	a	group	to	explore	issues	related	to	Cemetery	properties,	facilitated	by	a	member	of	
Trustees	(ongoing	as	a	pastoral	charge	group)	

• 	Received	a	report	and	recommendations	from	A/V	Team;	facilitated	the	building	and	
installation	of	a	sound	board	cabinet	



• Supported	attendance	at	a	Stewardship	Event	hosted	by	Maritime	Conference	in	September:	
Eric,	Judith	and	Catherine	attended;	presenter	from	General	Council	office	was	our	Sunday	
speaker	September	27th.	

• Circle	of	Service	invited	to	review	the	ways	we	communicate	information	and	recommend	a	
communications	approach	for	our	congregation;	volunteers	are	now	responsible	for	various	
tasks	of	communication	

• Circle	of	Service	invited	to	carry	out	a	Review	of	Investments;	report	received	and	accepted	
September	30,	2015.	

• Circle	of	Service	invited	to	develop	Terms	of	Reference	for	a	Finance	and	Investment	Group	to	be	
established	to	work	within	the	Ministry	Area	of	Property/Finance.	(Report	received	and	
accepted	January	14,	2016.)	

• Established	a	Property	Group	to	serve	within	the	Property/Finance	Ministry	Area.	

• Invited	Trustees	to	recommend	terms	of	service	for	current	Trustees	with	a	view	to	establishing	
a	rotation	of	membership.	(Suggestions	received	and	accepted	January	14.	2016).	

Other	items	that	have	been	before	the	Executive	throughout	the	year	and	are	within	our	constant	
consideration:	

• Ongoing	evaluation	of	the	new	Governance	Model:	Craig	and	Catherine	presented	the	model	
to	the	Pastoral	Relations	and	Pastoral	Oversight	Committee	of	Chignecto	Presbytery	in	
September	2015;	evaluation	methods	are	being	considered	and	developed	

• Refinement	of	the	Terms	of	Reference	for	the	positions	within	the	governance	model:	Elders,	
Executive	members	

• Stewardship:	a	plan	is	in	place	to	invite	a	group	to	focus	on	a	holistic	understanding	of	
stewardship	and	make	recommendations	for	encouraging	a	variety	of	ways	to	a	lived-
stewardship	within	the	life	of	our	congregation.	

	

Documents	in	development	at	December	31st:	

• Terms	of	Reference	for	Finance	and	Investment	Committee	

• Terms	of	Reference	for	Elders;	Executive	members	

Documents	in	the	following	pages	[of	the	Annual	Report]	(developed,	received	and	accepted	in	2015):	

• Space	Use	Policy	and	Procedures	

• Facility	Use	Terms	of	Use	



• Facility	Use	Request	Form	

• Waiver	Guidelines	for	the	Executive	

• Policy	for	the	Benevolent	Fund	

• Report	on	Review	of	the	SUC	Investment	Policy	

Final	Words	
	

If	you	have	read	through	the	document	to	this	point	you	will	have	a	lot	to	ponder	and	digest.		I	conclude	
in	gratitude	for	all	I	personally	have	learned	through	the	development	and	living	of	this	shape	of	
governance.		The	desire	to	integrate	faith	formation	and	administrative	work	has	been	satisfied	here;	we	
are	no	longer	driven	only	by	the	urgent	(the	bill	that	must	be	paid,	the	step	that	must	be	shoveled,	the	
statistics	that	must	be	filled	out,	the	position	that	must	be	filled)	but	are	freed	to	always	know	at	our	
centre	the	important,	the	vital	grounding	of	our	faith.		Shoots	of	green	growing	life	can	be	seen	
throughout	the	congregation	tended	for	an	hour	or	a	week	or	a	year	by	any	from	the	longest	standing	to	
the	newest	participant	in	the	life	of	the	congregation.		This	model	looks	like	us.		And	I	give	thanks!	

	 	 	 	 	 	 	 	 	 Catherine		


