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Pacific Spirit United Church (Pacific Spirit) 
Governing Model 
November 22, 2018 
 

1. Introduction 
 
Pacific Spirit has adopted a ‘Council’ model of governance. Governance is based in the 
Commitment Statement (Commitment) and the Strategic Ministry Plan (SMP). This 
document lays out how people will be expected to work with each other, in light of the 
principles of the Commitment and the SMP, rather than a document that lays out each and 
every rule. 
 
As a congregation of The United Church of Canada we are required to follow The Manual of 
the United Church of Canada. If an item is not covered by this document, or if the 
congregational policy is in conflict with The Manual, The Manual must be followed. Terms in 
this document reference The Manual (2016). References to ministerial personnel in this 
document refer to “ministerial personnel’ as defined in The Manual – members of the order 
of ministry, designated lay ministers, candidates serving under appointment, diaconal 
supply and ordained supply. References to the Ministry Team include the ministerial 
personnel and the Directors of the Music Ministry. 
 

2. Congregation 
2.1. Meetings. During the term of this document, the congregation will meet at least 

twice each year (B.5.1), called as directed by The Manual (B.5.2-B.5.4). While these 
meetings may have financial or governance components (eg. approving budget, 
electing any required replacements to Council), the meeting will also explore the 
life of the congregation, for the congregation to offer insight to Council on areas 
that might need work or support. 

 
2.2. Responsibilities. The congregation is responsible for (B.4.1): 

 deciding on a governance model for the congregation; 
 electing a chair and secretary of the meeting; 
 electing the Council (and replacements to it, as required); 
 electing the Council Chairperson; 
 electing members of Council committees; 
 appointing Trustees for the congregation; 
 electing representatives to the Regional Council, if needed; 
 approving the congregational budget; 
 calling or requesting settlement of a member of the order of ministry; and 
 requesting the end of a pastoral relationship. 

 
The congregation cannot delegate its responsibilities to another body.  

 
2.3. Guidance. While the congregation may offer guidance to the Council on other 

matters and the Council may consult with or seek input from the congregation, the 
Council is solely responsible for making decisions on all other matters. 
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3. Council 
3.1. Responsibilities. The Council is primarily responsible for the oversight of the 

spiritual interests of the congregation. It is entrusted by the congregation to do its 
work because of Council members’ history, wisdom and commitment to the vision 
of the congregation and the SMP. All of the Council’s decisions – spiritual and 
temporal – must be discerned in light of this responsibility. The Council is 
ultimately responsible for the Spiritual Matters, Financial Matters, Pastoral 
Relations Matters, Proposals, Recommendation of Members to the Regional Council 
for wider ministry, Property Matters, Representation to the Regional Council, 
Reporting, Records, Reports from the Wider Church, Statistics and other 
responsibilities as laid out in sections B.7.4.1-12. The Council is also responsible for 
decisions in respect of the hiring and termination of employment of all personnel 
(other than members of the order of ministry, for which the congregation is 
responsible). 

 
3.2. Authority. The Council is careful in its discernment of God’s will for the 

congregation. While it does this discernment in a consultative manner, reporting to 
the congregation at congregational meetings, and through formal and informal 
communications channels, the Council is solely responsible for decisions in its 
areas of responsibility. The Ministry Team and Council Committees are entrusted to 
do the work of ministry in line with the Commitment and the SMP. While they 
report to Council and, where needed, seek advice, Council focuses on ensuring that 
Pacific Spirit is living into its overall ministry. 

 
3.3. Delegation. The Council can delegate any of its authority and powers to any 

member of the Ministry Team (through the Coordinating Minister), other 
individuals, Committees, or Working Groups to act on its behalf, set up ad hoc 
committees or set policies that support the Ministry Team and non-ministerial staff 
living out these responsibilities. In delegating authority or powers, the Council will 
set Terms of Reference.  

 
3.3.1.  Terms of Reference. Terms of Reference will include: 

 purpose of the work (referencing the Commitment and/or the SMP); 
 desired outcome of the work, with suggested goals for evaluation; 
 the financial resources (budget) and other resources for the work; 
 the skills and spiritual gifts the Council believes will be important for the 

work; 
 a timeline for reporting and completion. 

 
3.3.2. Interpretation. As long as the delegated individual or body uses any 

reasonable interpretation of the Terms of Reference, the Commitment and 
the SMP, to do its work, it is authorized to take all actions necessary to fulfill 
its delegated responsibility.  

 
3.4. Meetings. The Council will meet a minimum of 10 times each year. 

 
3.5. Quorum for Council Meetings. At least 1/2 of the current members must be 

present. One of the members present must be the Coordinating Minister, or one of 
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the other duly appointed/settled ministry personnel as designated by the 
Coordinating Minister.  
 

3.6. Membership of the Council 
 Chairperson 
 Secretary 
 Treasurer 
 Coordinating Minister  
 Chair of Committee for Worship & Music Ministries 
 Chair of Committee for Ministries through the Arts 
 Chair of Committee for Ministries with Children, Youth and Families 
 Chair of Committee for Spiritual Nurture Ministries 
 Chair of Committee for In-Reach Ministries 
 Chair of Committee for Outreach Ministries 
 Chair of Committee for Financial Ministries 
 Chair of Committee for Property Oversight 
 Chair of Committee for Ministry & Personnel  
 Chairperson of the Trustees 
 Lay Representative to the Regional Council (if needed) 
 Up to three Member at Large positions 

 
3.6.1. Exceptional Circumstances. While it is intended that the Chair of each of 

the Committees will be the member of Council, in exceptional circumstances 
another member of the Committee may be elected as the member of Council 
in lieu of the Chair. 

 
3.7. Election of Council Members. The congregation elects from its membership all of 

the members of Council, except for the appointed/settled ministry personnel. If 
there is a vacancy on the Council, the Council may fill that vacancy until the 
congregation elects a replacement (B.7.3.6) 

 
3.8. Gift-based Participation. For the Council to be able to do its work well, it is 

important that the members of the Council and those participating in Council 
Ministries be individuals who have the passion, interest, skills, gifts, time and faith 
base for those Ministries. The Nomination Committee should consider gradual, 
periodic change of the composition of Council when recommending nominations. 

 
3.9. Term. All members of the Council elected in December 2018 will serve until June 

2020. Thereafter, all members of the Council are elected for a one-year term.  
 

 

4. Relationships 
4.1. Council to the Coordinating Minister. The Coordinating Minister will report to 

the Council on the ongoing ministries of the congregation – upcoming and 
completed plans, to aid the Council in its oversight of the SMP and the life of the 
congregation. 
 
The Coordinating Minister is not required to follow decisions or instructions from 
individual Council members, officers, committees or teams, except to the extent 
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that those persons or bodies are acting within the authority and powers delegated 
to them by the Council.  
 
The Coordinating Minister is evaluated on alignment with the Commitment, the 
SMP, the responsibilities of the Coordinating Minister hereunder and on the 
outcomes and priorities named annually by the Council. 

 
4.2. Council to Other Members of the Ministry Team. The Council relates to other 

members of the Ministry Team through the Coordinating Minister.  
 

The Coordinating Minister is responsible for ensuring that the ministries of the 
other members of the Ministry Team are: 
 achieving outcomes in alignment with the Commitment, the SMP, position 

description and appropriately delegated tasks, and the priorities established 
by the Council; 

 carrying out the policies of the Council; 
 working with the Council Ministries appropriate to their tasks; 
 providing all information needed for Council decision-making; and 
 ensuring that they are living out the requirements of The Manual and relevant 

United Church of Canada policies.  
 

4.3. Council to Administrator. The Administrator is responsible for the smooth 
working of the administration of the church infrastructure in service of the church’s 
mission. The Administrator will work closely with the Coordinating Minister in 
accomplishing that task. The Administrator will oversee administration, and will 
supervise the non-ministerial staff.  The Administrator will attend Council meetings 
to report, as necessary, on administration, to take direction from the Council and to 
provide administrative support to the Council.  

 
The Administrator is not required to follow decisions or instructions from 
individual Council members, officers, committees or teams, except to the extent 
that those persons or bodies are acting within the authority and powers delegated 
to them by the Council. Only decisions and instructions formally approved by the 
Council are binding upon the Administrator.  

 
4.4. Ministry Personnel to Council Ministries. All settled/appointed ministry 

personnel are automatically members of all committees of the congregation (with 
the exceptions of the Ministry and Personnel Committee, a Ministry Profile and 
Search Committee, and the Nomination Committee) (B.7.8.4).  Not being a member 
of the committee does not, however, preclude ministry personnel from working 
with them, by request or by policy.  

 
4.4.1. Coordinating Minister. The Coordinating Minister primarily works with: 

 Committee for Worship & Music Ministries; 
 Committee for Financial Ministries (stewardship, disbursement & 

planning); 
 Committee for Property Development; 
 Committee for Ministries through the Arts; 
 The Trustees. 
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4.4.2. Congregational Life and Development Minister. The Congregational Life 

and Development Minister primarily works with: 
 Committee for Worship & Music Ministries; 
 Committee for Spiritual Nurture Ministries, including Pastoral Care and 

Healing Ministries; 
 Committee for Outreach Ministries; 
 Committee for In-Reach Ministries; 
 supporting other Ministries or Working Groups at the direction of the 

Coordinating Minister. 
 

4.4.3. The Children, Youth and Family Minister. The Children, Youth and 
Family Minister primarily works with: 
 Committee for Ministries with Children, Youth and Families; 
 supporting other Ministries or Working Groups at the direction of the 

Coordinating Minister. 
 

Ministry personnel can be asked to support different Committees through a 
decision of Council.  

 
 

5. Council Committees 
5.1. Purpose. The committees referred to in 3.6 are represented on Council 

(Committees).  The members of the Committees are elected by the congregation 
and should be staffed with both members and adherents of the congregation who 
have the passion, interest, skills, gifts, time and faith base necessary to make the 
ministry live. Council will work with the congregation to encourage broad 
representation on Committees. Vacancies on Committees may be filled by Council. 

 
5.2. Terms of Reference. Council will set the terms of reference for the Committees, in 

the context of the Commitment and the SMP: Committee for Worship & Music 
Ministries, Committee for Ministries through the Arts, Committee for Ministries 
with Children, Youth and Families, Committee for Spiritual Nurture Ministries, 
Committee for In-Reach Ministries, Committee for Outreach Ministries, Committee 
for Financial Ministries, and Committee for Property Oversight. 

 
5.3. Budget. The annual budget must be developed in the context of the Commitment 

and the SMP. Each Committee will be responsible for developing an annual budget 
for its work, to be presented initially to the Committee for Financial Ministries for 
its review and input and through the Committee for Financial Ministries to the 
Council. The Council is responsible for finalizing the overall annual budget and 
bringing a recommendation to the congregation. The congregation is responsible 
for approving the congregational budget. Committees have authority to expend 
funds within their budget as approved by the congregation. 

 
5.4. Ministry and Personnel Committee (based on B.7.8.5)  

The Ministry and Personnel Committee oversees the relationship of all staff to each 
other and to people in the congregation by: 
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 being available for consultation and support for matters involving the 
Ministry Team and non-ministerial staff; 

 supporting the building of healthy relationships among the Ministry Team and 
non-ministerial staff; 

 regularly reviewing the working conditions, responsibilities, and 
compensation of the Ministry Team and non-ministerial staff, and making 
recommendations as needed to the Council; 

 reviewing and revising initial position descriptions of the Ministry Team and 
non-ministerial staff and making recommendations as needed to the Council; 

 conducting annual performance reviews of the Ministry Team and non-
ministerial staff, based on the individual’s work in relation to the 
Commitment, the SMP and their position description, and making 
recommendations as needed to the Council;  

 providing a representative to hiring committees;  
 ensuring the Ministry Team and non-ministerial staff make use of 

opportunities for the continuing education and vacation time they have been 
given in call, appointment or contract;  

 maintaining close contact with the pastoral relations oversight group of the 
Regional Council; and 

 providing information to Council that will assist Council in determining the 
effectiveness of ministry personnel and staff implementation of the SMP and 
Council priorities. 

 
The Coordinating Minister and the Administrator in their roles as supervisors of 
staff, have a consultative role with Ministry and Personnel and should meet 
periodically with M&P.   

 
5.4.1. Membership. A majority of the members of the M&P Committee will be 

members of Pacific Spirit.  
 
To ensure ministry personnel and non-ministerial staff may discuss openly 
their relationship with the Council, the M&P Committee should be made up 
primarily of members of the congregation who do not sit on Council. The 
Chairperson of Council will not be a member of the M&P Committee. 

 
5.5. Trustees. The Trustees will follow the Model Trust Deed of The United Church of 

Canada, as expressed in G.3 of The Manual. 
 

5.5.1. Term. Trustees appointed or confirmed in December 2018 will serve until 
June 2020. Thereafter, Trustees will be appointed for a two-year term, but 
can be appointed for multiple terms at the discretion of the congregation.  

 
 

6. Conflict Resolution 
6.1. Conflict Resolution. Where conflict arises, the church is called to resolve it and to 

deal pastorally with the pain that it causes. This requires compassionate love, 
forgiveness, wholeness, and humility. It also requires that justice be done, and be 
seen to be done. Conflicts must be resolved as quickly and as fairly as possible. 
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6.2. If a conflict arises, the people involved must try to resolve it between themselves 
wherever possible. This should include respectful conversation between the parties 
involved, without interference by outside parties. 

 
6.3. If one of the parties feels there is an imbalance of power which makes it difficult for 

them to share their concern with the other in the conflict, they are asked to seek out 
a member of M&P to act as companion and observer. The M&P member is not 
present to share the views of the party (and, in fact, may not agree with them), but 
to open the path for respectful conversation between the parties. 

 
6.4. If conversation does not resolve the conflict, the people involved will ask for the 

guidance of Council. The Council will, with prayer and careful discernment, take the 
actions it believes necessary to resolve the conflict. (This could include facilitated 
conversation, mediation, arbitration, or other action in line with this section.) 

 
6.5. It should be noted that all ministry personnel (including congregational designated 

ministers) are accountable to the Regional Council for oversight and discipline. If 
there is a conflict between ministry personnel and the congregation, Section J of 
The Manual will be followed. 

 
 


