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 Delegation from the PCC and Empowerment of Leadership Teams – final 

draft 

- Proposals from the FFP Group for PCC discussion and decision  

Introduction  

At its 8th May meeting the PCC agreed the document “Role of the PCC at St Kea”. The 

document acknowledges that the PCC is the master and all of its sub groups are servants. 

The document also refers to the need for the PCC to delegate tasks to its sub groups, in 

order that the PCC can wisely use its very limited time and not become a bottleneck. If 

delegation is to succeed it must be accompanied by empowerment. There was discussion at 

the PCC about what this means, especially for the Leadership Teams, and some wariness – 

the FFP was asked to do some more work and come back to the next PCC with a clear 

statement of how this might work in practice. This document is the basis of the FFP 

response. 

Principles 

1. Clarity – the PCC must be clear about what it has and has not delegated. The sub 

group must be clear about what it has been asked to do and must then stick to its 

brief or ask for more delegation/approvals. 

2. Empowerment – once delegation is in place the PCC must give authority to the sub 

group to do its work, without interference. Being empowered and trusted also 

motivates and makes success more likely. 

3. Communication – the sub group (s) must keep the PCC informed at all stages about 

the progress made by the group with the delegated tasks. This can be by verbal or 

written means – the PCC must never feel that it is being kept in the dark, but ought 

not to expect long and detailed reports. 

4. Trust – we are all members of one Kea Church. Once agreed our statement of 

beliefs, values and style (attached) will keep us heading in the same direction. 

Delegation and empowerment by the PCC is more about how we deliver our 

strategy/mission. Individual members may not personally agree with every detail of 

implementation but once the PCC has agreed and delegated then we must trust 

those of us who have been given the task. 

Some practicalities 

1. Skills  - many (most) people see working/sub groups as committees – and we all 

know committees are “talking shops”. Well they often are talking shops so how can 

we ensure that ours stick to the point and deliver actions not just more words? The 

role of the chair is fundamental, a good chair encourages and motivates the group, a 
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poor chair wastes time and the group is less effective than it could/should be. FFP 

Proposal 1 – all chairs of all formal groups are offered training on “how to be a good 

chair”. 

2. Feeding back –a sub group feeding into its parent group often presents challenges. 

The temptation of the sub group is to present more detail than is needed. Similarly 

the parent group (PCC) can often home in on one or two smaller items and pass over 

the important ones. How do we get over this?    FFP Proposal 2 – each sub group 

chair takes the lead in reporting back, as at present, but also realising that the 

quality of this feedback lies at the heart of the FFP debate. Feedback should be of 

appropriate length, in the form of action notes of the meeting, prepared by a team 

member and posted promptly after the team meeting in the PCC area of the church 

website, plus a short verbal report to PCC. Reporting should be reflective of what the 

group (not just the chair) feels, honest, including positives and negatives. The sub-

group chair must not be defensive but open to PCC challenge. The PCC chair keeps 

the reporting and questioning on track and does not seek to impose his/her view on 

the process. FFP envisage each sub-group, particularly the Leadership Teams being a 

team! Team training ought to be strongly encouraged and provided. 

Existing PCC sub- groups 

These are 

 Standing Committee 

  All Hallows Leadership 

 Truro Leadership 

 Old Kea Leadership 

 CAP Working 

 Missions Working 

All have Terms of Reference devised within the last 2 years. It is not proposed to spend 

more time revising them, more considering how the groups operate within their existing T 

of R.  FFP Proposal 3 - In view of the development of Lanterns it is proposed to re-designate 

CAP Working Group to become the CAP Leadership Team. 

What the PCC cannot delegate 

As the governing body of the church and as a board of trustees the PCC cannot delegate 

 overall responsibility for the whole of Kea Church and its actions 
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 overall control of finances 

  compliance with the law, in whatever form, eg health and safety, safeguarding, data 

protection. 

 its responsibilities as an employer. 

 Its duty to protect and care for our assets, particularly buildings 

This helps us to be clear about what the PCC should deal with itself  

 changes to the mission, values and policies of the church 

 agreeing the priorities of the church and then monitoring delivery 

 decisions on the church finances, including monitoring budget expenditure and 

compliance with policy 

  employing staff and the effective use of those individuals. 

 Changes to the use of our buildings, maybe by receiving proposals to decide on. 

Leadership Teams – what should they be expected to do? 

The PCC may feel unsure about the role of these groups. On the one hand the PCC feels 

unsure about “what they are up to”. On the other hand a group may feel that the PCC will 

“second guess” them and pick over their plans, which demotivates. The PCC already 

receives regular reports from each of the 3 leadership teams - it would be helpful for both 

the leadership team itself and the PCC if each of the leadership teams were asked to 

produce their own development  plan for the next (say) 12 months and keep it updated. In 

practice we are well on the way to doing this because the PCC has already approved the 

“Top 20” priorities generated mainly by leadership teams – now we want to deliver the 

intentions! The PCC will become familiar with the development plans from leadership teams 

as there will be a progress report at each PCC meeting. Any proposed changes will, if 

needed, request specific approval from the PCC.  

Some current examples are  

 if a leadership team makes a proposal that is likely to affect another part of our 

church, such as the time of a service, then the vicar and PCC must decide. 

  one of the top 20 items from the All Hallows Leadership team is to remodel the 

church. This is a major project requiring budget. In due course the AH leadership 

team are expected to bring a proposal to PCC, including costs. If approved the AH 

leadership team should then be expected to deliver the plan. 

 There are also buildings-related plans at Old Kea, what is the PCC priority? 
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 The Truro Leadership Team is focussed on sustaining and growing the work at Penair 

- is any earmarked PCC support needed? 

Empowerment and membership of leadership teams 

The leadership teams must be seen to lead and the leadership teams should be made up of 

the recognised spiritual leaders for each of our congregations. Our starting point in 2015 

was that PCC members should form the leadership teams. As a predominantly elected body 

it may well be that the PCC itself does not include all the skills and gifts needed or that the 

recognised spiritual leaders are not all members of the PCC. FFP Proposal 4 – members of 

the church who have leadership gifts and skills needed by a leadership team, can be co-

opted, with PCC approval. 

FFP Proposal 5 on membership of leadership teams – The vicar and wardens (in 

consultation with Standing Committee) will propose to the PCC who they feel should form 

the leadership teams. This is what happens now. 

Each of the 4 congregations (All Hallows, Old Kea, Truro and Lanterns) should also have a 

designated and recognised spiritual leader. A member of the PCC, not the spiritual leader, 

will chair the leadership team. The spiritual leader should be clearly identified for each 

congregation. 

Training in leadership may be required and should be offered to the members of the 

leadership teams. 

As the leadership teams pick up the role of leading the church congregations they will need 

the involvement of the staff. For example, the church at AH and Truro is likely to continue to 

prioritise work with children and young people and these leadership teams would be 

expected to fully involve the appropriate member of staff in making plans and delivering 

their programme. This working together is already developing. 

Similarly, the leadership teams are likely to need admin support, which will influence the 

future job content of staff. 

If leadership teams are empowered to lead this will change the role of the PCC itself. The 

PCC agreed at its 8th May meeting, the document “Role of the PCC at St Kea”. This sets out 

the duties of trustees. It also outlines the “shoulds” which are essentially good practice. Via 

the PCC agenda we have an opportunity to better plan the work of the PCC in the new era 

of empowerment. FFP Proposal 6 - introduce the following annual cycle 

  Sept – agree the whole church development plan for the following calendar year, 

incorporating the individual plans from each leadership team. 

 November – agree the budget for the next calendar year, informed by the above. 

Money should follow vision. 
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 Jan/March/May meetings – keep the leadership teams accountable for their delivery 

of their plans and within their delegated budgets. 

Every meeting the PCC will attend to its retained duties such as monitoring budgets, 

compliance, risk etc – the agenda will be constructed to help the PCC to do this quickly. 

Importantly the PCC will then have time to consider the progress made by leadership teams 

and also consider the overall future direction of the church because its regular “in tray” will 

be smaller because of the work being done by its sub-groups.  

Related matters 

Composition and membership of the PCC – are we fit for purpose? 

Is the PCC too large? Do PCC members collectively have the skills needed? Probably not, 

because the PCC is an elected body. At our last meeting we saw how the PCC is made up. 

The largest group, of 15 members, are elected on a 3 year cycle. There are also 5 elected 

Deanery Synod members. FFP proposal 7 – reduce the size of the PCC. This can only be done 

by agreeing a plan at the next APCM. Our proposal is to reduce the 15 to 12, effectively 

removing one place each year by rotation. In addition, at the APCM, where new members 

are elected, make it clear what role each new member, including Deanery Synod members 

of PCC, would be expected to lead on. Where skill gaps appear then the PCC can co-opt. 

Role of the vicar – we have one leader but soon several leadership teams who will be 

expected to get on with delivering their plans! So how will the role of the leader adapt to 

being “the leader of leaders”? Under proposal 5 the spiritual leaders of the leadership 

groups will be more visible. It might be helpful for our vicar to convene and attend a regular 

meeting of leaders, for mutual support, thereby emphasising the One Church strategy, but 

not always be expected to attend the various team and working group meetings, unless his 

specific input is needed. 

 

Attachment – “Beliefs, values and style” 

 

 

 


