
Conference Design Task Force  
Report to Fall 2014 Information Sharing and Gathering meetings 

 
 
Our Purpose:  
The Conference Design Task Force appointed by Bishop Trimble  for the purpose of aligning the 
organizational structures and staffing resources of the Iowa Annual Conference for the sake of the 
mission and vision. (Appendix A)   
 
The Task Force (Appendix B) has been meeting with regularity and with diligence to our Task since 
September of 2013 (Appendix C and D). Significant time has been spent to understand the Strategic 
Priorities, the current Organizational Chart, the  FACT Report, and the reports of the two previous Iowa 
Annual Conference Task Forces.  We chose to interview several  Iowa Conference staff members to 
receive their perspectives. (Appendix E).  
 
Our Learnings and Philosophy  
 
The adaptive challenge addressed by our Conference Priorities was to create a new conference wide 
culture of vitality, leadership development and growth.  Our committee role is to create clear alignment 
of conference staff positions with our conference priorities.  The keys to doing this are the following: 

1) Clear assignments of strategic priorities with specific staff positions 
2) Clear authority given to staff for leading the conference towards accomplishing these priorities   
3) Accountability and evaluation processes assigned to staff within the organizational chart from 

the Bishop to direct reports and from those staff to their direct reports. 
4) Proper support for each of the strategic priorities with needed staff and resources 

These keys will require technical changes in our systems of the conference so that the adaptive change 
desired by the strategic priorities can be fulfilled.   (for more on Adaptive and Technical Changes see 
appendix G) 

Our Recommended Staff Realignments to the Strategic Priorities 

1) CREATING World-Transforming Communities of Faith including both establishing new 
communities of faith and increasing vitality in existing communities of faith 

a. Transform the LDM of Evangelism and New Ministry Development into a Cabinet level 
position called the Director of Vital Faith Communities with this as the central focus. The 
Director of Vital Faith Communities will report directly to the Bishop and will be 
responsible for leading the Associate Directors of Vital Faith Communities in equipping 
our congregations for contextual ministry and leading the Healthy Church Initiative. 

b. Transform the FOM positions into 6 Associate Directors of Vital faith Communities which 
are envisioned as regional “working” directors that actively relate with and educate 
congregations/clergy and laity in equipping our congregations for contextual ministry. 
(Currently, a best example of this is the Healthy Church Initiative). The Associate 
Directors would directly report to the Director of Vital Faith Communities. 

2) EQUIPPING Ourselves and Others as Transformational Leaders, including  the equipping of  
transformational lay leadership and the equipping of transformational clergy leadership 

a. Assistant to the Bishop for Connection Ministries will be transformed to the Director of 
Equipping Leaders and Ministries.   The Director of Equipping Leaders and Ministries 



(CCMC) will report directly to the Bishop. This position is responsible for equipping and 
developing leaders in the ministry of the Conference as defined by the Discipline.  The 
intent is for this position to guide the CCMC into a focus on developing leaders rather 
than doing programs or granting funds.   

b. To assist the Director of Equipping Leaders and Ministries there will be an Associate 
Director of Lay Ministries.  This position would equip and empower laity and work to 
increase hands-on mission opportunities in the IAC.  This position will work with Board 
of Laity, Lay Servant Ministers, Associate Directors of Vital Faith Communities, 
Conference Lay Leader, graduates/students of the School for Lay Ministry, Walk to 
Emmaus, etc. to identify and organize opportunities to empower laity as disciples 
actively engaged in churches, communities, and faith development opportunities.  This 
position may also work with United Methodist Men and United Methodist Women in 
collaborative ministries.  This position would be able to go to districts to work alongside 
laity to coordinate and collaborate in ministries to the poor, focus on issues of justice, or 
provide opportunity to grow in the connectional relationship throughout the IAC. 

c. A new position entitled the Director of Clergy Excellence, who is a direct report to the 
Assistant to the Bishop for Administration, will be created for the purpose of the 
strategic priority of equipping transformational clergy leadership – this position is 
focused on developing the effectiveness of the clergy within the IAC. They will work 
collaboratively with the Appointive Cabinet and Board of Ministry to assist clergy of 
every category to grow in their ministry  The Director of Ministerial Services (an 
employee of the Board of Ministry who supports it in their mission) will work with and 
report to the Director of Clergy Excellence. 

3) DIRECTING Our Resources to Our Common Goals 
a. Developing and implementing a comprehensive communications strategy 

i. The Director of Communications will be a direct report to the Assistant to the 
Bishop for Administration.   This position is to be the center through which all 
communication to the IAC flows.  

b. Increasing the financial health of the Iowa Conference 
i. Along with the work of our Conference Treasurer there will be a Director of 

Development (new position) who will report directly to the Bishop and develop 
and implement strategies for raising friends and funds for the ministries of the 
IAC beyond our apportionments. 

4) Other Recommendations to assist in fulfilling our the above: 

The Design Task Force proposes the following offices and staff structure remain in place with no 
changes. 

• The Bishop’s office and support staff 
• The Conference Treasurer,  Director of Administrative Services 
• Conference Superintendents in 8 districts (with some adjustment in structure– see below) 
• The office of Pastoral Care and Counseling 



Significant Change and/or reporting Structure changes are recommended as follows (from left of 
the chart to right) 

• The Assistant to the Bishop for Administration will now have 3 direct reports. 
o Director of Human Resources/Conference Benefit Officer  
o Director of Communications   
o Director of Clergy Excellence. 

• Conference Superintendents and their ministry. There will remain 8 Conference 
Superintendents and they will continue to “supervise” the same geographical Districts.  

o (New philosophy) The task force recommends that the Conference Superintendent’s 
physical office space be transitioned out of existence. As the appropriate leases and 
rental agreements expire we see the Strategic Priorities being best served by putting our 
Conference Superintendents in virtual offices or much smaller space in local churches or 
rental properties.   

o (New Position) The Team Leader for Camping/Camp Director will direct the total 
camping Program of the Iowa United Methodist Church and all camps from the office of 
one of our current campsites. This person would report directly to the Director of 
Equipping Leaders and Ministries. 
 Camp Directors (2) these jobs would remain unchanged and would be the 

directors of the two camps where the Team Leader was not located. 
 Camp Support Staff remains. 
 The Camping Director, 2 Camp Directors, and Camp Support Staff will all be 

budgeted in BOC. 
 

• Conference Center Administrative Assistants   
o The Assistant to the Bishop for Administration and Director of Development will share 

an Administrative Assistant (current position) 
o The Director of Vital Faith Communities and Director of Equipping Leaders and 

Ministries will share an Administrative Assistant (current position) 
o To better serve the IAC and its membership the additional seasonal pooling of 

Administrative Staff (Conference Center Administrative Assistants, District 
Administrative Assistants & Building Coordinator) will be investigated.  The pooled 
responsibilities will include building hospitality, support for Boards/Agencies, Annual 
Sessions preparation and Charge Conference execution. 

 
The other Leadership Development Ministers (3 positions) eliminated 

The  Organizational Chart (attached) presented at these sessions has the dual purpose of presenting 
our work to date and gathering the responses of the laity and clergy present to inform the shaping of 
our report to the IAC session in June 2015. 
 
 
 
 
 
 
 
 



Appendix A: Overview of Task and Process: 
The Conference Design Task Force was appointed by Bishop Trimble in response to the directive 

of the 2013 Iowa United Methodist Annual Conference Session to assist in achieving progress towards 
the Strategic Priorities approved by that same session. 

1. The task force was directed to study and comprehensively understand the Strategic Priorities, so 
that our work might focus correctly.  

1. Creating World-Transforming Communities of Faith 
A. Establishing new communities of faith 
B. Increasing vitality in existing communities of faith 

2. Equipping Ourselves and Others as Transformational Leaders 
A. Equipping lay leadership to disciple others and transform the world 
B. Equipping clergy leadership to disciple others and transform the world 

3. Directing Our Resources to Our Common Goals 
A. Developing and implementing an effective communications ministry 
B. Aligning organizational structures and staffing resources for the sake of the 
mission and vision. 
C. Increasing the financial health of the Iowa Conference 

2. The services of an outside consultant with proven experience in organizational design and 
workforce planning were obtained.  

3. With the consultant, the task force has become educated to a competent level:  
a. Regarding the mission and vision of the Iowa Annual Conference. 
b. Regarding the current organizational and staffing model of the Iowa Annual Conference. 

This education includes the roles, activity and funding of all Conference Boards and 
agencies and clarity regarding the Annual Conference paid staff (all positions).  

c. Regarding the operating budget of the Annual Conference. 
d. Regarding the “granting” structure and strategies for ministries affiliated with the 

annual Conference.  
e. Regarding any work done since 2000 in the Iowa Annual Conference on this same issue.  

4. Pursue all avenues of discovery and research as assigned by our consultant. 
5. With the consultant develop a strategy that aligns all the organizational structures of the United 

Methodist Church in Iowa around the successful attainment of its mission and vision to be 
presented to Bishop Trimble no later than March 20, 2014. 

6. Present to District Conferences as assigned.   
 
 
Appendix B: Task Force Members 
Consultant Reverend Ken Ehrman Faith Community Consultant Samaritan Center for Congregations, 
Conference Staff - Joni Mardeson, Terry Montgomery, Reverends- Tim Frasher, Mike Morgan, Curtis 
DeVance, Barrie Tritle, Lanette Plambeck, Laity – D’Lyn Burns*, Lynn Calvert, Betty Stone 
*Opted off the Committee in Fall 2014 
 
 
 
 
 
 



Appendix C: Meeting Calendar 
Since the inception of the group, the following meetings have been held – Live meetings have typically 
been 2-6 hours in length. 

1. September 24, 2013 – New Hope United Methodist Church (Des Moines) 2 hour orientation 
meeting led by Bishop Julius Trimble. 

2. October 23, 2013 – Conference Call 
3. November 14, 2013 – Meeting at Conference Center 
4. January 24, 2014 – Meeting at Conference Center 
5. February 6, 2014 – Conference Call 
6. February 27, 2014 – Conference Call 
7. March 5, 2014 – Meeting Via Phone with Bishop Trimble 
8. June 9, 2014 – Meeting at the Annual Conference Session 
9. June 25, 2014- Meeting at Conference Center 
10. July 16, 2014 – Meeting at Ankeny First United Methodist Church  
11. August 11, 2014 – Retreat at Conference Center 
12. October 6, 2014 – Conference Center 
13. November 5, 2014 – Conference Call 

 
Appendix D: Task Force Calendar 
March/April 2014  

1. Begin to socialize the fact that we are working. The best process for this is likely the articles we 
have written already, because as the Bishop rightly stated: “The Conference really hasn’t heard 
anything yet.” We need the next 3 months to announce that the work is happening.  
(completed) 

2. The Committee needs to complete the work that allows us to come to FULL agreement 
regarding the entire Design. (completed) 

3. The Committee needs to submit a “press release” for District Conferences/Pre Conference 
Briefings that acknowledge that more than a half dozen meetings have been held by the task 
force and the work is progressing towards the moment where input from laity, clergy and other 
populations will be sought regarding the initial design concept. (delayed until 2015 by request 
of Bishop) 

 
May/June 2014 

1. The Committee will design the process by which it plans to socialize and receive input on our 
agreed upon design – following the June 2014 Annual Conference Session. This timeline is 
deemed by the Bishop to be necessary to get people’s minds around a completely new idea/way 
of doing business and provide for positive construction. Revealing it at the AC session without 
further input and discussion would certainly doom it and leave our work without any chance at 
fruition. (completed) 

2. The Committee will be prepared to announce the process (not the Design) at the Annual 
Conference Session. (completed) 

3. Bishop/management helps us add a few lay and clergy people to our committee following AC so 
we have better coverage of the Annual Conference for later process and we have a first run at 
“explaining/defending” the plan to fresh eyes/ears. (completed) 

 
July – October 2014 

1. Committee will design, advertise and hold events socializing the plan and receiving inputs from 
clergy, laity and other “publics” regarding our design. (moved to October-November) 



2. Committee will meet (several times if necessary) to process and integrate inputs from meetings, 
correspondence etc. into a “final” Design. (completed) 

3. Committee will present plan to appropriate Conference officials and ask for Conference 
leadership/management to develop an implementation plan to correspond with Design plan so 
when presented to AC session the plan can be holistic and comprehensive.  

 
October 2014- January 2015 

1. Implementation Design group meets to plan work. 
2. Committee holds final meeting with Implementation Team to integrate all into legislative format 

 
February – March 2015 

1. Strategic presentations of the “final” to various publics 
2. Preparations for District Conferences/Pre Conference meetings 

 
March –May 2015 

1. Presentations at District Conferences/Pre Conference meetings 
2. Preparation for Presentation of legislation at Annual Conference 

 
June 2015  

1. Annual Conference Presentation 
2. Likely completion of our work (one way or another) 
 

Appendix E: Resources Used by the Task Force 

Strategic Priorities Report (June 2013) 
FACT Report (commissioned by the Council of Bishops and submitted to Bishop Trimble September 
2012) 
“Thoughts on Evaluating the Structure of the Iowa Annual Conference Committee on Planning and 
Research” (March 31, 2010)  
“Final report of the 2010 Bishop’s Structure Review Task Force” (March 2011) 
Job Descriptions of all the Conference employees 
Organizational Chart of the Iowa Annual Conference of the United Methodist Church 
Consultant – Ken Ehrman 
Strategic Conversations – various officers and Pastors in other Annual Conferences  
Live Interviews with Conference Staff: 

• Bishop Julius Trimble 
• Assistant to Bishop Rev. Bill Poland  
• Assistant to Bishop Rev. Karen Dungan 
• Dean of the Cabinet,  Rev. Lillian Gallo Seagran and Conference Superintendent, Rev. Jackie 

Bradford 
•  Leadership Development Minister Rev. Scott Hibben 
• Field Outreach Ministers  Revs. Jill Sanders, Jayme Glenn-Burns, Jay Johnston, Melissa Drake, 

Kathrine Yarnell, and Phil Carver  

 

 



Appendix F: 

The Iowa United Methodist Foundation is a separate incorporated organization and therefore not part 
of the scope of the Design Task Force.  

Appendix G: Adaptive Challenges and Technical Change 

A working definition:   

Technical problems have a solution, and by a solution we mean that the problem/challenge is solvable in 
that a combination of money, time, and expertise could address a particular need or make a problem go 
away.   

Historically, much of our work around realignment in the IAC has accustomed us to a mode of thinking 
that all problems are technical problems—that if we work a little harder and try a little more we can fix 
whatever is wrong. And, indeed, that is how we usually judge our systems and leaders. We think of 
effective systems and leaders as those that make things happen; these leaders identify, approach and fix 
problems.  

This works in some instances, however, some problems cannot be fixed by technical change. Even with a 
change in place - the problem/challenge still exists. Think about wanting to be healthier. A common 
starting point is around diet - let's say you are motivated to lose 30 pounds.  You make changes to your 
diet and exercise routine and you see progress. After a few months you reach your goal weight or 
plateau and go back to the way things once were—that is, you return to unhealthy practices again. Is 
your goal to be healthy achieved? Of course not. You can’t quit unhealthy practices -see short term 
goals met  - and then return to poor eating and act as if that has “solved” your problem.  With the 
absence of accountability, discipline, and buy-in to the new lifestyle - you return to former practices and 
are unable to sustain your weight loss. Technically, you got dieting right. However, the lifestyle change 
was not adapted into your practice of living. This is why we pursue "adaptive change.”  

In Leadership on the Line, co-authors, Ronald Heifetz and Martin Linsky write, “Adaptive change occurs 
when our deeply held beliefs are challenged, when the values that made us successful become less 
relevant, and when legitimate yet competing perspectives emerge.” Adaptive change happens when we 
ask people to adopt new beliefs, when we hope people will pursue better values, or when we help 
people see that the ways that they have been doing things in the past will not work for them in the 
future. That’s the job description for the Task Force. 

We have come to understand that we cannot solely use technical means to reach adaptive ends. In other 
words, the techniques that we all learned for solving technical problems will not work if we want 
sustainable change. We know that Adaptive change requires conviction and commitment. It requires a 
culture shift and lifestyle change. Changing a belief or a way of doing things is hard because we have had 
successes emerge out of our current way of doing things. We know it will be a test of our deeply rooted 
way of doing things to change; yet we know in order to be faithful and fruitful, realignment needs to 
happen. Aligning our mission, ministry, and structure to the Strategic Priorities requires a culture change 
- it requires us to find, accept and follow a better way.  

 


