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Introduction

The “Developing Our Deaneries” report to Diocesan Synod in 2016 recognises the need to ensure that our deaneries are suitably resourced.  This includes provision of diocesan grants of up to £1,000 per year to support administrative work in each deanery, and may also be used to support the Area Dean in their parochial role.  The diocesan grant funding is available from September 2017 and is subject to approval by the relevant Archdeacon.

There are various ways in which this administrative work could be resourced, and the purpose of this document is to outline some of the options, the relative merits of those options, and practical steps necessary in relation to each.

The advice is intended to be iterative rather than exhaustive.  Andy Richardson, the Human Resources Manager for the Diocese, is available to discuss the options further, and the advice around the options will be developed further in the light of experience and feedback.

Background

The relevant section of the Developing our Deaneries report is as follows:

1.	An able Deanery Administrator might offer considerable support voluntarily 
2.	The deanery needs vary considerably over any period of time but someone might be employed on a sessional basis; or an existing parish administrator might be paid for these additional hours
3.	Another expression of support might be for the Area Dean to be provided with administrative help to support them in their parish role 
4.	From September 2017 a diocesan grant of up to £1,000 a year will be available to support administrative work in each deanery, subject to approval by the relevant archdeacon.

Engaging Administrative Support

The diocesan grant can be used towards the costs of engaging a person to provide administrative support, either directly focussed on the work of the deanery or, as per point 3 above, to support the Area Dean’s parish work to free up capacity for deanery work.  There are a number of ways such support could be arranged, and the benefits and factors to consider are outlined here.

Define the Requirement

The first step towards engaging administrative support will be to define what is required.  This will help with finding a suitable person, as well as in ensuring clear expectations between the Area Dean and whoever is engaged.

Things to think about include:

· What kind of support would make a difference in the Deanery?
· What would the purpose of the role be?
· What are the key responsibilities and tasks?
· Who will the person support, and need to liaise with?
· Who will provide ownership, support and guidance?
· Where will the person be based?
· What equipment and resources will they need?

Increase the Capacity of an Existing Person

This is likely to be the most straightforward option.  There may already be somebody in a parish within the deanery with a relevant skill-set doing similar work, who is willing to take on deanery administration support, or additional work within the parish.  If this kind of solution includes increasing the hours of a paid worker, then it is possible to seek access to the diocesan grant funding to cover this additional element.

Engage a Volunteer

If there is no existing person who can take the work on, an option to consider would be whether somebody can be identified who could provide the support required as a volunteer.    Volunteering is a two way relationship: volunteers give their time for free, and can bring a wealth of skills and experiences; but they will also have expectations, both personal and professional of the experience.  The points above about being clear on requirements and expectations will be helpful in this regard. 

You may have somebody in mind that you might approach, although it would be good to make the opportunity reasonably well known so that others have the chance to put themselves forward.  Have a conversation with those who put themselves forward to check they have the skills and qualities to be a good fit with the role, and to let them ask questions; but in the context of a volunteer opportunity an overly formal process might put people off. 

In volunteer management it is very important avoid inadvertently creating an employment relationship.  Don’t provide a contract, or seek to develop a ‘line management’ relationship, but instead it is good practice to have a ‘volunteer agreement’ (see template at Appendix A).  Also, to highlight another common pitfall, only reimburse expenses actually incurred rather than, for example, paying somebody £5 per day towards their lunch (which looks like wages and in turn is a breach of minimum wage legislation!)  

Employ an Administrator

The diocese grant funding can be used to pay a salary towards somebody you employ to provide administrative support.  However, a deanery is not a legal entity able to enter into employment relationships.  So, if this is the preferred arrangement, it will probably be necessary to recruit somebody as an employee of a PCC.
All the normal good practice in relation to PCCs employing people would apply.  This includes things such as providing an appropriate contract (technically a ‘statement of terms and conditions’ paying them through a payroll with deductions for tax and National Insurance, being mindful of pension obligations, holiday entitlement and of the minimum wage.  Advice relating to employing people is available from the Diocese office if required (see below).

With regard to pay: paying less than the government-set National Minimum Wage (including the new category, the National Living Wage) is illegal.  Beyond that, as a Diocese we aim to be a ‘living wage’ employer, and would urge that any employee should be paid at least the level set by the Living Wage Foundation, currently £8.45 per hour.  

Use a Freelance Administrator

A possible alternative to working with the issues associated with employing somebody is engaging somebody on a freelance basis.  Again, it is possible to seek access to diocesan grant funding to pay for such an option.  This can seem attractive: there is less ‘infrastructure’ required in terms of contracts and payroll services, and there are no obligations around holiday, pensions, and employer NI contributions (although pension and NI are unlikely to apply in relation to somebody working only a few hours per week.)  

However, these potentially attractive benefits come with some risks; employment status is a hot topic politically and in the media at the moment (for example around cases involving Uber and Deliveroo).  The key point for these purposes is that HMRC will take enforcement action against relationships which purport to be self-employment but which in practice don’t meet their test of that status.  There is an online tool on the HMRC website to help work out if a relationship represents genuine self-employment, although it’s never possible to be definitive.  

One significant factor in the test of genuine self-employed status tends to be whether the person has other clients.  So, if you are considering using this approach, it is probably better to look for somebody who is running their own business providing genuine freelance administrative support to a range of organisations, rather than falling into the trap of engaging somebody you know, setting something up which you describe on paper as self-employment, but with the risk that HMRC may view the reality as being somewhat different.

Option to Involve the Diocesan Board of Finance

If no other option proves viable, a possible option which might be considered is whether the Diocesan Board of Finance might employ an administrator who can be deployed to provide support to a Deanery.  This option poses some potentially awkward issues in relation to who would provide the line management, but it is something which could be looked into and considered further if there is demand for such an approach. 










Process for Applying 

It is expected that an administrator funded in this way will be employed at a minimum of the national ‘Living Wage’.  

1. Speak with your Archdeacon, sharing the nature of the proposal

2. Apply to the Diocesan Finance Manager for the required grant, up to amount of £1,000.  In doing so, please refer to the Archdeacon’s support for the proposal and copy them into the correspondence

3. The grant will be paid to the PCC who is either the employing body, or who will be funding a self-employed individual; these details should be included

4. After 12 months : if it is intended to continue with the arrangement please apply for a new grant as above; again copying in the Archdeacon.  

5.  If the employment is terminated at any point, then any unused grant should be returned to the Diocesan Office

If further advice is required on this process please speak with your Archdeacon / Diocesan Finance Manager. 

Other Matters

Restrictions on the use of the Diocesan Funding

The diocesan funding cannot be used to cover the cost of consumables or as a contribution towards the cost of deanery events; for the latter, an application to the Archbishop’s Mission Fund may be appropriate.

Administrative Equipment

The diocesan funding can be used for one off purchases of equipment if this can be shown to enable the administrative work of the deanery.  The cost of the ongoing maintenance and servicing will fall to the deanery.


Questions, Feedback and Further Advice

Resourcing

For questions and further advice about engaging administrative support, please contact:

Andy Richardson
Human Resources Manager
Diocese of York
Amy Johnson Way
York
YO30 4XT

Tel:	01904 699502

Email:	hr@yorkdiocese.org
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VOLUNTEER AGREEMENT

Introduction

This agreement describes the arrangement between [name of deanery or PCC] and [name of the volunteer].  Your contribution is valued and we aim to make this experience enjoyable and rewarding for you.

The agreement is effective from [date]

[Deanery / PCC] commitments

· To provide a clear description of what is required of the role the volunteer will fulfil.
· To ensure a named person is available to provide any support, supervision and advice.
· To provide a healthy and safe working environment.
· To provide positive environment in terms of courtesy and respect, equality, and appropriate confidentiality
· To arrange for a swift and fair resolution of any problems 

Volunteer commitments

· To fulfil the role required as described.
· To undertake the role to the best of your ability to help us in our mission.
· To meet the mutually agreed time commitments, giving reasonable notice when this is not possible.
· To act in a way that is in line with the objectives, values and Christian character of the organisation.
· To follow our procedures and abide by relevant policies.
· To have due regard for confidentiality

Signatures

For the [Deanery / PCC] 			       For the volunteer

(signed)    ____________________________	       (signed) 	____________________________

(date)    ____________________________		       (date) 	____________________________

This volunteer agreement is binding in honour only, and is not intended to be a legally binding contract between the volunteer and the [Deanery / PCC].  Neither party intends any employment relationship to be created now or at any time in the future.  This agreement may be cancelled at any time by either party.
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