Recommendations Concerning the Joint Council Experiment:
Report to Joint Council

The Governance Advisory Committee has continued its consideration of the Joint Council experiment
following the Body’s approval, during the 2025 Annual Sessions, to extend the experiment for a third year.
We recommend that the experiment be changed to become an ongoing practice, replacing the prior
practice of having three separate councils with meetings as a Joint Council with a single unified Council.
Recognizing that Continuing Revelation includes both spiritual understandings as well as secular ones,
we also recommend that a re-evaluation of this change be undertaken in no more than 5 years.

History: Original Three Council Construct

“One of LRPC’s recommendations (in 2014) was to ‘Simplify Governance & Administration,' which was further defined
as:

We will use our finite resources of volunteer time and energy to focus primarily on God’s work and to

sustain our extended community. This process will simplify our structure and processes, clarify roles,

responsibilities, authority, and accountability, and reduce the number of things we do. Thus, we will

create new opportunities for access and participation, open to anyone with the skills, experience,

and will to serve, regardless of time and travel limitations.” (Governance Handbook, v. 2025)

Each council has had its own focus of work: nominations, administration, and Quaker life. Friends could
be invited to participate in the work that interested them. Their actions and recommendations were
separately reported, seasoned and approved by the Body. Functioning independently, their
recommendations were approved by the body, so the three councils did not serve the role of “checks and
balances”.

e |ssues:

o Each council was not exposed to the work of the others. This was particularly problematic
for Nominating Council members, as they were not well informed about the work of the
other two councils when explaining to potential nominees what their experience would
entail.

o lIssues addressed by one council were not seasoned by the other councils that might be
affected, or that might have important insights. Seasoning by more Friends might better
reflect the concerns of the Body. Each Council was relatively small, compared to the Tri-
Council, inhibiting broader discernment by more people.

o The General Secretary and the Presiding Clerk could not attend all three Council meetings
that met simultaneously, so they had to make their presentations three times. Information
sharing from each Council to this leadership also had to be repeated, and time constraints
threatened to truncate the consideration of complex issues.

o An early effort to address these problems involved a joint meeting of the three Councils, to
share matters of common concern, followed by individual council meetings. This resulted
in longer meeting times, often spilling over into mid to late afternoon. A meeting lasting
from 9am to 2-4pm meant that most of a Saturday, once a month, was expected of
volunteers. This also required some of our staff to devote part of their weekend to these
meetings.
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The need to have a full roster of members on each council was increasingly not met. This is

not just a problem for PYM, but improving volunteers’ experience is an important response
to this challenge, particularly by being respectful of their time.

e Benefits:
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Each council had more time to address its particular responsibilities.
Friends who were interested only in a limited area of governance work could serve in a
more limited capacity.

Joint Council Experiment

e Benefits

o

Each member of the Joint Council is exposed to and can participate in seasoning an issue.
This can lead to a more robust representation of the Body’s concerns, potentially improving
decision-making, resulting in more fully seasoned recommendations, thus reducing the
need for debate on the floor of Sessions. Our recommendation of a Council composed of
no more than 50 members means that items of business previously seasoned by no more
than 15 members of QLC or Admin are subject to the wisdom of a much larger group.
Leadership, both paid and volunteer, can be as fully informed as other members of Joint
Council. Redundant presentations are eliminated, as are the risks of sharing only high-level
summaries of individual Council’s work.
Meeting duration has dramatically been reduced, with Joint Council meetings usually
lasting only 3 hours. As reported to Annual Sessions in 2025, the major concern of Joint
Council members with the experiment was the length of meetings.
= |mproved efficiency has resulted from the use of “Consent Agendas”. These
preserve the option to remove a particular issue from the consent agenda for further
seasoning, requiring only one member's request.
= Agendas are now structured to ask the Council to focus on only a few current issues
at each meeting.
= Greater efficiency means more time to listen deeply to the leadings of Spirit, thus
enhancing the opportunity for worship and discernment.
Administration Council and Quaker Life Councils have not found it necessary to meet
individually during this nearly two-year experiment.
The Joint Council, by improving its processes over the time of this experiment, continues to
be able to meet the responsibilities of the three councils. The single Council will continue
this effectiveness.
Currently, Nominating Council continues to meet separately as well as with the Joint
Council. It then shares its recommendations with the full Joint Council. This gives
Nominating Council members a fuller understanding of the process and issues of Joint
Council, so they are better prepared to inform prospective nominees of the experience they
are being asked to consider. We recommend that this practice continue: Nominating
Committee, under the care of the single Council, would present its recommended
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nominees to the Council, and with Council’s approval, the slate would then be presented

to the Body for final approval.

o Despite recruitment challenges, having only one Council to populate improves the
opportunity for deep discernment by more people, in comparison with the siloed process
of three individual councils.

o The work demands on the current Tri-clerks (one drawn from each of the prior three
Councils) allow for a reduced workload for each, thereby improving the potential to recruit
volunteers to the clerking work.

= Though only one clerk for the Council would be a more common practice, co-
clerkships are common, and the current Tri-Clerks report that this division has
worked well for them. It is not just an unconsidered carryover of past practice.
= Clerks can learn from one another, and developing clerking skills is important for
the organization's future.
e |Issues:

o Some Joint Council members may wish to engage only in a limited area of work, thereby

curtailing their interest in serving on the Council.

Recommendations:

1. Asingle Council should be created.

2. The Administrative and Quaker Life Councils should be laid down.

3. The Nominating Council should become a committee under the care of the Council. Members of
the Nominating Committee are members of the Council. Nominating Committee, under the care
of the single Council, for example, would present its recommended nominees to that Council, and
with Council’s approval, the slate would then be presented to the Body for final approval. This
broadens the opportunity for discernment.

4. Council Membership

a. Currently: (from the Governance Handbook)
i. Administrative Council has “no more than 15 members...the General Secretary,
Clerk, and Treasurer of Philadelphia Yearly Meeting [PYM] participate with the
Administrative Council in an ex officio capacity.”
ii. “Quaker Life Council has “no more than 15 members... the General Secretary,
Clerk, and Treasurer of Philadelphia Yearly Meeting [PYM] participate with the
Administrative Council in an ex-officio capacity”

iii.  “Nominating Council shall have up to 20 members. Each of the 13 quarterly
meetings shall appoint one member. In addition, up to 7 at-large members shall be
appointed by the yearly meeting in session after nominations from the Governance
Committee of the Administrative and Quaker Life Councils. The Administrative
Council names the clerk of Nominating Council which requires approval by the
yearly meeting.”

iv. “All Council Members may serve two consecutive three-year terms.”



b. Recommended:
i. Council will consist of no more than 50 members plus Quarterly Meeting
clerks/proxies.

t# Council presents nominations for Nominating Committee for approval by the Body.

iii. Nominating Committee shall have up to 20 members. Each of the 13 quarterly
meetings shall nominate one member to be approved by the Body. In addition, up to
7 at-large members shall be appointed by the yearly meeting in session after
nomination by the Nominating Committee and approval by the Council. The Council
names the clerk of Nominating Council which requires approval by the Yearly
Meeting.

iv. Nominating Committee members are also members of the Council.

v. The General Secretary, Presiding Clerk, Rising Clerk and Treasurer of Philadelphia
Yearly Meeting [PYM] participate in the Council in an ex officio capacity.

vi. Quarter Meeting Clerks are invited to attend in an ex officio capacity or appoint a
proxy. Quarterly Meeting clerks or their proxies may serve two consecutive 3 year
terms. Including such direct membership from Quarterly Meetings offers an
opportunity for those Meetings to directly participate in Council, improving two-way
communication and improving the connection between PYM and Quarters.

vii. PYM staff participating in an ex-officio role on Council function as full members,
except when Unity in Sense of the Meeting is being tested by a clerk.

. Committees currently under the care of the Adm Council or QLC come under the care of the

Council.
a. The Council may create a Standing Committee or a Sprint as becomes necessary for the
work of the Council.

. The Council should have three clerks each with staggered terms of three years, renewable once by

invitation of Nominating Committee & approval of the Body.

a. Council members who become one of the Tri-clerks shall have new three-year terms
serving as clerk, renewable once upon invitation of Nominating Committee and approval by
Council and the Body. Once completing their term(s), the Tri-clerks are not eligible to serve
on the Council for a minimum of one year.

. Currently, Nominating Council, Admin Council & Quaker Life Council members serve on Joint

Council. They should be invited to complete their current terms. Those who would have been
eligible for a second term on one of the 3 Councils remain eligible for a second term on the
Council.

. Council members should have three-year terms, renewable-once, if approved by Nominating

Committee and the Body. Council members who have completed two three-year terms are not
eligible to serve again on Council for a minimum of one year, unless they are rising to serve as a
Tri-clerk. Consistent with Joint Council Minutes of 10/2024, Council members should have
staggered terms.

. The Council should have the responsibilities and limitations generally in parallel with the

description of those of the current individual councils.



a. This willrequire creating such a document. The entry for Adm & QLC can be deleted from
the Governance Handbook, and the Nominating Council entry updated to reflect its
committee status.

Considerations:

1.

Why do we recommend continuing the current practice of having Tri-clerks? Finding three clerks is
more challenging than finding one or two, but two of our current Tri-clerks will continue clerking for
one or three years, respectively. Two or three clerks distribute the workload, broaden
representation of diverse viewpoints, and facilitate the acquisition of clerking skills. Two-year
terms may be appealing to candidates, but at the cost of institutional memory and imposing
steeper learning curves. Renewable three-year terms allow for the spread of the workload,
preservation of institutional memory, broadened discernment, and enhancing clerking skill
development.

Some potential candidates who would be interested in engaging in the work encompassed within
the current three councils may not be interested in the overall work of a single Council. These
Friends can be invited into the work they are called to within a Committee.

We recognize that the current Governance Handbook will require revision to reflect these
recommendations, should they be approved. Many specific responsibilities, resources and
constraints are described for Nominating, Administrative and Quaker Life Councils. In addition to
deleting references to Admirative and Quaker Life Councils, these same specifics will have to be
“ported over” into a new description of the single Council, and the description of the Nominating
Council adjusted to reflect its new role as a Committee. If the Body approves these
recommendations for restructuring, the GovAdvCom will volunteer to perform this work in co-
ordination with staff, summitting its recommendations to the Council, which will be responsible
for approving the revision and presenting it to the Body for final approval.

Respectfully submitted,
Frank Barch, clerk of Governance Advisory Committee
6/22/2026



