                                                                                                           
Memorandum of Understanding relating to Property owned by Quakers in Scotland (a SCIO) between its Trustees, QiS Property Committee and Local Meetings

INTRODUCTION
The proposed SCIO for Quakers in Scotland (QiS) will be a registered charity. This memorandum covers the life of the Local Meeting (LM) primarily in relation to buildings and land that will be owned by the SCIO. There is potential overlap with other aspects including Finance and Employment, and this MoU should be read in conjunction with a General MoU which will cover responsibilities for all aspects of Quaker life. 	Comment by David Steratt: Edinburgh Quaker Meeting House (7 Victoria Terrace, 7VT for short) is under the care of an AM committee comprising members of Central Edinburgh LMs and other LMs in the Area Meeting – there is no LM premises or management committee.

The aims are to give LMs a large degree of freedom to run their own affairs within their agreed budget, while providing mutual support through a QiS Property Committee and ensuring that the QiS Trustees maintain an overview of what is happening so that they may fulfill their legal responsibilities.

QiS members will appoint Trustees at Meeting for Worship for Church Affairs (QiS MCA) and will approve nominations for the membership of the QiS Property Committee (1-2 trustees and a representative from each LM that has responsibilities for property). The QiS Property Committee will report to the Trustees who will consult with QiS MCA on any major issue impacting the life of a LM or QiS.

When the terms of this memorandum require alteration, changes will be agreed by the QiS Property Committee and advised to Trustees who will report to QiS MCA.

The comments on this document have come from David Sterratt (DS, former convener of SESAM Edinburgh Meeting House Management Committee), Henry Thompson (HST, current convener) and Jacqueline Noltingk (JN, as SESAM Treasurer).

DS’s high-level comments (some of which are repeated in the comments) are:

- The assumption that it will be an LM property committee (albeit perhaps with Friends from other meetings somehow nominated to it)
doesn't fit with how we currently run the Edinburgh Quaker Meeting House in 7 Victoria Terrace (7VT).

- It's not clear what would happen in a situation where a Meeting House requires funding annually to run. As we've agreed in SESAM, we feel that the Meeting House is worth paying for. But would QiS agree that 7VT was sufficiently useful for the work of QiS? Or would it feel strongly that the Meeting House should be sold?

- If the responsibility of 7VT did pass to Central Edinburgh LM, there would be an order of magnitude more work for the Central Edinburgh LM Treasurer.

- Currently we have 2 committees involved in looking after 7VT: Management Committee and Trustees. We would move to having 3 or 4 committees involved - which does not feel like a simplification, though perhaps having some of the work done of things like drafting contracts would be helpful. Perhaps also there could be a system for logging repairs.

- The line management by LMs of staff, when the staff are employees of QiS - I think there could be scope for conflicts here. Not sure, but I
think it might be better to have a QiS manager (which I suppose there should be anyway, with more professional help as part of the idea) who would by line manager for staff locally? We understand this is, or at least was, the arrangement in Manchester and Warrington AM,  where there is/was a Chief Executive (or similar title).

- In cases of difficult bookings, there would need to be a small group that could convene quickly, as we have found.

- How much policy should be in common between meetings? Certainly general employment policies should be, but will the specifics of each building and the sorts of things they are used for imply different policies - would smaller LMs want all of the clauses we have at 7VT?

- There's no mention of trying to make use of the scale of QiS by (for example) creating one website for marketing the meeting houses.  There is a lot of scope for better marketing of our properties for lettings.



	
	Local Meeting (LM) with Property Committee (LMPC)
	QiS Property Committee
	Trustees

	Arrangements for property management
	Appoints LM Property Committee. This may include Friends from outwith LM where their knowledge and skills are needed. 	Comment by David Steratt: Over 10 years ago the functions of a property/premises committee and a staffing committee were merged into one Management Committee.	Comment by David Steratt: We will depend on Lms having a good knowledge of Friends elsewhere in QiS and the local area.

Nominates representative to QiS Property Committee.
	Meets regularly and reports to Trustees.

Receives reports from LM Property Committees.

Develops property policies for consideration and adoption by Trustees.	Comment by David Steratt: What sort of policies are we thinking about? Probably the policy that we’ve spent most time on in recent years is our Room Hire policy, including what types of groups/meetings we reserve the right to refuse because they are in conflict with Quaker values.

	Appoint 1-2 Trustees to QiS Property Committee and agrees its remit.

Have legal responsibility for property.

A trustee, normally the clerk of trustees or delegate, signs all legal documents.


	
	LM
	QiS Property Committee
	Trustees

	Day-to-day upkeep
	
	
	

	Cleaning and supplies
	Arrange regular cleaning, voluntary or paid.	Comment by David Steratt: In 7VT this is done by staff.
Ensure the availability of domestic supplies.
	
	

	Security
	Ensure the security of building.	Comment by David Steratt: Again, done by staff in 7VT.
Maintain list of key-holders.

Deal with unexpected problems e.g. arising from behavioral issues.
	
	

	Lettings
	
	
	

	Letting rooms
	Promote the use of the Meeting House and other owned properties.	Comment by David Steratt: Done by staff in 7VT.

Day to day handling of lettings by a LM lettings clerk/ lettings group or contracted out.

Ensure the hirers are suitable in Quaker terms, consulting with QiS Property Committee and Trustees where necessary.

Ensure the hirers sign room hire agreements and are made aware of and comply with all necessary health and safety, risk assessment and other policies.

Ensure the hirers have access to the building and pay the agreed hire charge.
	Provide support to LMs over decisions about the suitability of organisations wishing to hire rooms.	Comment by David Steratt: Note that this support  sometimes needs to be very quickly, e.g. if problems with a booking have just emerged. As sometimes a public statement needs to be prepared, in SESAM we have the practice of the Meeting House Manager, the Convener of  Management Committee, the Clerk to Trustees and the AM Clerk convening in case of a crisis. 

Develop common lettings policies and report to Trustees.	Comment by David Steratt: I’m wondering if all LM s will want the same level of detail in their policies, and how much of the policies might be specific to particular meeting houses – but there would be scope for common policies, and it might be worth sharing policies at this stage to see what can be learned from each other’s policies.

Consider proportions of time to be made available for external and Quaker groups.

	Approve lettings policies

	
	LM
	QiS Property Committee
	Trustees

	Leasing of part or all of the building
	Find appropriate tenants, negotiate a legally binding lease or license to occupy, and ensure compliance with the tenancy agreement. With the agreement of QiS Property Committee, LM may use a Factor to manage these landlord functions.	Comment by David Steratt: Now done during the Fringe in 7VT.	Comment by David Steratt: We use a letting agent for one of the flats attached to 7VT.
	
	Oversee the legal negotiations taking legal advice where necessary, and sign and hold longer-term leases.

	Lettings income
	LM will retain income from property lettings unless alternative arrangements are made.

Include projected lettings income in annual budget setting.	Comment by David Steratt: In 7VT this would make the role of the Central Edinburgh Treasurer an order of magnitude larger.
	Consider the development of a Property Pool of surplus income (after property costs) to support major building work when needed at all QiS properties.
	Hold any agreed Property Pool.



	Building Works
	
	
	

	Major works (refurbishments and extensions)
	Discernment in liaison with QiS Property Committee and Trustees.

Development of business plan.
Involvement in fund-raising.
	Discernment in liaison with LM and Trustees.
	Discernment in liaison with LM and QiS MCA.

Discussion of how any work would be carried out and funded.
Minute of agreement between LM and Trustees required before proceeding.

	Maintenance (repairs and renewals)	Comment by David Steratt: Supposing that enough surplus income hasn’t accumulated in a particular meeting house, would there be some budgetary assistance from QiS?
	Regular review of buildings and grounds for any damage or deterioration.

Arrange work needed (with Friends’ working party or local contractor) paying proper regard to cost effectiveness and environmental concerns.	Comment by David Steratt: This is done by staff in 7VT. In principle, it would be nice to have a pool of contractors that could be used in multiple meeting houses, but our geography doesn’t lend itself to that option, as it might do in more compact ares (e.g. London).

Check spending limit agreed with Trustees.
	Share experience between LMs

Monitor to ensure that regular reviews are carried out and acted upon.

Recommend budgets and spending limits to Trustees.
	Set spending limits based on agreed budgets

	Testing of services and equipment
	Test gas and electricity supplies at required intervals and carry out any remedial work. Inform QiS Property Committee of any major work and discuss with Trustees.	Comment by David Steratt: Done by staff in 7VT.

Ensure Portable Appliance Testing (PAT) is carried out at the required intervals.

Ensure regular servicing and testing of any lifts.

Ensure fire alarms are tested regularly and fire-fighting equipment is serviced at required intervals.
	Ensure reviews are carried out on time.
	Agree any major remedial works with LM

	Quinquennial survey
	Make detailed arrangements with surveyor and attend the survey.

Be involved with setting priorities for repairs.

Help to raise additional funds if these are required.	Comment by David Steratt: Make clear that these are funds for implementing recommendations?
	Organise quinquennial survey of all property if required.

Liaise with LM about implementing survey recommendations.	Comment by David Steratt: I think it would be helpful if there were some system for logging recommendations and repairs, and keeping track of what needs to be undertaken.
	Ensure that arrangements are in place for the surveys and that finance for implementing recommendations is available.

Formulate a plan to cover building work over a number of years to ensure the long term viability of all properties.

	Burial Grounds	Comment by David Steratt: Do we have any burial grounds under the care of Friends anywhere in Scotland? I know of some that are no longer looked after by Friends.
	If a LM has responsibility to maintain a burial ground the LMPC should visit at regular intervals and report any remedial work required to QiS Property Committee.
	Receive LM reports of regular inspections and report to Trustees.
	Maintain a register of Quaker burial grounds.

Provide a maintenance budget and authorise any remedial work by LM.

	Purchase or sale of a property
	
	
	

	Purchase
	Discernment and a minute to QiS BM, QiS Property Committee and Trustees.	Comment by David Steratt: BM?

If agreed by all parties, LM will be responsible for leading any fund-raising in accordance with a business plan and for detailed negotiations with agents and solicitors (Trustees to be kept informed)
	Help with discernment in liaison with LM and Trustees.
	Consider LM and QiS MCA minutes.

Consider how the purchase will be financed.

Oversee the legal process with the QiS SCIO to be the owner and title-holder of the property.

	Disposal/sale
	If LM discerns that it is time to dispose of or sell a particular property it consults with Trustees at all stages.

LM sends a minute to Trustees and QiS Property Committee.

LMPC are involved with sale negotiations with agents, solicitors and purchasers.
	Help with discernment in liaison with LM and Trustees
	If Trustees discern that it is time to dispose of or sell a particular property they agree the way forward with QiS MCA and LM before proceeding and consult with LM at all stages

Trustees make the final decision on price and ensure that due legal processes are followed. 	Comment by Henry Thompson: There should be something here about dissolution.  SESAM’s governing document, based on the Quaker Life template, requires approval from Meeting for Sufferings in the case of sale or disposition of property if SESAM-the-charity is wound up.

	Proceeds of sale
	
	
	Net proceeds to be applied first to any future plans of the LM making the sale that were agreed during the discernment process.

Any surplus generally to be for the benefit of Friends across the SCIO, but the terms of an original Trust deed may mean that the proceeds need to be in a restricted fund.


	Borrowing
	
	
	The SCIO will not borrow on the security of any property without the minuted consent of the relevant LM.

	Employment This section to be considered further in relation to a General MoU
	
	Possible separate QiS Employment Committee	Comment by David Steratt: As above, SESAM merged its property and staffing committees to simplify the committee structure. Is a separate staffing committee necessary?
	Some QiS employees may not be associated with property

	Employees
	Responsible for day-to-day line management.	Comment by David Steratt: I am worried here about the disconnect between LM line management of staff and the staff being employees of QiS. There is a risk that Friends in LM expect more of staff than agreed to in their contracts.  I feel that it might be more appropriate for there to be a QiS Manager, who line-manages all QiS staff, and who liaises closely with Trustees. Perhaps the convener of the LM committee being a member of the Property/Employment Committee would help to harmonise approaches to management.

Liaise with QiS Property or Employment Committee over job descriptions, salary scales, pensions, staff recruitment and induction.

	Recommend to Trustees where staff should be employed.

Develop common employment policies.

Recruit suitable staff with appropriate induction/training.	Comment by David Steratt: I wonder if this would work better locally?
	Agree to employment of staff,

Deal with all legal aspects of employment.



	Insurance
	
	
	

	Insurance for employees
	Display certificate of employers’ liability in the property.
	
	Arrange employers’ liability insurance.
(Self-employed workers must make their own insurance arrangements.)

Send employment liability insurance certificates to LMs for public display.

	Buildings and contents insurance
	Notify events affecting insurance and potential claims to trustees and insurance agents without delay.
	Investigate options for a common policy for buildings, contents and public and employee liability insurance for all property including burial grounds.

Ensure valuation and rebuild costings are available for all properties.
	Arrange and pay for buildings, contents and public and employee liability insurance.

Liaise with insurance agent on all insurance matters.





Further comments from JN, DCS and HST:

In some ways, as far as EQMH is concerned, if implemented the MoU could be a step back towards amateurism if responsibilities currently assumed by paid staff are moved on to an untried Central Edinburgh property committee - just at a time when there’s a lot of stress on [the intention to have] professional staff to run QiS.
Yes, the MoU as it stands does imply that [for] me - I think there would have to be a separate MoU, or at least a separate section, for VT. 

The extra work for the LM treasurer would make the position probably unfillable, which I think is what your [David’s] comment suggests.
Yes, given the size of the job and the reduction of the pool of potential treasurers, there would indeed be a risk of not finding anyone to undertake the role - whereas the pool we've had in AM has been larger (and not always filled by Central Edinburgh Friends).
I’d also be reluctant to put much if any responsibility on Central Edinburgh (or other LMs for that matter) to ‘help raise additional funds’ following the QR. A bit of help, perhaps …
Yes.
And while I would very much like a sinking fund, I think the Property Pool of surplus income’ is a bit far-fetched. 
Certainly in the case of VT... Perhaps other meeting houses (Dundee, with the flats?) have more income than expenditure.
I don’t think there’s anything in the document which raises the question of the value to us of Quaker use of our buildings. It’s not (I think) reasonable to expect lettings to cover even all the day-to- day running costs.
Yes, I feel that there's an implicit assumption that buildings mostly bring in more money than they cost, apart - perhaps - from upgrades and large repairs.
The Treasurers’ group seemed to expect that day-to-day running costs would be covered by income but major upgrades and repairs would need special fund-raising. 
Staffing 7VT is a big job.  SESAM employs 
· 4 salaried, permanent and pensioned staff
· MH Manager (full time)
· Assistant MH Manager (27hrs/wk)
· 2 Meeting House Assistants (15 and 16 hrs/wk)
· 4 zero-hours staff (on casual worker agreements)
The MH Manager reports to the Meeting House Management Committee (MHMC), who are appointed by AM, include an AM Trustee and a member of the AM Treasury team.  HST is Convenor of MHMC, meets weekly with the MH Manager.  The Convenor job often requires decision-making at short notice, and takes at least 10 hours per week, more than that over the last month or two as two major contract negotiations and the QiS situation have all demanded considerable engagement.

Even leaving aside major repair/development work, there have been some good years in which income (including lettings, catering and the Festival) from 7VT has exceeded running costs (including staffing, maintenance, utilities); but in more years than not costs have exceeded income. If we include the benefit to Quakers as “income”, the financial picture looks more healthy. SESAM in session has on several occasions, most recently in November 2023, confirmed its commitment to maintaining ownership of 7VT as a Quaker home for the Area Meeting and a Quaker presence in the city, explicitly acknowledging its willingness to pay for this.
