DRAFT---KEYSTONE PROJECT  TRANSITION TIMELINE

	Major Tasks/Milestones/Events
	Who?
	Start Date
	Complete Date
	Done
√

	Joint 4 PA Conference Spring Meeting
	All
	6/7/24
	6/9/24
	√

	Training – to build relationships/scaffolding for Committees on Ministry, etc.
	Bonnie Bates 
Nora Foust
	6/2024
	12/2026
	

	*Working group of Association presidents will clarify Association roles, responsibilities & expectations
	Nora Foust will staff
	7/2024
	
	

	Transition info added to draft Bylaws
	Carrie Call
	7/8/24
	8/6/24
	· 

	Staffing and finance drafts reworked (for Townhall Meetings)
	Bill Worley 
Bonnie Bates 
Keystone Working Group
	8/5/24
	9/3/24
	

	Reservation of Keystone Conference name for Corporation and the domain name for website
	Carrie Call
	
	8/15/24
	

	Town Halls, info meetings, and forums held in person and by Zoom - covering Transition Timeline, Staffing, Finance, PA-specific Mission Focus, and Associations
	ALL Staff, 
Keystone Working Group
	9/14/24
	10/31/24
	

	Each Conference VOTE separately/simultaneously on Motion for Synod
	ALL Conference Delegates
	11/9/24
	11/9/24
	

	IF MOTION PASSES on 11/9…

	
	
	
	

	Submit Formal Motion to GS 35 
	David Ackerman
	
	11/30/24
	

	Each Conference Submit formal motion to National
	ALL Conference Ministers
	
	11/30/24
	

	Each Conference VOTE on New Constitution and Bylaws including Transition Plan 
	ALL Conference Delegates at Spring Meetings of each Conference
	5/2025
	06/30/25
	

	General Synod 35 VOTE on Keystone motion
	Synod
	7/2025
	7/2025
	

	Transitional Keystone Conference Board established (TKCB), choose officers
	Led by selected representatives from original 4 PA Conference Boards
	06/14/2025 
	6/30/25
	

	Subgroup formed of personnel chairs from original boards creates Transitional Conference Minister (TCM) job description
	TKCB
	July 2025
	August 2025
	

	TCM hired/contracted by TKCB **
	TKCB
	
	By 11/01/25
	

	Begin Transitional Board & Officers plan (in new Bylaws)
	ALL
	08/01/25
	08/01/29
	

	4 PA Conferences become the “Historic Conferences” and retain skeletal boards
	ALL Conferences
	12/31/25
	12/31/29
	

	Four current Conference Ministers resign their positions 
	4 CMs
	
	By 12/31/2025
	

	Keystone Conference Begins
	
	01/01/26
	
	

	Three Transitional Regional Conference Ministers (TRCM) hired/contracted
	TKCB
	01/01/26
	03/01/26**
	

	Transitional Admins Contracted
	TCM
	01/01/26
	03/01/26
	

	Transitional Staffing Plan in place
	ALL
	11/01/25
	By end of 2026
	

	Subgroup of TKCB creates Job Description for Settled Executive Conference Minister 
	TKCB
	03/01/2026
	05/01/2026
	

	Committee Appointed from TKCB for Settled Executive Conference Minister search 
	TKCB
	By 06/01/2026
	
	

	Search for Settled Executive Conference Minister (open search, national)
	Search Committee
	06/01/2026
	01/01/2027
	

	Subgroup of TKCB creates Job Descriptions for three Settled Regional Conference Ministers
	Subcommittee of TKCB
	07/01/2026
	
	

	Committee Appointed from TKCB for running three Settled Regional Conference Ministers searches 
	TKCB
	By 09/01/2026
	
	

	Searches for 3 Settled RCMs
	Search committee(s)
	01/01/2027
	05/01/2028
	

	Hiring of ‘settled’ admins runs in parallel with calling of settled ECM and RCMs
	ECM, RCMs, and Personnel from Board
	By 01/01/2027
	By 05/01/2028
	

	
	
	
	
	

	
	
	
	
	



*The timing and scope of this work may depend on job descriptions for Regional Conference Ministers
** All current staff positions are guaranteed through 03/01/26. The contracted Transitional Conference Minister, Regional Conference Ministers, and Admin staff may come from current staff. All current staff will be eligible to apply for the settled positions.
6/19/2024

