Unitarian Church of Montpelier (UCM)
Governing Board Policies

I. Church Purpose and Goals

Vision
The Unitarian Church of Montpelier (UCM) will be......

Mission
We welcome all
as we build a loving community
to nurture each person's spiritual journey,
serve human need
and protect the earth, our home.

Covenant

Goals

II. Executive Team Limitations

The Executive Team is responsible for managing the day-to-day activities of the Church to achieve
the Church Purpose and Goals (Section I above).   In so doing, the Executive Team is empowered to take whatever action it deems prudent, except for those actions specifically prohibited here.

The Executive Team shall not cause or allow any practice, activity, decision, or organizational
circumstance that is either unlawful, imprudent, in violation of commonly accepted business and
professional ethics, or in violation of the Unitarian Universalist Principles and Purposes or the by-laws that will be drafted for the UCM to correspond with policy governance procedures.

Treatment of Church Members and Visitors. With respect to interactions with Church members, friends, and visitors, including children, the Executive Team shall not cause or allow conditions, procedures, or decisions that are unsafe, undignified, unnecessarily intrusive, or that fail to provide appropriate confidentiality or privacy or access to services.

Treatment of Church Staff. With respect to the treatment of paid and volunteer Church staff, the Executive Team may not cause or allow conditions that are unfair, unsafe, or undignified.  The Executive Team may only make an offer of employment with formal approval by the UCM Governing Board.

Compensation and Benefits to Church Staff. With respect to employment, compensation, and
benefits to Church staff, the Executive Team shall not jeopardize the fiscal integrity of the church or cause damage to the church’s public image.  This means that the Executive Team shall not: 

· offer more compensation than the church can pay/afford, and 
· establish compensation and benefits that deviate materially from the current geographic or professional markets for the skills employed.
Financial Planning and Budgeting. Financial planning for any fiscal year or the remaining part
of any fiscal year shall not deviate materially from the Church Purpose and Goals, risk fiscal
jeopardy, or fail to be derived from a long-range plan if there is one in place.

Financial Condition and Activities. With respect to the actual, ongoing financial condition and
activities, the Executive Team shall not cause or allow the development of fiscal jeopardy or a
material deviation of actual expenditures and income from Board priorities established in the Church Purpose and Goals or from the annual budget approved by the congregation.

Asset Protection. The Executive Team shall not allow the assets of the Church to be unprotected, inadequately maintained, or unnecessarily put at risk.  The Executive Team shall not accept any gift with restrictions without a commitment to honoring those restrictions.

Communication and Support to the Board. The Executive Team shall not permit the Board to
be uninformed or unsupported in its work. Accordingly, the Executive Team shall not: 

· Neglect to submit monitoring data required by the Board in a timely, accurate, and understandable fashion.
· Fail to report in a timely manner an actual or anticipated non-compliance with any policy of the Board.
III. Board Process

The purpose of the Governing Board, on behalf of the membership of the Church, is to see to it that the UCM achieves its Church Purpose and Goals, complies with the by-laws that will be drafted to correspond with policy governance procedures, and avoids unacceptable actions and situations 

Value of Good Governance:  The Governing Board will establish its cost of governance budget for the next fiscal year to meet the budgeting time-line.  Because poor governance costs more than learning to govern well, the Board will invest in the UCM Church governance capacity by financially supporting and encouraging church members to participate in relevant educational opportunities with the goal of strengthening their knowledge and skills in order to achieve enriched input and deliberation.

Governing Style:  The Governing Board will govern with an emphasis on (1) outward vision rather than internal preoccupation, (2) encouragement of diversity in viewpoints, (3) strategic leadership more than administrative detail, (4) clear distinction of Governing Board and Executive Team roles, (5) collective rather than individual decisions, (6) future rather than past or present, and (7) pro-activity rather than reactivity.  As such, the Board will be an initiator of direction, not a responder to current situations.  It will direct and inspire the church membership through policies that reflect the purpose and goals and will emphasize end results in favor of the means to achieve those results.  To assist in these efforts, the Board will establish its own rules of behavior to include means of monitoring its own process and products.

Board Job Description and Products:  The job of the Governing Board is to discern the needs of the congregation and greater community and to incorporate these needs into their strategic planning, consistent with the mission of the church.  Further, the Board will represent the Church membership in determining and ensuring appropriate organizational performance in alignment with the Church Purpose and Goals and in adherence to the Executive Team Limitations policies.  As such, the Board has the direct responsibility to create the linkage between the congregation and the operational organization – i.e., the Executive Team and the committees and task forces.  Therefore, the Board will create written governing policies, Purpose and Goals, Executive Team limitations and Board rules to assure successful organizational performance.

Agenda Planning:  To accomplish its Governing Board Products with a governance style consistent with Board policies, the Board will follow an annual agenda that (a) completes a re-exploration of the Church Purpose and Goals annually and (b) continually improves Board performance through Board education and enriched input and deliberation.  

· The Board will establish a schedule for the year so that administrative planning and budgeting can be based on accomplishing a one-year segment of the Board’s most recent statement of priorities for the Church Purpose and Goals.  In establishing its annual agenda, the Board will consider which matters must be decided by the congregation at the annual meeting.  

· Consultations with selected groups in the membership, or other methods of gaining membership input, will be determined and arranged in the first quarter of the fiscal year, to be held during the balance of the year. 

· Governance education and education related to the determination of Church Purpose and Goals (presentations by futurists, demographers, advocacy groups, staff, and so on) will be arranged in the first quarter of the fiscal year, to be held during the balance of the year.

Board Chairperson’s Role:  The Chairperson assures the integrity of the Board’s process and represents the Board to outside parties.  

Board Members’ Code of Conduct:  The Board commits itself and its members to ethical, businesslike, and lawful conduct, including proper use of authority and appropriate decorum when acting as Board members in accordance with Board rules (to be developed).

Board Committee and Task Force Principles:  Governing Board committees and task forces, when used, will be assigned specific tasks by the Board in order to enhance and reinforce the Board’s   job, and will report directly back to the Board so as never to interfere with delegation from Board to Executive Team.

IV. Board and Executive Team Linkage

The relationship between the Governing Board, which sets policy, and the Executive Team, which manages Church operation, is defined here. The Board’s sole official connection to the operational organization, its achievements, and conduct is through the Executive Team.

Unity of Control. Only decisions of the Board acting as a body are binding on the Executive Team.  Decisions of the Board will be what are stated in minutes/notes from the Board meetings.  Accordingly:
1.    Decisions or instructions of individual Board members, officers, or committees are not binding on the Executive Team except in rare instances when the board has specifically authorized such exercise of authority.
2.    In the case of Board members or committees requesting information or assistance without board authorization, the Executive Team can refuse such requests that require, in the Executive Team’s opinion, a material amount of paid and unpaid staff time or funds or are disruptive.

Accountability of the Executive Team. The Executive Team is the Board’s only link to operational achievement and conduct.  All authority and accountability of Church staff (paid and unpaid), as far as the Board is concerned, is considered the authority and accountability of the Executive Team.  Accordingly:
1.    The Board will never give instructions to persons who report directly or indirectly to the Executive Team.
2.    The Board will not evaluate, either formally or informally, any staff other than the Minister.
3.    The Board will view Executive Team performance as identical to organizational performance so that organizational accomplishment of Board-stated ends and adherence to Board-approved policies will be viewed as successful Executive Team performance.

Delegation to the Executive Team. The Board will instruct the Executive Team through written policies that prescribe the Church Purpose and Goals to be achieved and describe organizational situations and actions to be avoided (Executive Team Limitations), allowing the Executive Team to use any reasonable interpretation of these policies.  Accordingly:
1.    The Board will develop policies instructing the Executive Team to achieve specified results for specified recipients at a specified cost.  These policies will be developed systematically from the broadest, most general level to more defined levels and will be called Church Purpose and Goals.  All issues that are not Church Purpose and Goals issues are means issues.
2.    The Board will develop policies that limit the latitude the Executive Team may exercise in choosing the organizational means.  These policies will be developed systematically from the broadest, most general level to more defined levels, and they will be called Executive Limitations policies.  The Board will never prescribe organizational means delegated to the Executive Team.
3.    As long as the Executive Team uses any reasonable interpretation of the Church Purpose and Goals and Executive Limitations policies, the Executive Team is authorized to establish all further policies, make all decisions, take all actions, establish all practices, and pursue all activities.  Such decisions of the Executive Team shall have full force and authority as if decided by the Board.
4.    The Board may change the Church Purpose and Goals and Executive Limitations policies, thereby shifting the boundary between Board and Executive Team domains.  By doing so, the Board changes the latitude of choice given to the Executive Team.  But as long as any particular delegation is in place, the Board will respect and support the Executive Team’s choices.        

Monitoring Executive Team Performance. Systematic and rigorous monitoring of Executive Team performance will be solely against the only expected Executive Team job outputs: organizational accomplishment of the Church Purpose and Goals and organizational operation within the boundaries established in the Executive Team Limitations. Accordingly:
1.    Monitoring is simply to determine the degree to which Board policies are being met.  Information that does not do this will not be considered to be monitoring information.
2.    The Governing Board will acquire monitoring data by one or more of three methods: 

· By internal report, in which the Executive Team discloses interpretations and compliance information to the Board.
· By external report, in which an external, disinterested third party selected by the Board assesses compliance with Board policies.
· By direct Board inspection, in which a designated member or members of the Board assess compliance with the appropriate policy criteria.
3.    In every case, the Board will judge (a) the reasonableness of the Executive Team’s interpretation and (b) whether data demonstrate accomplishment of the interpretation.  
4.    In every case, the standard for compliance shall be any reasonable Executive Team interpretation  of the Board policy being monitored.  The Board is the final arbiter of reasonableness but will always judge with a “reasonable person” test rather than with interpretations favored by Board members or by the Board as a whole.  
5.    All policies that instruct the Executive Team will be monitored at a frequency and by a method chosen by the Board.  The Board can monitor any policy at any time by any method but will ordinarily depend on a routine schedule.  
SAMPLE MONITORING REPORT SCHEDULE

Policy - Method of Monitoring - Frequency - Month 
Overall Priorities to Achieve the Church Purpose and Goals - Internal Report - Annually - Feb.
Executive Team Limitations: 

· Treatment of Church Members and Visitors - Internal Report - Annually - June
· Treatment of Church Staff - Internal Report - Annually - June
· Compensation and Benefits to Church Staff  
· Internal Report - Annually - Nov.
· External Report - Biannually - Sept. of odd-numbered years
· Financial Planning and Budgeting - Internal Report - Quarterly - Feb., May, Aug., Nov.
· Financial Condition and Activities 
· Internal Report - Quarterly - Jan., Apr., July, Oct.
· External Report - Annually - Sept. 
· Asset Protection 
· Internal Report - Quarterly - March, June, Sept., Dec.
· External Report - Annually - Sept. 
· Communication and Support to the Board - Direct Inspection - Annually - June 
