
Board   Governance   Policy 

History 

During   our   recent   two   year   interim   period,   GNUUC   undertook   to   work   necessary   to 
examine   the   ways   in   which   our   congregation   organizes   itself   to   work   toward   our   mission. 
We   used   Governance   and   Ministry   by   Dan   Hotchkiss   as   our   model   for   exploring   this 
process.   This   work   taught   us   the   importance   of   approaching   congregational   life   as   a 
complementary   balance   between   policy   and   ministry.   Policy   focuses   on   articulating   the 
goals   of   our   community   and   the   guidelines   for   working   respectfully   and   successfully. 
Ministry   focuses   on   accomplishing   the   work   itself. 

Policy   and   Ministry   Defined 

The   Congregation   elects   the   Board   to   function   as   its   governing   body   and   hires   the   Minister 
to   serve   as   its   spiritual,   programmatic,   and   administrative   leader.   The   style   of   leadership 
shall   be   consultative,   collegial,   and   inclusive.   We   shall   strive   to   delegate   authority   to   leaders 
in   proportion   to   their   responsibilities.   We   expect   all   leaders   to   practice   open   decision 
making,   healthy   conflict   management,   and   mutual   support   in   their   respective   roles.  
 
The   Board   and   the   Minister   will   operate   within   a   framework   of   policy   and   ministry.   In   this 
framework,   policy   decisions   come   from   the   board   and   provide   concrete   guidance   for   those 
engaged   in   GNUUC’s   ministry.   Specific   programs   and   operational   decisions   come   from   the 
Minister,   paid   staff,   and   volunteer   staff. 

Policy   Creation   Process 

Policy   documents   are   the   fundamental   work   of   the   Board.   They   establish   both   institutional 
authority   and   ethical   accountability   for   the   work   of   the   congregation.   Policies   will   be 
crafted   by   following   the   this   process. 

Connect   to   the   Covenant 

Unitarian   Universalists   are   people   of   covenants.   We   use   covenants   to   define   the   shape   and 
character   of   our   participation   together.   It   is   important   to   understand   how   each   policy 
extends   the   congregational   mission   and   strengthens   our   covenants.  



Research   History   and   Context 

Document   the   history   of   the   of   the   congregation   which   lead   to   the   creation   of   the   policy. 
Understand   how   the   policy   will   relate   to   other   GNUUC   policies,   UUA   recommendations,   and 
community   norms.   Explain   clearly   why   it   is   necessary. 

Provide   Definitions 

Clear   policies   depend   on   precise   language.   Establish   exact   definitions   of   terms   used   in   the 
policy.   Finance   policies   should   will   provide   specific   dollar   amounts   or   percentages   of 
budget   categories.   Policies   regarding   ministerial   goals   should   provide   quantifiable   goals 
that   can   be   objectively   measured. 

Define   Goals 

The   goal   of   a   policy   is   to   create   a   measureable   change   in   the   life   of   the   congregation.   The 
policy   should   define   an   ultimate   goal   as   well   as   incremental   goals   that   demonstrate 
progress   toward   the   final   goal   and   ways   to   keep   the   congregation   informed   during   the 
process. 

Set   Deadlines 

Implementation   deadlines   in   the   policy   ensure   that   goals   are   both   manageable   and 
achievable.   Deadlines   help   balance   the   tension   between   lofty   goals   and   immediate   impact. 
The   process   of   setting   appropriate   deadlines   helps   identify   the   most   important   goals   and 
the   resources   required   to   meet   them.  

Identify   Stakeholders 

Our   policies   affect   each   person   in   the   congregation,   but   necessarily   in   the   same   way.   Some 
people   will   have   to   change   their   behavior   to   follow   policies;   some   people   will   need   to 
volunteer   to   implement   and   enforce   policies.   At   early   as   possible,   identify   the   people   most 
affected   by   a   policy. 

Seek   Community   Input 

Policies   do   not   exist   in   a   vacuum.   When   crafting   a   policy   and   articulating   goals, 
stakeholders   in   a   policy   must   be   given   early   and   continued   opportunities   to   provide   input 
into   the   policy.   This   helps   ensure   that   policies   have   the   broad-based   support   needed   to 



succeed   in   a   volunteer   organization.   Common   strategies   for   gathering   input   are   town-hall 
meetings,   written   surveys,   and   one-on-one   interviews.   The   NOAH   process   for   gathering 
input   from   the   Nashville   community   when   defining   the   slate   of   Action   Issues   for   the 
inaugural   meeting   is   a   model   for   this   kind   of   active   gathering   of   input. 

Define   Delegation 

Only   the   implementation   of   board   policies   are   undertaken   by   the   board.   The 
implementation   of   ministerial   policy   must   be   delegated   to   the   minister   and   staff   who   are 
given   the   authority   and   responsibility   to   implement   the   policy.   The   minister   can   then,   in 
turn,   recruit   volunteers,   form   standing   committees,   or   create   temporary   working   groups   to 
assist. 

Create   Accountability 

The   board   is   accountable   to   the   congregation   for   the   creation   of   forward   looking   policy 
consistent   with   the   congregational   mission.   Consequently,   policies   must   have   audit 
mechanisms   that   allow   oversight   of   the   board   and   those   to   whom   the   implementation   of 
the   policy   was   delegated. 

Board   Operation 

The   Board   has   two   primary   tasks:   set   goals   for   the   ministry   of   the   congregation   and   define 
best   practice   policies   for   the   operation   of   the   congregation.   Goals   provide   direction   and 
inspiration   for   the   work   of   the   congregation.   Policies   ensure   that   those   goals   are   attained   in 
a   manner   consistent   with   the   mission   and   covenants   of   GNUUC. 
 
The   Board   sets   goals   and   policy   proactively   and   avoids   setting   acting   in   reaction   to   events 
within   the   congregation.   The   board   seeks   consensus   in   all   decisions,   resorting   to   majority 
rule   only   when   warranted   by   the   perils   of   inaction.   The   Board   may   call   upon   the   expertise 
of   individuals   to   enhance   its   understanding,   but   will   never   substitute   one   individual’s 
judgment   for   the   Board's   deliberative   process. 
 
The   board   is   not   occupied   with   the   specific   administrative   or   programmatic   means   of 
achieving   policy   goals.   Requests   for   the   Board   to   act   on   management   issues   will   be   referred 
to   the   appropriate   program   leader   for   decision. 



Board   Covenant 

We   the   members   and   officers   of   the   Board   of   GNUUC,   accept   the   legal   and   ethical 
responsibility   of   leading   GNUUC.   We   acknowledge   that   we   have   been   entrusted   with   the 
resources   of   the   congregation   which   we   pledge   to   preserve   and   strengthen.   We   promise 
faithfulness   to   the   mission   of   GNUUC   as   we   help   our   congregation   build   a   better   world.   We 
embrace   our   role   in   creating   a   welcoming   community   with   our   thoughts,   words,   and   deeds. 
 
We,   the   Board   of   GNUUC,   covenant   to: 

1. Deepen   our   commitment   to   and   understanding   of   the   UU   principles. 
2. Deepen   our   commitment   to   and   understanding   the   mission   of   GNUUC. 
3. Set   goals   and   make   strategic   decisions   to   further   the   mission   of   GNUUC. 
4. Create   written   policies   according   to   the   GNUU   policy   guidelines. 
5. Monitor   and   evaluate   GNUUC   leadership. 
6. Identify   and   train   new   GNUUC   leadership. 

 
We   promise   to   treat   each   person   with   dignity   and   respect.   We   promise   to   listen   with   open 
minds.   We   promise   to   will   speak   with   good   will.   We   promise   to   act   in   good   faith. 
 
We   pledge   individual   active   participation   in   the   life   of   the   congregation.   We   will   lead   by 
example   with   respect,   civility,   inclusiveness,   and   generosity.   We   will   support   past   decisions 
of   the   board   and   minister,   operate   within   our   congregation’s   structure   of   governance.   Our 
greatest   gift   to   the   congregation   is   education,   action,   and   example. 

Board   Accountability  

The   Board   is   accountable   to   the   congregation   for   the   creation   of   policies   and   goals   that 
advance   the   mission   of   the   congregation. 

Conflicts   of   Interest 

Board   members   shall   carry   out   their   duties   with   undivided   loyalty   to   the   congregation   and 
its   mission.   A   conflict   of   interest   exists   whenever   a   board   member   or   close   relative   of   a 
board   member   has   interests   or   duties   that   interfere   with   the   board   member’s   loyalty. 
Conflicting   interests   may   be   financial,   moral,   political,   or   theological.   If   an   item   of   business 
comes   before   the   board   in   which   any   board   member   may   be   perceived   as   having   a   conflict 
of   interest,   the   member   shall   notify   the   board,   recuse   themselves   from   deliberation,   and 
allow   the   remainder   of   the   board   to   decide   how   to   proceed. 



Discipline   and   Dismissal 

Before   exercising   its   authority   under   the   bylaws   to   remove   a   board   member,   the   board   shall 
notify   the   board   member   in   question   in   writing   of   its   intent   and   offer   the   board   member   a 
hearing   before   the   board.   Pending   a   hearing   the   board   may   temporarily   suspend   a   board 
member’s   voting   rights   without   notice   if   necessary   to   protect   individuals   or   the 
congregation   from   harm. 
 
If   a   board   member   misses   more   than   three   meetings   in   a   six   month   period,   the   secretary 
shall   automatically   place   the   question   of   expulsion   before   the   board.   Other   reasons   for 
expulsion   include   but   are   not   limited   to   serious   violations   for   the   board   covenant   or   conflict 
of   interest   policy. 

Board   Operational   Responsibilities 

Operate   with   transparency   according   to   the   GNUUC   by-laws. 
Hold   regular   and   publicized   open   meetings. 
Use   closed   meetings   of   the   executive   board   only   in   the   rare   cases   they   are   needed   to 

prevent   harm   to   an   individual   member   or   the   congregation. 
Publicize   a   detailed   agenda   prior   to   each   open   board   meeting. 
Publicize   the   minutes   of   each   open   board   meeting. 
Maintain   both   an   online   and   printed   record   of   its   policies   accessible   to   the   congregation. 
Maintain   both   an   online   and   printed   record   of   the   minutes   of   all   open   meetings   available   to 

the   congregation. 
Monitor   and   discuss   its   own   governance   process   and   performance. 

Board   Meeting   Structure 

Chalice   Lighting 

An   opening   ceremony   to   call   the   board   to   its   sacred   work. 

Checkin 

A   chance   to   see   where   each   member   is   coming   from   that   day. 

Consent   Agenda 

A   list   of   items   not   expected   to   generate   much   discussion. 



Discussion   Agenda 

A   list   of   major   items   related   to   the   board’s   job   description. 

Checkout 

A   chance   to   see   how   individuals   are   doing   after   the   meeting. 

Board   Huddle 

A   chance   to   reflect   on   the   board’s   success   at   following   its   governance   philosophy,   without 
staff   members   present. 

Board   Working   Groups   and   Committees 

The   Board   may   establish   working   groups   to   help   carry   out   specific,   finite   tasks.   The 
composition   of   the   working   group   shall   include   representatives   of   stakeholders   impacted 
by   the   operation   of   the   working   group.   Each   working   group   will   receive   a   written   and   clear 
mandate,   list   of   deliverables,   and   deadline   for   completion.   When   the   deadline   is   reached, 
the   working   group   is   dissolved.   Working   groups   do   not   speak   or   act   for   the   board. 
 
The   Board   may   establish   standing   committees   to   carry   out   certain   ongoing   tasks.   These 
committees   need   not   be   composed   entirely   of   board   members.   In   fact,   they   should   include 
representatives   of   stakeholders   impacted   by   the   operation   of   the   committee.   Each 
committee   will   receive   a   clear   written   mandate,   list   of   deliverables,   and   periodic   deadlines 
for   completion.   These   committees   will   make   regular   reports   to   the   Board. 


