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This document provides the draft policies approved by the River Road Unitarian Universalist 

Congregation (RRUUC) Board of Trustees for piloting in calendar year 2014.  These policies were 

developed by the RRUUC Governance Task Force, which was chartered by the RRUUC Board in 

2011 to create policies that enable oversight, evaluation of results, and stewardship of 

organizational resources.  

These policies will be implemented on a pilot basis by the RRUUC Board, staff, and committees, 

with updates and revisions made as needed.   Lower-level policies will be developed as needed. 
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1. Board of Trustees Role 

1.1 General Role 

 

The Board of Trustees (the Board) will adopt policies so that the River Road Unitarian 

Universalist Congregation might grow and deepen in fellowship, spirit, and service. The Board 

will serve the mission of the congregation through creative visioning, strategic planning and 

continuity, policy management, fiduciary responsibility, and evaluation. The Board is 

responsible for adopting policies which will further the vision of the congregation and for 

delegating authority to the Senior Minister and evaluating the Senior Minister’s performance 

toward meeting those goals set by the Board 

1.2 Governing Style of Board 

 

The Board will engage in strategic leadership of RRUUC, rather than day-to-day management, 

which is the purview of the Senior Minister. The Board will hold open meetings, with closed 

executive sessions for confidential issues.  The Board will seek to respect the collective needs 

rather than individual ones and will use processes and roles which are both defined and 

adaptive. The Board will consciously model its governance style and will self-monitor itself for 

appropriate governance. The Board will do everything in the spirit of the congregation’s vision. 

 

1.3 The Board in Relationship 

 

a. With the Senior Minister: The Board will work collaboratively with the Senior Minister.  The 

Board and the Senior Minister will be in a relationship of trust and cooperation, and they 

will work together to discern the goals of the congregation.  Annually, the Board, in 

collaboration with the Senior Minister, will do the following 

• Agree to a basic list of responsibilities for the Senior Minister’s work 

• Agree on the basic list of limitations on the Senior Minister’s work   

• Evaluate the Senior Minister 

b. With Board Committees:  see Committee Roles Policy 

c. With the Congregation:  The Board will direct individual congregational member/friend 

questions and concerns to the appropriate  staff or lay leader while remaining open to 

acting on any larger issues related to such questions or concerns. 
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1.4 Specific responsibilities of the Board 

 

a. The Board will receive regular reports (at least monthly) from the Senior Minister on her/his 

efforts to carry out the policies established by the Board in connection with supervision of 

personnel, oversight of programs, and management of property.       

b. The Board will adopt a Code of Conduct (or Board Covenant) to maintain civility in 

relationships, to serve the collective purposes of the congregation, to support decisions 

made by the Board, to maintain confidentiality, to avoid conflicts of interest, to encourage 

diverse thinking, and to create time and space for meaningful dialogue. 

c. The Board will determine whether the congregation should call any additional ministers 

and/or if the Board should hire any additional ministers. 

d. The Board will charter certain committees, called “Board Committees,” which will report to 

the Board to aid the Board in carrying out its work.  See Committee Roles Policy.  

e. The Board will determine jointly with the Senior Minister her/his role with respect to Board 

Committees. 

f. The Board will develop and approve a strategic plan at least every five years. 

g. The Board will approve a budget annually. 

h. The Board will provide training in the meaning and importance of Board policies and 

procedures to all newly-elected Board members. 

i. The Board will communicate to the congregation about the work of the Board in 

furtherance of the strategic plan.  

1.5 Role of Board Chair 

 

a. Assures the integrity of the Board’s process 

b. Collaboratively (with the Vice Chair and the Senior Minister) sets the agenda for board 

meetings 

c. Facilitates the work of the Board 

d. Helps guide evaluation of Board process but does not hold personal authority to 

supervise or evaluate Senior Minister separately from the Board’s authority 

e. Communicates openly with the Senior Minister regarding the work of the Board and the 

life of the congregation 

f. Leads the Board in carrying out the strategic plan 

 

1.6 Role of Board Member 

 

a. Pursues the vision of the congregation as outlined in Board Purpose 

b. Participates in development and adoption of policies that support the congregation’s 

vision 

c. Participates in evaluation of the Senior Minister 
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d. Participates in ceremonial events as required 

e. The Senior Minister is an ex officio and non-voting member of the Board 
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2. Board Executive Committee Role 

2.1 General Role 

 

The Executive Committee, if the Board decides to appoint one, shall exercise the power and 

duties of the Board when necessary between Board meetings.  In addition, it will be responsible 

for functions which are delegated to it by the Board. Any action taken by the Executive 

Committee must be ratified by the full Board at the next meeting or as soon as practicable. 

 

2.2 Membership 

 

The Executive Committee shall be composed of three voting members of the Board, elected by 

the full Board, including the chair and vice chair (if applicable). The Senior Minister shall be an 

ex officio member of the Executive Committee.   

 

2.3 Effectiveness of Executive Committee Actions  

 

Actions taken by the Executive Committee shall be effective only if agreed to unanimously by 

the voting members of the Executive Committee. 
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3. Senior Minister Role 

3.1 General Role 

 

The Senior Minster and the congregation share responsibility for the leadership and ministry of 

the congregation.   The congregation looks to the Senior Minister for spiritual leadership and 

initiative, for assistance in setting and articulating its vision, for professional and inspired 

performance and oversight of the congregation’s programs and staff in collaboration with the 

Board of Trustees and the program committees. 

3.2 Senior Minister as Executive Director of RRUUC 

 

The Senior Minister is the Executive Director of the congregation and will seek to realize the 

vision of RRUUC by overseeing the day-to-day operations of the congregation, delegating as 

appropriate to staff persons and lay leaders.  The Senior Minister will uphold the policies 

established by the Board and will report regularly on progress made toward the goals of the 

Board.  

 

3.3 Head of Staff 

 

The Senior Minister will act as Head of Staff.  The Senior Minister is responsible for ensuring the 

direction and evaluation of all staff and any ministers hired by the Board.  The Senior Minister is 

responsible for hiring of staff or for delegating hiring authority to other staff members.  The 

Senior Minister does not hire or fire any called ministers.  

 

3.4 Relationship of Senior Minister to Board of Trustees 

 

The Senior Minister is an ex-officio and non-voting member of the Board of Trustees and of such 

committees as jointly determined with the Board.  The Board of Trustees and the Senior 

Minister will be in a relationship of trust and cooperation and will work together to discern the 

goals of RRUUC.  The Board of Trustees will approve the employment contract with the Senior 

Minister.  The Senior Minister shall have broad authority to carry out the policies established by 

the Board, subject only to law, the Bylaws and limitations established by majority vote of the 

entire Board. 
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3.5 Reporting 

 

The Senior Minister will make a report concerning the minister’s activities and issues requiring 

Board attention at regular Board of Trustees meetings in a manner to be jointly determined by 

the minister and Board; the report should reflect on progress toward stated goals.   

 

3.6 Executive Limitations 

 

The Senior Minister will act at all times in accordance with the Unitarian Universalist Ministers 

Association’s Code of Professional Conduct and will do nothing illegal or immoral in pursuit of 

the vision of the congregation, unless it is a conscious act of civil disobedience to address social 

justice causes and has been approved by a vote of the Board of Trustees. 

 

The Senior Minister shall not fail to demonstrate a high level of integrity. 

In this spirit, the Executive shall not: 

• cause or allow any practice, decision, or organizational circumstance that is 

imprudent or in violation of commonly accepted business and professional ethics; 

• nor shall the Executive misuse or abuse the authority vested in that position; 

• nor use methods of accomplishing Ends that are not in consonance with 

congregational and denominational values.  

 

The Senior Minister’s treatment of congregants and staff will be in accordance with 

limitations to be specified.   Also, financial matters will also be in accordance with limitations 

to be specified beyond limitations currently cited in this document.  

 

 

3.7 Spending and contracting authority limitations 

 

The Senior Minister has authority to make budget-neutral adjustments in staff compensation 

and to sign or delegate the signing of contracts that are within the approved operating budget, 

have been approved as a part of Capital Asset Fund Expenditures, or total 2 percent or less of 

the annual budget.  All expenditures not specifically cited in the approved budget must be 

brought forward for the express approval of the Board.   
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4. Strategic Planning Process 

4.1 Purpose 

 

The strategic plan is the congregation’s long-range plan projecting the major goals, projects, 

priorities, and financial implications for the congregation for the next 3-5 years or for any time 

frame so designated by the Board. The strategic plan answers the question “what choices have 

we made about how we fulfill our mission?”  

 

4.2 Responsibility 

 

Strategic planning is the responsibility of the Board and will develop the strategic plan.  

 

4.3 Role of the Strategic Planning Team 

 

The role of the strategic planning team is to involve all members of the congregation in a 

conversation leading to a fresh sense of the congregation’s mission, vision, identity, 

relationships, and priorities.  

 

4.4 Process 

 

The strategic planning process involves engaging: 

 

• the Board in producing a fresh statement of mission and vision 

• the Senior Minister in collaborating on a fresh view of ministry 

• the staff in matters directly related to their work 

• the congregation on how a changing environment may call the congregation to change in 

the future.  

 

The strategic planning process includes financial and budgetary implications for allocation of 

resources for future plans.  
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4.5 Document 

 

The strategic planning process results in a working document prepared by the strategic 

planning team. It outlines 

 

• the current state of the congregation 

• the ideal or future state/vision and goals 

• the path to getting to the future with timetable                                     

• a process and timetable for evaluation, which outlines measurable goals and points in time 

and when progress toward outcomes is expected to be seen 

4.6 Evaluation 

 

The Board of Trustees is responsible for evaluation of progress toward reaching both interim 

and final goals at least annually. 
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5. Budget Process 

5.1 General Role 

 

The Board of Trustees has the ultimate authority for the fiscal condition of the congregation. 

The Board has fiduciary responsibility for ensuring an orderly long-term fiscal plan with 

appropriate levels of reserves for capital replacement or expansion; for developing the annual 

budget in response to the perceived needs of the Board, the Senior Minister, and committees; 

and for exercising an appropriate degree of oversight of the recurring and capital expenses. 

 

5.2 General Statement 

 

The Board, Senior Minister, Finance Committee, and others making recommendations for the 

annual budget shall link the congregation’s vision and mission and budget priorities together, 

recognizing that the budget shall express in financial terms the priorities of the congregation. 

 

5.3 Role of Senior Minister 

 

The Senior Minister, in collaboration with RRUUC’s core financial staff and the Treasurer as 

required, shall:  

 

a. Be responsible for managing day-to-day financial affairs 

b. Supervise the staff and ensure proper administration of their benefits  

c. Assist committees and volunteers 

d. Provide reasonable estimates of expenses for ensuing years, based on past experience 

and anticipated initiatives. 

e. Executive limitation:  On a daily basis, prevent the congregation from falling into fiscal 

jeopardy, through malfeasance, mismanagement, or other means. As such, s/he 

exercises a high degree of financial oversight that supplements that of the Board and 

falls within the intent of the by-laws and any relevant Board-adopted policies.  

5.4 Budget Process 

 

a. The draft annual budget originates with the Senior Minister.  

b. The Senior Minister, in consultation with staff and appropriate committees, will prepare 

a formal budget document consistent with the congregation’s strategic plan and in 

service to the congregation’s vision and mission.  
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c. Prior to the meeting at which the Board will consider the annual budget, the Finance 

Committee will review the budget document prepared by the Senior Minister and make 

any recommendations for change to the Senior Minister.  

d. Once those recommendations are considered by the Senior Minister for inclusion in the 

budget to be presented to the Board, the Finance Committee will make written 

recommendations to the Board as to any final budget details that are at variance with 

the Senior Minister’s budget recommendations, and shall issue a written finding either 

that the Senior Minister’s final budget is in conformance with the current RRUUC 

strategic plan and serves the congregation’s vision and mission, or it is inconsistent, with 

all inconsistencies noted. The Finance Committee may, at its discretion, submit to the 

Board a summary of the Finance Committee’s deliberations that highlights issues 

brought out in the budget discussions.  

e. Subject to the provisions of a.-d. above, the Senior Minister will present the revised 

budget to the Board. 

5.5 Executive Limitations 

 

a. The Senior Minister shall have the authority to expend within the intent and amount of 

line items in the operating budget with the exception of capital items that are valued in 

excess of 2% of the current operating budget. Capital items are defined as durable 

goods or equipment.   

b. The Senior Minister shall have the ultimate authority to supervise all staff, but he or she 

shall not have the authority to alter compensation of staff members without a vote of 

the Board, if such changes in compensation would exceed the amount of the 

compensation line item.  

c. The Senior Minister and other staff shall seek to realize the vision of the congregation by 

overseeing the day-to-day financial operations of the congregation, in full support of the 

Board’s fiduciary duties, and in consultation with the Board in achieving its financial 

control and long-term financial planning goals. 
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6. Evaluation  

6.1 General Statement 

 

The congregation, ministers, and staff are directed in their actions based upon the shared vision 

and mission of the congregation.  Regular evaluation shall be done to determine how well the 

congregation, ministers, and staff are meeting the vision and mission.  Evaluation will aid the 

congregation in assessing outcomes, determining where additional action is needed, and 

deciding if changes to the vision and mission are warranted. 

 

All evaluations will uphold the seven Unitarian Universalist principles, will be done in a 

compassionate manner, and will be used as shared learning opportunities for all involved 

parties. 

6.2 Board Self-Evaluation 

 

The Board shall establish stated goals based upon the congregation’s vision, mission, and 

strategic plan.  The Board shall evaluate itself against these mutually agreed upon goals on an 

ongoing basis.  The Board’s self-evaluation will aid the Board in fulfilling its goals and moving 

the congregation forward toward fulfillment of its vision, mission, and strategic plan. 

 

6.3 Board Evaluation of Senior Minister 

 

The Board will rigorously and systematically evaluate the Senior Minister based upon progress 

toward the goals contained in the strategic plan, fidelity to the limitations set by the Board, and 

the performance of the primary functions and core competencies set forth in the Senior 

Minister job description.  The Board will complete a formal evaluation on an annual basis, and 

the Board has the responsibility to provide ongoing feedback to the Senior Minister.  

 

6.4 Senior Minister Evaluation of Staff 

 

The Senior Minister as Head of Staff will manage the performance of and annually evaluate all 

staff who report directly to her/him.  The Senior Minister will ensure that all staff members 

receive ongoing review and annual evaluation.  The Senior Minister shall evaluate all division 

heads but may delegate further staff evaluation function to the division heads.  The Senior 

Minister shall evaluate any ministers hired by the Board (as opposed to any ministers called by 

the congregation).  The Senior Minister shall evaluate ministers (hired by the Board) and staff 
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based upon the vision and mission of the congregation, the Board’s goals, and the Senior 

Minister’s assignments based upon these goals. 

 

6.5 Senior Minister Evaluation of RRUUC Programs 

 

The Senior Minister shall review and assess on an annual basis how RRUUC programs meet and 

further the congregation’s vision and mission.  The Senior Minister shall acknowledge that as 

the vision and mission may change with time, RRUUC programs may change, allowing 

opportunity for new programming.  The Senior Minister shall report to the congregation at the 

annual meeting on how well RRUUC programs meet the congregation’s current vision and 

mission. 

6.6 Board Evaluation of Board Committees 

 

The Board establishes Board Committees to meet Board-defined needs and functions.  These 

Committees serve at the pleasure of the Board and rely upon Board evaluation to ensure 

fidelity to stated purposes and goals of the Committees. 

6.7 Board Evaluation of the Strategic Plan 

 

The Board, through feedback from the congregation, shall routinely evaluate how well the 

congregation as a whole is working toward the goals of the strategic plan.  The Board will share 

with the congregation its assessment at least once per year at the annual meeting.  The Board 

shall use its overall evaluation of the strategic plan to determine the Board’s future goals and 

whether the congregation should revise its vision and mission.  The Board evaluation of the 

strategic plan, and the results of that evaluation, shall guide the Board in development of its 

goals to aid moving the congregation forward in its vision and mission. 
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7. Committee Roles 
 

7.1 Types of Committees 

 

The congregation shall use Board Committees, Program Committees, Task Forces and Teams, 

and Other Committees to aid in fulfillment of the congregation’s vision and mission. 

7.2 Board Committees 

 

Are chartered by the Board, report to the Board, and exist to aid in carrying out the Board’s 

work.  Possible Board committees may include: 

 

• Audit 

• Finance 

• Financial Stewardship 

• Investment 

• Endowment 

• Governance  

• Strategic Planning 

7.3 Rules for Board Committees 

a. Board committees may not speak or act for the Board except when formally given such 

authority by the Board for specific and time-limited purposes. Expectations and 

authority will be carefully stated in order not to conflict with authority delegated to the 

Senior Minister.  

b. Board committees are to help the Board do its job.  Committees ordinarily will assist the 

Board by preparing reports relevant to their function and on occasion recommending 

policy alternatives and implications for Board deliberation. In keeping with the Board’s 

broader focus, Board committees will normally not have direct dealings with current 

staff operations.  

c. The Board is free to appoint special task forces for specific short-term objectives or to 

carry out special tasks that will facilitate the work of the Board. Any appointments will 

be reported to the Board, and ordinarily approved as part of the consent agenda.  

d. This policy applies to any group which is formed by Board or Board Chair action, 

whether or not it is called a committee and regardless of whether the group includes 

Board members. This policy does not apply to committees formed under the authority 

of the Senior Minister. 
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7.4 Program Committees 

 

Program committees are chartered by the Senior Minister to carry out the program work of the 

congregation.  They are supported and convened by designated staff leaders and designated 

staff as required.  The Senior Minister shall regularly communicate with the Board about 

Program Committee activities.  Program Committees may include: 

• Building 

• Communications 

• Denominational Connections 

• Personnel 

• Membership 

• Music 

• Pastoral Care 

• Religious Education 

• Social Justice Council 

7.5 Rules for Program Committees 

 

A description of the function and responsibilities of Program Committees is found in the charter 

for each committee. 

7.6 Program Task Forces and Teams 

 

Program Task Forces and Teams are created and accountable to staff and/or Program 

Committees, exist for the realization of specific activities within the life of the congregation, 

and may have staff representation.  Program Task Forces and Teams may include: 

• Fine Arts 

• Grounds 

• Kitchen 

• Computer Team 

• Bazaar Advisory Group 

• Retreat Planning Committee 

• Memorial Garden 

 

7.7 Other Committees 

 

Other Committees are accountable to and elected by congregation.  Other Committees may 

include: 

• Leadership & Nominations 


