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This document provides an overview of the work of the RRUUC Governance 

Task Force

Contents

•Governance Task Force Charter

•Timeline 

•Characteristics of the governance approaches of congregations with 400 to 800 
members 

•A general form of policy governance recommended instead of a strict Carver approach

•Proposed RRUUC governance operating model

•Significant changes from our current approach

•Top-level roles and processes addressed

•Recommended next steps
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The RRUUC Board chartered the Governance Task Force in 2011 to create 

policies that enable oversight, evaluation of results, and stewardship of 

organizational resources

Topics Addressed by the Task Force 

•Should we adopt some form of policy governance? 

•Has the practice of Board liaisons to committees outlived its usefulness?

•What should be the roles and responsibilities of the Senior Minister?

•How do we best institutionalize our governance approach so that it continues year to year and does not vary year-to-year 
based upon who is Board chair? 

•How do we define the roles of staff that establishes their authority?

•How do we create an overall accountability structure?

•How can we reduce the time commitment of board members so that functioning is more robust and accessible to younger 
members who may have full time jobs and parenting responsibilities?

•How do we define the Board’s role so it is clear the Board deals with questions of fundamental vision, mission, and policy 
rather than administrative problems and details?

•How do we align governance with the strategic plan?

•How do we establish a culture of collaboration? 
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The goal is to pilot a new governance approach starting in 2014 

Develop

Proposed Approach  

(ongoing) 

Implement Pilot
Institutionalize  new 

approach

Sep 2011 – Apr 2013

•Document “as is”

governance approach

•Survey other congregations

•Identify preliminary policy-

based governance 

alternatives

•Engage consultant

•Engage key staff and lay 

leaders to validate “as is”

governance approach

•Presentation/report on “as 

is” RRUUC governance

•Consultant report on 

“RRUUC Governance 

Examination”

Phase

Timeframe

Task Force 

Activities

Congregation 

Outreach 

Task Force 

Work 

Products

Board 
Decisions/ 

Actions

Jan 2013 – Jan 2014

•Develop proposed governance 

approach for key roles and 

processes (complete)

•Develop implementation plan

•Engage congregation in 
proposed vision following 
presentation to Board

•Report to Congregation on 
recommended governance 
approach
•Implementation plan

•Vote to approve working group 
recommendations
•Vote to approve implementation 
plan

Jan 2014  – May 2015

•Implement pilots
•Refine proposed governance 
approach based on lessons 
learned
•Work with committees to 
develop charters and 
processes consistent with 
high-level approach

•Engage congregation in 
proposed governance  and 
implementation approach –
educate and inform

•Report to Board on pilot and 
recommendation
•Proposed By-Laws changes

•Vote on proposed By-Laws 
changes to put to 
Congregational vote at 2015 
Annual meeting 

Evaluate Alternatives

(complete)

June  2015 on

•Develop charter for 
Governance Committee (and 
sunset Governance Task 
Force)

•Charter for Governance 
Committee (standing Board 
Committee) 
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Our recommended governance approach is driven by best practices for 

congregational governance – we recommend most (but not all) best 

practices

Characteristics of a Congregation with 400 to 800 and a budget of $1 to $2M *

•Lay leaders who don’t have the time and energy to “staff” the programs and administrative functions of the church

•Team of staff specialists who sustain excellence in programming

•Growth as a function of budget, facilities, and staff and members to sustain excellence

•Multiple worship services designed to meet the needs and interests of a variety of members

•Ability to bring new people in the door, keep track of them, and engage them in activities beyond Sunday worship

•A Senior Minister who focuses on the governing board, the staff, and key lay leaders

•A Senior Minister who focuses on vision formulation, financial sustainability, and managing the collective performance 
of the staff team

•An executive leadership team, sometimes including selected lay leaders, that coordinates and guides the work of the 
staff (we recommend this be assigned to the Senior Minister)

•An administrator who manages the day-to-day financial, personnel, building maintenance, and information technology 
needs (we recommend administrator report to the Senior Minister)

•A governing Board that works with the minister on vision articulation, creates policy and systems for managing 
performance, maintains accountability, and focuses on strategic board functions

*Susan Beaumont, Insider the Large Congregation
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The task force recommends a general 

form of policy governance rather than 

applying a strict Carver model
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Example Table of Contents of UU Church 

implementing strict Carter model



Congregation

Board

Sr. Minister

Committees of 

the Board

(support board role)

Staff

Program 

Committees
(support program 

implementation) 

Elect Call

Provide 

Policies

Provide 

Policies

Direct

In the proposed governance approach, the Board focuses on policies while the 

Senior Minister and lay committees focus on program implementation

Examples:

•Finance

•Investment

•Audit

•Endowment

•Strategic Planning

•Governance

Examples:

•RE, Social Justice

•Pastoral Care, Worship

Shared Ministry to 

Implement Mission
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Task Forces/ 

Teams
(Support specific 

activities) 

Examples:

•Fine Arts, Grounds

•Kitchen, Computer

•Bazaar, Retreat

•Memorial Garden



The proposed governance approach does not make many significant changes, 

and many of the new practices are already being implemented 

Role/Process Key Changes

Board of Trustees Role • Board role is focused on policy development and expressly avoids roles involving 

day-to-day operations

• The Board will directly evaluate the Senior Minister, rather than a Board 

committee

• There will no longer be Board liaisons to program committees – program 

committees will be led by the Senior Minister and staff  

Senior Minister Role • The Senior Minister is responsible for leading program committees  and task forces

Committee roles • There will be three types of Committees – Board Committees,  Program 

Committees,  and Task Forces.   

• Program Committees are supported and convened by staff leaders 

Strategic Planning Process • Strategic planning is a central responsibility of the Board

Budget Process • The Senior Minister will prepare a draft budget for review by the Finance 

Committee and approval by the Board (rather than the Finance Committee 

prepare the budget) 

Evaluation Process • A holistic evaluation process will be established

RRUUC Governance • Roles and responsibilities  and key processes will be defined and repeatable – there 

will be less variation year-to-year as Board members and lay leaders change

Culture • An explicit focus on collaboration as the key to successful policy governance
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The Governance Task Force developed a set of top-level governance roles 

and processes  

Roles and Responsibilities Key Processes

• Board of Trustees

• Senior Minister and staff

• Committees (Board-appointed 

Committees, Program 

Committees,  Task Forces and 

Teams) 

• Strategic Planning

• Budgeting 

• Evaluation 
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• One of the next steps will be to develop lower-level roles and processes

• The Governance Task Force will develop roles and processes that impact 

multiple committees

• For roles and processes that are Committee-specific, the Governance 

Task Force will work with that Committee to identify changes to be 

consistent with the top-level governance documents already developed 



The Governance Task Force will develop the plan that will provide the 

“who, what, when” for pilot implementation

Topics for Implementation Plan

•Communication  and Outreach (awareness and understanding)

– Congregation

•Education (ability to implement)

– Lay Leaders

– Board

– Staff

•Develop/update lower-level roles, processes, and charters

– Cross-cutting (Governance Task Force)

– Committee-specific

•Implement new roles and processes

– Strategic planning

– Budget development

– Evaluation processes
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Recommended next steps

• Board: 

– Review and comment on draft governance documents

– Vote to endorse draft policies 

– Identify specific issues/topics that warrant additional development

– Review and comment on implementation plan (TBD)

– Vote to endorse implementation plan

– Support congregational outreach and communication of new approach

• Governance Task Force:

– Address issues/topics addressed by Board

– Develop implementation plan

– Collaborate with key stakeholders  (e.g. Existing Committees) to develop next 
level governance documents consistent with the agreed-upon high upon high-
level approach

– Identify lessons learned in pilot implementation and propose changes as 
needed
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