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FIRST UNITARIAN CHURCH OF WILMINGTON, DELAWARE 
 

MEETING:  Board of Trustees Meeting, March 15, 2010 TIME:  7:00 pm to 10:00 pm 

MEMBERS PRESENT:  Cindy Cohen, Phil Dowd, Maggie Duffy, Marilyn Hyte, Barbara Lenahan, Nancy 
Pinson, Mike Toll, David Weiss 

MEMBERS ABSENT:  Jeff Lott 

OTHERS PARTICIPATING:  Steve Cohen (Treasurer); Rev. Barbara Gadon (Executive Team); Rev. Josh 
Snyder (Executive Team), Marina van Renssen (Business Administrator) 

1. OPENING 

� Meeting called to order by Nancy at 7:00 pm.  

� Recording Secretary: Cindy  |  Process Observer: Marilyn  |  Centering: Barbara L. 

2. CONSENT AGENDA 

• January 18, 2010 Board Meeting Minutes 

• Final Revisions to BETL #5 – Ministerial Compensation 

Motion #1: To accept the documents in the Consent Agenda as submitted.  
Motion seconded and approved unanimously. 

3. REVIEWS 

a. REVIEW / VOTE ON ET MONITORING OF EL #4, #6 AND #9  

EL #4 – FINANCIAL CONDITION AND ACTIVITY – “With respect to the actual, ongoing financial 
condition and activities, the Executive Team shall not cause or allow the development of fiscal 
jeopardy or material deviation of actual expenditures from Board priorities established in Ends 
policies.” 

• Josh noted only EL #4 capital falls in non-compliance, but this was reported previously. 
No changes since then.  

EL #6 – ASSET PROTECTION – “The Executive Team shall not allow the assets to be 
unprotected, inadequately maintained, or unnecessarily risked.” 

• EL #6.1 – Insurance for rebuild appraisal still coming.  

• EL #6.2 – While we don’t have board insurance, we previously approved not having it. 

• EL #6.4 – Roof repair status? Some roofs have been repaired, but some older ones have 
not been. Candle closet was repaired, but still has leaks. Server area also has some  
recent leaks. Plan in place to identify and repair leaks, and have some money in budget 
to cover.  

• EL #6.4 – Are we saying we’re going to use money from new sanctuary fund to improve 
sanctuary and bathrooms? No, in 2006 congregation approved $50K of this money to 
develop a plan to improve the existing sanctuary and update bathrooms. Now being 
overseen by Buildings and Grounds Committee. 

• EL #6.7 – Allow for new investment vehicles? Investment Committee/ET would have to 
keep Board informed. 

• EL #6.9 – Intellectual Property – Is daily computer backup our sole intellectual property? 
Could also include paper files and how we store them, that membership book included in 
fireproof safe, etc. 

• EL #6.11 – Investment Chair can consult with broker on as needed basis, to be 
determined by Investment Chair, ET member (Marina) and Investment Committee. Noted 
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that future reports might provide examples of when we might call on a broker, and to note 
that the committee meets on a regular basis. 

• In December 2009 the Board requested a dream wish list from ET with associated costs. 
Board should write specific policy if we want to ensure it gets done. 

EL #9 – ENDS FOCUS OF GRANTS OR CONTRACTS – “The Executive Team may not enter 
into any grant or contract arrangements that fail to emphasize primarily the production of Ends 
and, secondarily, the avoidance of unacceptable means.” 

• Paid our Grant for Growth obligation in February 2010.  

Motion #2:  To accept EL #4, #6 and #9 reports as submitted. 
Motion seconded and approved unanimously. 

c. REVIEW / VOTE ON ET MONITORING OF EL #3 – FINANCIAL PLANNING AND BUDGETING  

“Budgeting for any fiscal year or the remaining part of any fiscal year shall not deviate materially 
from the Board’s Ends priorities, risk fiscal jeopardy, or fail to be derived from a plan of not less 
than three (3) years.” 

• Background: Addresses process for current year budget as well as creation of 3-year 
budget.  

• Status: Monitoring reports have come a long way, and now Board can use these as a 
framework from which to work. Ideally future reports will go into board meeting Consent 
Agendas, so we can now begin to move on to more visionary topics as the focus of our 
meetings. 

• EL #3.2: 

o Do we define “conservative” as “in line with pledged amounts”? Basically yes. 
Pledge drive begins in March, and by April we have a better understanding of 
pledges for upcoming year. Next month the ET will bring to the Board an updated 
budget and EL #3 monitoring report. (Suggest adding to the Board’s annual 
calendar a formal update to EL #3 in April.)  

o Should Board see “Dream” budget, or just wait for “reality” budget? Some would 
rather wait until April for reality budget, others liked seeing larger budget in March 
with defined priorities to cut if needed.   

o Non-compliance typo – should be 2009-2010, not 2010-2011. 

• EL #3.3 – 5% variance. Non-compliance stated, along with ways to bring it into 
compliance (defined priorities on where to cut if needed). Discussed the 13 priorities, that 
they might not be zeroed out, just lowered.  

• EL #3.11 – Discussed d) Significant Loss of Rental Income – that the policy is about 
having a policy in place, not that we ensure we don’t lose the income.   

Motion #3:  To accept EL #3 report as submitted with correction to EL 3.2 (non-compliance typo 
– should be 2009-2010, not 2010-2011). 
Motion seconded and approved unanimously.   

Action #1:  Suggest adding to the Board’s annual calendar a formal update to EL #3 in April.     
 

Action #2:  Request Treasurer forecast risks as our Board advisor, to help us assess next year’s 
budget. Also whether we could pool our reserves together into one pot (e.g., 
Sabbaticals, Minister Search Teams, Operating, etc.).     

d. REVIEW DRAFT 2010-2013 BUDGET VS. EL #3  

Board had some clarification questions for Marina, including areas of staffing, shrinkage, rental 
income, health insurance, electricity, etc. 



 
Board of Trustees Meeting, March 15, 2010 – First Unitarian Church of Wilmington, Delaware Page 3 

e. REVIEW / VOTE ON ET MONITORING OF ENDS #4 AND #5  

End #4: “A community of people with a passion for social justice and the environment, sharing 
Unitarian Universalist values with the broader community and engaging together for a just, loving 
and sustainable world.” 

End #5: “A community dedicated to the growth of Unitarian Universalism within and beyond our 
walls, enabling our Unitarian Universalist message to have transformative impact in the world for 
generations to come.” 

• End #5, Interpretation of item C.3. – Questioned metrics around membership and publicity 
dollars. Next year ET may use visitor data to quantify. 

• Note: Much of the discussion on Ends #4 and #5 occurred online, since these were 
scheduled for the February board meeting which was canceled due to weather. A summary 
of those online discussions between the Board and ET are included below.  

o Comment: Impressive reports, will help the Board understand some of our previous 
conversations around Ends, interpretations and metrics, as well as help us see how the 
linkage work we are doing match up to the monitoring function. 

o Q: End 5’s “transformative impact for generations to come” is difficult to interpret and 
measure. How is it connected to publicity dollars and new members?  
A:  The Executive Team interprets the phrase “our UU message has a transformative 
impact for generations to come” as meaning “People will hear about Unitarian 
Universalism out in the community through various media in which we do publicity, and 
as a result they will become Unitarian Universalists.”  We take this interpretation, 
essentially reading it as a statement of visitor integration, because End 5 deals with 
growth “within our walls.”  In the specific context of End 5, we do NOT look at our 
greeting process (End 3) nor do we look at transforming the world through social justice 
(End 4).  (Note that language very similar to this in End 4 “Sharing our UU values with 
the broader community” is interpreted in a specifically social justice context.)  So how 
do you get a sense of how well our message out in the world has “transformed” non-
UUs into UUs?  By creating a ratio of publicity dollars spent (our message getting out 
into the world) to the number of people who signed the membership book 
(transformative impact, in this context).  There are probably other ways of getting at that 
End, but is this one reasonable?  Does it match that “lofty” statement?  The ET thinks 
so, since we put it in our report!  

o Comment: The time frame for the End 4 and 5 results was the last 12 months January 
2009 to January 2010.  In the future it will be since the last monitoring report on that 
end (which will be approximately 12 months). 

o Q: End 4—how were “costs” calculated under section 3, on pg 2? .I assume they took 
operating budget cost and divided out.How are volunteer hours captured? 
A: The “New Reality” budget is mapped to the Ends; that is we have a budget that 
shows us how much we have budgeted per End. We have done roughly the same thing 
with actual expenses and Staff hours. Volunteer hours is trickier.  Remember these are 
our best estimates, and we don’t guarantee exact numbers.  But we took all of the 
groups, teams, and other volunteers, added up the people and the frequency of their 
meeting, and came up with the total volunteer hours number you see in the report for 
one year.  We then mapped all of those groups to the Ends as best we could.  Note that 
the numbers will add up to MORE than 100%.  That is because one “means” can 
accomplish more than one “end” ex Open Circles counts for BOTH End 3 and End 2.  
We then ranked these so that the Board can look at the ranking along side the linkage 
data you are getting from your parties and sandwich board games so you can see 
where the cost of each End lines up, or doesn’t, with the priorities that the congregation 
is expressing to you. 

o Q: End 4, section B (pg 2) under benchmark, define “sponsored”. Is it EDR official 
cooking or does it include e.g the coffee sold or UUSC sponsored work that Doyle 
Dobbins does? 
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A: This is one that the ET is working on this month: how to define exactly which groups 
count as First Unitarian Church groups and which ones are just individual members 
doing their own thing.  It sounds like a clear distinction, but it is deceptively hard with 
lots of political landmines. We chose to go broad for the time being.  Any group, 
including the ones you name, that was a part of the old Social Justice Team was 
included.  The metric is how many people participate in each of these groups. In this 
particular case that is an end and not just a cost because the Board has language that 
says we will “engage together.”  This is an example of the Board’s Ends policy 
containing a means. 

o Q: End 4, section B (pg 3) under the creating section  on Benchmark, the 2% states 
equivalent of operating—how do we collect info? Is it monthly donations only or does it 
include e.g Christmas for ILYA?  
A: It counts both numbers.  Marina monitors all accounts, including ILYA.  Special 
Offering is Fran’s department.  In both case we have pretty accurate numbers. 

o Q: End 4, Evidence (pg 5), the data presented states 53 participants. What makes up 
that number?   
A: We added up all of the people on all of the social action groups; it comes to 53, and 
that is estimating on the generous side. 

o Q: End 4, Evidence (pg 6), what goes into number of folks helped by social action?  Eg 
we give a grant of $1,000 to LCS, do we collect numbers of folks they help? 
A: The biggest special offering of the year was the UUSC offering for Haiti, however, 
the ET decided not to include the entire population of Haiti in our numbers. J  Occum’s 
razor is our guide in these cases.  In that particular metric we are looking at people 
helped DIRECTLY by First Unitarian Church people: kids in the ILYA program, folks 
served by EDR etc. Donation recipients would count in A. 

o Q: End 4 (pg 7) summary note discusses EDR, but not ILYA program—is there a 
distinction of “sponsored”?   
A: Assessment is simply the ET reflecting on the results of the report and indicating to 
the Board some of our possible steps in the future.  Both of these groups are 
considered “sponsored.”  The point here was not to list all of the groups, but to note that 
most of the groups, including ILYA, are the cause of one or two individuals without 
broad engagement from the congregation.  EDR was pointed out as an exception to 
this pattern.  Perhaps to a lesser degree (too soon to tell for sure) we might list Anti-
Racism as an exception to that trend too. 

o Q:  End 4—is there a target e.g  1 year when we hope to achieve or? 
A: While there is nothing in the policy as written that indicates a sense of time, I would 
note that if the ET could accomplish all five Ends in one church year, then the Board 
has not written very good Ends!  Your vision would not be bold enough. 

o Q: End 5, section B, (pg 9) – does “growth beyond our walls” mean only in those new 
churches we sponsor going forward or past /continued effort as well?  
A: We count ONLY those two churches who receive the Grant for Growth, and if there 
were one, a newly sponsored congregation. We look at what is currently going on, what 
has happened in the past year, and to a small degree, some future possibilities. 

o Q:  End 5, pg 9 — what goes into publicity costs?  e.g. Membership Coordinator’s 
salary?  
A: Examples of things used in this were the yellow page ad, and website maintenance.  
We did NOT include the sign because the cost for that was the previous fiscal year.  
The Membership Coordinator’s salary is a means and not directly enough related to the 
End.  

o Q: End 5, pg 11 — not sure I understand how we take credit for a new church’s 
membership count?   
A: Is this a metric of “growth beyond our walls”?  The congregations we sponsor 
through the Grant for Growth have increased in numbers rather significantly.  Not sure 
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we take sole credit for it, but it seems to be a good measure of a result (not a means).  
But only the Board as a whole can say if it is a reasonable interpretation or not. 

o Q: End 5, pg 11 — what goes in to the $132 figure for publicity spending?   
A: Take the amount we spend on publicity and divide by the number of people who 
signed the membership book in one year.  According to our interpretation that will tell 
you how well “Our message has a transformative impact.”  i.e. people become UUs. 

o Q: End 5, pg 12 — I know overall net balanced out for headcount, but what was our 
“new” members count?  
A: It was about 25. 

Motion #4:  To accept End #4 and #5 reports as submitted. 
Motion seconded and approved unanimously. 

4. REPORTS 

a. TREASURER’S REPORT  

Steve reported that we are ahead on pledges and income and under on expenses. Hoping to hold 
gain in last 4 months of year. Indications are that we should have balanced budget through end of 
year.  

The Treasurer’s Report was accepted without a motion or vote. 

Financial Audit Status: Final draft report received and distributed to Board and ET, along with a 
separate report from Steve on the audit. Key finding: we’re in good shape, but some internal 
controls can be tightened up some. Steve reviewed these recommendations in his written report.  

Motion #5:  To accept March 2010 audit report from Cover and Rossiter as submitted. 
Motion seconded and approved unanimously. 

Action #3:  Steve will meet with the Executive Team (Marina) to determine if control mitigation 
recommendations are to be accepted or modified. 

b. COMMUNICATIONS SUBCOMMITTEE UPDATE  

Discussion tabled due to lack of time.  

Action #4:  Barbara L. to distribute written report on March “Spring Board to Growth” party via 
email.  

c. ET INCIDENTAL REPORT  

(Distributed for informational purposes only, not discussed at board meeting)  

5. REVIEWS (continued) 

a. BOARD REVIEW / VOTE ON MONITORING OF GP #4 – Trustees’ Code of Conduct  

“The Board commits itself and its members to ethical, businesslike, and lawful conduct, including 
proper use of authority and demonstration of appropriate decorum when acting as Board 
members.” 

Discussion tabled due to lack of time.  

Action #5:  Board to send comments on GP #4 monitoring report to Nancy. If none received, will 
go into Consent Agenda for April meeting.  

b. BOARD REVIEW/VOTE ON REVISED GP #4 – Trustees’ Code of Conduct  

“The Board commits itself and its members to ethical, businesslike, and lawful conduct, including 
proper use of authority and demonstration of appropriate decorum when acting as Board 
members.” 
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Discussion tabled due to lack of time.  

Action #6:  GP #4 revisions to be added to future meeting agenda as time permits (possibly May).  

c. BOARD REVIEW/VOTE ON MONITORING OF BETL #4 – Monitoring Executive Team 
Performance  

“Systematic and rigorous monitoring of the Executive Team job performance will be solely against 
the defined annual performance objectives: organizational accomplishment of Board policies on 
Ends and organizational operation within the boundaries established in Board policies on 
Executive Limitations.” 

Discussion tabled due to lack of time.  

Action #7:  Board to send comments on BETL #4 monitoring report to Nancy. If none received, 
will go into Consent Agenda for April meeting.  

d. REVIEW OF PROPOSED BY-LAW CHANGES   

Discussion tabled due to lack of time.  

Action #8:  To schedule special board meeting to review By-Law Changes. To include ET in 
invitation.  

6. DISCUSSIONS 

a. NOMINATING COMMITTEE UPDATE 

Marilyn reported that work is ongoing and we’re in good shape, although still need one candidate 
for Nominating Committee. 

b. MINISTERIAL REVIEW   

Nancy creating a subcommittee, to include Marilyn and Maggie. 

c. ANNUAL REPORT TASKS   

The following tasks/documents are needed for the annual report. Those offering to work on them 
are noted. 

• President’s Report – Nancy will send out for review 

• Nominating - Marilyn 

• ETF/LRP – To write up summaries and have subcommittees review – Nancy to do ETF, 
Marilyn to do LRP. 

• Communication Prep – Communications subcommittee to do (Barbara L.) 

• Parliamentarian – Pat McGee, Secretary – Cindy 

• Agenda – Nancy will send out for review 

7. CLOSING 

� Action Log was reviewed by Cindy. 

� Process was reviewed by Marilyn, who indicated we did well  keeping out of the weeds with financial 
details. 

� Closing words were provided by Barbara L. 

� Meeting was adjourned at 10:00 pm (by approved motion).  
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Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

Jan 2010 #1 – Board to email comments on ByLaws 
draft to David by 1/31. (Cindy will send Word 
version of document to board members to 
mark up.)     

Board members Jan 31
st
 Done  

Jan 2010 #2 – Cindy to send Phil wording for adding 
ministerial agreements into the introductory 
statement of BETL #5. 

Cindy Jan 31
st
 Done (Jan 20

th
) 

Jan 2010 #3 – Submit names of Nominating 
Committee candidates to Marilyn by Sunday, 
January 24th. (Nominating Committee to 
meet that day.)  

Board members Jan 24
th
  Done 

Jan 2010 #4 – Marilyn to notify JPD office of 
headcount for JPD Board luncheon on Jan 
23

rd
. 

Marilyn Before Jan 
23

rd
  

Done 

Jan 2010 #5 – Cindy to post latest policies on website 
(dated December 21, 2009).  

Cindy Feb board 
mtg 

Done (Sent to Karen on 
March 14

th
) 

Dec 2009 #8 – ByLaws subcommittee to propose 
schedule for review of ByLaws changes by 
board and congregation. 

Marilyn/David/ 
Mike 

Jan board 
mtg 

Jan: In progress 

March: To schedule special 
board meeting to review 
ByLaw Changes. 

Dec 2009 #9 – Marilyn to convene Nominating 
Committee in January. 

Marilyn January 
2010 

Jan: In progress 

March: Done 

Nov 2009 Cindy to update GP #5 policy with approved 
changes. By-Laws committee to review in 
light of revisions to the By-Laws. 

a) Cindy  

b) By-Laws 
committee 

a) Dec 
board 
meeting 

b) TBD 

Dec: a) Policy updates 
done, web site updated 
12/10/09. 
b) By-Laws revisions: In 
process. 

Jan:  By-Laws revisions in 
process 

March: Closed (covered in 
Action #8, Dec 2009) 

Aug 31, 
2009 

#2 – GP #4: To table further discussion/vote 
on GP #4 until subcommittee revisits items 
3.a. and 3.c. Board members and Josh will 
also give more thought to this subject. 

GP review 
subcommittee 
(Jeff, Barbara L, 
and Cindy) 

Sept board 
mtg 

Sept: No action. 

October: Scheduled for 
February. 

March: Revisions submitted 
in March, tabled until time 
permits in future mtg 
agenda (maybe May 2010). 
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Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

May 2009 #2 – Marilyn to follow up with Marina on UUA 
mortgage details (as follow-up from annual 
meeting vote on paying off mortgage). 

Marilyn By end of 
May 

June: Mortgage paid, 
completion of documents 
with New Castle County in 
progress. 

July: No change from June. 
August: No change 
Sept: No action 
October: No action 
Nov: In progress 
Dec: In progress. 
Jan: In progress 
March: To follow up in 
August 

May 2009 #8 - By-Laws Subcommittee to convene to 
begin process for updating by-laws. 

Marilyn, David, 
Mike (Rev. Josh 
to assist) 

Monthly 
updates 
until target 
completion 
date: 
March 
2010. 

June: Process begun.  

July: Report provided, see 
tonight’s meeting minutes. 
August: In process. 
Sept: No action 
October: In process. 
Nov: In progress 
Dec: In progress. 
Jan: In progress 
March: Closed (covered in 
Action #8, Dec 2009) 

Jan 2009 Engage an outside auditor, on behalf of the 
Board, to audit books at the end of this fiscal 
year. 

Steve June Board 
Mtg 

June: add to future agenda 
July: In process 
August: In process. 
Sept: In process 
October: In process 
Nov: In progress 
Dec: In progress. 
Jan: In progress 
March: Done 

 


