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FIRST UNITARIAN CHURCH OF WILMINGTON, DELAWARE 

 
MEETING:  Board of Trustees Meeting, November 16, 2009 TIME:  7:00 pm to 10:00 pm 

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

MEMBERS ABSENT:  None  

OTHERS PARTICIPATING:  Steve Cohen (Treasurer); Rev. Barbara Gadon (Executive Team); Rev. Josh 
Snyder (Executive Team) 

 

1. OPENING 

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

� Added item to agenda for annual agenda schedule. 

� Recording Secretary: Cindy  |  Process Observer: David  |  Centering: Cindy 

2. CONSENT AGENDA 

• October 19, 2009 Board Meeting Minutes 

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

3. REPORTS 

a. TREASURER’S REPORT  

Steve reported we currently  have a shortfall of about $20K, some due to late pledge payments, 
but not all. Normally Nov/Dec are the months things typically go well, as people send in their year-
end pledges, so we’ll be watching this closely. (Josh says so far November is shaping up well.) 
Potential for reaching out to members outside of pledge time of year to see how things are, for 
pastoral care purposes but also to see if there are anticipated hardships forthcoming.  

Financial Audit Status: Audit by Cover & Rossiter will commence on November 30
th
, to be a 4-

day process, wrapping up in December.  

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

b. COMMUNICATIONS SUBCOMMITTEE UPDATE  

Barbara reported that we had ~30 members in attendance, people enjoyed themselves and we 
received good feedback on the results of our first Ends game. Long Range Plan presentation 
went well, hope to repeat again – maybe a Sunday before/after service. Follow-up game on 
assessing members’ “time allotments” went well, and we had children participate as well.  

Nancy mentioned our games are meant to assess the congregation’s priorities around the Ends, 
so we can then assign priorities to the Ends for the ET. Not statistically valid data, but interesting 
info. Found that the 11-20 year members had different priorities from the newer and longer-term 
members.  Data from second game (“time allotments”) to be distributed to board.  

4. REVIEWS 

a. BOARD REVIEW/VOTE ON BETL #2 – Accountability of the Executive Team   

“The Executive Team is the Board’s only link to operational achievement and conduct, so that 
all authority and accountability of volunteer and paid staff (including consultants), as far as 
the Board is concerned, is considered the authority and the accountability of the Executive 
Team.” 
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David indicated he included 3 variations of BETL #2 (existing version, version with suggested 
changes from Cindy during a previous review, version with suggested changes from BETL review 
subcommittee) in his interpretation report. Thinks it’s difficult to know how we’re doing because 
we measure anecdotally, not scientifically. Concerned that problem could result in future if 
tension/discomfort arises between the principles. Unless we systematize it it could be a risk.  

Discussion included: 

– Rev. Barbara believes staff comfortable talking with their supervisor if such an incident 
were to occur. ET’s and Board’s job is to deal with that discomfort.  

–  Rev. Josh indicated this very process we’re doing would bring forth any tensions. He 
indicates he does pay attention to how the board interacts with the staff.  

–  David indicated absence of evidence isn’t statement of compliance. 

–  Nancy indicated that risk exists, in our interpretation we should think about managing that 
risk and keep in tune with relationship and address problems proactively to manage the 
risk. 

Motion #2:  To accept David’s interpretation of BETL #2 report as submitted. 
Motion seconded and approved unanimously. 

Action #1:  BETL review subcommittee to revisit BETL #2 to see where the new subsection #4 fits 
best at the time of the next scheduled review (will check annual agenda). Suggested 
subsection #1 might also fit better elsewhere. 

b. BOARD REVIEW/VOTE ON GP #1 – Governing Style   

“The Board will approach its task with a style that emphasizes strategic leadership (Ends) 
rather than administrative detail, will make a clear distinction between Board and staff roles, 
will focus on future rather than the past, and will be proactive rather than reactive.” 

Jeff reviewed policy and decided since the by-laws cover congregational authority it was not 
necessary to append the tables here, since they exist elsewhere. Recommend the policy stay the 
same.  

Motion #3:  To accept GP #1 report as submitted (no changes). 
Motion seconded and approved unanimously. 

c. BOARD REVIEW/VOTE ON GP #5 – Board Committee Principles   

“The Board may establish committees to help carry out its responsibilities. Committees will be 
used sparingly to preserve the Board functioning as a whole and will never interfere with 
delegation from Board to Executive Team.” 

Cindy indicated the subsections were added to this policy, to delineate how board committees 
should be ruled. 

Discussion included: 

– Cindy suggested removing “nominating” from the board committee examples, since it is 
not an ad hoc committee. 

– Phil suggested the policy is reviewed against the By-Laws to make sure they’re in 
compliance with each other. Maybe change “Standing Committee” in By-Laws to “Board 
Committees”. The By-Laws should be general, while policies flesh them out with “rules”.  

 

Motion #4:  To accept GP #5 report with changes as submitted, as well as removal of 
nominating committee from list of board committee examples. 
Motions seconded and approved unanimously. 

Action #2:  Cindy to update GP #5 policy with approved changes. By-Laws committee to review in 
light of revisions to the By-Laws. 
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5. DISCUSSIONS 

a. SUCCESSION PLANNING FOR BOARD OFFICERS  

Marilyn asked us to consider succession of our current board members, and how we want to 
transition that process.   

- Treasurer, appointed annually by the board, no term limits. 
- Secretary duties – uses a lot of technology 
- Vice President – grooming and learning to become Chair 
- President – Is the mouthpiece of the board, oversees board work 

Discussed recruiting new board members, need to consider skill sets desired, explain level of 
commitment expected, have candidates attend meetings beforehand. Departing members 
encouraged to become nominating committee members to help with the nominating process. 

Action #3:  To discuss again in future board meeting (TBD). 

b. ENDS AND REASONABLE INTERPRETATIONS  

Nancy indicated when boards write policies, they write them from general to specific, as specific 
as they need to to be comfortable that they can accept ANY ”reasonable” interpretation that is 
submitted – which should state how we’re going to achieve those results for which people.  

Reasonable isn’t any one person’s opinion.  It’s what the business needs, what we can afford, 
what we know at the time, etc. For example, the constitution is a good example of an End 
statement. “We the people of the U.S. in order  to form a more perfect union …” As the context of 
our country evolved and we gained wisdom on human rights, there were amendments (compared 
to changing the policies, as we do) which clarified what was meant by “the people”.  

When we originally wrote our Ends statements we weren’t monitoring. We’ve been learning since 
that time and need to ask ourselves “is any reasonable interpretation acceptable?” If not, need to 
take it to the next level and clarify them. Need to ask how we’re going to get there, why the 
measure makes sense, and to see data. Example: going to a Mexican restaurant and asking for 
their “best vegetarian nachos”  and having them come out with shrimp and a cost of $50. Lesson 
learned: order was so broad that some reasonable interpretations were not acceptable. 

Ends are fluid and hard to interpret by their very nature, but there are models of interpretation 
available to be used. 

Ends are our vision statements, while our limitations are controls on how we do business. We 
consider the Ends as we work within our policy limitations. 

c. INTERPRETATION 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. 

Josh indicated the ET has provided sample survey questions meant to glean information from 
members on Ends #4 and #5. Additional questions will likely be forthcoming.  

Board discussion on End #4 included: 

� Use of “we” questions vs. “I” questions, opinions of the whole vs. the parts. The “we” 
questions could be skewed, and those not interested might not answer the question. 

� Discussed interpretation of “broader community” – whether any questions were to glean 
outside activities. They were not, so if board wants that insight the board would need to 
further define the End. 



 

 
Board of Trustees Meeting, November 16, 2009 – First Unitarian Church of Wilmington, Delaware Page 4 

� Good delineation of questions in End #5, as compared to End #4. 

No vote taken – these Ends were interpreted for the purposes of board discussion of Ends. 

d. POLICY REVIEW SCHEDULE 

Annual Monitoring of End #1 scheduled for December, will move to February so ET has time to 
conduct survey in January. And then the Board’s monitoring of Ends will be moved until that same 
time. Board will consider interpretations at that time and determine if further work on Ends is 
needed to clarify beneficiaries, benefits and worth. Any changes desired could then be sent off to 
subcommittee to draft revised policies, rather than trying to wordsmith by the entire Board at a 
meeting. 

Action #4:  To move monitoring of End #1 from December to February. Nancy to review 
monitoring schedule for remaining part of this year and propose revised schedule. 

 

Action #5:  Cindy to update policy document and send to Karen to update on the church website. 

6. CLOSING 

� Action Log was reviewed with group. 

� Process was reviewed by David, who indicated while we were civil to one another, we do tend to talk 
over each other in our exuberance. 

� Closing words were provided by Cindy. 

� Meeting was adjourned at 10:05 pm (by approved motion). 

  
 

Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

Oct 2009 #1 - Marilyn volunteered to send thank 
you notes to Long Range Planning 
Committee members for their efforts. 

Marilyn Nov board mtg Done 

Oct 2009 #2 – Update BETL #1 policy with 
approved changes 

Cindy Nov board mtg Nov:  Will be included with 
tonight’s changes. 

Oct 2009 #3 - No vote taken on GP #2 monitoring 
report (Board Job Description). Nancy to 
work with Mike to update interpretation 
and submit for future review and 
approval. 

Nancy, Mike Undetermined 

Action: Nancy to 
schedule. 

Nov: In progress 

Oct 2009 #4 – Ends Game results from Sept: 
Nancy to recheck data on report. (Data 
for sixth pair (End 4 and End 2) is 
contradictory.) 

Nancy Nov Board Party Done 

Oct 2009 #5 – Maggie to send out board training 
program questionnaire to Board this 
week. Please return by date specified. 

Maggie October Done 

Aug 31, 
2009 

#1 – GP #1: Subcommittee to revise 
policy (add BETL and GP table) and 
bring back to board for approval 
(potentially for Consent Agenda in 
September board meeting). 

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

Sept board mtg Sept: (see annual agenda 
updates) 

October: In progress 

Nov: Done 
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Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

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. 

Aug 17, 
2009 

#1 – EL #3: Board ByLaws review 
committee requested to look at EL 3.6 to 
discuss whether really needed in policy. 
(Unclear if Board needs to approve staff 
positions.) Won’t change policy at this 
point. 

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

Undetermined Sept: No action. 

October: No action 

Nov: In progress 

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 

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 

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 

 


