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FIRST UNITARIAN CHURCH OF WILMINGTON, DELAWARE 
 

MEETING:  Board Meeting, September 15, 2008  TIME:  7:00 pm to 10:00 pm 

MEMBERS PRESENT:  Phil Dowd, Pam Finkelman, George Huhn, Jeff Lott, Barry Marrs, Nancy Pinson, David 
Weiss 

MEMBERS ABSENT:  Cindy Cohen, Marilyn Hyte 

OTHERS PARTICIPATING:  Steve Cohen (Treasurer), Rev. Barbara Gadon, Rev. Josh Snyder, Helen Foss 

CALL TO ORDER:  Nancy     CENTERING:  Pam     PROCESS OBSERVER:  Phil 

1. Call to Order 
Nancy called the meeting to order at 7:00 p.m.  

2. Centering 
Pam provided our opening centering words. 

3. Congregational Input 

a. Congregational Input on End #5 (Growth):   

“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. 

Barry reported on the Board chat last month on growth. Some members of the Godfrees group think 
many in the Wilmington community might find 1stU comfortable, but we are not reaching out to them in 
a meaningful way. Is this a kind of growth that would fit with our ends? Board discussion centered 
around how the Executive Team could best respond to the communications/growth questions raised by 
this issue. It is clearly a “means” question, and therefore the province of the ET, but there was some 
discussion of the “end” regarding growth. Barry observed that it’s often easier in today’s world to talk 
about being gay than to be open about being an atheist. It was pointed out that some church members 
find it equally difficult to talk openly about God at 1stU. 

“Chat with the Board”s … ET members will try to attend future chats, perhaps we could call them 
“Church Chats?” The Board’s role is to examine the “ends,” so if we are getting a lot of “means” 
answers, are we asking the right questions? The board is a visioning group and we need to encourage 
conversations about our ends. Nancy reminded us that it’s also important that chat attendees know 
their thoughts have been considered and discussed and, in some cases, acted upon. 

b. Other input 

- Calling before Ingathering provided positive feedback, some important questions. 

- Some Godfrees questioned the use of the word “spiritual” in the recent board letter to the 
congregation. 

3. Investment Policy 
Overview: The board was presented with a proposed investment policy by the Investments Committee, 
since under our by-laws and board precedent this is a board matter to approve. (If we want to continue to 
approve and changes in the Investment Policy way it is, this needs to be incorporated into board policy 
statements.)  
How can we achieve short-term success in our investments (which Anna Hamilton, chair of the Investment 
Committee, is concerned about) and also achieve long-term consistency with the investment policy? Is our 
policy too slow to react to changing conditions?  
We asked the ET to create an investment policy, but retained the right to approve. Is this too cumbersome a 
process to meet the need of the committee and ET to make quick decisions about investments? Should the 
policy be written as an executive limitation, and what is the board’s role? 
Discussion: Rev. Josh indicated the ET looked carefully at other limitations about prohibited investments 
when reviewing this policy. Steve indicated that while a policy sets boundaries, but within them there is a lot 
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of flexibility for the finance team to make decisions. Nancy looked for examples within other policy 
governance boards, and found UUA investments are controlled by the board through its investment 
committee, but Carver suggests you have to decide where the break-off point is between board and ET. 
Nancy reaffirmed that the Board’s task is to approve or disapprove the policy as stated, then spend some 
time examining the policy governance questions. 

Motion #1:  Moved to accept the policy as written, giving the investment committee the authority to 
move forward with changes. Seconded and passed without opposition.  

Action #1: To form a team to work on reconciling the various questions surrounding the investment 
policy. Barry and Phil will consult on the governance issues, executive limitations, and 
making this consistent with the by-laws which call for a separate investment team. 

4. Executive Team Report 

a. Overview of Executive Team Report 

Incidental Report accepted without comment, except that some redundancy in reporting is OK.  

b. Ends Monitoring – End #4 – Social Justice and the Environment  

“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.” 

Josh reported that the ET “unpacked” this end (see report). Nancy pointed to board interpretation that 
includes partnering with other organizations in the community; Barry seconded this as important.  

Other board comments included: 

- Suggestion to include sermons dedicated to these topics in the report 

- More “overall” numbers or summaries 

- Unclear what “wide involvement” meant, and how this report indicates progress toward our end. 

- How do we make decisions and select programs for inclusion in our social justice agenda?  What are 
our criteria for involving the church in this or that action? Is there a litmus test?  

Helen reported that the social justice team (under Lynn Ingersoll’s leadership) has indeed begun to 
consider the whole picture, but it was left out of the report. Josh suggested a conclusion, some way of 
tying the data toward our end, may be needed. 

Motion #2:  Unanimous acceptance of the Executive Team report on End #4 – Social Justice and the 
Environment. 

c. Executive Limitations Monitoring 

i. EL # 3 – Financial Planning and Budgeting 

“Financial planning 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 
multiyear plan.”  

The ET reported noncompliance with the first budget limitation on planning assumptions. They are 
working to have a set of assumptions that would meet our understanding of the budget as it exists 
for this year and moving forward. They also reported that the salary and benefit costs are hovering 
around the limitation of 70% of budgeted income.  Nancy asked for a monthly update on compliance 
with this item within the treasurer’s report because a congregational vote on a revised budget would 
be required if noncompliance persists.  

Action #2: Steve agreed to continually re-forecast pledge income monthly. Josh and Steve will 
explore generally accepted definitions of capital vs. operating expenditures and how to 
put some money into a capital account in future budgets.  

ii. EL # 4 – Financial Condition and Activity 
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“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.” 

The ET reported compliance and there was no discussion. 

iii. EL # 6 – Asset Protection 

“The Executive Team shall not allow the assets to be unprotected, inadequately maintained, or 
unnecessarily risked.” 

Steve has circulated IRS guidelines to staff, Nancy suggested that that the ET consider adoption of 
these guidelines as official policy and report same at the next opportunity to discuss EL #6. 

George raised the question of intellectual property: Sermons, original music, software licenses, etc. 
are greater than merely their protection on computers. It was agreed that the work product of the 
ministers are, by contract, their intellectual property. It was assumed that Scott Ward’s musical 
compositions are also his property, but it is unclear whether that is contractual.  

iv. 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.” 

The ET reported compliance and there was a brief discussion of grants. Grants made directly to 
the church are, of course, controlled by the church; but some grants, such as the D-DOSER 
funding, are under the control of other grantees. 

Motion #3: The Executive Team reports on Executive Limitations #3, #4, #6, and #9 were approved 
unanimously.  

5. Treasurer’s Report 
Steve reported good news: August was a big month on payment of individual pledges and expenses are 
lower, resulting in a net gain of $38,562. Despite pledges of budget support from Book Corner and the 
Alliance, there is still a shortfall (pledges vs. budget) of about $28,000. Steve expects that this will be made 
up my new-member pledges (five new members joined on a single Sunday recently) and other fund-raisers.  
Nancy asked for a year-ago figure on income and expenses to better gauge the seasonality of these figures. 
Also noted that EL report and treasurer’s report don’t match in all cases. Steve will reconcile.  
The Treasurer’s Report was accepted without a motion or vote. 

6. Policy Review / Upgrades 

a. EL #3 – Financial Planning and Budgeting 

George proposed policy change in EL3 … “adds clarity and specificity to the limitations” (see handout).  
Nancy questioned the words “board-approved.” Are there planning assumptions that occur year to 
year that can be reflected specifically in the Board Policy, or are they variable and need review each 
year (or some of both)? George suggested that we table the issue until we have a better idea of what 
such assumptions might look like. Steve suggests December meeting when we begin work on the next 
budget. The matter has been tabled for future discussion. 

Action #3:  Add EL #3 policy change discussion to December board meeting (when we begin work 
on next budget). 

b. Board Monitoring (Phil Dowd) 

i. GP #3 – Board President’s Role  

“The President assures the integrity of the Board's process and represents the Board to outside 
parties.” 

Phil reported that the immediate past president and current president were meeting this standard (see 
written report). Nancy commented that we will continue to focus on our vision, as represented in our 
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Ends Statements, especially considering clarity and congregational feedback, AND will continue 
monitoring progress toward ends.  

ii. 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.” 

Phil reported that the board is meeting this policy (see written report), especially in the evaluation of 
ET performance and improvement in our dialogue. Rev. Josh is impressed with the board’s ability to 
make the important distinctions between ends and means, and Rev. Barbara indicated there have 
been great improvements made.  

7. Board Action Items Review 

a. Ends and Long Range Planning 

Nancy asked how would a bold new vision would change our Ends Statements? Should the long 
range planning committee be charged with planning toward our existing Ends, or toward goals that are 
stronger reinterpretations?  

It was decided that the Board and the long range planning committee (when appointed) should sit 
down together for an extended meeting to talk about the current Ends and the Board and Executive 
Team interpretations of them in terms of a bold vision for the church in the future. Then, the planning 
committee would begin its work from that place. 

b. Action Items Review 

See updated Open Actions table on last page. 

8. Consent Agenda 
• August 18, 2008 Board Meeting Minutes   

Motion #3: The Consent Agenda was approved unanimously without debate. 

9. Process Review:  
Went amazingly well. Action item review kept referencing our discussions back to the ends. On investment 
activity, we strayed off the policy level, but we needed to know some of these things.  

10. Closing Words 
Pam closed the meeting with a reading about love from Thomas Kempis. 

 
ADJOURNMENT: Motion seconded and approved at 10:10 pm 
 
SUBMITTED BY:  Jeffrey Lott 
  
 

Open Actions Log from Previous Board Meetings  (September’s board meeting updates in red) 
Date 
Assigned Action Item To Whom? Date Due Status 
August #1 - Prior to Sept meeting, each board member to 

visit with one church family. To focus on End #4, but 
open to other Ends discussions too. Email Nancy & 
cc: board w/family(ies) you want to visit, to avoid 
duplications 

Board Oct. Board 
Meeting 

In progress 

August #2 - ET to follow up with Investment Committee 
(Anna Hamilton) on funds concerns. 

ET August Completed at 9/15 
meeting 

August #3 - David, Pam, George and Nancy to convene 
new communications subcommittee.  

David, Pam, 
George, 

September Meets 9/16 – Jeff 
added to committee 
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Open Actions Log from Previous Board Meetings  (September’s board meeting updates in red) 
Date 
Assigned Action Item To Whom? Date Due Status 

Nancy 

August #4 - Nancy to check on necessity of formal voting on 
approval of Board Monitoring Reports. 

Nancy Sept board 
mtg 

Didn’t find 
anything—Close 

August #5 - Paul/Nancy to write up October Quest article on 
Strategic Planning work (Sept 15th deadline), Nancy 
to alert Paul Pinson (workshop host) and Marie 
Oakberg (Chair, Strategic Planning Committee) that 
they can get started.  

Paul/Nancy Sept 15th Done 

August #6 - George to provide document management 
prototype for September meeting, Nancy to provide 
documents. 

Nancy, 
George 

Sept board 
mtg 

George will set up a 
church account on 
Google docs 

August #7 - Jeff to edit draft of Leadership retreat letter to 
congregation, Rev. Josh to provide deadline date for 
mailing. David and Jeff to provide Phonathon lists 
and script to use. ET to oversee implementing 
retreat action items (personal spiritual practice and 
taking a stand). 

Jeff, Rev. 
Josh, David, 
ET 

Before 
Ingathering 
(Sept) and 
beyond 

Done 

July #2 - Program staff asked to publicize new 
Membership work, including Susan Madison’s 
brochure 

Barbara September Done 

July #3 - ET asked to publicize current status of Web 
site. 

ET September In next E-news 

July #6 – Board now official project “nudgers” for church 
sign; Jeff taking on role, to gather input on status 
and report back at August meeting 

Jeff August 
board mtg 

Contract awarded 

July #8 – Treasurer to follow up with ET on methodology 
for contacting non-pledging members 

Steve/ET September 
board mtg 

There is still a 
methodology issue 

July #9 & #11– To continue discussing Ends terminology 
as we look at communications strategy for year 

Nancy/Phil August 
board 
retreat & 
beyond 

Communications 
strategy in 
progress—Meeting 
9/16 

July #10 – Nancy to provide high level “talking points” for 
recruiting Strategic Planning Committee members 

Nancy August 
board mtg 

Done 

July #12 – Marilyn Hyte to follow up on need for Board 
Insurance  

Marilyn November 
board mtg 

Still to come 

June #6 - Request ET include high-level budget updates 
to congregation routinely in Quest 

ET Aug Quest Sept: Josh/Steve to 
follow up with 
Quest editor 

June #8 - George to revise EL # 3 and provide for July 
meeting 

George July Tabled until 
December meeting 

February Finance Committee to prepare and present 
Investment Policy 

Anna Hamilton Sept. Policy approved 
pending process 
review. 

 


