First Unitarian Church of Omaha Governance Change Process

Drafting Notes: Changes Affirmed February 9, 2010 in Red & {Comments in { }}
The final format of the captions and the outline structure will be addressed
at the end of the process.

Board Policies

Definitions

Capital Trust: The Capital Trust, which is more fully described in the Church By-Laws, was

established by the Congregation on May 29, 1981 and is governed according to the terms of its

underlying trust agreement. The Capital Trust was established to hold and invest certain funds of the

church. All income is paid to the church and applied to its operating budget.

Church: First Unitarian Church of Omaha is a non-profit, church corporation founded in 1869. The
Church is operated according to the terms of its Articles of Incorporation, its By-laws, and the laws
of the State of Nebraska.

Congregation: The Congregation members, who are the highest governing authority in the Church, are
those members who are eligible to vote. That eligibility is set forth in the Church’s Articles of
Incorporation and By-laws.

Core Values: Core Values are those values and behaviors that the Church intends to honor in all of its
endeavors. The Unitarian Universalist Principles are an example of Core Values. The question,
“What principles do we intend to observe, no matter what?” helps lead to the discovery of Core
Values.

Ends/Means Distinction: In this Policy Manual, an “ends/outcomes” policy statement sets forth the
desired outcomes, the intended beneficiaries of the results, and the acceptable costs. Defining
ends/outcomes is a function of Governance. “Means” are the methods that are employed to
accomplish the desired ends/outcomes. Determining the appropriate means is a function of
Ministry, except in any situation where the Board of Trustees has implemented policies that either
limit or require certain means.

Governance: Governance is a collective, democratic process that produces lasting policies designed to
direct many individual decisions. It is best accomplished through democratic or representative
bodies, including Congregational meetings, the Board of Trustees, Board Committees, and Board
working groups. The Board of Trustees, under the leadership of the President, is responsible for
leading the governance of the Church.

Ministry: Ministry is the practical work of the Church, and consists of continually choosing means and
methods, allocating resources, hiring staff, recruiting volunteers, and giving them leadership and
support that will enable them to serve the mission of the Church effectively. Ministry is best
accomplished through empowered ministry teams of people who share a sense of calling to
particular forms of service. The Minister, as the elected spiritual leader and designated Ministry
Team Leader, is responsible for directing the Church's ministry in accordance with Board policies.
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Mission: The Church’s mission is the good that the congregation means to do, whom it hopes to
benefit, and how. It answers the question, “Whose lives do we intend to change and in what way?”

Open Questions: Open questions are questions that are significant to the Church’s strategic planning
but do not, as yet, have answers. Open questions call for a wider, longer conversation than an annual
goal-setting process can accommodate and invite congregational conversation before a decision is made.

Strategic Plan: The strategic plan contains the Church’s longest-range plans. A strategic plan answers
the question, “What major choices have we made about how we will fulfill our mission?”

Trial Run: The Board intends to initially adopt these policies for a one-year trial. During the year,
policies will continue to be developed and necessary changes will be implemented. At the end of
the Trial Run, the process will be evaluated and a determination will be made with respect to
permanent adoption.

Vision: A vision is a statement about what the Church wants to become. It is a star to guide by, an
imagined future state of the Church as it becomes a better vehicle to serve our Mission. It answers
the question, “What will our Church look like if we serve our Mission well?”

Annual Vision of Ministry: The Annual Vision of Ministry is the Board’s short list of priorities to be
accomplished in the forthcoming one to three years. It is the short-term product of the Board’s
strategic planning process. The Ministry Team then translates the Board’s Vision of Ministry into
goals and objectives for the coming year.

Introduction

The leadership of the Church is a shared responsibility of the Congregation, the Board of Trustees, and
the Ministry Team. Members of the Congregation share responsibility for discerning the Church’s
mission and organizing to fulfill it. Members do not “own” the Church for individual or collective
benefit. Rather, members hold the Church in trust for those who benefit from its work now and in the
future.

Although the Congregation reserves some duties for itself through the Articles of Incorporation or the
By-Laws, the members delegate the majority of the leadership responsibility to the Board of Trustees
and the Minister. This Policy Manual distinguishes two kinds of activity, Governance and Ministry, and
it sets forth the Board’s policies that have been created to help perform both in a spirit of partnership.

These Board Policies are subordinate to and do not supercede the provisions of the Church’s Articles of
Incorporation and By-Laws.

Leadership Expectations

Partnership is the preferred style of leadership in this Church. All Church leaders are expected to
practice cooperative decision-making, healthy conflict management, and mutual support in their
respective roles. Clearly defined roles, authority, and accountability will foster a harmonious,
consultative, and collegial style and atmosphere. The minister and president have a special responsibility
to demonstrate and foster a spirit of partnership in their own working relationship.
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Board Governance Policy

The Board’s focus shall be on the long-term mission and well-being of the Congregation, not on
administrative detail. It shall respect the distinction between board governance and ministry, and shall
avoid when possible making decisions that address only a single situation. The Board intends to govern
primarily by:

e Discerning and articulating the Congregation’s mission and vision of ministry,

e Setting goals and making strategic choices,

e Executing financial oversight to meet its fiduciary responsibility to the Congregation,

e Creating written policies to guide the Congregation’s ministry, and

e Monitoring and evaluating the Congregation’s leadership, including itself.

Roles and Responsibilities of the Board of Trustees

The job of the Board is to represent and lead the Congregation in determining and monitoring
appropriate organizational performance. In this spirit, the Board shall:

a. In conversation with the Congregation and the Ministry Team, discern and communicate the mission
and vision of the church.

b. Engage in continuous strategic planning practices to discern, develop, and communicate strategic
direction and define initiatives to help the Congregation live its mission and achieve its vision.

c. Create and communicate the Church’s Annual Vision of Ministry.

d. Develop continuous practices, as set forth more completely in Section ?? Board Monitoring, to
monitor the Church’s success in living its mission and achieving the goals established in the Annual
Vision of Ministry.

e. Continuously monitor the Church’s financial condition and intervene as necessary to assure that the
Church is solvent and that its assets are protected.

f. Direct and inspire the organization through the careful establishment of broad written policies
reflecting the Congregation’s values, mission, and vision.

I. The Board’s primary policy focus shall be on the long term effects that the Church has on
the lives of the Congregation, the community, and the wider world, rather than on the
administrative means of attaining those effects.

ii. To the extent possible, the Board’s Policies shall be constructed to define the outcomes
(ends) to be achieved and/or the limitations on the means or methods that may be
employed. The Ministry Team Leader is empowered to use any reasonable interpretation
of these Board Policies to develop the necessary means to achieve the stated outcomes.

iii. No board action shall be considered a Policy unless it is incorporated into these Board
Policies.

iv. The Board shall actively solicit Congregational input in developing policies.
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g. Develop practices and procedures that specify how the Board conducts its own business.
Accordingly, the Board and its individual Trustees commit themselves to:

i.  Prudent, ethical, and lawful conduct that is consistent with the Church’s Unitarian
Universalist principles.

ii.  Enforce upon itself whatever discipline is needed to govern with excellence. The Board
shall regularly discuss its governance progress and performance to discover how it may
improve. Create a Board communication process that keeps all Trustees informed and
does not disadvantage any Trustee.

iii.  Create a Board Covenant, which shall form a part of these Board Policies. The Board
shall review its covenant at least annually and update it as needed. The covenant
adopted September 2009 is set forth below:

We, the board of First Unitarian Church of Omaha, covenant to serve the church’s
mission and its congregation.

We shall create an atmosphere of compassionate candor by presuming good faith,
actively listening, not interrupting, and staying in relationship with one another,
even in conflict.

We shall respect our time together by honoring our commitments, being prepared
for meetings, and handling non-meeting business outside of board meetings.

We shall be familiar with the church’s bylaws, policies, traditions, and finances.

We shall focus on the work of the Board, participate actively and thoughtfully,
stand by our group decisions, and speak with one voice.

We shall serve as role models to each other and the congregation in commitment
and stewardship.

Iv.  Respect the different roles of the Board and the Ministry Team. Trustees interacting with
the Ministry Team must recognize the lack of authority vested in individual Trustees,
except when specifically authorized by the Board.

v.  Practice the confidentiality appropriate to issues of a sensitive nature.
vi.  Act only as a whole body.

a. The Board shall discern and deliberate with many voices but shall govern with
one voice.

b. Support, regardless of their personal opinions or the vote that they cast on any
matter, the legitimate decisions of the Board.

Board Officers’ Roles

1. The job of the President is to assure the integrity of the Board’s process. The President or his/her
designated representative is the only person authorized to speak for the Board.

a. The job output of the President is that the Board behaves consistently with the Church’s
governing documents, these policies, and those requirements legitimately imposed upon it from
outside the organization.
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b. The authority of the President consists of making any decision on behalf of the Board that falls
within or is consistent with Board policies on governance process and the Board-Ministry Team
Linkage.

i.  The President or designated representative is empowered to chair Board meetings with all
the commonly accepted powers of that position (e.g., ruling, recognizing).

ii.  The Board retains sole authority to define ends/outcomes and leadership limitations.
Therefore, the President’s authority does not extend to making decisions concerning
ends/outcomes or waiving leadership limitations.

iii.  The President’s authority does not extend to supervising, interpreting Board policies, or
otherwise directing the Ministry Team. However, nothing in this policy is intended to
interfere with mutual interaction about individual understandings of policies.

2. The job of the President Elect is to serve on the Board of Trustees and also to prepare to serve as
the President. In the absence of the President (whether temporary or permanent), the President
Elect shall assume all of the duties of the President.

3. The job of the Secretary is to assure the integrity of the Board’s record. The secretary is responsible
for ensuring the:

a. Recording and distribution of accurate minutes of Board and Congregational meetings.
b. Recording amendments to these policies and providing them to the Congregation.
c. Public announcement of the annual meeting and other duties as assigned by the bylaws.

Conflict of Interest

Trustees shall carry out their duties with undivided loyalty to the Congregation and its mission. A
conflict of interest exists whenever a Trustee or a close relative of a Trustee has interests or duties that
interfere with the Trustee’s duty of loyalty to the Church and its principles. The conflicting interest may
be financial, moral, political, theological, or otherwise.

a. Conflicts of interest arise when a Trustee:
i) Stands to gain or lose because of a Board action.

i) Has a fiduciary duty or close personal or business relationship to any person or corporation
that stands to gain or lose because of a Board action. A Trustee who is an employee or close
relative of an employee of the Congregation always has a conflict of interest with respect to
any action affecting such employment.

iii) Holds a substantial property interest in a corporation or business, or serves as an officer or
board member of another nonprofit organization that stands to gain or lose because of a
Board action.

iv) Cannot set aside his or her personal preferences as an individual consumer of the
Congregation’s services to vote in behalf of the whole Congregation and its mission.

v) Faces any other situation that creates or appears to create divided or conflicting loyalties.
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b. The Board shall annually require its Trustees to disclose in writing all existing or foreseeable
conflicts of interest. Disclosure forms shall be kept by the Board Secretary and made available to
any member of the Congregation who requests to see them.

c. If anitem of business arises in which any Trustee reports that a conflict of interest may exist, the
affected Trustee may withdraw or ask the Board for guidance. In the latter case, the Board
(minus the affected parties) shall determine how to handle the situation. Depending on the
seriousness of the conflict, possible responses include:

i)

i)

i)

Disclosure: A supplemental disclosure form shall be filed by the affected Trustee, who may
then continue to participate and vote as usual.

Recusal: The Trustee shall disclose the conflict and withdraw from the meeting while the
item is under discussion or voted on.

Resignation: The Trustee shall resign from the Board.

Board Committees

The Board may establish Committees to help carry out its responsibilities. At the Board’s direction,
Committees may operate as standing or time-limited bodies. Unless otherwise stated, a Committee will
cease to exist as soon as its task is completed.

a. The Board, as a whole, will clearly direct Committees by outlining specific written objectives
and restrictions and a time frame for completing their work.

b. Initially, the Board shall establish Committees as follows:

A standing Governance Committee that is responsible for enabling the Board to become
the best and most productive Board it can be. Its duties include maintaining accurate job
descriptions for the Board, leading the annual training session for new Trustees, to which
“old” Trustees are invited, facilitating an annual review of the Board covenant,
organizing the Board’s annual evaluation of itself, and other appropriate process
monitoring and improvement.

A standing Financial Liaison Committee that maintains close contact with the financial
arm of the Ministry Team and with the Capital Trust to assure that the Board performs its
duty to provide financial oversight. Its duties include assuring that Trustees are well
informed of the Church’s financial status and of the processes in place to protect the
Church’s property.

A temporary, time-limited Personnel Committee which shall be directed to develop
personnel policies and a Personnel Manual for the Church. When such policies are
developed and approved by the Board, the Board shall then determine if this work shall
remain with the Board or if it shall become a function of the Ministry Team.

c. Board Committees may not speak or act for the Board except when formally given such
authority by Board action for specific and time-limited purposes.
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Board Monitoring

The staff, ministry teams, committees, and Board shall engage in a continual process of monitoring and
evaluation. The purposes to be accomplished through monitoring and evaluation are to foster excellence
in ministry work by encouraging open communication and regular feedback among all whose work
contributes to achieving the Church’s mission, to help the Church to focus on its goals as adopted by the
Board, and to ensure that all Church leaders adhere closely to Board policies.

a. The Ministry Team Leader shall be responsible for regular written reports from the Ministry
Team to the Board. Reports shall focus on progress on priorities, as set by the Board through the
Annual Vision of Ministry, and on compliance with Board policy.

b. Financial reports shall show overall financial performance compared to budget and highlight
significant financial or operational issues. Financial statements shall be filed and made available
to any Congregation member who wishes to examine them.

c. The Board shall call upon the Ministry Team on a planned basis through the year to report more
fully on the Church’s work in a given area, and to contribute expertise, information, and
leadership. The purpose of these reports is to support the Board’s learning and reflection on
major areas of the Church’s mission, such as worship, religious education, social justice,
membership development, and stewardship of Congregational property and wealth.

d. From time to time, the Board may inquire into specific questions of policy compliance,
organizational concerns, or other serious issues by appointing a committee or outside consultant
to assess some aspect of Church program or organizational functioning.

Board - Ministry Team Linkage

The relationship between the Board of Trustees, which defines ends and sets policy, and the Ministry
Team, which determine means and manages Church operations, is defined here. The Board’s official
connection to the Ministry Team, its achievements, and conduct is through the Ministry Team Leader.

a. Only decisions of the Board acting as a body are binding on the Ministry Team Leader.

b. All Board authority delegated to the Ministry Team is delegated through the Ministry Team
Leader so that all of the authority and accountability of the Ministry Team, as far as the Board is
concerned, is considered to be the authority and accountability of the Ministry Team Leader.

c. The Board will instruct the Ministry Team Leader through written policies that prescribe the end
to be achieved and that limit the means to be employed, allowing the Ministry Team Leader to
use any reasonable interpretation of these policies.

d. At least annually, the Board shall evaluate the Ministry Team Leader’s performance and the
Ministry Team Leader shall evaluate the Board’s performance. The performance evaluation for
all other members of the Ministry Team shall be conducted by the Ministry Team Leader or a
supervisor designated by the Ministry Team Leader. {Note: more specifics in personnel
policies}
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e. The Board is responsible for monitoring Ministry Team performance in a systematic and
rigorous manner. Performance will be measured to determine the extent to which:

1. The Church’s desired ends are being accomplished, and
2. The Ministry Team operates within the boundaries set by established limitations.

Global Delegation

The Board shall set forth in these policies those Ministry functions that it reserves for itself and those
Ministry functions that it delegates to specific entities. All other Ministry functions shall be the
responsibility of the Ministry Team.

The Minister shall be the Ministry Team Leader. The Ministry Team Leader shall lead and direct the
spiritual, programmatic, and administrative work of the Church, and is hereby delegated authority and
responsibility to make all operational decisions, adopt administrative policies, and allocate
Congregational resources except as specifically limited by Board policies.

The Ministry Team Leader shall be responsible for maintaining a productive and effective staff team, for
ensuring that its efforts are directed toward fulfilling the Congregation’s mission and vision of ministry,
and for staff compliance with all Board policies.

Decision-Making Authority

Any decision not addressed by a Board policy is hereby delegated to the Minister (if in the area of
Ministry) or to the President (if in the area of Governance). In the area of Ministry, the Minister is
empowered to make decisions that are a reasonable interpretation of existing policies. In the area of
Governance, the President is empowered to make decisions that are a reasonable interpretation of Board

policy.
Care for People

The Ministry Team Leader shall be responsible for taking care to prevent harm to the members and
guests who take part in Church activities or use Church property, and shall have the power to take all
necessary steps to deal with situations where such persons are at risk.

1. Health and safety. The Ministry Team Leader shall ensure that all facilities are maintained in a safe,
sanitary, and secure condition, that required licenses and inspections are kept up to date, and that
problems are corrected promptly.

2. Emergency planning. The Ministry Team Leader shall maintain a written plan for responding to
emergencies such as medical emergencies, fire, toxic conditions, weather problems, threatening
communications, power outages, natural disasters, and other circumstances that create or threaten
dangerous conditions.

3. Sexual harassment. Employees, volunteers, and agents of the Church are prohibited from acts of
sexual harassment against any member or participant in Church activities or any employee or
applicant for employment. In response to violations of this policy, the Ministry Team Leader or
Board, if necessary, shall take disciplinary action, which may include termination of employment or
membership or exclusion from Church property and programs.
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4.

Child protection. Because of our special responsibility for children and youth in the Church’s care,
the Ministry Team Leader shall establish clear, written procedures for the selection, training, and
supervision of all Ministry Team members who work with persons age eighteen and younger.

Nondiscrimination. No one acting for the Church shall discriminate because of race, color, age, sex,
marital status, sexual orientation, disability, national origin or ancestry, economic status, union
membership, or political affiliation. Religious opinion and affiliation shall be considered only to the
extent that it may be (a) a bona fide occupational requirement, or (b) prevent an individual from
being fully supportive of the Church’s mission and values.

Universal access. The Church intends to make its premises and activities reasonably accessible to
persons with disabilities. To this end our goal is to meet or exceed all legal requirements, and to
engage in continual examination of our properties, practices, and attitudes.

Whistleblower policy. Church policy prohibits adverse actions being taken against employees,
volunteers, or any member in retaliation for any lawful disclosure of information relating to: (a) a
violation of any law or local, state or federal rule or regulation, (b) mismanagement, (c) gross waste
or misappropriation of Church funds or assets, (d) a substantial and specific danger to public health
and safety; or (e) other alleged wrongful conduct. Any person found to have so violated this Policy
shall be disciplined, up to and including termination from employment or expulsion from Church
membership. Allegations of violations of this Policy shall be referred to the President, the Minister,
or any member of the Board.

Discernment
Discernment includes all that a congregation does to discover and articulate its mission.

1.

Mission: During the Trial Period and thereafter, the Board, Ministry Team, and Congregation shall
periodically consider the Mission of the Church. The Board shall determine the Mission and publish
it to guide actions of all Church leadership.

Vision: During the Trial Period and thereafter, the Board, Ministry Team, and Congregation shall
periodically consider the Vision of the Church. The Board shall determine the Vision and publish it
to guide actions of all Church leadership.

Core Values: During the Trial Period and thereafter, the Board, Ministry Team, and Congregation
shall periodically consider the Core Values of the Church. The Board shall determine the Core
Values and publish them to guide actions of all Church leadership.

a. The seven Unitarian Universalist Principles shall be Core Values of this Church.

Strategic Plan: During the Trial Period and thereafter, the Board, Ministry Team, and Congregation
shall periodically consider the strategic directions of the Church. The Board shall determine its
Strategic Plan and publish it to guide actions of all Church leadership.

Interim Mission Statement

To guide the actions of all Church leadership until the Mission and Vision Statements have been
developed and published, the Board has adopted the following Interim Mission Statement:
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First Unitarian Church of Omaha strives to be a diverse, liberal religious community with a tradition
of open-mindedness and tolerance. We promote spiritual growth, social justice, and service to those
in need in order to effect positive change in our society and in ourselves.

Annual Planning Cycle

1. Annually, the Board, in consultation with the Ministry Team Leader, shall establish its Annual
Vision of Ministry (AVoM). The AVoM shall contain a description of the Church’s priorities for
the next Church year. It shall also contain such other information that the Board determines will be
necessary to clearly communicate the current status of the Church and the desired ends/outcomes to
the Congregation.

a. As a part of its annual planning process, the Board shall develop a small number of Open
Questions to be considered by the Congregation and the Board during the year.

2. The Ministry Team Leader shall convert the Board’s AVoM into action plans and develop an annual
operating budget for the Board’s approval. The operating budget:

a. Shall contain sufficient detail to enable reasonably accurate projection of revenues and expenses,
shall separate capital and operational projections, and shall disclose planning assumptions.

b. Shall not plan the expenditure in any fiscal year of more funds than are projected to be available
in that period from income, retained surplus, or other documented source.

c. Shall include capital expenditures, if any, as well as the means to pay for them unless such
capital expenditures are separately documented in a capital budget

d. Shall not deviate materially from Board-stated priorities and requirements (see ends/outcome
policies) in its allocation among competing fiscal needs.

3. The Church’s annual stewardship drive shall be based on the AVoM and this operating budget.
Depending on the outcome of the annual stewardship drive, the Ministry Team Leader shall revise
the budget to reflect the financial resources available and return the revised budget to the Board for
approval.

4. The Board shall present the budget for Congregational approval at the Church’s annual meeting.

The current AVoM, the current annual operating budget, and any current capital budget form a part
of these Board Policies. If circumstances require a change to either the current AVoM, the current
annual operating budget, or any capital budget, the Board shall assure that the changes are
appropriately approved and published.

6. The Board, in consultation with the Ministry Team Leader, shall determine what information it
needs to monitor the Church’s progress toward achieving the desired ends/outcomes set forth in the
AVoM as well as the information needed to exercise its duty of financial oversight.
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