Unitarian Universalist Congregation of Fairfax — Oakton, VA

Improving the Way UUCF Operates
Frequently Asked Questions

In December 2003, UUCF sBoard of Trustees asked the Review and Renewal (R& R) Committeeto look for ways
to improve the way UUCF operates—essentially how our board operatesand how it interactswith the congregation
and UUCF leadership—both sdaried and lay.

The Review & Renewa Committee has been meeting regularly since January 2004. With the board' sinput, the
group has been eva uating an organizational model known as* policy governance.” The group isnow exploring
various structures and operating practices from the model, looking at how those might work at UUCF and
determining what adaptations might be needed to fit our particular circumstances.

Thefollowing frequently asked questions (FAQs) have been included in aseries of UUCFWorksinsertsto the
UUCF Newdetter since last September. These FAQs provide an explanation of why we need to make
improvements to the way we operate, how a different structure might work, and possible chdlengesin
implementing changesto our current structure. 'Y ou may hotice that some of the questions do not have definitive
answers. The board and R& R commiittee are engaged in an ongoing exploration of many innovetiveideasthat will
require additiond study and consideration before we know how they will specificaly affect our religious
community at UUCF.

Q. With everything dsethat isgoing on, why arewelooking at changing our leader ship structureand operations
now?

A. UUCFisinaperiod of minigerid trangtion. Welog afull-time, senior minister and called an interim minister while
wessarchfor anew minider. Thistrangtionisan excellent timeto review who we are as acongregation and how
well weare accomplishing our misson. Animportant aspect of thissaf-reflectionislooking a how wedirect and
control decisons about the activitieswe pursue.

Our interimminigter, Rev. Richard Nugent, describes one of the devel opmentd tasks of interimminigtry as,
“Clarifying the multiple dimensons of |eadership, both ordained and lay, and aiding the congregetion in navigating
the shiftsin leadership that accompany times of trandtion.” Operating with an undear and/or inadegueate leedership
structure contributed to many of our problems over the past few years. We need to dean up our structure sowedon't
facethe same problemsagain. Also, sSncewewill soon be callinganew minister, we need that minigter to bewell-
informed about, and happy with, theleadership sructureinwhich he/shewill operate.

Q. Why dowewant to changeour operating and leader ship structuresat UUCF?

A. Astime haspassed and our congregetion hasgrown, our nesds have changed. To ensure UUCF remainsavibrant
and relevant congregation, we must evaluate our organizational and |eadership structuresto meke surethey continue
to support the changing needs of our members. Our current structure was set morethan 20 years ago when the
congregation and the communitieswe servewere very different.

Theway UUCF operates hasfailed to kegp pace with the changing nesds of our congregation and theenvironmentin
whichwefunction asardigious community. For example, last year thelack of definition and darity around board,
ministeria, and gaff regponghilities contributed to our minigterid and leedership criss. In addition, many inthe
congregation and our leadership bdieve that the board spendstoo much time deciding issuesthat could beresolved
by others, digracting them from higher-leve, srategic issuesthat will benefit our congregation over thelong term.
Theseare some of the mativationsfor the board and the Review & Renewa Committeeto explore waystoimprove
UUCF sdructureand operaions.

Thefdlowingisinformetion on thelack of definition about the roles of the UUCF board, the minigers, and Saff.

TheBoard'sRole
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Our current gructureisatraditiond hierarchica modd with the UUCF Board of Trustees operating not only asa
decison-making body, but dso asthe group responsblefor carrying out day-to-day operations. Inour higory, there
has not been dear definition about the board’ srolerdated to any of thefollowing:

= Saving asthe congregation’ svoicein UUCKF operdions

= Determining themission of theinditution

= Deveoping, indtituting, and monitoring operationd policies

= Formd rdationship to minigerid and other gaff, interms of hiring, evaduating, or firing

= Formd rdationshipto lay leedership in terms of monitoring and oversight

* Reviewing $aff

Becausewhat the board does, how it doesit, and how it rlates to the congregation, Saff, and lay leedershas never
been formdly defined, the board’ srole has been open to vadily different interpretationsover theyears. Thishasledto

shifting rolesfor the board, often basad on the yle of any given minister and/or board. 1t has aso sometimes caused
congregationd uncertainty about the board.

Minigers and Saff'sRoles

Jug astheboard' sroleisnot wel defined, neither arethe rolesand respongihilities of our minigersand gaff. The
folowingitemsilludrate thispoint:

= Toddae thesenior and assodiae minigters have not had job descriptionsthat clearly lay out their areas of
authority and accountability

= Reporting rdaionships between thetwo minigersand between the minigters and the board and congregation are
not dear.

»  Clear job destriptions, induding reporting relaionships and aress of accountability, do not exist for Saff

= Effective, condgtent evauationsof ministersand gaff have not been donein years

Whilethe Ad Hoc Committee on Modds of Minigtry and the Ministerid Seerch Committeewill address some of
theseissuesthrough their work, the sructurein which these individua s operate needs to be darified and formalized.

What kindsof or ganizational and oper ating changesarebeng conddered?

. Asaninditution, we nead to define and formdize the roles and respongihilities of the board, minigers, gaff, and lay

leadership. Wemusgt dso daify the rlaionships and linkages between these groups and individuds. Specificaly,
the board needsto move from being the day-to-day managers of UUCF to agroup thet:

1) Sevesasthevoiceof thecongregation;

2) Sdsgods

3) Dedegaesaction; and

4) Monitorsand evaluates paformance

Few operatingmoddsded primarily with defining the board srolethisdearly. However, amodd cdled Palicy
Gover nance® was devel oped 15 years ago to address theseissuesin corporate and norHprofit settings. Themode
laysout how boardsin effective organizations should operate. It dso describeshow boards should interrdate with
other entitiesin the organization. Corporationsand non-prafits have been successully usng thismodd for adecade.
Large churches and congregations have begun adopting thismodd in recent years

What isPdlicy Governance®?

Policy Governance, an organizationa mode developed by renowned organizationd experts John and Miriam
Caver, isdesigned to makethe leadership of an organization more efficient and respongvetoits“ownas” Inthe
cas= of UUCF, ownerswould be members of the congregation.

Caver’ smodd fundamentdly redesignsthe role of aboard to be aconduit for trandaing members needsand
expectationsinto organizationd action. It doesthiswhile ddegating to organization leaders the specific meansfor
accomplishing thisresult. Ingtead of Smply being the oversear of management, the board becomesaproactive
sarvant of the membersand acredtive forcein directing the organization’ sectivities.
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Can thePdlicy Governance® modd apply to rdigious congregationslike UUCF?

Yes Over theladt fiveyears many large UU congregations have adopted policy governance, induding
congregaionsin Ddlas, Oakland, San Francisco, St Paul, Washington, D.C., and Wilmington, DE. Inthe
Washington area, All Souls and Columbia have areedy implemented policy governance-bassd models while
Arlington and River Road are conddering doing so. Although it isardaivey new concept for religious
congregations, thosethat have adopted it report apositive experienceto dete.

What istheroleof theboard in ardigiousingitution under policy gover nance?

Therdeof theboard of ardigious congregation operating under policy governance would beto:

1) Saveasthevoiceof the congregation by proactively seeking members' input and ligening to their needs;

2) Trandatethemembers neadsinto policiesthet guide the operations of the congregation in directions consistent
with those needs;

3) Ddegaeregponghility for implementation of congregation paliciesand programsto agtaff member inatop
leedership podition or to amanagement team mede up of Saff and lay leeders,

4) Monitor how well thet individud or team actudly performsthose responghilities and, accordingly, how well the
congregationisbeing sarved; and

5) Evduatethe performance of those responsblefor organizationd resultsand usethose evd uationsto improve
how needsaremet in the future.

How would things actually get doneif UUCF used a policy gover nance structure?

The board' srole would be very different from its current role. Delegation playsalargerolein policy
governance. The board would set broad godsfor UUCF, establish clear respongbilitiesfor the ministers and
senior staff, and regularly review performance. 1t would del egate responsibility for day-to-day operating
decisonsto others, mogt likely ateam consisting of the ministers, arepresentative from the congregation
(probably aformer board member), and representation from the church staff, dl of whom would be expected
to work together collaboratively. Policy governance churches have various namesfor thiskind of team,
namely: management team, coordinating team, administrative team, and executive team. Though UUCF
doesn't yet operate under policy governance, it does have a coordinating team coordinating many of its day-
to-day operations.

What’stheroleof our current coordinating team?

Our Interim Sr. Minister Richard Nugent initially formed a coordinating team because he found a
decision-making vacuum when he arrived at UUCF. He brought together the board (represented by
its president), the staff (represented by the administrator), and the ministers to identify problems and
recommend solutions to the board and others within the congregation (lay ministers, committee
chairs, and activity coordinators). Its function thus far has been to coordinate activities, not manage
or implement them.

So what’swrong with our current Board/Coordinating Team structure?

First, our congregation has never formalized any division of labor for UUCF' s various day-to-day
activities and decisions. Numerous policies and procedures (as well as traditions) have effectively
ensured the performance of many of the various tasksin the past. But, with the growth of our
congregation has come a significant growth in the numbers and kinds of services provided to the
congregation. This has led to an increasing amount of confusion and conflict as well as tasks not
being performed in atimely manner.

We lack a system of checks and balances that ensures the congregation as awhole remains in charge
and in control of UUCF s vision and priorities.

Why don’t we simply formalize the coordinating team and give the board more authority to
delegate day-to-day operationsto that team instead of changing the structure?
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Policy governance offers amodel for formalizing roles and responsibilities and setting limitations for
how the board, ministers, staff, and lay leaders work with each other and the congregation. This may
be particularly useful to us since those definitions are currently lacking. Policy governance offers a
comprehensive governance model that focuses on changing the role of the board, rather than a
piecemeal approach to change. Policy governance is an operating structure based on broad policies
adopted by the board, taking into account the vision and mission of the congregation, with day-to-day
authority to make decisions del egated to others.

Also, changing the name of the coordinating team to management team would be more reflective of
the actual responsibilities of the group.

What kindsof thingswould a board stop doing if it werefunctioning under policy gover nance?

Boardsfrom loca UU congregations with some policy governance experience have reported they have

stopped doing the taskslisted below. Those boards now delegate those day-to-day operational tasksto a

management team. Thisisnot an dl-inclusvelist of activities, just an example of how the board' srole

might change. A board under policy governance does not:

= Recruit committee chairg/members (except for committees established by the board)

= Solve problemsin day-to-day operations (scheduling conflicts, spacesfor activities, personnel issues,
interactions with vendors/contractors, etc.)

= Makegenerd decisons about programs (requests for volunteers'money from charities, religious
education issues, requedtsto change the locations of mgjor events, etc.)

= Deveop the budget (the board establishes budget priorities and approves the budget)
* Runthecanvass

= Decidewhat to do with acomplaint about the worship service format, coffee hour, etc. (except as part of
ageneral monitoring program).

Again, aboard does not need to do such things because it has arranged for the delegation of such tasks.

If the board changesitsrole, won't it lose touch with the needs of the congregation?

The congregation islikely to notice greater accessibility to board members, rather thanless. Infact, under

policy governance the board is charged with proactively seeking member input into decisions affecting the

life of the congregation. Y ou may have dready seen some of these efforts, including focus groups, forums,

and surveys. Palicy governance should:

= Increasethetime the board hasfor interacting with members, snce board memberswill not be dealing
with day-to-day issues.

= Board-gopointed committees will be formed that will report directly to the board, not to the ministers, so
direct contact will continue.

= Committeesrequiring staff support for their activitieswill work with the management team to get that
support. If the committee does not need staff support, its members can directly execute their plans
without getting “authorization” from either the management team or the board (assuming each
committee isworking within its charter and the bounds specified by UUCF policies).

Under policy gover nance, what would the board delegate to the management team?

The board would delegate responsibility for day-to-day operations to the management team. That
team would compl ete the tasks that are within its scope of responsibilities. The management team
would in turn delegate many tasks to the lay ministers or committees responsible for specific
functions. The management team would also delegate day-to-day operational tasks to staff members.
UUCEF palicies, devel oped by the board, would define the limitations placed on the actions of the
management team and each of its members. Those policies would also define the limitations for
many volunteer committees and lay ministries. Within the defined limitations, the management team
would select its own way of doing things (means).
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Who will serve on the management team?

Looking at models from other UU congregations that have implemented policy governance, we will
likely have a five-person management team. Team memberswill include both ministers and the
UUCF administrator. The other two members would come from the congregations' lay leadership.
They would most likely have a significant level of tenure in both UUCF leadership and
congregational activities. Since these roles would require a considerable weekday time commitment,
the congregational representatives would have to be available to serve during those hours.

In our current system, the senior minister hasfinal authority for the coordinating team. Will
the new lead minister for wor ship still have final authority in management team decisions?

Generally, the management team will make decisions as ateam. However, when the team cannot
agree on a course of action, the lead minister for worship will cast the deciding vote.

Won’t policy gover nance require moretime on the part of the lead minister.

Under the old system, the senior minister was individually responsible for most operating decisions
that were not already made by the board. Under the management team/policy governance model, the
minister would work with ateam to make decisions when needed. Each member of the team would
have assigned responsibilities and would have authority to make decisions within their scope of work.
Most activities would not require team decisions. So, not only would the work be spread across a
team, but fewer decisions would need to be made.

Will ther e be a liaison between the board of trustees and the management team?

Therewould be no liaison between the board and the management team because the board would be
responsible for eval uating the management team. It would be aconflict of interest for aboard member to
serve with the group he or shewould be evauating. Since the management team would be responsblefor
sending regular reportsto the board, the board and management team would not need to have aliaison
between them.

What if something that’s delegated doesn’t get done? Who'sresponsible?

Ultimately, the management team would be responsible and would report to the board if something that
should have been done, didn't get done. How the management team ultimately monitors those doing the
work will have to be decided by the management team. The board will evauate the management team based
on how well it has proceeded toward meeting the goals of the congregation.

I now gototheboard if | have a problem with a service provided by UUCF. Wherewould | go
if we have a policy governance structure?

Under the policy governance moddl, you will still be ableto go directly to aboard member if you havea
question or concern. The board member will help you find the right group to help you with your problem.
Under PG, the board will have an enhanced rel ationship with the congregation because the board will be
charged with meeting the needs of the congregation and envisioning what those needswill bein the future.
Only through frequent and direct communication with members can the board learn what it must know to
plan for thefuture.

How will minority viewpointsbe heard and considered by UUCF |eader ship?

This concernis appreciated and understood. Each member and friend is assumed to have the congregation’s
best interestsin mind when forming and advancing a particular view on variousissues. We are dl
individuals, with our own mix of experience, needs and expectations producing a prism through which we
process information and form perspectives about any given issue. Asresponsible UUCF membersand
friends, we have severd obligations concerning congregational issues:
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» Takingthetimeto acquire, read, discuss and ponder information

* Paticipatinginforums

»  Expressing viewswhile respecting the rights of others

»  Supporting decisons reached through democratic processes

There are anumber of ways by which views can be brought to the awareness of leadership and others:

e Theinitid period of regular Board meetingsis reserved for anyone wishing to provide information or
make an inquiry

*  Anopen book of Joys& Concernsis dways available in the Sanctuary Commons for personal
expressions, thisis periodicaly reviewed for matters requiring leadership attention

*  Our leadersare dso individua membersto whom we have access at various church functions.
Sometimes a private conversation is the best way to obtain information and express opinions.

»  Thepsition route offers an opportunity to advance candidates for consideration, in addition to formal
dates provided by the Nominating Committee.

How does policy gover nance guide the way the board, staff, and lay leader ship operate?

The board will approve a set of management “limitations’ that define what the board, management
team, staff, and lay ministers cannot do. The board will convey the management team limitation to
that team. The management team will convey limitations to the staff and lay ministers. The lay
ministerswill, in turn, express limits to their committees, adding other limitations as needed. The
management team and staff can do anything to meet their goals that is not prohibited by the
limitations. Likewise, the lay ministers and committees can pursue any activity not prohibited by the
limitations or by their charters.

How will policy gover nance be implemented?

First, the board proposes to establish a management team. Thisis a hecessary first step because the
management team would be responsible for day-to-day operations. Over the last several months, the
board has been devel oping the policies, limitations, ends, and means by which the new management
team would operate. At acongregational meeting after the second service on January 23, the
congregation will vote on resolutions to establish the management team and make the bylaws changes
needed to implement this change.

If the congregation approves these changes, the board will move forward with devel oping additional
policies, limitations, ends, and means that will guide overall congregational affairs. Full
implementation is unlikely before the 2005-2006 congregational year.

Do we plan to implement Policy Governance® in a prescriptive way?

No. We will adapt the model to fit the needs of UUCF. For instance, several members of the
congregation have recommended changes to the model that the board of trustees will consider before
implementation. Also, as noted above, the board has recommended that the congregation implement
amanagement team before the rest of the model is adopted.



