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I. End Statements 
 
Who do we want to be in the world? 

• Spiritually aware 
• Intellectually excited 
• Community builders 
• Diverse in belief 
• Acting for justice 

 
 
In our multigenerational religious community: 
 
We cultivate spiritual awareness, joy and wonder through words, music, the arts and the natural 
world; 
 
We foster intellectual excitement, lifelong learning, truth seeking, and respect for our traditions of 
reason and faith; 
 
We build beloved community through inclusive welcoming, compassion, care, generosity and 
forgiveness. We create a supportive place to take risks and grow in service to others; 
 
We are a people of diverse beliefs united in covenant. We develop relationships that open us to 
the lives of people in our congregation, community and world; 
 
We act for peace and for social, economic, and environmental justice through study, advocacy 
and outreach. 
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Unitarian Church of Evanston Covenant of Engagement  
 
In service of our mission to nurture the human spirit for a world made whole, the members of the 
Unitarian Church of Evanston create a community of joy and hope, cultivating this ground and 
sowing seeds of a better world. We are mindful of the covenant that has bound this congregation 
since 1894:  

Love is the spirit of this church, and service is its law. This is our great covenant: to dwell 
together in peace, to seek the truth in love, and to help one another.  
 

Through fuller and deeper relationships with ourselves and each other, together we strive to 
clarify, strengthen, and live our values;  

celebrate and honor life and its mysteries through words, music, art, laughter, and tears; 
learn and grow spiritually and religiously by nurturing and challenging ourselves and each 
other;  
make the world a better place with the inspiration and support we find in each other and 
in our Unitarian Universalist values;  
embody liberal religious tradition and carry it into the future for ourselves and our 
children.  

 
Toward these ends we covenant to speak and listen with open hearts and minds;  

engage in authentic, courageous, and civil conversation;  
clearly articulate our expectations and priorities; speak directly to those concerned with an 
issue;  
offer and receive appropriate criticism and praise; provide timely, specific and clear 
feedback;  

be kind and gracious, understanding our limits and those of others;  
apologize and forgive ourselves; accept an apology and forgive others;  
trust others’ intentions and give each other the benefit of the doubt; take responsibility 
and hold ourselves and each other accountable for our actions;  
be patient with ourselves and each other; express gratitude;  

share and encourage others to share abilities and responsibilities for the operation of the 
church and its work in the larger community;  

be generous in offering our gifts and receiving the gifts of others;  
say yes when we can, say no when we must;  
practice curiosity and willingness to learn;  
appreciate differences of opinion and theology; know that we may be wrong;  
be open to new ideas and willing to change our minds; practice resilience and 
perseverance wherever we engage.  
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II. Executive Limitations 
The Senior Minister is responsible for managing the day to day activities of the Church. In doing 
so, the Senior Minister is empowered to take whatever actions he or she deems prudent to 
achieve the Ends, other than those actions specifically prohibited here.  
 
The Senior Minister shall not cause or allow any practice, activity, decision or organizational 
circumstance that is imprudent or in violation of the Bylaws, or of commonly accepted business 
and professional ethics or is unlawful except where Unitarian Universalist principles are at risk.  
 
A. Treatment of Congregants (members, friends, and visitors) 
With respect to interaction with the congregants, which includes adult and youth members, 
friends and visitors to the church, the Senior Minister shall not allow 1) conditions, procedures, or 
decisions that are unsafe or that fail to provide appropriate confidentiality and privacy, 2) 
conditions, procedures, or decisions that are unwelcoming.  
 
Furthermore, the Senior Minister shall not fail to provide ways to inform congregants about 
programs and affairs of the Church, nor fail to enable congregants to express their ideas and 
concerns to the Senior Minister. 
 
The Senior Minister shall not fail to ensure that policies and bylaws are available and accessible to 
all congregants. 
 
B. Treatment of Staff 
With respect to the treatment of paid and volunteer staff, the Senior Minister shall not cause or 
allow conditions that are discriminatory, unsafe, unsustainable or unprofessional. Accordingly, he 
or she shall not operate without written job descriptions and personnel policies that clarify 
personnel rules for staff, include an annual review process, provide for effective handling of 
grievances, and protect against wrongful conditions and grossly preferential treatment for 
personal reasons. 
 
C. Compensation and Benefits 
With respect to employment, compensation, and benefits to employees, consultants, contract 
workers, and volunteers, the Senior Minister shall not cause or allow conditions that are unlawful, 
manifestly unjust, or cause jeopardy to fiscal integrity. 
 

 Accordingly, he or she shall not:  
1. Change his or her own compensation and benefits.  
2. Promise or imply permanent or guaranteed employment. 
3. Set employment terms, compensation, and benefits to employees, consultants, and 

contract workers without balancing principles of fair compensation with the financial 
means of the congregation.  

4. Fail to engage in a review of comparable salaries when a new hire is being made, or when 
requested by the Board of Trustees.  

5. Establish or change pension benefits so as to cause unpredictable or inequitable situations, 
including those that:  
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a. incur unfunded liabilities,  
b. provide less than some basic level of benefits to all full‐time employees,  
c. allow any employee to lose benefits already accrued or promised, or  
d. differentiates among classes of employees with regard to retirement contributions. 

 
D. Annual Budget 
Financial planning shall not risk financial jeopardy nor deviate from the congregation’s Bylaws, 
Ends policies, or Annual Plan. 
 
Accordingly, the Senior Minister shall not allow budgeting which: 
1. Plans expenditures that exceed conservatively projected revenues for the budget period. 
2. Omits key planning and/or operational assumptions. 
3. Omits parallel presentation of projected year‐end actuals of current fiscal year, including 

presentation of budget categories (staff expense, infrastructure expense and mission expense) 
as a percentage of total budget, and comparison to historical percentages comparably 
calculated. 

4. Assumes unrealistic projections of revenue, expenses, or cash flow. 
5. Provides less for Board prerogatives during the year than is set forth in the Cost of Governance 

Policy (see Policy IV.J). 
6. Commits the congregation to any initiative that lacks a clear and comprehensive funding plan. 
7. Recommends a budget without a surplus equivalent to a minimum of 1% of the total budgeted 

revenue to be applied to retained earnings, if the total equity and contingency fund balances 
combined fall below 25% of total assets.  

8. Is presented to the Board in full draft later than the April board meeting, based on a May 
annual meeting and a June 30 fiscal year end. 

9. Fails to account for long term budgetary needs, including but not limited to sabbaticals, audit 
and intern compensation. 

10. Fails to provide for necessary and prudent repairs and maintenance of the building and other 
physical assets. 

11. Fails to balance the financial needs of the church among staff compensation, infrastructure 
and mission/programs. 

12. Fails to use the Integrated Stewardship Council to support the staff in creating the budget. 
 
E. Financial Condition and Activities 
With respect to the congregation’s actual, ongoing financial condition and activities, the Senior 
Minister shall not cause or allow the development of financial jeopardy or deviation from 
priorities established in the Ends policies or Strategic Plan.  
 
Accordingly, the Senior Minister shall not:  
1. Indebt the congregation.  
2. Fail to appropriately manage cash flow to cover payroll and debts in a timely manner. 
3. Deviate more than 5 percent from individual line item amounts established in the approved 

budget, unless so authorized by the Board.  
4. Deviate from the expense total from the approved budget by more than 1.0%, unless so 

authorized by the Board. 
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5. Deviate materially from the defined purpose or written procedures of any dedicated funds, 
unless authorized by the Board to do so (see Dedicated Funds policy F below). 

6. Spend or commit contingency reserve funds, unless authorized by the Board to do so.  
7. Be untimely in the settlement of payroll and accounts payable.  
8. End the fiscal year without a surplus equivalent to a minimum of 1% of the total budgeted 

revenue to be applied to retained earnings, if the total equity and contingency fund balances 
combined fall below 25% of total assets. 

9. Commit to expenses in a future fiscal year budget without approval from the Board.  
10. Acquire, encumber or dispose of church real property, as this right is reserved solely for the 

congregation.  
11. Be untimely in the pursuit of receivables.  
 
F. Dedicated Funds 
UCE may have temporarily restricted funds dedicated and held for a particular purpose, 
collectively known as Dedicated Funds, funded by specific donations to a particular fund. 
Accordingly, the Senior Minister shall not fail to: 
1. Segment and account for such funds by purpose, held separately from monies for the general 

obligations of the church.  
2. Determine and maintain a written statement of the purpose of each fund with the exception 

of the Building Fund, which is dedicated to the maintenance of UCE’s buildings and grounds. 
3. Determine and maintain written procedures for the request and use of money for clarity, 

transparency, and accounting.  
4. Restrict expenditures to no greater than the available balance. 
5. Provide the Board with periodic reports on the funding of projects and periodic progress of 

long term projects. 
 
This policy is not applicable to the Endowment Fund, the governance of which is covered by the 
Endowment Fund agreement. 
 
G. Asset Protection 
The Senior Minister shall not allow the congregation’s assets and property to be unprotected, 
inadequately maintained, or unnecessarily risked.  
To this end, the Senior Minister shall not:  
1. Fail to maintain appropriate policies for risk management, safety and security.  
2. Fail to maintain policies to protect and respect intellectual property, information and records, 

both paper and electronic.  
3. Fail to maintain a financial internal controls policy, including but not limited to segregation of 

duties, proper authorization, adequate documentation and records, and independent checks, 
audits or financial reviews.  

4. Allow the congregation, in consideration of Illinois law, to be inadequately insured, against  
a.  theft and casualty loss at less than replacement value  

b. congregational liability and personal liability of Board members and staff relating to 
congregational business.  
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5. Fail to address instances when the building, grounds or equipment suffer from improper wear 
and tear, insufficient maintenance, or environmental degradation, nor fail to provide for 
building security.  

6. Endanger the congregation’s public image or credibility. 
7. Invest congregational funds imprudently nor invest in uninsured accounts. 
8. Endanger the congregation’s tax‐exempt, not‐for‐profit status under federal and state laws 
9. Neglect to report to the Board at least annually on the status of the Asset Protection Policies.  
10. Withhold a timely notification to the Board of material losses incurred.  
 
H. Asset Utilization 
The Senior Minister shall not devote congregational assets to endeavors that fail to support Ends 
policies or are incongruent with Unitarian Universalist principles.  
 
To this end, the Senior Minister shall not: 
1. Fail to develop and implement policies for building usage, by members, staff and by others, 

including rentals and fund‐raising events, that are consistent with the congregation’s Mission, 
and the Board’s Ends policies, that give priority to use by members and staff, and that protect 
the integrity and cleanliness of the building and the surrounding area.  

2. Fail to develop and implement policies that permit the fullest practical use of the building by 
persons with disabilities.  

3. Fail to develop and implement policies and procedures for reviewing, approving and 
reimbursing expenses incurred by members and staff on behalf of the congregation.  

 
I. Grants and Contracts 
The Senior Minister may not enter into any grant or contract arrangement on behalf of the 
congregation that fails to address the production of Ends or that involves unacceptable means.  
Accordingly, the Senior Minister shall not:  
1. Fail to inform the Board with sufficient prior notice of any plan or decision to solicit or 

terminate a grant or contract that will have a significant impact on programs or that will be in 
effect for more than year.  

2. Fail to adequately assess the qualifications and capacity of a grantor or contractor to fulfill 
their responsibilities as identified in a grant or contract.  

3. Fail to administer a grant or contract in a business‐like manner including the avoidance of 
favoritism or the appearance thereof. 

4. Fail to maintain and follow written procedures for all one‐time materials or vendor services 
expenditures expected to be in excess of 2% (two percent) of the annual budgeted expenses, 
including but not limited to, competitive bidding and approval of the Executive Committee or 
the Board of Trustees.   

5. Fail to consider the employment practices of any contractor employed by the church.  
 
J. Gift Acceptance 
The Senior Minister shall not be unprepared for UCE to manage bequests and other non‐pledge 
gift income. Gifts can include, but are not limited to: cash, marketable securities, real estate, fine 
art, vehicles, or other tangible personal property. 
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Additionally, the Senior Minister shall not: 
1. Accept or disburse gift income that is contrary to the congregation’s Mission, Ends, and 

Unitarian Universalist Principles  
2. Spend gift income in excess of 1% of the current operating budget without prior Board 

approval. 
3. Accept any gift which:  

a. Is expected to incur administrative costs exceeding the value of the gift, or would be 
excessively burdensome to administer;  

b. Is offered with a restriction that is not in keeping with the needs of the church;  
c. Is offered in payment of, or in lieu of, a pledge.  

4. Fail to bring to the Board for its approval, any gift that falls within any of the following 
categories:  

a. Permanently restricted gifts of any amount with the exception of donations to existing 
Funds;  

b. Tangible personal property valued at over 1% of the church's total operating budget;  
c. Life insurance policies or real estate;  
d. Gifts involving trusteeship, fiduciary, or other legal duties;  
e. Use‐restricted gifts which are intended to be used within 12 months following their receipt  
f. Undesignated gifts in an amount over 1% of the operating budget.  

5. Fail to disclose to the donor(s), and document the terms of acceptance, for any Use‐Restricted 
Gifts prior to accepting such gifts.  

6. Fail to manage bequests or other estate gift so that: 
a. Bequests or other estate gifts without written direction (undesignated estate gifts) 

shall be deposited as follows: 
i. To any unpaid amount of the member or friend’s pledge (operating budget), if 

the deceased was a pledging member or friend of the church; 
ii. To the Endowment Fund, in accordance with the Endowment Fund Agreement.  

b. Undesignated gifts (non‐estate gifts) shall be deposited as follows: 
i. To any dedicated fund with Board approval, or; 
ii. To the Endowment Fund, in accordance with the Endowment Fund Agreement. 

7. Fail to manage gifts in memory of a deceased member or friend, in the same manner as 
bequests or other estate gifts, with the exception that when the Memorial Services Fund has a 
balance of less than $2,500, the bequest be first used to bring the balance of the Memorial 
Fund to $2,500. 

 
K. Senior Minister Absence and Succession 
The Senior Minister shall not allow a lack of continuity of proficient Executive leadership. 
 
L. Communication and Support to the Board 
The Senior Minister shall not cause or allow the Board to be uninformed or unsupported in its 
work. 
Accordingly, she or he shall not:  
1. Neglect to submit monitoring information required by the Board in a timely, accurate, and 

understandable fashion, directly addressing provisions of Board polices being monitored, 
unless reasonable explanation is provided to the Board. 
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2. Fail to inform the Board, in a timely fashion, of relevant congregational trends, anticipated 
adverse media coverage of the institution, material external and internal changes, particularly 
changes in the assumptions upon which any Board policy has previously been established.  

3. Fail to report in a timely manner an actual or anticipated non‐compliance with any Board 
policy. 

4. Fail to coordinate scheduling and provide a calendar of Council meetings so that attendance 
by Board representatives and staff is not conflicted.   

 
M. External Communication 
The Senior Minister shall not fail to have in place: 
1. Procedures to limit public statements, by either paid staff or volunteer staff in their 

designated role, about the official position of the congregation or Board on controversial 
social, political, and/or congregational issues to what the congregation or board has formally 
and explicitly adopted as positions of record. Nothing in this policy shall be construed to 
infringe upon the fundamental principle of freedom of the pulpit.  

2. Procedures advising committees on how to appropriately make a public statement on behalf 
of their committees without violating II.M.1 above. 
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III. Board‐Executive Linkage  
The Board will hold the Executive accountable for the operation of the church, its achievements and 
conduct of its staff.   
 
A. Composition of the Executive  
The Executive is defined as the Senior Minister functioning as Chief of Staff. The Senior Minister will lead 
with an Executive Team consisting of all called ministers and the Executive Operations Director. The Senior 
Minister is accountable for staff performance. 
 
B. Voice of Board 
Only decisions of the Board acting as a body, stated in officially passed motions, are binding on the 
Executive. Thus, decisions or instructions of individual Board members, officers, committees or 
congregation members are not binding on the Executive except in rare instances when the Board has 
specifically delegated the exercise of such authority.  
 
C. Responsibility and Accountability of Executive  
The Board holds the Executive accountable for operations, achievements and conduct. The Board will 
develop policies instructing the Executive to achieve certain results, for certain recipients, for a reasonable 
use of resources. These policies will be developed systematically from the broadest, most general level, to 
more defined levels, and will be called the Ends Policies.  
 
The Executive may delegate responsibilities and authority to paid staff and volunteers. The performance of 
paid staff and volunteers is considered by the Board to be the performance of the Executive.  
Accordingly,  

1. Each year the Executive will present to the board a Plan that addresses the Board’s Ends policies with 
both a short‐ and long‐range view, including short and long range staffing plans. 

2. The Board will develop Executive Limitations that define the latitude the Executive may exercise in 
choosing how to accomplish the Plan and work toward the Ends. The Board may change these 
Executive Limitations, thereby changing the Executive’s latitude.  

3. The Board collectively or as individual members, will refrain from giving instructions to persons who 
report directly or indirectly to the Executive, and will refrain from formally or informally evaluating 
any staff other than the Executive. 

 
Also, the Treasurer (elected by the Board of Trustees) shall be a standing member of the group or council 
formed by the Executive to oversee the financial aspects of the operations of the church.  
 
D. Covenantal Relationships 
Because we are a Unitarian Universalist congregation, the relationship between the Board and the 
Executive will be covenantal, based in mutual trust, support and kindness. The Board and the Executive will 
work collaboratively, discerning their respective roles and shared values, and engage each other in deep 
dialogue with open hearts and minds. 
 
E. Monitoring and Assessment of Executive Performance 

1. Monitoring: The Board will monitor the Executive’s performance regularly and systematically, on a 
schedule and by a method determined by the Board. The Board, however, is free to monitor 
Executive performance as to any End or Executive Limitation at any time and by any method set forth 
below.  
a. The Board will acquire the data upon which to monitor the Executive’s performance by one or 

more of the following methods:  
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i. By internal report, in which the Executive discloses performance assessment information to 
the Board, including but not limited to interpretations of the policies;  

ii. By external report, in which an external, disinterested third party selected by the Board 
provides performance assessment information to the Board;  

iii. By direct Board inspection, in which one or more Board members designated by the Board, or 
the Board as a whole, obtains performance assessment information. This includes but is not 
limited to surveys and listening campaigns. 

b. The Board will determine whether any Ends or Executive Limitations need to be revised based 
upon the Executive’s interpretation and performance.  

 
2. Assessment: The Board will prepare an annual evaluation of the Senior Minister. The Senior 

Minister’s performance will be assessed based on 1) satisfactory progress being made toward the 
Ends; and 2) operations being conducted within Executive Limitations.  
a. The standard for assessing the Senior Minister’s performance shall be whether the Senior 

Minister has used or complied with the interpretation of the Ends statements or Executive 
Limitations, presented by the Senior Minster and accepted by the Board in the course of the 
annual monitoring plan.   

b. The Board President and Vice President will meet annually during the autumn with the Senior 
Minster to discuss performance based on observations from all Board members. A written report 
will be shared with the Senior Minister, and reported verbally to the Board. 

c. Annually the Board, in conjunction with the Integrated Stewardship Council and staff budget 
process, shall recommend compensation adjustment for the Senior Minister based on the annual 
evaluation of the prior year, any contractual requirements and projected church income. 
Compensation adjustments will include salary, housing, and all individual benefits.  
 

3. Executive Non‐compliance: If at any time 1) the Board finds that the Senior Minister is blatantly or 
persistently out of compliance with one or more Executive Limitation(s) or finds that the Senior 
Minister has not made sufficient progress towards the Ends, and 2) the regular monitoring process is 
unsuccessful in resolving the conflict, the following steps may be taken, as appropriate:  
a. Board President & Vice President will discuss concerns with the Senior Minister and document the 

discussion.  
b. Board President & Vice President will discuss with the Board of Trustees the possible need to 

revise Executive Limitations or Ends to clarify the Board's expectations for Senior Minister 
performance. Executive Limitations and Ends are revised by the Board of Trustees as needed.  

c. After consultation with the Board of Trustees, the Board President & Vice President give formal 
notice to Senior Minister of the findings and may provide a verbal warning, more frequent 
monitoring of the conduct that resulted in the finding, and/or a requirement that the Executive 
provide a corrective action plan including a timetable. These actions are documented by the 
Board President and Vice President.  

d. If, following a reasonable period of time the Board concludes the Senior Minister will not come 
into compliance, the Board may initiate the termination process outlined in Article 9 Section 5 of 
the Bylaws. 

4. The Executive is responsible for correcting the performance of other staff members up to and 
including termination; except that called ministers may be terminated only by action of the 
Congregation. 
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IV. Board Governance  
In accordance with the Unitarian Church of Evanston Bylaws Article V, Section 2, the Board of Trustees of 
the Unitarian Church of Evanston will govern through set policies and will act on behalf of the congregation 
[and other stakeholders/moral owners] to further the congregation’s mission and chosen Ends. 
Requirements of the bylaws are not restated here.  
 
A. Policy Approval 
All policies governing UCE shall be in writing and shall be approved by a two‐thirds majority of Trustees 
present at a regularly scheduled meeting with at least seven Trustees in attendance. 
 
B. Governing Principles  
The Board will govern with emphasis on:  

• the seven Unitarian Universalist Principles,  
• outward vision,  
• open and candid deliberations,  
• encouragement of diversity of viewpoints, 
• collective rather than individual decisions,  
• shared responsibility for making decisions,  
• spiritual and strategic leadership more than administrative detail,  
• clear distinction of Board and Executive roles, and  
• communication and linkage with the Congregation and other stakeholders. 

 
Accordingly,  

1. The Board will cultivate a sense of group responsibility. The Board, not the Executive, will be 
responsible for [excellence in] governing. The Board will use the expertise of individual Trustees to 
enhance the ability of the Board as a body but will not defer to individual judgments in place of 
collective Board decisions. The Board will allow no officer, individual, or committee of the Board to 
hinder or be an excuse for not fulfilling Board responsibility.  

2. The Board will govern and inspire the congregation and direct the Executive through the careful 
establishment of broad written policies reflecting the congregation’s values, the desired Ends to be 
achieved, and the means to be avoided.  

3. The Board’s major policy focus will be on the desired Ends, not on the administrative or 
programmatic means of attaining those Ends.  

4. The Board will enforce upon itself whatever discipline is needed, including but not limited to: 
a. Attendance 
b. Preparation  
c. Policy‐making principles 
d. Respect of roles 
e. Continuance of governance 

5. Continued Board development will include orientation of new Trustees in the Board’s governance 
process.  

6. The Board will monitor and regularly discuss the Board’s own process and performance and will 
incorporate improvements as needed.  

7. Proposals for new policies may be submitted in writing by Board members and members of the 
congregation to the President of Board, for review by the Executive Committee and consideration 
by the Board. 

 
C. Board Job Description  
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The Board is elected to represent the congregation in determining and requiring appropriate organizational 
performance.  
 
Accordingly,  

1. The Board is the governance link between the Executive and the congregation and other 
designated stakeholders. 

2. The Board will engage in long term visioning through linkage with the congregation on an annual 
basis. 

3. The Board will produce written governing policies that, at the broadest levels, address each 
category of organizational decision.  
a. Ends: The difference we make in the world.  
b. Executive Limitations: Constraints on executive authority that establish the prudence and 

ethics boundaries within which executive activity and decision must take place.  
c. Board Governance: Specification of how the Board conceives, carries out, and monitors its own 

task.  
d. Board‐Executive Linkage: How authority is delegated and its proper use monitored. 

4. The Board will monitor and ensure Executive performance in compliance with the Ends and 
Executive Limitations policies. 

5. The Board will review an annual budget prepared by the Integrated Steward Committee, and once 
it has approved the budget, the Board will advocate its approval by the Congregation. 

6. The Board will ensure the policies, minutes and other documentation of UCE’s governance are 
preserved and accessible for both transparency and continuity. 
 

D. Board Meetings 
Meetings will be held in accordance with the UCE Bylaws Article V, section 3.  
Additionally, 

1. All meetings of the Board of Trustees shall be open to any member of the church, membership 
being defined in the bylaws, and its professional staff.  

2. Meetings of the Board of Trustees shall be conducted on church property in accordance with a 
schedule published at least 7 days in advance of each meeting for the purpose of informing 
members of scheduled meetings. 

3. All meetings of the Board of Trustees will include the taking of minutes that will record the agenda, 
subject matter and overview of discussion as well as all written reports submitted to the Board, 
whether or not discussed by the Board. Minutes shall be available to any member of the 
congregation within one week of their approval by the Board. 

4. The Board may go into Executive Session upon a simple majority vote of Trustees then present. The 
meeting minutes shall specify only the fact that the Board went into Executive Session and the 
time the Session began. No other information shall be recorded in the minutes regarding the 
Executive Session. Only Board Trustees shall be present for the Executive Session, along with any 
minister, staff and/or member of the congregation specifically invited to be present by the 
President.  
 

E. Annual Board Work Plan  
The Board will develop a Board Work Plan by August 31, which will:   

1. Re‐explore Ends policies with congregants and lay‐leaders in regular dialogue 
2. Systematically monitor and review Board policies  
3. Provide education and enrichment opportunities that enhance Board performance 
4. Provide education and communication to enhance the congregation’s understanding of  

UCE’s governance.  
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F. Role of the President  
The President, elected in accordance with the UCE Bylaws Article VI, Section 2, ensures the integrity of the 
Board’s process and represents the Board to congregants and outside parties.  
 
Accordingly, 

1. It is the responsibility of the President to ensure the Board behaves consistently with its own 
policies and rules and those legitimately imposed upon it from outside the organization.  
a. Meeting discussion content will be only those issues which, according to Board policy, clearly 

belong to the Board to decide, not the Executive.  
b. Deliberations will be fair, open, and thorough but also timely, orderly, and kept to the point.  

2. The President’s authority and responsibility includes: 
a. The President shall preside at all business meetings of the congregation.  
b. The President is empowered to chair Board meetings, with all the commonly accepted 

authority of that position.  
c. The President, as an individual, has no authority to make decisions about policies created by 

the Board or to supervise or direct the Executive.  
d. The President may represent the Board to outside parties in announcing Board‐stated 

positions.  
e. The President may delegate this authority to another Trustee, but remains accountable for its 

use.  
3. The President will not withhold any relevant information from the Board. 
4. The President, or his or her designee, will be the primary point of contact between the Board and 

the Executive between meetings, but the Executive's relationship shall be with the Board as a 
whole. The Executive shall be free at any time to bring a matter to the Board as a body.  

5. It is the responsibility of the President to work closely with the President‐Elect in order to preserve 
continuity and the collaborative work of the Board, staff, the Executive Committee and the 
Councils.  

 
G.  Additional Roles 
The Board elects a President‐Elect/Vice‐President at the beginning of each fiscal year. Trustees serve as 
representatives to each church Council (Social Action Council, Member Engagement Council, Integrated 
Stewardship Council, and Lifespan Learning Council).  
 
Accordingly, 

1. The Board of Trustees elects from its members a President‐Elect to work closely with the President, 
with the expectation of being elected President in the following year. If during the course of the 
year the President‐Elect determines that s/he cannot fulfill the role of President the following year, 
the President‐Elect shall immediately inform the Board so that a new President‐Elect can be 
elected. 

2. Trustees shall be elected by the Board to serve as representatives on each church Council. No more 
than two representatives to each Council shall be elected. These representatives shall be non‐
voting members of the Councils they serve. The role of these representatives is to keep the Board 
as a whole fully appraised of the discussions and activities of the Councils. Due to the importance 
of this function, should a representative be unable to attend a Council meeting, that representative 
will find a substitute Trustee to attend in their place.   
 

H. Executive Committee 
The Unitarian Church of Evanston shall have a governing structure that includes an Executive Committee.  
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1. The Executive Committee shall consist of three members of the Board: the President and 
President‐Elect of the Board of Trustees, and either the Past President or a third Trustee elected by 
the Board, and the Executive Team.  

2. The purpose of the Executive Committee is to strategically develop the agenda for the Board in 
support of the mission of the church. The Executive Committee also exercises the power of the 
Board of Trustees between regular meetings of the Board when timing is critical. 

3. The Executive Committee is chaired by the President of the Board, and in his/her absence the 
President‐Elect. 

4. Meetings of the Executive Committee are not open to anyone other than members of the 
Executive Committee; however, the list of attendees, items discussed and outcomes from the 
discussions at a meeting of the Executive Committee shall be included in the consent agenda for 
the next meeting of the Board of Trustees. Topics of a confidential nature (such as personnel 
matters) shall not be included in the notes from a meeting of the Executive Committee. Such topics 
can be reported to the Board of Trustees in executive session at the next meeting of the Board of 
Trustees. 
 

I. Trustees’ Code of Conduct  
The Trustees commit to ethical and lawful conduct, including proper use of authority and appropriate 
decorum when acting as Trustees.  
 
Accordingly, 

1. Trustees will disclose their involvement with other organizations, with vendors, or with any other 
associations that might produce a conflict of interest.  

2. Trustees must represent unconflicted loyalty to the interests of the congregation. This 
accountability supersedes any conflicting loyalty such as that to advocacy or interest groups and 
membership on other Boards or staffs. It also supersedes the personal interest of any Trustee.  

3. Trustees must avoid conflict of interest with respect to their fiduciary responsibility.  
a. There must be no self‐dealing or any conduct of private business or personal services between 

any Trustee and the congregational staff except as procedurally controlled to assure openness, 
competitive opportunity, and equal access to inside information.  

b. When the Board is to decide upon an issue about which a Trustee has an unavoidable conflict 
of interest, that Trustee shall absent herself or himself from not only the vote but also from the 
deliberation by leaving the meeting.  

4. Trustees may not attempt to exercise individual authority over the organization except as explicitly 
set forth in the Board policies.  
a. Trustees’ interaction with the Executive or with staff must recognize the lack of authority 

vested in individuals except when explicitly Board‐delegated.  
b. Trustees’ interactions with public, press or other entities must recognize the same limitation 

and the inability of any Trustee to speak for the Board except to repeat explicitly stated Board 
decisions.  

c. Trustees will only express or act on their individual judgments of the Executive or staff 
performance within the Board.  

5. Trustees will respect the confidentiality appropriate to issues of a sensitive nature.  
6. Trustees will support the legitimacy and authority of the final determination of the Board on any 

matter, without regard to the Trustee’s personal position on the issue. 
 
J. Board Committee Principles  



17 
 

The Board may establish board committees or task forces to help carry out its responsibilities. Committees 
will be used sparingly to preserve the Board functioning as a whole, and will not interfere with delegation 
from Board to Executive.  
 
K. Cost of Governance  
The Board will intentionally invest in its ability to govern competently and wisely.  
 
Accordingly,  

1. Board skills, methods, and resources will be sufficiently supported.  
a. Training and retraining will be used to orient new and prospective Trustees, as well as to 

maintain and increase existing member skills and understandings.  
b. Outside monitoring assistance may be arranged so that the Board can exercise confident 

control over organizational performance. This includes but is not limited to fiscal audit.  
2. Costs will be prudently incurred, though not at the expense of endangering the achievement of the 

Ends: 
a. For training, including attendance at conferences and workshops.  
b. For audit and other third‐party monitoring of organizational performance.  
c. For surveys, focus groups, opinion analyses, and meeting costs.  

 
L. Complaint and Inquiries Regarding Board Policies  
The Board and its members have an ongoing duty to listen to and be in conversation with the  
Congregation.  
Accordingly, 

1. Members and friends will be encouraged to share ideas and to engage in constructive dialogue with 
Board members. This may include bringing complaints and grievances to the attention of Board 
members.  

2. It is the role of Board members to make sure they hear and understand the concern that a 
congregant is raising with them.  
a. Anyone making a complaint should be encouraged to contact directly someone who can resolve 

the concern rather than involving a Board member as a third party. Board members may assist 
complainants in identifying the person to whom the concern should be directed.  

b. Any further action will depend on the circumstances, taking into account that the Board does not 
resolve complaints not directly related to the Board's policy making and policy monitoring 
functions.  

c. Individual Board members do not have the authority to make any representations that any action 
will be taken, that the complaint will be resolved in a certain way, or that the problem will be taken 
up by the Board as a body.  

3. In considering complaints and criticisms, the Board will keep in mind that its constituency is the 
moral owners of the Church. When voices within the congregation become audible, the Board owes 
those voices its ear, but it also should take into consideration those who are not speaking or cannot 
speak.  

4. The Board will address complaints and inquiries in compliance with the Appendix 3. Board of 
Trustees Feedback Handling Procedure.  

 
M. The following Appendices are included herewith: 

1. Board of Trustees Job Description 
2. Robert’s Rules for Small Boards 
3. Board of Trustees Feedback Handling Procedure 
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Appendix 1: UCE Job Description, Member, Board of Trustees 
 
 
 
 

Duties of the Board of Trustees: The Board, on behalf of the congregation, is the steward of 
UCE, its mission, and its future. The Board works collaboratively with the Executive Team and 
must listen, conceptualize, discern and act with understanding and foresight. Members of 
the Board must become fully informed about the issues, challenges and opportunities facing the 
congregation and prepare themselves to represent the best interests of the congregation as a 
whole. 

 
As stated in the UCE ByLaws, “the Board of Trustees shall establish congregational policy and 
have general charge of the property of the congregation, the oversight of its ordinary business 
affairs, and the control of its administration.” 

 
In so doing, the Board of Trustees is guided by the mission of the congregation, “Nurturing the 
human spirit for a world made whole,” a mission requiring the Board to be mindful of both the 
congregation as well as our greater community. The role of the Board is to lead the 
congregation such that, individually and collectively, the members of the congregation can be 
their best selves as they work together within our religious community and in the world at large. 

 
Each trustee commits to accomplishing the duties of the Board with tolerance, respect, 
commitment, reason, honesty, and energy using the democratic process. The Board will 
operate with clarity and openness in its governance of the church. Members of the Board 
commit themselves to civil discourse in their deliberations and a code of right relations among 
themselves and with the Executive Team, staff, and members of the congregation. (See the UCE 
Covenant of Engagement.) 

 
 
 
 

Job Description:  Each non‐officer trustee should expect to spend a minimum of six hours per 
month in carrying out his/her duties, with leaders of major initiatives spending additional time as 
needed. About half of the time is directly related to preparing for and attending monthly board 
meetings, and the other half is related to involvement with working groups, committees, or in 
execution of other responsibilities. 

 
The president of the Board should expect to spend an additional 15 hours per month, or more, 
in carrying out his/her duties. The vice‐president/president‐elect should expect to spend ten 
or more hours per month. The treasurer should expect to spend an extra 4 to 6 hours per 
month, with more time needed during budget preparations. 
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The duties of each trustee fall into four broad categories: leadership, participation, 
preparation, and communication. 

 
 

Leadership 
 

• Board members should act as leaders within the congregation 
• Board members should give to the congregation as generously as they are able 

of their time, talents and financial resources 
Board members are expected to foster a culture truly beyond valuing diversity of 

thought versus tolerance and acceptance by speaking up when in the presence of 
derogatory language or assumptions of shared thought 

 
• Board members should actively encourage involvement in multiple aspects of UCE, 
leading by example 
• Board members are expected to take the initiative to warmly greet visitors and engage 

new and long‐term members and friends in conversation 
• Board members are expected to lead within the board structure by being willing to 

lead a working group or initiate an activity or board discussion, in coordination with 
the President, related to an area of their interest 

• Board members are encouraged, but not required, to have involvement with one 
or more charitable organizations in the community, acting as a bridge between 
the organization(s) and UCE as appropriate. 

 
Participation 

• Attend monthly meetings on the third Wednesday of each and every month 
• Attend the June Retreat (Friday evening and Saturday) and any other scheduled Board 

Retreat, special session or training 
• Attend meetings/conference calls of working groups you may be assigned in facilitating 

the goals of the board and to find substitute board members to attend in your absence. 
• If you are an Executive Committee member, attend meetings on the first Wednesday of 
each and every month 
• Attend and participate in Congregational Meetings including the Annual 
Congregational Meeting in May 
• Represent the Board in activities such as Board Greeter at Service, attendance at 

memorial services for congregation members, and participation in meetings or 
events of significance within the community or with denominational representatives 

• Participate in church activities germane to reaching the goals of the board (e.g., be a 
visiting steward for the pledge drive). If you are in your second or third year, be 
available to mentor a first‐year Board member 

‐  Initiate and complete at least one One‐on‐One Conversation with a non‐Board member 
once every 6 months 
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Preparation 
• Prepare for monthly meetings. Preparation time before meeting varies, but 

includes reading all material in the board packet typically sent out 4‐5 days prior to 
each meeting, prepare reports and presentations as needed, complete any action 
items assigned from previous meeting, and discuss any aspect of the agenda with 
members of the congregation and/or other board members so as to come fully 
prepared to participate in the business of the board. 

• Become familiar with UCE policies, procedures, and guidelines 
• If part of a Board working group or other committee work, fully prepare and 

complete the action items assigned. 
 

Communication 
• Willingly accept the role of communicating news and activities of UCE with 

other members of the congregation individually and in small group settings 
(Linkage with members) 

• Actively learn of the activities and major events of UCE through on‐going dialogue 
with staff, reading all written and electronic communications, and reviewing the 
UCE website at least monthly 

•   Develop a broader understanding of current UU denominational affairs, with      
participation in District Assembly and General Assembly recommended at least once  

 during term as trustee 
• Solicit opinions and feedback from members of the congregation on general and 

specific aspects of church life so as to maintain a broad understanding of the views 
held within the congregation (Linkage with members) 

• Support the decisions of the Board to the congregation, and speak with unity of voice. 
 
 

Education 
• Learn about Policy Governance through books, articles, workshops. 
• Become familiar with the webpages on Leadership and Governance on the UCE 

website. 
 
 

 
 

Qualifications: 
 

• Must be a voting member of UCE 
• Desirous of actively moving UCE towards fulfilling our mission by being an 

active participant of the Board 
• Ability to be a visionary thinker about the future possibilities of UCE 
• Ability to understand the big picture of the needs of the congregation as a whole, as 

it is now and as it will be in the future, rather than representing individual or small‐
group interests or preferences. 
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• Willing to expand and maintain an on‐going awareness and understanding of the needs 
and viewpoints of congregation members 

• Ability to work collaboratively and cooperatively in a group 
• Ability and willingness to participate assertively, with moral courage, in board 

decision‐ making process 
• Ability to accept and use appropriate authority 
• Ability to accept and affirm the leadership of others when appropriate 
• Ability to attend and prepare for all meetings of the board, via online resources. 
• Ability to attend and prepare for all meetings/conference calls based on being an 

active member of one or more working groups. 
 

Length of Commitment: 
 

Trustees serve a three‐year term beginning with participation at the June retreat 
followed by the first formal Board meeting in July. If committed to Board President 
track, term may require an additional year of service. Trustees may serve a second 
consecutive term in accordance with the bylaws. 

 
Support provided: 

 
• New board member orientation by the President and Vice President in May or June 
• Board retreat in June 
• Mentorship by other Board member during first year as trustee 
• Occasional leadership workshops and retreats through Midwest District or UUA 
• Staff/clerical support 
• Ministerial spiritual support 

 
 
 
 

Reviewed: 02/12/2004 
Reviewed: 10/22/2008 
Reviewed, rewritten, and approved: 12/15/2010 
Reviewed: 09/xx/2013 
Reviewed, edited and approved: 03/18/2015 
 
 
Copy – UCE Governance Book 
Saved: mynetworkplaces/uceserv/policies 

 
 
 
 
 
 
 



23 
 

 
  



24 
 

Appendix 2: Roberts Rules of Order: Parliamentary Procedure in Small Boards 
 
Parliamentary Procedure for Unitarian Church of Evanston  
Board of Trustees  
UCE Board meetings will be conducted using Robert’s Rules of Order, 11th Edition Newly Revised, favoring the 
section on modified parliamentary rules for small boards (pages 486‐488). The “Procedure in Small Boards” states 
that “in small boards, most parliamentary rules apply, but certain modification permitting greater flexibility and 
informality are commonly applied.” 
The gist is: rules should not hinder business. Some basic procedures are: 
• Motions need not be seconded 
• The chairman may speak in informal discussions and debate and vote on all questions  
• Members may raise a hand instead of standing when seeking to obtain the floor and remain seated while  
speaking  
• Informal discussion of a subject is permitted while no motion is pending 
• When a proposal is perfectly clear to all present, a vote can be taken without a motion’s having been 
 introduced  
• A vote by show of hands can be used as an alternative to voting by voice  
These procedures are being stated simply so Board meetings can be run as efficiently as possibly making best use 
of our time.  
The Vice President will be familiar with the complete rules outside these modifications as they might apply to 
board meetings and actions.  
J.Hartman, B.Nielsen 8/24/2014 
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Appendix 3: BOARD OF TRUSTEES FEEDBACK HANDLING PROCESS 
 
Purpose:  
This guideline is intended to address the Board of Trustee’s dual role in serving as a governing Board and 
providing oversight. The goal is that each Trustee can listen and affirm the concerns of congregants and 
assist them in navigating the appropriate   channels of the organization.  
 
Frequency: Ad hoc  
 
Process:  
When presented with a concern a congregant or a group of congregants, a Trustee will:  
1. Encourage the concerned congregant(s) to address the issue directly with the applicable staff 

member and assist them in identifying which staff member is responsible for the area of concern 
and that staff member’s supervisor on the Executive Team.  

2. When this is not possible or has not resolved the issue, and the congregant or group returns to the 
Trustee, he or she will bring the concern to the Executive Committee through the Board President. 
The Executive Committee will consider and refer as follows:  
• Issues determined to be individual concerns will be addressed directly by the appropriate staff 

member, supervising Executive Team member, or referred to the Congregational Relations 
Team.  

• Conflicts between two or more congregants will be referred to the Congregational Relations 
Team.  

• Issues determined to have broader significance but to be within the administration of the 
church, including but not limited to, worship, programming and scheduling, staff or volunteer 
performance, building maintenance, or rentals, will be addressed by the Executive Team who 
will keep the Executive Committee and Board informed of progress, resolution or barriers 
thereto, and conclusion through their monthly reports.  

• Issues determined to have broader significance but to be systemic or within the governance of 
the church, including but not limited to, strategy and vision, organizational structure, or 
budgeting of resources, will be put on the agenda for discussion at a Board meeting. The Board 
and staff will discuss the issue and reach agreement on any action needed.  

 
The concerned congregant(s) and the Trustee who brought the issue to the Executive Committee will be 
informed of the channel to which the issue has been referred. During Board meetings, Trustees will not 
bring up concerns that are not on the agenda.  
 
The Board recognizes that all concerns cannot be resolved and the process may be concluded without 
satisfaction by all parties. The Board’s goal is that congregant’s concerns are heard and that the process 
of resolution or conclusion is transparent. 
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