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BOARD POLICY MANUAL INTRODUCTION 

Overview 

 

The Board of Trustees [Board] of Cascade Unitarian Universalist Fellowship serves the 

congregation and acts on behalf of the membership to achieve the goals of the mission and vision 

statement with the appropriate use of resources.  The Board partners with the Ministry to lead the 

congregation and hold the Fellowship accountable for the mission and vision. The Board will 

govern using concepts of policy-based governance. 

Introduction to our Governance 

 

Definition: Governance is a collective, democratic process that produces lasting policies 

designed to direct many individual decisions. Fellowship governance refers to the system 

adopted by a congregation for making decisions about articulating and implementing mission 

and vision, ensuring that the Fellowship serves its mission, evaluating Fellowship programs, and 

ensuring responsible stewardship of resources. It is best accomplished through democratic or 

representative bodies, including congregational meetings, the Board of Trustees, committees, 

teams, and task forces. The Board of Trustees is responsible for leading the governance of the 

Fellowship. 

 

Philosophy: The congregation consists of Fellowship members, who are the highest 

governing authority in the Fellowship. Members are defined by their eligibility to vote, which is 

set forth in the Fellowship’s articles of incorporation and bylaws. The congregation elects a 

Board of Trustees to serve as its governing body and calls a Minister to serve as its spiritual and 

administrative leader working in conjunction with the Board of Trustees. The Board serves the 

mission of the Fellowship and, in communication with the congregation, sets policies, establishes 

a mission, creates a vision, develops a strategic plan, and ensures the Fellowship’s financial 

prudence. 

GOVERNANCE STRUCTURE 

The Board and Minister have a Covenantal Relationship 

 

The relationship between the Board and the Minister will be covenantal, based in mutual trust 

support and kindness. They will work collaboratively, discerning their respective roles and 

shared values, and engage each other in deep dialogue with open minds and hearts. 

 

Ministry:  Ministry is the practical work of the Fellowship. The Board represents and leads 

the congregation in the discernment of Fellowship priorities, the stewardship of Fellowship 

resources, and the assessment of the Fellowship’s success in achieving these goals.  Working 

with the congregation and the Ministry Team, the Board leads by:  

 Engaging in continuous strategic planning practices to discern, develop, and 

communicate strategic direction and defining initiatives that will enable the congregation 

to live its mission and achieve its vision. 

 Creating and communicating the Fellowship’s annual vision of ministry. 
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 Developing practices to continuously monitor the Fellowship’s success in living its 

mission and achieving the goals established in the annual vision of ministry. 

 Monitoring the Fellowship’s financial condition and intervening as necessary to assure 

the Fellowship’s financial affairs are prudently managed and that its assets are protected. 

 Directing and inspiring the Fellowship through the careful establishment of broad written 

policies reflecting the congregation’s values, mission, and vision. 

 

Governance:  The Board of Trustees’ focus will be on the long-term mission and well-being 

of the congregation.  It will respect the distinction between Board governance and ministry in its 

decision making.  

 

The Board governs by: 

 Discerning and articulating the congregation’s mission and vision of ministry, and 

respecting the lessons of the past. 

 Setting goals and making strategic choices, including the development of an annual 

agenda. 

 Executing financial oversight to meet its fiduciary responsibility to the congregation. 

 Creating written policies to guide the Board’s and the congregation’s ministry. 

 Monitoring and evaluating the congregation’s and Board’s leadership. 

 Promoting transparency, collaboration and inclusiveness in all areas of Fellowship 

leadership. 

 Delegating responsibility and authority.  
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Board-Ministry Relationship in Policy-based Governance 

 

 Ministry is best accomplished through an empowered congregation who share a sense of calling 

to various forms of service. The Minister as the called spiritual leader is responsible for directing 

the Fellowship’s ministries in accordance with Board policies and the Fellowship’s vision and 

mission. Ministry is carried out by the people implementing the mission of the Fellowship. The 

Board’s official connection to the congregation’s ministry is through the Minister. 

 The Board of Trustees sets policy, and the congregation’s ministry is guided by these 

policies.  

 The Minister is responsible for allocating resources, hiring and supervising staff, 

recruiting volunteers, and providing leadership to serve the mission of the Fellowship. 

 Only decisions of the entire Board, not individual board members, are binding on the 

ministry; individual board members have no authority over the ministry.  

 The Board will communicate with the congregational ministry through reviewed and 

approved written policies. 

Board-Congregation Relationship 

 

Governance at Cascade Unitarian Universalist Fellowship is a covenantal, representative 

democracy, held together by a unified mission.  The Board will strive to maintain strong and 

trusting linkages with the current congregation while respecting our heritage and looking toward 

our future. 

 

The Board and its members have a duty to listen to and be in conversation with the 

congregation.  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.  

 

The Board encourages this relationship by:  

 Holding open Board meetings. 

 Maintaining the Board Policy Manual. 

 Providing minutes of meetings and draft agendas. 

 Posting information periodically.  

 Receiving inquiries, concerns, criticisms, and other feedback at the Executive Committee. 

 Facilitating listening and feedback sessions. 

 Conducting governance education sessions. 

 Sponsoring leadership training sessions. 

 

Complaints, Concerns and Grievances:  Complaints and concerns should be taken directly 

to the person or committee that can solve the problem. Board members may assist in identifying 

the person to whom the concern should be directed. Triangulation is manipulation tactic where 

one person will not communicate with another person, instead using a third person to relay 

communication thus forming a triangle. Triangulation is an unhealthy approach to problem 

solving.  
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Executive Committee:  The Executive Committee serves as a link/interface between the 

congregation, minister and Board. Members include the President, Vice President, Secretary, 

Treasurer and Minister.  

The Executive Committee: 

 Serves as a link between governance and ministry 

 Assists the President in planning Board and congregational meeting agendas. 

 Welcomes other board members and congregants to attend Executive Committee 

meetings. 

 Discerns or responds to requests from Board members, committees, or congregants. 

 Meets to act on non-policy decisions that need immediate resolution and for the timely 

transaction of business. 

 Recommends delegates to regional and national meetings and attendees for the 

educational or leadership opportunities, including the Russell Lockwood Leadership 

School. 

BOARD OF TRUSTEES 

 

Members of the Board of Trustees aspire to understand and enact the vision and mission of the 

Congregation.  

Board Member Pledge to the Congregation 

 

Trustees will: 

 Be active members of the Fellowship.  

 Engage with members of the Fellowship. 

 Attend Board and congregational meetings and come fully prepared. 

 Respectfully communicate with one another in and between meetings. 

 Be accountable to our bylaws, policies and covenants. 

 Maintain a broad and non-individual vision of the congregation. 

 Be direct, honest and accountable to the congregation. 

 Support the decisions of the Board – “Speak with One Voice”. 

 Recognize that an individual Board Member has no authority over the Fellowship or its 

staff. 

 Respect the confidentiality appropriate to issues of a sensitive nature. 

 Address conflicts directly with the persons concerned, seeking assistance from others as 

necessary. 

Officers 

 

President:  The job of the President is to assure the integrity of the Board’s process. The 

President or their designated representative is the only person authorized to speak for the Board. 

The President ensures that the Board’s behavior is consistent with the Fellowship’s governing 

documents, these policies and those requirements legitimately imposed upon it from outside the 

organization. 
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The President has the authority to make decisions on behalf of the Board that fall within or are 

consistent with Board policies on governance process and the relationship between the Board 

and the Ministry Team. The President’s authority does not extend to supervising or otherwise 

directing the Ministry Team. 

The President: 

 Sets the agenda for Board meetings with the Executive Committee. 

 Presides at Congregational meetings of the Fellowship. 

 Ensures that Board meetings deal with governance issues. 

 Facilitates deliberation that is timely, fair, orderly, and thorough, but also efficient, 

limited to time, and to the point. 

 Follows Roberts’ Rules except where the Board has suspended them. 

Vice President:  The job of the Vice President is to serve on the Board of Trustees and to 

prepare to serve as the President. In the absence of the President (whether temporary or 

permanent), the Vice President assumes all of the duties of the President. They shall serve on the 

Executive Committee and serve on other Board committees or task forces as required. 

 

Secretary:  The job of the Secretary is to assure the integrity of the Board’s record. The 

Secretary is responsible for ensuring, recording, distributing and archiving of accurate minutes of 

Board and congregational meetings.  

 

The Secretary: 

 Checks for actual Fellowship membership before congregational meetings. 

 Maintains the master copy of the bylaws, policies and other Board documents and makes 

them available to the Fellowship. 

 Notifies the Fellowship of congregational meetings. 

 

Treasurer:  The job of the Treasurer is to ensure that the financial operations of the 

Fellowship are in line with best practices and the Fellowship’s mission. The Treasurer monitors, 

analyzes and interprets financial information and records.  

 

The Treasurer: 

 Serves on the Financial Committee and acts as liaison to the Board providing timely 

financial reports. 

 Educates the Board members in reading and understanding financial statements and 

reports. 

 Provides financial reports to the congregation at the annual meeting. 

 Advises Board Members on emerging financial needs, concerns, and policy issues, 

including budget considerations and issues that may reflect on the integrity of financial 

processes. 

 Receives reports of violations of financial procedures or audits. 

 Participates in financial aspects of long-range planning. 
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The President, Vice President, or Secretary may be removed from office, but not from the Board, 

by a vote of two-thirds of the Board. Notice of this action must be provided prior to the effective 

date of the removal. 

CODE OF CONDUCT FOR ALL ELECTED FELLOWSHIP LEADERS 

 

All elected Fellowship leaders will commit to ethical, businesslike, and lawful conduct involving 

their use of authority, their interactions with people inside and outside the Fellowship, and their 

representation of the Fellowship and the congregation. Elected leaders include members of the 

Board, officers, members of the Governance and Nominating Committee, and members of 

special congregational committees.  

Board Covenant 

 

We, the members of the Board, enter into this covenant of mutual expectations for board service. 

We will strive to use both mind and heart as we serve and work together to fulfill the highest 

ideals of our congregation and Unitarian Universalism.  

 

As Board members, we will: 

 Prepare for Board meetings. We will accept responsibility to seek and provide 

information necessary for the Board to make well-informed decisions. 

 Commit to attend Board meetings. We show respect for our fellow Board members by 

bringing our whole selves, being engaged and focused, and honoring our commitments. 

 Participate in Board meetings. We will listen carefully to others, giving special attention 

to ideas and perspectives different from our own. We will speak forthrightly and vote in 

the best interest of the Fellowship’s mission.  

 Share the work of the Board. As active members of the congregation and the Board, we 

will seek opportunities to serve and complete tasks as agreed. We will model generous 

giving of time, talent and treasure. 

 Honor one another with respect and courtesy. We will value the experiences and 

appreciate the skills that each person brings to sustain a positive atmosphere. We will 

extend grace to one another and trust that each is acting in the best interest of the 

Fellowship. 

 Use discretion in communicating about Board discussions. Views and opinions expressed 

by Board members will be kept in confidence.  

 Support our collective decisions.  We will maintain the democratic process and accept its 

outcome.  

 

The Board will review and update this covenant at least annually. 

Conflicts of Interest 

 

 Trustees will 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 Fellowship and its principles.    
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Conflicts of interest arise when a Trustee: 

 Stands to gain or lose financially because of a Board action. 

 Has a fiduciary duty or close personal or business relationship with any person or 

corporation that stands to gain or lose because of a Board action. 

 Holds a substantial property interest or position in a corporation or business, or other 

organization that stands to gain or lose because of a Board action. 

 Cannot set aside his or her personal preferences as an individual consumer of the 

Fellowship’s services to vote on behalf of the whole congregation and its mission. 

 Appears to create divided or conflicting loyalties. 

 

If a Trustee recognizes a potential conflict of interest for themselves or another Trustee, it is the 

responsibility of the Trustee to openly discuss the potential conflict with the Board. The Board 

will decide if the conflict is of enough concern that the Trustee should not participate in the 

discussion and vote. 

 

The Board minutes will reflect the potential conflict of interest and the actions taken to comply 

with the policy. 

 

The Board will annually require its Trustees to sign and acknowledge the conflicts of interest 

policy and disclose any known conflicts of interest. (See Appendix) These acknowledgements 

will be kept by the Secretary and made available to any member of the congregation who 

requests to see them. 

Discipline and Removal of Board Members 

 

 The Board acknowledges that circumstances may arise that make it appropriate for a Trustee to 

be removed from the Board. The following are examples of what may prevent the Board from 

functioning effectively and require removal of a Trustee:  neglect of duty, obstructive behavior, 

chronic absence, illegal or unethical behavior, or undisclosed conflict of interest. 

 

Members of the Board of Trustees are responsible for complying with the Bylaws, Board 

policies, the Board covenant, and for carrying out other tasks they have committed to in their 

roles as Trustees. They must also avoid any activity, decision or organizational circumstance that 

violates commonly accepted business and professional ethics.  

 

Advocating for an unpopular position or viewpoint is not a valid reason for removing a Trustee 

from the Board.  However, if a Trustee consistently disrupts meetings with behavior that 

contradicts the Board’s Covenant or otherwise prevents the Board from performing its duties, 

removal may be appropriate. 

 

A Trustee who has been absent from three (3) consecutive, regular meetings of the Board 

without just cause, as determined by the Board of Trustees, will automatically vacate their seat 

on the Board. The Board may waive this requirement for a Trustee by a two-thirds (2/3) vote.  

 

A Trustee may request a leave of absence from the Board, not exceeding three months’ duration, 

based on health, work-related or other reasons that have created an inability to participate fully 
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during the current term. A Trustee who is granted such a leave can maintain formal membership 

on the Board but will not be included for purposes of determining a quorum. 

 

 

Illegal or unethical behavior will provide grounds for removing a Trustee from the Board. Board 

policy prohibits misconduct and dishonesty, which includes: 

 Theft or other misappropriation of assets, including Fellowship assets and assets of any 

organization or individual. 

 Intentional misstatements, alteration of Fellowship records or misrepresentation of 

Fellowship operations. 

 Forgery or other alteration of documents related to Fellowship operations. 

 Fraud or other similar unlawful acts. 

 Violations of confidentiality. 

 Any illegal activities reflecting adversely upon the Fellowship’s reputation, with the 

exception of non-violent civil disobedience by Trustees who take positions of conscience 

that are consistent with Unitarian Universalist principles.  

Replacement of Board Member 

 

Any vacancy occurring on the Board of Trustees by reason of the death, resignation, or removal 

of trusteeship will be filled by appointment by the Board President. The President may consult 

with the Nominating Committee. Approval of the replacement by a majority of the trustees 

attending the next Board meeting is required before service for the unexpired term of the vacant 

position begins. If the appointment is for more than one year the appointed member will be 

confirmed by a majority vote of the membership at the first congregational meeting following 

their appointment. 

 

Voluntary resignation by a Board Member requires written correspondence, dated and addressed 

to the Board.  

BOARD STRUCTURE 

Board Meetings 

 

All meetings of the Board of Trustees will be open to anyone who wishes to observe, except 

discussions of the following issues will take place at closed meetings:  

 Personnel matters. 

 Any matter concerning specific individuals in the congregation. 

 Negotiations, litigations, potential litigations, or claims.  

 

A record will be kept of all the matters brought before the Board and votes taken.  The record 

will be made available to the congregation. Records of closed meetings may be maintained in a 

confidential file. 
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Board Committees & Task Forces 

 

The Board may establish working groups to help it carry out its responsibilities.   At the Board’s 

specification, these working groups may operate as standing committees or time-limited task 

forces.  In general, committees and task forces report to the Board, while ministry teams report to 

the Minister. Working groups will not speak or act for the Board or exercise authority over staff. 

Trustees or Officers serving on working groups participate as equal members. They will not 

serve as Chair. 

 Committees and task forces may be formed by the Board as needed.  The Board will 

create a written charge outlining specific objectives, restrictions, and time frame 

(Template in Appendix A). 

 All standing committees must have a charter outlining the specific objectives of the 

committee approved by the Board (Charters in Appendix B).  

 

The standing committees of the Board are: 

 Governance Committee. 

 Finance Committee. 

 Stewardship Committee. 

 Fundraising Committee. 

 Nominating Committee. 
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APPENDIX A – CHARTER TEMPLATE 

Introduction  

 

The Charter clarifies the Working Group’s relationship to the mission and purpose of the 

congregation. This is the big picture statement of what the group is to do. 

 

Charters are worth the time they take to write. Groups function best when they know what is 

required of them; people like clear expectations for a job. Being part of a working group engages 

and empowers people to get work done. A Charter with a clear charge keeps the group focused 

toward its goal. A Charter enables the group to showcase their efforts to the Board/congregation 

and allows tracking of progress. For a Work Group to do a good job, we need to start with a 

fabulous Charter. 

 

The Charter: 

 Delegates specific authority from the Board. 

 Sets the goal and purpose for the work group. 

 Defines roles and responsibilities. 

 Defines expected communication and reporting. 

 Defines structure and membership. 

 Sets boundaries, timelines, expectations, and benchmarks. 

 Provides guidelines for measurements and evaluation. 

 

The Board decides how involved it will be in defining the specifics of a Charter.  Some groups 

may design portions of their own charters. All Charters will be approved by the Board. 

 

Work Group Definitions 
 

Committee:  Appointed by the Board to help it accomplish an ongoing responsibility.  A 

committee gathers information, drafts policy, and does the ongoing governance work delegated 

to it by the board. They have regular meetings, majority votes, minutes, and communicate with 

the Board. A committee improves the Board’s performance. 

 

Team:  Gathered based on people’s passion to support a ministry of the fellowship. Teams 

exist to produce practical results for the fellowship and the community. Some meet regularly to 

perform tasks such as planning worship, pastoral care and education programming. Other teams 

meet as needed to perform functions such as maintenance, administrative or logistical tasks. 

Teams are accountable to the Ministry/Minister. 

 

Task Forces:  Created to accomplish a specific detailed and complex task. Task forces are 

comprised of individuals with the necessary skills to accomplish a goal that could not reasonably 

be accomplished by the creating entity. They tend to be short term. Reporting is determined by 

the charter. 
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Building the Charter 

 

There are a number of various headings with items under each.  These are designed as triggers 

for the organizer of the Charge to include what seems necessary.  Not each charge will need to 

contain all of the items.  Also, a Work Group can be given their Purpose or Goal and then asked 

to fill in their own items for the parent to approve.  The key is for the parent and the work group 

to clearly know what, why, who and when.  

 

Charge:  This is the big picture statement of what the Group is to do.  This statement should 

define the Work Group and delegate specific authority from the board.  The charge defines the:  

 Purpose or role – the reason for which the Work Group exists in furthering the vision and 

purpose of our congregation. 

 Primary goal – the first or most important goal 

 Objectives – the result that is to be accomplished 

 

Responsibilities:  Specific responsibilities may include:  

 Building a mission statement or charter. 

 Defining tasks and responsibilities. 

 Stating the specific strategies for achieving objectives. 

 How and when it communicates to the Board. 

 UUA.com:  search on Meetings that Work.  

 

Communication and Reporting 

 
Members:  The charter should include: 

 A list of the Group members, or types of interests desired to be recruited, as well as the 

staff supporting the committee, if any.   

 Details of who is chair and co-chair or how they will be chosen.  

 How long members and officers serve,  

 How people join the Group, whether through a vote or an appointment.  

 What to do in case of a vacancy 

 

Meetings:  The charter will:  

 Detail the frequency and length of the meetings. 

 Outline responsibilities between meetings, 

 How the members will communicate with each other 

 Define a quorum 

 Assign a member to summarize meeting activities? 

 
Measurement:   
 The Group and the Board will agree on the goals and objectives.  Decide how often the 

assessment will occur and in what form. 

 
Funds:  The Board will specify what funds are available for the groups work.  Once 

organized, the group will better understand their specific needs and request a budget for future 

efforts.  
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APPENDIX B – STANDING COMMITTEE CHARTERS  

 

Finance Committee Charter 

 

Purpose:  The Finance Committee quantifies the dreams of the membership.  Monthly 

meetings are used to draft fiscal policy and assist the Board in reconciling church goals to its 

financial performance. 

 

Membership:  The Finance Committee is composed of at least five (5) CUUF members with 

experience and interest in financial management. The chair will be chosen by the members of the 

committee at the first meeting of the fiscal year. Members will serve by invitation for no more 

than five (5) years.  The Minister and Treasurer will serve as committee members, but will not 

chair the committee. In the event of a vacancy, the chair will submit candidates to the Finance 

Committee members for approval prior to extending an invitation to join.  
 

Commitment:  Members commit to participate for at least two years. A Member who has 

two consecutive unexcused absences will be deemed to have vacated their position.  Committee 

members are expected to attend a majority of Finance Committee meetings each year and to 

consider participation in task forces and ad hoc groups.  Committee members sign a conflict of 

interest and confidentiality agreement annually. 

 

Meetings:  Monthly meetings will be held on the first Thursday of each month from 

September through June.  Regular meetings will last approximately 60 minutes.  Additional 

meetings will be scheduled as required.  A quorum of 60% is required to transact business. 

 

Responsibilities:  The Finance Committee: 

 Advises the Board on the efficient and effective financial management of the 

Fellowship’s resources. Budget design and maintenance, investments, gifts, and bequests 

are specific responsibilities. 

 Reconciles the Board goals to the pledges and other revenue sources prior to the annual 

budgets presentation to the Board and Fellowship.  

 Initiates, develops and reviews financial policies for presentation to the Board.  

 

Reporting and Review:  The committee chair summarizes the committee’s activities in a 

monthly report to the Board of Trustees. The Finance Committee will submit a detailed report to 

the Fellowship at the Annual Congregational Meeting. The Board will review the Committee’s 

activities annually.  

  

 


