Wait for new MT interpretation from David
Unitarian Society of New Haven
Minutes of the Meeting of the Board of Trustees
April 11, 2019

Accepted May 9, 2019

Board Members Present: President - Peggy Myers, Vice President - Al Bosch,
Treasurer - Linda Mehta, Clerk - Pamela Miller, Past-President - Dan Gelperin, Ex-
Officio — Rev. Megan Lloyd Joiner, At Large: Jeannette Faber, Craig Machado, Bobbi
Pace, Pat Trotta, Dan Wade

Board Members Absent:
Others Present: G. Heuss-Severance, D. Stagg

Gather:

P. Myers called the meeting to order at 6:30 pm. B. Pace read Opening Words for a
Leadership Team by Gina Whitaker for the chalice lighting. Attendees read the
covenant. This was followed by a life event check in and a check in with each person
answering the question, “What is one of your happiest springtime memories?”

Changes to the agenda:
Move the ministerial search update to the end of the meeting.

L. Mehta will give a brief financial update.
Assess the Past:

Minister’s report
The Minister’s report is attached at the end of the minutes.

We will put up cones on Sunday’s to control parking. We are getting bids for a 4-foot-
wide paver path to Mishkin Israel. We are asking for contributions from Mishkin Israel.

A Who to Contact List is being developed. It will be placed on the web site and
distributed to members. It is a living document which can be edited as needed. The
member list has been updated this week.

Monitoring of policies
MT Interpretation of Policies 1.5 and 1.6 is attached at the end of the minutes. MT does
not provide monitoring reports for these policies.

MOTION - D. Gelperin, to accept the amended MT interpretation of Policies 1.5 and
1.6; SECONDED - B. Pace;
PASSED unanimously, 10 in favor, 0 opposed, 0 abstentions



MT Interpretation of 3.1-3.4 is attached at the end of the minutes.

MOTION — A. Bosch, to accept the MT interpretation of Policies 3.1-3.4; SECONDED -
C. Machado;
PASSED: 9 in favor, 0 opposed, 1 abstention

Discussion of how we proceed with financial reports

The treasurer holds the quarterly reports until the finance committee has approved
them. Some of the lines are consolidated for ease of use. More detail can be provided if
requested. Explanations are provided for any exceptions to the rate of expenditure. No
problems leap out.

Create the Future & Learning:
A look at the 2019-2020 budget so far

The budget is attached at the end of the minutes.

The Best Estimate for pledges is $458,000. We started later than last year. We can't tell
when it will reach the estimated value. Fundraising of $2500 will be done for CONECT.
We are asking Endowment to increase funding to 3% because of the unusual events.
We think that larger pledges tend to come in first. That analysis has not been done.
Under half of the pledge units have pledged to date.

UUA recommends $10,000 for the ministerial search. UUA program requested $29,668.
The board’s responsibility is to express priorities. The congregation approves the
budget. We need to decide how to handle project fundraising. We have to advocate with
the congregation to meet our priorities.

A COLA has been added for staff. The salary for the interim minister needs to be
reviewed. SJC budget has been adjusted to reflect the addition of CONECT. Some
funds would be closed to meet expenses. Unrestricted Net Assets can be used for one-
time expenses such as the ministerial search.

Part time Pastoral Care and Publications Coordinators have been dropped to ease the
deficit.

Prioritization is important. The Finance Committee thinks the pledge amount is overly
optimistic. What is the best way to give budget guidance to the MT.

Can the budget be revisited later in the year?
Motion - A. Bosch, to charge the MT to try to find funding for a Pastoral Care

Coordinator; Seconded - B Pace;
PASSED, 5 in favor, 3 opposed, 2 abstentions



Stewardship report and challenge
A graph of pledge totals vs time is attached at the end of the minutes.

The Stewardship Campaign will officially end at the end of the month. Calling will be
done next month. A donor has offered funds to match.

An update on the Interim minister search with timeline

Our application is on line. There is a short time of inactivity. Minister’s deadline to
submit interest April 27. Information is released to congregations on April 29. May 13 is
the deadline to submit our choices. We put in our offer on May 15. A second round will
repeat the process if needed.

How is overall process of separation from Rev. Megan going?

Is there anything that we should be doing? Most conversations have been individual,
not on systemic issues.
Nobody attended the last Sunday morning meeting for the congregation.

Board rep after 10:30 service:
4/14 — C. Machado
4/21 — P. Trotta
4/28 — J. Faber
5/5 — D. Gelperin

Consent Agenda:

Minutes from Board meeting on 3/14/19

Minutes from Congregational Meeting 3/31/19

MOTION - D. Gelperin, to approve the consent agenda; SECONDED - A. Bosch;
PASSED: 10 in favor, 0 opposed, 0 abstentions.

Announcements:

4/23/19 6:30PM - Zoom interview with UUA — here at
USNH - Children’s Chapel

5/5/19 Congregational Vote on Committee — Votes will be counted
that day; results will be sent to the board.

5/7/19 6:30PM Meeting at USNH to finalize make-up of
the MSC. Room 207

5/9/19 6:30PM Regular Board meeting

5/28/19 6:30PM Exit Board conversation with Rev. Megan



Children’s Chapel
Posters of candidates should be on the web site. Absentee voting will be allowed.

Thank you’s:

Adjournment:

MOTION — A. Bosch, to adjourn; SECONDED - B. Pace;
PASSED unanimously, 10 in favor, 0 opposed, 0 abstentions
The meeting was adjourned at 8:33pm.

Attachments:

Minister’s report

Interpretation of Policies 1.5 and 1.6
Interpretation of Membership policy 3.1-3.4
2nd quarter report

2019-20 Operating Budget v2

Pledge progress




Minister's Report
April 11, 2019
Rev. Megan Lloyd Joiner

State of the Congregation (recent successes, challenges, observations about the congregation s functioning in
relafionship to the mission, minisiries, members, staff, or other Board concerns)

My focus has remained on being present to the needs of members, staff and leadership as we prepare for my
departure in June. I will be prepanng an extensive exit memo to pass on to the interim minister as well as the
mncoming settled mimister. In addition, I will be leaving both hard and soft copy files with Management Team,
staff and for the new ministers.

Members of the congregation continue to make appointments with me to discuss their feelings around ny
departure. These meetings have been powerful and deeply moving.

Major Accomplishments (Large, new, or not regular-duty prajects)
The congregation voted to remain in CONECT.

Primary Ministrv Focus (4reas of intellectual, mental, or spiritual study)
- April’s Theme of “Wholeness™
- Easter/Passover/Earth Day (all fall on Aprl 21)
-  Studymg examples of “leaving well”

Upcoming Time Awav (vacafion, study leave, ULMA or UL gatherings)
- I'will be away on vacation April 12-17.
- I'will attend a UUMA regional gathering on May 1. (Qam-3pm)

inot exhausiive)
Counseling and Pastoral Care
* My main focus is making time available for pastoral meetings and a number of people have already had

or made meetings with me to discuss my departure or other pastoral concems not related to the

# The Lay Ministry Team recently changed their name to Pastoral Care Associates.

Practical Arts (adminisiration, organizational development in and out of congregation, management of staff,
attention to detail, support and leadership development, recognition and appreciation of others, delegation of
responsibility and authority, follow through and complation of tasks, time management, atfention to finances,
Sundraising, finding ministry, public relations and publicity skills, ability to werk with boards and commitizes,
clarity of roles, attention fo long range plans, eic.)

# The MT will be presenting a draft budget to the Board on Apnl 11, 2019. This budget 15 still in review.
# The Stewardship Committee has focused on a goal of 100%: participation. After the drive, the team will
discuss how they want to share Stewardship for Us Consultant Liz Coit’s report with the congregation.

Organizational Ministry (infegration of new members and clients, creates a welcoming environment,
encourages a sense of community, encourages growth, supports broad variety of programs, imvolvement of



Organizational Ministry {infegration of new members and clients, creates a welcoming environment,
encourages a sense of community, encourages growth, supports broad variety of programs, invelvement af
others in planning and conducting programs, nuriures lay leadership, professional presentation of self] pastors
fo variows age groups, efc )}

+  We will hold new member classes agam in Apnl 2019, We will likely have about 3 new members on
May 58

* [ have worked with Nominating Committee to provide names for nominations this year with the
hopes of bringing new and especially younger members into leadership.

Personal and Professional Growth
* Contimung to work with my coach, spiritual director and mentor.

Teaching
» Iled one Common Read discussion on March 3. The second was snowed out.

Worship

Sermons Preached Services Led

February 10 — “Trusting Hearts™ (mmlti-generational)}
March 3 — “Where We've Been™

Lay Led Services
Febmuary 24 — Wild and Precious Life, Rich Stockton

Guest Preacher Services
Febmary 17 — Broce Enotts, UTJ-UNO

March 10 was canceled due to ice and snow
Aftendance —

February 10 -

Total Returning Visitors- 11

First Time Visitors- 4

Total Congregants in Attendance - 242
Total Children- NA

Total RE Teachers- NA

Total Attendees - 257

February 17 -

Total Retuners- 12

First Time Visitors- 2

Total Congregants in Attendance - 163
Total Children- 27

Total RE Teachers- 7

Total Attendees - 211




February 24 -

Total Fetuming Visitors- 13

First Time Visitors- 9

Total Congregants n Attendance - 170
Total Children- 56

Total BE Teachers- 17

Total Attendees - 265

March 3 -

Total Fetuming Visitors- 17

First Time Visitors- 3

Total Congregants in Attendanece - 222
Total Chuldren- 55

Total FE Teachers- 14

Total Attendees - 311

March 10 — canceled

Denominational Activities
- Thosted a successfinl UUMA cluster meeting at TTSNE on 2/20

Prophetic Outreach
- nothing to report at this time

Bespectfully Submitted by Rev. Megan I loyd Jomer




Policy Governance Sections 1.5 and 1.6 Interpretations

L5 Financial Planping/Budgeti

With respect to financial planning, the Management Team may not jeopardize the programmatic or
fiscal integrity of the Unitarian Society of Mew Haven. Accordingly, the Management Team may not
cause or allow fizcal projections that:

a. Contain too little detail to enable reasonably accurate projection of revenues and expenses,
separation of capital and operational items, and disclosure of planning assumptions.

MT Interpretation:

The MT will continue to use and improve upon the methodologies currently in place to provide

information to the Board about financial planning and budgeting. Projected expenses will be

based on experience over the previous 2 — 3 years adjusted to accommodate projected changes

in the upcoming fizcal year. Revenues will be bazsed on historical experience and projected

changes in the coming year. Planning assumptions will be documented. The MT will routinely
seek the advice of the Finance Committee on financial matters

b. Deviate materially from Board-stated priorities and requirements (see Ends policies) in its allocation
among comipeting fizcal nesds.

MT Interpretation:

Az noted in the interpretation of PG 1.6.a., it is the MT's conclusion that when examining the

details of our budget, all of the budgeted expenditures contribute to one or more of the Ends. It

is also true that some Ends will have higher priority than others at different points in time, as
determined by the Board.

Approved by the Board: May 14, 2015

MT Interpretation Approved by the Board: January 14, 2016
121 Budgeting
The Management Team shall not fail to:

a. Use realistic assumptions of income and expenses when creating budgets.

MT Interpretation:




As stated in 1.5.a., assumptions of income and expensges will be based on historical experience
and projected changes in the upcoming year.

b. Create an annual operating budget for congregational approval at the Annual Spring Meeting of the
Society.
MT Interpretation:

An operating budget will be submitted to the Board for review at the Board meeting prior to the
Annual Spring Meeting of the Society, when it will be prezented to the congregational for
approval.

¢. Create an annual capital budget with the means to pay for cne to present for congregational
approval at the Annual Spring Meeting.

MT Interpretation:

The term *Capital assets” is interpreted to mean the property, buildings, equipment and
furnizhings of USHNH. Capital expenditures to acquire, improve, or replace capital assets will be
included in the capital budget. At the discretion of the Management Team, expenditures below
the amount of $500 (the “capitalization threshold, in accounting terms) may be funded from the
annual operating budget. An annual capital budget based on the Management

Team's best estimate of needs, associated costs, and the means to pay for these items will be
developed and presented to the Board for review at the Board meeting prior to the Annual
Spring Meeting, when the annual capital budget will be presented to the congregation for
approval.

d. Consider multi-year financial projectiong and events that affect future operating income and
expenditures and future capital expenditure requirements.

MT Interpretation:

“Multi-year projections” is interpreted to mean 2 — 3 years. Otherwise no interpretation
required.

Approved by the Board: May 14, 2015
MT Iinterpretation Approved by the Board: January 14, 2016

e. Allocate all monetary gifts which are not designated for a specific fund or endowment to
“unrestricted gift/donations”.

Approved by the Board: February 11, 2016
1.5.2 Reserves

1.5.2.1 Operating Reserve




The Management Team shall not faill to establish an operating reserve to cover fluctuations in cash
flow. The specifications for this reserve are:

a. The reserve shall be equal to 15% of the annual operating budget.

b. The approved amount must be deposited in a liquid, conservative, interest or dividend eaming
account.

c. The operating reserve shall be secured annually as part of the budgeting process.

1} When in surplus, funds from the operating reserve can be shifted to other reserve funds, or to
the operating budget, upon approval from the Board.

2} When in deficit, funds must be shifted from other reserve funds, or the operating budget.
MT Interpretation:

A portion of the The-squivalent-of 3-monthe-of annual operating expenses (currently 15% of the
annual operating budget) should, on average, be held in insured bank accounts, including

checking, money market and CDsg, to cover regular operating expenses and urgent/'emergency
expenzes. It is recognized that cash flows are variable over the course of the year and that there
will be months where income exceeds expenses and other months where expenses exceed
income. Therefore, the cash reserve may be expected to dip below the 15% number or to exceed
it at different times during the year. At least once a year, in July or August following the year
end closing of the budget, it shall be determined if available liquid funds are equal to 15% of the
approved operating budget for the year. If there is less than this amount, a plan should be put
forward for how the amount can be brought up over a reasonable timeframe. It is not
envisioned that the approved operating budget would be immediately reduced to restore the
15% operating reserve. What monies may be counted toward the 46% operating reserve?

a. In the most conservative interpretation, the liguid funds that are counted toward the 468
operating reserve do not include monies held in temporarily restricted funds {e.g., Emerson,
McTigue, Music, &ess, Donations and Memorial Gifts, etc), the Capital Fund, and the
Endowment funds.
MT Interprefation Approved by the Board: August 11, 2016
Revised MT Inferpretation Approved by the Board: May 11, 2017
Policy Approved by the Board: May 11, 2017
1.5.2.2 Capital Fund

The Management Team shall not fail to establish a capital fund for planned and unexpected facility and
equipment expenses.

Approved by the Board: May 14, 2015
MT Interpretationg

Mo Interpretation required




1.5.2.3 Cash Management
The Management Team shall not fail to:

a. Af least yearly, assess the liquid funds
b. Assess the potential uses for any surplus that exists over the amounts needed for the operating
budget plus operating rezerve, taking into consideration capital needs and multi-year planning.
c. Consider investing any surplus monies into the Investment Fund managed by the Endowment
Committee on behalf of USNH.
i.  This Investment Fund iz not considered part of USMH's Endowmient and is not subject to any
endowment restrictions.
ii. Because the Invesiment Fund iz designed as a longer-term investment instrument, the
Management Team should consider those implications when deciding on investment.
fii. The Management Team shall maintain authority and accountability over these funds and
miay be allowed to withdraw from the Investment Fund at any time to cover unexpected
emergency expenses with notification to the Board that such withdrawals are being made.
iv. Additionally, the Management Team may conzsider the monies in the Investment Account as
potential sources of funding for future proposed operating or capital budgets.

Approved by the Board: May 12, 2016

1.6 Financial Condition and Activities

With respect to the actual, ongoing condition of USNH's financial health, the Management Team shall
not cause or allow the development of fiscal jeopardy. Accordingly, the Management Team shall not
allow:

Financial expenditures to deviate materially from the Board's Ends priorities
MT Interpretation:

On the one hand, the introductory sentence for section 1.6 states that the issue is preventing
fizcal jeopardy, implying a concern about expenditures exceeding budgeted limitz or funds
being lost or mishandled. On the other hand, this “1.6.a." statement seems to be concerned not
with any amount or mishandling of funds, but with the purposes (“the Board's End's priorities™)
for which the funds are spent. In examining the details of our budget, we find it quite
straightforward to conclude that all of the budgeted expenditures contribute to one or more of
the Ends. it iz alzo true that some Ends will have higher priorty than others at different points
in time (though that will not be defined by the MT). All in all, for an introductory interpretation,
prior to deeper discussion with the BOT, we have chosen to focus on the fiscal jeopardy
question of actual amounts of expenditures compared to budgeted amounts.)

Teasing apart our Ends, one could argue that our prionties include both discretionary and non-
digcretionary (legally obligated, safety-related, property asset protection) expenses related to
staffing and facilities for worship, pastoral care, lifespan religious education, social justice and




right relations. “Deviate materially” is interpreted as meaning “to exceed by more than 10%" of
the budgeted amounts for such expenses. It is recognized that unanticipated but unavoidable
circumstances may cause non-discretionary expenses to exceed 10% of budgeted amounts,
thereby placing us out of compliance with this limitation.

Discretionary expenditures to exceed the amounts budgeted in the cument fiscal year without
Management Team evaluation and approval.

MT Interpretation:

Discretionary expenses above budgeted amounts may not occur or be committed to by staff or
committees without submission and approval of a Request for Funds application. It is the
respongibility of staff and committee chairs to manage their discretionary budget items within
approved limits. During the year, they may reallocate funds among discretionary line items
within the overall total of the discretionary spending in their respective budget domains. [An
explanation of reallocated discretionary funds should be provided at year end.]

Unbudgeted dizcretionary expenditures to exceed $2,500 in any one fiscal year without approval of the
Board.

MT Interpretation:

Any item qualifying under 1.6.b above which exceeds $2500 will be brought to the BOT.
Settlement of payroll, employes benefits, and bills to deviate from timely payment.

MT Interpretation:

“Timely payment” iz interpreted as the payment schedules set by law, regulation, and for
contract for the particular items owed for payment

Resfricted funds to be used for purposes other than those specified by the donor.

MT Interpretation:

Ho interpretation required.

Mon-contracted program and facility expenses projected to be more than 32,500 to be paid without
procurement and evaluation of two or more price proposals or by getting approval from the Board for a
sole-source justification.

MT Interpretation:

The standard procedure is to find at least two price proposals. However, if an urgent/emergent
event occurs, the MT may arrange for repairs to be performed as soon as possible by a qualified
contractor who is prepared to do the work. The BOT will be notified that we are out of
compliance.

Fundraizing activities without approval of the Management Team.
MT Interpretation:

Established annual fundraisers, whether for USNH or by USNH groups for outside charities and
causes, are assumed to have received BOT approval in earlier years and are “grandfathered in™




until such future time as the MT calls for an overall evaluation of USHNH fundraizing activities.
Mew fundraising activities and new fundraising sponsors must be approved by the MT before
being publicized and initiated.

Approved by the Board: May 14, 2015
MT Interpretation Approved by the Board: November 12, 2015

MT Interpretation changes proposed by MT April 11, 2019







3.1 Management Team Membership

The Management Team consists of the Minister and additional lay leaders. The function and
authority of the Management Team iz shared egually by its members. However, the Minister is
Chief of Staff and has the authority to hire and terminate staff.

Approved by the Board: January 8, 2015 and revised on March 12, 2015 and May 14, 2015
MT Interpretation:

While the Management Team members are coequals in many respects, only the Minister has
the additional authority to hire and terminate staff.

a. The Board will appoint the lay leaders for a minimum term of two years which can be
renewed upon mutual agreement of the Board and the Management Team.

MT Interpretation:

Lay leaders are expected to commit fo a two year termm on the Management Team. The
Management Team may recommend new team members, but the Board has the right to
approve or reject proposed candidates. The Management Team is expected to give the board
sufficient notice to find new team members when needed.

b. The number of lay leaders appointed will be dependent on the anticipated work load and
may fluctuate as needs determine.

MT Interpretation:

The Management Team may include 1 or more lay leaders along with the Minister. The
Management Team is expected to advize the Board about changing needs for team members to
allow the Board to determine what changes to make fo the Management Team membership. If
changes to the number of members are requested, the Management Team is expected to report
on the duties and the time required performing the reallocated tasks.

c. The terms of the Management Team will be rotated in a manner that ensures a confinuity of
lay leadership on the Team.

MT Interpretation:
While the Management Team may have as few as 1 lay leader to work with the Minister, ideally
a replacement lay member will be appointed fo the Management Team before the original lay

member leaves in order to provide time for necessary knowledge transfer. If there are 2 or more
lay members on the Management Team, only one member may be replaced at a time.

a., b., c. approved by the Board: May 14, 2015

MT interpretations originally proposed May 2016 and rovised (layout only) April 2079
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USNH 1st Quarter Report Compared with Annual Budget

2nd
201819 1:3%’::’ guarter | Running
budget Actual | 12312018]  Total % of
Actual Budpet
INCOME
Pledges 445,000.00] 124.554.82] 184,080.17| 308,615.08] &9.35%
Other Congregational Income 50,200.00] 4.513.52] 28557.78] 33,071.28] g.00%|
Rentals 65,000.0001 15.114.00] 27.005.00| 43.010.00| &6.18%
Restricted Funds Released
Releasad from Emerson fund 10,000.00 000y 10,000.000 10,000.00] 100U00%;
Endowment contribution (2% 2382750 000y 10,000.00f 10,000.00] 31 97%
Total Income 594,027 .50] 142 182 44] 260,522 93] 404, 7T05.37] 68.13%
EXPENSES
Facility B2 70000 16271.08] 23,300.32] 30,58040| s57.43%]
Communication, Media
Office Supplies, wi-fi, cable service,
etc. 12, 80000y 396363] G600B47] S972.10| 53.04%]
Commitiee SupportMember
Services
All committees, lay ministry,
Library/Archives, Stewardship, E&L,
Small Groups 8.850.00 435.75] 301268 344843] 39.87H
|Denominational Affairs 14, 70250 000 7.351.35] 7.351.25] 50.00%
Finance
Mortgage 3281360 942873 942873 1885746 48 58%
Insurance, Accountant, Bank fees,
Paypal, CT sales tax, other 13,000.00] 798722 475.75] B4T207| 65.18%|
|Mote: Insurance paid in full for the yed
Personnel
Salaries (Minister, DLRE,
Administrator, Directors of Music,
Associate Director of Music), Hourly
employess, benefits, eto.
403,084 .00) 97, 367.23] 135,671.60] Z33,038.83] 57.E1%
Trustees Research and
Development 1,500.00 287 47 1,084.85 1,352.32] 90.15%,
Management Team Discretionary
Fund (mew in 2016-17)
1,000.00 450.00 250.00 TOO.0D] 7O.00%




16

17

18

15

20

21

Music 2.400.00 186.68 600.00 T86.60] 32 7%
Religious Education 6,850.00 816.58 1.234.688] 2,051.28] 29.95%
Social Justice 21500000 188758 9,078.893] 10.964.51] 51.00%|
Including:

COMECT 1,000.04

BLUU Support 3,500.00
Worship (Speakers, supplies,
fAowers, other) 3,400.00 402 44 1,410.05 1,802.48] 55.96%)
|Capital Fund Contribution 1,587 22 0.00
Total Expenses 592 460_23] 122 664 60| 221,707 58] 344,372 18] 58.13%
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Unrestricted

Net Assets, Capital Fund,
Prepaid Donations,
Pledges, 529,464

546,913

Net Assets $299,468 6/30/2018
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