Introduction to 
Policy Governance

Policy Governance is the structure we have put in place in order to achieve our mutually agreed upon mission, which reads as follows:
“Atkinson Memorial Church is an independent minded, interdependent, intergenerational, spiritual community. We embrace religious diversity, social justice, personal accountability, and spiritual growth for all ages in a historic welcoming community.”
Perhaps the most important change this type of governance brings to the church is that the Board delegates day-to-day operations of the church to what we call the Executive Team. The four-person Executive Team is composed of the minister, one professional staff member, and two lay members.  The 2009-10 Executive Team consists of: Rev. Dana Worsnop, Annie Scott, Director of Religious Education, Bryan Powell, and Jerry Spriggs.
The Board places certain administrative limitations on the Executive Team prohibiting any practice, activity, decision or organizational circumstance which is unlawful, imprudent, unethical or in violation of the principles of the UUA, AMC’s Bylaws, the Board’s Ends Statements, or of commonly accepted professional ethics.
This is, of course, only a very brief description of policy governance. If you would like to read AMC Governance Policies in full, ask the church office for a copy. There are many books and other information about policy governance available. Check the UUA website www.uua.org for more information. Also, it is important to remember that policy governance has only been fully implemented here for one year, and it is new to the leaders of the church as well.  So we continue to learn more about it as we go and make adjustments as needed.
What does this mean to you, a member or friend of AMC? For one thing, if you have an issue or concern about the operation of the church, take it to the Executive Team. If you have concerns or suggestions for how we can better fulfill the mission of the church, take it to the Board. It also means that members of the church are asked to take more responsibility for fulfilling the mission of the church. There is plenty of work for all at many different levels. Don’t wait to be asked—ask any Board or Executive Team member how you can help make AMC the truly transforming community that it can and should be.
ATKINSON MEMORIAL CHURCH
GOVERNANCE POLICIES
I.
MISSION STATEMENT
“Atkinson Memorial Church is an independent minded, interdependent, intergenerational, spiritual community. We embrace religious diversity, social justice, personal accountability, and spiritual growth for all ages in a historic welcoming community.”
II.
ENDS STATEMENTS
Within 
The people of Atkinson Memorial Church have a deeply meaningful, liberal, and spiritual experience that changes the way they live their lives. 
· We share soul-nourishing worship that transforms, challenges and inspires. 
· We find personal fulfillment through participation in church activities, leadership and a variety of programs that promote spiritual growth. 
· We offer lifelong opportunities for growth and learning on our personal journeys.
· We gain an ever-deepening understanding of Unitarian Universalist theology and how it informs our spiritual and ethical lives. 
Among
Atkinson Memorial Church is a vital, radically welcoming community of many diversities where members and friends deepen their connection to one another and other Unitarian Universalists and congregations.
· We live the openness of our tradition and grow ever-more diverse in over-coming the barriers that divide the human family.
· We share our life experiences and wisdom through a variety of programs, acknowledging the contributions of all generations.
· We minister to each other with care and compassion;
· We cherish our beautifully expanded green and accessible space where all are safe and accepted;
· We generously share human and financial resources to support our growing mission and ends. 
Beyond
Atkinson Memorial Church is a visible leader and partner, as a beacon of liberal religion and a haven for justice and equity, and Oregon City, Clackamas County and the Portland area is a more just and compassionate community because of AMC’s prophetic leadership. 
· Our historic building is a welcoming gathering place for all who seek its use in congruence with our mission.
· We respond to prejudice, injustice and oppression, especially in supporting and affirming the GLBTQ community and in alleviating homelessness and hunger.
· We build, act, and invest in environmentally responsible and sustainable ways. 
· Inspired by our faith, individuals, families and youth participate in acts of justice and compassion in the wider world.
III.   GOVERNANCE PROCESS
The purpose of the Board of Trustees (Board), acting on behalf of the AMC members, is to see that AMC achieves the goals of its mission statement and follows the AMC bylaws, adopted Ends Statements, and policies with appropriate use of church resources, and avoids actions that are inconsistent with the AMC bylaws, Ends Statements and policies.

A.   Task of the Board. The task of the Board is to represent and lead the AMC congregation in furthering the AMC mission, setting policies, and evaluating appropriate organizational performance. 

1.   The Board is the link between the membership and the church administration, consisting of the Executive Team and the paid and volunteer staff of AMC.

2.   Through activities such as visioning and strategic planning, the Board works to focus attention on new directions and priorities to which AMC should devote its energy and resources over the long term.

3.   The Board directs, controls, and inspires the congregation through the careful establishment of well written policies reflecting the AMC membership’s values and perspectives that address: 
· Ends Statements (what benefits for which needs at what cost)
· Governance Process (Board roles and responsibilities)
· Board--Staff Linkage (relationship between the Board and the Executive Team)

· Executive Team Limitations (boundaries of prudence and ethics to be observed by the Executive Team)
4.   The Board monitors the performance of the Executive Team, and measures the performance of the Executive Team against the policies set out in the Ends Statements and the Administrative Limitations categories.

5.   The Board monitors and discusses its own process and performance on a regular basis.

a.    Self-monitoring includes comparison of Board activity and discipline to policies in the Governance Process and Board-Staff Linkage categories.

b.    The Board periodically discusses improvement in its process.

6.    Continual Board development must include orientation of new Board members in the policy governance process. Training will include:

a.   The basic principles of policy governance.

b.   The roles and responsibilities of a Board member.

c.   The fiduciary responsibilities of the Board, including a review of AMC bylaws and the current budget.

d.   The process for Board self-assessment.

e.   The need for the Board to speak with one voice.

f.    The Board's responsibility for assuring compliance with the mission statement.

g.   The Board's relationship to the congregation.

h.   The Board's relationship to the minister.

i.    The Board's relationship to staff, both paid and volunteer.

j.    The decision-making process of the Board.

k.   The Board's role as keeper of the congregation's vision.

7.   The Board ensures the continuity of Board improvements by maintaining institutional memory.

a.   The Board maintains a written record of policies and bylaws, including a written record of each revision approved by the Board and/or the congregation, as appropriate. 

b.   The Board maintains minutes from each Board meeting and congregational meeting.

8.  Board members are concerned with governance, rather than management, of the congregation.

B.   Governing Style. 

1.  Board members govern with an emphasis on: 

· outward looking vision and focus on AMC’s mission and policies, rather than internal preoccupation with day-to-day management, 
· encouragement of diversity in viewpoints, 
· strategic leadership rather than administrative or programmatic details, 
· clear distinction of Board and staff roles, 
· collective rather than individual decisions, 
· looking to the future while learning from the past and present, 
· proactivity rather than reactivity, 
· avoiding unacceptable actions and situations as defined in the bylaws and these policies, and 
· promoting inclusivity in our policies, our procedures, and our dealings with one another.

2. The Board speaks with one voice. After issues have been discussed and voted upon using the democratic process, all Board members will support the decision of the Board.

3. The Board enforces upon itself the discipline needed to govern with excellence. Discipline applies to matters such as attendance, preparation, policymaking principles, respect for defined roles, and ensuring continuance of governance capability.

C.   Code of Conduct. The Board commits itself and its members to: (a) ethical, professional and lawful conduct; (b) proper use of authority and appropriate respect in group and individual behavior when acting as Board members, and (c) appropriate respect in group and individual behavior when acting as Board members speaking with one voice. 
1.    Board members must represent unconflicted loyalty to the interests of AMC. This accountability supersedes any conflicting loyalty such as loyalty to advocacy or interest groups and membership on other Boards or staffs. This accountability supersedes the personal interest of any Board member acting as an individual congregant.

2.   Board members must avoid any conflict of interest with respect to their fiduciary responsibility.

a.   There must be no personal gain or any conduct of private business or personal services between any Board member and AMC, 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 Board member has an unavoidable conflict of interest, that Board member shall absent herself or himself without comment from not only the vote but also from the deliberation by leaving the meeting.

c.   Board members must not use their positions to obtain employment by AMC for themselves, family members or close associates.

d.   Should a Board member accept employment by AMC or act as a paid consultant, he or she must resign from service on the Board before becoming employed.

3.   Board members make no judgments of the performance of the Executive Team or staff, whether paid or volunteer, except as that performance is assessed against explicit Board policies by a formal evaluation process.

a.   Board members do not have the individual authority to give direction to the Executive Team or staff, whether paid or volunteer, except when explicitly authorized by the Board.

4.   Board members respect the confidentiality appropriate to issues of a sensitive nature.

D.   Job Description of the Board Members. The Board members commit themselves to governing AMC. 

1.   The role of a Board member is to participate fully and actively in the activities of the Board, ensuring that it functions in ways that protect and advance the interests of AMC.

a.   The role of each Board member is to work cooperatively and collaboratively with other Board members in formulating and assessing the policies of AMC.

b.   Board members govern by connecting with members and friends of the congregation, applying Board policies in their decision-making, continually seeking education and information, and being thoroughly prepared for Board discussions and decisions.

2.   The primary responsibility of each Board member is to the membership of AMC. Each Board member is also responsible to the other Board members.

E.   Role of the Chair. As set forth in the bylaws, the moderator of the congregation serves as the chair of the Board. 

1.   The chair assures the integrity of the Board’s process.

2.   The chair normally represents the Board to the congregation and outside parties.

3.   The chair presides at meetings of the Board and of AMC membership.

a.    The content of discussions at meetings is only those issues that, according to Board policy, clearly belong to the Board to decide, not to the Executive Team.

b.    Deliberation is timely, fair, orderly and thorough, but also efficient, limited to time, and kept to the point.

c.    Robert’s Rules of Order is observed except where the Board has superseded them.

d.    The chair is responsible for preparing agendas for meetings of the Board and meetings of AMC membership.

4. 
The authority of the chair does not extend to making decisions independently of the Board, since no single Board member may speak for the Board without authorization from the Board as a whole.

5.   The authority of the chair does not extend to making decisions that fall within Ends Statements and Administrative Limitations areas, which are within the purview of the Executive Team. Therefore, the chair has no authority to supervise or direct the Executive Team.

6.   The chair fulfills other such duties and responsibilities as may be assigned by the Board and the congregation.

F.    Structure of Board Committees. The Board may use committees to help carry out its responsibilities. Committees do not interfere with or conflict with the delegation of authority from the Board to the Executive Team.

1. 
Standing Committees of AMC. The Board will establish, direct, or consult with certain standing committees with functions of a continuing nature consistent with AMC Bylaws and Ends Statements.


a.
Finance Committee.  A Finance Committee shall perform functions in accordance with AMC bylaws and established church policies. The Treasurer shall report to the Executive Team and Board on a regular basis regarding the status of AMC finances.


b.
Endowment Committee.  An Endowment Committee, a subcommittee of the Finance Committee, shall perform functions in accordance with AMC bylaws and established church policies.  The Endowment Committee will consult with the Finance Committee and the Executive Team, and shall make presentations to, and at the request of, the Board from time to time.


c. 
Nominating Committee. A Nominating Committee shall be elected and perform functions in accordance with AMC bylaws. The Nominating Committee will consult with the Executive Team before providing the Board with nominations for inclusion on the annual meeting agenda.


d.
Committee on Ministry. The Committee on Ministry shall be formed in compliance with AMC Bylaws and shall act in accordance with the Bylaws and established church policies.  


e.
Audit Committee. The Board may appoint an Audit Committee in accordance with AMC bylaws and established church policies to conduct a review of AMC finances from time to time. 

2. 
Ad Hoc Committees. As it deems necessary, the Board may establish additional committees with functions of a temporary nature (e.g., strategic planning committee). 

G.   Costs. Because poor governance costs more than learning to govern well, the Board invests sufficient resources in leadership development for its members and in fulfillment of its governance. 

H.    Leadership Development. In order to assure the best possible leadership for the congregation, the Board encourages the development of both individual lay leaders and leadership skills within the membership.

1.   The Board encourages leadership training seminars (both within and outside the congregation) for leaders and prospective leaders.

2.   The Board supports term limits for leadership positions in order to avoid burnout, encourage broad participation by the membership, and provide new perspectives in the position.

I.     Internal Communication. The Board recognizes that good communication is essential to the functioning of the Board and thus of the congregation. Communication among Board members, and from the Board chair to Board members, is clear, respectful and expedient. Care is taken to ensure that Board members are not excluded or disadvantaged by internal policies.

1.   The Board maintains an appropriate official email group to facilitate easy distribution of information via email to all Board members. Board members check their personal email in a timely manner for announcements and other Board business, respond appropriately and promptly when requested to do so, and participate in such email discussions as may occur.

2.   The Board provides for the continued and effective document management so that institutional memory is preserved.

J.    Addressing Concerns. Concerns and inquiries are addressed expeditiously and conscientiously; such matters brought to the Board's attention are a welcome impetus for ongoing revisions to these policies.

1. The Board expects the Executive Team to create a process for the expression and management of congregational concerns that do not directly relate to Board activity or policy.
IV.     BOARD—STAFF LINKAGE
The Board influences the operations of the congregation by establishing policies and monitoring the performance of the Executive Team. The Board will communicate established policies to the Executive Team and AMC members.
A.
Composition of Executive Team. The Executive Team is composed of four (4) members, selected as follows: 
1.
Two professional members: the Minister and one member of the staff.
2.
Two laypersons will be appointed by the Board to serve on the Executive Team. Candidates must have been a voting member of AMC for at least two years and be willing serve in the position for one (1) two-year term commencing at the beginning of each AMC fiscal year. The two appointed layperson members will recommend candidates to the Board for consideration prior to AMC annual meeting. Selection criteria for layperson candidates includes each of the following:
· Demonstrated commitment to AMC’s mission
· Previous experience serving on the AMC Board, committee, or other leadership role
· Ability to see the “big picture,” use a congregation-wide perspective, and set aside private agendas
· Ability to commit at least 10 hours a month as a member of the Executive Team
· Demonstrated ability to be a team player and to speak with one voice as a member of the Executive Team
· Acceptance of the Code of Conduct described in section III.C. above.
B.
Unity of Control. Only decisions of the Board acting as a whole, communicated to the Executive Team, are binding on the Executive Team. Decisions or instructions of individual Board members, officers, or committees are not binding on the Executive Team except when the Board has specifically authorized such exercise of authority.
C.
Delegation. The Board delegates all authority for decisions about operations to the Executive Team. 
1.
The Executive Team is authorized to establish, create or modify practices and procedures and organizational structure, make decisions, take actions, and implement strategic plans toward achieving Ends Statements without conflicting with other Ends Statements or violating the Administrative Limitations.
2.
Except for the Board and established AMC committees, the Executive Team has authority over and may instruct all staff, whether paid or volunteer. The Board may not instruct any staff except the Executive Team.
3.
The Executive Team may not perform, or cause to be performed, any act, or allow any situation, which is contrary toward achieving Ends Statements or violating Administrative Limitations policies.
4.
The Board may add to or change the Ends Statements and/or Administrative Limitations policies at any time and shall communicate such changes to the Executive Team.  These changes may affect the authority delegated to the Executive Team.
D.
Accountability. The Executive Team is accountable for the performance of day-to-day operations of the church and implementation of Ends Statements and established church policies.
1.
The Executive Team is responsible for implementing all long-term plans developed by the Board and approved by the congregation. After consultation with the Finance Committee, the Executive Team shall prepare annual plans and budgets that ensure long-term plans are carried out in a timely fashion.
2.
The Board will view the performance of the Executive Team as identical to that of the congregation, so that implementation of Ends Statements in light of the AMC mission statement while avoiding violations of Administrative Limitations and other proscribed means will be viewed as successful Executive Team performance.
3.
Except for the Board and its committees, all staff, whether paid and volunteer, are accountable to the Executive Team. The Board may not evaluate any staff person that reports directly to the Executive Team.
4.
The Executive Team is accountable for all violations of Administrative Limitations policies that occur in the congregation.
5.
The Executive Team will maintain a record of general operational and management policies, including the roles and responsibilities of church committees and task forces.
E.
Monitoring and Performance Measurement. The performance of the Executive Team is evaluated and monitored solely on whether the congregation achieves the Ends Statements and operates within the Administrative Limitations policies. 
1.
The Board monitors and evaluates the Executive Team through reports and presentations from the Executive Team or others, or by Board examination of organizational accomplishments and the means used to achieve them, or by other means reasonably determined by the Board.
a.
The Executive Team agrees to adhere to a schedule for delivering reports and making presentations as determined by the Board.
b.
The Executive Team will provide information requested by the Board for monitoring and evaluation purposes.
V.    ADMINISTRATIVE LIMITATIONS
The Executive Team shall not allow any practice, activity, decision, or organizational circumstance which is unlawful, imprudent, unethical, or in violation of the principles of the Unitarian Universalist Association, the Board’s Ends Statements, policies, AMC bylaws, or of commonly accepted professional ethics.
A.
Treatment of Members, Friends, and the Public. The Executive Team shall not allow conditions, procedures, or decisions that are unsafe, disrespectful, or unnecessarily intrusive, or that fail to provide appropriate confidentiality and privacy to members, friends and visitors.
1.
The Executive Team shall not permit the elicitation or dissemination of personal information for which there is no clear necessity.
2.
The Executive Team shall not use methods of collecting, reviewing, transmitting, or storing personal information that fail to protect against improper access to the material collected and stored.
3.
The Executive Team shall not maintain facilities that fail to provide a reasonable level of safety, access, and functionality.
4.
The Executive Team shall not fail to inform the congregation of the limitations and policies in this subsection V. A., or fail to provide a process to file a grievance for those who feel that they have not been reasonably accorded their rights under these policies.
B.
Treatment of Staff and Volunteers. The Executive Team shall not cause or allow conditions which are unfair, unsafe, unprofessional, or disrespectful in treatment of staff, whether paid or volunteer. 
1.
The Executive Team shall not operate without written personnel policies that clarify personnel rules for staff, provide for effective handling of grievances, and protect against wrongful conditions such as nepotism and grossly preferential treatment for personal reasons.
2.
The Executive Team shall not discriminate against any staff member for expressing an ethical dissent.
3.
Once internal grievance procedures have been exhausted, the Executive Team shall not prevent staff or volunteers from presenting a grievance to the Board.
4.
The Executive Team shall not fail to acquaint the staff and volunteers with their rights under the policies in this subsection V. B.
5.
The Executive Team shall not fail to establish job descriptions and responsibilities for staff leadership positions such as council chairs and committee chairs.
C.
Compensation and Benefits. With respect to employment, compensation, and benefits to employees, consultants, contract workers, and volunteers, the Executive Team may not cause or allow jeopardy to fiscal integrity or public image. Accordingly, the Executive Team may not:
1.
Change individual Executive Team members’ compensation, benefits, or allocated professional expenses.
2.
Promise or imply permanent or guaranteed employment.
3.
Establish current compensation and benefits that:
a.
Deviate materially from the nonprofit or geographic market for the skills employed.
b.
Create obligations over a term longer than revenues can be safely projected, in no event longer than one year and in all events subject to losses of revenue.
4.
Establish deferred or long term compensation and benefits that:
a.
Cause unfunded liabilities to occur or in any way commit the congregation to benefits that incur unpredictable future costs.
b.
Provide less than some basic level of benefits to all full-time employees, though differential benefits to encourage longevity in key employees are not prohibited.
D.
Boundaries for Financial Planning, Budgeting, Operations and Asset Protection. The Executive Team shall not cause or allow jeopardy to the fiscal integrity of AMC, nor to its public image. 
1.
The Executive Team shall not deviate from prudent accounting practices in financial planning, in handling receipts and expenses, in all accounting, in budgeting of resources, nor in the protection of assets.
2.
Financial planning for any fiscal year or remaining part thereof shall not deviate materially from AMC’s Ends Statements policies, and ongoing financial operations shall not deviate materially from the current approved budget.
a.
The Executive Team shall not present a budget without first having consulted with the Finance Committee, which fails to contain information to enable credible projection of revenue and expenses, information regarding separation of capital and operational items, cash flow, and disclosure of planning assumptions.
b.
The Executive Team shall not present a budget that plans the expenditure in any fiscal year of more funds than are conservatively projected to be received in that period.
c.
The Executive Team shall not present a budget that does not contain a process for building and maintaining an adequate cash reserve to cover temporary  cash flow shortages or unexpected emergencies.
3.
The Executive Team shall not cause or allow the development of fiscal jeopardy or of a material deviation of actual expenditures from Board priorities established in the Ends Statements and policies.
a.
The Executive Team shall not fail to comply with any Board-approved financial policy, stated priorities and specific requirements.
b.
The Executive Team shall not create or incur any debt for AMC, unless directed by the Board.
c.
The Executive Team shall not use any dedicated reserves for purposes other than those for which they are designated unless directed by the Board to do so.
d.
The Executive Team shall not fail to settle payroll and debts and pay all vendors in a timely manner.
e.
The Executive Team shall not acquire, encumber, or dispose of real property without prior Board approval.
f.
The Executive Team shall not fail to actively pursue receivables after a reasonable grace period.
4.
The Executive Team shall not allow the assets of AMC to be unprotected, inadequately maintained, or unnecessarily risked.
a.
The Executive Team shall not fail to maintain insurance that maximizes the congregation’s protection, including maintaining a commercial general liability policy.
b.
The Executive Team shall not fail to provide sufficient maintenance for facilities, premises, or equipment, or allow them to be subjected to improper wear and tear.
c.
The Executive Team shall not unnecessarily expose AMC, the Board, or the staff to claims of liability.
d.
The Executive Team shall not allow any risk to the non-profit status of AMC.
e.
The Executive Team shall not endanger the public image or credibility of AMC.
f.
The Executive Team shall not make any purchase
· wherein normally prudent protection has not been given against conflict of interest,
· without appropriate price-quality comparison and/or competitive bid, or
· that is not provided for in either capital expenditure or operational projections.
g.
The Executive Team shall not receive, process, or disburse funds under controls insufficient to meet standards of auditors appointed by the Board or other appropriate standards. 
E.
Communications and Support to the Board. The Executive Team shall not permit the Board to be uninformed or unsupported in its work.
F.
Executive Team Succession. Should it be necessary, the Executive Team is empowered to propose a replacement for any missing Executive Team member, subject to approval by the Board.
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