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Introduction to Policy Governance Model 
 
The Board of Trustees of The Unitarian Church of All Souls has adopted the Carver model of 

Policy Governance©, a framework of roles and responsibilities that outlines accountability 

within the church and that liberates the congregation in our life-changing work. Under this 

framework, the board holds itself accountable to the members, children, and youth of the 

congregation; articulates the values, mission, and ends on behalf of the congregation; delegates 

to the senior minister the authority to lead the congregation and staff toward achieving our ends; 

holds the senior minister accountable for making progress to advance our ends; and explicitly 

monitors the church’s progress in claiming its purpose. Policy Governance creates necessary 

clarity about roles and responsibilities in the church. The board’s role is oversight of the mission 

and finances (the ends), and the senior minister’s role is to lead the congregation and staff in 

achieving the ends (the means). 

 

More information about Policy Governance can be found on the UUA’s website 

www.uua.org/governance/policybased. An excellent introduction to Policy Governance is 

available in Caroline Oliver’s Getting Started With Policy Governance: Bringing Purpose, 

Integrity and Efficiency to Your Board. 

 

This document contains the governing policies of the Board of Trustees. Governing policies fall 

into four categories: 

 

1. Ends or Purpose policies outline the work of our church – the differences we intend to 

make in the world. 

2. Governance Process policies outline the board’s own values and internal work process. 

3. Board - Senior Minister Relationship policies clarify the board’s delegation to the 

senior minister of the means to achieve the ends. 

4. Senior Minister Limitations policies proscribe specific actions and thereby grant 

freedom and latitude to pursue the ends in all ways that are not proscribed. These policies 

provide the framework for the board to monitor progress toward achieving the ends. 

 

The Appendix contains links to the New York State mandated policies adopted and approved 

by the board.  

 

All other church policies are operating policies, which are created and managed by the staff.  

Operating policies can be found on the All Souls website and may be obtained from the staff. 

http://www.uua.org/governance/policybased
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1. Ends or Purpose 
 
Introduction: 

 

The board has the fiduciary responsibility for the financial and non-financial assets of All Souls 

Church. The most important non-financial asset of the church is our mission – our purpose and 

work. Thus, the board must ensure that the church’s resources are properly aligned with our 

mission. The first step in Policy Governance is for the board to articulate the congregation’s 

values (the core principles we will carry forward in everything we do), the mission (the broad 

ways the congregation will express these values), and the ends (refinements of the mission as to 

the specific benefits the church will create in the world). 

 

The board articulates the values, mission, and ends in dialogue with and on behalf of the 

congregation. In the fall of 2015, the board conducted an appreciative inquiry (Vision 2020), 

asking the congregation: What possibilities can we create together here at All Souls for 

transforming ourselves, our congregation, our neighborhood, and our world? Based on the 

congregational input from Vision 2020, the trustees articulated our values, mission, and ends. 

After the trustees reviewed the work with the congregation, the trustees revised and approved the 

values, mission, and ends in September 2016.  

 

The work of the board includes regular linkage to the congregation to whom the board holds 

itself accountable. The board must ensure that the work of the church continues to be aligned 

with the congregation. Thus regular dialogue with and feedback from our congregation is a 

crucial part of the board’s work. 

 

The board would anticipate repeating the process of appreciative inquiry and formal revision of 

the values, mission, and ends about every five years to ensure that our church continues to make 

meaningful differences in the world – the differences we want to make as the church evolves and 

grows over time. 

 
Policy 1.1: Mission 

 

All Souls is an open and welcoming religious community that nurtures possibilities and 

builds connections to forge redemptive change in ourselves, our city, and our world. 

 

Approved September 18, 2016 

  
Policy 1.2: Ends 

Within Ourselves as Individuals 

 

Regular participants find sanctuary and religious challenge to move toward spiritual 

maturity. We: 

 Connect to the transcendent through worship and music that enriches and 

challenges. 

 Open ourselves to receive and offer compassionate spiritual care. 
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 Discover and deepen our personal sense of spiritual calling.  

 Articulate a compelling vision of our Unitarian Universalist identity. 

 Pursue lives of meaning and purpose. 

 

Among the People of All Souls 
 

We connect to one another with love and kindness. We: 

 Welcome and include all who come into contact with the church community. 

 Find new possibilities in one another as we connect across differences and 

generations. 

 Embrace religious education that strengthens the Unitarian Universalist identity of 

our children, youth, and adults of all ages.  

 Maintain an attractive, accessible, fully-utilized facility appropriate for our needs. 

 Generously support All Souls with our treasure, talent, and time. 

 

Beyond All Souls 

 

We strive to create the world that ought to be. We: 

 Gather people with diverse perspectives to engage issues that are challenging and 

difficult. 

 Demonstrate the vitality of faith in our lives. 

 Promote and develop Unitarian Universalism in our city, the nation, and the 

world. 

 Serve our neighbors and our broader community. 

 Collaborate with partners to create a more just and compassionate world. 

 

Approved September 18, 2016 

 

Policy 1.3: Values 

All Souls Church strives to embody the following values in all its work: 

  

 Possibility 

 Connection 

 Transformation 

 

Approved September 18, 2016 

 

Policy 1.4: Moral Accountability and Responsibility  

 

As elected representatives of the members of the congregation, the board is morally 

accountable to: 

 The members of the congregation 

 The children and youth of All Souls Church 

 The past members of the congregation 

 The future members of the congregation 
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The board is morally responsible to: 

 The staff of All Souls Church 

 The intended beneficiaries of the ends 

 

Approved January 8, 2017 

 

 

2. Governance Process 
 

Introduction:  Governance Process policies describe the board’s values, work, and internal 

processes – how the board does its own work. 

 

Policy 2: Governance Process: The board is responsible to the congregation to ensure that All 

Souls: 

 Upholds its values, furthers its mission, and ensures its vitality while maintaining an 

efficient and effective use of resources. 

 Operates legally, ethically, and responsibly. 

 

Approved January 8, 2017 

 
Policy 2.1: Governing Style: The board will govern as a body lawfully and ethically, 

with an emphasis on strategic vision. Accordingly: 

 

2.1.1.   The board will cultivate a sense of group responsibility and cohesiveness. 

The board will initiate governing policy and will use the expertise of individual 

members to enhance the effectiveness of the board as a body.  

 

2.1.2    The board will govern through written policies reflecting the 

congregation’s values and perspectives. The board’s focus will be on the desired 

ends, rather than the administrative or programmatic means of attaining those 

ends.  

 

2.1.3    The board will strive to govern with excellence which includes discipline 

in matters such as attendance, preparation, policy-making principles, respect of 

roles, and ensuring continuance of governance capability. Continued board 

development will include orientation of new trustees in the board’s governance 

process and periodic board discussion of process improvements. The board will 

scrupulously observe policies currently in force, but may modify its policies as 

appropriate.  

 

Approved January 8, 2017 

 
 

Policy 2.2: Board Job Contributions: The board is elected to represent the congregation 

as a whole and maintain dialogue with the congregation to create long-term visioning, 
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write and review governing policies, and monitor organizational performance, without 

violating church bylaws or applicable law.  

 

 

 

The board is the link between the senior minister and the congregation. Informed through 

systematic, intentional conversation with the congregation as a whole, the board will 

provide written governing policies that realistically address at the broadest levels each 

category of organizational decision: 

 

1. Ends: Identify organizational products, effects, benefits, outcomes, recipients, 

and their relative cost. 

2. Governance Process: Specification of how the board conceives, carries out, and 

monitors its own task. 

3. Board - Senior Minister Relationship: Define how authority is delegated, who 

is accountable, and how performance is monitored.  

4. Senior Minister Limitations: Define the legal and ethical boundaries within 

which activity and decisions must take place. 
 

The board will ensure organizational performance in compliance with the ends policy and 

the senior minister limitations policy. 

 

Approved January 8, 2017 

 

 

Policy 2.3: Agenda Planning and Board Meetings: The board will maintain an annual 

calendar, will follow a meeting agenda to advance and fulfill the work of the board, and 

will conduct meetings in as open a manner as possible. 

 

2.3.1. Annual Calendar: The board will maintain an annual calendar that re-

explores ends policies with congregants in regular dialogue, that systematically 

monitors and reviews board policies as per the monitoring calendar, and that 

provides educational opportunities to enhance the board’s performance.  

 

2.3.2. Meeting Agendas: Advance preparation for board meetings is essential. A 

trustee may submit a request for an agenda item to the executive committee 

(defined in Policy 2.4.3) no later than seven days before the board meeting. The 

executive committee is responsible for planning and distributing the board 

meeting agenda no later than two days prior to the meeting. If necessary, items 

not on the agenda may be discussed in executive session.  

 

2.3.3. Board Meetings: The board endeavors to make its deliberations 

transparent to the congregation. The board conducts business and holds votes 

on motions, as often as possible, in public meetings. 
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2.3.3.1. Executive Session: Consistent with the Unitarian Universalist 

Association’s guidelines, executive session is confined to the elected 

trustees. The board may invite guests to assist on specific topics. 

Appropriate topics for executive session are personnel matters, 

discussion of specific individuals including committee appointments, 

legal discussion and advice, contracts and negotiations with outside 

parties and vendors, and especially difficult or disruptive 

congregational issues. Motions and votes are taken out of executive 

session and are recorded in the minutes. The discussion in executive 

session is not recorded. 
 

Approved January 8, 2017, Amended October 16, 2018 

 

 

Policy 2.4: Officers’ Roles: The purpose of officer roles is to ensure the board’s 

efficiency and effectiveness. 

  

2.4.1 Board President –The board president is responsible for ensuring that the 

board’s processes are efficient and effective, comply with the bylaws’ 

requirements, and are consistent with the board’s policies, including the mission 

and ends of the church. The president’s responsibilities include: 

 

2.4.1.1   Chairing meetings of the board:  

 

2.4.1.1.1   Meeting discussion content will be only those issues 

that, according to board policy, clearly belong to the board. 

 

2.4.1.1.2   Deliberation will be timely, open, orderly, and thorough.  

 

2.4.1.1.3   Information and deliberation that is relevant neither to 

board decisions nor monitoring performance will be avoided or 

minimized, and always noted as such. 

 

2.4.1.2. Articulating the board’s positions to members of the church or 

outside parties. The president may delegate this authority, but remains 

accountable for its use. 

 

The president, as an individual, has no authority to make decisions about policies 

created by the board within the ends policy and the senior minister limitations 

policy. Therefore, the president has no authority to supervise or direct the senior 

minister. 

 

2.4.2   First and Second Vice Presidents – The first and second vice presidents, 

respectively, will assume the role of the president in the event the president is 

unavailable or must recuse himself or herself from board deliberations.  
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2.4.2.1   The first vice president is responsible for ensuring the integrity of 

the board’s documents, specifically ensuring that updated board policies 

and monitoring data are available and accessible as appropriate.   

 

2.4.2.2   The second vice president maintains the board’s email list. 

 

2.4.3 Executive Committee (or Standing Committee in the bylaws) –   The 

executive committee consists of the president and two members of the board, who 

will be the two vice presidents, unless the board selects other members to serve 

with the president. Under the bylaws, the executive committee makes decisions 

on behalf of the board in situations where a meeting of the full board is not 

practicable; such instances will be very rare. As per Policy 2.3.2, the executive 

committee plans the agenda of board meetings, and as per Policy 2.7.1, the 

executive committee initiates the process of board response to inquiries and 

complaints. 

 

2.4.4 Clerk – In addition to the responsibilities specifically assigned under the 

bylaws, the clerk will provide assistance and advice to the board and perform such 

service to the board and congregation as the board will request.  

 

2.4.5 Secretary and Assistant Secretaries – In addition to the responsibilities 

specifically assigned under the bylaws, the secretary, with assistance from the 

assistant secretaries, if any, is responsible for ensuring minutes of the board’s 

meetings are timely recorded, accurate, and promptly available to members of the 

church. 

 

2.4.6   Treasurer – In addition to the responsibilities specifically assigned under 

the bylaws, the duties of the treasurer are subject to the discretion of the board in 

consultation with the senior minister and the executive director.  

 
Approved January 8, 2017 

  
 

Policy 2.5: Trustees’ Code of Conduct: Service on the board is a spiritual practice and 

trustees commit to serve together in a covenantal relationship. This commitment includes 

ethical, businesslike, and lawful conduct, the proper use of authority, appropriate 

decorum, and a spiritual mindset when acting as board members. Accordingly: 

 

2.5.1   Trustees must be loyal to the interests of the congregation as a whole. 

When acting in the role of an All Souls trustee, this loyalty should supersede all 

other loyalties in order to avoid conflicts of interest. 

 

2.5.1.1   Trustees will disclose their interests in or involvement with other 

organizations, vendors, or any other associations that might produce a 

conflict of interest or the appearance of a conflict of interest. (Refer to 

Conflict of Interest Policy in the Appendix.) 
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2.5.1.2   In the event of a conflict of interest, the individual will be 

recused. In the event of perceived conflict of interest, the board will decide 

whether or not the conflicted trustee will participate in discussions, 

deliberations, or decisions about the related matter. 

   

2.5.2   Trustees may not attempt to exercise individual authority over the church. 

 

2.5.2.1   Trustees will not express individual judgments of the senior 

minister’s or staff’s performance, except for participation in board 

deliberation about whether the senior minister has achieved any 

reasonable interpretation of board policy.  

 

2.5.2.2    Trustees’ interaction with the senior minister or with the staff 

must recognize the lack of authority vested in individual trustees, except 

when explicitly authorized by the board. 

 

2.5.2.3   Trustees’ interaction with the public, press, or other entities must 

recognize the same limitation and the lack of authority of any trustee 

except the president to speak for the board, except to repeat explicitly-

stated board decisions. 

 

2.5.2.4   Trustees will not work with individuals or groups within the 

congregation in order to undermine board decisions.  

 

2.5.3   Trustees will respect the confidentiality appropriate to issues of a sensitive 

nature. 

 

2.5.3.1   All deliberations in executive session are confidential, unless 

expressly noted otherwise. 

 

2.5.4.   Trustees will support the legitimacy and authority of the final 

determination of the board on any matter, irrespective of the trustee’s personal 

position on the issue. 

 

2.5.5   Trustees are encouraged to continually self-monitor their individual 

performance as trustees in light of policies, the qualifications listed in the current 

trustee position description, and any other current board evaluation tools.  

 
Approved January 8, 2017 

 

 
Policy 2.6: Committee Principles: The board may establish committees, which may or 

may not include trustees, to help carry out its responsibilities. Such committees will be 

used only as necessary and will not interfere with the board’s ability to speak with one 

voice. No such committee may interfere with delegation from the board to the senior 



 
 

11 

minister, nor may committees speak on behalf of the board without prior board 

authorization. Every such committee will receive a charge from the board that clearly 

states the committee’s responsibilities, authority, and time limitations. 

 

2.6.1   Board committees exist to help the board do its job. Committees generally 

will assist the board by preparing policy alternatives and implications for the 

board to consider, rather than make decisions. The board will not create 

committees to advise or oversee the senior minister or the staff. 

 

2.6.2   Board committees will not speak for the board except when formally given 

such authority, and then only for specific and time-limited purposes.   

 

2.6.3   Trustees who participate on board committees will be proactive in 

providing the board with oral or written reports (as appropriate) regarding 

information, developments, or considerations that are germane to the board’s 

work. 

 

2.6.4   This policy applies to any committee, task force, or group formed by board 

action, but does not apply to committees established by the senior minister or the 

staff.   

 

Approved January 8, 2017 

 

 

Policy 2.7: Inquiries and Complaints: The board of trustees is responsible for the 

church’s mission, governing policy, long-term goals, and oversight; and the senior 

minister is responsible for the church’s ministry, programming, and operations. Members 

of the congregation and staff should direct inquiries and complaints to the responsible 

party, who will address the issue in good faith. The board addresses solely those issues 

that relate to the board’s responsibilities and performance and to actual or potential board 

policies, and the board refers all other matters to the appropriate parties. Board-related 

inquiries and complaints from members of the congregation and staff will be addressed 

and responded to in an expeditious manner. 

 

2.7.1: [See the diagram of the complaint procedure process that follows.] When a 

trustee receives a complaint, the trustee first determines the type of complaint in 

order to make the appropriate referral. The trustee will inform the complainant 

about the full complaint process at the outset of the complaint. The trustee will 

inform the complainant that the church will adjudicate complaints in good faith 

without retaliation and that the church has a limited ability to adjudicate 

anonymous complaints 

.  

2.7.1.1 Whistleblower complaints: Whistleblower complaints are 

complaints that involve potentially illegal or unethical activity. 

Whistleblower complaints are covered by the church Whistleblower 

Policy found on the church website, not by Policy 2.7. A trustee receiving 
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a whistleblower complaint will refer to the Whistleblower Policy.  If the 

trustee is uncertain whether or not the complaint is a whistleblower 

complaint, the trustee will confer with the board’s executive committee.  

 

2.7.1.2 Board policy complaints: Board policy complaints
1
 are 

complaints where the board’s Governing Policies (not covered by the 

Whistleblower Policy) may have been violated, or where a new or 

amended policy is needed, or when the trustee is uncertain. The trustee 

will request that the complainant put the complaint in writing. The trustee 

will promptly give the written complaint to the board’s executive 

committee. 

 

2.7.1.3 Congregant-to-staff complaints: Congregant-to-staff complaints 

are complaints by members of the congregation about All Souls’ ministry, 

programming, operations, or staff (that are not violations of the 

Whistleblower Policy or board policy). [See footnote 1.] The trustee will 

refer the complainant to the Staff Grievance Policy found on the website 

and will suggest that the complainant attempt to resolve the complaint 

directly with the appropriate parties. The trustee will explain that the 

matter is not a board concern.  

 If the complainant is satisfied with the response, the trustee will 

dismiss the matter as a board concern.  

 If the complainant is not satisfied with the response, the trustee 

will request the complainant put the complaint in writing and will 

promptly give the written complaint to the board’s executive 

committee. 

 

2.7.1.4 Staff-to-staff complaints: Staff-to-staff complaints are complaints 

by church employees about All Souls’ ministry, programming, operations, 

or other staff members (that are not violations of the Whistleblower Policy 

or board policy). [See footnote 1.] The trustee will refer the complainant to 

the church Employee Handbook and will suggest that the complainant 

speak to the appropriate supervisory personnel. The trustee will explain 

that the matter is not a board concern.  

 If the complainant is satisfied with the response, the trustee will 

dismiss the matter as a board concern.  

 If the complainant is not satisfied with the response, the trustee 

will request the complainant put the complaint in writing and will 

promptly give the written complaint to the board’s executive 

committee. 

                                                           
1
 In determining whether or not a complaint is a violation of board policy, trustees should distinguish between a 

condition that the senior minister needs to resolve versus an unacceptable condition that the senior minister has 

allowed to persist once it had been brought to the senior minister’s attention. For example, a member’s complaint 

about treatment by a staff member should be referred to the senior minister. A member’s complaint that the senior 

minister allowed unacceptable treatment to persist once it had been brought to the senior minister’s attention is a 

violation of board policy and should be directed to the board. 
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 2.7.2: When executive committee receives a written complaint, it will decide whether 

full board action is required and if the matter is urgent.  

 

 If the executive committee decides that full board action is required and that 

the matter is urgent, the board chair will promptly call a special meeting of the 

board. The board chair will promptly inform the senior minister about the 

complaint. 

 If the executive committee decides full board action is required but that the 

matter is not urgent, the board chair will place the item on the next meeting 

agenda. The board chair will promptly inform the senior minister about the 

complaint. 

 If the executive committee decides full board action is not required, the matter 

is dismissed as a board concern. A Complaint Resolution Report is drafted by 

the trustee who registered the complaint, edited by the executive committee, 

distributed to the board and senior minister, and filed with the Audit 

Committee chair. The executive committee follows up promptly with the 

complainant. 

 

2.7.3: If the matter comes before the full board, the board will determine if there is 

applicable policy or if a new or amended policy may be needed.  

 If there is an applicable board policy, the board and the senior minister will 

determine the action to be taken regarding the complaint. A Complaint 

Resolution Report is drafted by the trustee who registered the complaint, 

edited by the executive committee, distributed to the board and senior 

minister, and filed with the Audit Committee chair. The executive committee 

will follow up promptly with the complainant. 

 If the board determines that a new or amended policy is needed, the board will 

create a new policy or amend an existing policy that makes the complaint 

explicitly unacceptable in the future. The board and senior minister will 

determine the action to be taken regarding the complaint. A Complaint 

Resolution Report is drafted by the trustee who received the complaint, edited 

by the executive committee, distributed to the board and senior minister, and 

filed with the Audit Committee chair. The executive committee will follow up 

promptly with the complainant. 

 If the board decides a current board policy has not been violated and that a 

new or amended policy is not needed, the matter is dismissed as a board 

concern. A Complaint Resolution Report is drafted by the trustee who 

registered the complaint, edited by the executive committee, distributed to the 

board and senior minister, and filed with the Audit Committee chair. The 

executive committee will follow up promptly with the complainant. 

 
Approved January 8, 2017. Amended October 14, 2018 
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2.7.1: Trustee receives complaint and determines applicable referral. Trustee informs complainant about full complaint process. 

2.7.2: Trustee requests a written report of complaint and 
submits it to executive committee. Executive committee 
determines if full board action is required.  
 

 

Complainant is satisfied with 
response that complaint is not a 
board concern. 

Board determines whether a new 
or amended policy is needed. 

2.7.3: Board and senior minister 
determine if there is an applicable policy. 

Matter dismissed as board concern. Complaint 
Resolution Report filed. Executive committee follows 
up with complainant. 
 

Board creates new or amended policy. Board and 
senior minister determine appropriate action. 
Complaint Resolution Report filed. Executive 
committee follows up with complainant. 

 

 

 
Yes 

No 

Yes 

No 

Policy 2.7:  Complaint Procedure 

No 

Matter dismissed as board concern. Complaint 
Resolution Report filed. Executive committee follows 
up with complainant. 

No Yes 

Board determines if applicable policy has 
been violated. 

Yes 

Not urgent. 
Schedule for next 

board meeting 

Urgent.  
Schedule special 
board meeting 

No 

Matter is dismissed as board concern. 

 

Yes 

2.7.1.3: CONGREGANT-TO-
STAFF COMPLAINT: Trustee 
refers complainant to Staff 
Grievance Policy and 
suggests speaking with the 
appropriate staff. Trustee 
informs complainant that 
the complaint is not a board 
concern. 

2.7.1.4: STAFF-TO-STAFF 
COMPLAINT: Trustee refers 
complainant to Employee 
Handbook and suggests 
speaking with the appropriate 
staff. Trustee informs 
complainant that the 
complaint is not a board 
concern. 

2.7.1.1: 
WHISTLEBLOWER 
COMPLAINT: 
Follow procedures in 
Whistleblower Policy 
on website. 

Board and senior minister determine appropriate 
action. Complaint Resolution Report filed. Executive 
committee follows up with complainant. 
 

2.7.1.2: Possible violation of 
board policy; or new or 
amended policy needed; or 
trustee uncertain. 

Board policy violated? 

Yes, board policy 

or uncertain 

Yes, whistleblower  

No 
No 
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3. Board - Senior Minister Relationship 

Introduction:  Board - Senior Minister Relationship policies describe the board’s delegation of 

managerial responsibility to the senior minister. The board holds the senior minister accountable 

for advancing the mission and ends of the church within specific limitations. The board will 

annually receive from the senior minister written plans to advance the ends. The board will 

monitor the senior minister’s progress toward advancing the ends and complying with the 

limitations as part of the board’s oversight process. 

 

 

Policy 3: Board - Senior Minister Relationship: A clear distinction between the board’s 

function and the senior minister’s function is essential for effective governance of the church. 

This distinction clarifies who makes decisions, leads to transparency in decision-making, and 

builds trust among members and between members and staff. Thus, the board delegates solely to 

the senior minister the authority for the church’s operations and the duties and conduct of paid 

staff and volunteers. The senior minister, as the chief executive officer of the church, will 

demonstrate leadership that is nurturing, responsive, visionary, and empowering. The board will 

hold the senior minister accountable for the advancement of the ends.  

 

Approved January 8, 2017 

 

Policy 3.1: Unity of Control: Only decisions of the board acting as a body and stated in 

officially passed motions are binding on the senior minister. Accordingly: 

 

3.1.1   Decisions or instructions of individual trustees, officers, or committees are 

not binding on the senior minister except in rare instances when the board has 

specifically authorized such exercise of authority.  

 

3.1.2   In the case of trustees or committees requesting information or assistance 

without board authorization, the senior minister can refuse such requests that 

require, in the senior minister’s opinion, a material amount of staff time or funds, 

or are disruptive. 

 

Approved January 8, 2017 

 

 
Policy 3.2: Delegation to the Senior Minister: The board will instruct the senior 

minister through written policies that prescribe the organizational ends to be achieved and 

that describe organizational situations and actions to be avoided, allowing the senior 

minister to use any reasonable interpretation of these policies, including the engaging, 

discharging, and setting the compensation and benefits of the employees of the church 

(other than an associate minister) within these policies. 

  

3.2.1   The board will develop ends policies instructing the senior minister to 

achieve certain results, for certain recipients, within the budget.  These policies 
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will be developed systematically from the broadest, most general level to more 

defined levels. All issues that are not ends issues as defined here are means issues. 

 

3.2.2   The board will develop senior minister limitations policies that limit the 

latitude the senior minister may exercise in choosing the organizational means.  

These limitations policies will describe those practices, activities, decisions, and 

circumstances that would be unacceptable to the board even if they would be 

effective. These policies will be developed systematically from the broadest, most 

general level to more defined levels.  

 

3.2.3   As long as the senior minister uses any reasonable interpretation of the 

ends policy and the senior minister limitations policy, the senior minister is 

authorized to establish any further policies, make any decisions, take any actions, 

establish any practices, and develop any activities.  

 

Approved January 8, 2017 

  

 

Policy 3.3: Accountability of the Senior Minister: The board holds the senior minister 

accountable for organizational operations, achievement, and conduct. All authority and 

accountability of paid staff and volunteers is considered by the board to be the authority 

and accountability of the senior minister. Accordingly: 

 

3.3.1   The board will refrain from giving instructions to persons who report 

directly or indirectly to the senior minister. 

 

3.3.2   The board will refrain from evaluating, either formally or informally, any 

staff other than the senior minister. 

 

3.3.3   The board will view senior minister performance as identical to 

organizational performance. Sufficient progress toward board-stated ends will be 

viewed as successful performance of the senior minister. 

 

Approved January 8, 2017 

 

 

Policy 3.4: Monitoring Senior Minister Performance: Regular and systematic 

monitoring of the senior minister’s job performance will be solely measured by sufficient 

progress toward the ends in accordance with the limitations policies. 

 

3.4.1   The board will acquire monitoring data by one or more of the following 

methods: (a) by internal report, in which the senior minister discloses compliance 

information to the board, (b) by external report, in which an external, disinterested 

third party selected by the board assesses compliance with the ends policy and the 

senior minister limitations policy, (c) by direct inspection, in which the board or 
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designated members of the board assess compliance with the appropriate board 

policy criteria. 

 

3.4.2   All policies that instruct the senior minister will be monitored at a 

frequency and by a method chosen by the board. The board can monitor any 

policy at any time by any method, but will ordinarily depend on a routine 

schedule. 

 

3.4.3   The standard for compliance will be any reasonable senior minister 

interpretation of the board policy being monitored. The board is final arbiter of 

reasonableness, but will always judge with a "reasonable person" test rather than 

with interpretations favored by individual trustees. 

  
Approved January 8, 2017 

 

 

[Placeholder for monitoring calendar] 

 

Policy 3.5: Disciplinary Policy: As part of the board’s responsibility to ensure 

appropriate organizational performance (Policy 2.2 - Board Job Contributions), the board 

will ensure appropriate disciplinary action is undertaken when a board policy is violated. 

Accordingly: 

 

3.5.1   The senior minister is responsible for disciplining all other staff members. 

 

3.5.2   In regard to possible discipline of the senior minister, the board's operating 

assumption will be that good faith decisions of the senior minister deserve the 

board's respect and consideration. The board will pursue the following process if 

it determines that the senior minister has violated a board policy. If the board 

determines that the violation is egregious, an alternative process will be designed, 

commensurate with the severity of the violation. 

 

3.5.2.1   After consultation with the full board, the board president will 

discuss the violation or improper conduct with the senior minister to find a 

way to resolve the problem. If asked by the board, the senior minister will 

submit to the board a written plan to remediate the violated policy and 

present the plan for approval at the next board meeting. 

 

3.5.2.2   If, after a specified time, the consultation or/and the remediation 

plan do not resolve the problem, the board may give a written warning to 

the senior minister. The written warning should outline the problem, 

suggest expected courses of corrective action, and advise of possible 

consequences.  

 

3.5.2.3   If the problem is not resolved by the written warning, the board 

may take further action it deems appropriate, including but not limited to, 
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recommending to the congregation to vote to dissolve the called 

relationship of the senior minister.   

 

Approved January 8, 2017 

 

 
Policy 3.6: Senior Minister Compensation: All Souls Church is committed to offering 

fair and competitive compensation to its senior minister, based on applicable regional and 

national salary and benefit information. Accordingly: 

 

3.6.1   Senior minister total compensation consists of salary, benefits, and housing 

allowance, as outlined in the Letters of Agreement. 

 

3.6.2   The board will annually review the senior minister’s total compensation 

and consider cost of living adjustments and merit increases relative to current 

financial conditions. 

 

3.6.3   The board will maintain records of senior minister compensation 

adjustments. 

 

3.6.4   The senior minister’s recommendation about the compensation of other 

called ministers will be subject to approval by the board and final approval by the 

congregation. Compensation for all other staff will be set by the senior minister. 

 

Approved January 8, 2017 

 

4. Senior Minister Limitations 
 
Introduction: 

 

Senior Minister Limitations policies describe what the senior minister may not do to advance All 

Souls’ mission and ends. The board proscribes inappropriate, unsuitable, and unlawful actions, 

rather than prescribes allowable actions. Limitation (proscription) gives the senior minister, and 

by extension the congregation, the greatest degree of freedom in advancing the mission and ends 

of the church. Anything that is not specifically prohibited is allowed in this system. The board 

monitors compliance with the limitations as part of the process to hold the senior minister 

accountable for advancing the mission and ends of the church. The board will receive regular 

reports about compliance with the limitations. 

 

Limitations policies are the key means by which the board ensures that the church’s finances are 

prudently managed. The senior minister may not fail to submit financial plans, may not expose 

the church to financial jeopardy, and may not fail to submit compliance reports.  

 

Policy 4: Senior Minister Limitations: The senior minister will not cause or allow any 

organizational practice, activity, decision, or circumstance that is unlawful, irresponsible, in 
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violation of commonly-accepted business practices and professional ethics, or inconsistent with 

All Souls’ core values and mission or with the Unitarian Universalist principles. 

 

Approved January 8, 2017 

 
Policy 4.1: Treatment of Members, Visitors, and Friends: With respect to interactions 

with and among members, friends, and visitors, the senior minister will not cause or 

allow conditions that are unsafe, unjust, disrespectful, prejudiced, discriminatory, 

unnecessarily intrusive, or that fail to provide the appropriate confidentiality or privacy. 

Accordingly, the senior minister will not:  

 

4.1.1   Elicit information for which there is no clear necessity. 

 

4.1.2   Use methods of collecting, reviewing, transmitting, or storing congregant 

information that fail to protect against improper access to the material. 

 

4.1.3   Fail to operate facilities with appropriate accessibility and privacy. 

 

4.1.4   Fail to establish, publicize, and follow written policies for processing 

congregant grievances and suggestions. 

 

4.1.5   Fail to provide and maintain mechanisms for communication of 

congregational activities, actions, and information to congregants. 

 

Approved January 8, 2017 

 

 

Policy 4.2: Staff/Volunteer Treatment: With respect to the treatment of paid staff and 

volunteers, the senior minister may not cause or allow conditions that are unsafe, 

disrespectful, or unprofessional.  The senior minister also may not cause or allow 

jeopardy to the fiscal integrity or the public image of All Souls Church.  Accordingly, the 

senior minister will not:  

 

4.2.1   Discriminate (as defined by city, state, and federal laws) among existing or 

potential individuals on a basis other than individual performance, qualifications, 

or job-related criteria. 

 

4.2.2   Fail to make available to the staff a written copy of the personnel policies 

that comply with all laws, protect the church’s “at will” employment status, and 

inform the staff that employment is neither permanent nor guaranteed. 

 

4.2.3   Fail to provide annual staff evaluations and provide for effective handling 

of grievances, conflicts, and disciplinary action. 

 

4.2.4   Allow harassment, preferential treatment, or other wrongful conditions.   

 



 
 

20 

Approved January 8, 2017 

 

 

Policy 4.3: Emergency Senior Minister Succession: In order to protect the church and 

board from sudden loss of executive leadership, the senior minister must not fail to 

designate at least one other executive familiar with board and executive issues and 

processes to assume the senior minister’s executive responsibilities. 

 

Approved January 8, 2017 

 

 

Policy 4.4: Compensation and Benefits: The senior minister will not 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. 

 

The senior minister will not: 

 

4.4.1   Promise or imply permanent or guaranteed employment.  

 

4.4.2   Establish current compensation and benefits that: 

 

4.4.2.1   Deviate materially from the local market for the skills employed 
to the extent feasible given the congregation’s finances. 

. 

4.4.2.2   Create contractual obligations over a term longer than revenues 

can be safely projected.  

 

4.4.2.3   Establish compensation and benefits so as to cause unpredictable 

or inequitable situations.    

 

4.4.3   Change his or her own compensation and benefits. 

 

Approved January 8, 2017. Amended October 18, 2018  

 

 

Policy 4.5: Financial Planning and Budgeting: With respect to financial planning and 

budgeting, the senior minister may not jeopardize the fiscal integrity of All Souls Church 

or the mission and ends of the congregation. The senior minister may not: 

 

4.5.1   Plan the expenditure in any fiscal year of more funds than are reasonably 

projected to be available in that period. 

 

4.5.2   Budget drawdown from the church’s investment accounts in excess of the 

board-approved allocation rate. 
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4.5.3   Fail to communicate: 

 

4.5.3.1   A reasonable projection of revenues, expenses, and cash flow. 

 

4.5.3.2   The separation of capital from operational revenue and expenses. 

 

4.5.3.3   The underlying planning assumptions. 

 

Approved January 8, 2017 

 
Policy 4.6: Financial Condition: With respect to the ongoing financial condition of the 

church, the senior minister may not cause or allow the development of financial jeopardy 

or a material deviation from the priorities established in the ends.  Accordingly, the senior 

minister may not: 

 

4.6.1   Allow financial results to deviate materially from the board-approved 

budget, unless authorized by the board. 

 

4.6.2   Enter into any loan obligation without prior board approval. 

 

4.6.3   Commit the church to any contract outside of approved budget authority. 

 

4.6.4   Fail to settle payroll and debts in a timely manner. 

 

4.6.5   Allow tax payments or other government-ordered payments or filings to be 

overdue or inaccurately filed. 

 

4.6.6   Designate funds in a manner inconsistent with the donor’s intentions or 

with generally-accepted accounting practices. 

 

4.6.7   Fail to establish, maintain, and communicate an appropriate gift acceptance 

policy for both restricted and unrestricted gifts that includes provisions for donor-

designated purposes and allows for the acceptance or rejection of gifts. 

 

4.6.8   Accept or disburse gift income that is contrary to the church’s mission, 

values, and ends or with our Unitarian Universalist principles. 

 

4.6.9   Fail to pursue unpaid pledges and non-pledge receivables after a 

reasonable amount of time. 

 

Approved January 8, 2017 

 

 

Policy 4.7: Asset Protection: With respect to proper stewardship, the senior minister 

may not allow the church’s assets to be unprotected, inadequately maintained, or 

unnecessarily risked. The senior minister may not: 
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4.7.1   Fail to establish and implement appropriate plans and procedures for 

operational risk management, safety, and security. 

 

4.7.2   Fail to insure against theft and casualty losses at replacement value less 

reasonable deductible and/or co-insurance limits. 

 

4.7.3   Fail to insure against congregational liability and personal liability of 

trustees and staff relating to congregational business. 

 

4.7.4   Allow unbonded personnel access to material amounts of funds. 

 

4.7.5   Subject facilities, premises, and equipment to improper wear and tear or 

insufficient maintenance, nor fail to provide for building security. 

 

4.7.6   Unnecessarily expose the organization, the board, or staff to claims of 

liability or risk the organization’s non-profit status. 

 

4.7.7   Endanger the church’s public image or credibility. 

 

4.7.8   Make any purchase of over $30,000 without at least two competitive bids, 

absent an emergency. 

 

4.7.9   Fail to reasonably protect information, files, archives, art, and artifacts 

from loss or significant damage, or fail to maintain appropriate documentation 

and retention standards. 

 

4.7.10   Receive, process, or disburse funds with insufficient controls. 

 

4.7.11   Invest or hold operating capital in insecure instruments, including  

uninsured checking accounts and bonds of less than AA rating, or in non-interest-

bearing accounts except where necessary to facilitate ease in operational 

transactions. 

 

4.7.12   Make any purchases wherein normally prudent protection has not been 

given against conflict of interest without approval from the board. 

 

4.7.13   Fail to transfer any bequests to the investment accounts. 

 

Approved January 8, 2017 

 

 

Policy 4: Senior Minister Limitations: The senior minister will not cause or allow any 

organizational practice, activity, decision, or circumstance that is unlawful, irresponsible, in 

violation of commonly-accepted business practices and professional ethics, or inconsistent with 

All Souls’ core values and mission or with the Unitarian Universalist principles. 
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Approved January 8, 2017 

 

Policy 4.8:  Communication to the Congregation: The senior minister will not 

withhold regular and consistent communication to the congregation about the programs 

and ministries of the church.  

 

4.8.1  The senior minister will not withhold or fail to make readily accessible a 

complete and current set of the governing policies and appropriate operational 

policies.  

   

Approved January 8, 2017. Amended April 14, 2019 

 

 

Policy 4.9: Communication and Support to the Board: The senior minister will not 

cause or allow the board to be uninformed, misinformed, or unsupported in its work. 

With respect to communication and support to the board that is conveyed between board 

meetings, the senior minister will not fail to give notice to the president which shall 

constitute notice to the board.  Accordingly, the senior minister may not: 

 

4.9.1   Submit monitoring information that is not timely, accurate, or 

understandable. 

 

4.9.2   Fail to report in a timely manner any actual or anticipated non-compliance 

with any church policy, or fail to recommend policy changes whenever the need 

for such changes comes to the senior minister’s attention. 

 

4.9.3    Withhold from the board advice that, in the senior minister’s opinion, the 

board is not in compliance with the church’s bylaws or its own policies. 

 

4.9.4   Withhold from the board notice of all significant changes to applicable 

regulations and administrative policies. 

 

4.9.5   Provide insufficient staff perspectives and external points of view as 

needed for fully-informed board decisions. 

 

4.9.6   Be remiss in supporting the board in organizing congregational meetings. 

 

4.9.7   Fail to provide timely notice to the board regarding the engagement, 

discharging, or resignation of any key employee of the church. Key employees are 

those full-time and part-time employees with substantial congregational contact, 

including the ministers, choir director, organist, RE director, RE assistant, 

executive director, events manager, facilities manager, membership coordinator, 

or other employees as judged appropriate or necessary by the senior minister.  

 

Approved January 8, 2019. Amended April 14, 2019  
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Appendix: New York State Mandated Policies 
 

New York State requires the Board of Trustees of All Souls Church to maintain specific policies 

and to review them annually. The board is responsible to ensure that these policies remain 

consistent with the board’s governing policies. These policies are found on the All Souls website, 

under the Resources tab, on the Statements and Policies page. 

 

Appendix A: Conflict of Interest Policy 
www.allsouls-nyc.org/wp-content/uploads/2018/12/ALL-SOULS-CONFLICT-OF-INTEREST-POLICY-
2014.pdf 
 

 The Conflict of Interest Policy is reviewed annually at the February board meeting.  

 It is the practice of All Souls Church that all trustees, all financial committee members, 

and all officers annually sign the policy at the February meeting. Any conflicts must be 

noted in the board’s minutes. 

 It is the practice of All Souls Church that the executive director ensures that all 

appropriate employees, all financial committee members, and all officers sign the policy 

annually and that new appropriate employees sign the policy when employed. 

 

 

Appendix B: Whistleblower Policy 
www.allsouls-nyc.org/wp-content/uploads/2018/12/2016.02.21-AS-WHISTLEBLOWER-POLICY-FINAL-
UPDATED.pdf 
 

 Annually in January, the president of the board files a report with the Audit Committee 

regarding any or lack of whistleblower incidents in the preceding year. 

 The Whistleblower Policy is reviewed annually at the February board meeting.  

 The policy is updated in February to reflect the president of the board as the designated 

compliance officer. 

 It is the practice of All Souls Church that the executive director ensures that all 

employees annually review and sign the policy. 

 

Appendix C: Investment Policy 
www.allsouls-nyc.org/wp-content/uploads/2018/12/INVESTMENT-POLICY-STATEMENT.pdf 
 

 The Investment Policy is reviewed annually at a board meeting.  

 The date of review is jointly set by the president of the board and the chair of the 

Investment Committee. The review typically takes place in the spring. 

http://www.allsouls-nyc.org/wp-content/uploads/2018/12/ALL-SOULS-CONFLICT-OF-INTEREST-POLICY-2014.pdf
http://www.allsouls-nyc.org/wp-content/uploads/2018/12/ALL-SOULS-CONFLICT-OF-INTEREST-POLICY-2014.pdf
http://www.allsouls-nyc.org/wp-content/uploads/2018/12/2016.02.21-AS-WHISTLEBLOWER-POLICY-FINAL-UPDATED.pdf
http://www.allsouls-nyc.org/wp-content/uploads/2018/12/2016.02.21-AS-WHISTLEBLOWER-POLICY-FINAL-UPDATED.pdf
http://www.allsouls-nyc.org/wp-content/uploads/2018/12/INVESTMENT-POLICY-STATEMENT.pdf

