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See April 2008 minutes
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ENDS INTERPRETATION DRAFT

Submitted to the SWUUC Board, July 10, 2008

By the Rev. Susan M. Smith, District Executive
EXPLANATORY NOTE:

This is the second draft of these interpretations incorporating comments from the April 25, 2008 Board meeting. Changes from the first draft are underlined.
Global End: The SWUUC is a growing community of healthy congregations grounded in our covenantal faith who walk together in love, seek the holy and are in right relationship with the world. Therefore: 
INTERPRETATION NOTES: I interpret this to mean that the identity of SWUUC is that of congregations rather than individual Unitarian Universalists or as primarily a service providing agency. The work of SWUUC with individuals is in support of their own service to congregations. The congregations are in supportive, interactive and accountable relationship to one another. The community is growing through the addition of more congregations and benefits from the growing. The health of the congregations is specifically described below. Our covenantal faith seeks to promote interdependence and build loving and just communities through a clear understanding of our roles and responsibilities, a self-defining voluntary association, a commitment to keep the promises we make, facility in returning to our covenants with more grace than guilt and a deep relatedness of the self to all others and to the holy. As we seek the holy in its many guises, we are awed to be part of the priesthood and prophethood of all believers that charges all of us to discover how the holy is expressing itself now to each of us. We are stewards rather than despoilers or exploiters of our planetary home and resistant to a culture of privilege, waste and despair. Ever mindful of the persistence of injustice, racism and oppression that pervades the human condition, we seek to work with those who are struggling to remedy these conditions in a manner that is accountable to our oppressed neighbors near and far. We are optimistic about the ability of humans to play an appropriate role in the interdependent web of all existence, eager to learn and willing to sacrifice. 
Level 2 (in priority order)

1. Healthy Congregations -- To effectively further their mission:
INTERPRETATION NOTES: The congregation that is healthy is maturing as individuals and as a community. Its behavior is consistent with its values. It works from its strengths and its gifts. It is focused on a mission larger than itself, its current membership, or this particular time in its history. The purpose of congregation is to answer the call of their unique mission. 
END 1.A. is in revision by the Policy Working Group.

A. The congregations in the SWUUC are ever-growing in their membership, resources and the depth of the spiritual experiences of their members;
INTERPRETATION NOTES: The SWUUC congregations are generous and creative in their pursuit of resources so that they can serve an ever-widening circle of members of all ages. They are seeking and sharing spiritual resources of patience, peacefulness, inspiration, connectedness and resolve through effective worship and faith development programs. They do not rest upon the laurels of past accomplishments neither do they horde their faith or their congregations to themselves.
B. Congregational leaders are equipped with necessary resources and training; and
INTERPRETATION NOTES: The called, elected, hired and appointed leaders of the congregations receive support of many kinds to build both confidence and competence in their ability to lead their congregation to fulfill its mission and live its covenant. The best practices from throughout the UUA and the church universal are sought to empower them to serve joyfully and effectively. Barriers to resources are identified and dismantled. ACCEPTED April 25, 2008.
C. The congregations are connected and in right relationship with their communities, one another and our UUA.
INTERPRETATION NOTES:  Congregations are outwardly focused, collaborative, welcoming and supportive. They seek to serve ever more effectively the unique communities in which they are situated. They form authentic lateral relationships with other UU congregations serving as resources and inspiration for one another. They participate in the life of SWUUC and in that of the larger UUA. They contribute financially to the work of these organizations as agreed upon through their governing bodies and share of their time and talents and knowledge as well. ACCEPTED April 25, 2008.
2. Faith-in-Action -- SWUUC is composed of congregations who proclaim with words and deeds the values of justice, reason and compassion embodied in our faith.
INTERPRETATION NOTES: SWUUC congregations work in their communities and in the larger world to make their values visible and meaningful in public life. They partner with one another and other organizations effectively to promote the common good. They make a visible difference in the world. They are dedicated to seeing justice done for all, to using reason as a bridge for human understanding and to compassion for the oppressed community and for even those who despise us. ACCEPTED April 25, 2008.
3. Extension -- Unitarian Universalism is increasingly visible, recognized and accessible in our conference.

INTERPRETATION NOTES: SWUUC congregations are serving an increasing number of individuals and in an increasing number of communities. They are well known in their communities and associated with our shared values. ACCEPTED April 25, 2008.
MEASURING THE JUST AND LOVING COMMUNITY:
These seem to be esoteric matters to be measuring. But I offer here a few suggestions for our deliberation.

NOTE: I was asked to tie these indicators to items within the Ends Statements and have inserted notes after each suggesting an intersection between these indicators and the monitoring of these Ends.
· NUMERICAL – Obviously, indicators of increased membership, attendance, church school enrollment, and paid staff; (1.A. “ever-growing” and 3 “Extension”)
· FINANCIAL – Payment of SWUUC Dues and Annual Program Fund Fair Share, Participation in Chalice Lighters and Friends of the District, Collections at SWUUC events, increase in pledge units, average pledge and overall budget; success of capital campaigns (See above plus Global End “community” and 1.C. “connected and in right relationship)
· PARTICIPATION – To tie participation in certain events to rising indicators or reported benefit; to use participation as an indicator of fulfilling a felt need; to progressively eliminate barriers to participation; to participate in the larger UUA (1.B. “necessary resources and training”)
· CONSISTENCY – Tenure of called and hired staff, orderly succession of leadership, sustained rising indicators (Global End and 1 “healthy congregations”)
· MISSION-FOCUS – Participation in an ongoing cycle of vision casting, mission development, strategic planning and assessment; recognition in the community for service; accomplishment of key goals (1 “mission” and 2 “Faith-in-Action” and 3 “increasingly visible, recognized)
· CONNECTIONAL – Participation in clusters and other congregational networks; joint projects; support of congregations in need; sharing of resources (Global End “community” and “walk together in love” and C. “connected and in right relationship”)
· EXPERIENTIAL – The comments of participants and leaders about the effectiveness of resources as they are applied rather than as when they are received; creativity and experimentation (1.B. “Congregational leaders are equipped)
SWUUC Executive Limitations Monitoring Report

Prepared by the Rev. Susan M. Smith, District Executive, April, 2008
2. Global Executive Limitation Policy: 

The DE shall not allow any practice, activity, decision, or organizational circumstance that is either unlawful, imprudent, or in violation of commonly accepted fiscal, business, or professional ethics, including the Unitarian Universalist Ministers Association Code of Professional Conduct, the Liberal Religious Educators Association Code of Professional Practices, and the UUA District Staff Code of Conduct, and any other applicable UUA codes of conduct, or is contrary to Unitarian Universalist values as expressed in the Principles of the UUA. 

INTERPRETATION: I interpret this to mean that I will remain in compliance with all principles included in the UUMA Code of Professional Conduct, the LREDA Code of Professional Practices, District Staff Code of Professional Practice, the Covenant of the Unitarian Universalist Association commonly known as the Principles and Purposes, and all applicable civil laws. ACCEPTED November 9, 2007.

REPORT:   This report constitutes my assurance that, as reasonably interpreted and except as noted below, these practices, activities, decisions, or organizational circumstances have not been caused or allowed and further, that the data submitted below are accurate for the period as of July 1, 2008.
2.7.  Financial Conditions and Activities 

With respect to the actual, ongoing financial conditions and activities, the DE shall not cause or allow the development of fiscal jeopardy or a material deviation of actual expenditures from Board priorities established in the Ends policies.  Therefore, the DE shall not:  
INTERPRETATION: I interpret this to mean that the budget that I manage needs to be in accordance with advancing the Ends as determined by the Board.  Should the Board revise the Ends in any given year, I am required to reallocate financial resources and staff priorities towards meeting those new ends whenever possible.  This change will happen sooner if possible, but no later than the next fiscal year after the board refinements are established.  I interpret “financial jeopardy” as paying close enough attention to both the income and the expense side of District operations that the continued functioning of the District is never put in jeopardy.  This includes a monitoring of the expense of the office administration; dues income; UUA income and Grants; as well as program expenses of the District on the monitoring schedules adopted.  If the income or expenses deviate to such a degree that they render the overall budget unattainable, I will immediately inform the board of that situation even if outside the regular monitoring schedule. ACCEPTED February 2, 2008.

REPORT: I report compliance with this policy.

2.7.1. Expend more funds in any given fiscal year than have been budgeted unless approved by the board. 

INTERPRETATION: I understand this to mean that the gross amount of the annual budget shall not be exceeded without Board approval.  In the event that the budget needs to be exceeded to maintain the services to congregations at an effective rate, I will present a written proposal to the Board detailing the amount of funds necessary to continue services as well as where additional funds might be obtained to support those activities. I believe that this requirement for Board approval does not apply to exceeding the budget for individual line items. ACCEPTED November 9, 2007.
REPORT: Pursuant to the financial report in the Board packet, I report compliance with this policy.
2.7.2.  Expend more funds than have been received in the fiscal year to date, with the exception that up to a $20,000 variance against budget is permissible in any given period or period to date provided that the DE has a plan to prevent any greater variance to occur in any fiscal year.  
INTERPRETATION: I understand this to mean that income must exceed expenditures or at least never lag behind expenditures more than $20,000 during any period. If income lags behind expenditures, I must reasonably expect that this variance will be rectified during the fiscal year in question. If at any time the limit of $20,000 variance is reached, I must report the situation and my plan to prevent any greater variance to the Board immediately regardless of monitoring schedule. ACCEPTED November 9, 2007.

REPORT: Pursuant to the financial report in the Board packet, the current variance against year to date budget is $511.70.  When the end of year reports for District dues and Annual Program Fund payment and end of year financial statements are completed, I will send these materials to the Board member. I report compliance with this policy.
2.7.3. Indebt the organization or use unrestricted reserves in an amount greater than $10,000 in any fiscal year, without Board approval.  
INTERPRETATION: I interpret this to mean that I may not either indebt the organization in excess of $10,000 or use unrestricted reserves in excess of $10,000 in any fiscal year in total without asking for Board approval. ACCEPTED November 9, 2007.

REPORT: There is no such indebtedness nor have any unrestricted reserves in excess of $10,000 been used. I report compliance with this policy.
2.7.4. Use any restricted reserves for purposes other than their designated purpose unless authorized by the Board to do so.  

INTERPRETATION: I interpret this to mean that any restricted funds must be used for those purposes set by policy of the Board or District.  Where the reserve no longer is serving a purpose for which it was created, I am expected to inform the Board so that a proper disposition of the assets can be made to other more useful purposes. ACCEPTED November 9, 2007.

REPORT: I report compliance with this policy.
2.7.5. Fail to settle payroll and debts in a timely manner. 

INTERPRETATION: I interpret “timely manner” to mean that payroll checks will be sent as scheduled, consulting fees will be paid as soon as procedures permit, payroll taxes will be paid quarterly, and all other debts will be handled expeditiously to avoid penalties or late charges. ACCEPTED November 9, 2007.

REPORT: I report compliance with this policy.
2.7.6. Fail to fund retirement fund liabilities. 

INTERPRETATION: I understand this to mean that both employee contributions and any applicable employer matching funds will be deposited in a timely manner. ACCEPTED November 9, 2007.

REPORT: Retirement funds for Connie Nolen are being sent to the UUA in a timely manner. Those for the co-employed staff are being handled by the UUA itself. I report compliance with this policy.
2.7.7. Allow UUA-required payments, tax payments or other government ordered payments to be overdue or inaccurately filed.  

INTERPRETATION: I interpret this policy to mean that I shall remit the cost of the jointly-employed District Staff to be remitted to the UUA as requested by the UUA, and that all deductions from other staff shall be paid in accordance with state and federal law and that other filings shall be made in a correct and timely fashion.  ACCEPTED November 9, 2007.

REPORT: All such payments are being made in a timely manner and according to statute and law. I report compliance with this policy.
2.7.8. Make a purchase or commitment with income borrowed from budget of a different annual period without disclosing purchase to the Board.  

INTERPRETATION: I interpret this policy to mean that I shall not spend or obligate income anticipated for the fiscal year following the one in which the purchase or commitment is made without informing the Board and that this report will be made immediately regardless of monitoring schedule. I further should not make purchases that would be required to be paid out of the income for the following fiscal year. However it is understood that credit card charges made in June have always been paid and reported in July. ACCEPTED November 9, 2007.

REPORT:  I report compliance with this policy.
2.7.9. Acquire, accept donation of, encumber or dispose of real property without consent of the board.  

INTERPRETATION: I interpret this to mean that only the Board has the power to deal with real property.  I interpret “real property” to mean real estate, dwellings, or any other item considered such under applicable state and federal law. ACCEPTED November 9, 2007.

REPORT: No such transaction has occurred. I report compliance with this policy.
2.7.10. Fail to actively pursue receivables after a reasonable grace period.  

INTERPRETATION: For receivables other than dues, I interpret a reasonable grace period to be 90 days.  Every legal effort will be made to collect these receivables from the appropriate party.  After two years of trying to recover receivables other than dues, I will declare them a bad debt for accounting purposes. For accounting purposes, we list all the District dues as receivables and send out invoices and statements to congregations on a quarterly basis from the District office.  We track all receipts each month on each congregation’s payments toward their requested fair share amount.  We continue to remind people of the nature of voluntary associations and the reliance we place on the payment of their fair share in order to be able to continue to serve their congregations.  We offer assistance in helping congregations raise sufficient funds so that District dues can be paid.  We request notification from congregations when circumstances prohibit them from paying their fair share dues, and we offer to assist them in addressing the conditions that would prevent full payment in the future.  We add a small amount to registration fees and consultant fees for those congregations that do not pay their full dues. ACCEPTED November 9, 2007.

REPORT: The Treasurer sent reminders to which congregations have responded creating an end of the year flurry of payments. As of June 20, 2008, District dues receipts were $11,500.10 below budgeted amount. However, several congregations pay at the end of the fiscal year. As mentioned above, I will send the final dues statements to the Board when prepared. I report compliance with this policy.
2.7.11. Enter into credit arrangements with individual credit limits totaling more than $5000 without Board approval.  

INTERPRETATION: I interpret this to mean that I may acquire credit cards for district staff with limits not more than $5,000 but would need Board approval for credit cards exceeding this amount. I believe that this relates only to credit cards, credit accounts, and lines of credit but not to billing for a budgeted expense. ACCEPTED November 9, 2007.

REPORT: No district credit cards have a limit exceeding this amount. I report compliance with this policy.
2.7.12. Accept donations in cash or in kind which would compromise the values of the District.  

INTERPRETATION: I understand “compromise the values of the District” to mean activities that are immoral, unethical, illegal, oppressive, racist, or discriminatory or that negatively affect the public reputation of the District. I interpret this to mean that I should not accept donations that I know to have come from questionable sources or practices or that would negatively affect the public reputation of the District. ACCEPTED November 9, 2007.

REPORT: I have not to my knowledge accepted any such donations. I report compliance with this policy.
2.7.13. Accept donations in cash or in kind where there is a difference between the donor’s intent and that of the District.  

INTERPRETATION: I understand this to mean that I should only accept donations that can be used to support the stated Ends of the District and are entirely consistent with its policies. ACCEPTED November 9, 2007.

REPORT: I have not to my knowledge accepted any such donations. I report compliance with this policy.

2.7.14. Fail to take such action as may be possible to ensure that the financial affairs of the District are carried on in a manner consistent with the laws of the State of Texas and the Federal Government and conducted in accordance with the bylaws of the District, or to advise the Board of any material deviation.  
INTERPRETATION: I understand this to mean that I cannot commit or allow any transaction or investment that does not conform to state and federal laws and SWUUC bylaws. If I have any knowledge or suspicion that a law or bylaw has been violated, I must inform the Board immediately regardless of monitoring schedule. ACCEPTED November 9, 2007.

REPORT: To the best of my knowledge, I report compliance with this policy.

2.7.15. Fail to secure tax exemptions whenever and wherever possible.  

INTERPRETATION: I interpret this to mean that I will ensure the continuation of our tax-exempt status and use that status in as many purchases as possible to maximize our use of resources for programming and not tax obligations.  I will negotiate with vendors in granting this status for meeting spaces and services as well as material purchases. ACCEPTED November 9, 2007.

REPORT: I report compliance with this policy.
2.7.16. Allow any grant or scholarship making body of the SWUUC to function without adequate policies, procedures, and accounting controls in place to ensure fairness, effectiveness, and fiscal responsibility in their processes. 

INTERPRETATION: I interpret “grant or scholarship making body” to be any agency or program of the District that provides funds to congregations or individuals.  I interpret this to mean that for all district operations I must create and implement appropriate policies that will guide the grant making process to ensure fairness and effectiveness for all parties.  I must include adequate accounting controls that will safeguard the funds from fiscal malfeasance.  ACCEPTED November 9, 2007.
REPORT: SWUUSI is the only regular District event that offers no scholarships or grants. I will discuss this with the SWUUSI board this summer. If they opt to make scholarships available, they will use the policies and procedures used for the District’s other programs. I report compliance with this policy.

#3
SWUUC Executive Limitations Monitoring Report

Corrections and Updates on Noncompliant Items from April 2008

Prepared by the Rev. Susan M. Smith, District Executive, July 2008
THE FOLLOWING POLICIES WERE REPORTED AS NONCOMPLIANT IN THE PREVIOUS REPORTS BUT THE INTREPRETATIONS WERE ACCEPTED. THE REPORT SECTIONS HAVE BEEN UPDATED.

2.4.7. Fail to prepare and keep current job descriptions for all paid and significant volunteer staff positions of the District.  

INTERPRETATION: I interpret this to mean that a job description for each paid and volunteer staff position now existing and to be created should be on file in the SWUUC office and available through recruitment, orientation, and assessment processes. ACCEPTED November 9, 2007.

REPORT: As reported previously, we are continuing to rework our committee structure and have not created descriptions for volunteer staff. I continue to report noncompliance with this policy.

2.1.11. Operate with a strategic plan that specifies how the ends are to be realized and outcomes to be attained for specific periods of time.  This plan will be integrated with the multiyear plan specified in 2.6. Financial Planning and Budgeting.

INTERPRETATION: I take this to mean that after the ends are interpreted satisfactorily I will convert the ends into incremental measurable goals and oversee a process for developing a strategic plan to accomplish the goals and to keep the Board informed on the progress. I will maintain a constant cycle of reviewing recent progress and altering a multi-year strategic plan appropriately to be ever more effective in realizing the Ends. ACCEPTED April 25, 2008.

REPORT: As previously reported, we are in process for the development of this plan. We are in discussion with those who are being asked to participate on our Advisory Committee. We continue to anticipate having the plan ready for the Board to examine at its winter retreat in 2009 and include it in the 2009 annual report. I continue to report noncompliance with this policy.
2.2.2 Communicate an emergency succession plan to the Board.  

INTERPRETATION: I interpret this to mean that I should prepare a written succession plan that can be used in case of an emergency. At a minimum, I think this document should include information about all financial accounts, all accounts payable and receivable, contact information for all paid and volunteer staff as well as appropriate UUA staff, access to my personal calendar, email, paper files and computer files and a listing of all of my passwords. It should include an agreed upon division of my duties in case of need as well as communication procedure for implementing the plan. I interpret emergency to be any departure from my position, sabbatical, serious illness, act of God or my death. ACCEPTED April 25, 2008.

REPORT:   We have lost forward momentum on this plan while involved in the summer camps and conferences season. We will be able to return to it soon. Until a formal plan is accepted, we are working on the assumption that Jennifer Nichols would succeed me as she did both Bob Hill and Anne Heller. I report that I am not yet in compliance with this policy.

THE FOLLOWING POLICIES REQUIRED ADDITIONAL WORK ON INTERPRETATIONS, ARE NOT INCLUDED IN OTHER REPORTING AT THIS POINT IN THE MONITORING CYCLES, AND ARE RESUBMITTED WITH UPDATED REPORTS. 
2.1.1. Submit monitoring, and other types of data required by the Board on a regularly scheduled basis (see Linkage policies) in a timely, accurate, and understandable fashion, directly addressing provisions of Board policies being monitored.  
INTERPRETATION: I interpret this to mean that the appropriate monitoring reports and supporting materials will be submitted to the Board according to their appointed schedule and when requested at other times. The reports will be a correct and clear representation of the circumstances. I will endeavor to answer all questions posed to me and make my staff available for additional research or reporting as needed. I report compliance.

2.1.2. Provide the Treasurer with access to necessary information in order for the Treasurer to independently report to the Board about the quality and accuracy of financial information gathered and prepared by the DE.  
INTERPRETATION: I interpret this to mean that the Treasurer will continue to receive all financial reports that I receive from volunteers and from paid staff. The Treasurer will have full access to the District bookkeeper and administrator, and all requests for information will be fulfilled in a timely manner. If I have created a report for monitoring or planning purposes, I will make the data used in preparation of the report available to the Treasurer when requested. I report compliance.

2.1.7 Deal with the Board as a whole except when fulfilling requests for information from officers or committees duly charged by the Board. 
INTERPRETATION: I am awaiting discussion on this limitation from the Policy Working Group. 
2.1.9. Supply for the consent agenda all items delegated to the DE, yet required by law or contract to be Board-approved, along with the monitoring assurance pertaining thereto.  
INTERPRETATION: I interpret this to mean that I should seek Board approval for any items that they are required to approve by either law or the District constitution and policies. I shall pro-actively inform the President of items to be included in the consent agenda. I shall ensure that these items are sufficiently documented and verify that they are in some way included in ongoing monitoring. I report compliance.

1.1. Treatment of SWUUC Congregations and their Constituents 

With respect to interactions with SWUUC Congregations and their constituents or those applying to be congregations, the DE shall not cause or allow conditions, procedures, or decisions that are unsafe, disrespectful, unfair, unnecessarily intrusive, misleading, or that fail to provide appropriate confidentiality or privacy or that are not in accordance with UU principles.  Accordingly, the DE shall not fail to:  

INTERPRETATION: I interpret “unsafe” to mean locations or situations that may bring about harm to an individual or group or be hazardous or risky in nature.  I interpret “disrespectful” to mean to include any spoken word or activity that would diminish the dignity or human worth of any individual member or group regardless of the actions of that person or group. I interpret “unnecessarily intrusive” to mean any action that would be invasive, disturbing, or interfering beyond a reasonable degree necessary for the carrying out of assigned duties.  I interpret “misleading” to mean anything that would be deceptive, ambiguous, or deceiving of others. I interpret “unfair” to mean a lack of justice or impartiality. Fairness requires consistent application of rules and provision of services, but it also can require consideration of special circumstances. A dialectic relationship exists between the rights of individuals and the collective in the application of justice. I interpret “appropriate confidentiality or privacy” to mean using discretion in my verbal and written communication about individuals, groups, and congregations. I understand this policy to mean that all paid and volunteer staff are to be clear, honest, respectful, and discreet in all of our dealings and that all communications from the district be truthful. I also understand this policy to mean that SWUUC will attend scrupulously to the safety of individuals when they are attending any conference activity and offer resources to congregations to ensure safety in their own procedures. I also understand that I am responsible for the privacy of interactions with and sensitive records about congregations and individuals. However, this privacy is restricted both by the mandatory disclosure laws of the states within the conference and by the District Staff Code of Ethics.

REPORT: I report compliance with this policy.

2.7.16. Allow SWUUC operating funds (funds other than the endowment fund which are held for short term use and not held for investment purposes) to held in a manner that compromises a high level of security and return, or results in insufficient liquidity to allow funds to be available as needed for program or administrative purposes.

INTERPRETATION: I interpret this to mean that I shall assure that the funds of the District are invested with reputable financial institutions. Where possible, I will seek to achieve some interest income at a competitive rate. However, I will not make such long-term investment commitments that we are unable to access the funds and/or would suffer significant financial loss by doing so.

REPORT: The treasurer has been considering making some short-term investments but no changes have been made to my knowledge. I have no control over the accounts or investments of the District at this point. All of our funds are invested in well-respected financial institutions. We currently have 111 days of operating expenses available to us which I deem to be adequate for our needs. I report compliance.
2.8.7 Endanger the District’s public image, credibility, non-profit status or its ability to accomplish its Ends.  

INTERPRETATION: I interpret this to mean that I shall remain constantly aware of my actions and those of the other staff as to how we are perceived by others.  I will endeavor to maintain standards and values for myself and those within my control such that the reputation of the District will be maintained and enhanced.  I will notify the Board of any adverse publicity or effects that I know of when they occur. I will be vigilant regarding any practices or failure to comply with governmental requirements that would jeopardize the non-profit status of SWUUC. I shall not allow the assets and resources of the District to be directed toward objectives unrelated to its Ends. I shall attempt to increase the resources with which the District seeks to accomplish its ends. I shall monitor whether the resources and assets are being used effectively toward the accomplishment of its Ends.
REPORT: I report compliance.
