Quimper Unitarian Universalist Fellowship
Board of Trustees
Minutes for November 20, 2025 4-6pm
RE 2/3 and Via Zoom

Reading of QUUF Mission and Vision and Land Acknowledgement

Members:  Peg Hunter, Joanna Sanders, Dean Carr, Bill Testerman (virtual), Gary Forbes, Sarah Walker, Roseanna Almaee (virtual for first 10 minutes), Reina Garcia (excused), and Julia Cochrane

Staff: Rev. Don Rolllins (virtual) and Christina Tweed

Meeting Called to Order at 4pm.

Chalice Lighting/Opening Words – Hindu: What would it be like if we let go of all of the stress and the crazy?
Check-in – How are we doing?
Reviewed protocols for observers and assigned Process Observer – Sarah Walker

Opening Announcements or acknowledgements	4:20

There were no changes to the agenda. Julia Cochrane asked the Board to consider offering opportunity for public comment at its meetings. Action item: Following a brief discussion, there was no objection to the communications team reviewing and then presenting alternatives at the next meeting.

CONSENT AGENDA
Approved UNANIMOUSLY
· Draft minutes for 10/23/25	4:25

[bookmark: Agenda]Standing Reports
· President’s Report – See Attachment A
· Minister’s Report – See Attachment B
· DFM Report—Scroll down to Attachment J
Congregational Committee Reports
· Endowments – (Julia C.) No report
· Nominating Committee – see Attachment D – (Gary F.) Verbal report by Gary that the committee will be soliciting Board input on who would be seeking another term and also looking at their job description for needed updates. 
· Program Council Report – see Attachment E
· Communications Subcommittee – see Attachment F (Joanna) 

Board Committee Reports
· Governance Committee – No report
· The GC submits quarterly reports. Next report will be in December.
· Denominational Affairs – No report
· Personnel Committee – Did not meet

The Consent Agenda was approved by Unanimous vote.

DISCUSSION/ACTION ITEMS:	4:30

1. BOARD GOALS. Peg led the discussion of the revised draft the intent of which was to make them actionable, ensure the goals were the responsibility of the board, and to approve in order to get the goals in process. Recommended changes were noted.
Action: Motion to approve the Board Goals as revised. Unanimously approved.

BREAK 		5:10

2. TREASURER’S REPORT – see Attachment C	5:15
Christina responded to questions about the income and expense report. 
Motion to approve the October 2025 Consolidated Balance Sheet reflecting Total Net Assets of $2,133,756.57 and the October 2025 Operating Fund Income and Expense Statement reflecting Year to Date Income of $60,342.31. Unanimously approved.

3. BOARD MEMBER RESIGNATION
a) Accept Julia’s letter of resignation.  Action: Motion to accept Julia Cochrane’s resignation from the Treasurer Position and Board. Unanimously approved.
b) Approve Jane Hogue as treasurer (including liaison to Endowments and member of the Finance Committee).

Action 1: Motion to appoint Jane Hogue to fill the open Board position with unexpired term ending June 30, 2026. Unanimously approved.

Action 2: Motion to appoint/elect Jane Hogue to fill the open position of Board Treasurer. Unanimously approved.

4. NEW MEMBER POLICY
a. Review changes to the policy on new membership (submitted by GC).
Action: Motion to approve the New Membership policy revision as written. Unanimously approved.

ANNOUNCEMENTS OR ACKNOWLEDGEMENTS
Report on auction (Christina) distributed auction final financial results: Net total for 2025 Auction of $63,642.34



	
	
	
	

	Ticket Sales: tickets for attendees & Scholarship
	
	
	$         2,200.00

	Bidding: items, experiences, services, for sale
	
	
	$       13,221.00

	Raffle: tickets night of for 5 baskets
	
	
	$            599.00

	Dessert Dash collected from 18 tables
	
	
	$2,745.00

	Fund-A-Need (“funding our Community”)
	
	
	$       42,025.00

	Donation (straight donations or “donation: category
	
	
	$         3,052.00

	Total income
	
	
	$       62,690.00

	Beverages
	
	
	$            199.66

	
	


· TOWN HALL/CONGREGATION 101: the Board discussed ideas for publicizing including scrolling on the wall before the service, weekly update, and adding more descriptive language in the order of service announcement section).
· Startup Weekend Update. Peg led discussion of Board involvement 1/17 and 1/18. Action item: Peg and Sarah would discuss plans.
· 50th Anniversary Celebration (Peg). Diane, Sarah and Peg met to brainstorm ideas. Planning meeting scheduled for Dec. 3 from 2-3 pm for the Golden Jubilee Celebration led by Katherine Stevenson.
· Finance Planning Task Force (Sarah). Sarah reported on her participation on a team with the Finance Committee to create a two-year plan for financial sustainability.
· Program Council chair replacement would be addressed by Katherine Stevenson. Peg has a job description. Action Item: Peg and Rev. Don would discuss with the Minister making the decision on the appointment.

Check Out		5:55
How did we do relationally? Is there gratitude to be expressed or are there amends to be made? How can we be better with each other?

Extinguishing the Chalice/Closing Words – Peg	5:58
 “There was a time I would reject those.”

ADJOURN.  Meeting adjourned at 6pm

DECEMBER MEETINGS:
December 9: Study Session (Part 3, Essays 4-7) 4-5:30 in RE 2/3
December 11: Exec Committee CANCELLED
December 18: Board Meeting 4-6:00 in RE 2/3


Attachment C
[bookmark: AttachmentC]Treasurer’s Report to the Board

	Treasurers Dashboard
	Oct. 2025
33% of the year
	

	
	
	

	Membership Data
	# serving

	A. Membership individuals
	274

	B. Membership Units
	209

	C. # of Friends 
	26

	D. # of Guest of Record 
	271

	Total individuals serving (A+C+D)
	571

	

	Pledge Data
	# Pledging
	
Amount
	% of group

	Total # of Pledges committed 25-26
	191/571
	$399,897.02
	33%

	# Membership units pledging
	168/209
	$387,257
	80%

	# of Friend units pledging
	11/26
	$8,010
	42%

	# of Guest of Record units pledging
	11/271
	$4,630
	4%



	
	

	Plate                 YTD                  Budget
	
	

	Total         $15,920.51         $15,000
	
	

	

	BUDGET
	YTD 10/25
33% of year
	Annual Budget

	REVENUE
	 
	 

	CONTRIBUTIONS
	$ 207,267.01
	$  420,000.00

	PROGRAM FEES
	$ 605.70
	$    27,000.00

	RENTAL
	$ 1,873.00
	$      8,000.00

	FUNDRAISING
	$ 9,333.87
	$     71,500.00

	INVESTMENT
	$                    -
	$                     -

	Total
	$ 219,079.58
	$ 526,500.00

	

	
	 

	EXPENSES
	 
	 

	Staff Wages & Benefits
	 
	 

	Minister
	 $12,902.07 
	 $ 105,870.96 

	Dir. Family Ministry
	 $31,572.49 
	 $ 103,075.60 

	Cong. Admin.
	 $29,107.30 
	 $   93,535.44 

	Office Asst.
	 $8,470.46 
	 $   25,930.73 

	Fac. Coordinator
	 $17,286.84 
	 $   55,021.51 

	Tech/Bookkeeper
	 $27,874.78 
	 $   86,081.15 

	
	
	 

	RE & Youth Program & Childcare
	 $1,632.50 
	 $   11,214.00 

	Debt/Mortgage
	 $11,699.30 
	 $   28,300.00 

	Facility & Utilities
	 $5,381.83 
	 $   28,565.00 

	Office & Administration
	 $5,787.24 
	 $   19,129.00 

	Committee Activities
	 $2,045.34 
	 $   15,417.00 

	Program Events with fees
	 $575.33 
	 $   27,000.00 

	Sunday Services & Music
	 $3,936.63 
	 $   18,480.00 

	UUA Annual Program Fund
	 $-   
	 $                  -   

	Church Mutual Insurance
	 $400.00 
	 $     5,500.00 

	Fees, city, DOR, etc.
	 $65.16 
	 $          50.00 

	Total
	 $158,737.27 
	 $ 623,170.39 

	Difference
	 $60,342.31 
	 $ (96,670.39)



Highlights from Finance Committee:
	



Motion/s to Approve the attached Financials from Oct. 2025:
1. [bookmark: _heading=h.yj17cqforz8l]The Finance committee recommends to the Board for their approval the October 2025 Consolidated Balance Sheet reflecting Total Net Assets of $2,133,756.57 and the October 2025 Operating Fund Income and Expense Statement reflecting Year to Date Income of $60,342.31.
Oct. 25 - Income and Expense
Oct. 25 - Balance Sheet
Oct. 25 - Notes to Balance Sheet


Program Council Minutes
November 18, 2025 – in RE2, in person

We acknowledge that these waters, mountains, valleys and shorelines that we inhabit are the traditional territory of the S’Klallam and Chemakum peoples. We honor these indigenous people in history and those with us today and strive to counter the harm done due to colonization.

Chalice Lighting – 	QUUF Covenant:
We are travelers, we meet for a moment in this sacred place to love, to share, to serve. Let us use compassion, curiosity, reverence, and respect while seeking our truths. 
In this way, we will support and just and joyful community, and this moment shall endure.

Personal Check-ins –  David, Mary, Katherine, Debra, Beau, Diane. Get well Don.

Council Updates
Community and Learning Council – We couldn’t remember where we left the changes in names for Councils. Board weighs in on change in structure, for instance adding or subtracting a Council. We think PC has authority to change the name. We voted to call this the Community and Learning Council.  Diane will let the Board know. Deb will email Pat about the change. She will also let Pat know that Accessibility has moved to Community & Learning Council.
SEJC – Activities: ALSO classes: Responding to the Anti-trans Movement. Transgender Day of Remembrance, The Psychology of Christian Nationalism. Event- West Bank Reflections. partnering with JCIRA and JIAC. Holiday Giving Tree. Meaningful Movies, ALSO: environment classes. Peninsula Prisoner Solidarity. Native Connections working on designating the Camas Prairie a Historic Marker. Monthly Meals for the Shelter, Winter Welcoming Center, Ongoing Designated Offering.
Spirit – Emailed team chairs, encouraging them to calendar. Sunday Services: Worship Assistant Training. 8 people. Great refresher led by Don, Susan and Beau. Music needs an accompanist as well as general oversight.
Operations – Successful auction, $62,000. Concert coming up in Dec. New member on the FOST team. FOST working on 5-year plan. Recent yard work involves trimming trees, clearing car bumpers. Stewardship going strong. 3 people went to conference that focuses on the use of storytelling to promote emotional engagement for worthy causes. Book Sale is January 24. Water spout at water fountain too low.  Columbarium access needs attention. Under the dishwasher sink floor needs attention. Bryan on it.
Growth and Learning – Widening the Circle submits monthly to the Update, called Tidbits. Something short. 3 ALSO classes sponsored by Widening the Circle.
Organizational/Procedural
1. Report from GC. Blue Ribbon Task Force – Governance Committee wants evaluation/audit of new governance model. Don suggests a group of folks not currently on the GC. 4-5 people. Individual perspectives needed: Inside knowledge, dreamer, finance, someone who ‘gets it’ (how congregations function), diversity lens – multicultural, multi-racial. Purpose: To explore things we can do without, what can we let go of. How simple can we make it. What is simplicity calling us to do? How do we take care of those who follow us. Research into best practices – other congregations. Don would be involved. We (PC) support the board by paying attention and considering people who might be interested.
2. Idea – Feature a team or person in the weekly update- “get to know the Teams/Committees.” Informs congregants in a different way. Listed as a Board goal. Need clarification of who leads.
3. Review/update our Program Council Goals – posted at the end. Didn’t get to this.
4. QUUF’s 50th Anniversary: Admin Team (Jenell) brainstormed ideas. Listed below. Kathy (Volunteer Engagement Team) will write a piece for the Update calling for a Steering Team for this. Hope for 4-6 folks. December 3 at 2:00. Kathy will invite a few people who might be interested. All Council Leads will send the notice to their Team Chairs.
5. [bookmark: _Hlk216432316]Program Council Chair Recruitment: Don’s role. Minister appoints. Peg is planning to talk with Don; so we will wait to see how they want to proceed, i.e., help recruit.
Leadership Assembly – See notes at the end.
Upcoming Events:
Golden Jubilee Steering Team formation December 3, 2:00
Leadership Assembly January 10 from 10-12

Forever Ongoing: (reminders for PC Leads)
· Volunteer Recruitment – Encourage your teams to reach out and engage folks to in Teams and Committees.
· Job description documents and Charter reviews/updates, check web pages
· Put the dates of major events on the QUUF Calendar
· Send updated procedures to Jenell ONLY. She is keeping a file and will update periodically. Check to see what you or your teams have. Send her the documents.
· RAMP- Reports, Actions, Measurements and Plans – Purpose: to give the board information and metrics that will tell us how we are doing. It is data collection for future analysis. We need to track data for ALL events: attendance and volunteer hours. If you are doing an event please send Jenell the number of volunteer hours and # in attendance.
Next meetings: December 16, 2025 and January 20, 2026
Check out questions: These questions are suggested as we intend to shift from a culture that is primarily task oriented to a culture that prioritizes relationships. How did we do relationally?  Do we need repairs? Acknowledgements
Closing and extinguishing the chalice – Love is the power that holds us together and is at the center of our shared values. We are accountable to one another for doing the work of living our shared values through the spiritual discipline of Love.
Parking Lot – Policy Review: PC looks at pending policies and also gives policy recommendations to Governance Committee.
[bookmark: _Hlk212010651]Leadership Assembly – Plans/ Agenda for January 10, 10-12:00
Invitation goes into Update, inviting everyone. Staff & Board invited. Council Leads send special alert to Chairs.
Handouts: New Mission /Vision/Shared Values ½ page, and 3 questions, Leadership Manual.
· Welcome, chalice lighting and brief introductions all around.
· Don: Heart Leadership; asking questions, Who Needs Us to get it right? What are we the best at? Don speaks 15-20 minutes. Open discussion 20.
· Jenell & Office Procedures – 10-15 minutes (event sign up, need to know document.
· Break – 10 minutes
· How does our vision/mission statement and/or our UU shared values inform/shape the work of your team/committee. (1/2-page handout) What does it look like in practical terms? Maybe another handout with all phrases separated. Maybe time to think first before small group. Maybe newsprint to write on. Need to decide size of small groups and timing. Scribes.
Vision statement: A courageously inclusive, multigenerational, spiritual community in a joyfully interconnected world.

Mission statement:		We join hearts and minds
                              		To learn, to serve, to nurture justice,
                       			Holding love at the center of all we are and all we do.

Other details: refreshments

Program Council GOALS for 2024-25:  (established summer 2024) These need to be reviewed/updated and add specific plans.
1. Help with Developmental/ Interim ministry goals. (see below)
2. Building community; caring for community- promote community building activities
	Organize summer potlucks, annual picnic
3. Promoting good communication and collaboration at all levels
4. Integrating RE into the larger Fellowship/Connecting all the generations. 
· Visioning with intergenerational groups. Part of being inclusive. How do we collaborate so QUUF moves in the direction of what serves the spiritual needs of younger generations.
5. Establishing financial stability (board goal)- we help wherever appropriate.
6. Leadership Training/ Leadership Formation
       	~ Orientation for Team chairs
~ Updating Committee/Team Guidebook

25-26 Interim Goals – The Five Goals that serve as the foundation and measuring stick for Unitarian Universalist interim work: This is what we have so far.
1. Heritage: Reviewing the congregation’s past to understand how it was shaped and to address any unresolved grief or conflict. This task ensures that the congregation can fully release the past minister and move forward in a healthy way.
Action Plan:
· Support Don to do a workshop with us to examine our history- 2 hr. Including what is going on outside the church and then inside. Decade by decade.
· Maybe around the 50th anniversary?
· Delicacy around navigating Salish Sea Fellowship
2. Identity: Helping the congregation rediscover and clarify its unique identity, including its strengths, needs, and purpose, without relying on the former minister. The interim minister uses this period for congregational self-assessment to clearly define its mission and vision.
Action Plan:
· Support Don with overall mission statement work- Perhaps a future Leadership Assembly.
· “Is my work articulating our values, and how?” reflecting perhaps within teams.
· What do you stand for? and name values.
· Questions: Are we improving someone’s life? And What does it mean for the first time visitor?
3. Leadership: Examining and clarifying leadership roles among the minister, staff, and lay leaders. It is a time to encourage new leaders to emerge while seasoned leaders may shift or take a break.
Action Plan:
· Support Don with Congregation 101 work
4. Connections: Strengthening the congregation’s relationships with the broader Unitarian Universalist Association (UUA) and other outside resources. This helps the congregation avoid becoming insular and ensures it uses denominational support effectively during the transition.
Action Plan:
· Support Don with wider UUA connections
· Perhaps discussions on articles that are in the UUA World magazine.
5. Future: Assisting the congregation in preparing for and envisioning its new future with a settled minister. The work of the interim period is meant to prepare the congregation for a successful search and a new, fruitful ministry.
Action Plan:
· Support Don in his overall work- not just specific goal setting but leading into the future- What we want in a long term minister.
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