
Eliot Unitarian Universalist Chapel

Annual Congregational Meeting  May 22, 2016

Minutes

I. The meeting was called to order at 12:35 by Jordi Prats, Board Chair.
Jordi thanked Grace Mennerick for the “Mobius Butterfly” logo on the agenda.
He also thanked Patricia Gray for serving as parliamentarian, Ted Lau for music 
and the Eliot staff for preparing the materials for the meeting.

Jordi also announced changes to the printed agenda: 
Gary Gray (Presentation of Budget Information) will precede 
Rev. Barbara Gadon (Lead Minister statement);
also, new members of the Nominating Committee will be elected
before new members of the Board of Trustees are elected.

II. Invocation (by Rev. Richard S. Gilbert) delivered by Rev. Barbara Gadon
   

We meet on holy ground,
Brought into being as life encounters life,
As personal histories merge into the communal story,
As we take on the pride and pain of our companions,
As separate selves become community.

May our souls capture this treasured time.
May our spirits celebrate our meeting
In this time and in this space,
For we meet on holy ground.

III. Hymn #298 v. 1  “Wake Now, My Senses”  led by Jan Chamberlin, Music Director

IV. Reading of Congregational Covenant by David Cox, member Board of Trustees

V. Jordi reported that a quorum was present (92 of 560 members)

VI. Adopting Meeting Rules: Jordi explained the use of “Unanimous Consent” in church 
meetings; a motion was made and seconded, the proposition discussed and 
unanimously approved by voice vote to permit “unanimous consent” for portions of the 
business of the meeting.

VII. The Minutes of the 2015 Annual Congregational Meeting were approved by unanimous 
consent.

VIII.     Statement of Outgoing Board Chair, Jordi Prats: 
“It’s been a really big year, and I’d like to share a little about what the Board has 
accomplished on behalf of the congregation.



“First a word about Policy Governance.  I’ve been reminded this year of the speed at 
which organizations process change.  We’ve been doing bona fide policy governance for 
five years now, and this seems like a great opportunity to remind you of its principal 
advantages.  The Board makes its business the long-range goals (or Ends) of the 
church, then delegates the achievement of those Ends to the Lead Minister.  The Board 
monitors progress toward those Ends.  It also monitors compliance with Lead Minister 
Limitations, or curbs that the Board puts in place.  We also monitor our own compliance 
with Board policies.  Beyond all of that, Barbara is responsible for everything means-
related.  The Board does not oversee means decisions and we don’t convene the 
congregation for means-related issues.

“Every now and then, I hear congregants wishing for the Board to make this or that 
decision, or for us to put a particular issue to the congregation.  In a church our size, the 
Board could not function, and more importantly, the church would not function without 
delegating means-related issues to the Lead Minister.

“Now, as a result of NOT being pulled into issues like a leak in the sanctuary, exactly 
how we would achieve our canvass goals, or which logger would do the work at 
Bergfried, or dozens of other relatively short-term tactical concerns, we were able to 
handle a great many OTHER things, all of which were distinctly strategic and future-
focused.  I thought you might want to hear a partial list:

1) “We conducted a full year of monitoring of our Board policies and Lead Minister 
limitations policies.  [slides projected, throughout presentation:ADVANCE TO ENDS 
MONITORING]

2) “We worked through a way that in 2017, we could move from Ends monitoring on a 
staggered timeline throughout the year to a single, comprehensive Ends monitoring 
report annually that should be easier for Barbara to do and more accurate for the Board. 

3) “We acknowledged the arrival of more than 30 new members to Eliot, thus noting the 
beginning of many contributions over time to the community. [ADVANCE TO MEETING 
MONITORING] 

4) “We revised our meeting monitoring guide so that the effectiveness of Board meetings 
continues to improve into the future.

5) “We amended our budgeting policy to address for unforeseen events with large scale 
financial impact and to require an annual facilities condition assessment.  [ADVANCE 
SLIDE TO UUCEF]

6) “We researched the move of our investments from traditional investment vehicles to the 
Unitarian Universalist Common Endowment Fund (UUCEF), so that they can be better 
aligned with our UU values, contribute to shareholder advocacy and invest in community 
projects.

7) “Most importantly this year, though, was Vision 2020.  [ADVANCE SLIDE TO VISION 
2020].  We’ve completely rewritten Eliot Chapel’s Vision, Mission, and Ends Policies.  
We began late last year by identifying the congregation’s values of Connection, 
Inspiration, and Compassion.  An August Board retreat developed a single powerful 



question for you all to answer:  What does Life call Eliot to be?  Many of you participated 
in those facilitated meetings, which a Core Team then synthesized into Vision and 
Mission and took them to the Board.  We ultimately selected these as our Vision and 
Mission in December (in your packet):

VISION:  Creating a just world through vibrant, beloved community.

MISSION:  Bound by courageous love, growing in spirit, and inspiring 
compassionate action.

“The Board then went on retreat #2 in January to draft our new Ends.  [ADVANCE 
SLIDE TO ENDS].  After a set of rewrites, we approved at the March meeting the Ends 
you see up here.

The people of Eliot Unitarian Chapel of all ages and walks of life will:

• care for and connect with one another within our shared covenant, even 
when it is uncomfortable;

• achieve greater spiritual maturity;

• deepen our Unitarian Universalist identity;

• nurture leadership and service in all;

• create a more just society, further dismantle racism, and improve the 
environment.

We aim to make a positive difference within, among and beyond ourselves.

“If you’re interested in knowing more, I’d encourage you to read through the whitepapers 
on the Board page of the website.  They go through the robust methodology we followed 
to get to these important directional statements.  If you’re wondering whether Eliot 
should be doing something, ask yourself if it supports these Ends.

“THANKS TO Cindy Lau for assembling and leading that Core Team of Steve Mennerick, 
Brian Krippner, Louise Bradshaw, and Ted Lau.  They, the Board, and Rev. Barbara 
deserve a huge thank you for work that sets the stage for where this church will be in 
2020 and beyond.

“So I think you can see that your Board has the long view in mind.  And we’ll continue to 
do that on some issues that Cindy Lau will outline for you, as well.  [ADVANCE TO 
LOGO]

“But before I close, please allow me three observations:

1) “The Chapel accomplished a lot this year. We also spent considerable time THINKING 
about the future this year.  Now let us take that energy and time and pivot from 
discernment and discussion to increase our action.  Rev. Barbara will interpret these 
Ends and, if reasonable, the Board will approve and begin measuring our progress 
toward them.  But they’ll mean nothing if we aren’t inspired to take action starting now.



2) “The Nominating Committee held a great event this year that drew many people to 
witness a Board meeting.  I was pleasantly surprised how many people were there.  I 
heard a lot of positive comments, and this served as a reminder to remind you to find the 
time to attend a couple of Board meetings next year.  Always on the 2nd Tuesday of the 
month at 7pm.  If you have a question or concern about our governance policies, please 
ask a Board member or come talk with us.  If you have a question or concern about a 
means issue in the church, please see Barbara.  If all else fails, please see the OurEliot 
team.

3) “Finally, in a few minutes, you’ll be casting your votes for three new Board members and 
a new Treasurer.  I want to take a minute to thank Holly Little who took over William 
Lemon’s position on the Board this year.  She has a keen eye for governance issues and 
helped us a great deal.  I also want to thank Sheryl Foster for her four years of service to 
the Board, including one year as Secretary.  And finally, I’d like to thank Gary Gray for his 
energy, his dedication and his service during this stint as Treasurer – his second – but 
also for serving as a Board member and Chair, for years of service to our kids and 
community as an RE teacher, and in countless other ways.  As a member of the Board, 
Gary often disagreed and helped us see another angle on a topic, but was never 
disagreeable and I’ll especially miss our after Board meeting meetings.

“And really finally, a big shout out to my family for their support this year.  Cody, Emma, 
and Renae have been very understanding of the time commitment.  And Joanne loves 
Eliot and has been soooo supportive – which I so appreciate.

Thanks very much!”

IX. Presentation of Budget Information by Gary Gray:

In accordance with the By-laws, the Treasurer reports on the status of the endowment 
fund. At the present time, we have $37,773 in the endowment fund, which is now 
invested in the Unitarian Universalist Common Endowment Fund (UUCEF).

The budget for 2016-17 is $697,6XX. Gary prefaced his comments on the budget by 
urging us to think of the budget in terms of what it accomplishes in terms of the mission 
of Eliot Chapel. For example, about 31% of the budget is spent on “Worship.” About 25% 
is spent on “Faith Development,” 17% on “Pastoral Care and Community Development,” 
and 27% on “Social Action.” 

Pledges and other contributions fund about 90% of the budget.

Gary stated that beginning this year the Chapel will plan on receiving 95% of what is 
pledged, due to the fact that we have had years where pledges have fallen significantly 
short. So, this year, the amount raised in pledges was about $645,000, but for budget 
purposes, pledges will be counted as $613,000. 

Gary pointed out the spread sheet in the meeting handout, which provides more detail 
on the budget. He also said he’d answer more specific questions after the meeting. And 



finally, he noted that there is always a Budget and Finance meeting several days before 
Annual Congregational meeting to discuss the church’s finances in much more detail. 

X. Lead Minister’s statement by Rev. Barbara Gadon: 

“If I ever feel like a ship’s captain, it’s when I give my report at the annual meeting. 

“Let me start my captain’s report by saying, I am PROUD OF THIS CHURCH. We’ve met some 
big challenges this year. We’ve grown a lot. We’ve learned a lot. 

“Race has to be one of the hardest things to talk about. It’s one of the reasons we stay stuck, 
segregated, and just fine living with gross injustices. Conversations about all of this take 
courage, forbearance, patience, and practice. You engaged in that conversation, though it 
wasn’t easy, and you stuck with it. You can read the stats on all that we did to become the 
beloved community this year. One of the most significant was to start a partnership with Olive 
Chapel AME. We have made an ongoing commitment to the work of racial justice. If you haven’t 
signed this yet, please be sure to. [hold up signatures]. This represents our ongoing 
commitment as a church to racial justice. 

“We cast a vision for the future. Your board chair, Jordi Prats, will talk more about this. As the 
board and I were finalizing the vision, mission and the new ends priorities – [HOLD UP SIGN] I 
looked at them and thought, Wow, I want to serve THAT church. And that is the church we are 
charged with creating.  

“We have built on our work with Bergfried last year. Our youth and Scott Stewart initiated the 
first Multi-generational, Conservation Expedition – a high energy weekend where people of all 
ages from our community showed they could work and play and worship together, rebuilding 
picnic tables, planting a butterfly garden, marking a new hiking trail and more. There were more 
people at Bergfried than have been there in years. It will stand us in good stead to talk about 
Bergfried’s future next year, as you will hear from your incoming board chair, Cindy Lau. 

“As you saw earlier, we have strengthened our church covenant, to be inclusive of members 
and friends of the chapel. We have also strengthened our ability to deal with conflict by adding 
policies about how to deal with grievances, disruptions and serious breaches of the covenant in 
ways that are consistent with our UU principles and the inherent worth and dignity of every 
person. Look for these on our website. 

“We also saw a strong increase in the pledges, including 30 new pledges. People were so 
generous. I had been looking forward to talking with you about increases in staff salaries, and 
adding a membership coordinator to our staff to help us grow as a congregation.

“And you heard from Gary just now that we can’t do any of those things.  It’s disappointing. And 
it’s another challenge that we need to face – together. 

We don’t know yet why this is happening. I can’t stress that enough. If anybody tells you they 
know why, you can be sure that they are guessing. They could end up being right, but they are 
totally guessing. Usually there isn’t one simple narrative about something like this. So we don’t 
want to guess. We are going to put together a small group to look into it. We are going to protect 



people’s privacy about their pledges, but a small group of trusted leaders are going to talk to 
people so that we can better understand what’s happening. 

“Once we know more, we’ll tell you about that. And then, it’s going to be time to get creative. 
We’re going to need people to generate good ideas, moving forward. A friend of mine likes to 
say that there’s always 3 good ideas to every dilemma. The first 2 are fight or flight. But there’s 
always a third one. We need to do generate 5 good ideas – 10 good ideas! If you’d like to be 
part of this, I’ll be at the bar. Figuratively speaking.

“In particular, some of these ideas will need to be about fund-raising. We will need to have some 
grown-up conversations about… money. What we’re doing right now isn’t sustainable. 
Nationally, churches are finding that relying on the pledge drive as their primary way of funding 
just isn’t working. Finding other revenue streams. Creating at least one signature fund-raising 
event. Something that brings as much money as it brings pleasure. I hear rumors that this 
church used to do a really successful auction. But we need ideas. We also need people to make 
those ideas happen. 

“Any good ship’s captain knows she needs a strong crew to run the ship. I can’t solve this by 
myself. I need your help. After all, we have an exciting ongoing mission – to explore strange 
new worlds, to seek out new life and new civilizations. To boldly go, where no church has gone 
before. And so I say, and so we must now more than ever, ENGAGE!”

XI. Approve Change to Eliot Chapel’s bylaws: 

Jordi Prats explained that the Board proposed a change in Article III.B and 
III.E. The proposal simplifies the bylaw by eliminating the distinction that previously 
existed between “members” and “voting members.” The bylaws shall state that “all 
members should make an annual financial contribution and all members should have the 
right to vote.” The proposal was approved by unanimous consent.

XII. Election of members for the Nominating Committee: Ellen Smith, Chair of Nominating 
Committee

Laurie Chapell was elected, taking the place of Justin Carney, whose term was up.

XIII. Election of members of the Board of Trustees: Ellen Smith 

David Salivar was elected for a 3 year term as treasurer; Karen Fuchs, Trina Priese, and 
Todd Stark were elected to serve 3 year terms on the Board. 

XIV. Transfer of the gavel to the new Board Chair: Jordi Prats/ Cindy Lau

Jordi explained that the governance model the Board follows stipulates that the Chair 
elect is chosen by fellow Board members in February of the year before he/she assumes 
the position. This allows for seamless continuity. David Cox is the Chair-elect and will 
become Chair in July of 2017. 



The ceremony of “Passing the Gavel” was enacted by Jordi, Cindy, and the 
congregation, symbolizing the continuity, the commitment, and the shared responsibility 
for leadership of Eliot Chapel.

XV. Statement of Incoming Board Chair, Cynthia Lau:

“In some ways next year will be like all years in which the Board monitors and develops 
our Church policies and Board process.  However, next year is a special year because it 
will be the first church year fully influenced by our new Values, Mission/Vision, and Ends.  
We will begin to express our Vision of “Creating a just world through vibrant, beloved 
community” and our Mission “Bound by courageous love, growing in spirit, and inspiring 
compassionate action.”  What does ‘vibrant’ mean?  I think it means that we commit and 
involve ourselves at Eliot and beyond.  It means that the congregation generates a 
palpable heart-beat of enthusiasm and soul to create a place where new and existing 
members experience a unique sense of caring expressed within, among, and beyond.

“Another topic for next year will be to make a decision on the Bergfried property.  For 
some who may not know, Bergfried is approximately a 600 acre rural property located 
near Hermann, Missouri.  The Bergfried Task Force recommended that within 5 years 
the congregation make a final decision on whether to keep all of the property, keep a 
part of the property, or dispose of the property either through sale or gift.  Last year the 
Board supported Reverend Barbara’s recommendation that we move forward on a 
congregational decision about the Bergfried property.  In the fall, Reverend Barbara will 
ask the entire congregation to engage in a process to determine how Bergfried fits into 
our new Ends and at what cost.  She will make a proposal to the Board after having 
listened to the congregation.  The Board will then vote as to whether to accept her 
proposal and then further engage the congregation to make sure that all members 
understand the proposal.  The proposal will be voted on at the 2017 Annual Meeting. I 
hope all of you will engage to make this vital decision.

“It is my sincere hope that you will be able to articulate all aspects of this decision and 
feel understood and heard.  I expect this decision-making experience will help us grow in 
spirit.  We are a unique community.  Some of us love each other very much, some are 
just beginning to know and connect.  A desire to make the world a better place connects 
us.  We cannot do that alone.  We need a community of faith and support.  We are better 
together, better sharing our struggles together.  I hope that we will grow together in 
respect for each other and our unique and beloved community.   If we can make this 
decision together, we can make any decision together.  If we love and respect each 
other through this decision, we can do anything.  We are a community bound by 
courageous love to each other and working together to create this beloved community.”

XVI. Comments/Questions from the Floor

William Lemon: reflected on how far the Chapel has come in terms of “policy 
governance” since it was introduced 5 years ago. He particularly praised the new Ends 
and the inclusion of the concept of a Vision that looks “within, among, and beyond.” 
Jordi Prats: thanked William and added that the current Board was clearly building on 
the foundation laid by William and others.



Tripp Narup: said that he does not support Black Lives Matter because while it is an 
organization “that is good at making headlines,” it is not good at “making a difference.” 
He said he would be “thrilled if we had an NAACP banner on our building; we don’t.”  
Tripp said he does not understand why the national UUA and the local UU leadership 
“has embraced” BLM. He noted that Black Lives Matter is a “specific organization . . . not 
an aspiration or a nice thought. It is an organization,” which we [Eliot Chapel] support. 
Tripp concluded by saying he thinks BLM has become the new “UU orthodoxy,” and that 
people who disagree with it have been called “racists” from the pulpit. He concluded by 
saying he “hoped we could do better this year.”
Rev. Barbara Gadon: responded by thanking Tripp for his remarks. She said “it is not 
easy to stand up” and dissent. But dissent is important in our UU tradition. She said she 
was sorry if he felt “dishonored” by remarks from the pulpit and pledged that she “would 
try to do a better job to make sure that does not happen in the future for you or anyone 
here.”
Shawn Cummings: introduced himself as Chair of the Bergfried Stewardship Team. 
Shawn spoke about “how Bergfried shows up in the Budget,” referring to a budget 
handout given out for the Annual Congregational meeting. He said Bergfried actually 
pays for itself, though the Budget identifies it as an expense. It makes its own money, he 
said, and has its own corpus. He stated that income generated from Bergfried helps fund 
projects at Eliot and that the congregation’s contributions [pledges] have not funded 
Bergfried. He also mentioned that he’d like more transparency in accounting. 
Specifically, a recent timber harvest yielded $190,000. Shawn said he’d like more 
specifics on where that money was going.   Shawn’s final point was that “we keep 
hearing that the upcoming Bergfried decision is the ‘hardest thing we have ever done.’” 
He said “maybe it will be hard, I just don’t know.” He cautioned the congregation not to 
make that judgment until we’ve actually gone through the process. 
Gary Gray: Gary responded to Shawn’s point about how Bergfried is depicted in the 
Budget. Gary said “Shawn is exactly right.” Gary said “Bergfried has not been an 
expense to the Chapel, it has been a benefit. . . over the long term.” Furthermore, the 
income from Bergfried shows up on the Revenue side of the ledger under “from Other 
Accounts.” Also, in answer to Shawn’s question about the income from the recent timber 
sales, Gary said it was split approximately 50/50 between Bergfried and Eliot Chapel.
Lynn Murphy: reminded the meeting that we have faced other “difficult” decisions, for 
example, whether to go to two services or start a new church to address over crowding. 
There was much consternation. Lynn pointed out that we survived. She also made the 
point that Bergfried is a place for spiritual practice, just as much as the Chapel is. 
Nancy Hutchins: spoke to thank members of the congregation and Rev. Barbara, who 
have helped her address her own “racism.” She said she has learned that we need to 
“reach out and branch out” to grow and move on.
George Davis: stated that our mission is that “we value the worth and dignity of every 
individual.”
Gail Rock: reminded the meeting that Eliot is part of Metropolitan Congregations United 
(against racism), and that it is important that we support such organizations with actions, 
not just with money. She reported that Rev. Barbara had recently spoken at an event 
focussed on bringing attention to the “school to prison pipeline.”
Jan Chamberlin: stated that the reason we support BLM is because at the national UUA 
meeting, we voted to support this organization.



Roger Wells: addressed the notion that there are organizations and individuals in the 
greater community that believe “Black Lives Don’t Matter,” and he asserted that as long 
as that is the case we need to specifically assert the opposite.

XVII.    Closing Hymn “We are building a new way, Feeling stronger every day”

XVIII.  Jordi, hearing no objections, declared the meeting adjourned by unanimous consent.
approx. 2:15p

Respectfully submitted,

Bruce MacKenzie, Board Secretary, 2015-16


