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Bergfried Recommendation: Questions & Answers Revised 04/27/17 
 

New Q&A added April 27, 2017 
This set of Questions & Answers was added after the Board presented its revised recommendation 
related to the sale of Bergfried. See http://www.eliotchapel.org/bergfriedprocess for complete details. 
 
Why did the Board change its recommendation? 
 

Over the course of the entire process we heard from about 60-90 individuals who wanted to keep 
Bergfried exactly as it is.  We also heard from many that the use of the Bergfried property clearly 
meets the Mission and Ends of Eliot.  We believe this proposal will do this as well as reach the goal 
of not using the operating income to support Bergfried for about 20 years. The recommendation is 
not just a financial decision but one that involves holding us together in trust.  
 
How did this change come out of our process? 
 

We went through a very thoughtful and careful process to get to the phase of discernment. It was a 
combination of congregational input and Board discernment.  It is much like the Supreme Court 
that hears a cases in public and in private makes a decision with discernment.  After we heard from 
about 60-90 people who opposed selling any of Bergfried and then getting an alternative proposal 
from them that would move us toward our goal of financing the yearly costs of Bergfried, the 
Board struggled together to determine the best course of action.  We decided to offer our current 
recommendation to move towards our goal while sustaining overall congregation. 
 
Will we have multiple recommendations to vote on at the Annual Meeting? 
 

No, we will only have a motion for the current motion to sell about 70 acres of the property at 
Bergfried. The new motion replaces the prior recommendation. 
 
If we have had two years of loss and we are facing a current pledge deficit of at least $75,000,  
why is this a good idea? 
 

The prior years of loss were due to a budget planning problem that didn’t consider that all the 
pledges would not ultimately be given.  We fixed that with the current budget that reduces revenue 
by 5% as a base of the budget.  This year we expect to be on or near budget. 
 

Yes, we have come in quite a bit short of budget for pledges for 2017-18.  This will need to be 
addressed with a long-term plan to increase pledges and a short-term plan to meet next year’s 
shortfall without changing staffing and programs. We expect to do a second pledge drive in fall and 
another fundraising event to cover this shortfall. If we do not make up the gap, we have a 
prioritized list of cuts.  
 

Additionally, selling any portion of Bergfried would not help us with our short-term budget needs, 
since any sale proceeds would go to shoring up long-term funds. Selling this portion of the property 
will help us make progress on our goal to not burden the operating budget over the next 20 years.  
 

http://www.eliotchapel.org/bergfriedprocess
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How much is this portion of the property worth? 
 

If we sold it for the low end of the price per acre, we predict it would bring about $70,000. This is a 
conservative estimate.   
 
How do we know this will give us enough money to sustain Bergfried? 
 

Using the same assumptions and formula we did for the previous proposal - 5% interest, 3% inflation, 
and without any added income besides an interim harvest, our projected funds are expected to last 
about 20 years. The next predicted major harvest is not far from this point, but we may need 
additional funds in the gap or to make decisions about the long-term viability of the property then. 
The Board and lead minister will need to assess the situation periodically to see what action, if any, 
is needed. 
 
Will there be any all-church discussions about this proposal? 
 
Yes, at the Annual Meeting on May 21. However, feel free to contact the Board with your questions 
at eliotboard@eliotchapel.org.  
  
Does this mean we keep the graves? What other features would this allow us to keep? 
 
We would keep the graves, the trail overlooking the Gasconade River, the cluster of buildings, and 
the walnut and cypress tree stands.  
 

 
 
New Q&A added April 7, 2017 
 
Are we selling a part of Eliot’s Bergfried property because we are primarily motivated by financial 
issues about the purchase of the 222 property and pledge shortfalls? 
 

The Board’s recommendation comes from discernment about:  
1. How Bergfried programs help us fulfill our mission and ends, balanced with 
2. Our ability to meet multiple needs of the Chapel – Bergfried-based programs as well as 

others – with limited financial resources. The primary financial concern is to avoid adding 
Bergfried-related expenses to our operating budget in the future, not funding capital 
projects or resolving current pledging issues. 
 

What are the details of the Eliot Conversations data? 
 
In addition to the “Voices Heard” comments, we will release quantitative information (raw data) 
along with an executive summary. We expect this to be available within a week of this update.  
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Will we allow proxy voting at the Annual Meeting?  
 

No, since this meeting has been on the congregational calendar for a year, we will not utilize proxy 
voting.  
 
What will happen to the Lingenfelder graves?  
 
We will inquire about the wishes of the family. We are willing to move the graves to the part of the 
property Eliot would keep, if that is desirable to the family.  
 
Why isn’t the bank willing to lend us additional money to develop the Kirkwood campus?  
 
Because we have had two years of deficit due to the budget being established based on pledges 
and then pledges not coming in. It is possible that the bank might be more willing when we are on 
better financial footing, but it’s not certain. 
 
For publicity reasons, banks do not like to foreclose on churches, so they do not want to use our 
property as collateral.  
 
Can you clarify how revenue from land sales will "substantially increase” Bergfried corpus?  
 

The minimum investment to provide a fund that would compound enough to self-sustain would be 
$200k; however, we cannot commit to a specific dollar amount or what a future board would 
recommend. 
 
Would we consider selling to the Nature Conservancy or the Missouri Department of 
Conservation if they made an acceptable offer?  
 

Absolutely yes - that would be our ideal solution. 
 

The realtor said unless we officially authorized us to represent us he did not feel that he could 
contact any potential buyers yet. We are, however, free to inquire about their general interest, 
should we vote to sell.  
 
How long ago was it that we created our Mission/Vision statement?  
 

One year ago.  
 
If the congregation votes to sell this chunk of property, is there a separate vote on the actual sale?  
 

No, the congregation will not be involved in the specific details of the contract and terms of sale, 
per our bylaws. The contract will be voted on by a future board.  
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What if the congregation votes not to sell any part of Bergfried?  
 

Then we will continue with the status quo until the Strategic Plans are concluded next year and 
revisit the decision at a future date. 
 
 

 
Original Q&A Begins Here 
 
Mission and Ends 
 
 

Why are we trying to align Bergfried with the Mission? Why not align it with the Ends, which are 
more specific? 
 

Bergfried’s programs have taken different forms for different generations at Eliot. We wanted to 
determine the relevance of Bergfried’s programs today to our long-term mission in proportion to 
the resources needed to sustain it.  
 

The Ends are intended more for the short-term; they are re-evaluated and changed every five years. 
We did not do a deep analysis, but Bergfried programs do align with most of them. The question is, 
in what proportion? Our recommendation to sell a part represents the proportion we feel Bergfried 
and its programs have to our goals as a whole. See next question. 
 
How do Bergfried programs compare to other Eliot ministry and programs in touching lives over 
the course of 2015-16 church year?  
 

300  attended worship services per week  
90 attended religious education per week 
330 attended covenant groups and ALL READs 
125 received pastoral care (average) 
200 attended Bergfried in one year  
 
Why are we not going to do major or long-term development of Bergfried, such as creating a 
retreat center?  
 

We did not see major support for development in the Bergfried conversations. We interpreted this 
to mean that most people did not feel that major development of Bergfried supported the Mission 
of the Chapel enough to invest in it. 
 
Why can’t we sell all of Bergfried and buy something closer?  
 

Land values increase dramatically the closer one gets to Kirkwood. It is unlikely that we would find 
something comparable for the money. It would also involve much planning and development; we 
feel our programmatic needs are better served by maintaining current programs at Bergfried.  
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Why can’t the programs hosted at Bergfried be relocated to closer property that we don’t own? 
 

Some have pointed out that there are state parks or other properties that could be used to meet 
the needs of the nature-based ministry at Bergfried. To honor the connection that some at Eliot feel 
to the Bergfried property, and our desire to honor the spirit of the gift as best we can, (see next 
question), we feel that selling a portion to fund the rest is the most practical option. 
 
 

Bergfried Over Time: Long-Term Commitments  
 
In accepting the Bergfried property, what long-term commitment did Eliot Chapel make?  
 

Our founders would only accept the property without legal conditions. However, there are other 
commitments that some members feel bound by, including the wishes expressed by the 
Lingenfelder family to care for the land in a natural state. For some members, this commitment 
runs deep, akin to a sacred trust. Some in the congregation feel no sense of commitment to the 
property whatsoever and feel that attention and resources devoted to Bergfried prevent us from 
keeping other commitments they value more.  Varied levels of personal commitment are natural. 
We cannot expect every member to feel the same way. And finally, no commitment, no matter how 
heartfelt, is always possible to keep in the same way over time.   
 
Has Bergfried always been this size and shape?  
 

What has been considered “Bergfried” has shifted many times since it was first given to us in 1963, 
with various parts bought and sold. See the timeline included in the 2012 Bergfried Task Force, 
report starting p. 10.  
 
How would our environmental stewardship of Bergfried have been different if we hadn’t needed 
its income?  Is our current stewardship naturally sustainable? 
 

The most recent harvest was initiated because many oaks were nearing the end of their 120-year life 
span. The discovery that many additional trees suffered from a fungal disease prompted us to 
expand the harvest to more trees than would normally have been included. However, we have 
become dependent on timber sale proceeds over the years to finance Bergfried. We are hoping to 
end this dependence by investing in the Bergfried Fund. 
 

Our overall stewardship of the Bergfried forest is detailed in our 10-year forestry plan, updated in 
2015. (Copies available on request.) We have received grants to carry out some of this work, and it is 
possible to receive more.  We will need to assess the costs related to this plan in our strategic 
planning process. 
 
 
 
 
 

http://images.acswebnetworks.com/1/2388/BergfriedTaskForceFinalReportwithfullAppendices.pdf
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Process and Voting  
 

What happens if the congregation votes yes to the proposal?  
 

We would begin preparing the 374 acres of the property for sale. At the same time, we would 
create opportunities for our community to honor Eliot’s long-term relationship to this special place.  
 
What happens if the congregation votes no to the proposal?  
 

If the proposal is not accepted, then we are exactly at the same place that we started. We will still 
need to decide in the next few years how we will meet the financial cost of sustaining Bergfried. 
The strategic plan will include revisiting the long-term future of Bergfried. 
 
 
Is this the last time the congregation will consider a Bergfried recommendation? 
 

No. This decision allows us to sustain Bergfried for the long-term, but we cannot predict the future 
needs and desires of the congregation.  
 
 
 

Financial Questions 
 

Why can’t we focus on the spiritual and ecological value of Bergfried and not its monetary value?  
How can we sell something we were given as a gift? 
 

Bergfried is a gift – a treasure – and one that costs something to maintain. Even as a gift, we have 
bought and sold parts of it in the past, and we have sold its timber and rock to help maintain it. 
Selling part of Bergfried now is consistent with actions we have taken over the years.  
 
Doesn’t Bergfried pay for itself? Why do we need to even consider selling Bergfried? 
 

We have used mostly timber harvests and quarrying the bluffs to fund expenses at Bergfried.  
However, we will not be able to do another timber harvest for 30 years. Even with a potential 
timber harvest after 10 years, it will still not cover the costs per year to support the Bergfried 
property and programs, which are currently around $11,000-$12,000.  The current money set aside 
for Bergfried will run out in about 13 years. See spreadsheets forecasting Bergfried finances with 
the status quo and by using funds from selling part of the property.  
 

Selling the land ensures that Bergfried will be funded for a much longer period of time 
 

Finally, we must also evaluate the cost of each program at Eliot and balance how many lives are 
affected by every program to meet our Ends. The strategic planning next year will even take us 
deeper in developing concrete plans for meeting the Ends and needs of our Eliot Community.   
 
 
 

http://images.acswebnetworks.com/1/2388/BergfriedFundSpreadsheetStatusQuo.pdf
http://images.acswebnetworks.com/1/2388/BergfriedFundSpreadsheetSellPart.pdf
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Costs and revenues  

 About $11,000 - $12,000 average yearly expenses. (Taxes $843, Portable Toilets $1,500, 
Utilities $1,800, Maintenance and Repairs $6,450, and Liability Insurance $1,000).   

 Capital expenses. These have not been budgeted and include major expenses such as 
replacing the roof of the house or any large home upgrade costs. 

 Bergfried revenues. Timber harvest and quarry sales. Bergfried has generated approximately 
$399,000 in revenues since the 1960s. Timber sale proceeds have funded various capital 
improvement projects in Kirkwood over the years. While this is important to acknowledge, 
it does not help us to assess future resources available to the congregation to support 
Bergfried.   

 Cottage rentals and donations. We average $700 per year in cottage rentals and $200 in 
donations earmarked for Bergfried. This could be increased, though not without significant 
investment in staff time, marketing, infrastructure and services.  

 Volunteer and staff power. We currently have a small volunteer team that works incredible 
hours caring for Bergfried. Some have unique skills, such as forest management, and others 
have a deep knowledge of the property cultivated over many years. Increasing this 
volunteer base has proven difficult. Even with this plan which contains no development of 
our program or resources to fund Bergfried, we’re going to need to figure out a way to 
increase our small volunteer team or at least replace folks on the team who for whatever 
reason need to step away. 

 
 
Is selling Bergfried necessary to developing our property in Kirkwood? 
 

We will need to determine our needs as we create the strategic plan.  Development could be 
funded through a capital campaign and/or raising the number of members.  At this time the bank is 
not willing to lend us additional funds.   
 
How much is the northern part of the property worth?  
 

We hired a realtor to do an up-to-date land survey and assess the market value of the 374 acres 
north of Highway 100. He determined its most likely value would be as a hunting property, worth 
$1,050 - $1,200 per acre, for a total of $392,700 to $448,800, if we are willing to allow exposure to 
the marketplace for 12-18 months. 

http://images.acswebnetworks.com/1/2388/BergfriedRevenueKirkwoodProjects.pdf
http://images.acswebnetworks.com/1/2388/BergfriedRevenueKirkwoodProjects.pdf

