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INTRODUCTION TO OUR GOVERNANCE POLICIES   

BACKGROUND   
           

OVERVIEW OF THE CARVER MODEL   

In 1996, the Congregation chose to adopt the governance model designed by John Carver, a 

contemporary expert in management thinking.    

 

ROLE OF THE BOARD  

In the Carver model, the functions of a Board are distinct from the functions of the organisation’s 
management.  In the Carver model the Board is responsible for:  

• Providing the vision and focus of the organisation and reviewing it on an ongoing basis 

(e.g.: What are the ends the organisation is pursuing; How will our being here affect the 

world?  What are our long and short-term impacts, goals or outcomes?  What human 

needs are to be met, for whom and at what cost?)  

• Establishing broad policies that, in keeping with the vision, reflect the values and 

perspectives of the whole organisation   

• Ensuring financial accountability  

• Evaluating the overall effectiveness in delivering objectives   

ROLE OF THE EXECUTIVE COMMITTEE (“EXEC”) EXEC   

In a traditional model, a Board hires an Executive Director or CEO and, in essence, tells that 

person what to do.  In the Carver model, the Board delegates authority to the CEO and gives 

the CEO the freedom to do whatever needs to be done to achieve the organisation’s objectives. 
However, in delegating authority the Board also sets limitations. The CEO must act within these 

limitations in undertaking its authority. At Toronto First this role is the carried out by the  

Executive Committee (Exec) made up of the President, the Director of Administration and the 

Senior Senior Minister.  

The limitations are very broad: essentially the Exec must follow established policies, as well as 

follow general principles of prudence and ethics when making decisions of implementing 

practices, activities, and programs. Except for these limitations, the Exec and all authorised 

under it may is act within its delegated authority, and do all that is necessary in carrying out its 

responsibilities.   

Under the Carver model the Exec has the authority to further delegate to volunteers and staff, 

again setting limitations.    
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ROLE OF VOLUNTEERS AND STAFF  

Volunteers and staff are responsible for implementing the vision and strategic outcomes set by 

the Board, as delegated to them from the Exec.  

SUMMARY OF THE CARVER GOVERNANCE MODEL  

  

Membership  

Elects   

Board  

Delegates authority (and sets limits) to  

  

Exec  

(Senior Minister, President,      Director of Administration)  

  

Delegates (within the limits) to  

Staff / Volunteers  

  

Bring expertise and talent to carry out day to day responsibilities and program to  

 deliver services to  

  

Membership and Community  

  

The Board is responsible for broad vision and goals, for ensuring the safety of the members, for 

ensuring compliance with laws and legal requirements, and for financial accountability. The 

Board delegates authority to the Exec to carry out decision making and implementation within 

Board established limits and policies. The Exec delegates decision making and implementation 
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to volunteers within established limits and policies. Staff and volunteers carry out day-to-day 

responsibilities and program objectives.  All must work within any prescribed limitations to 

achieve vision and goals.   

  

ROLE OF THE CONGREGATION AS A WHOLE  

Some decisions cannot be made by anyone other than the Congregation. The decisions that 

must be made by the Congregation are set out in our Bylaws:   

• Elect members to the Board and to the Nominating Committee (which is a committee of 

the Congregation)  

• Approve the budget for the coming fiscal year   

• Appoint the auditor annually   

• Authorise the purchase, sale or mortgage of land or buildings   

• Authorise the erection or extension of a building or part of a building  

• Authorise indebtedness (except for an authorised mortgage) over $20,000  

• Call the Senior Minister  

• Dismiss the Senior Minister  

• Amend or Repeal Bylaws  

• Disband the congregation  

  

GOVERNANCE POLICIES AT FIRST UNITARIAN CONGREGATION 

OF TORONTO  
  

STATEMENT OF PRINCIPLE  

The First Unitarian Congregation of Toronto supports and encourages diversity, equity, 

accessibility, and inclusivity in all aspects of Congregational life. (May 28, 2013)  

  

STATEMENT OF OVERALL GOVERNANCE STRUCTURE   

 

The Board is responsible for broad vision and goals, and financial accountability.   
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The Board delegates authority to the Exec      to carry out decision making and implementation 

within Board established limits and policies.   

The Exec delegates decision making and implementation to volunteers within established limits 

and policies. Staff and volunteers carry out day-to-day responsibilities and program objectives.  

All must work within any prescribed limitations to achieve vision and goals.  

  

1. BOARD OF TRUSTEES  

A. COMPOSITION OF THE BOARD   

The Board shall be composed of nine Trustees, elected in accordance with the 

Congregational Bylaws, who shall carry out their duties ethically and in accordance with 

applicable legislation, the Bylaws, policies and other relevant governance documents.   

B. ROLE OF THE BOARD  

The Board is accountable for:  

1. Setting the overall vision, values and strategic direction of the Congregation, and 

reviewing this on a regular basis;  

2. Setting the annual goals and objectives to achieve the overall vision, values and 

strategic direction of the Congregation;  

3. Financial management and oversight of the funds of Congregation;  

4. Ensuring the safety of the members of the Congregation within the context of 

Congregational life;  

5. Ensuring compliance with all laws and legal requirements;  

6. Assessing and evaluating organizational risks and opportunities;  

7. Providing policies necessary to the proper governance and management of the 

congregation including:   

a) Establishing the delegation of authority to the Exec to achieve the desired 

results;  

b) Establishing the limitations on any delegation of authority to the Exec, staff 

and volunteers;  

8. Monitoring and evaluating overall performance of the organization in meeting its 

goals and objectives; and  

9. Evaluating the performance of the Senior Minister.  
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C. ROLE OF THE BOARD PRESIDENT  

The President shall:   

1. Act as chair of the Board and Congregational meetings, setting the agenda for 

meetings and ensuring the completion of the Board's responsibilities;  

2. Act as spokesperson representing the Congregation to the Canadian Unitarian 

Council (CUC) and the public at large unless otherwise directed by the Board;   

3. Communicate with members on behalf of the Board; and  

4. Act as part of the Exec. Senior Minister 

D. ROLE OF THE SENIOR MINISTER ON THE BOARD   

1. The Role of the Senior Minister  

a) The Senior Minister speaks personally and does not speak either for the 

Congregation or for its members. The Senior Minister is also free to identify 

themself as the Senior Minister of this Congregation and to refer to the principles 

and sources of our living tradition and resolutions of the Congregation, the CUC 

or both.   

b) The Senior Minister shall attend Board meetings and shall be unrestricted in 

expressing his/her views on matters before the Board.   

c) The role of the Senior Minister at Board meetings is to provide information and to 

advise the Board. The Senior Minister shall speak the truth as they see it from 

information gathered from within the Congregation and outside, from his/her 

experience of the history of the Congregation and the Purposes and Principles of 

the CUC and the denomination.  

d) The Senior Minister is accountable to the Congregation, not to the Board, but 

shall work collaboratively with the Board.   

e) The Senior Minister shall create a religious context for the opening and closing of 

each Board meeting.  

f) The Senior Minister shall act as a member of the Exec, 

g) The Senior Minister shall be available outside Board meetings as advisor to the 

President of the Congregation.  

h) The Senior Minister may act as facilitator for the Board in its relation with staff, 

volunteers and congregational members.  

2. Limitations of the Senior Minister   

a) The Senior Minister shall not speak on behalf of the Board.  
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b) The Senior Minister is called to respect the lines of authority within the 

Congregation.  

E. QUALIFICATIONS OF TRUSTEES   

Each Trustee shall:  

1. Be a voting member of the Congregation in good standing;  

2. Have made a financial contribution to the Congregation in the past fiscal year;  

3. Have participated actively in the life of the Congregation; and  

4. Be in compliance with any legislative requirements relating to acting as a trustee.    

F. TRUSTEES’ CODE OF CONDUCT  

1. Trustees shall, at all times, act in the best interests of the Congregation as a 

whole.  

2. Trustees shall act within the normal boundaries of prudence and ethics set out for 

a trustee in the course of carrying out the duties of a trustee.  

3. Where conflict of interest arises for a trustee, they shall declare such and refrain 

from discussion or voting on the issue. Where that conflict of interest is financial in 

nature, the trustee shall leave the meeting room for the duration of the discussion 

and voting. Definition of "conflict of interest", if in dispute, shall be made by a vote 

of the Board.  

4. Trustees shall recognize the confidentiality inherent in some of the Board’s 
discussions and shall refrain from communication of such discussions outside the 

Board meeting. This shall apply particularly to discussions regarding Congregation 

or staff members.  

5. Except for the President, Trustees shall not make public statements regarding 

Board policy and discussion, unless specifically so authorized.   

G. ANNUAL BOARD ORIENTATION MEETING   

The Board will hold an annual orientation meeting for the Board focusing on the 

governance structure and roles and responsibilities of the Board, Convenors, volunteers 

and staff. This meeting may be part of a Leadership Retreat.  

H. REVIEW OF GOVERNING DOCUMENTS FOR CONSISTENCY AND CURRENCY   

1. The Board shall work in compliance with Congregational governing documents 

including incorporating documents (Letters Patent), Bylaws, and policies.   

2. The Board shall ensure all governing documents are consistent and meet current 

standards and practice by scheduling regular reviews of the documents.  
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3. The Board shall ensure appropriate amendments to the documents are made as 

necessary.  

I. MONITORING BOARD POLICIES  

1. The Board shall specify for each policy it initiates:   

a) A method by which the policy will be monitored,  

b) A schedule of dates at which the board shall review performance against 

policies, and  

c) The person, committee or task force responsible for carrying out that review and 

reporting to the Board.  

2. The Board's secretary shall maintain a schedule of review dates for policies 

initiated by the Board, and shall bring this to the attention of the Board on an 

annual basis.  

J.      BOARD APPOINTED COMMITTEES AND     TASK FORCES   

The Board may establish standing committees, ad hoc committees or task forces to 

carry out its responsibilities.      These groups will be used so as to minimally interfere 

with the wholeness of the Board's job and so to never interfere with delegation from 

the Board to the Exec. When a Board committee or task force is established, the 

terms of reference shall be agreed and a time limit established.  

1. The purpose of Board committees or task forces is to help the Board do its job. 

Committees or task forces will assist the Board chiefly by preparing policy 

alternatives and implications for Board deliberation, or by planning and directing 

action to move a board strategy forward.  

2. Board committees or task forces shall not speak or act for the Board except when 

formally given such authority for specific and time-limited purposes. Such authority 

will be carefully stated in order not to conflict with authority delegated to the Exec.  

3. Board committees or task forces shall not exercise authority over staff. In keeping 

with the Board's focus on the future, Board committees or task forces ordinarily will 

have no direct dealings with staff operations. Further, the Board will not impede its 

delegation to the Exec by requiring approval of a Board committee or task force 

before an Executive action.  The Exec works for the Board, never for a Board 

committee or an officer. 

4. This policy applies only to Board committees or task forces which are formed by 

Board action, whether or not the committee or task force includes non-Board 

members. It does not apply to committees or task forces formed under the 

authority of the Exec.  
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K. EVALUATING BOARD EFFECTIVENESS   

The Board shall:  

1. Set goals and objectives by preparing an annual work plan;  

2. Evaluate effectiveness of the work of the board, the Exec and volunteers by a review 

of goals established for the year against goals achieved and may use a survey or 

other tool to conduct the evaluation;  

3. Include this evaluation as part of its annual report to the congregation at the AGM.   

  

2. EXECUTIVE COMMITTEE (EXEC) 

A. COMPOSITION OF THE EXECUTIVE COMMITTEE (Exec)   

The Exec is composed of the Board President, the Senior Minister, and the      Director 

of Administration      or other delegate as approved by the Board.     

B. DELEGATION TO THE EXECUTIVE COMMITTEE   

The Board delegates the following to the Chief Executive Committee:  

1. The Exec is authorized to make all decisions, take all actions, and develop all 

activities which are true to the Board's policies. The Board will respect the Exec's 

choices so long as the delegation continues, but by extending its policies, it may 

delete any of those areas from the Exec's authority.  

2. No individual trustee, officer, or committee or task force has authority over the Exec,  

3. The Exec may not perform, allow, or cause to be performed any act which is 

contrary to explicit Board constraints on the Exec's authority.  

4. Should any member of the Exec violate a Board policy, s/he shall immediately inform 

the Board, which will determine whether corrective action is necessary.  

5. The Exec is authorised to delegate to staff and volunteers. The delegation is limited 

by the same parameters as are set out for the Exec.    

C. EXECUTIVE LIMITATIONS ON DELEGATED AUTHORITY  

The Board sets the following limitations to all authority delegated to the Exec and 

equally to all authority delegated by the Exec to volunteers and committees, and 

where applicable staff and volunteers reporting to staff.   

Reference in this section to Exec will mean all those who are delegated authority 

under this governance policy.   
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Subject to the limitations set out below, the Exec is free to act within its delegated 

authority, and do all that is necessary in carrying out its responsibilities.  

1. Professional Ethics: The Exec shall not be the cause of, or knowingly allow any 

violation of commonly accepted practices or professional ethics.  

2. Member Services: With respect to treatment of members of the Congregation, 

the Exec shall not cause or allow conditions to occur which are unfair or 

undignified. Nor shall they allow leaks of what may be considered privileged or 

confidential information.  

3. Treatment of Staff and Volunteers: The Exec shall not cause or allow 

conditions or treatment of staff and volunteers to persist which are inhumane, 

unsafe, unfair, or undignified.   

The Exec shall not allow violation of any legislative standard such as The  
Canadian Human Rights Code, The Employment Standards Act, The 

Employment and Pay Equity Program of Ontario, or the Health and Safety Act.  

4. Financial Planning:    

a) With respect to planning fiscal events, i.e. budgeting for all or any remaining 

part of a fiscal period, the Exec may not jeopardize the fiscal integrity of the 

organization.  

b) With respect to the ongoing condition of the financial health of the 

Congregation, the Exec shall not:  

i. Expend more funds in the fiscal year-to-date than have been received 

in cash flow, cash advances, or are provided for in the authorized line 

of credit;  

ii. Use any long-term reserves without approval of the Board;  

iii. Allow cash to drop below the amount needed to settle payroll and 

debts in a timely manner;  

iv. Allow actual allocations to deviate materially from Board priorities;  

v. Authorize a line of credit without approval of the Board.  

5. Asset Protection: With respect to proper stewardship of the Congregation's 

assets, the Exec shall not risk losses beyond those necessary in the normal 

course of operation.  

Accordingly, it shall not:  

a) Fail to insure related property, premises and activities against property/liability 

losses nor fail to insure Board members, staff and volunteers against liability 

losses arising from their Congregational duties and activities;  
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b) Unnecessarily expose the Congregation, its Board of Trustees, its staff or 

volunteers to claims of liability;  

c) Approve any purchases or make economic commitments beyond the approved 

congregational budget, including:  

i. Single purchases of goods or services;  

ii. Rentals of equipment or premises, considering a total contract value 

or, in the case of month-to-month rentals, one year’s rent;   

iii. Transfer charges within the budget from one line to another beyond 

the approved congregational budget.  

D. ROLE OF CHIEF EXECUTIVE COMMITTEE  

1. The Exec will act in accordance with both short and long-term goals and objectives of 

the Congregation as established by the Board.  

2. The Exec is accountable for all organizational performance and exercises all 

authority transmitted to the organization by the Board. The Exec is authorized to 

make all decisions, take all actions, and develop all activities – within the parameters 

delegated by the Board and as long as they are consistent with the Board’s policies;  

3. The Exec will act within acceptable boundaries of prudence and ethics and any 

specific limitations defined by the Board.  

4. The Exec will ensure there are volunteers in place to cover key areas of 

organisational functionality and ensure there are volunteer positions as deemed 

necessary to carry out goals and objectives.  

5. The Exec may seek direction from the Board in situations that the Exec deems 

necessary or appropriate.  

E. REPORTING TO THE BOARD  

1. The Exec acts as the link between the Board, staff, volunteers and the Congregation 

and will report to the Board on a monthly basis. The report will include, if it deems it 

necessary, recommendations to the Board for further action on the part of the Board.  

2. With respect to providing information to the Board, the Exec shall:  

a) Inform the Board of relevant trends, material external and internal changes, 

particularly changes in the assumptions upon which any Board policy has 

previously been established;  

b) Gather staff, volunteer, and congregational points of view, issues and options, 

and advice as needed for fully informed Board choices;  
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c) Inform the Board of program or staff changes related to services offered to 

members;  

d) Consult the Board when issues referred to the Exec for which no Board policy 

or precedent exists.  

  

3.      VOLUNTEERS AND COMMITTEES 

A.      VOLUNTEER ROLES       

     Volunteers will be appointed, as determined necessary by the Exec and staff, to 

assist with implementation and management of      key functions of the organisation and 

to ensure the short and      long-term goals and objectives of the Board.      Functions 

may include assisting with Administration, Finance, Property,      Membership, 

Fundraising, etc. Terms of service for volunteers shall be determined by balancing the 

individual’s needs and the needs of the congregation to achieve both creativity and 
stability as well as capability in volunteer roles.     .        

     The scope of the organization’s operations and desired ends will require that a number of 
standing volunteer leadership roles be filled on an ongoing basis, including the following: 
      

● Finance Coordinator 
● Property Coordinator  
● Technology Coordinator 
● Webmaster 
● Pledge Drive Leader / Canvass Chair  
● Editors (i.e. for newsletters, social media, other publications)  
● Denominational Liaison  

      
Additional volunteer roles will be established from time to time with the approval of the Exec 
and/or a staff member.   

      
Similarly, a number of standing committees will operate on an ongoing basis to oversee and 
direct activities of importance to the congregation, including the following:  
      

● Team Generosity (coordinates the annual pledge drive/canvass) 
● Green Team (coordinates activities supporting First’s commitment to be a green 

congregation) 
● Committee(s) liaising with the Director of Lifespan Religious Education and the 

Director of Congregational Music 
● Special event and fundraising committees 
● Volunteer-led groups who gather for social, recreational, or educational activities  
● Social action and justice committees to coordinate the efforts of congregants 

wishing to take action together 
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Additional volunteer committees (variously known as committees, groups, project teams, 
task forces, etc.) may be established from time to time with the approval of the Exec and/or 
a staff member.   

      

B. EXEC DELEGATION TO     VOLUNTEERS 

The Exec delegates to      volunteers the authority necessary to carry out their 

responsibilities in order to implement the vision, values and strategic direction set by the 

Board. The delegation is limited by the same parameters as are set out for the Exec in 

section 2B3.   

Subject to the limitations set out in section 2B3,      volunteers are free to act within their 

delegated authority, and do all that is necessary in carrying out their responsibilities.  

Any changes to the specific responsibilities and limitations will be made in writing.  

C.  RESOURCES AVAILABLE TO VOLUNTEERS AND VOLUNTEER COMMITTEES  

Various resources owned by the congregation may be made available to support the work of 

roles and committees including, for example:  

Internal publicity (via newsletters and other publications, pulpit announcements, special 

distribution of information, etc.) – refer to Editorial Guidelines, Communications Policies, 

[and Privacy Policy to be developed] 

Use of facilities (rooms; equipment)– refer to Rental and Room Use Policy  

Use of supplies (e.g. stationery, stamps, other sundry items) – refer to the staff member or 

leader accountable for managing the budget associated with the supplies  

Financial resources (budget allocation; fundraising and special collection privileges) – refer 

to Financial Policies  

To acquire resources which are not already granted by virtue of the above, volunteers and 

committees should approach the governing body through which their authority has been 

delegated (i.e. the Exec, a staff member, the Board) to discuss the nature and amount of 

resources requested.  Decisions will be made on the basis of the amount and current 

availability of the requested resources, and the degree to which the request aligns with the 

congregation’s current priorities and areas of focus.   
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     4. DELEGATES TO THE CANADIAN UNITARIAN COUNCIL  

First Unitarian Congregation of Toronto is a member of the Canadian Unitarian Council 

(CUC) and as such sends delegates to attend the Annual General Meeting (AGM) to 

represent the congregation and vote on matters of national significance brought forward 

at that time.  Delegates are allocated on the basis of congregational membership at the 

end of the year preceding the AGM.  

A. QUALIFICATIONS OF DELEGATES AND REPRESENTATION OF THE CONGREGATION  

Delegates must be members in good standing of the congregation, and should be 

currently active participants in congregational life.   

To ensure adequate representation, the delegate team should ideally include at least 

one Trustee, preferably the current or incoming      President, and at least one      

volunteer who holds a current leadership role.       Ideally, one of the delegates should 

be a young adult.  Insofar as possible, the delegation should be representative of the 

membership of the congregation.  

B. DUTIES OF DELEGATES  
In order to assure some continuity, at least a third, preferably half, of the delegates are 

encouraged to agree to serve for two successive CUC AGM meetings.    

Under the direction of the Denominational      Liaison, delegates will inform themselves 

about the business to come forward at the CUC AGM, and of congregational concerns 

related to these issues.    

The delegate team will meet as a group prior to, during and after the CUC-AGM to 

discuss issues related to the AGM.  

After the meeting, the delegate team will prepare a report for the Board and 

congregation summarizing the business conducted at the CUC ACM, including any 

motions passed and any decisions made that might affect the Congregation. The report 

will be available for presentation at the annual congregational meeting.  

C. RECRUITMENT AND APPROVAL  
The Denominational      Liaison is responsible for recruiting potential delegates and 

alternates.   

The Board formally approves the delegation.  The Board reserves the right to approve a 

delegate team which, in its opinion, reasonably reflects the opinions and concerns of the  

Congregation, but does not have the right to direct the voting decisions of the delegates.  

      

5.  RESOLUTIONS PROCESS [this section transferred from the previous Social Justice Policy] 
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From time to time, members of the congregation may wish to, or be asked to, make a public 

statement of First’s support for a particular cause, issue, or organization.   The objective could 

be to give strength to the cause by being associated with a respected religious institution, 

and/or to give strength to First by being aligned with good works.   

      

As Unitarians, we respect the freedom of each individual to decide and speak on their own 

behalf.  As such, we must take steps to confirm the appropriateness of making any statement 

on behalf of the congregation, as it is an institution made up of individuals.  

      

i. Small Group Resolutions  

Small groups operating within First may choose to offer an endorsement on behalf of their group 

alone so long as there is two thirds agreement in the group itself and the group consists of at 

least 15 members.  There must also be clear alignment with Unitarian principles and the 

absence of any partisan political position.  By specifying the group of individuals who have 

agreed on the endorsement, this makes it clear the endorsement is on their behalf alone.  

Nonetheless, any small group must obtain approval from the Exec prior to providing a public 

endorsement which appends the name of the Congregation.  

      

      

ii. Congregational Resolutions   

      

To provide an endorsement on behalf of the congregation as an institution, there needs to be 

clear alignment with Unitarian principles, absence of any partisan political position, a significant 

level of congregational awareness of the issues at hand, and a significant level of support for 

the specific endorsement.   The Resolution Process provides the steps which the sponsors of 

the resolution must take to take to confirm these needs are met.   

                              1) Propose the resolution to the     Exec for review and guidance through the 

resolution process. As a courtesy, the      Exec will advise the board of the beginning of any      

congregational resolution process.  

     i. Consult with members of the congregation. The method of consultation may vary and will 

be guided by the complexity and urgency of the situation in cooperation with the Exec.  Methods 

may include a survey, a congregational meeting or a series of small meetings (either to be 

advertised in the congregation’s newsletter). The objective of the consultation process is to 

provide information, respond to questions, and receive feedback regarding the proposal.        

ii. Prepare a draft resolution incorporating the results of the      consultation and circulate the 

draft via the congregational newsletter for further comments, for at least two weeks, supported 

by announcements in a service or other manner for broad awareness.  
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               d) Present the resolution for a vote at a Congregational Meeting, announced at least 

10 days prior to the meeting in the congregational newsletter and during a service.              

Passage of the resolution requires that a minimum of 75% of the votes cast by a quorum (as 

defined in our bylaws)      are in favour of the resolution.        

 

                               

      

 


