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1. Introduction 

Like any living organism, UUFRC is evolving.  I am not thinking in terms of the number of 

members, or the census of Sunday Service attendance instead, I’m thinking in terms of how we are 

learning to support and work with each other particularly through committees.  How do individual 

committees operate?  What committees are there?  How are committees formed?  How do they 

evolve?  

There is little, if anything, new in this document.  Historically, this information passed through the 

community as part of our oral tradition.  In this modern age, that just does not cut it.   Input from the 

2014 Communications Task Force and the 2015 Growing Confidence, Purpose and Joy Leadership 
Retreat, indicated that a set of notes on general committee frameworks was needed.  Thus, this 

document was started.  

The goal is to provide you, the reader, with some general information that will help you become a 

contributing member of any UUFRC committee.  Also to provide some guidance to anyone 

considering becoming a committee leader or wanting to form a new committee.  

 

Don’t read this document, skim it!   When you come to something interesting, then stop and 

read it in detail.  Your initial goal is to get a feel for the general contents of the document so that, in 

the future, if you need some information, you will have an idea of where to start looking.  
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2. Committees 

 

Over time four general classes of committees have evolved: 

 Standing Committees – Once formed, these committees continue indefinitely.  Their name, 

membership, and priorities may change, but they maintain the same goals and intent.   

 Recurring Committees –These committees are formed, do a regularly needed job, then 

disband until the next time they are needed.  Think of the Pledge Drive, Auction, and 

Rummage Sale.  

 Ad-Hoc Committees (a.k.a. Task Forces) – These committees are formed, produce a work 

product, then disband.    

 Interested Parties – A loosely organized collection of people that meet to address specific 

intermittent needs within the community.  Often thought, of and referred to, as a committee 

but they are not.  An example would be sound crew.   

2.1 Existing Committees  
As of this writing, the UUFRC web site maintains a list of current standing committees.  The 

following list differs from the web site by including non-standing committees.    

Committee 
Name 

Notes 

Adult Religious 

Education 

Offer educational and experiential classes, activities, and forums to promote our 

values and enhance our community experience. 

Type: Standing 

Aesthetics Handle interior decorations, furnishings and any other architectural or stylistic 

aspects of the building. 

Type: Standing 

Building Ensure all physical aspects of our facility are well maintained. 

Type: Standing – may include Interested Parties 

Caring Provide meals, transportation and any other emotional or physical assistance for 

members in need. 

Type: Standing 

Auction Type: Recurring 

Board of 

Trustees 

This committee is defined by the UUFRC By-Laws and is responsible for the 

governance and finances of the community.   

Type: Standing 

C-Groups (“C” for community, connection, and covenant) are groups of 7 – 10 people 

who meet twice a month to explore meaningful topics and deepen relationships 

with each other. 

Type: Standing 



Committee Crib Notes Page 5 of 16 October 25, 2015 

Committee 
Name 

Notes 

Child Life Improve the integration of children in grades 5 and below into all aspects of 

UUFRC. The subcommittee works with our Director of Religious Education 

Youth and Children in Community Committee to provide ideas for children’s 

events and outings, represent our children’s interests in UUFRC programs, and 

organize some activities for children. The subcommittee is comprised of adults 

who meet several times a year. 

Type: Standing 

Communications 

Task Force 

Met in 2015 to review how communication happens within our community and 

similar church communities.  Produced a set of recommendations on improving 

the flow of information at UUFRC.  

Type: Ad-Hoc (work completed)  

Connections / 

Membership 

Provides information, classes, and events to welcome and connect newcomers 

and new members to our community. 

Type: Standing 

Denominational 

Affairs 

We have four elected members who provide a liaison between the congregation 

and both the Unitarian Universalist Association and the Pacific Central District 

and Western Region, and keep the Congregation apprised of the issues and 

concerns of the UUA & PCD. Primary purpose is to select delegates to District 

Assembly and General Assembly. 

Type: Standing 

Finance Provide recommendations on decisions with financial implications, draft 

policies for financial management issues, manage the budget, and monitor our 

expenditures, income, and investments. 

Type: Standing 

Flooring (2015) This was a one-time project- based committee formed to replace the hard 

flooring for most of the church.   

Type: Ad-Hoc (completed 2015) 

Futures Group Looked at the impact of a growing number of members and friends.  Explored 

ways to make better use of church resources. Final report issued 2008. 

Type: Ad-Hoc (work completed) 

Grounds Care for our gardens and landscape areas. (a.k.a. Ministry of  Mowing) 

Type: Standing – may include Interested Parties 

Holiday 

Boutique 

Annual fundraiser.   

Type: Recurring 

Ministerial 

Search 

Created by the Board as needed to select a candidate for interim, contracted, or 

called ministry.  

Type: Ad-Hoc  

Ministry of 

Culinary Arts 

Organizes and prepares refreshments for our Social Hour following each 

Sunday service.  (a.k.a. MOCA)  

Type: Standing 

Music Works with the Music Director to plan and carry out musical offerings at 

services and organize special concerts. 

Type: Standing 
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Committee 
Name 

Notes 

Newsletter Edits and publishes the Redwood Reachout, our monthly newsletter. 

Type: Standing 

Nominating  Identifies candidates for election to the Board of Trustees and Denominational 

Affairs.   

Type: Recurring 

Pagan Services This committee reforms when traditional Pagan / Earth Based celebrations 

approach.   

Type: Interested Parties 

Personnel Sub Committee of the Board of Trustees.  Addresses personnel contracts and 

other issues related to staff. 

Type: Standing 

Pledge Annual pledge drive for church operating funds.  

Type: Recurring  

Roofing (2016) A project-specific committee charged with replacing the church roof in 2016 

Type: Ad-Hoc  

Roosevelt 

Tutoring 

Tutoring program at Roosevelt Elementary School. 

Type: Standing 

Rummage Sale Annual fundraiser.  

Type: Recurring 

Shared Ministry Works with the Minister on issues of worship and community.   

Type: Standing 

Social Action Participate in projects leading to social justice. 

Type: Standing – with an aspect of Interested Parties 

Sound System People who are comfortable running the sound system.   

Type: Interested Parties 

Video Projection People who are comfortable running the video projection system and 

assembling projection content (pre-production).   

Type: Interested Parties 

Worship Assists in preparing and delivering the Sunday services. 

Type: Standing 

Youth and 

Children in 

Community 

Aids the spiritual development of our children through exploration of our UU 

values and heritage, as well as those of other faith traditions. The committee 

overseas the Child Life Subcommittee and the Youth Life Subcommittee as 

well as guiding our children’s Religious Education program.  

Type: Standing 

Youth Life Improve the integration of youth in grades 6-12 into all aspects of UUFRC. The 

subcommittee supports our Youth Advisor by providing ideas for youth events 

and outings, representing youth interests in UUFRC programs, as well as 

organizing many activities including a service trip. The subcommittee is 

comprised of youth and adults who meet several times a year. 

Type: Standing 
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2.2 UUFRC By-laws 
The by-laws that govern our community make a few specific provisions that impact the operation of 

committees.  The original text can be found on the church Web site. Here are some relevant 

excerpts: 

Article VII – Board of Trustees 
B. Duties 

6. Act upon applications for new committees within the Fellowship 
8. Appoint committee chairs to the Standing Committees. Appoint members of special committees as 

the Board deems necessary 
C: Nomination and Election of Trustees and Denominational Affairs Representatives 

(specifies the formation of the committee and its function) 
 
Article XIII – Committees  

A. Appointment of Committees and Membership 
1. The Board of Trustees shall designate standing and special committees that it may deem necessary. 
2. A group of members wishing to be recognized as a committee shall draw up a statement of purpose, 

plan of procedure, and a listing of duties and responsibilities, which shall be filed for approval by the 
Board. The Board may approve or withdraw approval by majority vote. 

3. Committees are expected to maintain a statement of purpose, a plan of procedure, and a listing of 
duties and responsibilities. 

4. Except for those committees whose entire membership is appointed or approved by the Board, the 
membership of committees shall be open to any person wishing to serve; however, only members 
and active friends may vote. 

5. Denominational Affairs Core Committee shall be a Standing Committee: 
a. There shall be four core committee members elected for staggered, two-year terms. 
b. The core committee shall carry-out the charter as approved by the Trustees, including, but not 

limited to, the appointment of delegates to PCD District Assembly and UUA General Assembly. 
B. Committee Chairs 

1. Committee chairs shall be approved by the Board. 
2. Committee chairs must be members of the Fellowship. In the event a committee is to be co-chaired 

by two or more persons, at least one of these must be a member of the Fellowship. 
3. The term of office for chairpersons shall be the same as the fiscal year. Ongoing committee chairs 

shall be re-approved by the Board at the beginning of each term. 
C. No committee may make public statements or take action on behalf of the Fellowship 
without Board approval. The Social Action Committee may make public statements and take 
action on behalf of the “Social Action Committee of the Unitarian Universalist Fellowship of Redwood 

City”. 

Note: the by-laws reflect the vote of the community, if you would like to change them, bring a 

proposal to the Board of Trustees and request that your proposal be placed on the agenda for the 

Annual Meeting.  

 

2.3 Leadership 
The General Policies make some assertions regarding leadership: 

 The chair must be a member of the church. 
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 The term of a Chairperson is two years, possibly three. 

 No individual may be Chairperson of more than committee at a time, and no individual may 

concurrently serve on the Board of Trustees and hold a committee chairship.  

While the By-Laws assert that the Board of Trustees appoints committee chairs for Standing 

Committee it is not uncommon for committees to recruit their own leadership and then submit their 

recommendation to the Board for approval.  This meets the intent of the by-laws by keeping the 

Board informed and entering a vote on committee leadership into the formal record.   

While there is no formal policy on committee leadership structure, the Board encourages committees 

to have a Chairperson and a Cochair.  The intent is that the Cochair: 

 Assists the Chair-person,  

 Covers the Chairperson’s responsibilities in their absence,  

 Succeeds to the Chair when the current term (2 years) is over.  

2.4 UUFRC Policies 
The Board of Trustees creates policies as a governance tool for our community.  In some cases these 

policies assert specific responsibilities for committees: These may be general and apply to all 

committees (such as the Disruptive Behavior Policy); or they may be specific to a named committee 

(such as Finance Committee Policies).   

It is important that the committee leadership be aware of these policies and apply them as 

appropriate.  The policies are available on the church web site.  The following table will help you 

identify where additional reading is appropriate (it is not inclusive of all policies).  

 

Policy Scope 
Alcohol If a committee is involved with celebration or food.  

Child Youth Safety If a committee works with children or youth. 

Disruptive Behavior Important for everyone in leadership. 

General See below 

Piano Usage If a committee wants to use the piano 

Rental of Facilities For use of church facilities or resources for something other 

than a committee meeting.  

Utilization of 

Contractors 

Working with outside contractors or consultants.  

Web Content For committees that want a presence on the UUFRC web site. 

Web Privacy If you want to put anything regarding UUFRC on any website. 

 

The following is an excerpt from the General Policies regarding committees in general: 

6. Duties 
6.6 Committees  



Committee Crib Notes Page 9 of 16 October 25, 2015 

6.6.1 Appointments: as stated in the bylaws, the Chairs of all Fellowship  committees must be Fellowship 
members. Committee Chairs shall be approved by the Board. The term of office for chairpersons is 
the fiscal year.  

6.6.2 Chairs of standing committees serve a period of time not to exceed two years. By special request of 
the Board, a third term may be served. 

6.6.3 Special Duties  
6.6.3.1 All committees shall be responsible for preparing and maintaining a current statement 

of purpose [charter], a plan of procedure, and a listing of duties and responsibilities as 
specified in the bylaws (XIII.A.2 and 3).  

6.6.3.2 All committees shall keep minutes of their meetings and forward a copy of said minutes 
to the office for filing.  

6.6.3.3 Each committee is responsible for preparing a report of their activities and membership 
and submitting this in a timely fashion for inclusion in the Annual Report of the 
Fellowship.  

6.6.4 No individual may hold more than one Committee chairship at a time and no individual may 
concurrently serve on the Board of Trustee and hold a committee chairship.  
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3. Committee Documents 

The standard documents are:  

 Charter – Identifies and characterizes the committee.   

Required for all committees  

 RACI Analysis – An exercise that helps identify the relationship of the committee to other 

elements of the church.  Optional depending on the scope of the task.  

 Web site – Typically only used for Standing Committees. 

Optional    

 Operating Instructions – Required for committees that have large or complex missions that 

are regularly called upon.   

3.1 Committee Charter 
Committees must have a charter that is submitted to the Board of Trustees for approval.   

Charters are about “what the committee does and why,” not “how to do it”.  They are intended to be 

short, running a page or two (sometimes three at most).  You can find examples of charters for most 

standing committees on the UUFRC Web Site. 

Charters may contain the following sections as appropriate: 

 Objectives – What this committee intends to accomplish (required).  

 Organization – For large committees, it is common to talk about how the committee is 

structured and what subcommittees (if any) exist. 

 Responsibilities – Outlines the “work products” and “services” the committee provides.  

 Leadership – This is a specific aspect of the committee organization.  If there are specific 

leadership rolls or “officers,” then these are spelled out.  It is often a good idea to provide 

some guidelines regarding leadership transitions.  

 Membership – How the membership of the committee is formed and the expectations of and 

requirements for, membership.  

 Meetings – How often does the committee meet, how are meetings called, are they open to 

the public, how do others find out about meetings?  

 Funding – If a committee requires operational funds or capital funds, how do they receive 

these?  For example: funds may be requested from the Board of Trustees and reflected in the 

church budget, for a capital-based project a specialized capital campaign is organized and run 

by the committee to raise the funds. 

Committee Charters typically have a “sunset” of three years, after which they are reviewed by the 

committee, updated as appropriate, and resubmitted to the Board of Trustees for approval.   
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3.2 RACI Analysis 
Understanding the relationships between the different elements of our church community 

(Committees, Staff, Minister, Board) is important to the functioning of our community.  Is several 

recent leadership training sessions, the use of a RACI Matrix has been presented as a good tool for 

identify and classifying relationships.  

The name RACI is an acronym for the types of relationships that the analysis addresses when 

considering interactions: 

 R - Responsible 
The person or group that does the work needed to complete an identified task. 

 A – Accountable 
The person or group who is accountable for the correct and thorough completion of the task. 

 C - Consulted 
The person or group who provides information for the task and with whom there is two-way 

communication.  

 I - Informed 
The people or group who are kept informed about progress and with whom there is one-way 

communication. 

There are many web sites that discuss how to construct a RACI Matrix, here is a VERY short 

tutorial.  

1. Create a two dimensional matrix (spread sheet).   

2. In the first column, list the tasks that need to be done. 

3. In the first row, list all the people or groups that will be impacted directly or indirectly when 

performing any of the tasks in the first column.  This includes interactions within our church 

community and outside our community.  

4. At the intersection of each task and impacted group assign, a letter identifying the 

relationship. 

Here is an example that reflects part of the analysis done for a landscaping project at the church.  

While this reflects a single project, it can also be done for a committee based upon the objectives 

identified in its Charter.  

 

 
Landscape 
CMMTE 

Board 
Building  
CMMTE 

Grounds  
CMMTE 

Minister Staff Congregation City Neighbors Contractor 

Planning R , A C C C, R I I I C I C 

Demolition R , A I C C, R I I - - - - 

Installation R , A I C C, R I I - - - - 

Tree Work A I C C I I - C - R 

Maintenance - I C R I I - - - - 
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The use of a comma indicates that a person or a group may have multiple rolls (relationships) for a 

given task.  In some cases there is no relationship indicated by a dash (-).   

3.3 Web Site  
There is a page on the UUFRC web site that lists our committees.  Typically, it only lists the 

standing committees, but there is no hard and fast rule.   If you want your committee to be listed then 

contact the Web Master with your request.  

We try to make all committee charters available on-line.  If a committee has an entry on our web 

site, that entry will include a link to its charter.   A facility for storing charters for unlisted (e.g. ad-

hoc) committees and other committee documents is being developed – if you have a specific need 

bring it to the Board of Trustees, we will work with you to find a solution.   

A committee may have a custom Committee Page that is either public or accessible only to those 

registered with the web site.  If a committee wishes a private page, contact the Board of Trustees.    

3.4 Operating Instructions 
An “Operating Instructions” document is all about mechanics – how things get done!  It identifies 

the tools and process needed to fulfill the committees’ objectives as defined by its charter.  Having 

Operating Instructions is unusual, most committees are not so complex that such a document is 

needed.   At this time only a few committees have them: 

 Board of Trustees 

 Pledge Committee 

 Auction Committee 

This is intended as a committee “internal document,” produced and maintained by the committee, for 

the committee.  There is no defined format, content, review, or publishing requirement.   However, 

to support transparency within our democratic community (the fifth UU principle) the Board of 

Trustees recommends that such documents be made public and accessible on-line.  

As an example, the following is the Table of Contents (ToC) for the Board of Trustees Operating 

Instructions – this is a living document and is updated every year.  Overall, this Microsoft Word 

document runs 14 pages.  

1. INTRODUCTION 
2. THE BOT 

3. DECISION PROCESS 

4. DOCUMENT MANAGEMENT 
4.1 DOCUMENT NAMING / FILE NAMES 
4.1.1 DATES IN NAMES 

5. TRANSITIONS 
6. SELECTING OFFICERS 
7. OFFICER CHARTERS 

7.1 PRESIDENT 
7.2 VICE PRESIDENT 
7.3 RECORDING SECRETARY 
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7.4 CORRESPONDING SECRETARY 
7.5 TREASURER 

8. DOCUMENT SUNSET 

9. PERSONNEL SUB-COMMITTEE 
 

At the start of each year the Board of Trustees holds a retreat during which the Operating 

Instructions are reviewed.  This helps educate new members of the Board, and provides a reminder 

to continuing members.   It is also a time when changes and updates are identified and made. 
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4. Public Face of a Committee 

One of the observations made by the 2015 Communications Task Force, and echoed in comments 

made by those attending UU101 classes, is that they don’t know what committees exist and what 

they do.  This makes it hard for new comers to get involved.  There are several ways that this issue is 

addressed: 

 Charter – Every committee has a charter and it is important that it be accessible on-line for 

those who are interested.  

 Web Site Entry – This was discussed above.  

 Council of Committee Chairs – Several times a year all the committee chairs meet to 

exchange information and educate others about their current activities and problems.  This 

meeting is called and run by the Vice-President of the Board of trustees.  

 Ice Cream Social – At the start of each church year the Connections Committee sponsors an 

“Ice Cream Social” in the Social Hall after Sunday services.   Every committee is encouraged 

to have a table with display materials as a way to let everyone in the community know that 

they exist and what they do.  

 Sunday Committee Spotlight – Once a month a committee is asked to lead the Chalice 

Lighting during the service.   As part of this, the committee makes a short statement about 

itself before the assembled congregation.  The committee also runs MOCA that Sunday.   

 Meetings – Most committee meetings should be public in keeping with our fifth UU 

principle.  These meetings should be announced in the Sunday Order of Service so that 

people wishing to get involved know when and where to attend the committee meetings.  

 Announcements – Every week UUFRC distributes announcements via several media: E-

mail, Order of Service, Spoken during service.  Make use of these facilities to let people 

know about the work of your committee and how they can join in.  

 Annual Report – Our UUFRC by-laws call for an annual meeting and an Annual Report.  

Each committee is asked to provide a statement (typically a page or two) about its activities 

for the year in this report.   This is a good way to communicate your committees successes 

and struggles for the past year, and its goals and activities for the coming year.   The Office 

Administrator assembles the Annual Report and is the contact for additional information.  

 Budget – The UUFRC budget is always available to our friends and members.  The proposed 

budget for the new year is presented and voted upon at the Annual Meeting.   If a committee 

has requested funds from the Board of Trustees, these will be reflected in our budget.  
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5. Starting a Committee 

If you think we need a committee, no problem, it’s simple: 

1. Find some other people that agree with you. 

2. Contact the Board of Trustees President and ask for a slot on the agenda for the next 

monthly  meeting. 

3. Come to the Board meeting and share your idea.  Expect questions along the lines of: 

 What type of committee: Standing, Ad-hoc, Recurring, Interested Parties.  

 What are the objectives? 

 Who do you need to work with and how?  (i.e. some degree of RACI understanding) 

 Financial needs. 

4. You will get some feedback from the Board that will likely include: 

 Direction regarding a Charter 

 Aspects of the committee operation that the Board would like some insight into. 

 Thoughts on organizational and leadership structures.  

5. Create a charter and gather other information that the Board requested.  Identify who will 

be the committee Chairperson and Co-Chair (as appropriate) 

6. Contact the Board President and submit your committee charter and leadership candidates 

for a vote at the next Board meeting.  Depending on the feedback from the previous 

meeting, there might be a need for your committee to attend the Board meeting.   

Depending on the scope of work and duration of the committee (standing vs. ad-hoc) there may be 

additional things that must be done.  These can be discussed with the Board and a time table and 

resources allocated to support the effort.  

That is it!  It is not hard.   

5.1 An Example 
Back in 2010 our minister occasionally wanted to use video projection as part of the service.   Some 

Interested Parties that helped with sound also helped setup the equipment for the services.  After a 

few services, these Interested Parties thought there had to be a better way of doing projection in the 

Sanctuary.   A group of Interested Parties is not a committee, hence has no standing within the 

UUFRC governance structure – so we decided to form an Ad-hoc committee. 

A group went to the Board of trustees and said:  

We would like to look into putting a permanent video projection system in the Sanctuary.  We 

will be talking with the Building Committee, Aesthetics Committee, Worship Committee, and the 

Minister to get their ideas, then come back to you with a proposal.  What do you think?   

The Board said to go for it – and hence was born an Ad-hoc committee on Video Projection.   The 

short proposal we generated included: 
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 The charter statement 

 Design approach  

 Comments from the committees we worked with 

 Project plan and implementation details 

 A request for funds  

 

Simple!  The Board loved it, we got the funds, did the project, and the committee disbanded.   

While this example is specific to putting in the video projection system, the same structure has been 

used may times over: getting our piano, putting solar panels on the roof, upgrading the sound 

system, landscaping the grounds.     

 

----- End of Document ----- 


