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I. Introduction 
Welcome to the Good Officer's Handbook of the Unitarian Universalist Minister's Association. 

The UUMA is the institutional embodiment of the living tradition of the liberal ministry. The values, 
the norms, the expectations and the wisdom of that tradition have been recorded in the UUMA's 
Guidelines for the Conduct of Ministry. 

Within our tradition, the highest operative value is collegiality. It is mutual affection, mutual 
support, mutual aid, and mutual accountability. Collegiality is our DNA as a body of ministers; it 
creates the historic organism of the Living Tradition; it is both why and how the tradition continues 
beyond any single lifetime. It carries the blueprint out of the past into the future. 

The Good Officer is the gene that carries the genetic information of the Living Tradition. It is the 
responsibility of the Good Officer to incarnate collegiality in the concrete situations where the living 
tradition of the liberal ministry is at stake.  

 The Good Officer helps ministers when we're in tension with each other.  

 The Good Officer helps ministers when we're in tension with the institutions we serve. 

 The Good Officer helps ministers when we're in tension with the Unitarian Universalist 
Association. 

In all these situations, the Good Officer helps us apply the accumulated wisdom of the liberal 
ministerial tradition, as articulated in the Guidelines, to our conflict. Lofty and abstract goals, like 
“supporting each others’ ministries”, take on flesh and blood in these conflicts. The Good Officer 
helps us navigate these situations, holding us accountable to the high standards of our ministerial 
tradition in all aspects of our lives. The Good Officer is there when painful and difficult conversations 
must happen.  

Implicit in the work of the Good Officer are the theological assumptions of Unitarian Universalism. 
Liberal religion believes in a search for truth and meaning that his both free and responsible. We 
believe that the religious community is the context of our responsibility. And the religious 
community, in our tradition, is defined by its covenant.  Our covenant is not words on a piece of 
paper. It is the mutual sharing of our traditions, our accumulated wisdom, and our agreement to be 
mutually accountable to each other. We commit ourselves to a process of continuous covenant 
making. Only voluntary agreements between persons who respect each other will resolve conflicts, 
solve problems and allow our institutions to grow and thrive. Hence, the work of the Good Officer is 
often to be present at the creation of a covenant. 

We are not naïve. We know that the systems of oppression that mark this stage of human history 
have affected our covenant making in the past. We have agreed that we will work now and in the 
future to create covenants that challenge rather than reinforce the inequalities of power and 
privilege. The Good Officer is present there where the momentum of a tradition redirects itself 
toward justice. 

This hard work of bringing our ever-evolving covenant to bear on the unique situations of ministry— 
this is the Good Officer's work. Most Good Officer work has nothing to do with grievances. It has to 
do with helping colleagues who are having problems in their ministry. At its heart, Good Offices 
work is pastoral. It’s colleagues caring about colleagues. 

This Handbook is an evolving, living document, created as a collaborative effort by many of your 
colleagues.  Use it well.  Help us make it better. 

I. Introduction 
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II. Foundation and Structure of the  
Good Offices Program 

A. The UUMA Guidelines for the Conduct of Ministry (06/2010):  

Good Offices services are presumed extant by the follow sections of our Guidelines: 

 Code of Conduct - Accountability Procedures         

 Standards of Professional Practice - IV.G. Dismissal and Negotiated Resignation 
 

B. The UUMA Good Offices program provides resources for  UUMA m em bers' use to 
prevent, or constructively address, tension which may arise: 

 between a minister and the institution or agency s/he serves; or 

 between ministers, as their professional service interacts or affects each other's service; or 

 between a minister and representatives or instrumentalities of the UU Association. 
 

The program is overseen by the UUMA Executive Director.  It is delivered through Chapter Good 
Officers and the continental Good Offices Support Team. 

The program's goal is to facilitate: 

 universal compliance with the UUMA Guidelines for the Conduct of Ministry, and  

 ministerial service which accords with widely accepted best practices. 
 

1. Chapter Good Officers 

Chapter Good Officers are appointed by the UUMA Board of Directors acting on nominations 
submitted by Chapter Officers. They serve three-year terms.  They are eligible for re-nomination and 
re-appointment. They serve under the supervision of the UUMA Executive Director. 

In nominating candidates as Chapter Good Officers, Chapters are encouraged to give weight to: 

 experience in the ministry; 

 maximum geographical access to Good Office services by all Chapter members; and 

 maximum diversity in the Chapter Good Officer corps by race, culture, gender, and sexual 
orientation.  
 

To assist a minister in his/her professional relationship with the institution or agency s/he serves, a 
Chapter Good Officer may: 

 provide counsel or representation in negotiating a written agreement to define or guide the 
relationship; 

 provide counsel or support in assessing satisfaction in the relationship; and/or 

 provide counsel or representation in negotiating terms for the continuation or termination of 
the relationship. 
 

II. Foundation and Structure 
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To assist ministers in their professional relationship with one another, a Chapter Good Officer may: 

 facilitate negotiation of a written covenant to define and guide the relationship; 

 provide counsel or support in assessing satisfaction in the relationship; 

 provide counsel, representation or mediation in negotiating terms for the continuation or 
termination of service interaction; and/or 

 provide counsel or support in seeking resolution of the tension through application to the 
UUMA Committee on Collegiality and Ethics and the Board of Trustees. 
 

To assist a minister in his/her professional relationship with a representative or instrumentality of 
the UU Association, a Chapter Good Officer may: 

 provide counsel, support or representation in assessing satisfaction in the relationship, 

 or in negotiating terms for its continuation; and/or 

 provide counsel, support or representation in response to a UUA staff/committee action 
related to questions or complaints regarding the minister's practice of ministry. 
 

Specific Expectations of a Chapter Good Officer are that s/he: 

 Participate in the biennial UUMA Good Officers Ministry Days Retreat. 

 Participate in the semi-annual Good Officer video conferences. 

 Participate in the annual video conference with UUA Regional Congregational Life staff or 
Canadian Unitarian Council staff. 

 Ensure an email contact with each announced candidate for settlement in a Chapter ministry 
to offer consultation on the terms of his/her Letter of Call. 

 Ensure an annual email contact with each Chapter member to: 

 (re) introduce the current Chapter Good Officer Team  

 describe the Chapter Good Officer services  

 invite further consultation 

 Fulfill agreed Chapter expectations for: 

 initiating periodic personal contact with each Chapter member 

 offering specific-topic video webinars to Chapter members 

 offering specific-topic programs at Chapter gatherings 

 Ensure response to all Chapter member requests for counsel, support, representation or 
mediation. 

 Model full participation in Chapter life. 
 

2. Good Officer Support Team  

The Good Officer Support Team is appointed and supervised by the UUMA Executive Director. Its 
members are: 

 consultants to and trainers of Chapter Good Officers 

 continuing education leaders for ministerial groups 

 direct service providers to UUMA members only as referred by Chapter Good Officers. 

At present, the Team is trained to address issues that arise in 

 Minister/employer relationships (letter of agreement negotiations, resignations, etc.) 

II. Foundation and Structure 
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 Successions (settled/retired or previous, interim/retired or previous etc.) 

 Multi-staff relationships (senior/associate/assistant, minister as supervisor, affiliated community 
ministers, etc.) 
 

3. Expenses  

Expenses incurred by Good Offices program providers shall be reimbursed, insofar as possible, from 
the assisted minister's professional expense account or his/her UUMA chapter. When Chapter 
resources are insufficient to cover such expenses, the Chapter Treasurer may seek continental 
support by applying to the UUMA Executive Director. 

 

III. Basis for Good Offices Work 
The ability to address tension in a constructive, transformative manner depends upon the creation of 
strong relationships before the tension arises.  For Good Officers, this means building strong 
relationships  

1. with the colleagues whom you will be trying to assist 
2. with the UUA staff members charged with supporting the institutions ministers serve.  

 
This section provides guidance in developing those relationships. 
 

A. Relationship-building with Colleagues  

The goal of relationship-building with colleagues is to create the trust in our empathy and expertise 
which will get us called upon to advise, partner, represent and advocate. 

The relationship: 

 is best initiated by a Chapter Good Officer Team contact with each new Chapter member upon 
his/her entry into the chapter; and   

 is best re-affirmed and evolved by at least an annual Chapter Good Officer Team contact with 
all Chapter members.   

Prior editions of this Handbook have described this contact as follows: a check-in conversation, 
either by telephone or in person, with every member of their UUMA chapter once each year. This 
check-in conversation might serve as a gentle reminder about the importance of self-care. This 
conversation might also serve as an opportunity for a minister to blow off some steam about a 
currently challenging situation, or to ask for the advice or counsel of the Good Officer regarding a 
currently or potentially challenging situation. This conversation might also serve as an 
opportunity for a minister and the Good Officer to identify together a situation that if left 
unaddressed might lead to trouble, and further to identify some constructive and timely strategy 
for addressing it. 

Additional models for this annual contact are: 

1. an email message to each Chapter member  

a. to introduce/recall the current Chapter Good Officer Team  

b. to describe the Chapter Good Officer services (see Section II.B.1 above) 

c. to invite further consultation. 

II. Foundation and Structure 
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2. a webinar program or Chapter meeting/retreat program, led by the Chapter Good Officer 
Team, to explore specific applications of UUMA guidelines and best practices to prevent or 
constructively manage tension in ministry service.  Possible topics for such programs include: 

a. self-care in ministry (including recognition of and response to addictions)* 

b. identifying/addressing cross-cultural and oppression dimensions of tension in ministry* 

c. boundary establishment & management in a minister-institution relationship  

d. use of evaluation/assessment tools and processes in the minister-institution relationship 

e. covenant creating & living in a predecessor-successor relationship 

f. covenant creating & living in a contiguous or overlapping service relationship 
 
*Prior editions of this Handbook have included resources related to these topics. Current resources and 
references can be obtained from the UUMA Executive Director.   
 

Current standards for a Chapter Officer Team's efforts in relationship-building: 

1. Send an introductory email message to each colleague at their entry into the Chapter 

2. Send an annual email to all Chapter members introducing Team members and describing 
Good Offices services. 

Additional efforts recommended for a Chapter Officer Team's relationship-building:  

1. Periodically offer a specific-topic webinar program to all Chapter members. 

2. Periodically negotiate with Chapter leaders to offer a specific-topic program at a Chapter 
meeting/retreat. 

3. Explore with Chapter leaders the Chapter's desire/expectations for personal check-in calls.  If 
they are deemed important to Chapter culture,  

 offer the commitment that each Chapter Good Officer make up to 10 calls annually.   

 negotiate with Chapter leaders to insure that the number of Chapter Officers is sufficient 
to insure that each Chapter member receives a call with the desired frequency. 

B. Relationship-building with UU Association Staff or Canadian 
Unitarian Council Staff 

The UU Association's Congregational Life Staff is now organized into five regional teams.  To partner 
effectively with this regional staff structure, Good Officers serving Chapters within the same UUA 
region need to maintain a shared understanding with the Congregational Life Staff of their respective 
roles in and approaches in addressing tensions between ministers and institutions and between 
ministers.  

To facilitate this understanding, the UUMA staff will arrange annual regional video 
conferences to involve all Chapter Good Officers and all Congregational Life staff (or 
CUC staff) in the region in reviewing and updating their respective roles and 
procedures.  

III. Basis for Good Offices Work 
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Guidelines for these roles and procedures are presented in the following document: 

Cooperative Procedures for Addressing Conflicts Involving Religious Professionals 

Finalized Dec. 5, 2015, by UUA Departmental Directors and the UUMA Executive Director. 

The purpose of this document is to clarify the many and varied roles and responsibilities of 
Unitarian Universalist Association (UUA) Staff and UU Professional Organizations’ staff/leaders 
in responding to conflicts in congregations that involve religious professionals.  A different 
document outlines the responsibilities of these cooperative groups when a formal complaint of 
misconduct is filed. That document is entitled: “Cooperative Procedures for Addressing 
Credentialed UU Professional Misconduct - Formal Complaints” We anticipate these documents 
being useful in the formation of manuals, leadership trainings and new staff/leader orientations. 

Congregational Life Staff, Ministries and Faith Development Staff, and the Unitarian Universalist 
professional organizations including:  UU Ministers Association (UUMA), Liberal Religious 
Educators Association (LREDA), UU Musicians Network (UUMN) and the Association of UU 
Administrators (AAUA) each provide services during conflicts. It is our hope that these clarified 
procedures further support the aim of all parties to move away from the sometimes legalistic and 
adversarial frames toward more healthy patterns of collaboration, “no surprises” and more closely 
coordinated strategies and recommendations. 

This statement has been reviewed and approved by: Sarah Lammert, Director of Ministries and 
Faith Development; Scott Tayler, Director of Congregational Life and Don Southworth, Executive 
Director of the UUMA. 

AGREEMENTS: 

Congregational conflict can arise for many reasons: absence of clear policies, inadequate resources, 
personality mismatches, misaligned expectations and assumptions, failure to perform as anticipated, 
and others too numerous to mention.   When these conflicts do not include any allegation of 
professional misconduct, the parties to this agreement expect the following from one another as we 
seek to aid Unitarian Universalist congregations:                                         

The Role of the UUA Congregational Life Staff Group: 

Prevention and Learning to engage conflict constructively: 

Train and advise congregations to develop appropriate policies, procedures, practices and 
communication habits to avoid conflicts due to lack of clarity. Examples of such training and 
advising include:  congregational systems audit, behavioral covenants/covenants of right 
relationship, roles and work of key ministries like Committee on Ministry, Leadership Development, 
etc.   

Train and advice congregations to develop appropriate procedures and practices to address conflict 
when it arises.   Examples of such training & advising include use of Covenant of Right Relationships 
or Behavior Covenants, clarity about who is responsible for leading a process of conflict 
management, skillful means of communicating might include Compassionate Communications and 
restorative practices, a practice of listening circles, skillful use of describing, interpreting and 
evaluating a situation.     

Train and advise religious professionals to request and develop clarity in expectations, contracts and 
performance feedback to reduce the likelihood of conflict.  Examples of advising includes: clear 
position descriptions for searching, customized “start up workshops, use of agreements posted on 
the UUA website, congregational staff team workshops.    

III. Basis for Good Offices Work 
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Responses during conflict: 

Provide programmatic and leadership coaching to congregations experiencing conflict with religious 
professionals.  

Advise congregational staff team to understand their appropriate roles and responsibilities during 
the conflict resolution. 

Advise religious professionals to consult with their Good Officers for support, resources and 
perspective. 

Work collaboratively with Good Officers to understand the nature of the conflict and coordinate 
efforts. (The executive staff of Congregational Life and the UUMA have committed to working out 
clearer guidelines and procedures to support “shared” mediation strategies, recommendations and 
assessments. This work will take place alongside discussions about more joint CL staff and Good 
Officer trainings.)   

Inform the Regional Lead, the Director of Congregational Life and Review Team staff from Ministry 
and Faith Development staff about any conflict that risks the negotiated resignation of a religious 
professional.  

Provide post-conflict resources and facilitation to clarify lessons learned from conflict and identify 
new policies, procedures and practices to serve the congregation better next time. The CL Director 
will share these changes with the UUMA Executive Director and partner with the UUMA as 
appropriate.     

Assure that every effort is made to conduct and file Exit and Transition Interviews promptly 
following any conflicted departure of a minister.  

Adhere to the Ministerial Hold List when assisting congregations in part time, local searches. 

The Role of the Ministries and Faith Development Staff Group:  

Provide counsel to religious professionals and confer with CL staff regarding situations of 
congregational conflict, or challenge in a community ministry setting.   

The Ministerial Credentialing Director (David Pettee) should be contacted when a ministerial 
aspirant or candidate is involved.  The Professional Development Director (Alicia Forde) should be 
contacted when a minister in preliminary fellowship is involved.  The Transitions Director (Keith 
Kron) should be contacted when a contract, developmental, interim, or settled parish minister is 
involved.  The Professional Development Associate (Jan Gartner) should be contacted when a 
credentialed religious educator or certified music leader is involved.  The Church Staff Finances 
Director should be consulted in a contract/compensation dispute.  The Director of Ministries and 
Faith Development (Sarah Lammert) is available for counsel for any conflict that doesn’t neatly fall 
to a particular category, requires the presence of the UU Trauma Ministry Team, when the conflict 
escalates (or potentially could) in the media, could require legal involvement, etc.  

Manage the “administrative hold” process for the ministerial settlement system in cases of 
negotiated resignations or other conflicted endings to congregational ministries.  Inform CL 
Regional Leads and the UUMA Executive Director about updates to the Hold List. 

Inform/refer complaints to appropriate counterpart staff/leader (such as UUA Office of 
Congregational Ethics and Safety, Congregational Life staff, the UUMA Executive Director, or Chair 
of the RE Credentialing Committee, etc) when a complaint about professional religious leadership is 
reported directly to MFD. 

Act as official liaison to each religious professional organization: UUMA, RECC, LREDA, MFC, 
UUMN, and AUUA. 

III. Basis for Good Offices Work 
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Provide resources, training and coaching support to “After-Pastor” clergy, developmental ministers, 
and victim/survivor advocates (in partnership with appropriate staff and professional 
organizations). 

Provide sample contracts, compensation guidelines, and advice in negotiating benefits. 

Supervise work (with the Chief Operating Office) of Consultant for Ethics and Safety (Sarah York) 
and oversee consulting contract with Debra Haffner (for advising congregations and CL staff on 
sexually healthy congregations). 

The Role of the UUMA: 

Support, promote and educate about the UUMA Guidelines for the Conduct of Ministry as a basis for 
discernment on how to reduce the likelihood of conflict with ministers and other religious 
professionals in the congregations/communities where they serve.    

Provide training and resources for UU Ministers on ethical conduct and the importance of abiding by 
and protecting the boundaries of the professional minister for themselves and for future ministers.   

Provide training and resources for UUMA Good Officers on how to best provide discernment and 
support for ministers experiencing conflict in the congregations or communities they serve.  

Provide discernment/spiritual support for ministers experiencing conflict in the congregation or 
community they serve (usually through the local Good Officer.)  

The Executive Director will work with Congregational Life Staff and UUA Ministry and Faith 
Development staff when ministerial misconduct surfaces and ensure that a Good Officer is working 
with the minister. 

Good Officers provide support for/to ministers when they are in conflict with one another. 

The UUMA Executive Director will work with the UUMA Good Officer Support Team (experts in 
three areas - Successions, Minister/Employer Contracts, Multi-Staff/Community Affiliated) in 
offering ongoing training and support for Good Officers so they can best support ministers 
experiencing conflict.    

UUMA Executive Director and/or Local Good Officer will invite/inform/engage Congregational Life 
staff as partners when appropriate (and vice versa). 

The Collegial Ethics Committee (CEC) investigates any member to member grievances and 
recommends appropriate action to the UUMA Board of Trustees as outlined in the UUMA 
Guidelines. 

Communicate decisions about changes in UUMA Membership as appropriate. 

Provide discernment support for ministers experiencing conflict in the congregation or community 
they serve. 

Provide support to clergy professionals (in partnership with UUA Ministry and Faith Development 
Department and Congregational Life Staff as appropriate) that have experienced misconduct. 

 

 

 

 

III. Basis for Good Offices Work 
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IV. Good Offices Work in the Relationships 
Between Ministers & the Institutions we Serve       

In the UUMA tradition, reflected in the UUMA Guidelines for the Conduct of Ministry, Good Offices 
services have been most often requested and used in response to tension in the relationship between 
Ministers and the Institutions we serve.  The highest profile Good Offices service has been assistance 
in negotiating a resignation from that relationship.  

Part B of this section (below) offers our accrued wisdom and resources for providing this traditional 
service. 

Part A of this section (below) instructs and encourages Good Officers in offering their services at 
earlier stages of our colleagues' relationship with the institutions we serve. Good Offices services 
utilized in creating and re-creating these relationships will prevent some tensions from developing. 
 

A. Creating & Re-Creating a Minister-Institution Relationship 

In the UUA Transitions Office webpages http://www.uua.org/sites/live  
new.uua.org/files/documents/mpl/transitions/ministerial_agreements.pdf 

is found a document entitled:  

Joint Recommendations on Ministerial Agreements 

Unitarian Universalist Minister's Association and 

Transitions Office Unitarian Universalist Association 

October 18, 2012. 

Included in the Recommendations is a Model Letter of Call and Ministry Agreement. 

In its work with Search Committees, the Transitions Office  

 recommends that institutions incorporate the provisions of the Model Letter.  

 requests that search committees report any deviations from this model to the Transitions 
Office. 

1. Negotiating a Letter of Call 

Chapter Good Officers  

 introduce themselves in a timely fashion to the candidate for each call to ministry in the 
geographical area of their Chapter;  

 assure the candidate's awareness of the Model Letter; 

 offer to counsel or join the colleague in negotiating the final form of their Letter of Call with 
their institution. 

In particular, Good Officers are encouraged to assure the candidate's awareness of the provisions of 
section 4 in the Model Letter and to discuss the candidate's approach to achieving their inclusion in 
the letter of call: 

III. Basis for Good Offices Work 
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4. DISPUTE AND TERMINATION  

4.1. The term of this agreement is indefinite. It will continue until the Minister provides the 
Congregation with at least ninety days’ notice of intent to resign or retire, or until the 
Congregation provides the Minister with at least ninety days’ notice of intent to dismiss, or until 
the long-term disability or death of the Minister.  

4.2. Any dispute concerning the interpretation or performance of this Agreement or its validity 
or termination shall be solely and finally resolved by arbitration before, and under procedural 
rules established by a tribunal consisting of one Unitarian Universalist minister appointed by 
the Minister, one Unitarian Universalist minister appointed by the Congregation’s Trustees, 
and a third individual appointed by the first two arbitrators. The tribunal shall operate under 
procedural rules developed by the Unitarian Universalist Association’s Ministries and Faith 
Development staff group.  

4.3. In the absence of a specific provision in the bylaws, a decision to dismiss the Minister shall 
be by majority vote of all members of the congregation present and eligible to vote at a meeting 
called for that purpose at which a quorum is present.   

4.4. At termination, accrued vacation will be compensated in the financial equivalent. Accrued 
study leave is not compensable.  

4.5. In the event of the Minister’s death, the parsonage will be available for the family’s 
continued use for at least six months on the same financial terms as to the Minister.  

4.6. In the event of dismissal, salary, housing allowance, and benefits will continue for three 
months.  

4.7. In the event that the minister’s resignation is negotiated, salary, housing allowance, and 
benefits will continue for one month per year of service up to twelve months* from the date of 
dismissal, or until the Minister has begun service in another position, if sooner.  

4.8. The Minister may be dismissed with less than ninety days’ notice, and without the 
severance payments described in Section 4.1 of this Agreement, if the Minister  

4.8.1. is convicted of a felony 

4.8.2. has her ministerial fellowship with the UUA terminated or suspended 

4.8.3. is found by the governing committee of the Congregation to have engaged in physically 
or sexually abusive acts toward a member of the Congregation, a Congregation employee, or a 
child, or  

4.8.4. is found by the governing committee of the Congregation to have grossly neglected her 
ministerial responsibilities under this agreement and/or to have engaged in activities that 
bring the Congregation and/or Unitarian Universalism into disrepute in the community.  

* Note:  UUMA Guidelines IV.G.5 provides for severance "up to eight months . . . unless otherwise 
provided in the Letter of Agreement, 

IV. Relationships Between Ministers & Institutions 
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2. Mid-Ministry Assessment & Re-Covenanting  

The Model Letter of Call and Ministry Agreement in the Joint Recommendations on Ministerial 
Agreements (see IV.A above) includes the Section:                                                   

2.10. Evaluation of the Ministry  

An assessment of the work of the Minister and the ministry of the congregation will be  

conducted every three to five years by the Committee on Ministry or Transition Team as part of 
a periodic review and renewal of the leadership and ministry of the Congregation.  

Chapter Good Officers are encouraged to offer their counsel and support to their colleagues in 
negotiating the form of such assessment and in re-covenanting for their ministry in its wake. 

Resources for Assessment may be found http://www.uuma.org/default.asp?page=assessmenttools 
 

B. Responding to Tension in a Minister-Institution Relationship 

1. When Trouble Arises 

Perhaps the most important thing that a Good Officer can do at the beginning of trouble is to offer 
reassurance that trouble can be averted or worked through. Sometimes, “trouble,” when handled 
maturely and constructively, can even strengthen the minister, the institution s/he serves, and the 
partnership between the minister and the institution. 

Perhaps the second most important thing that a Good Officer can do at the beginning of trouble is to 
coach the minister in responding non-defensively to any criticism that the minister may be receiving. 
If members of a congregation are peeved about something the minister has done, or not done, a 
defensive response from the minister can quickly make the situation many times worse. In fact, in 
the wake of a defensive response from the minister, the original complaint may soon be forgotten 
while the defensive response itself becomes a much more intense focus of criticism and complaint. 

A defensive response to criticism is one that reflexively shifts responsibility away from oneself. 
Without ever stopping to address or acknowledge the substance of the criticism, one may 
immediately respond to criticism with a sentence that begins “But . . .” If invited, a Good Officer may 
have an opportunity to contribute to a conflict resolution process that can lead back to a healthy, 
effective partnership between a minister and a congregation. A Good Offices Person may find that 
some good can be accomplished if the Good Officer and the UUA Congregational Life staff work 
together. A Good Officer, alone or in partnership with the UUA staff may recommend the services of 
a conflict resolution consultant or some other consultant. A Good Officer may simply accompany a 
minister through a conflict resolution process that has already been designed and agreed upon, with 
the purpose of ensuring that the process is fair to the minister. 

If defensiveness on the part of the minister is a significant issue, a Good Officer might recommend a 
process something like the following. The minister meets with those who have lodged the criticism. 
At this meeting, the minister is not permitted to respond other than by listening carefully, taking 
notes, and possibly asking a clarifying question or two. When all the criticism has been spoken aloud, 
the meeting adjourns. On another day, after the minister has had plenty of time for reflection, the 
same group of people meets again. This time, the minister speaks, addressing in turn each item from 
each person who had spoken at the previous meeting. With as little defensiveness as possible, the 
minister acknowledges the truth of all criticism that is valid, and seeks to clarify misunderstandings 
regarding any criticism that is not valid. The minister may also propose some remedial or restorative 
action to make amends or set things right or avoid similar difficulties in the future. 

IV. Relationships Between Ministers & Institutions 
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Perhaps the third most important thing that a Good Officer can do at the beginning of trouble, and 
especially when trouble has become more advanced, is to remind the minister not to resign 
precipitously. On the one hand, a minister who has resigned prior to a negotiating process forfeits 
practically all leverage with regard to what happens next. And on the other hand, even dismal 
situations may result in the restoration of a healthy, effective partnership between the minister and 
the congregation – if the minister can be internally tough enough to be non-defensive, and if the 
minister can be mature enough to make a sincere offer to put forth the effort required to become a 
better minister if shortcomings in the minister’s performance are part of the problem. 

2. When in the Storm 

Sometimes, unfortunately, conflict becomes excruciatingly difficult for everyone. As the storm 
builds, a minister may feel resentful and disillusioned, questioning his or her call to ministry, 
becoming cynical about the congregation’s affirmation of our Unitarian Universalist principles, 
feeling deeply hurt by the apparent betrayal or abandonment by trusted parishioners, and dismayed 
that giving one hundred and twenty percent of one’s most sincere, most thoughtful effort over 
several years still seems to be insufficient. Within the congregation, church members and friends 
may be angry with each other, angry with the minister, and perhaps even angry at the Unitarian 
Universalist Association for supposed institutional shortcomings. Attendance at Sunday morning 
worship and other church activities or events may decline. Membership may drop. Pledging may 
decrease. Trust may be in short supply. Relationships that have been friendly and cooperative for 
many years may be seriously threatened. Church members and friends may question their 
commitment to Unitarian Universalism, and they may feel hurt, confused, anxious, disappointed, 
and disillusioned. Congregational momentum may grind to a halt, and significant congregational 
accomplishments may be eroded or erased. It may take years for the congregation as a whole, and 
church members and friends as individuals, to recover. 

Into this storm a Good Officer may be invited by a colleague. If the minister has not yet made a 
decision to enter into a negotiated resignation process when the Good Officer first becomes involved, 
the job of the Good Officer may be to help the minister in the midst of the storm to discern what 
outcomes are realistically possible. 

For example, in some situations it may be apparent to practically everyone except the minister in the 
midst of the storm that there is no realistic hope for salvaging this particular settlement. The job of 
the Good Officer may be gently assisting this colleague to accept this challenging and painful reality. 
At the same time, the job of the Good Officer may also be helping this colleague understand another 
realistic truth that may be very difficult to discern in the midst of a storm, which is that ministers 
who have been through a negotiated resignation often move on to successful ministries with other 
congregations. If a minister in the midst of a storm eventually decides to enter into a negotiated 
resignation process, then the Good Officer may proceed using the resources presented in the 
following section. 

On the other hand, sometimes there is a realistic possibility for restoring the relationship between a 
minister and a congregation. The process of restoration may require a very intentional process 
whereby parishioners have ample opportunity to state their criticism and the minister accepts the 
discipline of responding non-defensively to all this criticism, as described in the previous section. 
The minister may also need to enter into a period of rehabilitation or probation – perhaps lasting six 
to twelve months – to demonstrate to the congregation a sincere willingness to make significant 
improvements in performance. Accountability and monitoring would be essential components of this 
process. Out of stubbornness or willfulness or immaturity or some other motivation, a minister in 
the midst of a storm may choose the path of forcing the congregation to vote on a non-negotiated 
resolution calling for the minister’s dismissal. There is little that a Good Officer can do in such a 
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situation except offer a supportive presence. Similarly, an institution may choose the path of 
scheduling a vote on a non-negotiated resolution calling for the minister’s dismissal. A Good Offices 
Person can attempt to intervene with the intention of working out a negotiated resignation before the 
congregational vote. A Good Officer may become engaged in a conversation with a colleague in the 
midst of a storm about whether ministry is really the most appropriate career choice for that 
colleague. However, the depth of discernment required for addressing this question might best take 
place with the assistance of a professional counselor after the storm. But there is no harm in pointing 
out the obvious truth that many people throughout the world lead happy and fulfilling lives even 
though they are not Unitarian Universalist ministers. 
 

C. Negotiating a Resignation from a Minister-Institution 
Relationship 

The central event in a negotiated resignation is a face-to-face meeting which involves a colleague, lay 
leaders from that colleague’s congregation, and a Good Officer. The following considerations may 
contribute to a successful outcome which allows all parties to move forward. 

a. No two storms are alike. The details of each negotiated resignation process should reflect the 
particular circumstances or story of each situation. 

b. By being well-prepared, the Good Officer can lower the anxiety of both negotiating parties, 
reduce conflict about the negotiating process itself, and guide the negotiating process toward 
outcomes that are in the best interests of both parties. Preparation includes looking over the 
Guidelines and the Code of Professional Practice of the Unitarian Universalist Ministers 
Association and bringing copies of these documents to the negotiating meeting; looking over 
the Letter of Agreement between the minister and the congregation and making sure that 
copies of this document will be available for everyone; drawing up a negotiating document 
which lists the interests of both side, the essential points of negotiation, and additional points 
of negotiation, and bringing a copy of this document for each person at the negotiating 
meeting (see below); drawing up a document which can be used to record the results of the 
negotiations and bringing a copy of this document for each person at the negotiating meeting 
(see below); and arriving at the negotiating meeting in a spiritually grounded frame of mind. 

c. Before the meeting at which the resignation is negotiated, the Good Officer might usefully 
proceed by making a list of the interests of the minister and another list of the interests of the 
congregation. These lists can be included in the negotiating document. A list of the interests of 
the minister might include the following: 

 The minister would like to pursue a successful professional career after this transition. 

 The minister has an interest in negotiating this transition in a way that will least jeopardize 
his or her future professional prospects. 

The corresponding list of the interests of the church might include the following: 

 The church would like to be able to find the best possible match in the search process for 
the next settled minister. Working out a generous Separation Agreement reflecting 
generally accepted denominational practices will be a credit to the reputation of the church 
and will leave the church in a more favorable position during the next search process. 

 The church would like to move ahead through this ministerial transition with as little 
controversy, conflict, loss of membership, and loss of pledge revenue as possible. A 
Separation Agreement that is straightforward and fair will help the congregation to move 
ahead. 
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 Prior to the negotiating meeting, the Good Officer may wish to have a conversation with 
the minister and with representative lay leaders from the congregation to inquire about 
their understanding of their interests. At the negotiation meeting, the Good Officer may 
want to take a few moments to allow each side to indicate that its interests have been 
accurately stated, making changes in the lists as necessary. By listing these interests, the 
Good Officer may be able to help both the minister and the lay leaders of the congregation 
understand that their interests overlap in some cases, and that in these cases, it is actually 
in the interest of both parties to be generous toward one another. Furthermore, the Good 
Officer may be able to help both parties understand that in other cases, the interests of the 
other party may be satisfied without harming their own interests. Additional details about 
listing interests are provided in the documents below 

d. The Good Officer can avoid unnecessary conflict during the negotiating meeting by referring 
back to neutral documents such as the Letter of Agreement between the minister and the 
congregation as well as the UUMA Guidelines for the Conduct of Ministry. Reference to these 
documents can help keep the meeting on track as a relatively straightforward application of 
previously established agreements and customary protocols, which is much better than having 
the meeting degenerate into a contest of wills. 

e. The lay leaders at the negotiating meeting need to be empowered to act as agents of the 
congregation. It is unfair to the minister (and generally impractical for the Good Officer) to be 
expected to participate in numerous back-and-forth negotiating meetings, whereby the results 
of each negotiating session are brought back to the Board of Trustees for ratification or sent 
back to the negotiating table for modification. The lay leaders who are acting as agents of the 
congregation have a responsibility to get the negotiations done properly the first time, at a 
single meeting, and then generate agreement within the Board and within the congregation at 
large that what they have negotiated is acceptable. Discharging this responsibility is especially 
important if the lay leaders arrive at the meeting without any formal Board resolution 
empowering them to act as agents of the congregation. 

f. If the Good Officer brings along a laptop computer and uses this to record the results of the 
negotiating process, then the Good Officer retains an informal power to choose how the 
results of the negotiating process are worded. It is appropriate for the Good Officer to exercise 
this power – at least it is more appropriate for the Good Officer to exercise this power than 
anyone else – so long as the results of the negotiating process are recorded accurately and 
fairly. 

g. Once the negotiation meeting is over, the Good Officer has the responsibility to draft a 
Separation Agreement which puts the results of the negotiations into a form which can be 
acted upon by the Board and the congregation. Two examples of a Separation Agreement 
appears below. This Separation Agreement would go into effect once it has been signed by the 
minister and the President of the Board of Trustees, presumably in accord with the results of 
an institutional vote. 

h. The Good Offices and the minister in the midst of the storm are the only people professionally 
involved in the negotiating process (unless UUA staff is present). While the Good Officer 
cannot control the behavior of anyone else in the negotiating process, a Good Officer can be 
very intentional about maintaining a professional demeanor, and this will go a long way 
toward bringing out respectful and cooperative behavior on the part of others, as well as 
pointing toward the possibility of renewed faith in Unitarian Universalism once the storm has 
passed. In his Ware Lecture before the American Unitarian Association in 1940, Reinhold 
Niebuhr said: “An adequate religion is always an ultimate optimism which has entertained all 
the facts which lead to pessimism.” Significant, stormy conflict within a congregation 
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regarding a minister may bring forward many troublesome facts which lead to pessimism. A 
Good Officer can make a significant contribution by clearly maintaining an awareness of these 
dismaying realities and yet, in the spirit of Niebuhr’s observation, lifting up hope that after the 
storm is over, both the congregation and the minister will be able to move forward – 
separately, but nevertheless in fulfilling and rewarding ways. 

Sample/Model Documents & Guidelines 

As noted above, in the UUA Transitions Office webpages is found the document entitled: 

Joint Recommendations on Ministerial Agreements 
Unitarian Universalist Minister's Association and 

Transitions Office Unitarian Universalist Association 
October 18, 2012. 

http://www.uua.org/sites/live  
new.uua.org/files/documents/mpl/transitions/ministerial_agreements.pdf 

In entering into negotiation of a resignation from a Minister-Institution relationship, Good Officer 
are advised  

a. that the UU culture contains two unreconciled standards for severance compensation: 

1. that the Model Letter of Call and Ministry Agreement includes a Section 4. DISPUTE AND 
TERMINATION (See above Section IVa1.).  It provides:  

4.7. In the event that the minister’s resignation is negotiated, salary, housing 
allowance, and benefits will continue for one month per year of service up to twelve 
months from the date of dismissal, or until the Minister has begun service in another 
position, if sooner.  

2. that the UUMA Guidelines for the Conduct of Ministry - Standards of Professional Practice 
(06/2010). - IV.G. Dismissal and Negotiated Resignation, provides 

5. In the event of a negotiated resignation, unless otherwise provided in the Letter of 
Agreement, salary, parsonage use or housing allowance, and benefits, although not 
professional expenses, are expected to continue at the same level for the longer of 
three months or one month for each full year of service up to eight months from the 
date of a negotiated resignation, or until the minister has found another position, if 
sooner. Minimal contractual obligations should apply in the case of criminal 
malfeasance or of an acknowledged violation of the Code of Professional Conduct 
directly injuring the involved institution.  

b. that the UU culture offers two models for documents to be used in negotiated resignations 

1. the documents long published in this UUMA Good Officers Handbook 

2. the Model Agreement to Terminate a Ministry published on the UUA Transitions Office 
webpages within the  Joint Recommendations on Ministerial Agreements document 

We publish all these documents below: 

UUMA Document for Starting a Negotiated Resignation 

The following document may serve as an effective starting point for a negotiated resignation. A 
document such as this gives everyone at the negotiating sessions something to focus on and avoids 
further conflict about where to begin. A well-prepared Good Offices Person who arrives at the 
negotiating session with a document such as this can greatly reduce the anxiety among those present 
at the negotiating session by inspiring confidence that a path forward has been identified. 

IV. Relationships Between Ministers & Institutions 



Page 19 

Good Offices Handbook 

This document identifies the interests of both parties – the interests of the minister and the interests 
of the congregation. A Good Offices Person may already be quite familiar with the situation and may 
confidently write down several interests on both sides. 

However, it is essential to ask both sides to name their interests for themselves. If time permits, this 
can be done prior to the negotiating session. Otherwise, the first few minutes of the negotiating 
session can be spent confirming, removing, or adding items to the interest lists the Good Offices 
Person has prepared and presented. 

The Covenant or Letter of Agreement between the minister and the congregation should serve as a 
reference document during the negotiating process. Neutral, third-party documents or standards 
such as the Guidelines of the Unitarian Universalist Ministers Association can serve as helpful 
references for non-confrontationally resolving differences of opinion regarding one issue or another. 

This sample document contains examples of what might be included. Individual circumstances will 
determine what is actually included in any particular case. If the Minister is negotiating with the 
officers (or other representatives) of the Board of Trustees rather than with the entire Board, 
empowering language such as that included in the final section might be included. 

NEGOTIATION MEETING 

Day, Month Date, Year – 7:00 PM 

Review of general interests of both parties: 

For the Church: The Church would like to be able to find the best possible match in the search 
process for the next settled minister. Working out a generous Separation Agreement reflecting 
generally accepted denominational practices will be a credit to the reputation of the Church and will 
leave the Church in a more favorable position during the next search process. 

For the Church: The Church would like to move ahead with the healing process. Making the present 
transition as non-controversial and non-troublesome as possible will enable the congregation to 
move ahead more effectively with the healing process. 

For the Church: The Church would like to move ahead through this ministerial transition with as 
little controversy, conflict, loss of membership, and loss of pledge revenue as possible. A Separation 
Agreement that is straightforward and fair will help the congregation to move ahead. 

For the Minister: The Minister would like to pursue a successful professional career after this 
transition. The Minister has an interest in negotiating this transition in a way that will least 
jeopardize his or her future professional prospects. 

For the Minister: The Minister would like to complete some personal business (finish an academic 
program, or continue to care for an elderly parent living in town, or continue to live in town until a 
child graduates from high school, or retire in this town). The Minister has an interest in finding a 
realistic way of making this possible. 

For the Minister: At this point in the year, the Minister has no realistic opportunity to find a suitable 
ministerial settlement starting in August or September of this year. Similarly, the Minister has little 
opportunity for finding an interim ministerial appointment with another congregation starting this 
fall. The Minister has an interest in finding a financially realistic way of covering his or her basic 
living expenses until he or she can find suitable employment. 
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Essential negotiating points: 

Compensation: The Church has offered the following: Commencing on the day after the effective 
date of the resignation, the Church will continue to pay the Minister his or her present salary, 
housing, and benefits for __________ months plus one month for every year of service to this 
congregation. 

Effective date of resignation: The Church has suggested __________ as the effective date of 
resignation. 

Compensation: The Letter of Agreement between the Church and the Minister specifies that in the 
event of a voluntary termination of the Agreement, the ministry shall continue for three months after 
the Minister has given written notice. Generally accepted denominational practices specify that in 
the event of a forced or pressured resignation  

a. salary, housing, and benefits shall continue for one month for each full year of service from 
the date of dismissal; and  

b. accrued vacation shall be compensated. 

Since the Minister’s departure falls somewhere between a wholly voluntary resignation and a forced 
or pressured resignation, a reasonable, fair, and compassionate approach would be to split the 
difference between what would be appropriate for a wholly voluntary resignation and what would be 
appropriate for a forced or pressured resignation. 

Additional negotiating points for possible consideration: 

Will the negotiated agreement place any restrictions on the Minister’s ability to conduct rites of 
passage for people who are not members of the Church in locations other than the Church building? 

Will the negotiated agreement place any restrictions on the Minister’s ability to conduct rites of 
passage for people who are not members of the Church in the Church building? 

Will the negotiated agreement place any restrictions on the Minister’s participation in 
denominational events such as General Assembly, District Assembly, or collegial gatherings? 

Shall the Minister continue with his or her customary responsibilities until the effective date of 
resignation? Or would it be advantageous for both parties if the duties of the Minister were altered 
between now and the effective date of resignation? If so, which duties would be reduced or 
eliminated? Which duties would be left unchanged? Which duties would require additional 
attention? Which duties might be newly added?  

Between now and the effective date of resignation:  

 What meetings would the Minister attend?  

 What customary communication would the minister provide?  

 Will the Minister be expected to respond to the pastoral needs of members of the Church 
regarding the Minister’s departure, or will the Church provide some alternate way for these 
pastoral needs to be addressed? 

 Shall the Minister be relieved of practically all Sunday morning duties between now and the 
effective date of resignation?  

 Shall the Minister have the option to choose the Sundays for which he or she would like to be 
present between now and the effective date of resignation?  

What will be the Minister’s last Sunday? How might this occasion be arranged so that it will be most 
constructive for both parties? How might the interests of both parties be served on this occasion? 

IV. Relationships Between Ministers & Institutions 



Page 21 

Good Offices Handbook 

Will the Minister retain possession of the computer he or she has been using? 

Will the negotiated agreement place any restrictions on the participation of the Minister’s family in 
church activities? If so, what would be the time frame of these restrictions? 

Will the negotiated agreement include limited reimbursement for out-placement costs such as 
additional training? 

Will the negotiated agreement include any provisions regarding invitations to future celebratory 
events such as a major anniversary of the Church? 

How will news of the resignation and the negotiated agreement be communicated to the members of 
the Church? Will the Minister be present on the Sunday when the Minister’s departure is 
announced? Will the Minister say something on that occasion, or will a member of the Board of 
Trustees present a prepared statement on behalf of the Minister? 

Will the negotiated agreement place any restrictions on the Church with regard to plans for hiring an 
Interim Minister for the next church year? 

Will the negotiated agreement allow the Minister to take accrued vacation time between now and the 
effective date of resignation? 

What specific administrative duties would the Church need the Minister to do to ensure a smooth 
transition? Will the negotiated agreement state to what extent, if any, the Church may consult with 
the Minister about administrative details after the effective date of resignation? By what date must 
the Minister vacate his or her office? 

How will it be made clear to the congregation that the Minister is not permitted under UUMA 
Guidelines to have ongoing contact with members and friends of the Church, even though the 
Minister has no immediate plans to relocate? 

A note about responsibilities of congregational leaders: 

The officers of the Board of Trustees need to understand that once a preliminary Separation 
Agreement has been agreed upon with the Minister, it is the essential responsibility of those officers 
to generate acceptance of the Separation Agreement among other members of the Board and among 
the congregation at large. The leaders of the Board of Trustees need to understand that if they fail to 
generate this acceptance, prolonged negotiations will seriously damage the reputation and the 
interests of the Church as well as the interests of the Minister. This is a time when the other 
members of the Board of Trustees and the congregation at large simply must trust the wisdom and 
judgment of the officers of the Board of Trustees and simply must empower them, albeit 
retroactively, to come to agreement with the Minister regarding the terms of the Separation 
Agreement. 

The officers of the Board of Trustees might do the following to help ensure acceptance of the 
Separation Agreement.  

 First, the officers of the Board of Trustees can insist that the Board of Trustees speaks with 
one voice regarding the terms of the Separation Agreement.  

 Second, the officers of the Board of Trustees can ask other members of the Board of Trustees 
for their assistance in presenting the terms of the Separation Agreement to the congregation 
at large and making the case that  

a. the terms of the Separation Agreement are reasonable, fair, and compassionate and  

b. the terms of the Separation Agreement reflect generally accepted denominational 
practices.  
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Third, the officers of the Board of Trustees can develop a financial plan for covering the costs 
specified in the Separation Agreement, specifically the __________ months of salary, housing, and 
benefits to be paid to the minister following the effective date of resignation. This financial plan 
might include a revised budget for the remainder of the current fiscal year. This financial plan might 
also include sources of additional operating revenue for the remainder of the fiscal year, such as  

a. borrowing from an endowment fund, or  

b. reallocating within the current operating budget and thereby using reserve funds to cover 
additional operating expenses,  

c. carrying over funds from a previous fund-raising event and unspent money from the current 
budget,  

d. delaying the start of the interim ministry. 

UUMA Sample Document for Recording the Results of a Negotiated 
Resignation 

The following document may serve as an effective framework for recording the results of a 
negotiated resignation. It is probably better for this document to be a little more thorough than 
necessary to reduce the chances of encountering thorny obstacles no one had anticipated. Everyone 
attending the negotiation meeting could be provided with a copy of this document before they leave 
the building. This sample document contains examples of what might be included. Individual 
circumstances will determine what is actually included in any particular case. 

RECORD OF NEGOTIATIONS 

Day, Month Date, Year – Time 

At a meeting on Day, Month Date, Year, the Minister and _______ , _______ , _______ , and 
_______ , who served as official representatives of the Church, agreed on the following points: 

Review of general interests of both parties: 

For the Church: The Church would like to be able to find the best possible match in the search 
process for the next settled minister. Working out a generous Separation Agreement reflecting 
generally accepted denominational practices will be a credit to the reputation of the Church and will 
leave the Church in a more favorable position during the next search process. 

For the Church: The Church would like to move ahead with the healing process. 

Making the present transition as non-controversial and non-troublesome as possible will enable the 
congregation to move ahead more effectively with the healing process. 

For the Church: The Church would like to move ahead through this ministerial transition with as 
little controversy, conflict, loss of membership, and loss of pledge revenue as possible. A Separation 
Agreement that is straightforward and fair will help the congregation to move ahead. 

For the Minister: The Minister would like to pursue a successful professional career after this 
transition. The Minister has an interest in negotiating this transition in a way that will least 
jeopardize his or her future professional prospects. 

For the Minister: The Minister would like to complete some personal business (finish an academic 
program, or continue to care for an elderly parent living in town, or continue to live in town until a 
child graduates from high school, or retire in this town). The Minister has an interest in finding a 
realistic way of making this possible. 

For the Minister: At this point in the year, the Minister has no realistic opportunity to find a suitable 
ministerial settlement starting in August or September of this year. Similarly, the Minister has little 
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opportunity for finding an interim ministerial appointment with another congregation starting this 
fall. 

The Minister has an interest in finding a financially realistic way of covering his or her basic living 
expenses until he or she suitable employment. 

Essential points of agreement: 

Compensation: Commencing on the day after the effective date of the resignation, the Church will 
continue to pay the Minister her present salary, housing, and benefits for _______ months plus one 
month for every year of service to this congregation, for a total of _______ months. 

Effective date of resignation: The effective date of resignation is _______ . 

Professional transition time: The Minister will have professional transition time between _______ 
and _______ . 

Accrued vacation time: The Minister will take accrued vacation time from _______ through 
_______. 

Additional points of agreement: 

This agreement places no restrictions on the Minister’s ability to conduct rites of passage for people 
who are not members or friends of the Church in locations other than the Church building. 

In the absence of a contracted ministerial presence at the Church, this agreement places no 
restrictions on the Minister’s ability to conduct rites of passage for people who are not members or 
friends of the Church in the Church building. 

This agreement places no restrictions on the Minister’s participation in denominational events such 
as General Assembly, District Assembly, or collegial gatherings. 

The Minister will not be expected to respond to the pastoral needs of members of the Church 
regarding the Minister’s departure. 

The Minister shall continue with her customary responsibilities through _______ . 

Leadership for Sunday morning services shall be provided as follows: 

Date Name of Responsible Person 

Date Name of Responsible Person 

Date Name of Responsible Person 

The Minister will have the option of copying his or her documents from the Church computers onto a 
storage device. 

This agreement places no restrictions on the participation of the Minister’s family in church 
activities. 

The Board and other Church leaders may consult with the Minister regarding administrative 
procedures through _______ , particularly during the period of professional transition time 
between _______ and _______ . 

The Minister shall vacate his or her office by _______ . 
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UUMA Sample Separation Agreement 

The following document is an example of a formal separation agreement. It restates the results of the 
negotiation meeting. It would go into effect once it has been signed by the departing minister and the 
President of the Board of Trustees. This sample document contains examples of what might be 
included. Individual circumstances will determine what is actually included in any particular case. 

SEPARATION AGREEMENT 

between 

Rev. __________ 

and 

The __________ Unitarian Universalist Church 

Day, Month Date, Year 

Background 

At a meeting on _______ , the Minister, _______ , President of the Board of Trustees, _______ , 
Vice-President of the Board of Trustees, and _______ , Chair of the Committee on Ministry, worked 
out the terms of this Separation Agreement. At this meeting, the Minister indicated his or her 
willingness to give written notice of resignation conditional on acceptance of this Separation 
Agreement by vote of the congregation of the _______ Unitarian Universalist Church. This 
Separation Agreement was unanimously endorsed by the Board of Trustees on _______ . 

Essential points of agreement: 

1. Effective date of resignation: The effective date of resignation will be _______. 

2. Duties of the Minister: The Minister shall continue with his or her customary responsibilities 
through _______ . 

3. Professional transition time: The Minister will have professional transition time between 
_______ and _______ . 

4. Accrued vacation time: The Minister will take accrued vacation time between _______ and 
_______ . 

5. Compensation: Commencing on the day after the effective date of the resignation, the Church 
will continue to pay the Minister his or her present salary, housing, and benefits for _______ 
months plus one month for each of _______ years of service to the Church, for a total of 
_______ months. 

6. Continuation of health insurance: The Church shall continue to pay health insurance 
premiums for the Minister through _______ , unless the Minister has become eligible for 
group employee health insurance through another employer. 

Additional points of agreement: 

7. Rites of passage at locations other than the Church: This agreement places no restrictions on 
the Minister’s ability to conduct rites of passage for people who are not members or friends of 
the Church in locations other than the Church building. 

8. Rites of passage at the Church: In the absence of a contracted ministerial presence at the 
Church, this agreement places no restrictions on the Minister’s ability to conduct rites of 
passage for people who are not members or friends of the Church in the Church building. 
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9. Participation in denominational gatherings: This agreement places no restrictions on the 
Minister’s participation in denominational events such as General Assembly, District 
Assembly, or collegial gatherings. 

10. Participation of the Minister’s family in Church activities: This agreement places no 
restrictions on the participation of the Minister’s family in Church activities. 

11. Pastoral needs related to the Minister’s departure: The Minister will not be expected to 
respond to the pastoral needs of members of the Church specifically regarding the Minister’s 
departure. 

12. Leadership for Sunday morning services: Leadership for Sunday morning services shall be 
provided as follows: 
Date — Responsible Person 
Date — Responsible Person 
Date — Responsible Person 

13. Documents on church computers: The Minister will have the option of copying his or her 
professional documents from the Church computers onto a suitable storage device. 
Subsequently, _______ will with work with the Minister to delete the Minister’s confidential 
files from the Church computers. 

14. Administrative consultation: Board members, Church officers, staff members, and committee 
chairs may consult by telephone or email with the Minister regarding administrative 
procedures through _______ , particularly during the period of professional transition time 
between _______ and _______ . 

15. Office: The Minister shall vacate his or her office by _______ . 

This Separation Agreement shall be valid once it has been signed by the Minister and the President 
of the Board of Trustees of the Church. 

Joint Recommendations on Ministerial Agreements  

Unitarian Universalist Minister's Association and  
Transitions Office Unitarian Universalist Association  

October 18, 2012      

http://www.uua.org/sites/live/   
new.uua.org/files/documents/mpl/transitions/ministerial_agreements.pdf 

Model Agreement to Terminate a Ministry 

<date> 

<name> 

<address> 

<address> 

Dear Rev. <name>: 

This letter sets forth our agreement (“Agreement”) concerning your resignation as Minister from the 
<name of congregation> (the “Church”), effective on <date> (the “Resignation Date”). 

1. You will be paid all salary due for time worked through the Resignation Date.  You will also 
receive a payment for any accrued and unused vacation days that you have as of the 
Resignation Date. These payments will be made on the Church’s first regular payday following 
the Resignation Date. 
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2. The Church will provide you with a severance payment, in one lump sum, in the gross amount 
of <$ > (the “Severance Payment”).  The Severance Payment will be paid within fifteen (15) 
business days following the Agreement’s Effective Date (the Resignation Date).  

3. Your employee coverage in the Church’s employee benefit programs will end on <date>.  

4. The payments and benefits provided under this Agreement will be subject to applicable 
federal, state and local income taxes and other applicable withholdings, to the extent required 
by law. 

5. No contributions to the Church-sponsored retirement plans will be made with respect to the 
payments and benefits provided for in Paragraph 2. The Church will not contest your 
eligibility for unemployment benefits. 

6. You confirm that, as of the Resignation Date, you will return to the Church all of its property 
in your possession or custody, including, but not limited to, all keys, security or access cards, 
books and computer or other equipment (including the password(s) to use such property). 

7. You acknowledge and affirm the following:  

a. You acknowledge and agree that the payments and benefits provided for pursuant to 
Paragraphs 1 through 3 above constitute the entire, maximum and only financial 
obligation of the Church to you of any kind or nature, including, without limitation, any 
salary, bonus, incentive compensation, financial obligation to you pursuant to the Church’s 
policies, or remuneration of any kind, except for any vested benefits you may be entitled to 
receive pursuant to the Church’s retirement plans. 

b. You furthermore acknowledge that you are not entitled to any severance payment other 
than the Severance Payment described in Paragraph 2, under any Church program, policy 
or practice. 

c. You furthermore acknowledge and agree that you have been paid and have received all 
leave (paid or unpaid), compensation, wages, bonuses and/or commissions to which you 
may be entitled and that no other leave (paid or unpaid), compensation, wages, bonuses 
and/or commissions are due to you, except as provided in this Agreement.  You 
furthermore affirm that you have no known workplace injuries or occupational diseases 
and have been provided and/or have not been denied any leave requested under the 
Family and Medical Leave Act. 

8. You acknowledge that the payments and benefits you are receiving under this Agreement 
exceed those that you would have been entitled to receive upon your resignation from your 
call to the Church had you not agreed to the terms of this Agreement.  In consideration for the 
payments and benefits being provided to you pursuant to this Agreement, you hereby release 
the Church and all of its past and present officers, ministers, trustees, employees, 
representatives and agents from all claims that you may have against the Church of any kind 
concerning or arising during the period of your ministry at the Church or the termination of 
your ministry with the church, including, but not limited to, claims for attorneys' fees. You 
also agree that the release contained in this Paragraph releases, among other things, all claims 
based on any statute, rule or regulation or on any theory of contract or tort, whether based on 
common law or otherwise.  You also agree that the release contained in this Paragraph covers 
all claims that have accrued as of the time you execute this Agreement, including both those 
that you know about and those that you may not know about.  The provision of payments 
provided for in this Agreement does not signify any admission of liability or wrongdoing by 
the Church. 
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 The release contained in this Paragraph 8 does not waive any claims that you may have 
that arise after the date you sign this Agreement. 

9. By signing this Agreement, you are confirming that you entered into this Agreement 
knowingly and voluntarily, after having had adequate time to consider it and having discussed 
it with an advisor of your choice. 

 Further, you may not sign this Agreement prior to your Resignation Date (i.e., <date>). 

10. You represent and warrant that you have not assigned or transferred, or purported to have 
assigned or transferred to any entity or person, any claim or cause of action released in 
Paragraph 10 of this Agreement, or any amount of money related hereto. 

11. You and the Church agree to complete the Exit and Transition Interviews, respectively, with 
the District Executive of the <name of UUA District> and in all relations with UUA 
institutions and ministers to describe the ministerial relationship here coming to an end fully 
and candidly and not in derogation of one another. 

12. This Agreement shall be binding upon, and shall inure to the benefit of, the parties and their 
respective heirs, distributees, executors, administrators, personal representatives, successors 
and assigns. 

13. This Agreement will be governed by and construed and interpreted in accordance with the 
laws of the State of <name of state> without regard to the choice of law provisions thereof. 

14. In case any part of this Agreement is found by a court (or other tribunal) of competent 
jurisdiction to be invalid, illegal or otherwise unenforceable, the validity, legality, and 
enforceability of the remaining provisions shall not in any way be affected or impaired by that 
finding; provided, however, that if any of the releases contained in Paragraph 10 of this 
Agreement is found to be invalid, illegal, or otherwise unenforceable, you agree, promptly 
upon the request of the Church, to execute a new general release that is legal and enforceable. 

15. This Agreement sets forth the entire agreement between you and the Church concerning its 
subject matter and supersedes any and all prior oral or written agreements or understandings 
between us.  This Agreement may not be altered, amended or modified, except in a suitable 
writing signed by both you and an authorized representative of the Church. 

16. Please sign and date below and return this Agreement to me to indicate your acceptance of the 
foregoing.  You may retain the duplicate original for your records.  As discussed above, you 
may not sign this Agreement prior to the Resignation Date.  Please note that if you make a 
handwritten change to this Agreement such handwritten change will not be incorporated as a 
provision of this Agreement and will have no effect. 

Sincerely, 

<Official Name of Congregation> 
 
By:  ___________________________________ 
 <name> 
 Chair, Board of Trustees 
 
ACCEPTED AND AGREED TO: _____________________________ 
 <full name of resigning Minister> 
___________ 
Date 
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D. Training Case Study — Minister & Institution Relationships 

Personae: 

 Cameron(GO): Newly elected Chapter Good Officer 

 Finley(Min): Solo parish minister, 5th year at AnyTown(AT)Congregation, AnyPlace Region,  

 Kelly (UUA): UUA Congregational Life Staff, AnyPlace Region 

 Shea (Pres): Board President, AnyTown Congregation 

Part 1 

It is September.  At the UUMA Chapter Meeting, Cameron(GO) is present. Finley(Min) is not. In an 
informal conversation, a Chapter member tells Cameron(GO) s/he is concerned about Finley(Min)'s 
ministry.   

Members of the colleague's congregation had come to this colleague expressing concern for the 
health of Finley(Min)'s congregation. ATCongregation's members had told the colleague's members 
that Finley(Min) is suspected of having expressed sexual interest in "someone" at ATC.  Finley(Min) 
is unmarried.   

The colleague's congregation members told him/her that they  

 believe, but are not certain, that the person to whom Finley(Min) has expressed interest is 
married;  

 are uncertain whether Finley(Min)'s expression of interest has been reciprocated;  

 understand that a petition is being circulated among ATCongregation members to call a 
congregational meeting to terminate Finley(Min)'s tenure; 

 believe that the ATCongregation Trustees have called a special Trustee meeting for next week 
to address the situation. 

When Cameron(GO) returns home following the meeting, there's a phone message from Shea(Pres), 
asking for a call in Cameron(GO)'s role as "UUMA Good Officer - whatever that is" 

Cameron(GO): Make w hatever  calls seem  appropriate  

Finley(Min), Kelly(UUA), Shea(Pres): If called, respond as appropriate to your role  

Part 2 

Assume: In September, Cameron(GO) had called Finley(Min).   

 Finley(Min) told Cameron(GO): 

 There was tension in his/her relationship with "a few Trustees and their friends in the 
congregation."  The tension first arose, Finley(Min) said, when s/he announced the plan to 
take a sabbatical leave in his/her 6th year, as allowed in their Letter of Agreement.   

 Finley(Min) then became aware that opponents believe s/he has "sexually harassed" the 
Church Administrator.   

 The Administrator had been a church member, but resigned his/her membership when s/
he took the Administrator position.  S/he is married, and the spouse is a church member.  

 In the first year of the Administrator's service, Finley(Min) did once tell the Administrator 
that s/he found him/her sexually attractive and that this was challenging.     
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 In the intervening two years Finley(Min) has neither said nor done anything "sexual" in 
their relationship.  

 Cameron(GO) & Finley(Min) agreed that  

 Finley(Min) would call Kelly(UUA) to let him/her know of the situation, and of his/her 
contact with Cameron(GO) 

 Cameron(GO) would return Shea(Pres)'s call to explain that Good Officers worked with 
ministers and that his/her best source of support and counsel was Kelly(UUA) 

It is November.  Finley(Min) has just called Cameron(GO) to say that: 

 A petition signed by 10% of the ATCongregation members has called a congregational meeting 
for early December to consider a motion to terminate Finley(Min)'s service as minister.   

 Finley(Min) wants to stay.  S/he believes s/he has the support of "at least 80% of the 
congregation." 

 The Trustees are almost evenly divided on whether Finley(Min)'s service should be 
terminated. They are more united in wanting to avoid the congregational meeting. 

By a 5 to 3 vote with one abstention, they have appointed a team to negotiate a separation with 
Finley, effective January 1.   

 Shea(Pres) has told Finley(Min):  

 that, with the UUA's new February opportunity for beginning ministries, the Trustees 
believe Finley(Min) will be able to find a new position beginning February 1;   

 that, if s/he's unable to find a position for February 1, the Trustees are willing to pay him/
her 4 month's severance – through April 30;   

 that, while the Trustees don't know whether Finley(Min) has sexually harassed the 
Administrator, if s/he continues in this ministry, they are certain that "some members" 
will push for a UUA investigation of that charge. 

 Finley(Min) now realizes s/he needs the services of a Good Officer.  S/he has called another 
colleague discussed the possibility of him/her serving as his/her Good Officer.  The colleague 
and Finley(Min) agreed that Finley(Min) would first discuss with Cameron(GO) the 
possibility of Cameron(GO) serving as Finley(Min)'s Good Officer. 

Cameron: Respond to Finley(Min) appropriately.  

                 Make calls to Kelly(UUA) and/or Shea(Pres) as appropriate. 

Finley, Kelly, Shea: Respond as appropriate to your  role.  
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V. Good Offices Work in the  
Relationships Between Ministers 

The UUMA Guidelines for the Conduct of Ministry 

Code of Conduct Accountability Procedures (06/2010) 

In most instances, a member who believes a colleague's behavior to be inconsistent with the Code of 
Conduct should express their concern directly. As an alternative, or should the direct approach not 
achieve the desired result, a Chapter Good Offices Person (GOP) should be consulted. A GOP is 
initially neutral, advising the member, and exploring the possibility of an informal resolution of the 
concern. 

UUMA experience has been that concerns have been most frequently aroused by two areas of 
relationship: 

 Successor-Predecessor relationships 
 Contiguous or Overlapping service relationships 

We provide specific resources in these areas. 

A. Successor-Predecessor Relationships 

1. Guidelines:  UUMA Guidelines for the Conduct of Ministry,  

Code of Conduct (06/2010) 

When my ministry to a congregation has ended, I will refrain from offering or performing 
ministerial services for members of that congregation, except at the invitation of my incumbent 
successor colleague(s).  

If I belong to or attend a congregation served by a colleague, I will honor the prerogatives of that 
colleague’s responsibility for leadership in that congregation, and in all ways seek to support that 
colleague’s ministry. I will initiate an open and direct conversation with my colleague(s) in order 
to create a mutually agreed covenant, expressed in a Letter of Understanding, about the role I am 
to play in the church. If I am a member of a congregation that I once served, this may include the 
possibility of absenting myself from any presence at all. I will articulate clearly my own hopes and 
expectations regarding my relationships in the congregation, and my intention to avoid wielding 
any undue influence among the members. I will only participate in leadership roles that support 
and benefit the ministry, and at the request and with the permission of the minister(s). I will 
neither listen to nor volunteer criticisms of my colleague(s). As necessary I will describe 
appropriate channels of communications to members seeking to express concerns.  

If I am a settled minister in a congregation having retired or other ministers as members, I will 
seek to foster cordial and candid relations with my colleagues in recognition of the value of their 
presence in the congregation. I will initiate an open and direct conversation with my colleague(s) 
to enter a mutually agreed covenant, expressed in a Letter of Understanding, about their 
participation in the life of the congregation. I will bring any concerns arising from the relationship 
my colleague(s) have with the congregation directly and promptly to the attention of my colleague
(s).  
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If I am elected Minister Emeritus/a, I will recognize that this honor sustains a continuing but 
changed relationship with the congregation I once served as one of its ministers. I will initiate an 
open and direct conversation with my successor colleague(s) to enter a mutually agreed covenant, 
expressed in a Letter of Understanding, about the role I am to play in the church. My successor 
colleague may choose to include the congregation’s board of trustees in this covenant process. I will 
honor the prerogatives of my colleague’s responsibility for leadership, and in all ways seek to 
support that colleague’s ministry.  

If I am a settled minister in a congregation that has elected a Minister Emeritus/a, I will recognize 
the meaning of the honor that the congregation has bestowed, and the significance of the 
continuing relationship of ministry it implies. I will initiate an open and direct conversation with 
my Emeritus/a colleague(s) to enter a mutually agreed covenant, expressed in a Letter of 
Understanding, about their participation in the life of the congregation. I will bring any concerns 
arising from the relationship the Minister Emeritus/a has with the congregation directly and 
promptly to that colleague’s attention.  

Note: See Standards of Practice  

Section III.E for  further  guidance related to Inter im  Ministers  

Section III.G for  further  guidance related to Departing Ministers  

Section III.H for  further  guidance related to Minister  Emeriti. 

2. Resources: Successor-Predecessor Relationships 

The UUMA Task Force on Retired Ministry (2012) can be found at http://www.uuma.org/
global_engine/download.asp?fileid=7064d553-a968-4b82-9ead-
21d60c2ab7de&ext=pdf&hhSearchTerms=%22task+and+force+and+retired+and+ministry%22 

Among the resources it offers is the following tool for creating a covenant between retired 
predecessor ministers and their successors 

Retired Minister (RM) & Active Minister (AM) Ministry-Building Tool 

PREPARATION 

Active Minister requests conversation with Retired Minister.  

"The UU Minister's Association and the UU Retired Ministers & Partners Association request that we 
meet to explore how our relationship might best serve the health of our church's ministry."   

"To help us, the UUMA Retired Ministry Task Force has developed a suggested Conversation Guide 
and Covenant Template." 

CONVERSATION GUIDE 

1. Explore Your Past Experiences of Comparable Relationships 

AM: Have you been in m y shoes before, as Active Congregational Minister  w ith a a 
Retired Minister among your constituents/colleagues in the congregation?  How would you describe 
the congregational role of the Retired Minister?  Did you experience that situation bringing 
particular contributions or challenges to the congregation's ministry? 

As a Retired Minister, have you already had the experience of being a constituent/colleague in a 
congregation served by an Active Minister?  Do you feel it brought particular contributions or 
challenges to the congregation's ministry? 
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RM: As an Active Congregational Minister  (or  Minister -in-Training), have you ever before 
had a Retired Minister among your constituents/colleagues in the congregation?   How would you 
describe the congregational role of the Retired Minister in those situations? Did you experience that 
situations bringing particular contributions or challenges to the congregation's ministry? 

2. Explore Your Perceptions of a Possible Future Relationship 

AM: Do you see your  identity as Retired Minister  offer ing particular  gifts to the 
ministry of our church? 

RM: Do you see m y identity as Retired Minister  offer ing particular  gifts to the m inistry 
of our church? 

AM: Do you see your  identity as Retired Minister  offer ing particular  challenges for  the 
ministry of our church? 

RM: Do you see m y identity as Retired Minister  offer ing particular  challenges for  the 
ministry of our church? 

AM: In your  role as Retired Minister , do you have particular  desires for  your  church 
relationship with me as Active Minister? 

RM:  In your  role as Active Minister , do you have particular  desires for  your  church 
relationship with me as Retired Minister? 

3. Explore Forming a Covenant for Your Relationship 

The UUMA Retired Ministry Task Force's draft template for a written covenant is intended to help 
the Active Minister and Retired Minister to agree on 

1. Standards each minister can use to evaluate and guide his/her own behavior; 

2. Basis from which either minister can open a conversation to explore  questions/concerns 
about the other's behavior should they arise. 

AM/RM: W hat are our  feelings about enter ing into a w ritten covenant?  

AM/RM: W hat im provem ents or  additions to this tem plate w ould w e like to consider  
for our covenant? 

AM/RM: W ould the church's m inistry benefit from  involving our  ow n Life Partners in 
our covenanting conversation? 

COVENANT TEMPLATE 

1. We acknowledge that the identity of Retired Minister is a unique and often significant factor 
in creating a person's role in a congregation.  [In our situation, we acknowledge that (    RM 
name    )'s prior role in this congregation as Active Minister adds further weight to his/her role 
in our congregation.] 

2. We covenant to guide our actions as Retired Minister and Active Minister by the values UU 
congregations affirm and promote in the UU Association's Statement of Principles.  The test 
we will apply in considering action will be: "How can we best act to assist our congregation to 
vibrantly embody UU values?" 

3. We covenant to decline participation in, and remove ourselves from, conversations with 
church constituents (other than our own life partners) which evaluate each other's ministries 
or contributions to church life.  
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4. We covenant that (    RM name    ), as Retired Minister, will inform (    AM name    ) of any 
circumstances which seem to call for the Active Minister's attention, while neither expressing 
nor creating any expectation regarding his/her response.   

We covenant that (    AM name    ), as Active Minister, will inform (    RM name    ) of any 
church circumstances which s/he feels would be well-served by the Retired Minister's 
attention, while neither expressing nor creating any expectation regarding his/her response. 

5. We covenant that (    RM name    ), as Retired Minister  

a. will provide no ministerial services within the congregation's "parish" and will undertake 
no leadership role in the congregation except as agreed in advance with (    AM name    ).    

b. will defer responding to invitations to such service or leadership until such an agreement 
has been reached with (    AM name    ). 

6. We covenant that (    AM name    ), as Active Minister, will make every effort to insure that the 
church receives maximum benefit from any service or leadership inclinations/invitations 
(    RM name    ) may raise for their consideration. 

 The Task Force Report contains a similar conversation guide and template for an 
agreement between an Active Minister and a Retired Minister's Spouse.           

3. Training Case Studies: Successor & Predecessor Relationships 

Scenario A: 
Minister A retires after a 19-year ministry and remains in the same community.   

Two years of interim ministry follow with two different interim ministers.  

The second interim invites Minister A into the congregation.  

When Minister B is called and settled, Minister A and Minister B create a very clear covenant about 
when and how Minister A would be involved in the congregation.  

Recently, Minister B heard that Minister A had agreed to do something that was outside the 
covenant.  

When Minister B calls Minister A to talk about it, Minister A informs Minister B that they would no 
longer be following the covenant and refuses to talk with a Good Officer, saying “I’m a Life Member. 
There’s nothing they can do to me, anyway.” 

Minister B emails the chapter Good Officers and Congregational Life staff, at wits end, asking for 
support and guidance. 

Questions about the Case Study 

You are the Good Officer who has received this phone call.   Let’s assume Minister B has left this 
information on your answering machine, giving you time to think before responding.   

1. What are your initial thoughts an feelings as you hear this scenario? 

2. Putting your reactions on hold, what questions might you have about what you have learned from 
the message?  What other information do you want to have? 

How might you go about getting answers to your questions or gathering additional  information? 
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Getting a Fuller Picture of the Case 

If our group easily comes to agreement about a fuller picture.   

1. What dynamics are at play in this scenario as described? 

2. What part does the covenant between Minister’s A&B play in this 

Scenario B: 
A settled minister of five years is dying of an incurable disease, basically bedridden.   

The church hires an interim, knowing he has less than two years.   

The interim, citing the fact that the next called minister will have the authority to define the limits or 
his or her authority, tells the dying ex-minister and congregation that there must be no contact. 

The president objects and calls the District Executive who then calls the chapter Good Officer.   

Questions about the Case Study  

You are the Good Officer who has received this phone call.   Let’s assume the DE has left this 
information on your answering machine, giving you time to think before responding.   

1. Do you have an initial reaction to the situation? Put another way, do you have an initial 
inclination to side with any party here, or be opposed to any party? Note that there are four parties: 
the dying minister, the interim, the president, and the DE. 

2. Putting your reactions on hold, what questions might you have about what you have learned from 
the message?   

3. How might you go about getting answers to your questions? 

Getting a Fuller Picture of the Case 

In a training group, it is helpful to see whether there is easy agreement about a fuller picture or 
whether there might be more than one view.   

1. For instance, what is probable as to how an interim minister came to be hired under these 
circumstances in the first place?  

2. Is it a fair assumption that there has been no covenant between these ministers and that it’s 
pointless to think about trying to get one created at this point, or even that a covenant could be of 
use under the current circumstances? 

3. Do we assume that the dying minister actually wants contact but has been unable to ask for it? 
What kind of contact do we assume the minister might want? Does it matter that the dying 
minister is “basically bedridden” and thus not likely to be able to come to church? Are there safe 
inferences to be made from the expectation that he will live “less than two years?” 

4. Or might it be that we actually have a meddling president here who has acted inappropriately 
from the start and does not reflect the dying minister’s wishes accurately?  

5. And does the DE have standing to engage the Good Officer’s services? GOs serve when there are 
tensions between ministers. Is it safe to assume that there are tensions between these two 
ministers even though it’s not the dying minister who has come to the GO?    

In short, before going further, it might be useful to see if the people in a training group are generally 
of one mind about the situation here or whether among the group there are significant differences 
about the “facts.” 
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The Role of the Good Officer 

Good Officers work to prevent or constructively address tensions between ministers, including 
between an interim minister and the retired or other minister who previously served the 
congregation where the interim minister now serves.  It is worth noticing that this description of the 
role does not include being either judge or advocate. 

1. Any chance here to prevent tensions between the dying minister and the interim? 

2. How might the GO constructively address tensions between these two, assuming such tensions 
exist? 

B. Overlapping-service & Contiguous-service Relationships 

1. Guidelines:  UUMA Guidelines for the Conduct of Ministry,  

Code of Conduct (06/2010) 

I will seek consultation among my colleagues practicing the diverse forms of parish-based and 
community-based ministry within the same geographical area, so that we may develop a mutually 
agreed Letter of Understanding regarding our several roles and the ways in which these may and 
may not intersect.  

If I am not a settled, interim or consulting minister of a congregation served by a colleague, I will 
not offer, and will not accept requests for, ministerial services or public leadership from members 
of that congregation, or in that congregational context, unless I have a covenant with or until I 
have consulted with the minister serving there.  

If my colleague asks me to refrain from performing such service or appearing in a leadership 
capacity, I will comply. 

Should emergency circumstances make advance consultation impossible, I will render only limited 
service, and consult with my colleague at the earliest possible opportunity.  

If I have occasion to perform ministerial or leadership functions, apart from routine contact with 
members or clients of my current ministry, in contexts where colleagues are serving, I will make 
an effort to communicate with those colleagues, and to respect their professional prerogatives and 
be responsive to their concerns. Ministers of a congregation hosting District or UUA events will be 
assumed to have invited colleagues to appear in leadership capacities at such events.  

If I am to share the ministry of a congregation with other ministers, I will seek clear delineation of 
responsibility, authority, accountability and channels of communication before responsibilities are 
assumed. I will thereafter work in cooperation and consultation with my colleagues, taking care 
that changing roles and relations are re-negotiated with clarity, respect and honesty.  

I will acknowledge the reality of power differences based on defined responsibilities and authority 
within congregations, agencies or enterprises. I will acknowledge the reality of privilege arising 
from differences of social location and historical marginalization. I will exercise the power of my 
authority and the privileges of my social location in such a way that I do not disadvantage my 
colleagues on the basis of my or their race, color, class, sex, sexual orientation, gender expression, 
age, physical or mental ability or ethnicity.  

As a supervisor, I will recognize the special responsibility I have to colleagues and staff who I 
supervise, and I will work justly and compassionately with the authority given to me.  

As a minister in a role supervised by a senior colleague, I will work to support my colleague's 
leadership and the success of our shared ministry.  
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Note: See Standards of Practice Section III for further guidance related to 

A.   Introduction (General Principles) 

B.   Ministers in Multiple Staff Settings 

C.   Community Ministers 

F.    Students 

2. Issues: Overlapping-service & Contiguous-service Relationships 

The complexities of ministry multiply dramatically  

 when two or more colleagues work in the same system (e.g. congregation or community 
ministry);  

 when an overarching ministry (e.g. UUA staff, UUSC) and local parish ministry serve 
overlapping constituents; 

 when online ministry (e.g. CLF, blogging, social media) “competes” with geographically-based 
ministry  

Ministers who serve the same congregation or community organization are well served by clearly 
defined responsibilities, levels of authority, and an understanding of preferred means of 
communication. A covenantal relationship is particularly helpful for Assistant and Associate 
Ministers and for those serving in a co-equal ministry.  

Many congregations are moving to new (to them) forms of governance, such as policy governance. 
Senior Ministers have a great deal of authority but they may not be experienced or trained in 
supervision of colleagues. Assistant and Associate Ministers who report to them have a particular 
interest in a covenantal relationship. They need to know how best to address differences both in style 
and substance as well as how to support the Senior Minister’s leadership and the success of their 
shared ministry. 

In the event of complaints between or among colleagues a single Good Officer can often serve both 
parties. The Good Officer’s primary role is to provide pastoral care and to uphold the process. The 
Ministers’ primary task is to focus attention on the future success or dissolution of their shared 
ministry.  

Key issues: 

 lack of clarity about roles or accountability among ministers 

 lack of clarity within the congregation regarding those roles and lines of authority 

 lack of clarity in letters of agreement, memos of understanding, and/or covenants 

 multi-cultural challenges, usually as second, third, or part-time minister 

 lack of a system of feedback and evaluation for all ministers 

In the case of overlapping or contiguous ministries, a general covenant may be established to prevent 
stepping on toes or crossing lines of good ministerial boundaries. 

3. Resources/Covenants:  Overlapping-service & Contiguous-service 
Relationships 

General Questions 

 What has been tried so far? What was the result? 

 Can you articulate the opposing argument? 
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 What documents pertain to this issue? Review all your agreements. 

 Bylaws 

 Letter of Agreement 

 Contract 

 Memo of Understanding 

 Job Description 

 Organizational Chart 

 Covenant 

 What is the trust level among the parties? 

Questions specific to multi-staff, contiguous, or overlapping ministries 

 Does the church have a culture of successful multi-staff ministry? 

 Do the individuals involved have successful experience in multi-staff ministry? 

 Who else needs to be consulted or brought in? [For example, UUA’s Congregational Life 
Team, Good Officer from LREDA (religious educators), AUUA (administrators), or DRUUMM 
(professionals of color)] 

Strategies 

 In most cases, one Good Officer is sufficient even when when two colleagues are in conflict. 
However, if there is a lack of understanding by the Senior Minister, it may be helpful to have 
two. Be sensitive to power differentials as well as cultural differences among the parties. 

 Process/Protocol: Represent the process on behalf of your colleague to ensure that s/he 
receives fair treatment.  

Resources 

 Cooperative Procedures for Addressing Conflicts involving Religious Professionals 

 Cooperative Procedures for Addressing Credentialed UU Professional Misconduct 

 UUMA Coach  https://uuma.site-ym.com/?coaching 

Shared Ministry Resources 
http://c.ymcdn.com/sites/www.uuma.org/resource/resmgr/Docs/SharedMinistryResources.pdf 

 Collegial Covenanting 

 Collaborative Leadership/Staff Team Leadership 

 Supervisory Relationships 

 Training and Education (Susan Beaumont, manager-tools.com) 

Intercultural Competency (Log in to UUMA Connect, then click below) 
http://connect.uuma.org/categories/intercultural-competency 

 A Guide to Bias-Free Communications: An Everyday Reference 

 Collegial Intercultural Skill Building Small Group Resources 

 Intercultural Development Qualified Administrators 

 The Art of Asking Questions: The Iceberg Model 

 Micro-aggressions: Why They Thwart our Efforts to Become More Diverse 
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COVENANT Among Senior and Associate Minister  

Daniel Kanter and Aaron White 

As the Senior Minister and Associate Minister, we covenant:  

To Serve Unitarian Universalism and First Unitarian Church of Dallas, 

To honor our roles as ministers in University Park, the City of Dallas, and in all communities where 
justice-making demands our attention.   

Above all we aim to serve the source of our call to ministry which exists beyond the boundaries of 
these named entities.  

We covenant:  

 To act from and assume our best intentions for the church and one another.   

  To share a commitment to honest and direct communication, to encourage each other to 
speak with integrity and conviction on issues that matter to the congregation, and when 
questions arise between us, we will ask them.  

  To share what we learn and to develop goals as a team. 

  To challenge one another and to value creativity and innovation as part of our team success. 

  To encourage each other to have fun and to be healthy. 

  To strive to provide and regularly revisit a clear articulation of our individual roles and 
responsibilities so as not to overstep our boundaries or be triangulated by the needs of others. 

  To speak with one voice on institutional decisions and not to air our differences after the fact. 

  To respect the absolute freedom of the pulpit and the pew. 

  To understand the unique importance of each of our congregational calls to serve in the roles 
we have been given.   

 To share concerns that might arise while preserving the privacy of members and the 
appropriate level of professional confidentiality.  

  To work within our agreed upon code of conduct outlined in the Unitarian Universalist 
Ministers Association guidelines. 

  To value a robust dialogue on theology, ministry, and matters pertaining to our lives, our 
church, and our national movement. 

  To remind ourselves of the enduring power of love and forgiveness in all things.  

Thus do we covenant with each other. 

COVENANT among Team Ministers  

As ministers and colleagues serving the Unitarian Universalist Church of Arlington, we make this 
covenant with one another: 

We will adhere to the collegial ethics as set forth in the UUMA Guidelines.  

We will trust one another’s good intentions and skills.  

Active listening, speaking from the heart, confidentiality, and willingness to risk and to be vulnerable 
will characterize our communications with one another. We will speak what needs to be spoken and 
respect one another’s process in bringing thoughts to articulation. We will keep in mind our mutual 
need for information.  
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In communicating with members of the congregation, we will support one another and decline to 
promise confidences from another member of the team. If a member of the congregation has a 
conflict with one of the ministers, we may offer to help that person articulate her/his position to the 
minister, but we will refuse to triangulate. 

If conflict develops among us, we will decide together how to work through it, remembering to 
consider the Committee on Ministry, the Team Ministers’ Consultant, and Good Officers of the 
UUMA as lines of support. 

Forgiveness, trust, honesty, generosity, openness, clear expectations, and patience will characterize 
our approach to one another. We will remember to share the gifts of creativity and laughter. 

Michael McGee, Mary McKinnon Ganz, Linda Olson Peebles  2006 - 2007 

COVENANT Among Co-Ministers 

Rev. Kathleen Ellis and Chuck Freeman 

11 Jan 2011 

With good intentions, we will call one another into covenant: 

We will abide by the congregation’s Covenant of Right Relations: 

 We, the members of Live Oak Unitarian Universalist Church, affirm a welcoming, vibrant, 
caring community for all ages. 

 We embrace UU values, humor, and community growth on our shared spiritual journey.  

 We covenant with one another to create relationships that are inclusive, open-minded, 
sensitive, and celebrate the differences within our community.  

 We will accept, support and appreciate one another, keep our commitments, maintain healthy 
boundaries, and use constructive communication.  

 We will be accountable to one another in a helpful, non-judgmental, peaceful environment, 
with integrity, respect and love. 

We will abide by the Code of Ethics of the Unitarian Universalist Ministers Association (Code of 
Ethics and Guidelines may be read or downloaded at http://www.uuma.org/?page=guidelines ) 

This item pertains directly (under Expectations of Conduct, paragraph 11): 

"If I am to share the ministry of a congregation with other ministers, I will seek clear 
delineation of responsibility, authority, accountability and channels of communication before 
responsibilities are assumed. I will thereafter work in cooperation and consultation with my 
colleagues, taking care that changing roles and relations are re-negotiated with clarity, respect 
and honesty." 

At our regularly scheduled meetings we will: 

 Express appreciation for one another 

 Express anything that is bothering us that affects our relationship 

 Speak to one another directly rather than through a third party or committee. 

 Address our differences directly. If we are unable to resolve an issue, we agree to seek an 
outside mediator or Good Offices person acceptable to both of us. 

Signatures ____________________           ____________________ 
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A Ritual of Covenant 

Collegial Covenant for a Shared Ministry 

between the Reverends Marjorie skwire, Wayne Arnason & Kathleen Rolenz 

for the West Shore Unitarian Universalist Church 

Rocky River, OH 

All Ministers Because we hold these values: 

Midge the centrality of honesty, openness and directness; 

Kathleen the primacy of the listening that seeks to understand 

Wayne the redemptive worth of both challenge and celebration; 

Midge the grounding virtues of kindness and trustworthiness; 

Kathleen the vital touchstone of spiritual growth and deepening 

Wayne the precious balance of autonomy and differentiation; 

All: And because we intend these values to inform the ministry we share as a 
team, we covenant with one another as follows: 

Wayne As members of the ministry team at West Shore will speak for ourselves about what we 
want and need from each other, as well as when we are either upset with, or 
appreciative of one another. 

Midge We will not presume to speak on each other's behalf, unless specifically requested. 

Kathleen We will not engage in triangular communication.  We will not be responsible for 
transmitting messages from church members/friends for the other ministers on the 
ministry team.  

All: In the spirit of shared ministry, this do we covenant together 

Midge As members of the ministry team at West Shore, we will not attempt to manage, 
control, or fix relationships with others. 

Kathleen  We will not involve third parties in working on our relationship dynamics or our 
differences in professional judgement without prior agreement. 

Wayne If we come to a difficult place in our personal and professional relationship, we will 
quickly seek professional counsel outside the congregation. 

All:  In the spirit of shared ministry, this do we covenant together 

Kathleen As members of the ministry team at West Shore, we will not speak or act in any way 
that undermines the effectiveness of  our ministry or our shared ministry. 

Wayne We will be resources for each other in our spiritual development, and in our personal, 
shared and professional ministry.  We will support one another's ministry by our 
confidence and mutual trust. 

Midge We will keep one another informed about our whereabouts when in town and out of 
town. 

All:  In the spirit of shared ministry, this do we covenant together. 

Wayne As members of the ministry team at West Shore , we will keep one another  informed of 
significant events in our lives which may affect our role as West Shore's professional 
ministers 
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Midge We will keep one another informed of our contacts with other religious professionals 
and peers, both Unitarian Universalists and others. 

Kathleen We will keep one another informed of our separate work and obligations,  as well as 
joining together, as is appropriate, in shared responsibilities. 

All:  In the spirit of shared ministry, this do we covenant together. 

Midge The Ministry Team at West Shore will review this covenant twice a year as a way of 
sensitizing ourselves to its applicability.  We will work together to modify these  
promises as needed. 

Kathleen We will also review this covenant periodically with the lay leaders of the congregation 
as a way of sensitizing them to its purpose and effectiveness. 

Wayne If the ministry team breaks any of these promises, we will discuss what can be  learned 
to prevent recurrences and, as appropriate, make amends. 

All: We hold the ministry of this congregation in sacred trust.  We promise to 
honor our collegial relationships with that trust .   As the ministry team at 
the West Shore Unitarian Universalist Church, this do we covenant 
together. 

4. Training Case Study 

Case Study - Multi-Staff Ministry  

SITUATION: 

As one of your chapter’s Good Offices Persons you’ve been asked by Sally, the new Senior Minister of 
a large church in your area, for help in a situation in which she has found herself.  

This is how she describes it: 

The other minister of the church’s staff, John, had been hired as an Assistant by her predecessor 
some five years ago. Then, two years after that, with the support of her predecessor, John had been 
called as the church’s Associate Minister. 

The vote to do so comfortably exceeded the congregational bylaw requirement. After three years in 
John’s new role, the Senior Minister decided to leave. When John was called it was the 
congregation’s bylaws stipulated that the Senior Minister, whoever that was, would serve as chief of 
staff and to supervise everyone on the staff, including other called ministers, like John.  

The Interim Senior Minister who came after Sally’s predecessor left helped the congregation move to 
a policy-based governance model and began the process of redefining John’s ministerial portfolio. 
He also acted as more of a supervisor than had he previous Senior Minister.  John began to bristle at 
this but decided to wait until the new Senior Minister came to work things out. 

When Sally came she was informed by the Interim that he was concerned about John’s performance. 
However,  in spite of the Interim's work on policy governance and decision to act as more of a 
supervisor for John, no process had been developed to evaluated John’s work or give him feedback.  

At their second meeting after Sally arrived John asked her to work with him on writing up a covenant 
about how they would work together and he told her what he expected to be doing.  Sally told him 
she would like to put off working on the covenant until they had a chance to work together, 
suggesting they wait for 90 days. She wanted to be able to get the lay of the land and develop a better 
sense of what the congregation and board expected from her, especially  in terms of her supervisory 
responsibilities with John. Sally says she believes the conversation was cordial but was aware that 
John was aware of what the Interim had told her and was worried about what she might do. 
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Sally is then told by a colleague that John has called a friend who is the solo minister of another 
church, ands been for the past ten years, who though he has no experience in doing this  to act as a 
Good Officer for him in trying to work things out with Sally. Sally’s colleague tells her John believes 
she is not honoring the UUMA Code of Professional Practice and thinks her real goal is to replace 
him. 

The Good Offices person on whom Sally calls agrees to help try to resolve the issues between John 
and Sally but, since this is a situation unlike any other in which she has been asked to help she calls 
on the Good Offices Support person to seek advice. 

Try to imagine what the dialogue between the two would be like. 

Questions to Reflect On: 

 How did John and the previous senior minister get along?  Why didn’t he bristle under the 
previous senior ministers supervision? 

 Why did the senior minister leave? 

 How did the interim minister carry out her role:  Was John involved in the process of 
developing the policy governance model?  How was he informed of changes in his role if he 
wasn’t involved.  

 Why does John, though bristling, wait to speak up?  Does this have anything to do with the 
relationship with the previous senior minister? 

 Why is Sally so anxious?  Why doesn’t she engage in invitation to covenant?  Does Sally have a 
background in policy-governance, supervision of staff?  What sort of congregation did she 
previously serve? 

 What is the culture of confidences, tale-telling, and triangulation in the chapter, congregation, 
and participants’ backgrounds? 

 Why would Sally be embarrassed by not knowing.  Is she worried about not appearing to be an 
“in-charge” person.  Is she inexperienced in being a senior minister and lacking in  resources 
and training?  

 What would you advise? 

 What parts of our Guidelines/Standards of Professional Practice seem to apply? 

 What would you suggest/do if Sally was a person of color? 

 When/how would you suggest that a UUA Congregational Life staff get involved? 

 

C. UUMA Processes for addressing Formal Complaints 

1. UUMA Committee on Ethics and Collegiality 

The UUMA Guidelines for the Conduct of Ministry 

Code of Conduct Accountability Procedures (06/2010) 

In the event that a Chapter GOP cannot settle a concern between ministers, the minister or the 
Chapter GOP will seek advice or intercession with the Continental GOP. If the concern is still 
unresolved, the concerned minister should write a letter of complaint to the Committee on Ethics 
and Collegiality (CEC), fully specifying the nature of the concern making it a formal complaint. 
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Consideration of Complaints by the Council on Ethics and Collegiality 

The CEC, working in consultation with the UUMA Board of Trustees’ GOP, will assess the 
complaint; invite communications from involved UUMA members; make recommendations 
toward the resolution of the complaint; and report to involved UUMA members and to the UUMA 
Board of Trustees that the complaint: 

1. has been resolved at this stage, or 

2. relates to disagreements about Standards that are not actionable, or 

3. is without foundation, or 

4. should become a formal grievance, and be referred to the UUMA Board of Trustees. 

Chapter GOP may continue to be involved in a consulting or pastoral role. 

In dealing with complaints against a UUMA member serving on the staff of the UUA related to 
actions undertaken in the line of their duties, the CEC will: 

1. advocate and practice forbearance; 

2. consult with the appropriate supervisor at the UUA; 

3. remain mindful of the complex roles and responsibilities with congregations, agencies, 
enterprises and other parties carried by such members of the UUMA. 

Charter of the Committee on Ethics and Collegiality (3/25/16) 

The Committee on Ethics and Collegiality is a standing committee of the continental UUMA 
constituted to resolve complaints submitted by a UUMA member who formally charges another 
UUMA member with having violated the UUMA Code of Conduct.  As of June 5, 2015, it chartered by 
the UUMA Board of Trustees as follows:  

Preamble:  

The UUMA Committee on Ethics and Collegiality is a Standing Committee of the Unitarian 
Universalist Ministers Association, as defined by our Bylaws.  

Charge:  

The Committee on Ethics and Collegiality is charged with fulfilling the requirements of the 
Accountability section of our Code of Conduct. The Committee shall investigate and propose 
resolution of complaints which a UUMA member submits in writing and which allege that another 
UUMA member has violated the UUMA Code of Conduct.  

The Committee will act within the guidance of the Accountability section of our Code of Conduct.  

The process for resolution of a complaint shall be:  

1. The Committee's activity will begin when the President sends notice of the Committee’s 
activation to the Committee's members and the parties to the complaint.  

2. The Committee will investigate the complaint, inviting communications from all parties 
involved.  

3. The Committee will reach a judgment as to whether any behavior occurred in fact which 
constituted a violation of the Code of Conduct.  

4. If the Committee's judgment is that no such behavior occurred, it shall report its judgment in 
writing to the parties and the President, and it shall encourage the parties to resolve any 
remaining tension utilizing other tools provided in the Guidelines.  
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5. If the Committee's judgment is that such behavior did occur, the Committee will prepare and 
send to the parties, for their joint amendment and adoption, a proposed written agreement to 
resolve the complaint.  

6. At any time the Committee receives notice from both parties that the complaint has been 
resolved, it will report this resolution to the President.  

7. If one month has lapsed after the Committee sent its proposed agreement to the parties, if no 
resolution has been reached, either party may request that the Committee report its findings 
to the UUMA Board of Trustees and propose Board action to resolve the complaint. The 
Committee will submit its report and proposal to the Board of Trustees within one month 
following the request.  

8. The Committee's activity will end when the President sends notice of the Committee's 
deactivation to the Committee's members and the parties to the complaint.  

Accountability:  

The Committee on Ethics and Collegiality serves at the appointment of the Board of Trustees and 
reports to the Board. The Good Offices Portfolio holder shall serve as liaison to the Committee.  

Committee Membership:  

The Committee shall be activated by the Board of Trustees within one month of notice to the 
President from the Executive Director that a qualified complaint has been received. A Trustee shall 
serve as chair of the committee. Two additional members shall be appointed by the Board. They 
must have served as a Continental Good Offices Trustee, or be currently serving as a Chapter Good 
Officer or a Good Offices Support Team Member, and may not be members of any chapter in which 
any party to the complaint holds current membership. The committee members shall serve in an ad 
hoc manner until the complaint has been resolved in accord with the established procedures.  

2. UUMA Board of Trustees 

The UUMA Guidelines for the Conduct of Ministry, Code of Conduct  

Accountability Procedures (06/2010) 

When a written complaint is referred by the CEC to the UUMA President for consideration by the 
Board of Trustees it becomes a formal grievance. An action under this process may also be initiated 
by the Board of Trustees or the President of the UUMA. Grievances will be acted upon as follows: 

1. In their fact-finding, discussion and actions in response to grievances, the President and 
members of the Board of Trustees will be guided by four fundamental principles: 

a. confidentiality; 

b. caring for the persons involved; 

c. fairness; 

d. concern for the severity of the issues. 

2. Consistent with these principles, members of the UUMA bringing complaints and grievances, or 
against whom complaints and grievances have been brought, are assured that collegial 
confidences will not be disclosed by members of the CEC or the Board of Trustees, except: 

a. as mandated by law; 

b. to prevent a clear and immediate danger to a person or persons; 

c. where disclosure of a confidence may be required for defense in a legal action between 
colleagues; 

d. if, and only to the extent that, there is a waiver previously obtained in writing. 
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3. The Board of Trustees shall notify the member in writing of its intent to act on a grievance at 
least 30 days prior to its meeting. The member may respond in writing to the Board of Trustees 
and/or attend the meeting in person. The member shall be offered reasonable expenses to attend 
the meeting. If an adverse action is taken, the member may make a final appeal to the next annual 
meeting of the UUMA. 

4. UUMA members shall have full access and full freedom and right to respond to all evidence cited 
against them. In addition, they always have the right and option of advisement by counsel at their 
own expense, but at no time can they be represented by counsel in these proceedings. 

5. The UUMA Board of Trustees' action in response to a grievance shall be in writing to the 
members involved, and will be in the form of one the following actions: 

a. advice that the grievance is unfounded, or undeserving of action in which case no public 
notice shall be made by the UUMA, or 

b. private caution, professional admonition or formal reprimand in which case no public 
notice shall be made by the UUMA, or 

c. conditional probation, indefinite suspension or removal from membership in the UUMA. 

6. Any member against whom an action has been taken may appeal to a meeting of the 
membership. Such appeal must be made by certified mail to the President of the UUMA, within 
thirty days of notification and no later than 45 days prior to the next annual meeting of the UUMA. 
In such cases the action of the Board of Trustees shall stand until and unless overturned by a vote 
of the UUMA membership. Unless the action of the Board of Trustees is overturned by the 
membership, it shall become the official position of the UUMA, and be binding on all members. The 
action of the membership meeting shall be final. 
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VI. Good Offices Work when Tension Arises in the 
Relationship Between Ministers and the  

Unitarian Universalist Association 

Good Officers often work in cooperation with UUA Congregational Life Staff  

 in their work in relationships between Ministers & the Institutions we serve; and, at times 

 in their work in relationships between ministers, particularly in overlapping/contiguous 
service. 

However, Good Officers are at times called into service by a Minister who finds him/her self in some 
tension with another instrumentality of the Unitarian Universalist Association, chiefly  

 the Ministerial Fellowship Committee; and/or 

 the Department of Ministry and Faith Development 

The Ministerial Fellowship Committee Rules structure the context of such tension.  

They may be found in full at http://www.uua.org/sites/live-new.uua.org/files/rules.pdf 

Two rules deserve more detailed attention in this Handbook 

 Rule 20 Complaint Procedures 

 Rule 23 Administrative Hold 

A. MFC RULE 20. COMPLAINT PROCEDURES 

Complaints or issues regarding a minister’s conduct or performance may be raised by the MFC at 
any time through the initiation of a Fellowship Review. Any individual wishing to file a complaint 
against a minister must contact the Intake Person for the Office of Ethics and Safety. Complaints 
must be in writing and contain first hand knowledge or experience. At the “intake” stage, the Intake 
Person for the Office of Ethics and Safety hears the complaint, provides information on the process, 
responds to questions from the complainant and conducts an assessment of the complaint to 
determine whether the complaint should be referred on to the MFC. The assessment shall include 
any statements by the persons filing the complaint about any other victims, or classes of victims, 
that should receive consideration if the complaint is referred to the MFC. The Intake Person for the 
Office of Ethics and Safety has the discretion to refer matters not suitable for adjudication by the 
Ministerial Fellowship Committee (MFC) to other resources such as District Staff, Ministries and 
Faith Development staff, Unitarian Universalist Ministers Association (UUMA) or Good Offices, 
etc. When the Committee receives a complaint about ministerial conduct or receives concerns 
regarding a minister’s competency the Committee shall take appropriate corrective action which 
may include a process of redress which can range from no action, specific professional 
development assignments, a period of probation or, in cases involving serious misconduct or 
incompetence, termination of Fellowship. If the concerns of the Committee cannot or have not been 
addressed through specified assignments and/or a probationary period, then the Committee will 
recommend the minister be removed from Fellowship.  
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1. The Department of Ministry and Faith Development offers the following flow chart for the 
consideration of Complaints the UUA receives regarding a minister's conduct 
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2. The UUA Department of Ministry and Faith Development,  the UUA Department of 
Congregational Life, and the UUMA Executive Director have agreed upon the following 
description of their respective roles regarding Formal Complaints: 

Cooperative Procedures for Addressing Credentialed UU Professional Misconduct 
Formal Complaints (Finalized Dec. 5, 2015)  

The purpose of this document is to clarify the many and varied roles of UUA Staff, UUMA 
Leadership, and others in responding to official complaints of credentialed UU professional 
misconduct. A different document addresses how our varying UU groups respond to more general 
conflicts in congregations that involve religious professionals. That document is entitled: 
“Cooperative Procedures for Addressing Conflicts Involving Religious Professionals.” We anticipate 
these documents being useful in the formation of manuals, leadership trainings and new staff/leader 
orientations. When an allegation of professional misconduct occurs, the parties to this agreement 
expect the following from one another as we seek to aid Unitarian Universalist congregations: 

The Role of the UUA Office of Ethics and Safety 

 Help congregations and individuals decide whether or not to make a formal complaint. Do 
intake for complaints of professional misconduct and other congregational safety concerns 

 Assign advocates to those considering filing a complaint (to continue through the process 
until complete). 

 Receive and document formal complaints of clergy professional misconduct, serving as a 
clearinghouse for the entire system. 

 Investigate allegations of clergy professional misconduct 

 Document and refer any resulting formal complaints to MFD or the appropriate body (back to 
the congregation, to CL staff, to MFD, or the MFC). 

The Role of the UUA Ministries and Faith Development Staff Group 

 Consult with Office of Ethics and Safety when a complaint of professional misconduct is filed 
to help determine the best course of action. 

 Act as the liaison to credentialed professionals (and their Good Officers) who are under 
fellowship review by the Ministerial Fellowship Committee (MFC) or the RE Credentialing 
Committee (RECC). Note: The Director of Ministries and Faith Development generally 
contacts the credentialed religious professional when a complaint has been received. The UUA 
does not process anonymous complaints. 

 Inform UUA Congregational Life Staff, UUMA Executive Director, MFC Chair, and/or RECC 
Chair when a complaint has been filed and is being investigated 

 Provide administrative and structural support for the Ministerial Fellowship Committee as 
they follow and refine procedures for fellowship reviews. 

 Inform congregations, UUA Congregational Life Staff, and other affected parties about the 
process and results of investigations into clergy professional misconduct as appropriate. 

The role of the UUA Ministerial Fellowship Committee/Religious Education 
Credentialing 

 MFC: Make decisions related to the granting, suspension, or revocation of Ministerial 
Fellowship as related to issues of clergy professional misconduct per MFC Rules and Policies: 
http://www.uua.org/careers/ministers/support/fellowship/rules-policies 

 RECC: Make decisions related to the granting, suspension, or revocation of RE Credentials as 
related to issues of RE professional misconduct per RECC Rules and Policies: https://
www.uua.org/sites/live-new.uua.org/files/recc_rules.pdf 
https://www.uua.org/sites/live-new.uua.org/files/recc_policies.pdf 
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The role of the UUA Congregational Life Staff Group  

Notification of Possible Misconduct: 

 Communicate with the Regional Lead, Director of Congregational Life, Director of Ministries 
and Faith Development and the Office of Ethics & Safety when one becomes aware of 
suspected or alleged issues of UU professional misconduct within congregations of one’s 
geographic region. The Director of MFD has the responsibility for notifying the UUMA. 

 This notification also applies when one becomes aware of suspected or alleged issues of UUA 
staff misconduct. The Director of MFD has the responsibility for notifying the UUMA in cases 
where the staff is clergy. The Director of MFD and Director of Congregational Life has the 
responsibility for notifying UUA HR & Executive staff. 

Immediate Response & Support : 

 Provide pastoral and programmatic response to congregations in the immediate aftermath of 
revelations of religious professional misconduct, coordinating with Good Officers and 
Ministries and Faith Development staff as appropriate. 

On-Going Response & Support: 

 Provide ongoing structural and resource support to congregations coping with recovery from 
issues of credentialed UU professional misconduct. Examples of such support include 
responses ranging from helping to structure a healing process and Healthy Congregation 
training to working with the Transitions office to identify a skillful interim minister. 

The role of the UUMA 

 Work with UUA Ministries and Faith Development office when complaints are filed with MFC 
and communicate with Director of Department if UUMA grievances are connected with UUA 
or MFC. 

 The Executive Director will work with Congregational Life Staff and UUA Ministry and Faith 
Development staff when ministerial misconduct surfaces and ensure that a Good Officer is 
working with the minister. 

 Make and communicate decisions about UUMA Membership status if misconduct occurs and 
a change in fellowship status warrants a change in UUMA membership status. 

 Provide support to clergy professionals (in partnership with UUA Ministry and Faith 
Development Department and Congregational Life Staff as appropriate) who have 
experienced misconduct. 

B. MFC RULE 23. ADMINISTRATIVE HOLD  

When a minister experiences conflict or a difficult parting with a congregation or other institution, 
UUA Ministries and Faith Development Staff Group (MFD) may ask that minister to participate in 
a process of assessment. MFD has the right to place the minister on hold from settlement until the 
assessment process has been concluded, or for a period of not more than three years. During or at 
the conclusion of that period of time, if there is no resolution of the assessment, the minister will be 
referred to the MFC Executive Committee for consideration of a Fellowship review. The list of 
ministers on Administrative Hold will be reviewed annually by the MFC Executive Committee at 
the September meeting. If at any time the minister wishes to contest being placed on hold for 
settlement and/or recommendation for ministerial positions, the minister has the right to request a 
Fellowship Review before the Ministerial Fellowship Committee.  

The UUA Department of Ministry and Faith Development description of their Administrative Hold 
process may be found at http://www.uua.org/careers/ministers/support/16210.shtml 
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Review Team: Career Assessment for Ministers 

When a minister experiences considerable conflict or a difficult parting with a congregation or 
other institution, Rule 23 of the Ministerial Fellowship Committee Rules calls for a team from 
Ministries and Faith Development (MFD) to ask that minister to participate in a process of 
assessment. Currently the members of the Review Team include the Director of Ministries and 
Faith Development, the Transitions Director, the Professional Development Director, and the 
Director of Congregational Life. 

What constitutes such a difficult parting is clear in some cases—a negotiated settlement or a vote to 
terminate—and more complicated in others. In general, the assessment process is requested when 
the stress on the minister, the lay leadership, or both has been high.  In cases where the minister's 
emotional state appears raw; when serious issues of ministerial ethics, effectiveness, or emotional 
health have arisen; or where repeated negotiations have occurred, the minister is placed on hold 
for settlement until the assessment process has been concluded.  In some cases the minister may be 
allowed a modified hold during the assessment process, which allows for interim, part-time, or 
contract ministry positions.  If at any time the minister wishes to contest being placed on hold for 
settlement, the minister has a right to request a Fellowship Review before the Ministerial 
Fellowship Committee. 

Purpose 

The assessment process serves to help both the minister and MFD to: 

 Develop a more complete perspective on both the recent professional challenges and on the 
overall direction of a ministry; 

 Understand more clearly the causes for and the lessons of conflict or challenge; 

 Deal with any feelings of loss, anger, frustration, or hurt; 

 Determine fitness for parish ministry; 

 Identify professional development opportunities that will support future success; 

 Identify appropriate opportunities for future service. 

Assumptions 

The assessment process does not presume that the minister was to blame for the event. Rather, it 
encourages the minister to identify his or her part in the situation, in order to better understand his 
or her ministry in light of it, and, together with MFD, to arrive at decisions about the minister's 
appropriate service in the future. Correspondingly, it is the task of UUA District staff and the 
successor interim minister to encourage the congregation's lay leaders to examine their role in the 
conflict. 

The Assessment Process 

Once a staff member from MFD is made aware of a conflicted ending to a ministry, the Review 
Team communicates to assign a contact person from the team.  Most often this will be the 
Transitions Director, but for ministers in Preliminary Fellowship the Professional Development 
Director will act in this role.  In some cases the Director of Ministries and Faith Development acts 
as the liaison, particularly if there is the possibility of a formal complaint to the MFC.    

The staff member reviews the situation from the minister's point of view, and may consult with 
District staff and, with the minister's permission, the UUMA Good Offices person and other 
colleagues able to add their own perspectives to what happened. The goal is to assist the minister in 
arriving at as full an understanding of what happened as possible, for the sake of the minister's 
deepest possible learning and best possible determination about the future direction of one’s 
ministry. 
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As part of the initial assessment process the minister is asked to write a reflective essay. The essay 
should examine the minister's part in the rupture of relationships and other events that led to the 
ministry's end while showing insight into the perspectives of those leaders with whom the minister 
may be in disagreement. Empathy being an essential tool of ministry, the essay should aim to 
represent the views of antagonists in ways that reflect their self-understanding. In addition, the 
minister is asked to step back from the recent experience and to take a broader look, to see if 
similar patterns have appeared under similar circumstances, to assess what has been learned, and 
to give some sense of what may be the way forward now. The essay should be no more than 1500-
2000 words, and may be submitted to any member of the Review Team. 

Exit interviews facilitated by district staff are also required for review. 

Review 

When the essay and exit interviews are received, they are entered into the ministerial files 
maintained by MFD. These materials are considered confidential to the Review Team, and if 
necessary, the MFC.  The Review Team meets, discusses their impressions of the essay, and 
develops any recommendations they may wish to make to the minister for additional work, such as 
participation in a career assessment program, individual or group therapy, spiritual direction or 
other programs of continuing education, and/or clearance for settlement, perhaps with certain 
restrictions or cautions.  The Review Team may require further assessment from a forensic 
psychiatrist. 

Timing 

The assessment process takes time, usually three to four months, sometimes more. In part, the 
timing is related to the minister's ability and desire to move ahead. Taking time at this point for 
reflection and healing work is a good investment. 

Costs 

If work at a career center is recommended, the cost has been about $1,400. MFD will pay 50% of 
that amount, which is usually billed directly to the attention of the Ministerial Development 
Director. The minister is responsible for any requested deposits and his or her share of the overall 
cost. If a forensic psychiatry review is required, the cost can exceed $5000. Generally the minister’s 
portion of this cost is capped at $1400, with MFD funding the balance.  Other financial support is 
available, if needed, for appropriate counseling, spiritual direction, or continuing education 
programs. 

If the Minister Disagrees 

A minister not in agreement with the Review Team’s recommendations should discuss the matter 
with the Director of MFD. If dissatisfaction continues, the matter should be raised with the 
Executive Committee of the Ministerial Fellowship Committee. The Transitions Director will not 
send to congregations in search the name or Ministerial Record of a minister on hold for settlement 
and will forward to the Ministerial Fellowship Committee the name of a minister who pursues the 
search process while on hold. 

Outcomes 

The usual outcome of the assessment process for the minister is greater clarity about one’s 
ministerial skills, interests, and direction, and the awareness and tools to succeed in future 
ministry endeavors. 

The UUMA Executive Director receives and monitors every report of the 
Administrative Hold Review Team list to insure the UUA's compliance with its stated 
rules and procedures. 
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ADDITIONAL MFC RULES which may be relevant to Good Officer work: 

RULE 21. PROCEDURES FOR REVIEW OF FINAL FELLOWSHIP  

RULE 22. PROBATION  

RULE 24. CRITERIA FOR TERMINATION OF FINAL FELLOWSHIP  

RULE 25. APPEALS  

RULE 26. RE-ADMISSION  

 

  Appendix: Wise Words from  
Experienced Good Officers 

From Rev. Stephen Edington (Former Good Officer, Northern New England Chapter) 

One of the cited duties of a UUMA Chapter Good Offices Person is to “provide pastoral support and 
counsel for members of the UUMA Chapter they serve during all stages of a negotiated resignation 
process.” I can offer a case history and reflection on this point. 

While I was aware that concerns were brewing about a colleague’s ministry in my District, he only 
requested my intervention after the DE had made an assessment of the situation and was ready to 
present his findings to the congregation’s governing board. The request was that I attend the meeting 
when the DE’s report was presented, primarily to observe the process, and hold an immediate follow
-up meeting with the colleague to offer my thoughts, impressions, suggestions, etc. The DE was in 
support of my presence there, and the Board Chair also agreed to my being there. I was introduced at 
the outset by the Board Chair along with my reason for attending. There were no objections. The 
issues are no longer germane. I spent a good deal of time with the colleague following the meeting, 
offering my assessment of the dynamics of the Board, and on how my colleague had responded to the 
Board vis-a-vis the contents of the DE’s assessment. I also offered my take on how the DE had made 
his presentation, and had the colleague share with me how fair and accurate he felt the DE’s report of 
the situation had been. We agreed that it was roughly 50/50 as to whether the colleague could have a 
viable ministry with his congregation in the future. 

We stayed in touch by phone and personal visits in the weeks ahead as the colleague came to the 
conclusion that it was best for him to seek a negotiated resignation. My role was to be in 
conversation with him and offer collegial support and—occasionally—advice as he reached his 
decision. I did not consider it my role, or obligation, to advise him on how to save his ministry with 
that congregation. 

My own assessment was that this colleague had very solid “ministerial stuff.” He had come to this 
congregation following a successful parish ministry with another UU congregation. Part of the issue 
with the current congregation was that he’d gotten at loggerheads with another staff member, which 
in turn got him caught up in some larger congregational dynamics from which he could not 
successfully get himself disentangled. So I felt I could be quite honest with him in saying he did have 
good gifts of ministry that would work well with another congregation. (I was right. He continues to 
enjoy a long-term ministry with the congregation he went on to serve.) It would have been a much 
tougher conversation if I’d had some questions about his overall ministerial skills and abilities. My 
advice, in that case, would have been for him to engage in some serious career evaluation. Also, in 
this case, the colleague was able to work out an amicable settlement for his resignation. I was not 
involved in the deliberations other than personal contact as to how things were proceeding. 
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In this case, then, my role was a largely a pastoral one. While it was good, and (I hope) helpful for me 
to have some systemic understanding of a congregation’s dynamics; my primary function in this 
situation was to be in a one-to-one relationship, helping a colleague monitor his own process as he 
arrived at a decision about his ministry. 

From Rev. Duane Fickeisen  (Former Good Officer, Priestley-Kingsbury Chapter) 

Making space for and holding the joys and sorrows of ministries in the context of confidentiality can 
be emotionally and spiritually hard, of course. A solid spiritual practice helps set down the burdens 
and maintain personal balance. Often I have felt anxiety about a new, daunting, and complex 
situation in the work as a Good Officer, but I have taken to heart the wise advice of senior colleagues 
to make it a part of my collegial covenant to always say “Yes” to a request if it is at all possible. (The 
corollary is not to make an unreasonable request!) 

I have drawn on pastoral and listening skills, on mediation and conflict resolution training, and on 
active listening skills in my Good Offices work, but what has perhaps been the most important is to 
listen to and follow my intuition, to be clear about my role, and to hold all parties in care. It has been 
very helpful to consult with other resources for advice and information, including other Good 
Officers, UUA and district staff, an attorney, and other colleagues — always with appropriate 
attention to confidentiality and awareness of our differing roles and primary responsibilities, but 
with an expectation of collaborative problem solving. 

As the Good Officer, I have nearly always been in a support role in the conflicts. That means that I 
don’t have a direct stake in the outcome — which I need to keep reminding myself — and that my 
role is as guardian of process, facilitator, and clarifier. Sometimes my role has simply been to witness 
and reflect, sometimes it has been to help colleagues develop behavioral covenants with each other, 
and sometimes it has been to negotiate fiercely on behalf of a colleague. I have felt frustration in 
cases of termination of a called ministry when the situation has progressed to the point of serious 
conflict that is beyond reasonable expectation of repair. Then the course of action is limited to 
negotiating terms of ending a call with as little damage to the minister, to our ministry, to the 
congregation, and to our movement as possible. That leads me to ponder how, as chapters and 
colleagues, we might make safe places to bring our concerns in search of early assistance and 
intervention. That is our proactive work. The work has been deeply satisfying. If you decide to 
engage in it, may you do so with skill and compassion and may you also find it satisfying. 

From Rev. Jonalu Johnstone - (Former Good Officer, Southwest Chapter) 

The key to the job is helping colleagues discern where they are, what they want, and where the Spirit 
is moving in their situation. 

Most Good Officer contacts that I have are single, though often lengthy, telephone conversations or 
sidebars at a minister’s retreat, district meeting, GA, or other gathering. Often, colleagues need a 
sounding board, reassurance that they’re not crazy, and help in figuring out their next step. 
Sometimes, they need a consultation on guidelines – for example, to ascertain how to deal with a 
fellow colleague with whom they have concerns. In most cases, I leave it to the colleague’s judgment 
as to whether follow-up is needed. The longer I have been a Good Officer, the more low-level 
concerns ministers are willing to raise – which I count as a good thing. It argues for Good Officer 
serving a longer, rather than a short term. 

Listening is a core skill. Good Officer’s need to resist the urge to assume that they know best for the 
minister, or that all ministers want the same things, for example, in a negotiated resignation. At 
times, the Good Officer must move from being a sounding board to being an advocate, but that 
advocacy must be for the minister’s best interests, as defined by that person, though also keeping in 
mind, and citing for the minister, the recommendations of the UUMA and past experience of others. 
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Sometimes, it’s clear that the (UUA Staff) needs to be involved, for example, if a negotiated 
resignation is likely. Those are not the majority of my Good Officer contacts, though. It might be 
helpful to more clearly identify and describe the criteria for (UUA Staff) involvement. 

Another challenge can be confidentiality, especially in complicated cases. There needs to be clarity 
about what can be shared with other Good Officers, with UUA Staff, etc., and how to go about 
shadow consults, for the benefit of the presenting minister. As a Good Officer, I have helped broker 
resignation agreements, attended a couple of hot congregational meetings, and occasionally veered 
into congregational consulting. The most challenging interventions, though, have been calling 
colleagues to account – specifically, two cases: one, reminding a colleague of the terms of their 
negotiated resignation (the colleague was not heeding the congregational leadership); and second, 
informing a colleague who was in the process of losing fellowship how the district colleagues had 
been hurt and what they expected of that colleague to return to right relations (which did not 
happen). These interventions can be both heart-breaking and demanding. They require pastoral 
skill, diplomacy, clarity in articulating the truth, and nuanced interpretation of voice, tone, body 
language, and words. A GOP also needs to understand that communication can be successful even if 
their goal is not achieved. Sometimes, relations will remain broken. 

Too often, the Good Officer is viewed as a resource for negotiating resignations, and only that. The 
more that we nurture wisdom, discernment, and listening in our Good Officer, the more colleagues 
will turn to them for support earlier, and hopefully, find their way through the marsh that can be 
ministerial relations with congregations and colleagues. 

From Rev. Ken Sawyer (Good Officer, Massachusetts Bay UUMA District Chapter) 

Chapters should think carefully in whom they want to invest that status and authority. These should 
be colleagues to whom members will turn without hesitation in times of professional or personal 
turmoil, and on whose counsel and support they believe they can rely. Ideally, Good Officers will be 
numerous enough in any Chapter to suffice, be well trained, and be in regular contact with each 
other, abiding by whatever expectations of confidentiality 

It is good if Good Officers make themselves, their possible roles, and their availability as publicized 
in the Chapter as possible. This can include a welcoming call, meal, or event for newcomers to the 
Chapter; recognition at Chapter meetings occasionally; and citation in Chapter correspondence. 
Good Officer teams might call every Chapter member yearly. Some lead a Chapter meeting every 
year or so to raise matters of ethical and professional importance. 

Good Officers need to urge colleagues to be ready to consult with them when serious problems start 
to arise, in preference to waiting for a crisis to develop. In consulting with colleagues in the midst of 
crisis, the Good Officer provides the support of a continuing care for the colleague, although the 
advice provided may not always be what the colleague wants to hear or can accept. 

When the crisis results in a negotiated resignation, the Good Officer shares and helps represent the 
colleague’s financial and other concerns, bounded by a concern as well for the health and well being 
of the congregation or agency involved and the larger movement. 

This Handbook has been compiled through efforts that date back to 1995. 

For their unique contributions to this "living document", special thanks to: Ken Brown, Stephen 
Edington, Barbara Child, Kathleen Ellis, Stefanie Etzbach-Dale, Duance Fickeisen, David Herndon, 
Fritz Hudson, Beth Johnson, Hope Johnson, Jonalu Johnstone, Sarah Lammert, Harlan Limpert, 
Susan Manker-Seale, Fred Muir, David Sammons, Ken Sawyer, Tom Schade. Don Southworth, 
Scott Taylor. 
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  Good Office Support Team Roster 

 

Good Office Support Team Roster 

Name Email Chapter Region Phone Role 

Tom Capo revcapo@gmail.com Central Midwest Mid-America 630-917-7766 Min/Emp Relations 

Will Feinberg wfeinberg56@yahoo.com Metro New York CERG 516-983-2697 Min/Emp Relations 

Jim Hobart jameshobart@aol.com Central Midwest Mid-America 773-590-1684  Min/Emp Relations 

Fritz Hudson goodoffices@uuma.org Prairie Star Mid-America 402-617-3055 Min/Emp Relations 

David Sammons revsammons@gmail.com Pacific Central Western 925-476-5712 Multi-Staff 

Kathleen Ellis kellis@uuma.org Southwest Southern 512-567-2115 Multi-Staff 

Tim Ashton TAshton1147@hotmail.com St. Lawrence CERG 617-893-0796 Multi-Staff 

Aaron Payson arpayson@charter.net Clara Barton New England 508-963-5959 Successions 

Barbara Child RevBChild@aol.com Heartland Mid-America 812 345-4506 Successions 

Nori Rost revrost@aol.com Mountain Desert Western 719-963-0242 Successions 

Elizabeth Stevens revehstevens@gmail.com   208-310-5937 Board/Coord. Team 

Diane Dowgiert ddowgiert@uuctucson.org   520-465-8804 Coordinating Team 

Doug Gallagher DWGallager@gmail.com   248-730-2380 Coordinating Team 

Fritz Hudson goodoffices@uuma.org   402-617-3055 Coordinating Team 

Don Southworth executivedirector@uuma.org   919-824-3999 Executive Director 

      

      




