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AT THE HEART OF OUR

CONGREGATION
IS OUR MEMBERSHIP.

MEMBERS RATIFY

THE ANNUAL BUDGET,
CHANGE THE BYLAWS,
ELECT OUR LEADERS,
& CALL OUR MINISTERS.

THE RIGHTS & POWER

OF OUR MEMBERS

MAKE A DIFFERENCE.
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A mom e n t w ith th e m i n i st e rs
w i t h R e v . K e l l y J . C r o c k e r & R e v . D o u g E . Wa d k i n s

This month our theme moves us into an
exploration of authority and leadership. In a time
when we are exploring leadership for our future at
FUS, this theme is especially meaningful. Before we
can contemplate our understanding of authority,
we must first look at our understanding of power.
Power is the ability to create change and is at play
in all places at all times. Power has many sources, it
can come from one’s position in society or within
an organization, group, or family. Power can come
from living authentically and being connected to
our inner integrity. Power can be conferred by
choice for an individual or a group at any time.
As Margaret L. Anderson writes, “Power can be
legitimate—that is, accepted by the members of
society as right and just—or it can be illegitimate.
Authority is power that is perceived by others as
legitimate, emerging from the exercise of power
and the belief of constituents that the power is
legitimate.”
This exploration is crucial for us to think about in
a larger context as well. We live in a time when
many of us find the uses of power and authority,
and the way in which authority is granted nationally
and internationally, to be especially heinous and
dangerous. We know all too well how power
and authority can lead to acts of violence and
abuse. It seems all the more essential that within
our congregations, we are very thoughtful and
intentional about our transparency around power
and our clarity regarding authority. This time also
emphasizes the importance of another word in
this exploration: accountability. Together, power,
appropriate authority, responsible leadership,
and accountability make a huge difference in
how we live and what values are made real in the
world. As our Communications Director, Brittany
Crawford, concludes in her column, “How many
opportunities in modern society do we have
to build a community that is intergenerational,
values-centered, difference-embraced, and where
the work of justice is lived out?” She is reiterating
a similar sentiment Dan Hotchkiss, who has
been a guiding force in our own exploration of
power, authority, and ministry, makes in his book

Kelly

Doug

on governance. This is essential work for this
congregation, and our exploration of power,
authority, and leadership are essential to that
work coming to fruition.
It is also crucial during this work that we consider
the intention and enacted understanding of
how our leaders, staff, and clergy utilize, share,
and appropriately promote authority and
power. In the coming weeks, we will offer for
your consideration and discernment some
of the ways that larger Unitarian Universalist
congregations practice the sharing of authority
and power via the work of the Ministerial
Research Task Force appointed by your Board
of Trustees. This work will inform their charge
for the Settled Minister Search Committee
which will begin in late spring.
The implications of thoughtful use of authority
and leadership are life-giving to us as individuals,
as a community, and as a world community. It
brings us to both justice-empowered truths and
simple matters at the heart of our humanity. As
Parker Palmer reminds us,“Authority is granted
to people who are perceived as authoring their
own words, their own actions, and their own
lives, rather than playing a scripted role at great
remove from their own hearts.”
Warmly,
Kelly and Doug

Januar y 2020 • 3

from th e p r e si de n t
b y Te r r i P e p p e r , P r e s i d e n t , F U S B o a r d o f Tr u s t e e s

One concept that I have found helpful in thinking
about leadership and authority in congregations
is having awareness and intentionality around
prioritization and setting direction. Having clarity
around priorities and a sense of direction, along
with an understanding of constraints, enables
individuals to make decisions independently
and to work with flexibility and creativity
toward a goal. Many of us in our work lives
may experience this in a “top-down” model in
which leaders at the top set goals which in turn
define and guide the work of those lower in the
hierarchy. As Brittany points out in her article
on ecclesiastical authority, our congregational
polity is a “ground-up” model in which the most
critical decisions are made by the assembly of
voting members.
In many aspects of congregational life, outside of
actual parish votes, we are also at our best when
a wide range of voices share what is important
to them, and how they feel we can flourish in
ways that live out our values here at FUS, within
the UU movement, and out and in the wider
community. If you weren’t able to be there in
person, I highly recommend viewing the YouTube
video (www.fusmadison.org/worship/sermonstrust) of the November 24 worship service,
“What is the Future Asking of Us?” in which
the Revs. Kelly and Doug reflect on what they
heard from the many recent conversations on
the “heart of FUS,” examining how we view our
identity in our particular context and beginning
to explore how we can grow into the future.
I found their reflections especially meaningful
in light of both the next phases of interim
conversations (Saturday, January 25, 1:30 – 3:30
pm in the Atrium Auditorium on the topic of
“Whom Do We Serve?” both within FUS and in
community partnerships) and also leading into
upcoming activities that will prepare us in the
search for our next called minister.
In last month’s newsletter, I highlighted a few
of the milestone dates of the ministerial search
process. Please plan to attend the Winter
Parish Meeting, Sunday, February 2,
following the 11 am service. Topics important
to the search will be on the agenda. The board
will introduce the established process to select
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Terri
a search committee. The process will seek
input from as many members as possible
toward the goal of forming a committee that
will work well together, has a collaborative and
inclusive approach, is well informed about the
scope of the commitment, and is trusted by
the congregation to carry out this important
work on our behalf.
At the parish meeting, the board will also
share some themes from the work of the
Ministerial Research Task Force, in which seven
large UU congregations around the country,
each with multiple ministers, were consulted
on their perspectives on sharing power
and authority amongst ministers, staff, and
congregation, with a particular focus on the
portfolio of responsibilities of each minister.
The individuals who responded to the task
force’s questions were very generous with
their time, providing substantive and candid
insight into their current configuration, how
they evolved and changed over time, along with
perceived strengths and limitations.The variety
and depth of information shared provides
ample material for consideration. Beginning
later in February, the board will host several
conversations in smaller group settings to
reflect on how the information might inform
our search process.
Again, please mark your calendars for the
parish meeting, Sunday, February 2, 12:30 – 2
pm. Lunch and child care will be provided.
Everyone is welcome!

ecc l e s ias tica l A uth o r it y
by Brittany Crawford, Communications Director

During my first ecclesiastical conference session—
complete with elections, business items, and
a presiding bishop—a long-time minister and
mentor leaned over to me and said, “This is
how the sausage gets made. It might make you
a vegetarian.” At the time, I was preparing for
ordination in the United Methodist Church, and
the business-side of religion was not what I thought
of when I considered the ministry. However, what
I’ve come to learn about ecclesiastical governance
is that it is deeply rooted in religious history and
ultimately shapes the future, too. Our theme for
this month is focused on authority and leadership,
and the perfect time to highlight our governance
model at FUS.
In the August 2018 edition of The Madison
Unitarian, I described the difference between
two ecclesiastical polity models as the basis
for describing where the power to govern lies
within a religious community. In the case of FUS,
the power lies with its membership, or what is
known as “congregational polity.” At its core,
congregational polity takes a “ground-up” rather
than a “top-down” model for authority. In other
words, FUS doesn’t report to a bishop or another
governing body. Instead, decision-making is rooted
in our membership as outlined in our bylaws.We
share our congregational polity model with other
traditions such as the United Church of Christ
(UCC), Disciples of Christ, and Baptist, Quaker,
Jewish, some Sikh, and some Islamic traditions.1
In Conrad Wright’s introduction to his book,
Congregational Polity: A Historical Survey of
Unitarian and Universalist Practice, he draws a
significant connection between polity as evidence
of theology. “Our polity is important because
it defines the way in which we believe human
beings should be related to one another for
ecclesiastical purposes, and it may be a guide or
model for human relationships of other kinds.”2
For Unitarian Universalists, the Fifth Principle
1
2

“Congregationalist polity.” https:/
en.wikipedia.org/wiki/Congregationalist
polity.
Wright, Conrad. Congregational Polity: A
Historical Survey of Unitarian and Universalist
Practice. Boston: Skinner House Books,
1997: 2.

Brittany
identifies democracy as a core value
(or as Wright might say “theology”)
and specifically outlines the right to
“the democratic process within our
congregations and in society at large.”3
Most things are managed well in theory,
but when it comes to the practical
application of theology, developing
a governance model that aligns with
core values and meets everyday needs
can prove challenging. Dan Hotchkiss,
the author of Governance and Ministry:
Rethinking Board Leadership, addresses this
challenge by recognizing that “it is easy to
say that ‘the church should run more like
a business’ without recognizing that in
some respects, churches should and do
run very differently.”4 Hotchkiss admits
that we default to a business model of
governance because that is often what
we know from our own experiences,5
but he draws an important distinction
for churches—the difference between
governance and ministry.6
3
4

5
6

The Seven Principles. https://www
uua.org/beliefs/what-we-believe
principles.
Hotchkiss, Dan. Governance and
Ministry: Rethinking Board Leadership
Virginia: The Alban Institute, 2009:
57.
Ibid., 29.
Ibid., 59.
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Hotchkiss defines the role of governance as
setting the mission, developing a strategic plan
in relation to the mission, evaluating the goals
of the strategic plan, and protecting people and
property.7 Interestingly, Hotchkiss defines ministry
as “everything else” including everyday work
and some decision-making processes.8 Ideally,
both governance and ministry work together
in partnership, but to be effective, Hotchkiss
emphasizes that there must be “a firm and wellmarked boundary” between the two.9 While I
would argue against defining ministry as what’s left
over from governance, his distinction is crucial in
identifying how we govern ourselves versus how
we do our work.
Dan Hotchkiss remains a consultant with FUS
regarding our governance structure, and his work
was central in the 2011 governance restructure
FUS adopted in 2013. For the most part, our
governance structure is based on the Hotchkiss
model. There are many aspects of his work we
could focus on, but what I hope to demonstrate
is how his model works at FUS via our bylaws.
Throughout his book, Hotchkiss identifies what
makes for good governance and specifically
highlights the role of the Board of Trustees as the
representative of the membership while remaining
“accountable to the congregation.”10 At FUS, we
order ourselves through our living document,
the Bylaws of the First Unitarian Society of Madison,
ultimately passed by members in 2013.11 The
bylaws define the boundary between governance
and ministry and establish guidelines for how the
two should work together. The bylaws define
membership requirements, establish the board
and its responsibilities, and outlines who and how
to call ministers.12 It’s a living document because
it can be amended and requires a review every
ten years.13
7
8
9
10
11
12
13

Ibid.
Ibid.
Ibid., 64, 58.
Hotchkiss, Governance and Ministry, 5.
“FUS Governance Overview for FUS
Staff.” First Unitarian Society of Madison
Madison, WI. July 17, 2013. Slide 4.
Ibid., 2.
“Bylaws of the First Unitarian Society of
Madison.” June 2, 2013. Article X, Section
2.
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Our bylaws define what is the board’s work
and what decisions only the membership can
make. We’ll explore each in the next section,
but it’s important to remember that both the
ministerial staff and non-ministerial staff do
not have authority in relation to governance.
The decision-making entrusted to them is
considered part of the ministry work at FUS,
and they work in tandem with the governance
process.
The Board & The Parish*:
How Members Work Together
In accordance with the bylaws, the board must
have seven voting FUS members (congregants
who meet the requirements of membership
as outlined in Article IV) and include the
ministers and the Executive Director who are
non-voting members of the board.14 Within
the seven members of the board, there are
three officer roles, including the president,
president-elect, and secretary.15 All voting
members of the board must be elected by
eligible FUS members at a required annual
parish meeting.16
The elected members of the board are given
“authority to act on behalf of the Society” as
outlined in the bylaws and recommended by
the Hotchkiss model.17 The board is called to
focus on mission and vision, develop goals that
align with meeting the mission, create policies
that allow staff and members to meet these
goals, evaluate the progress of these goals,
and ultimately evaluate their own work.18 The
bylaws also require the establishment of four
committees to assist the board in their work.
These committees include governance, finance,
personnel, and nominations.19 Additionally, the
board is permitted to create ad hoc task forces
as the need arises, such as the Ministerial
Research Task Force, to assist the board with
their work.20
14
15
16
17
18
19
20

“Bylaws of the First Unitarian Society of
Madison,” Article V, Section 2.
Ibid., Article VI, Section 1.
Ibid., Article VIII, Section 1, Article III,
Section 3.
Ibid., Article V, Section 1.
Ibid.
Ibid., Article VII.
Ibid., Article VII, Section 3.

While it would appear that our bylaws have
delegated much authority to members of the
board, there are clearly defined decisions
which require a parish vote. These decisions
include: approving the annual operating budget,
electing and removing board members, calling
and dismissing ministers, amending bylaws, and
some decisions relating to our assets.21
Collaborative decisions between the board
and the parish happen at parish meetings.22 If
an action requires a parish vote, this meeting
is the polling place for FUS members. Parish
meetings may serve as our official voting
booths, but this is not meant to be the only
space where the board and the parish interact.
In fact, Hotchkiss explicitly advocates for an
open question process.23 These open questions
are intentionally designed to promote dialogue
and the exchange of information and ideas
between the board and the parish.24 FUS is
such a large congregation that many of our
important conversations must happen in
a variety of formats. This very public open
question process happens at FUS in the form
of town halls where the Rev. Doug Wadkins
has facilitated congregational input on vision
and mission, and it also happens when Board
President, Terri Pepper, asks for feedback at
non-voting parish meetings. Responses to
open questions are also received via emails,
informal conversations in the Commons,
group meetings with the transition teams, etc.
The interim period has brought our governance
model to front and center stage. There is
tension among us with differing thoughts on
where we should be going and how these
decisions are determined. Essentially, we’re
experiencing the sausage stage of ecclesiastical
polity. However, this is a critical time when our
governance model proves its worth in helping
us live out our core values. Our bylaws set
the ground rules, but it’s the membership that
21
22
23
24

makes it happen. When you attend town
halls, parish meetings, speak with members
of the board after services, write to the
interim transition team, add your name to
be considered for committees, and vote, you
are making sure this governance model isn’t
just good in theory.
Dan Hotchkiss states in his first chapter that
“no congregation can succeed by relying on
its board or staff to come up with all the
ideas.”25 He ends his book by saying, “It is
worth remembering that [conflict] is a price
we pay for the creative and life-building
possibilities of healthy congregations.
Congregations can infuriate, amuse, and
outrage us—and they can protect the
vulnerable, inspire the cynical, and heal the
sin-sick soul.”26
Ecclesiastical polity isn’t always the
glamorous-side of community life, but how
many opportunities in modern society
do we have to build a community that
is intergenerational, values-centered,
difference-embraced, and where the work
of justice is lived out? We live in a time when
it’s socially acceptable to not be part of a
religious community, but we keep showing
up because there is something about this
place that continues to call us together. In
this spirit of togetherness, please join your
fellow members for the next parish meeting
on Sunday, February 2.
*The term parish is used to refer to the
Society in Article III, Section 1, of the
current bylaws.

25
26

Hotchkiss, 6.
Hotchkiss, 198.

“FUS Governance Overview for FUS
Staff,” slide 3.
“Bylaws of the First Unitarian Society of
Madison,” Article III, Section 3.
Hotchkiss, p. 148.
Ibid.
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fus board of trustees
The Board of Trustees are elected by the membership each spring at a parish meeting and begin
their three-year terms at the start of the new program year on July 1. Board meetings are held
monthly, and members are invited to attend these meetings. Both meeting agendas and minutes are
available online at www.tinyurl.com/fusboardmeeting. An archive of parish meetings can be found at
www.fusmadison.org/welcome/governance.

Terri Pepper,
President

John McGevna,
Secretary

Rebecca Paradiso de Sayu

Creal Zearing

Dorit Bergen

Tom Dulmage

Elinor Hill-Gorman
Youth Advisor

Sonia Grade
Youth Advisor

Mike Lienau
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Community information
Wheel of Life
We send our love to the family of Dick Walker who passed away on November 23, 2019. A service
of remembrance was held at FUS on December 7. Our thoughts are with Margy Walker and their
children Brad, Tim, and Lisette, as they mourn the loss of a vibrant, generous, and compassionate
soul.
Child Dedication: January 4 & 5
A child dedication is a uniquely Unitarian Universalist naming ceremony which offers parents the
opportunity to have their child blessed by our congregation, their family, and our ministers. During
this time, our congregation commits to helping the child grow in ways of love, truth, justice, and
peace. Our next child dedication will be held during regular worship services on January 4 & 5.
Contact the Rev. Kelly Crocker to include your child[ren] or to learn more.
Trees For Tomorrow Retreat: February 14–16, 2020
Our annual Trees for Tomorrow Winter Wonderland weekend features fellowship, excellent
cross-country skiing, snowshoeing, and other winter activities at Trees for Tomorrow in Eagle
River, WI. It is a fun, family-friendly weekend. Registration includes six meals (Friday night chili
dinner through Sunday lunch); two nights lodging in rustic rooms, and a Saturday night nature
presentation. Cross-country ski equipment, snowshoe rental, and beginner ski lessons are
available. Cost is $150 for adults and youth ages 13 and older, and $110 for youth ages 6 to
12. Children under 6 are free. Registration is available at www.fusmadison.org/trees, and the
deadline is Monday, February 3, 2020.
“Close the Gap” Campaign: An Update
In November, our leadership and ministerial teams shared with you our efforts to raise the remaining
$120,000 needed to reach our Stewardship Campaign goal for this year’s operating budget. Your
generosity continues to demonstrate the importance of FUS in your lives and in our greater
community. Thank you.
For more information, to read the email, or to donate, please visit www.fusmadison.org/closethegap.
You can contact Project Coordinator, Cheryll Mellenthin, at cheryllm@fusmadison.org or 608-2339774 ext. 130 with questions.
A Note of Gratitude
A heartfelt thank you for your generosity in providing joy and a helping hand for local families
this past holiday season and beyond. Your gifts and contributions for The Road Home through our
Giving Tree and money raised for eviction prevention in Dane County through Madison-area Urban
Ministries will make a difference in many lives in the year ahead.
Parish Meeting
Mark your calendar for our next parish meeting on Sunday, February 2, 2020, starting at 12:30 pm
in the Atrium. Lunch will be provided by the Food Haulers, and childcare is available (please register
for childcare at www.fusmadison.org/childcare).
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Tuesday, Jan. 7, 14, 21, 28
Centering Prayer @ 4:45 pm

6

SUN

28

21

14

7

tue

Wednesday, Jan. 8, 15, 22, 29
Qigong Japanese Crane
@ 12:30 pm

Men’s Group
@ 7 pm

FUS Closed

Shawl Ministry
@ 10 am

Mon

Board Meeting
@ 6:30 pm

MOSES Meeting
@ 3:45 pm

FUS Closed

wed

Shawl Ministry
@ 10 am

thurs

30

23

25

18

11

4

Missional Identity
Town Hall
@ 1:30 pm

2nd Saturday
Potluck @ 6 pm

Grief Support
@ 10 am

Sat

Sunday, Jan. 5, 12, 19, 26
Insight Buddhist Meditation
@ 6 pm

2nd Friday Book
Club @ 2 pm

First Friday Film
@ 5:45 pm

Friday, Jan. 10, 17, 24, 31
Noon Musicales @ 12 pm

31

24

17

10

3

Fri

For more happenings, visit us online
at www.fusmadison.org and click on
“Event Calendar” under “Happenings.”

Oakwood Gathering
@ 2:30 pm

16

9

2

Thursday, Jan. 2, 9, 16, 23, 30
Japanese Crane @ 5 pm

29

22

15

8

1

January

5
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A M o n th o f S e r v i ce s
Saturday services at 4:30 pm in the Landmark Auditorium
Sunday services at 9 & 11 am in the Atrium Auditorium

January 4 & 5

“What Does It Mean to Be a People
of Authority and Leadership?”
with the Worship Team

January 18 & 19

“Moral Leadership”

Rev. Douglas Wadkins, Interim Senior Minister

There are many layers to our important monthly
theme of authority and leadership. Beginning with
what it means at the core of our being as an
individual to explore one’s own power, and moving
all the way to what it means to be a citizen of
the world in a time of deep turmoil. This service
will seek to create some common foundational
understandings for exploring this crucial and
dynamic theme.

In a time when we honor the legacy of Martin
Luther King, Jr. and also explore the possibility
of impeachment of the President of the United
States, it seems especially timely to explore the
role of ethics and morality in our lives communally
and individually. What are the implications of
larger moral and ethical questions in the midst of
the time in which we live? How might it call us to
act as individuals and as a community?

January 11 & 12

January 25* & 26

“Partners in Power, Allies in Authority”
Rev. Kelly J. Crocker,
Minister of Congregational Life

“Singing the Journey”

with Drew Collins, Music Director

Authority...it’s complicated, it’s challenging, it’s
sometimes feared and often avoided. We each
have our own relationship with it—when it has
been denied or granted, challenged or negated.
UUs have often challenged authority with
intellect, reason, facts, or righteous indignation.
Our history is filled with those who were brave
enough to question authority. But now that we
have questioned it, what comes next? We’ll take a
look at the power and authority living within our
shared ministry, and how we come to know what
we know to be true for each of us individually and
for our life together.

Around the world and throughout history,
humans have built beloved community through
the arts. Music is used to tell stories, worship, give
thanks before a meal, bring about social change,
and so much more. In many ways, this service will
feel like a good old fashioned hymn sing. (We will
even take requests from the congregation!) We
will also learn about hymnody, the role of music
in worship, and our own singing voices. Join us as
we discover the intersection of music, voice, and
spirituality.
*All three services will be held in the Atrium
Auditorium.

A Month of Musicales

This Friday series begins at 12 pm in the Landmark Auditorium
January 10
Dafydd Bevil,
horn

January 17
Oakwood Chamber Players

January 24
Kangwon Kim and Friends,
String chamber music by
Haydn, Wolf, and more.

January 31
Karlos & Melinda Moser,
*Join us in the Atrium
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