
Minutes of the Board of Trustees Meeting, 
 

Meeting at 5:00 pm by Zoom 
January 21st, 2021 

 
MISSION STATEMENT: All Souls Unitarian Universalist Congregation is a liberal religious 
congregation that nurtures lifelong spiritual development.  We covenant to create a welcoming, 
caring, justice-seeking community within and beyond these walls. 
  
VISION STATEMENT:  All Souls welcomes seekers to our liberal religion and offers a 
transformative worship experience. We act boldly, compassionately, and publicly for justice. We 
intentionally share the message of Unitarian Universalism. While building a congregation of 
over 300 members, we broaden and deepen our ministries with community partnerships and an 
integrated campus. 
  
Call to Order at 5:00 pm  
        
Members present via Zoom: Sean Elliot, Sally McGee, Katrina Bercaw, Tom Lescoe, David 
Burnside, Karen Ethier-Waring, Bruce Cummings, Bradley Mock 
 
Members not present:    
 
Others present: Rev. Carolyn Patierno, Ann Kadlecek, Perry Montrose, Robert Bunting, Neal 
Overstrom 
  
Minutes of meeting: Meeting minutes from the December 17th, 2020 board meeting and 
December 20th, 2020 special town hall meeting were reviewed and approved.  
      
Correspondence: Carolyn said we received many thank yous. 
       
Mission/Vision  

1. Discussion of building plans – Sally reminded everyone that we are having a board retreat on 
Saturday to discuss the potential options for moving forward, so this discussion is very important. 
Carolyn put the options into the Zoom chat. 1) Phasing: Plan A foundation and parking lot now 2) 
Plan B, pared-down plan save ~$200K  3) foundation for large 4) foundation for smaller version 
5) hold until we have all pledges plus strategies for addressing the gap. Carolyn shared that 
Debbie hopes where we land after Saturday is hearing what questions we need to ask of Carlyn. 
Carolyn asked Neal to talk us through the options. Neal started with a bit of context on why we’re 
revisiting options. We reached back to some of our very early conversations well before we had 
an architect. Looking for any way to save some money. All of the opinion that there is little room 
for going back and revisiting the current plan. We won’t get to saving significant money by small 
changes to the current plan. Went to a back to basics approach by revisiting the earlier 
discussions that simply looked at adding a community room. Current plan has significant 
demolition. Former plans concentrate on the side of the building just adjacent to Unity Hall. If we 
look at just the buildable space constrained by the easement. This would still allow more building 
to the south in the future. Tom asked for clarification on where south is, Neal said it’s at the 



entrance (Jay Street). Tom asked if the plan included a kitchen renovation, which it does but no 
changes to the plant, just the same level of fit out. Neal and Spencer Johnson looked at what we 
could be done moving out into the parking lot. Carolyn shared the drawings with the board. The 
building committee asked Carlyn for a rough estimate of what this plan would save us. Carlyn’s 
rough estimate was that the plan would save us about $200,000. We can’t know for sure what the 
savings would be without design drawings. We would have to pay for a new set of architectural 
drawings. There is savings though. The building committee was hoping for $300K savings. Tom 
asked if the kitchen size would change. Neal said it would be essentially the same size but with 
improvements. Neal said they committee is mindful that the more they start changing the interior 
the less we save on demolition costs. Perry said that in the larger plan the demolition included 
part of the Emerson Room. We thought that would take care of the mold issues. He wonders if 
this plan will be able to take care of that issue even though demolition won’t be done. Neal said 
Carlyn did address that and other means would be necessary. Bruce asked what percent of the 
total project is related to demolition, site work, etc. rather than actual building work. Neal said he 
doesn’t have a number tonight. When they were looking at the option of just doing some of the 
site work his recollection was that we were looking at less than $200K for that portion of the 
project. Bob said once we have design drawing done we can start looking at “plus ups” that can 
be taken out if we need to save money. Carolyn said that leakage in the Emerson Room has been 
a significant problem. Bradley asked if the main entrance now goes into the community room. 
Bob said they are envisioning a vestibule inside that entrance for temperature control. Neal said 
that it could be a main entrance during services. Neal said they are looking at different means of 
separating the community room from Unity Hall. Tom asked what a reasonable amount of cost 
per square foot is for new construction. Neal said they all concur that they are surprised by the 
cost per square foot of this project. Carlyn acknowledged that but said we’re not getting economy 
of scale because there is a lot going on in a small footprint. Tom asked if this design includes the 
regrade of the parking lot. Neal said it does. Tom said that obviously that need is driving the cost 
per square foot. Carolyn said that isn’t the only thing, which Neal agreed with. He said there’s not 
one thing that’s driving the cost per square foot.  Bruce asked what about in twenty years when 
we want to do another project, how do we minimize the costs associated with things like 
environmental site remediation et al. Bob said there are three areas we can build, and showed 
them on the building drawings. Anything we do with the parking lot now will not need to be 
redone in the future. Soil remediation issues will need to be addressed for any space we’re going 
to build on. It probably doesn’t make sense to do remediation now on areas we won’t be using 
right now. Tom asked if we could build up from the current (new) build. It would have to be 
designed that way, and we would need an elevator. The next option Neal talked about was 
moving forward with the existing plan and build when we have all the finances available. The 
other option is to just do the site work and complete the project at a later date. The next option is 
to do just the infrastructure for the smaller footprint. All of these options are contingent on the 
financing. Tom said another key thing is to understand the numbers so we can understand what 
our monthly payment on the debt so we can determine if we can absorb that into our monthly 
operating budget. Katrina said the new plan is not a complete redesign, and much of the work that 
has already been done could still be used. Tom asked what it means that it’s not a new design 
build, do we not have to go back to the architect. Bob said to envision it as a sort of cut and paste. 
The contractor would take on the responsibility to ensure that everything is done according to 



code. David mentioned that the one option we haven’t discussed is to put everything on hold. 
Neal said the issue is even if you wait, will that be enough to cover all costs plus mortgage. We’re 
operating at a disadvantage by not knowing all the costs associated with waiting. Brad said the 
way he sees it we have two different decisions we’re looking at. One is the much more pared 
down version, and is it acceptable for us to go with that. The other is the timing, do we start now 
or do we wait until we have all our financing in hand. Brad asked if we’re looking for a board 
recommendation on each of those two. Sally said we’ll have a discussion about that at our mini-
retreat. She isn’t sure that putting options forward is the best way to go or should we just make a 
recommendation. Bruce said none of the four possibilities can be addressed until we have more 
information from Dime Bank. Carolyn said that is what Neal said. She is looking for a path 
towards a decision. In order to do that, we need to understand cold what the options are, and how 
the financing impacts each of these decisions. Brad said the number one issue we have had is that 
the bank want cash on hand, and we will be digging ourselves into a hole without getting cash on 
hand. Karen said she wonders if we need to say we need a partner to get where we want to go, 
how can the bank help us? Sally said going with site work and a foundation first makes her 
uneasy because we could end up with a foundation that sits for years. David said that he doesn’t 
understand how we can address our matrix of small/smaller and now/later if we don’t know what 
Dime Bank will finance. Bob Bunting said we have to consider the new numbers for the smaller 
footprint to be 1.6 to 1.9 million. Sally said she thought she remembered an email with numbers 
from Dime. Tom will try to find it. Brad said that the amortization schedule is very important. 

 
2. Announce 6:30 pm on Thursday February 4th 2021 (commit to keep to one hour) special board 

meeting to discuss UUA Widening the Circle Report – make sure to have your discussions and 
add to your calendar. 
 

3.  Carolyn said that Ann has asked if All Souls would ordain her. Carolyn explained that generally 
the congregation that calls you ordains you, but Ann is very interested in visiting ministry, so she 
wouldn’t be called by a settled congregation. Congregations that become a teaching congregation, 
which All Souls is becoming, tend to do more ordinations. The board was in favor. Tom moved 
and Katrina seconded, all were in favor. 
 

4. Sally noted that 2021 is Carolyn’s twentieth year. November is her anniversary month. 
Business 

1. Liaison reports – Liaison reports are available in the board materials. Minister’s report - Carolyn 
shared that Arlene Stoltz will be resigning in mid-June. Her husband is retiring and they are 
planning on travelling. We have to begin thinking about a search process. Perry highlighted that 
they had a combined youth group with the other congregations on January 10th. The adult faith 
formation has gotten really good signup. 

2. Treasurer’s report-Tom said his report is available in the board materials folder. Tom discussed the 
strict limits on the PPP loans based on decreases in income, and we don’t qualify based on our 
decreases. We also had a net gain in our operating budget for December. Finance looked at 
pledges received over the last three years. We’re in a good spot regarding people living up to their 
pledges. 

3. Budget discussion – Brad said thanks for doing the year-end analysis. Sally asked if the spreadsheet 



Tom sent out is there a tab for next year’s budget. Tom said there are seven tabs but the most 
important is the budget vs. actual. Sally was trying to move us to the 2021-2022 budget 
discussion, but Tom said he felt it was a little premature. What we need right now to balance the 
budget is pledges of $425,000, which is a huge ($100,000) leap over previous years. We have to 
remember we included paying back the capital campaign. It’s sort of up in limbo because we’ll 
have to pull that payback back. The finance committee needs to go over this with a fine tooth 
comb, and items will need to be cut. Sally asked if we should plan on having more discussion 
next month. Tom said he hopes so. Carolyn asked what kind of hole it would put us in if we 
cannot have a tag sale? Tom said it may be absorbed in our net operating income. We should still 
try to do it though because as the year goes on the net operating income tends to decrease. Also 
SailFest parking and Friday Night Folk income is lost. Sally mentioned the possibility of online 
tag sales. E blast item to ask people to run this. 
 

 
Calendar  

1. Lead donor event, Friday January 22nd from 7:00 pm. 
2. Special board retreat for building discussion, Saturday, January 23rd from 9:00 to 10:30 
3. Special Widening the Circle Board Meeting Thursday February 4th, 2021 from 6:30 pm to 

7:30 pm 
4. Executive Committee Meeting, Tuesday, February 9th, 2021, 5:00 pm via zoom. 
5. Board of Trustees Meeting, Thursday, February 18th, 5:00 pm via zoom 

Respectfully submitted by David Burnside  
  
 


