Report on the Proposed Constitution of The Urantia Book Fellowship

This report aims to provide the General Council with a comprehensive understanding of the
work required to transform the proposed Constitution into a fully functioning governing
document. It highlights areas in the proposed Constitution that need clarifying language, further
refinement, specific policies, or additional chapters in the Operations Manual. The report also
offers cautionary notes and informative insights, especially when comparing the proposed
Constitution to the existing Constitution and By-Laws.

Understanding the Scope of Changes

The proposed Constitution represents a significant shift from the existing governance
documents. It consolidates the original Constitution and the two sets of By-Laws into a single
document. While this streamlining has merits, it also means that many detailed provisions from
the original documents are either omitted or require elaboration in the Operations Manual. The
General Council should be aware of the magnitude of work involved in filling these gaps to
ensure effective governance.

Key Areas Requiring Further Development

1. Membership Provisions:

o Clarifying Eligibility and Rights: The proposed Constitution simplifies
membership qualifications but lacks detailed provisions on membership
categories, rights, and obligations. Specific policies on member expulsion,
suspension, and appeals are absent. Comprehensive procedures to address
disciplinary actions must be developed and included in the Operations Manual,
ensuring fairness and due process.

o Maintaining Membership Records: The secretary is responsible for maintaining
accurate membership records. However, the record-keeping, data privacy, and
periodic verification procedures must be detailed. Policies outlining these
processes should be established to maintain transparency and accountability.

2. Affiliated Partners and Societies:

o Defining Governance Structures: While the proposed Constitution introduces
Affiliated Partners and Societies, it lacks detailed governance frameworks for
these entities. Although the intention may be to allow them a high degree of
autonomy, this autonomy could present significant challenges. Without specified
organizational structures, leadership roles, and decision-making processes, the
Fellowship may have limited control or guidance over their behavior. Affiliated
Partners and Societies could use the Fellowship's name due to their affiliation
and potentially engage in activities inconsistent with the Fellowship's mission and
values, thereby harming its reputation.

The absence of clear governance structures means that the Fellowship cannot
ensure these groups uphold its standards or adhere to its principles. This lack of



structure could lead to inconsistencies in practices and representations
associated with the Fellowship, potentially causing confusion among members
and the public. Without defined guidelines, Affiliated Partners and Societies might
engage in activities that, while well-intentioned, do not align with the Fellowship's
mission and values. To mitigate these risks, the Operations Manual should
specify governance frameworks for Affiliated Partners and Societies, including:

m Organizational Structures: Guidelines for organizing these groups to
ensure accountability.

m Leadership Roles: Definitions of leadership positions and their
responsibilities within the groups.

m Decision-Making Processes: Procedures outlining how decisions are
made, promoting transparency and consistency.

m  Mechanisms for Interaction: Clear channels for communication and
collaboration with the Governing Board to maintain alignment with the
Fellowship's mission.

By establishing these governance structures, the Fellowship can maintain
oversight, provide support and guidance to affiliated groups, and protect its
reputation while allowing for autonomy.

3. Governing Board Roles and Responsibilities:

o

Election Procedures: The proposed Constitution outlines the composition and
terms of the Governing Board but provides limited details on the nomination and
election processes. Comprehensive procedures for nominations, candidate
vetting, election timelines, voting methods, and handling of vacancies need to be
established and included in the Operations Manual. Developing these detailed
procedures will ensure transparent and fair elections and provide clear guidance
for all involved parties.

Delegation of Authority: The Governing Board has broad powers, including
delegating authority. Specific guidelines and limitations on delegation should be
defined to prevent misuse of power and ensure accountability.

Removal of Members: Although procedures for removing Governing Board
members or officers for cause are mentioned, they lack detailed processes. The
Operations Manual should elaborate on the grounds for removal, naotification
procedures, rights to a fair hearing, and appeal mechanisms.

4. Officers and Management Team:

O

Defining Roles and Duties: While officer positions are specified, the detailed
duties and responsibilities are not fully articulated. The Operations Manual should
provide job descriptions, performance expectations, and reporting requirements
for each officer role.

Management Team Structure: The composition and function of the
Management Team need further clarification. Policies should outline how



additional appointments are made, the scope of their authority, and their
relationship with the Governing Board.

5. Judicial Commission:

O

Conflict Resolution Policies: The proposed Constitution assigns the Judicial
Commission the role of overseeing conflict resolution but lacks specific
procedures. Developing comprehensive conflict resolution policies in the
Operations Manual is crucial to managing disputes effectively.

Interpretation of the Constitution: Procedures for how the Judicial Commission
interprets the Constitution and renders opinions need to be defined. This includes
guidelines on handling constitutional queries, decision-making processes, and
dissemination of interpretations.

6. Financial Management:

o

Detailed Financial Policies: The proposed Constitution mentions that fiscal
policies will be in the Operations Manual. These policies must cover budgeting
processes, financial controls, investment strategies, fundraising activities, and
financial reporting requirements.

Audit Procedures: While an annual independent audit is mandated, the scope
and frequency of internal financial reviews should also be established. Clear
policies on financial accountability will strengthen organizational integrity.

7. Amendment Process:

o

Member Involvement: The amendment procedure primarily involves the
Governing Board, with limited input from the general membership. Policies
should be developed to allow broader member participation in significant
constitutional changes, preserving democratic principles.

Protection of Core Principles: Consideration should be given to protecting
fundamental aspects of the organization from easy amendment. This may involve
requiring a higher threshold for changes affecting the core mission or member
rights.

8. Operational Policies and Procedures:

O

Operations Manual Development: The Operations Manual will be a critical
document supplementing the Constitution. It must cover all operational aspects
not detailed in the Constitution, including:
m Meeting Procedures: Detailed guidelines on scheduling meetings, notice
requirements, quorum definitions, agenda preparation, and minute-taking.
m  Communication Policies: Internal and external communications
standards, including transparency practices and member engagement
strategies.
m  Record-Keeping and Document Management: Procedures for
maintaining organizational records, data protection policies, and access
rights.



m Volunteer and Employee Management: Policies governing the
recruitment, management, and evaluation of volunteers and employees,
including codes of conduct and conflict of interest guidelines.

o Transition Plans: The Constitution includes transitional provisions, but detailed
plans are necessary to guide the organization through the changeover. These
plans include timelines, responsibilities, and communication strategies to ensure
continuity.

Estimating the Workload Required

Transforming the proposed Constitution into a fully operational governing document will require
substantial effort. The General Council should consider the following estimations:

e Drafting the Operations Manual:

o Content Development: Given the number of areas requiring detailed policies,
drafting the Operations Manual could involve creating 20-30 comprehensive
chapters or sections. Each policy area may require research, consultation with
legal experts, and alignment with best practices.

o Time Commitment: Assuming each policy chapter takes approximately 20—-30
hours to develop, the total time investment could range from 400 to 900 hours of
work. This workload may be spread across multiple individuals or committees.

e Legal Review and Compliance:

o Ensuring Legal Compliance: The new Constitution and Operations Manual
must comply with lllinois state laws and federal regulations for non-profit
organizations. Engaging legal counsel to review documents is essential.

o Time and Cost: Legal reviews can be time-consuming and may involve
additional costs. Budgeting for professional services is advisable.

e Member Consultation and Feedback:

o Engaging Members: Consultation processes should be established to foster
acceptance and ensure the policies meet the needs of the membership. These
could include surveys, focus groups, or town hall meetings.

o Timeframe: Allowing sufficient time for feedback may extend the development
process by several months but is crucial for member buy-in.

e Training and Implementation:

o Educating Leadership and Members: Once the governing documents are
finalized, training sessions will be necessary to familiarize Governing Board
members, officers, and staff with the new policies.

o Resource Development: Creating training materials, guidelines, and FAQs will
facilitate smooth implementation.

Cautionary Notes and Informative Insights



e Risk of Ambiguity: The proposed Constitution's brevity may lead to ambiguity in
interpreting roles, responsibilities, and procedures. Without detailed policies, there is a
risk of inconsistent application and potential conflicts.

e Dependency on the Operations Manual: The new governance structure's success
heavily relies on the timely development of the Operations Manual. Delays or incomplete
policies could hamper organizational effectiveness.

e Change Management Challenges: Transitioning to a new governance model can be
disruptive. Clear communication, transparency about the changes, and support
mechanisms are essential to manage resistance and maintain organizational stability.

e Preserving Organizational Memory: The current Constitution and By-Laws contain
valuable provisions developed over time. Care should be taken to preserve effective
practices and lessons learned to avoid repeating past mistakes.

e Legal Implications: Rescinding previous By-Laws and consolidating governance
documents must be done carefully to avoid legal pitfalls. Ensuring all required provisions
under state and federal laws are included is paramount.

Conclusion

Adopting the proposed Constitution will involve significant work to develop the necessary
supporting documents and policies. The General Council should weigh the benefits of a
streamlined Constitution against the effort required to operationalize it fully. A detailed project
plan, resource allocation, and a realistic timeline are essential to navigate this transition
successfully. By proactively addressing the areas outlined in this report, the General Council can
ensure that The Urantia Book Fellowship continues to function effectively and remains true to its
mission.



