First Universalist Church of Yarmouth

Board Meeting

1/19/2010

Present: Ruth White, Deb Rice, Jen McAdoo, David Kennedy, Chuck Murray, John Vogt, Rev. Jennifer Emrich, Erik Uhl, Mona Panici, Jane Cleaves. Lisa aesthetics, Tom finance, Bruce B&G, Judy board,

Minutes of 12/14/2009 approved

Executive Session

The Board met in Executive Session at the beginning of the meeting. On review, the Board considered and accepted the resignation of Deb Sawyer, Church Musical Director.  Her term shall end on July 5, 2010.

Campus Plan Task Force Report – Marge Titcomb

The task force distributed the plan and financial review with the Members of the Board. The Church has historically replaced the steeple and added the RE wing in the past 15 years as the major projects.  The task force reviewed campus needs and recommended that the Board adopt the “Stewardship of Place”, with emphasis on energy conservation, safety, and a welcoming environment.  

 It is recommended that

1 . A campaign to make major upgrade improvements to the present campus be undertaken.

2.  A Savings Plan recommended to be put into place of $2000/year to help handle future repairs.

The proposed improvements were then reviewed.

Priority 1(most urgent) projects total $19,000.  The Priority 2 projects total $17,000.

This was outlined in the task force attachment.

The Board deeply appreciates the work provided by the task force. Marge requested from the Board any modifications that they may wish to make and that it be presented to the mid-year meeting.   David asked that the insulation recommendation that are currently priority 2 be moved to priority 1.  The Board agreed with this. This would increase Priority 1 to $24,800.

Stewardship Discussion

Stewardship is “to take care of that which belongs to another”.  The “another” are future members.  The “that” is the physical property. Assets, Staff, and Programs.  “Take care of” is financial care for, lead, improve, and grow these entities. Financial monitoring is well in hand.  Providing for Staff and Programs has historically come through annual fund raising on an ad hoc basis. Canvassing is also done relatively ad hoc.  It is not a year round activity.  The amount one gives is closely associated with the degree with which one is connected to the Church and its activities.  Stewardship needs to assure that those connections occur and thrive.  This currently is not oversighted in a formal fashion.

It is proposed that there be a Membership Committee of 4 or 5 dedicated individuals whose purpose is to meet with approximately 8 families each over the course of a year (this would be 25% of the congregation). Membership canvassing (“talking to people”), Pledge Campaign, and Endowments, and New Comer Gatherings comes under Membership.

  All families would be visited over a 4-year period.  Concentration here would be on “connectedness” as opposed to financial.  There would be another group that would do visits concentrating the fiscal and financial aspect of the Stewardship. Each family would be visited every other year.  

Success would be measured on the fund raising year to year, the growth of the endowments, and the degree to which the Congregation is engaged in Church Programs.  Stewardship would include Finance, Fundraising, Membership, and Strategic Planning.  These would be 4 separate committees. 

Loan Authorization

Authorization to give David Kennedy and Donald Harding authority to execute the TD Bank North Mortgage loan documents was unanimously approved.  

Next Board Meeting 2/8/2010

Campus Plan Team Report approved by the Board 1/19/2010 

Campus Plan Team:  Marge Titcomb, Tom McAdoo, Bruce Butler, Lisa Murray, Judy Cormier

As "charged" by the Board, the Campus Plan Team has prepared an initial prioritized inventory of potential projects needing consideration for both the Church and the Parsonage.  We reviewed the Energy Audits performed summer 2009 by Horizon (Dave Milliken), B&G project lists, and Aesthetic Committee lists.  We received many estimates and consulted with Horizon to prioritize energy conservation items. We then considered several alternative scenarios, which have not been submitted to vendors for revised estimates; these items are noted as "guestimates".  Nearly 100 potential projects have been identified ~ what follows is only a subset of more urgent items.  The "Priority 1 Projects" total $24,800.  (Priority 2 Projects total $11,900 and are identified in the accompanying spreadsheet.)

Church Main Building (not the RE wing) ~ Priority 1 Projects = $12,700

Energy Conservation ($3,700).  We recommend three Priority 1 Projects.  First, moisture seal and insulate the walls of the crawl space under the Gathering Room ($2500); this task is #3 on the Audit Report regarding energy conservation, but moisture mitigation should be completed before insulation work is undertaken.  Second, reduce loss through the Sanctuary windows by sealing the fixed sash with clear silicone, and weather stripping the operable sash with copper “V” flashing; this could be done with volunteer work ($600 guestimate).  Third, additional volunteer effort to continue reducing drafts and air leaks, including around doors and the furnace room; modest material expense will be incurred to do this work ($600 guestimate).  
We identified three long-term items.  First, add insulation above the Sanctuary ceiling; we do not recommend this as an urgent priority due to the cost of $7500 plus volunteer effort and long payback of about 10 years at today's oil prices.   Second, add insulation to the Sanctuary walls, at a cost of up to $11,000 depending upon the quantity of insulation needed; adding insulation to the Sanctuary walls is likely to cause damage to the fragile plaster and, as the single most expensive item on the priority list, we recommend this step be included in the larger Sanctuary Renovation project.  See Sanctuary Renovation notes later in this report before considering insulating the Sanctuary walls!  (According to Dave Milliken, the above two tasks are #1 and #2 in importance for energy conservation.)  Third, interior storm windows for the ten Sanctuary windows would cost about $15,000; the payback would be at least 20 years, and is not recommended as a priority. 

Electrical Work ($4,000).  For safety and convenience, there are six tasks.  This work will correct/improve electric service in the following areas of the building:  emergency exit lighting in the Sanctuary, and Sanctuary and Gathering room lighted exit signs, Sanctuary light switches (including separate light switch for bathroom, now on the entry light "switch"), hard-wired light switch at Gathering Room entrance from the outside, additional outdoor lights at the back entry and corners of the parking side of the building (3 locations), Gathering Room 3-way switches (to access lighting from either entrance to the room), and adding an outlet to the kitchen closet to accommodate relocating the freezer currently located in the Gathering Room.

Masonry ($5,000).  The chimneys are in need of repair; there is a potential of falling bricks.  

Other.  There are several items that are important aesthetic items that enhance the look and feel of various spaces, including upgrading the Common Room (replacing carpet $3000, tables $1600), Gathering Room (cafe tables for $1200) and Kitty Corner (table for $600), and repairing RE wing flooring where needed ($500) and wayside pulpit ($100).  These total $7200.  Refinishing floors in the Gathering Room and Kitty Corner would be about $4400.  Some patching of the Sanctuary wall (apse) could perhaps be done for about $1,000 (see Sanctuary Renovation Project later in this report).  These items are not included in the Priority 1 total shown above.

Steeple lighting.  Small free-standing "systems" could perhaps be found with internet searches and could perhaps be "installed" for under $1000.  Components would be the solar collector, storage battery, timer so the light is not on dusk-to-dawn, and then the fixture itself and its mounting.  A lighting person could define the amount of light and type of fixture that would be appropriate for steeple lighting.  Note:  the solar collector would be tiny and likely not an obvious statement about "doing the right thing".  For a better solar option, see ReVision Energy discussion later in this report.

Parsonage ~ Priority 1 Projects = $12,100
Before we address energy conservation in the Parsonage, basement moisture mitigation must be addressed.  If the house is made tighter before basement moisture is mitigated, the air quality will be significantly compromised, with associated potential health risks.  Once the moisture problem is resolved, there are several insulation tasks that can reduce fuel consumption by as much as 25% (currently about 3,000 gallons per year).  Also, we should continue volunteer work to reduce air leaks and drafts, which are primarily for improved comfort. 

Basement Moisture Mitigation ($3,000 guestimate).  There are three options for mitigating the moisture through the basement floor.  First, we can "do it right" for about $13,000.  This is a long-term system solution that will result in a dry basement that is suitable for storage and air quality that is suitable for the "building envelope" (i.e. living quarters).  Briefly, the system involves laying a sheet of dimpled plastic on the floor, pouring a new floor, and adding a sump pump with battery back-up and a dehumidifier.  An alternative $5,000 option involves laying a sheet of plastic on the floor and covering it with several inches of stone at a cost of $3,300; additionally, sump pump and dehumidifier should be added if this option were chosen, increasing this price to perhaps $5,000.  One downside of this solution is that if there is ever flooding in the basement (which has occurred in the past), the stone may become moldy, requiring replacement.  The third option ($3,000 guestimate) that would likely last for several years would be a volunteer project to lay plastic over the floor and tightly tape all the edges; include sump pump and dehumidifier.  

Ventilation ($600).  Install an exhaust fan in the bathroom for proper ventilation.

Energy Conservation ($8,500).  Only after moisture mitigation is complete, energy conservation steps could begin.  Volunteer projects ($2,000 guestimate) include general sealing measures such as window and door improvements and re-insulating ductwork; material costs would be required.  Projects not yet priced include replacing cellar windows (purchased but not installed) and rebuilding the bulkhead door ($800 guestimate).  

Insulating projects include insulating and sealing the basement walls with closed cell foam at a cost of $2000, and insulating the 2 attics and the framed floor of the bay window at a cost of $3700; these are not included as Priority 1 Projects only due to cost constraints.

Other.  Parsonage maintenance items to keep in mind are that the kitchen flooring needs replacing, and the refrigerator and water heater are likely to need replacement in the foreseeable future.  Cost information on these items has not yet been collected.

LONGER TERM PROJECTS TO POTENTIALLY CONSIDER AT A FUTURE DATE

Sanctuary Renovation Project.  

Repair work is a large project, for which initial estimates have been provided by Peter Lord.   Accessibility and updating the chancel area are other components of renovation to be addressed concurrently; no estimates or design plans have yet been obtained.  NOTE:  Consideration must be given to any requirements to maintain the old plaster to retain our Historical Registry status!

Repair addresses the plaster and paint issues.  To repair just the chancel/apse area (front of the Sanctuary) would be $16,000.  To repair the whole Sanctuary as one project (including chancel/apse) would be $78,000; the Sanctuary would not be accessible during this large project (perhaps 2 months).

As a temporary alternative, for perhaps $1000 or so (just a guess), volunteers could perhaps do temporary plaster repair and painting of the peeling area in the apse (nook at the front of the Sanctuary).  This may peel again immediately, or may last for a few years, according to Peter Lord, the expert in this field.  Also, for perhaps $500 or so a temporary lighting arrangement could be implemented for the choir.

According to Peter Lord, the source of peeling paint is that the early paint was calcimine paint, which was intended to be completely washed off before modern paints were applied.  This apparently was not done (or not done thoroughly).  Peeling will always occur until this base layer is removed.  Removing all the paint exposes the plaster, which is now very fragile with many cracks and is pulling away from the underlying lathe.  It has been recommended that the only viable solution is to remove the plaster, install gypsum board, skim coat with plaster surface coat, then paint.  The ceiling tiles also need painting; it would make sense to do this at the same time, as scaffolding will be required for the repair work.  This repair and painting work could perhaps be completed in about 2 months, during which time the sanctuary would not be accessible for any use.  During this repair work, it would make sense to add insulation to the walls.

As part of this renovation project, it would make sense to upgrade the lighting, remodel the chancel, consider accessibility and undertake any other appropriate Sanctuary upgrades. 

ReVision Energy Meeting 1/8/10
ReVision Energy offers sustainable alternative energy systems.  They offer solar systems (photo-voltaic systems, as well as solar water heater systems) and wood pellet furnaces.  (The only solar electric option ReVision Energy offers is grid-based.)  

PV System.  Solar panels (usually mounted on the roof) collect solar energy which is available for "local use", with the rest sent to "the grid".  The typical system ReVision Energy installs is a 2.3 kilowatt system, which generates about 2600 kwh per year (other sizes are available, but the same arithmetic applies).  This system includes 10 solar panels, each being 17 sq. feet (approximately 3+ by 5+); it also includes a web-based monitoring system, which can be a "teaching tool" on location, but also serves as a remote diagnostic tool for any maintenance needs.  Cost of this system is about $12,000.  However, there are two important incentives available.  There is a 30% federal tax credit and a Maine $2000 rebate.  This brings the cost down to about $6400.  Note that as the price of oil (and electricity) rises and the price of solar comes down, this may become more cost effective.  The reason to consider it in our longer term plan is "to do the right thing" ~ not to save money in the short term.

Church Solar Energy.  There are "creative ways" to be able to capture the 30% federal tax credit with an interested participating tax-paying member.  There may also be grant opportunities, e.g. NEGEF.)  The RE Wing roof would be the ideal church location for solar panels.  The ideal location for the monitor would be at the Wing entrance, between the two doors to the Common Room.  Current annual electric use is 20,000 kwh at an annual cost of about $2000, using current price of 10 cents per kwh.  This 2.3 kilowatt system would, therefore, generate about 12% of our annual use, so 12% of our electric use would be carbon neutral.  At current electric prices and at $6400 for the system:


12% of $2000 = $240/year savings = 27 year payback

Note that this assumes current electricity price and that no grants are obtained.  

Church Furnace.  When it's time to replace the "old" furnace which was installed in 1994, consider "condensing gas furnace" with water heating option, or wood pellet system.  Furnaces older than 15 years are good candidates for replacement, as efficiencies are much greater now. A fully-automated pellet system with forced hot water offers carbon neutral heating, and typically offers an 8-10 year payback. Costs of either option are probably equivalent to oil boiler (~$16,000).  Note that replacing with a cleaner fuel source (gas or wood pellet), we could remove the oil supply line under the Gathering Room, and our oil bill would drop by perhaps 30%, as this old furnace is the one that supplies the Wing only.  (Of course, our total heating costs may be relatively unchanged, but we would be burning cleaner fuels.)  

Church Water Heating.  Currently the "old" furnace is the source for heating our water.  The heated water travels quite a distance through pipes before reaching any of the faucets (thus lots of water goes down the drain before the hot water arrives, which has, by then been replaced in the furnace storage unit with cold water ~ then burning oil to heat it for future use).  The furnace must run all year to provide hot water for only very occasional use in the summer ~ perhaps reducing the furnace efficiency from a declared 75% in winter to 30% in summer ~ perhaps 50% annualized.  (Note:  Pete is researching with the furnace manufacturer the feasibility of turning the furnace off for the summer, offering no hot water during that period, perhaps mid-July through August.)  Alternatively, we are looking at the feasibility of removing water heating from the furnace and installing "demand water heating" at each of the 9 sinks around the church.

Campus Plan Task Force 1/31/10

Last fall our church board of trustees formed this small task force (me, Bruce Butler, Lisa Murray, Tom McAdoo, and Judy Cormier) to prepare a list of items that could be addressed for $25,000 if the board was successful in securing the re-financing approved at the last Annual Meeting.  We were to view the projects through the lens of energy conservation and infra-structure, and to consider both the church building and the parsonage.  We were to be guided by the Energy Audits that were authorized at the Annual Meeting.  And, we were to identify additional items that would be part of a longer-term plan to be included in a Strategic Plan that the board expects to initiate.  Our work is now complete.  We presented our findings to the board, and they asked us to present our findings to you. 

So here's what we did.  We collected the long lists of items identified by Aesthetics and B&G Committee and the Energy Audits ~ over 100 items.  We pared the list down to 20 items that seemed most compelling. We met with many professionals and asked for estimates.  In many cases we met with 2-3 professionals for specific tasks to get a deeper understanding of the options.  We then met again with the Energy Auditor to organize the priorities from the energy conservation perspective.  As it happens, there is a pretty clear line at $25,000.

There are an additional 10 items that are primarily aesthetic and important to do (such as flooring & carpet replacements in the RE wing) but are not included in the $25,000.  These total about another $12,000.

We learned two basic principles in our work:


We must address several safety issues


Moisture mitigation must be done before tightening up a building to 


avoid 
air quality problems

With these principles in mind, our recommendations for this church building total about $13,000:

Energy Conservation
$3,700

Insulate & mitigate moisture under the Gathering Room 






General sealing measures around doors & windows, 





primary by volunteers

Electric Work

$4,000

For Safety:  Emergency Exit lighting, sanctuary light 




switches, side entrance lighting, gathering room light 




switch

Masonry

$5,000

For Safety:  remove or repair loose bricks on our 2 





chimneys

We also looked at what it would take to repair & insulate the Sanctuary walls.  It's a very large project to be addressed in the scope of the Strategic Plan.  But, for perhaps under $1000 that might be included in the next operating budget, volunteers could repair the peeling area in the apse (the curved area at the very front of the Sanctuary) ~ patch the plaster and paint the entire apse ~ only the apse).

Moving on to the parsonage, our recommendations total about $12,000:

Moisture Mitigation
$3,600

Basement:  Sump pump & sealing the floor (work done 




primarily by volunteers).  Bathroom ventilation

Energy Conservation
$8,500

Insulation projects attics to basement






General sealing measures, primarily by volunteers

For the energy conservation measures ($16,000 + volunteer effort) we estimate 10-12 year payback at today's oil prices.  This work also simply provides necessary maintenance of our buildings.

At this point, our task force work is complete, and, once financing is secured, B&G will move forward with obtaining precise bids and implementation.  We have one very important caveat here.  Many of these projects must be done by professionals to do it right, however, there are elements in some of these projects that are counting on significant volunteer participation to keep costs within the $25,000 limit.  These tasks require interest and energy, but no particular skills.  We expect that when Bruce puts out a call to you for help, he will receive an enthusiastic YES in response.

In closing, I'd like to thank the Board for this opportunity to practice this bit of stewardship of our spiritual home.

We'll entertain any questions now on what's been presented, regarding our process.  If you have specific interests or ideas pertaining to this short list or the longer list, I invite you to contact B&G directly at another time.   

Are there any questions?

