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1. Call to Order:  
Edeana Malcolm called the Zoom meeting to order at 3:00 pm on 23 November 2022. 
Present: Edeana Malcolm, Cheryl Black, Ross Breckon, Linden Holmen, Shelagh MacKinnon, 
Marketa Mellows, Larry Scott. Regrets: Emily MacDonald. 
 

2. Territorial Acknowledgement and Opening Prayer: 
Larry Scott offered the territorial acknowledgement and the opening prayer. 
 

3. Corresponding Member:   
Motion: Larry Scott/Ross Breckon ― “That Cheryl Black (Voluntary Associate Minister), be a 
corresponding member for all Board meetings, because of her ongoing ministry role in the 
amalgamation process.”                                                                                                                                                         
CARRIED.  

 

4. Approval of the Consent Agenda: 
 Motion: Larry Scott/Ross Breckon ― “That the Consent Agenda for the 23 November2022 Board 

Meeting be agreed as circulated prior to the Board meeting, including the 19 October 2022 Board 
Meeting Draft Minutes, for adoption and the 23 October 2022 Draft Congregational Meeting Draft 
Minutes, for information.”                              
CARRIED. 

                     
5. Minister’s Report ― Shelagh MacKinnon 

• Thank you to all who covered while I was enjoying am Maui holiday.  While there, we 
worshipped at the local UMC in Lahaina where the population worshipping there was 20% 
of what it had been.  

• Secondly, I commend our attractive and informative stewardship mailing. I am intrigued to 
hear of the Christmas Gift to the Church and hope it is going well.  

• The work ahead of us is the continuing work of following the congregation's decision to 
seek amalgamation.    

• As Advent opens, we are invited into the newness of this chapter in our congregation's life. 

• The Winter Newsletter comes out on November 28th, listing updates and reports of the 
many activities at FirstMet. 

• We appreciate the attractive fall stewardship brochure; thanks to Cheryl Black and the 
committee for their effective work, including inviting congregants to make a Christmas gift 
to the church. 
 

6. Journey of Amalgamation & Future Vision ― Edeana Malcolm, Cheryl Black 
The background to discussion was a document named Initial FMUC Amalgamation Guide, in the 
Dropbox folder, outlining the overall process of amalgamation:  
 
6.1 Organizational Details 

 a) Form an Amalgamation Steering Team (AST): The Board shall appoint 5-7 people who have 
the leadership capacities, the time and flexibility to do the work of this group both within the 
Congregation and with potential partners. The Lead Minister is ex officio in this group. A 
tentative budget is $500. 
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b) The Wisdom Circle: This refers to a group of wise members of FMUC representing our 
diversity, who would be available for the AST and/or the Joint Amalgamation Team (JAT) for 
nonbinding advice, opinions, and discussion. The AST/JAT would each be able to name people to 
this Wisdom Circle, which could have between 6-12 members.  
 
c) The Teams, Committees, and Working Groups in FMUC shall be a resource with whom the 
AST can consult. At some point later in the amalgamation process, the JAT may provide 
opportunities for some committees and/teams, groups to consult with their parallel groups in 
the partner church. The Board itself is a vital player in offering leadership and support in this 
overall process. 

 
6.2 Mandates, Work Phasing and Key Tasks:  

a) Phase 1: Identifying Prospective Amalgamation Partner(s) – The Amalgamation Steering 
Team. This AST will consult with the existing Teams, Committees, groups, Board, Trustees, and 
congregation in order to have wide acceptance of the decisions they will make. The AST will lead 
the amalgamation process from now up to and including the decision of the Board and the 
Congregation to name one congregation (or more) as the partner with whom to focus the 
amalgamation efforts. 
 
b) Phase 2: Negotiating Amalgamation Arrangements – The Joint Amalgamation Team 
This phase will be implemented by the JAT. It will have a mandate to negotiate all amalgamation 
arrangements and present a comprehensive amalgamation plan to be approved by both 
congregations independently. 
 
c) Phase 3: Implementation Phase 
This phase will be very important but the mechanism to manage it will evolve over the time of   
implementing Phases 1 and 2, and will be given terms of reference from the Joint Board of the 
new Church. Some significant events in this phase would be: farewell service in the leaving 
building; Service of Celebration on the Joining Sunday; staffing changes; change to financial 
records; disposition of surplus items at both churches. 
 

6.3 Timelines:   
The following timeline is ambitious and will require some flexibility and adaptation as the 
amalgamation effort proceeds:  

a) Phase 1: Identifying Prospective Amalgamation Partner(s): Nov. 2022 – end of Feb. 2023.  
b) Phase 2: Negotiating Amalgamation Arrangements: March 2023- September 2023  
c) Phase 3: Implementation Phase: October 2023 – January 2024 
 

6.4 Updating Congregation:  
As per the Draft Congregational Meeting Minutes of 23 October 2022, reporting on the process and 
progress of amalgamation should come back to the Congregation before Christmas.   We should be 
able to report the makeup of the AST and the amalgamation organizational process being followed.  
This does not require a congregational meeting, but the congregation can be informed by a verbal 
announcement at worship, by a report on the church website, and by reporting in the Winter 
Newsletter.  
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6.5 Approving an Amalgamation Process: 
Motion: Larry Scott/Ross Breckon ― “That the Board approve the Initial FMUC Amalgamation 
Guide as a guide to a general approach to amalgamation.”      CARRIED.  
 
6.6 Naming the Amalgamation Steering Team (AST): 
Cheryl reported that she approached some people suggested by the Future Search Group. Five 
people have agreed to serve and there is a place for two more. Names conveyed to the Chair of the 
Board by congregation members were reviewed by the Board.  
 
Motion: Ross Breckon/Linden Holmen ― “That Cheryl Black, Marion Denton, David Bray, Leanne 
Prestwich, Shelagh MacKinnon (ex officio) be appointed now to serve on the Amalgamation Search 
Team, and that Cheryl Black be named Chair of the AST, and that she be empowered to add 
members from the list of names discussed, and that these names be reported to the Board later.”   
 
6.7 Mandate to Proceed: It was the consensus of the Board that the AST has mandate to move 
ahead with the approved process as expeditiously and efficiently as possible, while reporting 
regularly to the Board. 
 

7. Ministry and Personnel ― Ross Breckon 
7.1 M&P Team Leader: Because we have appointed Leanne Prestwich to the AST, we now need a 
new team leader for the Ministry & Personnel Committee. Other members of M&P are Marie 
McKee and Peter Clugston. Ross will seek out a team leader and report back to the Board. 
 
7.2 The new custodian mentioned at the last Board meeting resigned shortly after beginning the 
position; fortunately, we have been able to hire another candidate who had been employed with 
the Victoria School District for more than twenty years, some of it as a supervisor, before retiring. 
He currently works part time at Victoria Parks Department, but he is available to work night shifts 
for us. Richard Ridley has signed our employment offer today and we anticipate his being a great 
asset to Bruce, given his qualifications ― including an engineering certificate ― and previous 
related experience. Ross indicated that we are also looking for another casual custodian, because of 
our increase in letting activity, so ably facilitated by our Office Manager, Lauren. 
 

8.   Treasurer’s Report ― Ross Breckon 
8.1 Winter 2022 Newsletter Submission focuses on the 2022 Operating Fund results for the first 
three quarters of the 2022 fiscal year. It includes a summary level Operations Income Statement 
(unaudited) for the period January 1, 2022, through September 30, 2022, showing the 2022 
Budget, year-to-date results, and a financial forecast for the remainder of 2022. This 3-page 
submission is Appendix One to the minutes and will be posted to the church website (as part of the 
Winter Newsletter) on 28 November 2022. 
 
8.2 Stewardship. Finance & Administration will take steps to make sure that there is a regular 
stewardship announcement at our upcoming Sunday services ― to remind the congregation to 
complete and return their pledge cards, and if they are committing to a Christmas donation, to do 
so as soon as possible. 
 



First Metropolitan United Church 
Board Minutes of 23 November 2022   

 
 

Page 4 of 14 
 

8.3 FirstMet 2023 Budget Deficit Discussion Paper: This 4-page document was available in the 
Dropbox folder, for review by Board members; it is attached as Appendix Two, to these minutes. 
The main point is that the congregation can expect a deficit again in 2023, for the same reasons we 
have a deficit this year ― staffing and cost of operating buildings & grounds.  We need staff to 
guide and support us as we navigate the amalgamation process. Diminishing programming would 
likely diminish congregational involvement, so we are not in “cut back” mode as far as events that 
sustain community.   
 
8.4 Administration and Letting:  

a) Through her marketing efforts, Lauren has rented out eight more of our underground parking 
spaces and there are now only 14 out of 43 underground spaces remaining.  
 
b) The recent movie contract earned us $16,500 for four days use of our space, with the 
prospect of other movie contracts in the future.   
 
c) The Victoria Symphony Society has a contract with us for Fellowship Hall Rental through to 
the end of June 2023 amounting to $15,000. 
d) We will try to rent out all the ten or eleven offices on the second floor of the CE wing, for an 
average rental of $300 per month for each one; we have two rented now. We will move ahead 
to improve the internet access, as this kind of IT infrastructure is required by any office tenant. 
 
e) Our realty company seeking tenants for the lower level of the Heritage Building has been in 
talks with an arts’ academy (for a long-term lease starting in September) and with another 
group (unnamed) that would be interested only in the first six months of 2023. The two rentals 
might be complementary, depending on how the details can be worked out. 
 
f) Sunday morning office coverage after 11 December 2022 won’t be provided by Liane, who 
intends to be away for a period. Board members who volunteered to fill in are Edeana, Marketa, 
Ross and Larry. 

 
8.5 Grant.  
Through the efforts of Cheryl Black, we have received a Pro Vision Grant (Pacific Mountain Regional 
Council program) of $6,300 towards extra time for Kyla to run The Lunch Club ― a program 

involving community and church members to meet over lunch and discuss various topics. This will 

require two additional hours of Kyla’s time each week, starting in December. The intent is to build 

on the success of the pop-up cafes held this summer. 
   

9.     Property Management Task Group (PMTG) – Linden Holmen 

9.1 Heating System.                                                                                                                                                         
Linden provided an update on the efforts to determine the cost of changes to the heating system as 
previously agreed, since the last report to the Board on October 15.  He also requested the Board’s 
approval of a motion to funding a project by Pinchin to determine the scope of work to remove 
hazardous materials from the boiler room. (See below.) Once the scope of work is determined, 
contractors can use it to provide a quote or estimate for abating the hazardous materials (mainly 
asbestos).  
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The planned changes focus on disconnecting the heating system currently connected to the old oil-
fired boilers and reconnecting that system to newly purchased and installed gas-fired boilers.  A key 
element of the work is the removal of hazardous materials from the boiler room before the 
mechanical work can be done.  

 

9.2 Update on Research Done. 

a) Estimated heating loads for the new boilers.   

b) Added replacement of the expansion tank to the scope of mechanical work.   

c) Sought estimates for the mechanical work from three mechanical contractors.  To date, one 
has provided an estimate of between $125,000 and $150,000.  Two other estimates are 
expected.     

d) Requested a proposal from Pinchin on a study to determine the scope of work required to 
remove hazardous materials, mainly asbestos, from the boiler room as specified in terms of 
reference for the project.   

9.3 Key Issue: Removal of Hazardous Materials in Boiler Room.                                                                                
On November 22, 2022, Pinchin submitted a proposal to determine the scope of work required to 
remove hazardous material from the boiler room.  The cost of the work by Pinchin not including 
taxes is $6,285 for a regular turnaround time and $7,856.25 for a rush turnaround time.  The 
proposal to fund the work on a regular turnaround time is supported by members of the PMTG.  
Accordingly, the PMTG requests the Board’s approval of the following motion:  

9.4 Motion to Approve Funding.    

Motion: Linden Holmen/Ross Breckon ― “That the Board approve funding for a project by Pinchin 
Ltd. to determine the scope of work to remove hazardous materials in the boiler room at First 
Metropolitan United Church, to be completed on Pinchin’s regular turnaround schedule, up to 
$6,500 plus taxes.” CARRIED.   The contract should be signed by Chair of Property/Chair of Trustees, 
Jan Drent.                                                                                 

10. Volunteer Appreciation ― 
 Emily MacDonald has nominated Joan Mickelson. The volunteer appreciation for Joan is a thank you 
for her leadership of the Healing Pathway/ Healing Touch Program which was offered for many 
years twice per week at First Met. Joan did the scheduling of practitioners, did all laundry for the 
massage beds, and filled in when others were away. Most of those people who came for a Healing 
Touch treatment were from the community and were often struggling with poverty. Joan started to 
collect items for people to furnish their apartments. Emily commented (in absentia), “She did it 
quietly, as is Joan's way, and I don't think many in the church are/were aware of her good work.”    
 
It was agreed that Emily might attend the Sunday morning chapel service on 4 December 2022, and 
that she express our thanks to Joan. A poinsettia would be an appropriate gift.  

 
11.  Old Business Reviewed 

11.1 Strategic Plan.  Edeana has deleted out-of-date items and put old Strategic Plans in a folder in 
Dropbox. The current plan is displayed. 
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11.2 Refugee Cheque. Three weeks ago, the church, using funds previously raised by the church for 
refugee sponsorship, donated $27,000 to ICA, to put towards the refugee sponsorship of a man 
from Afghanistan, who is in his early 30s. His arrival time is unknown. 
11.3 Citizenship.  The refugee family that we co-sponsored with St. John the Divine has an 
upcoming citizenship ceremony online. Shelagh will circulate a card on which people can write their 
good wishes.  
11.4 Security. We have had recent issues where someone hides somewhere in the building before it 
is locked up. We have multiple different renters now, and we rely on them to lock up after 
themselves when leaving the building. Sometimes it is unclear as to who is “last out”.  There can be 
a greater focus on training. Security cameras would be expensive, and someone has to monitor the 
footage in real time. Our hope is that the addition of Richard Ridley to night shifts will minimize 
these concerns.  
 

12.  Actions To Be Taken from Decisions Made at This Board Meeting:  
12.1 Ask Emily to recognize Joan Mickelson at chapel service, with gift of poinsettia. Edeana is to 
contact Emily. 
12.2 Ross to give list of four volunteers to Liane Clark, for office training re. Sunday mornings.        
See 8.4 f) 
 

13.  Next Board Meeting – 14 December 2022, at 3:00 pm via Zoom.  
This is one week earlier than normal because of the proximity of Christmas. A first draft of the 2023 
budge will be discussed. 
 

14.  Adjournment by the Chair was at 4:55 pm. 
 
 
 
___________________________________                   _____________________________________ 
                Chair, Edeana Malcolm     Secretary, Larry Scott 
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Appendix One: Fall Newsletter Report from Finance & Administration 

This F&A newsletter contribution is authored by your Treasurer (Ross Breckon) and focuses on the 2022 

Operating Fund results for the first three quarters of the 2022 fiscal year. It includes a summary level 

Operations Income Statement (unaudited) for the period January 1, 2022, through September 30, 2022, 

showing the 2022 Budget, year-to-date results, and a financial forecast for the remainder of 2022. 

 In summary, our third quarter results suggest that the budgeted deficit for 2022 will be exceeded by 

approximately $46,349. This forecasted increase in the deficit is largely due to lower-than-expected 

congregation donations and a large increase in Building and Grounds expenses. The notes below the 

Operations Income Statement provide a more detailed explanation of the year-to-date amounts and the 

major assumptions used to forecast the annual totals.  

It is important to note that my forecast for an increased deficit in the First Met deficit for 2022 could be 

substantially mitigated by an increase in the donations from the congregation during the fourth quarter 

plus a gift of a milder fourth quarter from mother nature that would reduce our projected fuel 

consumption.  

 Please contact Ross Breckon at (250) 472-3381 if you have any questions about this financial update.  

  

AMOUNT
% of 

BUDGET

REMAINING 

BUDGET
AMOUNT

% of 

BUDGET

REVENUES

CONGREGATION DONATIONS 260,000$     171,188$     66% 88,812$       228,300$     88%

LETTING REVENUE 179,600$     115,913$     65% 63,687$       147,300$     82%

PROGRAM REVENUE 63,740$       32,631$       51% 31,109$       50,156$       79%

INVESTMENT INCOME -$              116$             N/A -$              116$             N/A

TOTAL REVENUE 503,340$     319,848$     64% 183,608$     425,873$     85%

EXPENSES

LETTING EXPENSES 35,000$       1,588$          5% 33,412$       2,117$          6%

PROGRAM EXPENSES 82,875$       40,698$       49% 42,177$       59,739$       72%

STAFFING EXPENSES 506,529$     367,039$     72% 139,490$     492,835$     97%

BUILDING & GROUNDS 

EXPENSES
214,205$     200,417$     94% 13,788$       253,700$     118%

ADMINISTRATION EXPENSES 75,600$       45,713$       60% 29,887$       75,000$       99%

DENOMINATIONAL ASSESSMENT 36,665$       26,665$       73% 10,000$       36,665$       100%

OPERATING EXPENSES 500$             165$             33% 335$             200$             40%

TOTAL EXPENSES 951,374$     682,284$     72% 235,677$     920,255$     97%

NET INCOME 448,034-$     362,436-$     81% 52,069-$       494,383-$     110%

FOUNDATION DONATIONS 448,034$     279,800$     62% 168,234$     494,383$     110%

FIRST METROPOLITAN UNITED CHURCH 

OPERATIONS INCOME STATEMENT - SEPTEMBER 30, 2022  (Unaudited)

2022 FORECAST TOTAL 2022 YEAR-TO-DATE (YTD)
2022 BUDGET 

AMOUNT
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Notes to September 30, 2022, Income Statement for Operations 

The numbers shown in this Income Statement are for the period January 1, 2022, through September 

30, 2022, and represent 75% of the 2022 fiscal year which ends December 31, 2022. 

The notes below are presented on a line-by-line basis following the statement shown above.  

1. CONGREGATION DONATIONS: The September 30, 2022, year-to-date Congregation Donations 

amount to $171,188 or 66% of the 2022 budgeted amount. This amount includes donations 

made by the congregation (not including designated donations) using envelopes, pre-authorized 

remittances (PAR) plus those donations made through other registered charities. To reach our 

budgeted Congregation Donations, the congregation must contribute an additional $88,812 (or 

34% of the budgeted amount) over the final three months of 2022. Based on the year-to-date 

amount shown above and our Givings pattern in 2021, I am forecasting that the 2022 year-end 

total for Congregation Donations will be approximately $228,250 or 81% of the budgeted 

amount for 2022.  

2. LETTING REVENUE: The September 30, 2022, year-to-date Letting Revenue amounts to 

$115,913 or 65% of the 2022 budgeted amount. The 2022 Letting Revenue budget assumed that 

First Met would have new tenants for the lower level of the Heritage Building beginning in 

September 2022, however it is unlikely that First Met will have new tenants in place before 

2023. At the end of June 2022, the Our Place Shelter ended its agreement with First Met and 

moved to a new location on Pandora Ave. The financial impact of losing the Our Place Shelter 

and our delay in finding a new tenant for the lower level of the Heritage Building is a decrease of 

$60,000 in budgeted Letting Revenue in 2022. The good news is that our Office Administrator, 

Lauren Paterson, has been working diligently to secure new room bookings and parking rentals 

for First Met and is making good progress securing additional letting revenue.  I am forecasting 

that the Letting Revenue for 2022 will be approximately $147,300 or 82% of the budgeted 

amount for 2022. Well done, Lauren!   

3. PROGRAM REVENUE: The September 30, 2022, year-to-date Program Revenue amounts to 

32,631 or 51% of the 2022 budgeted amount. It is noted that this revenue includes 

approximately $6,000 of unbudgeted fundraising revenue which will flow through First Met to 

other charities (St. Nicholas Ukrainian Church manse fire and Bella Coola - Tammy Lindahl 

recognition fund). Based on the current trend plus upcoming events, I am forecasting the 

Program Revenue for 2022 will be approximately $50,156 or 79% of the budgeted amount for 

2022.  

4. INVESTMENT INCOME: The September 30,2022, year-to-date Investment Income amounts to 

$116 which is $116 more than budgeted. This income stream is typically very small and includes 

interest paid by bank accounts and small, short-term investments. The annual budget amount is 

usually set to $0. I am forecasting the operating account Investment Income to be 

approximately $166 for 2022.   

5. LETTING EXPENSES: The September 30, 2022, year-to-date Letting Expenses amount to 

$1,588 or 5% of the 2022 budgeted amount. The 2022 Budget anticipated the payment of 

$25,000 in real estate fees to secure new tenants for the lower level of the Heritage Building. As 

it is unlikely that First Met will have new tenants for the lower level in 2022, this expense will be 
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deferred until 2023. I am forecasting that the Letting Expenses for 2022 will be approximately 

$2,117 or 6% of the budgeted amount for 2022.    

6. PROGRAM EXPENSES: The September 30, 2022, year-to-date Program Expenses are $40,698, 

or 49% of the 2022 budgeted amount. This reflects a continuing slowdown in certain Program 

activities in 2022, possibly due to Covid-19 concerns. Activities could pick up somewhat in the 

last quarter of the year, however I am forecasting that the Program Expenses for 2022 will be 

approximately to $59,739 or 72% of the amount budgeted for 2022.   

7. STAFFING EXPENSES: The September 30, 2022, year-to-date Staffing Expenses amount to 

$367,039 or 72% of the 2022 budgeted amount. These expenses are tracking very closely to the 

budget. I am forecasting the Staffing Expenses for 2022 will be approximately $492,835 or 97% 

of the budgeted amount for 2022.  

8. BUILDING & GROUNDS EXPENSES:  The September 30, 2022, year-to-date expenses for 

operating and maintaining the First Met property is $200,417 or 94% of the 2022 budgeted 

amount. We are experiencing budget overruns primarily in three areas, heating fuels, heating 

system maintenance, and building repair. A longer and colder spring in 2022 has already pushed 

our heating fuel expenses to 113% of the annual budget for this expense category with several 

cooler months yet to come. I am forecasting that the Building and Grounds expenses for 2022 

will amount to approximately $253,700 or 118% of the budgeted amount for 2022. 

9. ADMINISTRATION EXPENSES:  The September 30, 2022, year-to-date Administration Expenses 

amount to $45,713 or 60% of the 2022 budgeted amount. There is one large Administration 

Expense, budgeted at $14,000 (Accountant Fees), that will get reported at the end of the year.  I 

am forecasting that Administration Expenses for 2022 will amount to $75,000, or 97% of the 

amount budgeted for 2022. 

10.  DENOMINATIONAL ASSESSMENT:   The September 30, 2022, year-to-date Denominational 

Assessment expense is $26,665, or 73% of the 2022 budgeted amount. The Denominational 

Assessment is determined by the UCC at the beginning of each year and is expensed monthly by 

First Met throughout the year. I am forecasting that the Denominational Assessment expense to 

the end of 2022 will amount to $36,665, or 100% of the amount budgeted for 2022. 

11.  OPERATING EXPENSES:  Operating Expenses include budgeted expenses such as on-site 

meeting expenses and gains or losses on the disposal of assets. The September 30, 2022, year-

to-date Operating Expenses amount to $165 or 33% of the 2022 budgeted amount.  I am 

forecasting that the Operating Expenses to the end of 2022 will amount to $200, or 40% of the 

amount budgeted for 2022. 

12. FOUNDATION DONATIONS: First Metropolitan Foundation Donations are made by the 

Foundation to support the monthly operations of First Met. The September 30, 2022, year-to-

date Foundation Donations amount to $279,800, or 62% of the 2022 budgeted amount. Based 

on budget overruns resulting from forecasted increases in 2022 Building and Grounds expenses 

and decreases in Congregation Donations, I am forecasting the First Met deficit in 2022 will 

increase from $448,034 to $494,883, an increase of approximately $46,849. This increase in the 

First Met 2022 Operating Fund deficit will put additional demands on the Foundation Trusts in 

2022. 
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APPENDIX 2: FM 2023 Budget Deficit Discussion Paper 

Introduction 
This discussion paper is presented to generate Board discussion concerning the 2023 Budget and the 

approach that I recommend the Board take in preparing and presenting the 2023 Budget for discussion 

with the congregation.   

On October 23, 2022, the congregation approved the Board’s recommendation for First Met to pursue 

amalgamation with another United Church congregation in Victoria. While a large majority of the 

participants attending the congregational meeting voted in favour of pursuing amalgamation, we know 

that this was a difficult decision for our congregation to face. Most of the congregation who participated 

in the discussions and the congregational meeting understand the need for First Met to pursue 

amalgamation. Many of these members have also commented on the challenges that will be faced in 

the amalgamation journey ahead, not the least of which will be the length of time that it takes to reach 

a successful conclusion.  

The length of the process will impact First Met’s financial situation as we continue to deal with deficit 

operating budgets which are financed by our Foundation Trusts.  There has been some progress this 

year in dealing directly with the primary sources of the 2022 operating deficit, such as heating system 

studies and the hiring of full-time office administrator to put more focus on letting. So far, these efforts 

have not had a substantial positive impact on the deficit and our starting position for the 2023 operating 

budget may be a somewhat worsening deficit position going into 2023. 

In September I received direction from the Board to reach out to three of our standing committees 

responsible for, Ministry and Personnel (M&P), Finance and Administration (F&A), and Property to 

gather suggestions on practical measures that First Met can take to reduce its operating budget deficit 

in 2023. Together these three committees oversee approximately 87% of First Met’s operating revenues 

(not including Foundation donations) and 88% all First Met expenditures budgeted for 2022 as shown 

below: 

• M&P Committee:  

o Revenue - $0 (0%),  

o Expenditures - $507,000 (53%) – Staffing Expenses 

• F&A Committee: 

o Revenue - $439,600 (87%) – Givings (Stewardship) and Letting Revenue 

o Expenditures - $110,600 (12%) – Letting Expenses, Administration Expenses 

• Property Committee: 

o Revenue - $0 (0%) 

o Expenditures - $214,205 (23%) Buildings & Grounds Expenses 

I have received written feedback from the M&P Committee and met with the team leader. I have met 

with the F&A Committee and Property Committee to discuss specific actions that could be taken in 

2023. 
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M&P Committee 
The feedback received from the M&P Committee expressed the opinion that the Board should be very 

cautious about cost cutting measures that would result in staff reductions at this time. Our last staffing 

cuts in 2018 resulted in increased workloads for key Program personnel. Since then, these workloads 

have increased as First Met has responded to our ageing congregation and its changing needs during 

the Pandemic. First Met is heavily dependent on our operational staff (financial, administrative, and 

custodial) to keep operating efficiently and support the creation of much needed letting revenue. Now, 

as First Met moves forward with our discovery and discernment about amalgamation options, the 

leadership and support provided by our staff will be even more critical to our congregation and 

essential to the success of the amalgamation process.   

F&A Committee 
Discussions with the F&A Committee have resulted in a number deficit reducing actions being taken 

2022 which will help to limit the deficit going forward. The 2023 Stewardship Connection program 

launched on October 23, 2022, reflects the 2023 budget discussions held with the F&A Committee, as 

does the increased focus that our Office Administrator has been putting on increasing our Letting 

income for 2022 and future years. Both initiatives will be reflected in the 2023 Budget estimates that 

we will soon be preparing. 

Property Committee 
Discussions with the Property Committee have resulted in the identification of some actionable areas 

that will have an impact in reducing Building and Grounds costs in both 2022 and 2023.  The most 

significant opportunity for deficit reductions is in heating costs, in terms of fuel consumption and 

heating system maintenance. A study of First Met options for heating system upgrades should be 

completed before the end of 2022. It is likely that a significant investment will be required in 2023 to 

convert all, or portion of, our hydronic boiler system from its use of oil to natural gas. This will have the 

effect of reducing our fuel and maintenance costs going forward. It is suggested that the financing for 

this capital improvement would come from a combination of available grants and an interest free loan 

from the Foundation. A process is also underway to review the current temperature settings on our 

thermostats to ensure that overnight heating of the buildings is at an optimal level for reduced fuel 

consumption.  

Steps have recently been taken to reduce our waste disposal and recycling costs by reducing the 

frequency of disposal pickup which is now possible in the absence of waste volumes and a major tenant 

to share those costs. Additionally, the Trustees are in discussions with the UCC about transiting our 

property insurance to a new “self insurance” program being implemented by the UCC. This could 

possibly lead to future reductions in our insurance premiums.  

Program Budgets 
The 2022 Program Budgets represent 3% ($63,740) of First Met’s revenue (excluding Foundation 

contributions) and 9% ($82,875) of all expenditures. A significant portion of the budgeted Program 

Revenue for 2022 (M&S contributions of $27,000 plus approximately $6,000 of unplanned fund raising 

by Outreach) “flows through” First Met books and cannot be used for First Met operations.  
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Where possible Programs / Teams obtain financial support for their activities through organized fund-

raising activities and/or from designated donations made by congregation members or certain First Met 

Restricted Funds which were set up for that purpose (e.g Music). In those situations where a Program or 

Team cannot obtain sufficient funding to cover its budgeted expenditures the resulting Program deficit 

flows through to impact the Net Income (Deficit) of First Met. In the 2022 Budget, nine of our eleven 

Programs budgeted deficits that total $19,235.  

The 2022 Program Budget supports the activities of twelve Programs and/or Teams. These activities 

support the delivery of First Met’s mission in Victoria and are in many respects the “engine” for 

generating the vitality of the First Met congregation.  It is important that we do not dampen the vitality 

of the First Met congregation as we embark on our pursuit of an amalgamation with another United 

Church. This should be an exciting time for the First Met congregation, and we should not be retreating 

from our mission in Victoria. We should encourage our Programs and Teams to be offering our 

congregation members as many different opportunities as possible to engage with each other and our 

neighbours to carry on the good work of our mission. This will help us accelerate our transition from the 

“Age of the Pandemic” (God and Covid willing) and give First Met renewed purpose and energy. We 

should be able to channel this purpose and energy to our engagement with another congregation so 

both congregations can enthusiastically embrace an amalgamation. 

Program & Team Budget Guidelines 2023 
The Finance Office is now planning to communicate the following 2023 budgeting guidelines to the 

Programs and Teams to begin the 2023 budgeting process. 

Budget Guidelines – Deadline for Budgets is Monday December 12, 2022 

Dear Budget Owner, 

In 2023 the congregation will continue its journey to seek an amalgamation partner.  The work of First 

Met, including the work of your Team or Program, will continue while we seek out amalgamation 

partners to join us to create an enduring pastoral charge that will become a special place for us in the 

Christian community of Greater Victoria.  The Board recognizes that this journey may be challenging for 

some First Met members and adherents, so this year we are asking our Teams and Programs to focus on 

three things if they can: 

1. Help the First Met Amalgamation Steering Team (AST) as much as possible when they reach 

out to your Team or Program for assistance, 

2. In carrying out your mandate in 2023, please continue to create opportunities for congregation 

members to participate in the work of your Team or Program to help strengthen our First Met 

community, and 

3. Where appropriate, help First Met reduce its 2023 operating deficit by finding sponsors or 

doing additional fund raising to support the activities of your Team or Program.   

The Board does not wish to end the activities of any Teams or Programs. First Met will continue to 

support those Programs which are unable to be self sufficient in 2023.  

Please budget the current initiatives you are planning to continue in 2023.  If your Team can think of new 

initiatives or projects which your team wants to work on in 2023 that would align with items 1-3 above, 

please identify and budget them.   
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2023 Budgeting Process 
The 2023 Budget process is proposed as follows: 

1. The Treasurer will present an update on the 2022 Operating Budget in the 2022 Winter 

Newsletter. 

2. F&A will distribute the 2023 Budget guidelines and budgeting template along with the most 

recent 2022 Financial Statements to the Teams and Programs, no later than Nov 21, 2022, for 

review, feedback, and completion by mid December 12, 2022. 

3. F&A will prepare a preliminary draft of the 2023 budget based on the year-to-date results for 

2022 and information obtained from the Region and CRA on expected 2023 rate increases. The 

preliminary draft budget is to be completed for the Board Meeting, on December 21, 2022. 

4. In early January 2023, a preliminary draft of the 2023 Budget, reflecting input from the Teams 

and Programs, will be presented to the congregation in a conversation(s) to review the draft 

budget and discuss additional ideas for increasing revenue and decreasing expenditures in 2023. 

5. The results of the congregational conversation(s) and any additional feedback from the Teams 

and Programs will be used to prepare a final draft budget for review and approval by the Board 

at its January 15, 2023, meeting. 

6. A congregational meeting to review and approve the 2023 budget will be held on Sunday, 

February 19, 2023.  

With respect to step 4 above concerning congregational conversations the following is a list of possible 

budgeting ideas that could be raised to seed the conversations with the congregation: 

o The possibility of increasing congregational contribution pledges for 2023: 

▪ 2023 Stewardship Connection? 

o The possibility of reducing Church staffing levels. 

▪ A successful amalgamation process will require staff and volunteers to be motivated 

and fully engaged with the congregation throughout the process, otherwise a 

successful amalgamation outcome is less likely.  

▪ However, we should ask for, and be open to discussing, ideas from the congregation 

on how staffing reductions might be achieved without negatively impacting the 

amalgamation process or First Met’s sources of revenue. 

o The possibility of increasing letting rates for evening and weekend rentals of First Met 

rooms to offset the cost of expanded evening and weekend custodial coverage to 

accommodate additional letting. 

o The possibility of expanded room rentals including securing new tenants for the lower level 

of the Heritage Building and upper level of the CEW and additional parkers for the North 

Park St underground parking. 

o The possibility of investing in the replacement of our oil-fired heating sources with natural 

gas heating sources: 

▪ Reduces cost to First Met (up to $60K per year) and reduce First Met’s carbon 

footprint, 

▪ Could do a fund-raising campaign to pay for it? 

o The possibility of reducing heating costs by adjusting the thermostat set points for 

overnight heating of the buildings. 
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o The possibility of reducing First Met’s insurance costs by transitioning to the UCC 

sponsored self insurance program. 

o The possibility of certain Programs finding individual sponsors or doing fund-raising to 

support program activities. 

The entire Board could participate in the congregational discussions, listening to the 

congregation as they offer and discuss their constructive suggestions for increasing our 

revenues and reducing our expenses. These discussions will help make the budgeting process as 

transparent as possible so there are no big surprises for the congregation when we present the 

budget for approval in February.  

 

 

 


