
 

 
 

 
UNITARIAN UNIVERSALIST CONGREGATION OF SALEM 

 
 

STRATEGIC PLAN 
 

OCTOBER 2018 
Approved by UUCS Board of Directors 11/08/18 

 

 
 
 

BUILDING A NEW WAY 
SINGING THE JOURNEY # 1017 

 
We are building a new way. 
We are building a new way. 

We are building a new way, feeling stronger every day. 
We are building a new way. 

 
We are working to be free. 
We are working to be free. 

We are working to be free (of) hate and greed and jealousy. 
We are working to be free. 

 
We can feed our every need. 
We can feed our every need. 

We can feed our every need, start with love that is the seed. 
We can feed our every need 

 
Peace and freedom is our cry, 
Peace and freedom is our cry, 

Peace and freedom is our cry, without these the world will die. 
Peace and freedom is our cry. 
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Welcome to the 2018 UUCS Strategic Plan 
 

Before Reading the Strategic Plan…a Story 
 
Two children were called into the principal’s office for their transgressions at school and were 
told that their parents would be phoned. They arrived home scared. Their parent who received 
the call was upset enough to say that there would be a family meeting as soon as their other 
parent returned home.  
 
Just as the meeting started, the children abruptly left the table and ran to their rooms returning a 
minute later with two small clay pots and LED votives that were quickly lit. The discussion with 
their parents proceeded much better than the children expected.  
 
At the end of the meeting, one of the parents asked the children why they brought the clay pots to 
the table. The children replied that these were chalices they made in RE—their teacher told them 
that when they saw the chalices it would be a reminder to always be their best self. The children 
said that they brought the chalices to the table so that their parents would be reminded to be their 
best selves.  
 
Please bring your chalice (literal or figurative) as a reminder to be your best self when you read 
and study this Strategic Plan. It proposes changes and change to our beloved UUCS—changes 
that will hopefully be embraced as gifts and opportunities and/or which may also be sources of 
consternation. All are likely lead our best selves to broad discussions, insight, growth and 
understanding of ourselves, others and our congregation’s needs now and for the future. 
 
 

Introduction 
 
In the spring of 2017, the UUCS Board created an ad hoc Long Term Strategic Planning Team 
with the charge to:  

a. Create a long term/strategic plan looking forward 3 to 10 years.  
b. Help the congregation transition from Pastoral to Program.  
c. Plan for congregational growth. (Note: Type of growth not specified!! See p.8)  

 
The Unitarian Universalist Congregation of Salem Board of Directors recognized that a primary 
leadership responsibility is to help our congregation know and understand “Where is our 
congregation going?”, “Why is a direction important?” and “How do we get there?” The 2018 
Strategic Plan helps to answer those questions with outcomes and suggested actions to create a 
foundation for our congregation’s future. 
 
Our current size (223 members), plus attendance statistics means UUCS is a “program size” 
(150-350) congregation. In numerical terms, our average congregational size for the last 10 years 
is 219 (in a range of 212 to 226). This means we have been in a size plateau—indicative of 
congregations that are stuck in the Pastoral to Program transition. Meanwhile, Salem’s estimated 
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population has grown from 155,000 in 2010 to 167,000 in 2018 approximately an 8% increase. A 
2014 analysis for the City of Salem gives a population projection of 60,000 additional people by 
2035.  
 
It is folly to believe that UUCS can continue to operate in pastoral mode with a congregation of 
our size and expect to attract and retain members or ensure positive experiences for current 
members and volunteers. Making the Pastoral to Program style transition will enhance the 
quality and variety of experiences across demographic groups and provide a welcoming 
environment with multiple membership engagement opportunities. This transition will enhance 
the ministry partnership between Minister, staff and laity. 
 
 

Team Process 
 
Guided by the Unitarian Universalist Association (UUA) recommended Holy Conversations: 
Strategic Planning as a Spiritual Practice for Congregations, the team met more than 40 times 
from April 2017-October 2018. The team’s purpose: Create pathways to guide and sustain our 
congregation’s well-being and future. 
 
In the Needs Assessment phase, we explored the following data gatherings and reports from 
UUCS members, friends, staff and a consultant: 

2011 Dream Team Discernment Report 
2012 Consultant Visit Assessment Report 
2012 View Demographics Report for UUCS 
2013 Two Services Discernment Notes 
2015 Transition Workshop Discernment 
2017 Pledge Drive Appreciative Inquiry  

From these “learnings” or “discernments” a Strengths/Weaknesses/Opportunities/Threats 
(SWOT) grid was created. Many fruitful observations and discussions ensued. The SWOT 
findings were incorporated into our goals/outcomes. 
 
Strategic plans from other congregations were reviewed. UUA “Breakthrough” congregations, 
especially Quimper UU Fellowship in Port Townsend, were studied. Additionally, UUA’s Five 
Types of Growth (see p. 8), together with books about congregational growth and Pastoral to 
Program transitions, plus thought provoking ideas from uua.org were among our many resources. 
 
The team studied Purpose, Mission and Vision statement creation and crafted the following 
Purpose, Mission and Vision statements to guide the 2018 Strategic Plan. 
 
 Purpose: Create community where shared values can be lived. 
 

 Mission: As stewards of our living tradition, we commit to: practice covenant, invest in 
congregational vitality, nurture the hopes and serve the needs of our community and world. 

 

 Vision: By 2023 we will be an inclusive, cohesive, participatory and resilient congregation 
where we cultivate strong, covenantal relationships, live from plentitude and are inspired to 
reach out to the world. 
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Strategic Plan Focus 
 
We determined that the Pastoral to Program transition, which requires considerable groundwork 
a.k.a. “Organizational Growth”, would be the primary focus for this five year strategic plan to 
create a necessary and solid foundation for our congregation’s future.  
 
“Organic (Organizational) growth is mission driven. It calls the congregation to strengthen the 
qualities needed to serve its essential purpose (mission) and to become equal to its future. 
Qualities and skills needed for this work could include openness, flexibility, and principled 
decision-making processes. Healthy organic growth means creating organizational systems that 
support the undertaking of the congregation. It also means equipping the leadership with skills to 
respond to emerging challenges. It means awareness of what skills are resident in the 
congregation and what skills the congregation needs but does not possess.”  From “UUA 
Congregational Growth in Unitarian Universalism”, p.5. 
 
The three plan headings come from components of the Plan’s mission: 

As stewards of our living tradition, we commit to: 
 practice covenant,  
 invest in congregational vitality,  
 nurture the hopes and serve the needs of our community and world.  

 
Implementation Recommendations 

 
The goals, strategies, and suggestions in this document are largely team/committee-based and 
their implementation will mostly come from and be accomplished by the teams/committees.  
 
The first six months to year of the Strategic Plan might be best spent getting grounded, grounded 
in Covenant, Leadership/Volunteer Development education, in everyone reading the 2018 UUCS 
Strategic Plan, UUA’s Membership Handbook, Congregational Growth in Unitarian 
Universalism, and Effective Congregational Committees, and all Teams/Committees deeply 
reading/researching their particular area, talking with people in other 
congregations/organizations, gathering resources, creating volunteer job descriptions, etc.  
 
Create well publicized policy/procedures to fund resource needs like books, webinars, classes, 
etc. with the purpose of facilitating leadership and volunteer development. Readily provide 
resources to participants. 
 
Additionally, research methods for and implement a deep inquiry of all of the congregation’s 
members and friends to discover passions, likes, interests—practice the inquiry by starting with 
the board, and the laity leaders so that they have an experience of it and those inquiring can fine 
tune the process and procedure. The hoped for outcome could be a gold mine: people who feel 
listened to and the possibility of some good fits between people who are able to volunteer and 
volunteer positions. 
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The 2018 Strategic Plan is living document—thank goodness some of the recommendations may 
already be in process as there is much (some would say a daunting amount of) work to be done. 
According to futurist Daniel Burrus, “a dynamic strategic plan has change built in to it, it’s in 
motion, and it provides a highly relevant and usable roadmap to everyone in the organization. A 
dynamic strategic plan evolves. It elicits dialogue and input from others.”  
 
The Plan can and should be reviewed, refined and improved with policies and/or procedures for 
modifications. Some areas may require higher level management, need further development, and 
may require different scenarios to be looked at and coordinated between committees/teams.  
 
 

Oversight, Periodic Review, and Update 
 
The Board and Team Council will be responsible for oversight, review and update of the Strategic 
Plan for Year One and periodic reports to the congregation.  
 
In Years Two and beyond, consider having the Team Council monitor progress, make 
recommendations and periodic reports to the board and congregation.  
 
 

Acknowledgements 
 
We look with gratitude to those who came before us and worked so diligently to create the 
UUCS that we treasure—now it is our time. Our charge to you, the Congregation, Leadership 
and Staff is to look to building our future with an open mind and heart (and a generous sense of 
humor).  
 
Respectfully submitted, 
 
Susan Farris-Gosser, Sara Shatto, and Benjahmin Boschee with many thanks to Intern Minister 
Rev. Monica Jacobson-Tennessen, and gratitude to Rev. Mary Gear, Robin LaMonte, LJ 
Frederickson, David Jeffers, and Willen Cervantes for their kind efforts, input and support. 
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Mission Based Focus: We Commit to Practice Covenant. 
 

Goal: Strengthen the Covenantal Ties within Our Congregation. 
 
Why this is part of the Plan: 
Addressing conflict is a part of faith formation and a deepening of spiritual maturity. We need a 
better understanding of what it means to be “covenantal”, how to live it, and how to repair 
breaks. A good, working, covenantal foundation will help us navigate transitions and is 
foundationally important to support our mission, vision and transition to a Program congregation. 
 
“Building positive, direct habits of communication is a long process of culture change.” 
www.uua.org 
 
Outcomes: 
 The congregation and staff will have learned the skills of right relationship, connection 

across differences, and experience spiritual/personal growth. 
 Documented conflict resolution process(es) to call each other to return to covenant. 
 Implemented a new member covenant education program.  
 Ongoing covenant continuing education program and an annual re-covenanting ritual. 
 New congregational covenant statement; calendared its five year renewal. 

 
Suggested Actions: 
 Set “Covenant” as a theme for the first year of plan implementation.  
 Educate the congregation, leadership and staff about covenants: create and teach a 

congregation-wide covenant education curriculum/program that includes repair processes 
when the covenant is broken. 

 Following initial congregational covenant education, the congregation will create a new 
UUCS Covenant of Good Relations and calendar its five year renewal.  

 
 

Team/Committee  Committee on the Ministry (COM) 
To be Consulted     Worship, RE, Music, Membership 
Estimated Time  1-2 years 
Type of Growth Spiritual Vitality, Organizational 
Vision Component: cultivate strong, covenantal relationships, inclusive, cohesive 

Board Charge: Growth 
Suggested 
Resources: 

UUA.org , PNW Region  
www.smallgroupministry.net  
HOLY CONVERSATIONS, Page 228 Healthy vs. Unhealthy Conflict Index, 
Vision, Mission, and Covenant: Creating a Future Together   
https://www.uua.org/sites/live-
new.uua.org/files/documents/congservices/visionmissioncovenant.pdf 
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Mission Based Focus: We Commit to Invest in Congregational Vitality. 
 
The work necessary to transition UUCS to a Program congregation affects all areas of 
congregational life. It encompasses the congregation’s wishes from 2010–2017 discernments and 
reports, the board’s charges for a Pastoral to Program transition and for Growth plus findings by 
the LTSP Team during the planning process.  
 
Program Size Congregations: The program size congregation is known for the quality and 
variety of its programs. Separate programs for children, youth, couples, seniors, and other age 
and interest groups provide entry points to congregational life for a wide range of people. The 
minister’s crucial role is to recruit, equip, and inspire a small circle of key program leaders—lay 
and ordained, paid and unpaid. This ring of leadership might include the choir director, the 
director of religious education, the adult education director, and the new member committee 
chair. Working as a team with the minister, these leaders reach out to involve others as program 
participants and as leaders. The leadership circle shares broadly in decision making (among 
perhaps fifty people), and the laity share pastoral care. Adapted from Raising the Roof p.7. 
 
Growth—UUA recognizes five types of growth: 
 

1. Organizational Growth/Maturity: A congregation’s ability to maintain its health and engage 
the world. The task of building the community, fashioning the organizational structures, 
developing the practices and processes that result in a dependable, stable network of 
human relationships in which we can grow and from which we can make a difference. It 
is also the physical plant and the staff needed for the size of the congregation. 

 
2. Spiritual Vitality/Maturational Growth: The spiritual maturity of each member. The ability 

of a congregation to challenge, support and encourage each one of its members to grow in 
the maturity of their faith, to deepen their spiritual roots, and to broaden their religious 
imagination. It is also the ability of the congregation as an institution to go deeper into 
the faith while maintaining the welcoming path for newcomers. 

 
3. Faith in Action (Incarnational Growth): Making real and living our values in the world. 

What are the “outputs” of the congregation’s ministry? What is it that the congregation 
seeks to export from its life back into the life of the world, the social environment in 
which it exists? What are the good works that we are doing that will make the world a 
better place? 

 
4. Growing in Connections (Associational Growth): Joint efforts with other UUA 

congregations, other communities of faith and the wider community. Growing awareness 
of the importance and relevance of connections, e.g. involvement in cluster, district, 
regional and national activities related to the UUA and other connections.  

 
5. Numerical Indicators (Numerical Growth): Numerical indicators are important in checking 

perception and assumptions. They help to see what is really going on. Also defined as the 
number of people attending worship and programs, or number of members.  
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Goal: Staffing/Personnel: Become an “Employer of Choice”. 

 
Why this is part of the Plan: 
 
Adequate staffing and staff compensation have long been identified as UUCS congregational 
concern areas. More specifically, staff compensation is generally below UUA suggested 
guidelines. Fair compensation is needed for high quality candidates and staff retention. 
 
Outcomes:  
 Staff job descriptions evaluated to accurately reflect staff duties. 
 Fair staff compensation (wages and benefits) plan created and implemented. 
 Effective staff development, training and supervision plans. 
 Mission based staffing plan for present and future needs. 
 Implementation of mission based staffing plan. 

 
Suggested Actions: 
 Fair Compensation: create a plan to offer wages and benefits in line with UUA 

recommendations/job descriptions and local guidelines which incorporates job 
description, job performance, experience, education, merit and step increases, etc. 

 Create a Mission-based Staffing Plan for the congregation’s present and future needs 
including ways and means to provide Staff supervision. 

 For each job create and implement staff development and training plans supported by 
budget/funding.  

 

 

Team/Committee Responsible:      CHR  
Teams/Committees to be Consulted:     Board, Finance, Facilities, Admin., RE, Music 
Estimated Time Frame: 1-2 years 
Type of Growth Expected to Impact: Organizational, Spiritual, Numerical 
Vision Component Congregational resiliency, Living from plentitude   
Board Charge: Plan for growth 
Suggested Resources: UUA.org, PNW Region, other UU congregations 
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Goal: Lifespan Religious Education (LRE) for a Program Congregation  
is a Significant and Valued Priority. 

 
Why this is part of the Plan: 
 
Our congregation identified our children’s RE and our Director of Religious Education as 
congregational strengths. The congregation expressed the following areas of concern: 

o Need to invest in our children’s RE program. 
o Need for a vibrant Youth program.  
o Meet the needs for post bridging young adults. (Ages 18-34) 
o Value of Lifespan Religious Education is invisible to our congregation. 

 
A cornerstone feature of a Program congregation is its variety of quality programs. Program 
opportunities bolster the vitality and interconnectedness of a congregation, providing fellowship 
and learning opportunities. Supporting and embracing individuals and families throughout their 
life-stages encourages members and friends to become and remain vital parts of the community.  
 
Outcomes:  
 A vibrant LRE program for children, youth, young adults, and adults. 
 Adequate level of staffing to meet the needs of the vibrant LRE program. 
 A variety of LRE programs such as affinity groups, educational programs, covenant and 

ongoing groups with some on a drop-in basis.  
 A variety of temporary, closed groups that could focus on available UUA curricula or 

other topics. 
 An increase in community and member/friend participation in congregational life.  

 
Suggested Actions: 
 Identify possible LRE offerings. 
 Recruit and train leaders for LRE programs. 
 Create a process for starting/maintaining affinity groups, etc. 
 Explore affiliation with community institutions with an adult education mission. 
 Educate the congregation on the value of a vibrant LRE program. 

 

 

Team/Committee Responsible:      Religious Education  
Teams/Committees to be Consulted:     Music, Membership, Worship, Board 
Estimated Time Frame:  3-5 years 
Growth Type: Organizational, Spiritual, Numerical, Connections 
Vision Component: Vitality, Covenant, Nurture 
Board Charge: Growth, Transition to Program 
Resources: UUA.org  

Other UU congregations such as Quimper UU  
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Goal: Leadership and Governance: Implementation of Policy Based Governance 
 
Why this is part of the Plan: 
 
Policy based governance will allow the board to focus more on the future of the congregation by 
delegating decision making to the staff, teams, and committees responsible, using policies for 
guidance. With the correct policies in place, the day-to-day operations of the congregation can 
operate more efficiently and effectively. The implementation of policy governance should lead to 
a greater transparency regarding how and why decisions are made. 
 
Outcomes:  
 Board focus shifts to policy governance with less time spent on day-to-day operations. 
 The Board will spend more time actively focusing on the congregation’s mission and 

future. 
 The creation of a comprehensive policy manual maintained by the Board. 
 Policy Manual will be on the UUCS website with links to the relevant sections from team 

website pages. 
 

Suggested Actions: 
 Educate Board and congregation on policy based governance.  
 Gather and review all existing policies that are currently in use. 
 Identify areas where UUCS does not currently have policies in place.  
 Board of Directors sets aside a minimum of 24 hours over the 2018-9 year to focus on 

policy creation. 
 Develop policy template.  
 Examine possibility of changing board size to reduce board size as suggested in 

Governance and Ministry. 
 Talk with other congregations using policy governance. 
 Review UU Eugene’s Governing Policies document: https://uueugene.org/wp-

content/uploads/2018/08/18.07.23-UUCE_Governing_Policies.pdf 
 

 

Team/Committee Responsible:      Board 
Teams/Committees to be Consulted:     All 
Estimated Time Frame: 1-3 years 
Type of Growth Expected to impact: Organizational 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region 

UU Eugene and other congregations 
Governance and Ministry by Dan Hotchkiss  
Boards That Make a Difference: A New Design for 
Leadership in Nonprofit and Public Organizations By 
John Carver 



2018 UUCS Strategic Plan 

Page 12 of 24 

Goal: Leadership and Governance: Community Documents for a Program Congregation 
 

Why this is part of the Plan:  
 
We are a living tradition and a living faith; as such we are called upon to periodically revisit our 
community documents which are an integral part of our community identity. Currently some 
bylaws contain policies or procedures that need to be revised and removed from the bylaws. 
Additionally, the move to policy governance will most likely necessitate bylaws changes. 
 
Outcomes: 
 Creation of a new congregational vision statement. 
 Creation of a new congregational mission statement.  
 Review of congregational bylaws with revisions as needed. 
 Creation of a new congregational covenant of good relations. 

 
Suggested Actions:  
 Review current bylaws, vision statement, mission statement.  
 Review UUA suggestions for these documents. 
 Congregational education for bylaw changes. 
 Receive input from the congregation for vision, mission and bylaw renewal. 
 Encourage COM’s Covenant work. 

 

 

Team/Committee Responsible:      Board 
Teams/Committees to be Consulted:     Committee on the Ministry 
Estimated Time Frame: 1-3 Years 
Type of Growth Expected to impact: Organizational 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org 

UU PNW region 
Other UU congregations 
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Goal: Leadership and Governance: Foster Leadership Development 
 

Why this is part of the Plan:  
 
The shift to program style needs broadened leadership. For too long the congregation has 
depended upon the talents and willingness of a relatively small group of dedicated volunteers 
leading to overwork/burnout and reactive rather than proactive responses. We lack a “back 
bench” of able people and need a program/pathway to discern each person’s likes, passions, 
talents, strengths, gifts, etc. combined with leadership training so they have the tools, 
temperament and knowledge to lead.  
 
A leadership development process can help people build connections in our congregation, 
enhance talents, grow spiritually and lead effectively.  
 
“A nominating committee engaged in year-round service would likely serve the roles of the 
leadership development or volunteer development committee.”  
https://www.uua.org/sites/live-new.uua.org/files/documents/congservices/effectivecommittees.pdf (page 33) 
 
Outcomes: 
 Leadership development plan with a cultural change that expands leadership training to a 

way of life at UUCS. 
 Nominating Committee assumes leadership development responsibilities or creates 

leadership development team under its umbrella. 
 
Suggested actions: 
 Begin conversations with the Nominating Committee about adding leadership 

development to the committee’s charge. 
 Identify leadership development needs. 
 Identify available leadership development resources, e.g. UUA, UU Pacific Western 

Region, Nonprofit Association of Oregon, etc. 
 Create, fund and implement a leadership development plan to identify and foster involved 

competent leadership for all levels of congregation life. 
 Work with Membership Team on in-depth conversations with all members and friends. 

 

 

Team/Committee Responsible:      Nominating Committee 
Teams/Committees to be Consulted:     Membership, RE  
Estimated Time Frame: 1-3 Years 
Type of Growth Expected to impact: Organizational, Growing in Connections, Spiritual 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org 

UU PNW region 
Other UU congregations 
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Goal: Leadership and Governance: Expand the Portfolio of the Committee on Ministry 
 
Why this is part of the Plan: 
  
“…An older model is the Ministerial Relations Committee, which tends to be an advocate for, 
and a support and guidance group to, the minister or ministers.  
 
“A newer model is the Committee on Ministry (CoM), which focuses on all aspects of the 
congregation's ministry, including professional leadership, music, social justice, religious 
education, pastoral care, and so on. This model helps the congregation make sure that its 
ministries are serving its mission and vision.” https://www.uua.org/leadership/learning-
center/governance/bylaws/structure/committees/ministry 
 
 “…a Committee on Ministry, whose purpose is to serve the health of the congregation by 
periodically reviewing the effectiveness of all the congregation’s ministries. The Committee on 
Ministry is concerned with more than the minister’s performance and conduct, the primary 
purpose of previous ministerial relations committee. The Committee on Ministry serves as an 
impartial observer of congregational life, not advocating particular policies or issues on behalf of 
members or the minister…”. When conflict appears, the Committee on Ministry is a natural body 
to assist in managing the conflict. https://www.uua.org/sites/live-
new.uua.org/files/documents/mpl/transitions/ministerial_agreements.pdf 
 
Outcomes: 
 Annual or periodic review of the congregation’s ministries. 
 Annual or periodic reports of review findings to the Congregation. 
 Increased congregational awareness of CoM’s purpose and place in congregational life. 

 
Suggested Actions: 
 Study and understand the newer CoM model.  
 Explore other congregations’ use of the newer CoM model. 
 Design a format, calendar and perform the ministry reviews. 
 

 

Team/Committee Responsible:      Committee on Ministry 
Teams/Committees to be 
Consulted:      

Board, All Ministries  

Estimated Time Frame: 1-3 Years 
Type of Growth Expected to 
impact: 

Organizational, Spiritual, Associational 

Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region 

https://www.uua.org/sites/live-
new.uua.org/files/documents/mpl/assessing_leadership.pdf 
Moving on from Church Folly Lane  by R.T. Latham  
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Goal: Leadership and Governance: Strategize and Plan for the Future UUCS.  

 
Why this is part of the Plan:  
 
“…Congregations need structured ways to talk about their identity, purpose and future and they 
need a path to develop consensus and a commitment to act.”—Holy Conversations p. xv 
 
Visionary planning is needed to answer the question “To where are we called?” especially when 
the congregation’s Organizational groundwork is progressing or in place. 
 

1. Organizational Intelligence: Through the process of thinking together, people become 
smarter about the congregation and the congregational environment, and set the stage to 
think strategically throughout the year.  

2. Organizational Communication: Because the entire organization participates in the 
conversation, it sets the stage for ongoing conversation throughout the year. 

3. Organizational Trust: Because people are seeking common understanding, not to prove 
they have the answer, trust increases and sets the stage for collaboration. 

4. Organizational Agility: Because there is alignment on the vision and values and a 
common understanding of strategic issues, people close to the action can be entrusted to 
make quick decisions without bureaucratic interference. 
(“How to Create a Dynamic Strategic Plan in an Unpredictable World” Jesse Lynn Stoner.) 

 
Outcomes:  

 Review of the 2018 UUCS Strategic Plan to determine its progress. 
 Team to Plan for a vibrant UUCS future. 
 A 2023 Strategic Plan for a vibrant UUCS future. 

 
Suggested Actions: 
 Read about/study strategic planning, especially Holy Conversations: Strategic Planning as 

a Spiritual Practice for Congregations. Also, Moving on from Church Folly Lane. 
 Create a dynamic, written plan for the planning process, then dig in. 
 Be extraordinarily visionary. Think REALLY BIG!!! 

 
Team/Committee Responsible:      Board to appoint Team which then is responsible. 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: All 
Vision Component Congregational Vitality 
Board Charge: Growth 
Suggested Resources: uua.org, UU PNW region 

Other UU congregations, regions 
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Goal: Leadership and Governance: Grow our Financial Resources, Develop Attitudes of 
Plenty and Generosity  

 

Why this is part of the Plan:  
 

A fiscally healthy congregation has five “financial pillars”: 
I. Operating Budget. The day-to-day finances that must be planned for and executed. 

II. Operating Reserve. Used in the event that operating budget cash flow is disrupted.  
III. Major Maintenance and Replacement Fund. A careful assessment of the life-cycle of 

campus components, projected life, and amortization to ascertain the funds needed for 
replacements plus a contingency for unseen failures or disasters.  

IV. Endowment Fund. This fund represents the congregation’s legacy, its “seed corn,”, and 
its investment in long-term, major endeavors. Endowment generated funds are best 
used for one time allocations. 

V. Emergency Fund. The “rainy day” fund, set aside for either an unforeseen problem or an 
opportunity. 

Finances supported by all five pillars yield strength, stability, and predictability. If your 
congregation is missing any pillars, begin now to put them in place.  The first step is 
acknowledging the requirements. Even if it takes longer than hoped to have all pillars functional, 
the congregation is better off knowing what is required and understanding their gifts do more 
than fund the operating budget. 
http://congregationalstewardship.blogs.uua.org/resources/five-pillars-of-congregational-financial-management/ 
 
Outcomes: 

 Mission based annual operating budget. 
 Financial goals that include the “Five Pillars”, Fair Compensation, Leadership/Volunteer 

Development/Training, Sabbatical Reserve, a strong pledge-to-‘other income’ ratio, etc. 
 Bequest/Endowment programs in place that offer people ways to build UUCS’s future. 
 Successful Fundraising programs in place. 
 Clear process for evaluating, prioritizing, and funding capital needs. 

 
Suggested Actions: 
 Educate the Finance Team and the congregation so that there’s ease talking about money. 

Develop a “can do” attitude of plenty—a “what we’re going to do to get the funding” 
rather than the scarcity mentality reflected in “we don’t have the resources”.  

 Increase transparency about the role of money as a means of achieving our mission and goals, 
rather than as an end in itself.   

 Study and learn about successful endowment/bequest programs and fundraising in other 
congregations and non-profits.  

 
Team/Committee Responsible:      Finance 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: Organizational, Growing in Connections, Spiritual 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, other UU congregations 
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Goal: Leadership and Governance: Facilities Management for a Program Congregation 
 

Why this is part of the Plan:  
 
“Facility management refers to the integrated management of multiple and interdisciplinary 
technologies, personnel, systems and processes. The goal behind facility management is to 
promote an efficient and collaborative environment to meet and fulfill the key objectives and 
mission of an organization.” (Bing search “Facilities Management”  ‘People Also Ask’) The transition to 
Program Style with more programs, activities, rentals, etc. implies more load/demands on our 
facility (building and grounds) coupled with replacements/refurbishments needed for our twenty 
plus year old ‘built for Pastoral Style’ facility.  
 
Outcomes: 
 Facility Management: Perform/document a careful assessment of the life-cycle of all 

facility components, projected life, replacement costs, etc. for use by Facility Team and 
Finance. 

 Facility Use: Establishment of a Facility Use Team to review, make recommendations 
and plan for unmet current, expected, and future space needs (uses, income potential, 
mechanical, environmental, etc.) and to proactively manage competing uses, needs and 
resulting tensions with short to long range solutions. 

 Facility Strategic Plan that encompasses Facility Use(s) and Facility Management. 
 Aesthetics: Re-activate the Aesthetics Team charged with aesthetically pleasing 

environments in our facility’s building and grounds. 
 Documented Landscape Plan which includes regular maintenance, future plans, plant 

locations and schedules, etc. 
 
Suggested Actions: 
 Review, update and document building and grounds current regular maintenance. Be sure 

it is calendared and checked off when completed, issues noted and readily available.  
 Work with Communications, Generosity, etc. to carefully educate congregation re: 

maintenance, refurbishment, replacement budgets/schedule(s), costs, reserves, etc. 
 Aesthetics Team: Establish building standards for colors, finishes, floor coverings, 

art/furnishing and their placement, evaluate/approve new art donations, document 
policies/procedures/art inventory, coordinate/communicate with other teams and 
congregation, etc. Encourage UUCS to look well put together.  

 Landscaping: Document seasonal and other maintenance, plantings, etc. that can be used 
by succeeding Teams/volunteers. 

 
Team/Committee Responsible:      Facilities 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: Organizational, Growing in Connections 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, other UU congregations 
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Goal: Leadership and Governance: Emergency Preparedness for a Program Congregation 

 

Why this is part of the Plan:  
 
Most disasters are natural disasters, the result of some force of nature, such as tornadoes, 
wildfires, hurricanes, and floods. Some natural disasters can be predicted, such as hurricanes and 
severe winter storms, while others, such as tornadoes and earthquakes, happen with little or no 
warning. Some disasters are the cause of human actions, intentional or unintentional. A disaster 
plan will help with safety, security, and comfort. Regardless of the type of disaster, there are 
things you can do to prepare. (https://www.nfpa.org/public-education/by-topic/emergency-preparedness) 
 
According to the Rev. Scott Tayler, the Unitarian Universalist Association’s director of 
Congregational Life. “It (emergency preparedness) is part of our commitment to beloved 
community. We are here to care for one another. That includes keeping each other safe. Being 
prepared to respond protects not only our bodies but our sense of home. Intentionality and 
proactive plans ensure responses that reflect our values, not just our fears." 
(https://www.uua.org/interconnections/297000.shtml) 
 
Outcomes: 
 Emergency Preparedness Team. 
 Comprehensive Emergency Preparedness Plan. 
 Regular training and drills in the various plan aspects for individuals and congregation. 

 
Suggested Actions: 
 Recruit the Team!!! 
 Review/study emergency preparedness resources such as: 

o http://download.elca.org/ELCA%20Resource%20Repository/Congregational_Disa
ster_Preparedness_Guide_Lutheran_Disaster_Response.pdf (Lutheran) 

o https://www.lds.org/topics/emergency-preparedness?lang=eng (LDS) 
o https://www.churchmutual.com/index.cfm?pid=2257&pageTitle=Risk-

Alert&RiskAlertId=25 (Church Mutual insurance carrier for UUCS) 
 Identify and prioritize types of emergencies and plan/prepare for each. 
 Obtain funding for equipment, training, etc. 

 

 

Team/Committee Responsible:      Board to appoint Team, Team then responsible 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: Organizational, Growing in Connections 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, other UU congregations, faith 

communities and organizations 
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Goal: Leadership and Governance: Administration and Technology Management for a 
Program Congregation 

 

Why this is part of the Plan:  
Other vital UUCS areas like Facilities, RE and Music have teams that provide support, advice 
and advocate for their teams’ ministry work. As UUCS moves to Program style, technology and 
administration needs will change and grow. This growth, coupled with relentless technology 
evolution plus the need for ever increasing cyber security sophistication, needs to be anticipated 
and responded to proactively. 
 
Outcomes: 
 Establish an Administration Committee and a Technology Committee (or sub-committee) 

with expertise in relevant areas that meets regularly, provides advice on current issues and 
assists in planning for growth and change. 

 
 Develop policies and procedures regarding evaluation, acquisition and management of 

equipment and technology used throughout the facility. 
 
 Assess administrative and technology current and future needs throughout the 

organization and formulate strategic plans for effectively meeting those requirements. 
 
Suggested Actions: 
 
 Recruit and develop an Administration Committee and a Technology Committee (or sub-

committee) with expertise in relevant areas to research and identify administrative and 
technology “best practices”, protocols and standards; provide guidance/coordination and 
determine funding requirements for training, implementation and monitoring. 

 
 Monitor all technology and network security and upgrade as needed.  

 

 

Team/Committee Responsible:      Board recruits committee(s) who are then responsible. 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: Organizational, Growing in Connections 
Vision Component Congregational Vitality 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, other UU congregations, 

Association of Unitarian Universalist Administrators 
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 Part III: Nurture the Hopes and Serve the Needs of our Community and World. 
 
From its very beginning, the precepts of Unitarian Universalist faith have had significant 
political implications. Unitarians and their beliefs were a major influence on the founding of the 
US political system. Universalists and their beliefs were a major influence on US religion and 
culture.  
 
As Unitarian Universalists, we are brave, curious, and compassionate beings. Our diversity 
manifests in our faith, ethnicity, and spirituality. Our drive to stand on the side of love, justice, 
and peace motivates us to make a difference in our congregations, in our communities, and in our 
shared world. Through the Unitarian Universalist Seven Principles and Sources we are guided in 
our journeys and inspired to come together for the greater good. 
 

Unitarian Universalist Principles 
 

We, the member congregations of the Unitarian Universalist Association, covenant to affirm and 
promote: 

1. The inherent worth and dignity of every person; 
2. Justice, equity and compassion in human relations; 
3. Acceptance of one another and encouragement to spiritual growth in our congregations; 
4. A free and responsible search for truth and meaning; 
5. The right of conscience and the use of the democratic process within our congregations 

and in society at large; 
6. The goal of world community with peace, liberty, and justice for all; 
7. Respect for the interdependent web of all existence of which we are a part. 

 
Unitarian Universalist Sources 

 
The living tradition which we share draws from many sources: 
 Direct experience of that transcending mystery and wonder, affirmed in all cultures, 

which moves us to a renewal of the spirit and an openness to the forces which create and 
uphold life; 

 Words and deeds of prophetic women and men which challenge us to confront powers 
and structures of evil with justice, compassion, and the transforming power of love; 

 Wisdom from the world’s religions which inspires us in our ethical and spiritual life; 
 Jewish and Christian teachings which call us to respond to God’s love by loving our 

neighbors as ourselves; 
 Humanist teachings which counsel us to heed the guidance of reason and the results of 

science, and warn us against idolatries of the mind and spirit. 
 Spiritual teachings of earth-centered traditions which celebrate the sacred circle of life 

and instruct us to live in harmony with the rhythms of nature. 
 

Grateful for the religious pluralism which enriches and ennobles our faith, we are inspired to 
deepen our understanding and expand our vision. As free congregations we enter into this 
covenant, promising to one another our mutual trust and support. 
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Goal: Nurture Hopes and Serve Needs: Social Justice for a Program Congregation 
 

Why is this part of the Plan:  
 
Social Justice has been and is a large part of the Unitarian Universalist movement. Supporting 
important issues allows members to practice UU Principles. By living out our principles, we 
directly and indirectly nurture the hopes serve the needs of our community and world. In various 
discernments our congregation expressed a desire for more cohesiveness in our social justice 
work and more connections to other congregations and social justice organizations. 
 
The (UUA) Social Justice Empowerment Program was launched in 1992. In that time, over 200 
congregations have participated in the workshops and many others have used the materials. 
Congregational leaders report that the program has helped them to focus, strengthen, and grow 
their social justice programs. It has helped them to balance their program with a mix of service, 
education, organizing, advocacy, and public witness activities. It has made them more aware of 
how to draw on UUA resources and to join in national organizing and advocacy campaigns. 
Most of all, ministers and others tell us that the program has helped bring social justice into the 
heart of the spiritual life of the congregation. https://www.uua.org/sites/live-
new.uua.org/files/documents/aw/sje_handbook.pdf 
 
Outcomes: 

 Action Groups to focus energies and resources to one cause/project per 50 members. 
(Social Justice Empowerment Program Handbook, p. 56). 

 Created a Social Justice council to coordinate the Action Groups’ causes. 
 Implemented economic, ethnicity, racial, and sexual orientation diversity training and 

addressed our isms: classism, ageism, ableism, etc. 
 
Suggested Actions: 
 Read the Social Justice Empowerment Program Handbook.  
 Create and implement a Social Justice Program Strategic Plan. 
 Choose Share the Plate partners in support of our chosen causes/projects. 
 More connections/coordination in response to current events. 
 Educate the congregation and board about our Social Justice efforts.  
 Create policies about how/when a person can say they represent UUCS in the broader 

community. 
 
Team/Committee Responsible:      SJIA 
Teams/Committees to be Consulted:     All  
Estimated Time Frame: 3+ Years 
Type of Growth Expected to impact: Organizational, Growing in Connections 
Vision Component Nurture Hopes and Serve Needs 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, other UU congregations, 

other social justice and faith based organizations, Social 
Justice Empowerment Program Handbook 
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Goal: Nurture the hopes and serve the needs of our community and world:  
Membership and Fellowship Teams for a Program Congregation 

 

Why this is part of the Plan:  
“One of the most important committees in a congregation is the Membership Committee. If we 
believe that our Unitarian Universalist message is sorely needed in the wider world, then this 
committee is one of the keys to reach newcomers and ensure they have the best possible 
experience as they explore congregational life. 
 

“Ideally, every member of the congregation would be on the membership committee. 
Realistically, this committee should have at least 5 to 7 members for a congregation of 150 or 
more. The size of the committee also depends on its responsibilities.” Adapted from “The Membership 
Journey” https://www.uua.org/sites/live-new.uua.org/files/documents/congservices/membershipjourney.pdf 
 

With the transition to a programmatic model and the hope of growing membership, it becomes 
even more important to ensure that new members are welcomed into congregational life and 
made fully aware of what it means to be a member—the rewards and the responsibilities. For 
new, long time, and potential members, offering ways to make and nurture lasting connections 
and a sense of belonging is essential.  
 

Outcomes: 
 Expanded Membership Team responsibilities per recommendations in “The Membership 

Journey”. 
 Creation, implementation, and publication of policy and procedures for new member 

process. 
 Regular congregation wide workshops on being hospitable to new people and each other.  
 A fellowship ministry with numerous fellowship opportunities that allow new, old and 

potential members to develop a sense of belonging and connection with each other. 
 

Suggested Actions: 
 Study UUA’s “The Membership Journey” a handbook for membership committees. 
 Create a new member integration/engagement plan that suggests ways for new members 

to become familiar with UUCS. 
 Limit volunteer positions new members fill, e.g. new members may become team leaders 

only after one to two years of membership.  
 Create a process to gently keep in touch with members that will help identify when a 

member stops coming to UUCS and asks why. 
 Work with Nominating/Leadership Development on in-depth conversations with all 

members and friends.  
 

 

Team/Committee Responsible:      Membership, Fellowship  
Teams/Committees to be Consulted:     Board,  
Estimated Time Frame: 1-3 Years 
Type of Growth Expected to impact: Spiritual, Numeric 
Vision Component Congregational Vitality, Nurture Hopes/Serve Needs 
Board Charge: Pastoral to Program Shift 
Suggested Resources: uua.org, UU PNW region, uuamp.org 
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Resources 
 
 
Books: 
Holy Conversations: Strategic Planning as a Spiritual Practice for Congregations 
Gil Rendle and Alice Mann 
 
Moving On from Church Folly Lane: The Pastoral to Program Shift 
Rev. Robert T. Latham 
 
Raising the Roof 
Alice Mann 
 
Staff Your Church for Growth 
Gary L. McIntosh 
 
Governance and Ministry: Rethinking Board Leadership 
Dan Hotchkiss 
 
Full Steam Ahead! Unleash the Power of Vision in Your Work and Your Life 
Ken Blanchard and Jesse Lyn Stoner 
 
 
Congregational Discernments and reports: 

2011 Dream Team Discernment Report 
2012 Consultant Visit Assessment Report 
2012 View Demographics Report for UUCS 
2013 Two Services Discernment Notes 
2015 Transition Workshop Discernment 
2017 Pledge Drive Appreciative Inquiry  

 
Web Resources: 
Effective Congregational Committees: 
https://www.uua.org/sites/live-new.uua.org/files/documents/congservices/effectivecommittees.pdf 
 
Growth: 
https://www.uua.org/growth  
https://www.uua.org/sites/live-new.uua.org/files/uua_five_types_of_growth.pdf 
 
 
Membership Growth 
https://www.uua.org/sites/live-
new.uua.org/files/documents/interconnections/0803spring_interconnections.pdf 
 
Vision, Mission, Covenant: /Creating a Future Together 
https://www.uua.org/sites/live-new.uua.org/files/documents/congservices/visionmissioncovenant.pdf 
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Wi$dom path adult curricula: 
 https://www.uua.org/re/tapestry/adults/wisdom 
 

Policy Governance: 
https://www.uua.org/leadership/learning-center/governance/policybased  
 

Strategic Plans from other UU Congregations: 
Quimper UU Fellowship: https://www.quuf.org/pdfs/Committees/Five-Year_Plan_2015.pdf 
1st UU San Diego: 
http://www.firstuusandiego.org/Websites/firstuusandiego/files/Content/1026965/Strategic_Plan_
updated_and_approved_10-20-2015.pdf 
 
Miscellaneous Resources: 
www.uua.org search “interconnections”  
 
Pacific Western region of the UUA: pwruua.org. 
Pacific NW District of the UUA: PNWD.org 
 
Growth Through Service program 
http://www.uucdc.org/growth-through-service-gts 
 
Facilities 
https://www.reservestudy.com/wp-content/uploads/2015/07/Sample-Church-Reserve-Study.pdf 
 
Leadership 
https://www.uua.org/leadership 
 
UU Leadership Institute 
Having healthy, vital and thriving congregations has never been more important to the future of 
Unitarian Universalism. Join a community of learners and leaders in building the skills, wisdom 
and cultures that will serve our faith and our congregations.  
https://www.uuinstitute.org/ 
 
The “Leader Lab” on the UUA website can answer all kinds of questions with hundreds of 
articles, webinars, templates and videos on every part of congregational life. 
 


