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1. Executive Summary

In these stressful times, we are challenged as a community of faith to stand strong, hold firm to our
Unitarian Universalist values, and live out our Mission. Indeed, it is only by coming together as a
Missionfocused church that we will be able to sustain ourselves spiritually, and defend and support those
who are at risk. Now, more than ever, we muspoad Together with Love, Service and Our Welcoming
Faith.

Our Mission must not be a set of empty words; a lifeless creed. Instead, it should be a call to action. We
must put the Mission front and center in all we do as a chuitioé collective directivéhat inspires and

guides us, and the essential criteria by which we evaluate, develop, and measure the success of our
programs and ministries. Our task as a congregation is to make the Mission come alive in our hearts and
drive what we do as a loving commty now and into the future. Only then will we really Transform
Lives—our own and those in the wider world.

In September 2016, the Mission Task Force in collaboration with our consultant, Rev. Dr. Lawrence
Peers, organized and facilitated the Livingr®ission Summit. At that Summit, approximately 60
members, representing a wide crgsstion otthe congregation, were challenged to address this
fundamental questioWhat is necessary for MLUC to fully live its Mission?

The Summit was an opportunity review our history, evaluate honestly what we have done-art

not so well- in the past, build on existing strengths and learn from past failures, and dream what
MLUC's future might be i f we truly emergeegfbomtherr Mi
Summit:

Inspire Greater Engagement in Our Church;

Serve the Needs of Our Local Community;

Engage and Support Children, Youth and Families More Deeply;
Program for a Diverse Congregation;

Become Better Known in the Community;

Developand Sustain Leadership;

Fund our Mission.

NookrwhE

Action Groups were then formed to consider each of these initiatives and to propose concrete, realistic
and achievable plans for accomplishing them. The resulting Action Plans are the heart of this strategic
plan and are included in Section 7 below. We recommend that they be carefully read in their entirety.

In reviewing the seven Action Plans, the Mission Task Force identified a numtmnofon aspirations.
Specificallyfour key themes emerged, which we sgigmrecommend should be a focus of the
implementation process:

1. Enhance Our Loving Community
MLUC has a proud history of being a loving community in which lives are transformed and there
is a clear hunger to further enhance that sense of community.



2. Engage in Our Local Community
In living our Mission, it is important that we have a transformative impact on the lives of others.
What emerged from the Summit and Action Groups is a strong desire for wider engagement in the
world outside of our walls, particulg in our local community.

3. Spiritual Growth
Implicit in a number of the recommendations is the desire among our members for a more
transformative spiritual experience.

4. Sustainability (ATime, Talent and Treasur esoao
Living our Mission will not be possible without adequate funding to support the work of the
church, the intentional development of a culture of volunteerism, and a concerted focus on
leadership development and training.

These four themes which emergenfrthe specific plans, and highlights of some key proposals which are
endorsed by the Mission Task Force are included in Section 5 below. In addition, a visual representation
of the four themes and the seven initiatives is depicted on the next page.

Finally, effective- and ongoing strategic planning is essential to ensure that MLUC becomes and

remains a Missiofiocused church. As detailed in Section 6, the strong recommendation of the Mission
Task Force is that the Board of Trustees and the Execlgae not only carefully consider and

implement the specific plans in this report (as they deem appropriate) but also that they engage in a
sustained and collaborative dialogue on an annual basis to review and revise this plan and develop furthe
strategianitiatives to support the Mission.n s hort, this report should |
continues to propel MLUC forward to realize its transformative Mission.



MISSON — MAIN LINE UNITARIAN CHURCH

TOGETHER WE TRANSFORM LIVES THROUGH LOVE, SERVICE, AND
OUR WELCOMING FAITH

COMMON THEMES - To Focus Implementation Process
1. Enhance Our Loving Community

2. Engage in Our Local Community

3. Spiritual Growth

4. Sustainability (““Time. Talent, and Treasures™)
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2. A Mission-Based Strateqic Plan: The Time is Now!

We live in challengingimes.

In September 201@uringa contentious and increasingly hostile U.S. election year, approximately 60
church members participated in the Living Our Mission Summit. Through thoughtful conversations
during the Summit and in the ActidPlanning Groups that followed, we developeden initiativeghat

the MLUC community could take togethaver the next three to five yedsmove us to Transform
Lives- our own and those in the wider world. (A detailed summary of the Living Our MiSsiommit

and Action Group process is attached\ppendix A).

Since the Action Plans were initially developed, however, times have changed.

1 The political threats of the late Fall have accelerated into-adalk set of attacks upon our
human rightandasumed liberties, our environment, our most vulnerable neightiodshe
shared values that bring Unitarian Universalists together.

1 On January 18 2017, the Unitarian Universalist Association and the Unitarian Universalist
Service Association created a [Dation of Conscience, calling on congregations as a whole and
on congregants individually “to affirm our p
justice, equity and compassi on, -andtobereadioh a nd
fight for our values.

As individuals, as a community of faith, and as members in a small but influential religious
denomination, we arehallengedo answer the question: What are we willing to do to protedslat
values, people, and the environmeagionally and beyond?

Our church members are responding with passion, both within MLUC and in the community beyond our
walls. Our community email list is abuzz with information and collaborations as never before. Our
Mission is more important than everdaliving our Mission will help us to sustain ourselves and to be
there for others in the days to come.

Althoughlargelydeveloped prior to this new sense of urgeticg,Mission Task Force firmly believes
that the concern® whichthe initiatives speakand the actions proposedre even more critical post
election a longing for more community, inside and outside the vadiitee church, for more wayeeply
to know ourselves and othdrsall our diversity and for more communal bonding through sextltat
transforms us and the world.

In these stressful times, MLUC is our place of sanctuary and spiritual renewal. We need each other now
more than everlet us rise to the challenge of this day witbve.



3.Living Our Mi ssion | sreEssenti al t o MLUC

“Mission is the need for members of a congregation to be aligned in a common purpose,
to be articulate about why they exist and what they are in the world to do, and to achieve
clarity in this understanding.- Rev. Thom Belote, UU Minister

In May 2015, the congregation overwhelmingly adopted the stated MissMbWE. That vote was the
result of years of hard work to deliberately and intentionally listen to the voices of our members, distill
the values that were expressed, articulate & drigSion statement derived from those values, and then
evaluate and refine that draft through a facilitated process of appreciative inquiry.

We always knew, however, that the articulation and adoption of the Mission was just the first step in a
more im@rtant process. The real challenge is to determine how we will collectively live out that
Mission, make it come alive in our hearts, and drive what we as a loving community do now and in the
future.

If the Mission is nothing more than a slogan on a welzsiwords we recite during services, it is

meani ngless and pointl ess. -ddty purposeless statament of belief 0 a
rather than a call to action. Instead, we must become a mihsi@m church that derives purpose and

insgp ration from our Mission so we can truly “Tra

We must put théission front and center in all we do as a church. It should be our northttstar
guiding light by which we evaluate, develop and measure the success of our programs anesminis

The Living Our Mission Summit challenged usdio that by asking the fundamental questMinat is
necessary for MLUC to fully live its Mission? It was an opportunity to review our history, evaluate
honestlywhat we have done welland not savell - in the past, build on existing strengths and learn
from past failuresand dream what our future might [8even key strategic initiatives were developed at
the Summit:

Inspire Greater Engagement in Our Church;

Serve the Needs of Our Local Comnity;

Engage and Support Children, Youth and Families More Deeply;
Program for a Diverse Congregation;

Become Better Known in the Community;

Dewelop and Sustain Leadership;

Fund our Mission.

NoOkwNE

Action Groups were then formed to consider each of tilisatives and to propose concrete, realistic
and achievable plans for accomplishing them. The resulting Action, ft@hgded in their entirety in
Section?, are the heart of this strategic plan; a road map for how we see our church growing and
developng in the future.

In short, the purpose of our strategic planning efforts is to strive to ensure thatrtisof our Mission
are converted into clear, practicldedghat reflect our deepest values and drive progress towards that
Mission.



4. How DoesThis Strateqic Plan HelpMLUC Live Its Mission?

The seven Action Plans provide specific and concrete steps we can take to live our Meigienately,
the first question in each Action Plan addresses how that initiative connects to our Missionu@/e lift
highlights fromthose answers here:

1. Inspire Greater Engagement in Our Church

The more deeply we are engaged in acts of Love, Service, and Welcome in and through our
congregational life, the more transformative and transformed we are likelygegdssially when
such acts are performed and experienced communally (Together).

2. Serve the Needs of Our Local Community

Serving the needs of our local community is one of the clearest ways to transferntivdives
of those we servand our own.

3. Engage and Support Children, Youth, and Families More Deeply

It is only through engaging more deeply with our children, youth, and families that we can
become the “Together” who, through UU val ues
boundaries ofhe physical church, through Love, Service, ani@@petunderstanding of Our

Welcoming Faith.

4. Program for a Diverse Congregation

To transform lives through Our Welcoming Faith, we must be a welcoming congregation. That, in
turn, necessitates that wet in Love, with mutual trust and respect for the diversity within and
outside our walls. It will require us to reflect on who we are and what we want to become, to
know and celebrate our own diversity, and to encourage and strengthen our ties tortinovidde

of diversity— rich with experience and knowledge beyond our own.

5. Become Better Known in the Community

To transform lives, we must be in collaboration with, batterknown by, our wider community.
To strengthen Our Welcoming Faith, we néedaise awareness about our congregation, its
Mission and programs, and Unitarian Universalism.

6. Develop and Sustain Our Leadership

Investing time and effort in leadership formation and development is a key strategic initiative that
will enable usa transform lives, provide Love and Service, and grow Our Welcoming Faith.

7. Fund Our Mission

There is a circular series of important connections that are nurtured by stewardship: the lives of
members of MLUC are transformed by the church and membesddren lives through their
engagement. Money is essential to enabling the work of the ¢laundlstewardship is tied to
church member s’ connectedness with and engag
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5. Themes and Specific Recommendations

The Mission Task Force’s work is not only to f a
Plans but also to discern common themes and present overall strategic recommendations to the Board of
Trustees for consideratioRour clear themes emergdm the Action Plans and each contributes to the
transformative impact of our Missiomhe Board of Trustees with the Executive Team should carefully
evaluate and implement each oé thction Plans as appropriatéowever,we strondy recommend that
thefourthemes be a key focus of the implementation proalessy with the specific proposal

highlighted here

1. EnhanceOur Loving Community

MLUC has a proud history of being a loving communmityvhich lives are transformezhd there
is a clear hunger taufther enhance that sense of community.

e We see it in the yearning of our parents and their families to connect with each other and to
find support in their church community as they raise their children in these challenging times.
We see it in their desilfer a loving, supportive community for our children and youth
place where they can make friends, be loved, safe, and valued in all of their uniqueness. The
plan of the Children and Families Action Group makes this a top priority, working
collaborativdy with a recommended Parents Ad Hoc Group and the new Director of Lifespan
Religious Education.

e \We see it in the yearning of our members for opportunities to know each other more deeply in
all of our diversity; for example through the adult credo classmenended by the Diversity
Action Group.

e We see it in the desire of our members to connect deeply with each other through small group
ministry opportunities, and to connect for fun at the multigenerational potlucks and All
Church Nights Out recommended ttwe Member Engagement Action Group.

e We see it in the Fund Our Mission Action G
through periodic visits to members and an expanded role of the Membership Committee to
care for existing, as well as new, members.

2. Engage in Our Local Community

Equally important in living our Mission is for us to have a transformative impact on the lives of
others. What emerged from the Summit and Action Groups is a strong desire for wider
engagement in the world outside of our iggbarticularly in our local community.

e In exploring MLUC"s enduring values at the
and remains foundational. Indeed, Service is one of the three pillars of our Mission. By
focusing on serving an identifieseed of our local community over a thwgear period, as
recommended by the Local Social Action Group, we will maximize our transformative impact
through a sustained, focused effort and will form relationships with other interfaith and
community groups. tcal social action is one of the most concrete ways we can fulfill the
goals of our seven Action Plans. It will inspire congregational participation, engage families,
children and youth, allow us to become better known in the community, and foster greater
diversity. Increased congregational engagement will, in turn, inspire greater stewardship and
be a fertile field for leadership development.
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e An essential part of transforming lives through Our Welcoming Faith is spreading the word
about it. One of the ceratl recommendations of the Outreach Action Group is the
development and ongoing management of a communications plan with specific measurable
and achievable communications goals, timelines and identified audiences.

e MLUC serves a large, diverse geographic region. (See the Distribution Map of MLUC
Members inAppendix . The congregation is presented with the opportunities provided by
its current building and property, along with the challenges presented by theerséatiusion
of our “church in the Devon woods.”™ The st
greater engagement with our local community provide a compelling rationale for exploring
the option of a satellite location. A recommendation from the Cefiréation Group is that
the Board of Trustees empower a task force to research what other UU churches are doing in
this area and investigate possible options for leasing space and staffing of a satellite location
(e.g., on the Eastern Main Line). That #a&elocation may provide enhanced capabilities for
loving community and member engagement (e.qalSGroup Ministryand other events),
outreach and awarenelsgilding, and local social action in a more diverse community.

3. Spiritual Growth

Implicitina number of the Action Plan recommendat
transformative spiritual experience.

e The Member Engagement Action Group lifted up a desire for more creative, participatory
worship experience with recommendations of perioller@ative worship services, increased
member participation in the worship services, incorporation of more diverse music; and re
establishment of a Worship Committee.

e The Adult Credo class recommended by the Diversity Action Group also speaks to a desire
for a deep exploration of our individual spirituality, values and beliefs.

e Support and training of our members in the ability to articulate Our Welcoming Faith to
others, as recommended by the Outreach Action Group, presumes we first have a deep,
personal nderstanding of our faith.

e Nurturing our leaders by envisioning and promoting leadership as a transformational spiritual
practice, as recommended by the Leadership Development Action Group, further evidences
the desire for infusing deeper meaning into exgryday experience.

4. Sustainability (ATimoWMe, Talent and Treasure

We cannot live our Mission without adequate funding to support the work of the ctingrch,
intentionaldevelopmenof a culture of volunteerism, and a concerted focus on leadership
devebpment and training. Sustainability is the umbrella term that encompasses each of these key
strategic goals.

e Funding our Mission is critically important, and a number of recommendations for doing that
have been outlined by the Funding Our Mission Actisoup. Key among them are focusing
on the annual pledge drive as the funding priority of the church, hiring more fund raising
expertise on staff or on a consultant basis, and forming a committee to conduct the annual
pledge drive each year. That Action Goawotes that increasing meaningful and rewarding
engagement through the other Misslmsed initiatives will, in turn, increase generosity.
Additionally, establishing a restricted endowment fund focused on social action has the

8
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promise of underwritingthe hur ch’ s ser viemmebassor k on a | ong

Nurturing, training and developing our leaders at all levels and across all generations is
necessary to make our Mission a living reality. Both the Leadership Development Action
Group and the Member Engagementide Group have lifted up the need for a concerted
plan for doing so througthe creation of a focus group to evaluate leadership development in
the church, including the possible establishment of a Leadership Development Team,
development of a leadershifining program, and reonsideration of the future role of the
Nominating Committee in leadership development.

Volunteerism must be cultivated. The recommendation of the Member Engagement Action
Group to collect “Parti aciemdti ingn aPlcaddag’e
Reinstatinganannual meeting for committee chairs, developing clear job descriptions and
expectations for volunteer staff, and the other proposals to provide practical guidance and
support for lay leaders (as recommeanhtly the Leadership Development Action Group) will
also encourage volunteerism.

Mi ssion Task Force recognizes, however, t

and prerogative, in consultation with the Executive Team, to detemhiiod specific plans and
recommendations should be implemented and when.

6. Next Steps for Implementing Our Mission

The next step is for the Board of Trustees, in a consultative discussion with the Executive Team, to
evaluate the proposed Action Plarsl determine which aspects of the plans they would like to see move
forward to implementation and when.

h a

However, the themes and plans in this document are also a jumping off point for the Board of Trustees
and Executive Team to work togetherinongangr at egi ¢ pl anning efforts.

n

continuous dialogue on an annual basis to

should align our programs to achieve that Missammeasure our succeagainst the Missiarit is also
essential that the Board of Trustees and the Executive Team review and revise this strategic plan on a
regular basis as a living document.

In 2012, the Board of Trustees initiated the process for MLUC to become a rimsiged church. The
current Tustees have reviewed resources on miskounsed churches that previous Trustees have found
helpful, such as the bo&imple Churclby Thom S. Rainer and Eric Geiger, as well as the latest
resources from the Unitarian Universalist Association. Thisheila valuable context in which to

evaluate animplement this plamand continue the strategic planning process

0 Key Components in Making MLUC a Mission-Focused Church

The healthiest churches have a clear sense of their purptse they are uniquely called to do
and beAt MLUC, we have determinedollectivelythat our Mission is to transform liveur
own and a widening circle of others in our interconnected woddchieve the goal of focusing

our church on our own Mission of transforming lives, we should emphasize the following criteria

de



3 Clarity: In a missiorbased church, the leadership and congregation are clear about their
mission and the path toward achiegg it. There are strategic processes in place that
provide people with ghs for growth, and the church shoulddoenmitted to executing on
that process.

3 Movement As a Unitarian Universalist church, we should intentionally offer a range of
paths; eaclvith steps that deepen our UU faith and experiences. Each path should flow
logically towards living our Mission and enable a deepening UU experience.

3 Alignment Each area of the church should be aligned with the Mission and the pathways
to deepening our UU faith and experiences.

3 Focus The church should prioritize its resources on programs that further the Mission. A
Missionfocused MLUC will offer members aaviety of opportunities to practice our UU
faith in deeper ways.

0 Strategic Planning- An Ongoing Process
What will allow this Living Our Mission Strategic Plan to start an ongoing process that will lead
to implementabn of these initiatives anehable MIUC to become a more Missidacused
church? Why will this plan be effective when other strategic plans end up on the shelf?

o The Congregation’”s UnderThis@aampdroposgssimond L i v i |
long-term action steps/initiatives that were generated with wide congregational
involvement. In a large congregation like MLUC, it is not practical to get such-grass
roots input that often. The Mission Task Force is optimisiat the church leadership
will be impressed with the powerful messages that have emerged from the process. The
success of this strategic plan depends in part on the church leadership embracing and
championing this communication from the congregatiahierplementing it.

o Implementation Bsed on Clarity and FocuBhe plan also illustrates how to interpret our
Mission as a guide to focus the church. The Board of Trustees and Executive Team will
need to implement changes to the church organizationats&wland processes to help us
be Missionfocused.The work of becoming hsionfocusedhasto be carried out at all
levels of the church and accountability practicesd to beffectivelyimplementedacross
the board.

m Prioritize programs taire staff ard usefinancial resources based on how they
serve the Mission.

m Recommend a rerganization of the committees/teams so there is a conceptual
clarity to align staffing and progranwath the Mission. The&urrentcommittee
structure las developed in an ad haay; it lacks clarity and focus.

m Create an easip-use planning format for theommitteeteams so theglevelop
programs in alignment witthe Mssion.

m Build in a feedback metric to assess the success of programs relative to Mission.
These metriswould build on the accountability structuresrrentlyin place as
well as thoseédentified in this strategic plan

10



To create a more Missigiocused church, the following set of queries may be helpful not only in
evaluating the priority of a current or propdsaitiative but also when considering whether a
proposed strategy has sufficient detail to be evaluated:

How will it strengthen MLUC in fulfilling its Mission?

Who is responsible for leading its implementation and oversight?

What resources will be requddor it to succeed initially and ongoing?

How will the church be different and why?

How do we measure progress? What are our objectives for which timings?

O O O O O

7. Seven Initiatives and Action Plans

The complete Action Plans developed by the Action Groups are on the following pages. Each addresses
five topics: (1) How the Action Pla@onnects to the Mission; (2) How it Builds on Current Strengths and
the Constraints Considered (3) Projected Outco(dgshat it Will Look Like; and (5) What is
Strategic about the Action Pl an. Each Action Gr
area of focus and took them into account in developing its recommendations.

11



I. Inspire Greater Engagemaet in Our Church

Membership Engagement Action Group members:
Rev. Neal Jones (facilitator), Liz Bligan, Sue Compton, Sydney Dixon, Marti Everett, Doug Hunt, Nancy
Jeffreys, Jessica Michael and Bridget Wiedeman

This Action Group met twig, on October 2and November @016, to envision strategies for stimulating
me mber s’ participation in several areas of cong

1. How this Initiative Connects to our Mission

0 The central focus of our Mission is transformatiarf others, the recipients of olove, Service,
and Welcoming Faith, and of ourselves as we engage in acts of Love, Service, and Welcome. The
more deeply we are involved in such acts in and through our congregational life, the more
transformative and transformed we are likely to be,@afp¢ when such acts are performed and
experienced communally (Together).

2. How it Builds on Current Strengths; and the Constraints Considered
0 Current Strengths:
o Given our congregational polity, UUs in general, and members of MLUC in particular,
proactively seek involvement in our church.
0 The history of Unitarian Universalism and of MLUC demonstrate extensive activism in
causes of social justice.
o0 MLUC offers a wic variety of activities for member participation, most of which are lay
led.
o Several of our groups publicize well their activities after services on Sunday in the Atrium
and between services in brochures, handouléotés, and the newsletter.
o We have aprant Small Group Ministry which involves over a hundred members.
o Our Membership Coordinator, our Membership Committee, and our members in general,
are warm and welcoming of visitors and new members.
0 Many of our members participate on iemmunity Mattes listserv and the MLUC
Facebook page.
o Our “Story for All Ages” during worship s
o Our Minister is eager to include members in worship and other church activities.
o We regularly and publicly recognize and express appreciation for our volunteers.
0 Constraints:
0 Habits become ingrained overtinfd@(hat 6 s t he way Oymiibitimg al way
creativity and innovation.
o Established cliques of longégerm members whare in charge of church functions may be
reluctant to widen the circle of decistomaking to embrace new members.
o As MLUC has grown and we have hired more staff, the ministries of our church have
become more “professi on allunteersthbaccomplishioyri ng |
mission.

12



3. Projected Outcomes

Our Action Group proposeariousactiors which may be undertaken immediately (or almost
immediately) to stimulate greater congregational participation in the following areas:

0

O«

1.

WORSHIP. Assumptionf we had greater member involvement in our worship services, our
worship would be more transformative. The Minister will invite members to assist him in the
conducting of weekly worship services, and the Minister will form a Worship Committee to
be respasible for all summer services and periodic alternative services.

VOLUNTEERI SM. Assumption: | f members submi
more aware of opportunities for service in our church and community and feel a greater sense
of commitmento contribute their time and talent to their church. During the Annual Pledge
Drive, members will receive a list of volunteer opportunities in addition to a monetary pledge
card.

COMMUNITY. Assumption: If we provide more fellowship opportunities for mensbwe

would experience a greater sense of community. We will revive activities that have fostered
fellowship in the past: Youts ponsored snacks and/ or meal s
Church Nights Out,” and qutthedchwahl vy mul ti gen

MEDIA. Assumption: If we offer a more usé&iendly website, we would be more welcoming

to visitors and members. In the past, it has been assumed that our website must be designed
primarily for visitorsor for members. We see no reason wihgainnot serve both

constituencies well.

LEADERSHIP. Assumption: If we had a systematic method for identifying and training
potential leaders, we would create a larger pool of prepared, more confident congregational
leaders. The Executive Director wiiim a focus group to explore the creation of a
Leadership Development Team.

What It Will Look Like

WORSHIP. During regular worship services, the Minister will invite members to assist him in
conducting services through readings, meditations, andfteer@ Outreach; he will

introduce children and new members to the congregation through the chalice lighting; he will
reintroduce personal testimonies to be cal
will invite members to light candles during $ognd Concerns so that the congregation can

put faces with names. Working collaboratively with the Music Director, he will also
incorporate more vibrant music into the services. The Minister will form a Worship
Committee to help him recruit worship assmsaand to plan, organize, and conduct the
summer services with guest ministers. The Worship Committee will also plan, organize, and
conduct periodic alternative worship services which will experiment with more interactional
worship forms during the regulahurch year.

13



2. VOLUNTEERISM. The Membership Coordinator will compile a list of volunteer
opportunities, and these “Participation Pl
Pledge Drive Coordinator during the annual pledge. The Membership Coordauiatben
share the completed Participation Pledges with the relevant committee chairs and group
leaders so they may contact the interested members.

3. COMMUNITY. The Director of Lifespan Religious Education will invite the Youth Group to
sell snacks and/aneals after services to enable youth and adult members to get to know each
other. The Director of Lifespan Religious Education will also organize (or recruit a volunteer
to organize) quarterly multigenerational potlucks at the church to facilitate it@saacross
the generations. These potlucks may be organized around a group project, a learning
opportunity, or entertainment (i.e., making chalices, Christmas crafts, talent shoalosigg
etc.). The Membership Coordinator will organize (or wéavolunteer to organize) a Spring
andRl I “Church Night Out,” in which members
members at their homes all on the same night.

4. MEDIA. The Executive Director, in collaboration with the Communications Director and the

Outreach Committee, wil!/l make modi fic-ati on
friendly by members and visitors: simplif.i
easyto-find lists of church groups and contact info, simplified online donatia Youth

page, etc.

5. LEADERSHIP. (See below)
5. What is Strategic about the Plan?

The strategic element of the plan, the objective which bends our typical frame of reference in
considering church activities, pertains to the area of leadership. Typtbal church approaches

| eadership as if it were a fixed state. Certa
the Nominating Committee is to identify these existing leaders from the membership and cajole them
into sacrificing their timeo serve as the leader of a specified group for a specified tenure. Operating
on this assumption, leaders are believed to be in short supply, and the same leaders are continually
called upon to take up new leadership roles once they have completeddiaise a recipe for

burnout. Under this assumption, the annual work of the Nominating Committee constitutes a
desperate plea to the same people over and over.

Our plan, however, has a different frame of reference. It assumes that leadership diéls can
cultivated among various people who are dedicated to their church and have a willingness to lead.
Operating on this assumption, leadership training is conductedo@aat so that new qualified

leaders are continually being prepared.

In collaborationwith the Minister, the Executive Director, the Membership Coordinator, and the
Director of Lifespan Education, a Leadership Development Team (LDT) could identify potential
leaders and invite them to participate in an annual leadership training coursietelmped by the

LDT (relying upon already established UUA curricula). Thus, each year, the Nominating Committee
will have a fresh pool of candidates from which to recruit congregational leaders.
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The Executive Director will form a focus group of indivals who are knowledgeable about

leadership development to recommend the most effective way to create and sustain an LDT. Some
churches transform their Nominating Committee or their Committee on Ministry into an LDT; some
establish an LDT to work in conjation with one or both of these committees. The focus group will
examine the history and functionality of our present system of generating congregational leaders and
make recommendations to the Executive Team and the Board of Trustees.
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II. Servethe Needs of Our Local Community

Local Social Action Group members:
Gail Burgess (facilitator). Mike Carpenter (advisory member), Ingrid Deckman, Dave Fultz, Pat
Hennessey, Ann Hiller, Lisa Jochum, Dana Kelly, Irene Mehnert and Judy Wilson

Three meengs took place on Octob25, November 6 and Decembe2®16. This is a summary of the
conclusions reached during those meetings, after consultation with the Social ActiensbgaTeam at
its November 12016 meeting.

1. How this Initiative Connects b our Mission

0 A central purpose of our Mission is Transforming Lives through Love and Service and doing so
Together. Serving the needsaur local community-in Love and as representatives of Our
Welcoming Faith-is one of the clearest ways to transfdives. In the process of s&mg others,
we are transformeds we act to transform their lives.

0 Local social action allows all of us engage Togethém a handson way- all generations,
families, children, and youth. Focusing on the needs of oal émrmunity broadens the concept
of “Togethet to include other faith and community organizations who are engaged in serving
local needs. Giving moneyas we do through our Offering Outreach contributions every month
is important, but it lacks the coection that comes through working together figteside with
each other, working with others in our community, and developingtkemmg relationships with
those whose needs are being served. Doing so thrasugtainedlan will have greater impact.

6 Finally, we will be acting Together as Unitarian Universaliditging the principles of Our
Wel coming Faith. We will demonstrate through
the yell ow shirts.”

2. How it Builds on Current Strengths; and the Constraints Considered
0 Current Strengths:
o0 We have passionate and committed membettseirSocial Action Leadership Teand
we are already engaged in many meaningful social action initidtAes congregation,
we have historically participated in three annual congregational social action projects
including Martin Luther King Day of Service, a Fall community day and a Spring
environmental care project.
0 We are a large congregation with mangaerces. We have talented, passionate members
who have expressed in the Listening Circles and the Living Our Mission Summit, a strong
desire to engage in social action together.

1 Our website lists 10 different social action groups at MLUC, including: Interfaith Hospitality Network, West
Chester Food Cupboard, Green Sanctuary, Preventing GumsfglReproductive Rights and Justice, Racial
Justice and Immigration Reform (including Black Lives Matter), Justice in the Middle East, Rainbow Alliance,
Offering Outreach, and Partner Church. We also participate through the UU College of SocialJusiigad)(in
mission trips to Haiti and participate in the UU Service Committee (UUSC) and UU Pennsylvania Legislative
Action Network (UUPlan).
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0 As someone put it, "We have the desire, we are just awaiting focus." Thissistent
with one of the reasons for adopting our Mission: to focus our many glowing embers into
one bright flame.

0 Constraints:

o In meeting withthe Social Action Leadership Teamembers, it is clear that there is no
desire to eliminate any of the exiggiinitiatives © which people have devoted themselves
with such commitment and energy.

o There is a concern that “the oxygen in th
programs and those programs are already challengsttdotrobust particigtion.

o Do we have a sufficiently large and committed volunteer pool to support a new, sustained
local social action efforg?

So, in arriving at our recommended social action program, we need to be mindful that:

It is a perennial challenge to get widesgmt congregational attendance and participation in social
action activities;

We need to coordinate with existing programs in a way that does not diminish them, so we will
seek to expand on one of the existing social action initiatives, if possible;

0 Thereare limits to the amount of time volunteers can devote to the proposed plan; and we need
sufficient internal/staff infrastructure to support it; and

There is limited funding (about $4,500) currently budgeted for new social action inititives.
Some have gressed concern that we should consider the issues outlined in Toxic Charity in
arriving at our recommendation.

(@]
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3. Projected Outcomes

We will develop and implement a congregatsitle local social action effort to address a need in our
local communityidentified through the process outlined below. It will be undertaken over the next three

years.
0 Participants will include all members of our congregation at all ages and stages of life, including

families and children, youth, young adults and our elddrsy will find themselves transformed
through those experiences.

0 Through a sustained effort involving the same congregatisiti social action initiative, we
will have a greater transformative impact on the lives of the participants and the likkeseof
whose needs are being served.

2 One of the most successful programs in terms of sustained participation by a large number of members is the
Interfaith Hospitality Network. About 80 members (from a pool of 120 trained member volunteers) are devoted
three times a year to run tweeek hogngs. This is a large, coordinated effort to serve the needs of families in
transition as they work to learn the skills needed to becomsidétfient. Even that program is often challenged

to get full participation.

3 The current budget includes: $2,000 IHN, $1,000 for UUCSJ Scholarship, $5,000 for the UUSC, and $1,250

for UUPLAN. The $4,500 budgeted for Social ActieGeneral is not designated for any specific social action
committee, but funds in that account can be requested by any committeébdrBmxecutive Team. So overall,

there is $13,750 budgeted for social action, in addition to the approximate amount of $20,000 collected for various

organizations through Offering Outreach.
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We will be engaged not only with each other, but with other UU churches, and interfaith and/or
community organizations, significantly increasing our impact in the community and serving our
mi ssion of t rTaongseftohremi’ng | i ves *

At least 30% percent of our congregational members will participate in one local social action
project in the first year, increasing to 60% participation in three local social action projects by the
third year.

We will evaluate our progressay year, by determining how effectively we have served our
Mission of transforming lives.

0 We will develop and implement meaningful methods for measuring our success on an annual
basis.

We will do so based on criteria to be developed after considerimusaneasurement models,

such adoing the Math of Missioby Gil Rendle and in conjubci on wi t h t he Boar
efforts to develop appropriate Missibased measurements.

We will evaluate at the end of three years whether to continue with itiasive or choose

another initiative.

O«

O«

O«
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4. What it will Look Like

Because we are recommending a thoughtful, inclusive process for developing our recommendation for a
threeyear plan, it is premature to give specifics of that plan. A general descptiom recommended

twost ep process follows. The first step will pro
concern about the need for prompt action to address the anticipated impact of the recent election on thos
who are most vulnerable.

0 Step One: Legislative Advocacy

0 We have scheduled a March 12, 2017 training session in legislative advocacy to be
conducted in conjunction with UUPLAN.

o We will develop a schedule of opportunities for members and others participating UU
congregationstopat i ci pate in advocacy, including
visits to legislators, etc.

o0 We can do this now, while we are developing our tHyes plan recommendations, with
little cost, by using expertise in the UU community (UUPLAN, UUA nmbers, etc.).

o This will engage the whole congregation; ideally working alongside other faith and
community groups; and most importantly effect change at a time when so many of us feel
scared and powerless.

0 Having engaged (and empowered) more people snptticess, we feel more will want to
get involved in longeterm social action projects (per our thiggar plan); we will ideally
have already established some community p
needs better.

0 Step Two: Development of a’hree-Year Plan

o Timing: For three to six months the Local Social Action Group (and any others interested
in participating in the effort) will develop a recommendation for a sustained local social
action program to be implemented over the next three years. We will keep the
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congegation advised of our efforts and recommendation, assuming the Board of Trustees
approves the plan.
o0 Process:We will consider the following criteria for determining what this recommended
program should be. Does it:
0 Serve our Mission.
Address a true neead our local community that we can serve with our resources
Respond to changes in the social justice dynamics in our community caused by the
change in administration
Provide varied types of opportunities for participation (including, for example,
legislative advocacy) by all members of our congregation, inctudhildren,
youth and families.
Have a real impact through a sustainddrébver the next three years.
Engage with other organizations (other faith and community organizations) who
are alseengayed in serving those needs.
Build on an existing social action effort of MLUC, likely Racial Justice or the
Environment. We currently believe one of those two issues will provide the most
opportunities for participation by all members of our congregaitietyding
families, children and youth. The other possible issue for consideration is
Hunger/Homelessness, building on our current efforts with IHN and the West
Chester Food Cupboard.

O« O« O« O« O« O
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0 ResourcesWe will draw on the following resources in developing oworemendation:

Our Minister, visiting minister, and staff (particularly Jan Kaufman)

Congregational members who are currently engaged in social action

Social Action Leadership Teamembers

The UUA andBlack Lives ofUU.

Our new Drector of Lifespan Religius Educationthe Church School Committee,

YAC, teachers, families and youth, particularly considering the Roots and Shoots

program suggested by the Children and Families Action Group or another child

specific program if the environment is not the recomadeel focus of our three

year plan.

UU congregations, other local congregations, and interfaith and community

organizations addressing the identified need to explore partnership opportunities.

Social action consulting experts to be identified by Rev. Dureace Peers.

The recommendation will consider required staffing for implementing the-three

year plan, e.g. possibly a Social Action Coordinator or Ministerial Intern, the latter

as early as the spring of 2018.

The plan will also require funding, includjrthe possibility of a special

endowment fund focused on social action as referenced in the Funding Our

Mi ssion Action Group’'s plan. Longer te

capital campaign to support our chosen social action initiative.

0 We donot anticipate significant, if any, costs in developing the plan itself, with the
possible exception of expert consultation if needed.

O¢ O¢ O¢ O¢ O«
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0

Congregational Involvement and Input:

o We will keep the congregation advised of our efforts and solicit input asrwe at the
recommendation. This is critical so that the proposed plan is not perceived as something
imposed "from the top down."

0 We had hoped to solicit input through a survey, but are advised that this will not be
productive, due to other recent sursey

o We will consider other alternatives, such as a town hall meeting format, and publicize our
efforts through all of the usual resouregdotes of the WeekNotesWh at 6 s Happer
announcements from the pulpit and an online site for providing feedback

5. What is Strategic about the Plan?

The strategic elements of the proposed plan are:

o
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Increased congregational participation in social action by people of all ages working together with
a goal of 60% participation over three years;

A sustained efforbver time, dedicated to a single issue, will have more impact on service of the
needs of our local community;

By engaging and partnering with other community groups and faith organizations, we will
increase our ability to transform lives through ourexilve impact on the needs we are
addressing, our visibility in the community, and increased congregational diversity;

Increased social actigrarticipation in a congregatiemide cause will inspire increased giving,
allowing us to fund larger efforts, ilutling througha possible capital campaign aod/
implementation of an endowment program for social action specific giving, and to hire a
permanent staff member to coordinate our social action efforts; and

Effective measures for evaluating our successheiltleveloped, which will enable us to
determine how best to use our congregational resources in this and other programs.
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[ll. Engage and SupportChildren, Youth, and Families More Deeply

Children and Family Action Group members:
Pam Kosty (facilitatg, Peggy Arico, Mia Carpiniello, Heather Callahan, John Callahan, Ruth Cook,
Rebecca Polss, Rose Marie Reber, Alan Scholl, Gina Trignani, Jenette Wheeler and Mary Wright.

Two meetings took place on Octoldar and October 28016, with email follow upsnl Fall 2016, we

updated the search committee for the new Director of Lifespan Religious Education on our discussions.
In early January 2017, the Church School Committee, through Este Hart, and the Eco Task Force, were
informed about aspects of the develapplan for feedback and inclusion.

1. How this Initiative Connects to our Mission

Families are our past, our present and our future. We love our children, our youth, and our grandchildren.
One look at the church building shows that, historically, our children and youth religious education has
been paramount, with beautiful rooms, gensrmaterial closets, even kitchens, built to provide the
appealing space to connect, learn, and grow as UUs. For a variety of reasons, family membership, at its
height following the rebuilding of the dhidied di ng
filling the halls, has diminished.

As we refurbish the building, and rebuild the RE staffing, we should redouble our efforts to connect with
the families of a new generation, finding creative and possibly otitsgelox ways to make MLUC a
community that parents, childreand teens value enough to make the time, in increasingly busy and
stressed lives, to come to.

It is only through engaging more deeply with our children, youth and families that we can become the
“Toget her ” wh lues, canlransfarng lives,Within\arad outside the boundaries of the
physical church, through Love, Service, and a growing depth of understanding of Our Welcoming Faith.
We can be both the place, and the community, that supports the family and transfesrnrspiositive,
connective, and life honoring ways.

2. How it Builds on Current Strengths; and the Constraints Considered
6 Current Strengths:
0 A generally strong and respected religious education curriculum with a robust Coming of Age
program that culmmates in powerful youthed services where diverse UU values are expressed,;
An honored OWL program that supports us in our sexuality throughout our lives;
Meaningf ul rites of passage that honor us ea
Dedicaed and creative volunteer teachers (though too few);
Loving and diversely talented members who have given and continue to share their passions and
expertise in SO many areas;
o A youth program that wins awards and gives back, presenting powerful Sundagsémat
enlighten and connect with members every year; and
0 A history of creative and sometimes outsttle-box family programming: everything from
Tockwogh weekends and ski trips, to play groups and Girls Group, to game nights, leaf raking
mornings, tre@lantings, civil rights parades, and roller skating parties.

o O O o
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Constraints:

In recent years, the number of young families has droppesdidespread, although not universal,
trend in religious communities. A focus on rebuilding this key group, and supporting families as
they want and need to be supported in the current envirorandrieyond, is essential.

Underpinning most of the ideas we came up with was a genuine longing for more connection
among the parentsand more support in raising families and youth. In short, more community or
“Together” in our Mission.

In a June 2016wvey, parents noted that having our children connect with each other at MLUC is
a primary motivator for them, but we know that in many cases, children are not coming to Sunday
RE classes with the consistency that allows real friendships and commuretyetopd Parents,

too, are rushing in and out, not always making connections with other parents that could serve to
build communities of trust and support.

Given our strengths and these constraining new trendsve acknowledged that:

1.

The formats that workeih the 1990s are not necessarily ones that will work with families today.
Our discussions largely circled around possible alternative formats/times/programs where genuine
support and engagement could happen for children and families. We collected soatzodat

best times/interests from families via an informal survey. (The results of this survey, which are

not to be considered conclusive, are available).

We agreed that MLUC at its best is a place where all of us feel enabled to jump in and be the
change that we want. To the extent possible, we would like parents and families to be supported
to find creative ways to connect and to lead, unencumbered by excessive bureaucracy.

With busy two wageearner families the norm, families need the help and supparstaff person

for inspiration and follow through, and the new Director of Lifespan Religious Education can and
should be a principal liaison with members to develop meaningful programs for this deeper
engagement. We recommend that the person hiraddqgrosition has early access to this report.

3. Projected Outcomes

By finding and implementing ways to increase and deepen engagement by children and families, MLUC
will be:

v

o

Enhancing the “Together” i n our aMiwsleomiogn, t he
congregation. We will know this as children and family attendance rates rise, so that Our
Welcoming Faith gets stronger; family member attrition rates would likewise fall.

To the extent that we do programming open to both the church comrandithe wider

community, we will expand our Mission to Transform Lives, and reach new families that may not
now be aware of our UU faith and its values.

Our UU values will be flexed by a more diverse set of membmisre children, youth, and
youngparents di scover i ngawWMaUCandtindhe Wider conremumity r v a |
where our values and guiding principles are sorely needed.
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4. What it will Look Like

With strengths and constraints in mind, we focused on four Action Steps, three thelieve can and
should be initiated as soon as possible, and one that merits further exploration and-ttonger
approach:

1. Director of Lifespan Religious Educatiomove as quickly as possible to hire this person, as this
position is vital. Ideal catidate: a person who is not afraid to think outside the box, one who is
interested, comfortable developing intergenerational family involvement and supporting UU
parents and parenting. The managementonstyl e
peron who enables and inspires members to be leaders in planning. The Action Group has
already shared feedback with the search committee, and wishes them the best on this task. DONE

2. Create and implement program(s) designed around developing a closer fogpatgnts for
support with a focus on UU Parenting and community building in our very challenging times.
SHORT TERM, IN PROGRESS

3. Develop more membeénvested family activitieslesigned to make possible intergenerational
friendships and more child and youth friendships. SHORT TERM

4. Longer rangeDevelop a community outreach programoted in UU values that is open to
church familieandneighborhood families (welcoming congréga), and draws upon the
strengths and interests of our social action/environmental action committees and members.
Specific suggestion: look at a (Jane Goodatipts and Shooenvironmental program. Téi
proposal requires further exploration, including assessment of member interest.

Special note specific ideas for programming wersclssedut the Action Group decided that a key
aspect ofts recommendations is to empower parents and families taéetlgiinvolved in program
planning. A list of some ideas generated by the Action Group is appended to this Action Plan.

5. What is Strategic about the Plan?

The strategic elements of the proposed plan include:

6 ML UC’' s-teimdutuge depends upgnowth of one segment of our membership: children,
youth and families, who can carry on traditions and values, while keeping the UU living faith
fresh and alive. We are an aging congregation, and encouraging this diversity is vital.

0 This plan coincides whitthe Capital Campaign building renovations, which include refurbishment
of our playground and youth spaces, so that we are readying our home for expanded family

engagement.
06 This plan calls for more opportunities to connect with families, and more waystpthem into
the church’s soci al action arena, the “Servi

include opportunities f or f aacadetsocalsactiononitidtiees r n
and to be involved in meaningful ways.

0 MLUC needs leadership development, and fostering a more opet catture in which parents
and families can feed into the leadership development efforts in natural ways.
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Stewardship: fundraisers know that more engaged people are more generous peeple; whil
families will have times when multiple demands make large donations difficult, they can also,

over years, grow to contribute more generously, especially as the church activates a focus on
stewardship rooted in the Mission.

The UU faithtiesnad buiVvVingpbnadi deep under st a
have new insights artifferentways to express the sacred and to liveaouuU life. By focusing

on ways to support children and families, we integrate them into UU traditions, and learn from
them about the emerging future, one where we can work together to transform our communities in
powerful and lifeenhancing ways.

Engaged children and families create the kind of planned chaos that brings communities to life
visitors and other memberslibe enlivened by the energy that a stronger ngdtierational

community inspires in all.

Measurement and flexibility: we can monitor numbers and attendance, and gauge, over the three
to five years of this pla what is working and what is hdMuch of tis report is a call to action

and will require a comfort level with trial and error, as we work together to find meaningful ways

to engage.

Appendix: Possible Program Ideas

Intergenerational activity for the purpose of including everyone and for prguidistructured
time for the RE kids to socialize atite parents as well (Together)

Involve seniors playing board games, make up/tell stories, perform closing skit performance
Revuval of the neighborhood groups

Parent supportgroups, discussion, other

Parents to learn/discuss what is being taugBundayRE to reinforce and understand teachings
(Transform Lives)

Saturday/Sunday community gardening early spring through latediafiate produce to food
cupboard connects to social action and outreach

Bi-monthly family potluck

Summer YMCA pool event?

The new Tockwogh let's talk this up! We attended for the first time and never want to miss it
Family movie night (this would be a good public event)

Family music circles (like a folk singget kidsinterested in learning to play instruments
Regular family fithess events/oga, zumba or anything fun that gets us moving together.
Family hikes (publicize to outside folks as well)

Invite kids bands to perform at the church (small fee/donations if néedeser costs) open to
nonMLUC families.

ML UC annu a ltypé evemtratiractynarMLUC people.

Can we make the holiday evebigger and open to the public? So many people want to feel
connected at the holidays and may not find it or know that MLUC offers an inclusive way to
celebrate the holidays.

P a r eSmaullsGroup Ministry to develop that deeper connect and shearexperences

Revi ve * WiSundays whBrradudtskahd children come not to services but to learning
diverse things together, from crafts, to repairs, etc., facilitated by members

Revive circle suppers
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IV. Program for a Diverse Congregation

“Until we undestand who we really are demographically and understand how our
predominant culture makes some people feel welcome and some people feel unwelcome in
our congregations, we will utterly fail in our efforts to become more welcoming to all who
seek a liberal rkgious home within Unitarian Universalisin: James KubaKomoto,

Regional Lead for the Pacific Western Region of the UUA

Diversity Action Group members:
Rick Joers (facilitator), Roy Blickwedel, Pat Jordan, Carrie Nielsen, Madelaine Sayko and Mary

Stromquist

Two meetings took place; one on October 20 and a second on November 2 2016. This is a summary of
the conclusions reached during those meetings and after consultation with the Mission Task Force.

1. How this Initiative Connects to our Mission

The intiative to diversify our congregation and to celebrate our diversity is a natural extension of our
Mission.

In order to maintain and prolong the life of our thriving congregation, it is only natural that we look to the
diversity around us and betteruate ourselves to the growing cultural diversification of America.
Challenging and confronting white privilege is equally important for us as UUs, especially as a
congregation predominately comprised of white upper middle class professionals.

U.S.1998 UUs 1997 U.S.2008 UUs 2008

White 72.3% 91.5% 65.6% 89.0%

Black 12.1% 1.3% 12.2% 1.0%

Hispanic 11.2% 1.0% 15.4% 3.0%

Asian 3.6% 0.7% 4.6% 3.0%

Nat. Amer. 0.7% 2.3% 0.8% —

Multiracial — 3.2% 1.7% 4.0%

This chart compares U. S. Census esti mat ¢
2008 with demographic data from two surveys of UUs, the 199X UWF ul f i I I i ng
survey and the 2008 Pew Forum’ s Religiol

Aiming to be a more diverse congregation does more than hold a titre world. Our goal is not to
reach some quota; it entails an irttenal, concerted effort to be $i€oming, which necessitates a mutual
trust and respect that we might best call Love and it cannot happen through our action alone. It will
require us;Together, to reflect on who we are and want to become. A truly welcoming congregation will
be one that knows and celebrates its own diversitg encourages and strengthens its ties to the wider
world of diversity, rich with experience and knowledge belours.
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2. How it Builds on Current Strengths; and the Constraints Considered
0 Current Strengths:

o UUs and members of our congregation are accepting of differences such as gender
identity, marital status, sexual orientation, faith background, and theological beliefs.

o Our population is diverse, especially in the ways listed above. Congregants also have
variety of professional experiences, talents, and intellectual curiosities.

0 Constraints:

o Our ethnic and racial diversity is limited but not completely uncharacteristic of our
community.

o Our knowledge of each other is typically constrained by our sacbipeolvement and
socialization such as friendships and church commitments.

Please keep in mind:

0 We did not fully agree as an Action Group on what role diversity should play in congregational
life, especially owing to the fact that we do not fully knowselves/the congregation.

0 Diversity can and has been a broad term. Some people in our discussions spoke of it with race,
gender, and identity specifically in mind, but others spoke of it more in terms of programming,
while still others focused on alteative forms of diversity like interests and talents. The
implementation of this plan necessitates a clear delineation between these perspectives so as to
clarify the specific aims of the plan while maintaining a place for all these forms of diversity.

3. Projected Outcomes

We will develop and implement a churalide plan to make our congregation more welcoming and
diverse by turning to the community outside ourselves, celebrating the wealth of their experiences
and knowledge. We will also carry out a plan 6pening up to each other and celebrating our
diversity and experiences. Our acknowledgment and evaluation of white privilege is a necessary
corollary to making ourselves more welcoming. We recommend aykergplan with some

immediate first steps:

0

O«

O«

A committee will be formed which aims to sustain and maintain the purpose of this plan and
carry it out in accordance with the Mission.

A sustained effort will be made to have congregatigate involvement in the exploration of
diversity outside our walland understanding and growing diversity within our walls.

A concerted effort will be made to know each other, to grow in our knowledge of who we are,
and to celebrate our differences.

We will engage with otbr UU churches as well as infigith and/or commanity organizations

to significantly increase our exposure to, and appreciation for, diverse perspectives and
experiences.

A distinct, sustained effort will be made to delineate the role white privilege plays in the
perpetuation of systemic racism. We ganchallenge the status quo if we do not grapple with
its implications.

We will evaluate our progress every year by determining how effectively we have served our
Mission in this regard.
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4. What it will Look Like

Our recommendation calls for a committeidva specific mandate to plan further strategic, Mission
specific goals over the next three years. This plan also makes some immediate recommendations that fal
under the umbrella of the Mission but which do not fully embody the Misspenific aims ofhis plan.

1. Short-term actions for immediate implementation

o We will develop diverse programming which will enhance opportunities for us to celebrate
our own diversity and to open ourselves up to those opportunities.

o We will develop an adult credo cours@@oing) that encourages diverse faith development
and exploration. We hope that this program may also facilitate greater collaboration and
dialogue between youths and adults. A component of the course should explore with
intentionality how diversity and/arhite privilege shaped and influenced our credo.

o In collaboration with the Executive Team, we will create an alternative church service format
(semiregular) which will offer greater opportunities for interaction between congregants
during service. No lesthan one third of these services should incorporate diversity in the
service in a manner which deliberately encourages us to better know ourselves and/or the
wider community.

2. Development of a ThreeYear Plan and Committee
o Process:We will consider the following criteria for determining what these recommended
programs will be. Does it:
Serve our Mission
Substantially increase our awareness of ourselves or others outside our walls.
Celebrate diversity and help us to know each adherothers beyond our walls.
Provide opportunities for participation from all members of our congregation, including
children, youth and families.
Respond to multicultural needs of the local community and/or MLUC.
Engage with other organizatiofisterfaith and community organizations) in a sincere
effort to know our neighbors and celebrate our differences.
Build on existing social action efforts of MLUC, such as Racial Justice.

O¢ O¢ O¢ O«
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o ResourcesWe will draw on the following resources in developing mgommendation:

Our Minister, visiting minister, and staff

Congregational members

SALT members

UUA, DRUUM (Diverse Revolutionary Unitarian Universalist Multicultural Ministries),

and ARE (Allies for Racial Justice).

Our new Director of Lifespan Religioislucation, the Church School Committee,

teachers, families, and youth.

UU congregations, other local congregations, and interfaith and community organizations.
We do not anticipate significant, if any, costs in developing the plan itself.

O¢ O¢ O¢ O«

O«
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o Congregational Involvement and Input:

0 The proposed Diversity Committee will keep the congregation advised of efforts and
solicit input. This is critical so that the proposed plan is not perceived as something
imposed "from the top down."

0 We consider it neessary and important to challenge white privilege; we cannot resolve a
problem that we are not willing to admit exists.

5. What is Strategic about the Plan?

The strategic elements of the proposed plan are:

i

i

Intentionally discussing and evaluating whitevijege encourages multicultural interaction,
greater sensitivity toward and awareness of others, which makes us more welcoming.

By engaging and partnering with other community groups and faith organizations, we will
increase opportunities to draw new pkinto our church.

By celebrating our diversity we will increase opportunities for communication and bonding
between members, and encourage {targn commitments to the church.

By incorporating alternative service formats, we build momentum behindvereatergies,
reward risktaking, and build new spaces for mutual trust and respect to flourish.

Credo classes encourage us to revitalize our faith explorations and challenge others around us to
do the same. It will invariably highlight and celebrate many differences. It will also
intentionally strengthen and enrich the bonds between our youth and adults.

Effective measures for evaluating our success will be developed, which will enable us to
determine how best to use our congregational resources ianth other programs.
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V. Become Better Known in the Community

Outreach Action Group members:
Rob Eames (facilitator), Ingrid Deckman, Greg Gaul, John Mason, Adam Beck, and Jay Wiley

This Action Group met twice in November 2016. The Acti@noup's approach was to start with

identifying to whom MLUC wishes to become better known, and then to explore potential approaches for
each of those akeholder groups. Please notar Action Group did not prioritize the stakeholders since

that is astrategic decision more appropriate for the Board of Trustees and the Executive Team.

1. How this Initiative Connects to our Mission
This initiative relates directly to the core of our Mission including:
0 to Transform Lives, we must be in collaboration witld &nown by our community; and
0 to strengthen our Welcoming Faith, we need to raise awareness about our congregation, its
mission, its programs, and Unitarian Universalism.

2. How it builds on Current Strengths; and the Constraints Considered
6 Current Strengths:
0 Lease with St. David's Nursery School MLUC will gain awareness with 100 plus

families in the area who may not know about us and will be visiting our building with the
potential to see communications about our values and programming.

Capital Campaign- MLUC is fortunate to be in the design and implementation phases of
our current Capital Campaign to deliver building and grounds repairs and renewal; this is
an opportunity to ensure that the play spaces, youth rooms, and classrooms are in the
scqe of major improvements.

Black Lives Matter Banner - in the 201516 church year, MLUC installed a Black Lives
Matter banner at the perimeter of its property facing the intersection of S. Valley Forge
Road and Maplewood Avenue. This banner is a wondexarmele of promoting our

values publicly to the community.

0 Constraints:

o

Church location - unlike other organizations (e.g. Wayne Baptist Church), MLUC is not
inahight raf fi c, downtown area. Il nstead, we a
location has manbenefits but it is a constraint when viewed through the lens of publicity
and community awareness.

Service to wide geographic areaMLUC serves a very large community along the
Western and Eastern Main Line and north to Phoenixville. A challenge aglyot

identifying the focus areas within the community to whom we wish to communicate and
serve, but also having the resources and facilities to provide compelling and accessible
services to such a wide and diverse geographic region.

Complexity of Unitarian Uni ver sal i sm and preparedness
e v a n g e forigeod easons, Unitarian Universalists struggle delivering a short,
accurate, and compelling introduction to our Welcoming Faith.
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3. Projected Outcomes

A fundamental recommendatias that in order to become better known in our community, MLUC
would benefit from organizational improvements to bring resources and clarity to marketing planning and
execution, including:

0 Clear organizational ownership and responsibility for the chusch c o mmuni cat i on:
marketing, and publicity functions.

0 Composing and managing a marketing and communications plan. The plan would taclude
whom MLUC wishes to connectpecific measurable and achievable communications goals
and timelineg; the communicgon means used to accomplish those gowsessary
resources to execute the communications pkams;recommendations and procedumelow
all of MLUC's staff, committees, leaders, and membbamildwork together to collaborate
and celebrate in thesetwaities. One recommendation is that toa@mmunicationplan be
shared with the staff and the congregation and accessible to them on an ongoing basis to build
awareness and energy around MLUC's communications strategies.

4. What it will Look Like

By making strategic changes in its organizational approach to marketing and communications, MLUC
will have more resources aligned to support publicity and promotion and a clear communications plan
that will be maintained on an ongoing basis and conveybdttostaff and members.

By investigating the potential for a satellite location on the Eastern Main Line, MLUC will have a
presence in that local community for greater engagement and delivery of services.

By increasing MLUC's engagement in social @tfiit will become better known in the community
through direct involvement and relations.

1. Short-term actions for immediate implementation

o Organizational Planning: We request that the Executive Director make recommendations
for the organization, goals apdocessefor the marketing/communications functions.

o Plan to take initial immediate steps to expand geographical coveragé/e recommend
that the Board of Trustees empower a task force to explore the option of a satellite location on
the Eastern Main LindéPotential issues to explore include renting a space, simulcasting
servicesprovidingcommunity outreach from that location, hosting Small Groups and youth
groups in that location, etc.

0 Marketing Tactics: We identified several immediate marketing impnoeats that could be
implemented in parallel with the abeuwecommended organizational changes

a. Social Media Advertising- Facebook advertisements targeted toward our
geographical area, liberal views, parents, and other demographic criteria.

b. Social Media Adivity - Reminding our members to mention MLUC in Facebook
groups such as Main Line Parenting.
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c. Signage—with an expected increase in foot traffic in our parking lot and building due
to parents dropping off and picking up their children from St. DaMdtsery, signage
in the parking lot, in the atrium, and in the hallways outside classrooms becomes an
even more important communications vehicle.

d. Website— a targeted section about what MLUC has to offer for families, stating
specifically what we understdrabout the needs of parents and children/youth, and
highlighting what we have to offer to them.

e. Empower Members

i.  Provide ongoing training to support our members in delivering effective
overviews of Unitarian Universalism
i. Expand the numbnedr toof C'hBurricnhg’ aS uFirdiaey s

f. Capital Campaign - ensure that play spaces, youth rooms, and classrooms are in the
scope of major improvements.

o0 Expand the scope and engagement of MLUC's social action effortsaising awareness in
the local community includes sergithe local community. By doing so, we will become
known and will know our community. We encourage MLUC's volunteers to wear their
“Standi ng on tshires wignh ptavidirg theirlserwces”  t

2. Development of a ThreeYear Plan and Committee

o The oganization of a marketing/communications function and the development of a multi
year communications plan should be a direct result of the first action recommendation
outlined in the previous section.

0 ResourcesOur recommendations will draw on tfalowing resources:

0 The Executive Director, paid staff and volunteers.

o Congregational Involvement and Input:

0 One advantage that we identified is that as a large congregation, MLUC has a wealth of
expertise in marketing and communications amongst@ambers. One recommendation
is to utilize volunteers and t o -forrigeanndilzye./
Please note, however, that the congregation is not as familiar and experienced with social
media so that is an area to seek out speexfpertise and guidance.

5. What is Strategic about the Plan?
The strategic elements of the proposed plan are:

0 Organizational ownership and change our most fundamental recommendation involves a
strategic planning effort by the Executive Team to ofhUC resources to support marketing
and communications.

0 Satellite locations- expanding outreach and awareness through one of more satellite locations
along the Western and Eastern Main Line would both further accommodate and take advantage of
the large gographic community that MLUC services.

31



VI. Develop and Sustain Leadership Development

Leadership Development Action Group members:
Terry Dixon (facilitator), Marilyn Barry, Rich Fritzson, Alan Silverman, Dana Wiley laeslie Wright
Riley

1. How this Initiative Connects to our Mission

Investing time and effort in leadership formation and development is a key strategic initiative that will
enable us to Transform Lives, provide Love and Service, and grow Our Welcoming Faith.

Strengthening the leadership capacity of the church is critical to further envisioning and effectively
implementing our Mission. Without strong, insightful, wellined and actively engaged lay leaders at all
levels, it will be impossible for the churah dperate effectivelylet alone become a truly vibrant,
missionfocused community of faith. The Minister and staff cannot by themselves ensure the success of
our Mission; they need to collaborate with, and receive encouragement and administrativefrsupport
dedicated lay leaders in a spirit of shared ministry.

Moreover, lay leadershifand the training and development needed to sustain it over tiameitself be a

form of spiritual practice that enriches and transforms the lives of the leaders themselves. By cultivating a
culture of * Ser v iEnkdValker Wikstrohasadeseribed &, sve \Klenat only

transform the lives of those wilame the recipients of our shared ministry but also the lives of the lay
leaders. Encouraging the spiritual aspects of leadership is essential to creating effective and purposeful
church leaders. Indeed, it is that spiritual component that sets churctslepde from leaders in other

social or norprofit organizations. Recognizing and enhancing the spiritual dimensions of leadership is
itself a way to grow Our Welcoming Faith.

In short, only by strengthening leadership capacity at all levels and aeremsigons can we make our
Mission a living reality and ensure a bright and strong future for our beloved community.

2. How it Builds on Current Strengths; and the Constraints Considered
6 Current Strengths:

o We have a large congregation of talented and-adilicated people, many of whom have
experience in leadership roles in their work or in other aspects of their lives. However, we
often do not know who those people are or what skills they may possess.

o There is an “ocean of p abkwithabetter framewarkg st o u
could be more effectively channeled into meaningful leadership roles.

o0 We have a membership database that provides some information on the backgrounds,
experience and skills of some members. However, it is not complete and ngheno
people are sufficiently trained in its use.

o We have recent examples of members stepping up and volunteering for key projects, such
as the IHN prograror the Capital Campaign and subsequent Implementation Team
efforts.

o For church projects to attracbiunteers and be successful, however, there must be a
combination of clear vision, strong leadership, effective organizational structures,
appropriate training, and smart project management so that volunteers clearly understand
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t he pr oj ect expectgdofaHem, andwdwdhen cande effective. Only then
will they find their participation rewarding and worthwhile and be encouraged to engage
again.

0 Constraints:

(0]

We do not have a culture of “yes amd hav
amongst the congregation as whole. We say
talent and treasure” but that is not real
pool of people willing to assume leadership positions. We must eneouragn  “ | wa nt
rather than “1 have to” culture of volunt
We lack a weHarticulated organizational structure with clear job descriptions and
expectations for the various lay leadership positions.

We do not have effective successplanning for committee chairs and other key

leadership positions.

There is a lack of clarity as to who is responsible for volunteer management within the
church.

There is a lack of cohesion across generations and in particular, the youth and children are
not sufficiently involved in leadership opportunities. We need to find ways to encourage
greater youth involvement in volunteering for and leading programs witaiohurch so

as to increase their integration into the life of the church, while developing their leadership
capacity for the future.

The Membership Committee has a number of empty positions and consequently is not
able to function as effectively as ifght in identifying and encouraging potential leaders

in the congregation.

Although the Nominating Committee plays a critical role in identifying and encouraging
nominees for the Board of Trustees and other elected positions, its current role in
leadershiplevelopment is limited.

People live increasingly busy lives and cannot always comnongpdr operended

volunteer obligations. Consequently, it is essential to provide clear job descriptions and be
realistic and transparent about what is expected lahteers. In addion, we need to

create shorteterm leadership opportunities as well as lorigem roles to take advantage

of people’s |imited availability.

Under governance by policy, most committees and other lay leadership positions (other
than the Bard of Trustees and its committees/task forces and the Nominating Committee)
report to and are overseen by the Executive Team. As such, any plans for lay leadership
development must actively involve and fully engage the Executive Team and other

relevant gaff members.

3. Projected Outcomes

Developing and implementing the structures and various programs that are recommended in this report tc
enhance the leadership capabilities of current leaders and identify and develop potential new leaders will
produce geat and lasting benefits for MLUC.
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O«

Our overall goal should be to develop a clear vision, create organizational structures and set
realistic expectations for leaders based on our Mission, and then recruit and train people to
serve in meaningful and mamnally rewarding ways to implement that vision.

0 Clearer organizational structures, improved communications, detailed job descriptions and
effective training will increase the willingness of people to engage in activities and assume
leadership opportuties. In addition, success breeds sucedamembers find their volunteer
leadership experiences fun, engaging and satisfying, they will be happy to participate again.

0 We will develop a stronger framework to encourage and support lay leaders, including
training and mentoring for current and future leaders, enhanced volunteer management, and
clear succession planning.

O«

It will be easier to identify, document and track the talents, skills and leadership capabilities of
both new and existing members.

O Wewi Il encourage a culture of ®“yes” in whioc
assumption of leadership positions as part of their responsibility as committed and engaged
members of a community of faith.

O«

Lay leadership will be recognized as a potentiatjpsformational spiritual practice and not
just a chore.

0 The Minister and paid staff will receive effective volunteer support in implementing the
church’s programming and ministries.

O«

By promoting leadership opportunities at all levels within the chaneti,in particular,
encouraging the children and youth to become more involved in the social mission of the
church and take on aggpropriate leadership challenges, we will increase-geaerational
cooperation and engagement.

O«

By enhancing our leaderghcapabilities and making leadership opportunities more attractive
and personally rewarding, we will make it easier to recruit new leaders, increase participation
in church activities and ultimately, grow the church. We might even have people volunteering
to be on the Board of Trustees!

O«

Ulti mately, enhancing the capabiliti
volunteerism”’ wi || make us more mind
MLUC and our Mission.

es of
ful , m

4. What it will L ook Like

We recommend the following sheend longeitterm initiatives to enhance our existing leadership
capabilities and inspire and develop future leaders:
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1. Create a Leadership Focus Group
0 The Executive Director will recruit and lead a LeadershipusdGroup that is charged with
evaluating the current lay leadership organizational structure, brainstorming specific ways in
which that structure could be modified and improved, and developing concrete measures for
improving the ways in which the churdtentifies new leaders, trains people for leadership
positions, and otherwise enhances leadership capabilities within the church.
0 The Leadership Focus Group should include both staff members and volunteer congregants,
who preferably should be drawn fronwade crosssection of the church and include people
with a variety of organizational and leadership management skills.
o Among the issues that the Leadership Focus Team will examine and make proposals to the
Executive Team and the Board of Trustees aréaifeving:
0 The possible establishment of a Leadership Development;Team
0 The current committee structure and ways it could be enhanced, including (1) possible
reorganization of certain committees, and (2) identifying volunteer leadership positions
and areasf responsibility that are currently missing from that structure and/or current
positions that are either unfilled or underutilized

o

0 The development and memorializing of clear job descriptions and expectations for
committee chairs and other lay leadergtogitions.

0 Improving committee coordination and trainingfdooarding

0 Exploring ways to ensure more structured and deliberate succession planning and
effective transitions between committee chairs and other key lay leadership ppsitions

0 Ensuring transpant and effective communications that promote a spirit of volunteerism
and encourage members to assume leadership roles.

0 The role of the Membership Coordinator, the Membership Committee and/or the Director
of Lifespan Religious Education in identifyinggdevelopig future leaders for the
church;

0 A possible future role for the Nominating Corntiee in leadership development;

0 How the Church School Committee and others might collaborate to ensure that children

and youth are provided with opportunities foeaningful and rewarding leadership
opportunities so that leadership in the church is a truly-ggeerational experience.
o Timing: The Leadership Focus Group would be recruited and commence work in Spring
2017.
o0 Resources The Leadership Focus Group viddraw on the following resources:
0 The Executive Director and key staff (particularly the Membership Coordinator);

0 Certain church members who are invited to join the focus group by the Executive
Director.

2. Learning from the Experiences of Others
o0 Oneor more volunteers will undertake to contact other UU churches as well as religious
institutions from other faith traditions to research how those congregations make effective use
of their lay leaders, what leadership development and training prograntsathesjnstituted,
what has worked and not worked, and any other suggestions they may have on how to
enhance our leadership capabilities.
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(0]
(0]
(0]
(0]

The researchers will report and make suggestions to the Leadership Focus Group.
Marilyn Barry has volunteered to participate in this project.

Timing: Spring 2017

Resources One or two volunteers

. Committee Chairs Meeting

(0]

(0]
(0]

The Executive Director should consider reinstating annual meetings for all committee chairs
to provide practicaguidance to those lay leaders regarding their responsibilities, how to
engage effectively with the staff, and oth
commi ttees’ objectives.

These meetings would also facilitate greater interactiorgltagng of experiences and other
synergies amongst the committee chairs.

Timing: Commencing at the start of the 2018 church year.

Resources The Executive Director and possibly the Leadership Development Team.

Development of a Leadership Training Progam

(0]

A team of volunteers in coordination with the Executive Team and the Director of Lifespan

Religious Education will research and develop a program of educational and training

opportunities for enhancing leadership skills amongst both current lay |eadiepstential

future leaders in the church.

In additional to teaching practical leadership skills, developing-pg#esonal capabilities and

enhancing awareness of differences, a key aspect of the training should focus on spiritual

development and theaegnition of leadership as a spiritual practice. Marilyn Barry has

experience with and has volunteered to assist with the spiritual development aspects of the

training.

Possible training/development programs might includeiatreduction of the Healthy

Congregations training{tps://www.uua.org/centradast/programs/healtlsgongregations

which was previously provided at MLUC and/or introduction of the UU Wellspringranog

(http://uuwellspring.ory, “Passing the Torch” and other

Leadership Institutehftp://www.uuinstitute.ory, “ Har vest t he Power?’

(https://www.uua.org/re/tapestry/adults/haryetite Commissioned Lay Ministry (CLM)

program https://www.uua.org/centradast/progams/cl) and the various other online and in

person educational opportunities and resources offered through the UUA and the Central East

Region fttps://www.uua.org/leadershipttps://www.uua.org/centradasy.

Effectively communicating and promoting any leadership training program to the

congregation will be essential.

Timing: Commencing with the hiring of the Director of Lifespan Religious Education, the

goal would be to have at least some training programs in place for thel@@htirch year

with additional programs to follow in subsequent years.

Resources The developmentf a leadership training program would draw on the following

resources:

0 The Director of Lifespan Religious Education and a team of volunteers to establish and
implement the program,;

0 Possible financial investment for certain training programs (TBD).
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5. Enhanced Board Development and Mentoring
o0 The Board of Trustees should consider including enhanced leadership training as part of the
onboarding program for new Trustees and other Board development initiatives. This training
should include an emphasis on #pgritual aspects of leadership.

0 The Board of Trustees might also consider implementing a mentorship program in which
current or former Trustees are assigned as mentors to new Trustees to provide ongoing
guidance and answer questions on Board policy ameefures, issues of governance by
policy, and other aspects of the work of the Board.

o0 This mentoring program might also provide a model for a similar program for committee
chairs and other lay leaders.

o Timing: Commencing with the election of the new 3iees in May 2017 and continuing
through the 201-48 church year and beyond.

0 ResourcesThe Board Development Committee and current and/or former Trustees

6. Maximizing the Membership Database

0 The Executive Director and the Membership Coordinator, possibly in collaboration with the
Leadership Development Team, would determine how to enhance and better utilize the
membership database so that it can more completely and effectively track thanskills
relevant experience of both new and existing members and identify potential candidates for
volunteer leadership positions. This process would include accessing who on the staff or in lay
leadership may need access to and training on how to operatestam.

o Timing: Commencing in the 201¥8 church year.

0 ResourcesThe Executive Director, the Membership Coordinator and possibly the Leadership
Development Team

5. What is Strategic about the Plan?
The strategic elements of the proposed plan are:

1 Providing the organizational structures, skills, developmental resources, and inspired and engaged
lay leadership that are essential to enable us to live out our Mission in the years to come.

1 Increasing congregational participation in transformationaklesnib opportunities throughout
the congregation and across generations in a way that strengthens and enhances our community c
faith.

1 Encouraging lay leaders and volunteers to view their service as a spiritual practice that will
deepen their personal faiand transform their lives in practical and meaningful ways.

1T Devel oping a culture of “yes” and a greater
treasure to the growth of the church.
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VII. Fund our Mission

Funding Our Mission Action Group members

Roderick Wolfson (facilitator), Rich Fritzson, Carolyn Jaeger, Nancy McDowell, Bobbi Potsic and Kevin
Thomas

1. How this Initiative Connects to our Mission

The |Iives of MLUC' s members ar
and those members transform lives through their church
engagement. Money is essential to enabling the work of the
church through the fuding of church staff, programs, and

facilities. Additionally, generous giving can be an integral part

of a member’'s deepening in UU
experience.

Members & friends are coming
on Sundays, investing energy
and money and feelirengaged
in something meaningful.
Different needs are met by a
great variety of opportunities for
using one's talents, engaging in
nurturing community, and
finding intellectual and spiritual
stimulation. So which of these
and ohers do we/they need mor
of? If they can get more, will
they give more? Bobbie Potsic

The most important concept is that stewardship is tied to church
me mb e r sctedness and engagemanthe church. As we
become a msionfocused church and members have more
meaningful experiences at church, the assumption is that they
will increase the generosity of their giving and the church will
become a high priority for tlrecharitable giving.

Ut The church’s Mission marries well with the ¢
“transforming lives” is a very dramatic conc
church may need to develop some conceptesentingteps along the way.

0 We note that in recent years the sense of community has lagged at the church and there is a need
to encourage more community building. The sense that others in the church community care
about you is important. Please note in the tthalow that pledge income has not substantially
changed in the last 14 years indicating, in part, a constant level of satisfaction despite increasing
budget and staff.

0 We need to build on the work that has started of creating a culture of talking hamestl
transparently about money and stewardship, including what percentage of income donors are

giving.
2. How it Builds on Current Strengths; and the Constraints Considered

0 Strengths
0 When people have given testimonials of what percentage of their income they give to the
church, it is very powerful.
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As the budget has risen over 14 years, pledges have been flat.
The church has made up for it with endowment withdraws and other sources of income.

0 Exceeded expectations with our Capital Campaigised $3.5 million to date!
3 Faceto-face visits
3 Learned that a capital campaigonsultant paid for itself
0 Thereexists a good document on furalsing wisdom (compiled under Rev. Dr. Justin
Osterman but not implemented).
0 Itis good that the Executive Team has recently reinstated the requirement that members
donate annually (unless@empted).
0 With a Minister who is willing to embrace the need for fundraising to be an essential part of
the church’s culture, there is a growing Ww
0 There is a commitment to funding the building reserve fund with $750,00@ &fapital
Campaign funds.
0 There is a core of very generous donors; although the responsibility for supporting the church
needs to be spread more widely.
0 The Stewardship Committee, charged with education, has done good work.
0 Offering: The shared weekly offering program has been a success.
0 Endowment:
3 Have $555,000 in the unrestricted endowment; based on a spending rule, up to 5% is
used annually to fund operations.
3 There & good energy on the Endowment Committee.
Constraints
0 We have not had an annual campaign run by a team of volunteers with strong staff
involvement in approximately a decade.
0 Annual giving has stayed flat while the budget for staff has increased for the past two decades.
0 There has not been paid or voluntdaffdearning from experience from yetryear on the

39



annual campaign.

w

because they object to up to 5% (interest not principal) being withdrawn annually to fund
operathg expenses.

3. Projected Outcomes

The church’s fund raising wil.l be based on a
chart below. As participation increases, commitment increases.

FRAMEWORK FOR CHURCH FUNDING:
4 types of fund raising. Participation increases with Commitment.

0 The Endowment Committee reports some members have not named the church in their wills

-5
Weekly Collection Basket & “It is the tradition of this church that we all put something in
E the basket each Sunday when it comes by, whether it is a dime
= or a dollar.”
=
S
Annual Donation 5 “Responsibility of Membership”
8
Capital Campaign Donation = “Legacy of Love”
3
Endowment u>.| “When You Die”
6 We encourage MLUC to be a priority in each n
church plays a fuller role in one’s |ife tha
6 The annual giving campaign is al mostchyeare onl

Most church events are free (budgeted from pledge money), so members should not feel that there

are a lot of miscellaneous charges.

o Exceptions to the * notheSunday offering, thelauatianjasdi n g ”

youth group fundraisip

o This principle of one fundraisirftask per year and all events and activities being free
could be studied. Is there fundraising research that supports this or supports a different
strategy as étter stewardship and communiiyilding? (For example, osideration
should be given as to whether a niekattdiming strategy is warranted if it is profitable
but annoys people.)

6 All church finance and stewardship activities should be coordinated (improve communications).

Sunday Offering
0 Sharethe-offering has been a great program in that it provides an opportunity to do good within
each worship service and has increased the
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Annual Giving
0 An annual donation is the responsibility of eachmher and others who benefit regularly from

MLUC' s programs and/ or services.
0 Data collection and analysiss illustrated by the chart of quadrants of giving bel&swery
helpful. (The chart divides families donating to the church in order of how ningghdive. It
takes 12 donor families to raise the first quarter of the total giving, 33 donor families to raise the
2nd quarter, 67 donor families raise the third quarter, an@88 donor families to raise the
fourth quarter . Th eontmtienusahatdhss distrfputidhasmoni t t ee 6 s
representative of membersdé financial ability
commitment and generosity).
o Fund raising communication may be different to the different quadrants.
o Just as a missiefocused church creates a pathway towards deeper discipleship, so to in
our stewardship, we should encourage a pathway to greater generosity as one moves on a
pathway to deeper UU faith.

$175,000 $175,000 $175,000

12 families (3%) 33 families (8%) 67 families (17%)

XXX

Vol

X

400 families

Stewardship Graphics by Rich Fritzson

Capital Campaign
0 A capital campaign is an infrequent request for financial support for-taae improvements to
the property, increase to the endowment, etc.

O While the last capital campaign was run largely to fund deferred maintenance, it is anticipated that
at some pmt in the future (perhaps beyond the time range of this strategic plan) the current
building and grounds wil | be deemed to i mpin
Mission. This can happen when the building physically constrains thedigsograms. For
example, if the church decided that the capacity of the Main Meeting Room constrained the
church’”s growing membership, the church migh
increase the attendance capacity. In that event, @ncdipital campaign would be needed.
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06 The current capital campaign creates a building reserve fund to replace building elements at the
end of their life cycle. Good stewardship practice going forward will involve funding the building
reserve fund on an anal basis.

0 Similarly, the music reserve fund shall be funded on an annual basis so that instruments may be
repaired and replaced as required. The next capital campaign should verify that the building and
music reserve funds have been maintained. If Haexe not been maintained, the capital campaign
shall replenish them. However, replenishing them is difficult fansing and not good
stewardship.

Endowment
0 A bequest i ss aesgiaftte farton hoeneend of one’ s | i f

Universalism in our community for the future.

0 The Legacy & Endowment Committee, in dialogue with the Board of Trustees and the Social
Action Leadership Team, is exploring a social action component of the endowment to encourage
endowment giving.

0 The Legacy & Endwment Committee is creating a Legacy Circle designation to encourage
people to name the church in their wills.

4. What it will Look Like

SHORT TERM INITIATIVES

0 Create a fundraising team!(the church has not had a team ih@Byears)
o Need continuityof those running the annual campaign.
Hire more fund raising expertise on staff or as a consultant.
Annual appeal is the funding priority of the church. It needs to be given a higher priority
Promote Pledge Dayone day on which the majority of memberakma their pledge.
5% (of income) pledge donationgoat Fi ve t o Thrive”

o Oy O O

LONG-TERM INITIATIVES

Sunday Collection Initiative
6 Bring back the weekly pulpit message that *“i

something in the basket each Suyndawh en t he basket comes by, wl
This would increase the basket collection.

Annual Campaign Initiatives
0 Build Community

o Periodic visits to members recommended
0 Visits = Community = Better Stewardship

o Expand the Membership Committee’s respons
0 Will involve volunteers

0 Need to develop a better understandihgus membership
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0 Will lead to better customization of annual pledge campaigns
0 Need clarity as to who israember
o Congregation likes communiyuilding events; they form aogd foundation for fund
raising
0 Need to develop clearer messaging such as:
o What is the money used for? A Missinarrative budget would show how annual giving
and endowment withdrawal furtde mission.
0 Consider reworking how annual campaign is run based on the wisdom and reseatubustin
expertise, consultants, and expanded volunteer committee. Possibilities include alternative types
of solicitations for different segments of the congitezn and some fae®-face visits.

Endowment Initiatives
0 Encourage growing the endowment

o0 Encourage legacy gifts/bequests

5. What is Strategic about the Plan?
The strategic elements of the proposed plan are:

1 Emphasizes the importance of member engagement to improve stewardship.
1 Proposes a dramatic reorganization of how the annual fundraising is conducted in increasing
professional expertise, volunteer involvement, and prominence, in the life of the church.
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Appendix A

1. The Strategic Planning Process What We Did

The Board of Trustees charged the initial members of the Mission Task Force to commence our strategic
planning efforts in the fall of 2015.

Early on the Task Force concluded that it would be advantageous and appropriate to retain the services c
an external professional consultant to advise on and facilitate the planning process. After a search and a
series of interviews, the Task Force recagnated hiring Rev. Dr. Lawrence Peers, a UU minister and an
experienced consultant to congregations of various faith traditions, for that purpose. The Board of
Trustees approved his appointment.

The Task Force also decided, on the advice of Rev. Peatr#, wWould be appropriate to expand the team
to include additional members not only to share the work but also to be more reflective ofsectioss

of the congregation.

The strategic planning process consisted of the following steps:

1. Information Gathering conducted by Rev. Peers and the Task Force;

2. Living Our Mission Summit a two-day meeting engaging a cressction of the church
community, which was planned and organized by Rev. Peers and the Task Force and
facilitated by Rev. Peers;

3. Action Groups- groups were convened by members of the Task Force to develop short and
long term plans on seven strategic initiatives that had emerged from the Summit;

4. Strategic Plan Writing/Synthesidy the Task Force;

5. Presentation obtrateqgic Plan to Board of Trustees

As noted above, it is the expectation of the Task Force that the Strategic Plan will be reviewed by the
Board of Trustees and if accepted, then implemented by the Board and Executive Team in a spirit of
collaboration.To the extent appropriate, the plan suggests metrics so that there is a feedback loop in

which the implementation is evaluated relative to the Mission.

The Task Force recognized that to be successful, it was essential that the strategic planninggombcess
in particular, the Living Our Mission Summitctively engage a broad, cressction of the congregation

in a deliberate and intentional way so that we could truly listen to and benefit from the diverse voices,
experiences and passions of our comrtyuni

To achieve this, we identified a number of key demographic groups within the congregation and made
sure that representatives from each of those groups were individually invited to participate in the Summit.
In addition, we made sure that anyone | tommunity who expressed an interest in participating in the
process was warmly invited to do. A stgam of the Task Force also designed and implemented an
integrated communications strategy to ensure that the strategic planning process generally and the
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Summit in particular were well advertised and promoted to the church community through various
channelsincluding through the pulpitvh at 6 s H algies ef the WegdndeNotesand signage in
the Atrium.

As a result, we had approximately garticipants at the Summit who came from various walks of life and
represented a diverse mix of the congregation. In addition, the participants spanned a number of periods
of the church’ s hi s tterm membarsdaonsonse ofrthe newvdst. t he | onges

2. Living Our Mission Summit i What We Heard and Learned

A key part of the strategic planning process, the Living Our Mission Summit, commenced on the evening
of Friday, September 23 and continued for a full day on Saturday, September 24, 2016. Rev. Peers
facilitated the sessions. As noted, approximately 60 members of the church participated in the Summit
and over the two days, each of them dedicated i
embracing and critically evaluating our present realiies, discerning common ground for future action
based upon the Mission.

A list of participants at the Summit is attached\apendix B

Specifically, the Summit participants engaged in active, energetic and respectful discussibns

small group@ndasawholet o (1) develop a mutual “timeline”
how we have lived our Mission in the past, (2) assess the current strengths, weaknesses, opportunities ar
threats (SWOTSs) we have in implementing our Mission bothldt®and in the wider community, (3)

identify and analyze the trends we believe will shape the future possibilities for living our Mission, and

(4) imagine ideal scenarios for how we might live our Mission into the future. In addition, maps showing
the locdion of UU churches in the area and the distribution profile of MLUC members were also
presented.

The outcomes of the discussions were captured on a series of large sheets of paper, which have
subsequently been transcribed ane included in this reporThe Task Force members would like to
express our great thanks to Pamela Fried for her dedication and hard work in volunteering to transcribe
the sheets.

The ultimate goal of the Summit was for the discussions to build on one another so that the group as
whole could discern and clarify a number of common ground initiatives for the church over the next few
years. Following the Summit, participants and/or additional members of the congregation were invited to
engage in Action Groups to design specific andcrete proposed innovations, actions and

implementation strategies to move those directions forward. Each of the Task Force members took
responsibility for organizing and facilitating the work of one of the Action Groups.

Further information and detaibbout the discussions at the Summit are attach&dpendix D

including the agenda for the Summit, an image of the timeline chart, and transcripts of certain documents
and materials produced at the Summit. The map of local UU churches and the aistriag of MLUC
members are attached Agpendix EandAppendix E
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3. Implementing Our Mission

A. The Seven Initiatives

Although we ran somewhat short on time at the Summit and consequently we did not have as much time
as we would have liked to analydee e pl y and <cl arify the proposed c
future, the Summit participants did identify the following seven initiatives for the Action Groups to work

on following the Summit:

l. Inspire Greater Engagement in Our Church;

Il. Serve the Needs oDur Local Community;

lll.  Engage and Support Children, Youth and Families More Deeply;
IV. Program for a Diverse Congregation;

V. Become Better Known in the Community;

VI. Develop and Sustain Leadershipand

VII.  Fund our Mission.

B. Action Groups and Subsequent Review

Ead of the Action Groups met for one or more sessions to collectively develop proposals foershort
(6-12 months) and longgerm (13 years or longer) action steps to advance its particular initiative in
order to enable MLUC to better live our Missidnlist of the participants in the Action Groups is
attached ag\ppendix C

Each group was encouraged to first have a conversation about whyitite/enis important for living
our Mission. Then, based on that discussion, the group members colleatdrkkd to develop action
proposals that would further the Mission but which were also feasible, doable, desired and inspired.

The process encouraged the group members to evaluate (1) WHAT the specific sequencéeofishort
and longetterm action stepshould be, (2) WHOM is help is needed from in order to implement the step,
(3) WHEN is the proposed implementation date, and (4) WHAT are the estimated financial resources
required for implementation.

Following the Action Group sessions, each member of the Task Force prepared a draft action plan that

summarized the discussions and specific proposals of his or her group. All the Task Force members then
reviewed, commented on, and synthesized the dmaisphto this report.
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Appendix B

Living Our Mission Summit Participants

Peggy Arico
Marilyn Barry
Robert Batt
Adam Beck
Rick Briscoe
Gail Burgess
Mike Carpenter
Nuala Carpenter
Mia Carpiniello
Sue Compton
Ingrid Deckman
Mark Demitrack
Sydney Dixon
Terry Dixon
Rob Eames
Rich Fritzson
Jean Gaul
Susan Havenkang
Pat Hennessy
Kathy Hersh
Ann Hiller

JB Hillman

Lisa Jochum
Rick Joers

Neal Jones

Pat Jordan
Dana Kelley
Tara Klick

Pam Kosty

Diane Kyker
Joseph Lipton
John Maxwell
Nancy McDowell
Jess Michael
Carrie Nielsen
Amy Nothelfer
Rose Marie Reber
Robin Rosecky
Madelaine Sayko
Alan Scholl

Alan Silverman
Suzanne Solomons
Kent Sprunger
Carl Stevens
Mary Stromquist
Kevin Thomas
GinaTrignani
Scott Turner

Del Tweedie
Jenette Wheeler
Bridget Wiedeman
Dana Wiley

Judy Wilson
Roderick Wolfson
Mary Wright
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1.

Appendix C

Action Group Participants

Inspire Greater Engagement in Our Church

Rev. Dr. Neallones (facilitator)
Liz Bligan

Sue Compton

Sydney Dixon

Marti Everett

Doug Hunt

Nancy Jeffreys

Jessica Michael

Bridget Wiedeman

Serve the Needs of Our Local Community
Gail Burgess (facilitator)
Mike Carpenter

Ingrid Deckman

Dave Fultz

Pat Hennessey

Ann Hiller

Lisa Jochum

Dana Kelly

Irene Mehnert

Judy Wilson

Engage and Support Children, Youth and Families More Deeply

Pam Kosty (facilitator)
Peggy Arico

Mia Carpiniello
Heather Callahan
John Callahan
Ruth Cook
Rebecca Polss
Rose Marie Reber
Alan Scholl

Gina Trignani
Jenette Wheeler
Mary Wright
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. Program for a Diverse Congregation
Rick Joers (facilitator)

Roy Blickwedel

Pat Jordan,

Carrie Nielsen,

Madelaine Sayko,

Mary Stromquist

. Become Better Known in the Community

Rob Eames (facilitator)
Adam Beck

Ingrid Deckman

Greg Gaul

John Mason

Jay Wiley

. Develop and Sustain Leadership
Terry Dixon (facilitator)

Marilyn Barry

Rich Fritzson

Alan Silverman

Dana Wiley

Leslie WrightRiley

. Fund our Mission

Roderick Wolfson (facilitator)
Rich Fritzson

CarolynJaeger

Nancy McDowell

Bobbi Potsic

Kevin Thomas
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Appendix D

Materials and Transcripts from the Summit

Our Lived Story: MLUCGO6és Timeline

The summaries below outline the stages of the Living Our Mission Summit and the transcripts capture the
information/ideas that were exchanged by the participants and captured on large sheets of paper.

A. The Summit participants were first inviteddoe vel op a mut ual pictur-e of
i.e. how we have already been living our Mission over the yday<ollectively compiling a timeline of
the church’”s history.

B. Next, the participants were asked to gather in their small groups to consider and draw implications fror
that history based on the following six focus questions:

1. What are some enduring values that have persisted in this congregation over time? How d
you know?

*Useful Hands, Warm Heart, Wide Smile*

Internal caring community Healthy Congregation workshops; SGM; Parisl
Nurse; Neighborhood Groups; multigenerationg
events

Honesty Transparency (staff, budget, etc.)

Growing youth for society RE program is a persistent priority; Coming of
Age., etc.

Healing community Individual experiences, support

Fairness in society and justice for the UU Plan, BAC, Welcoming Congregation,

marginalized mentally ill, battered women, Black Lives Matte

Learning Adult RE

Respect
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Openmindedness Worship

Service Churchwide service projects, IHN

Acceptance Worship, meditation

Joy + fun + celebrate life energizes us | Holiday Workshop, RE

Trust

Being welcoming Welcome Table, Coffee Hour

Spiritual expression Meditation, Art, Music, Prayer, Worship,

Believers’ Group

Strengths

Strengths- what we can build on

We’ ve been doing it for 50 year s!

Important moments-make a commitment, stand by it

Visual impact of the chart!
This is within us
We drive thisactivity

Resiliency (still keep going)

Risk taking is commendable, courage, etc.,

Come home at MLUC

Standing for beliefs

Deepening faith of existing members

2. What are some challenges this congregation has faced over time? How have our
enduring values served us during these challenges?

Challenges
1. Changing ministers

We are the church.

Trust in the lay leadership
2. Fire

Generosity

Community

Resilience

3. Financial difficulties/facilities
Generosity
Commitment




4. Membership stagnation
Welcoming
Confronting the issue
Listening

5. Reduced RE attendance
Recognizing the importance
Listening

6. Balance of internal and external focus
Listening to each other
Interdependence
Justice
Nurturing community

7. RE leadership change
Perseverance

8. Theological differences
Acceptance
Curiosity
Welcoming

9. Technology
Accessibility
Open to change

10. Leadership (lay) development in congregation

Service
Commitment

PSM

Leadership management of anxiety and
stress within the congregation

Inherentworth and dignity
Healthy congregation; continuing educatior]

Leadership development and volunteer
engagement

P.S.M. together

Democracy in the face of transitioning
leadership

Desire for community. Trust

Growth of engagement/lack of both
numbers and stngth

Commitment to welcoming

RE importance vs. commitment to
attendance and engagement

Core belief in education and sharing our fa

Challenges Q2

Fire

Leadership stepped forward;
community/commitment; church more than
ministers; core desire foeligious
community

Ministerial transition
History of longserving
Now shorter serving-average for UUA
is 57 years

Managing congregational expectations

Transitioning to wider world-deciding
which to do good job at

UU principles; importancefeservice, love
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3. What risks have we taken as a congregational community? How have our enduring
values been tested or served us during these times?

Risk Value

Putting the BLM banner out We used educational and other story; took actalirch
there vote

Reflects democratic values

Directly serves our principles

Trying a third service Being open to the alternative expression of worship ¢
spirituality

Deciding to rebuild church aftel Democratic process

fire Commitment to continuing the shared conmity

Exploring other options
Seek common ground and action

Taking a stand in favor of Demonstrating inherent worth and dignity of all peop
marriage equality and marrying
couples

Early adoption of becoming a | Demonstrating inherent wortind dignity of all people
welcoming church

Changing the format and Broader base of involvement in Social Action
structure of social action Social outreach created greater impact to demonstrg
and support our mission

Policy governance

Staffing transition andecisions | Demonstrating inherent worth and dignity of all peop,
Brought on a nurse to the sta] Equality, dignity, and worth
Improved hourly rates and
benefits for staff

Transition ar o] Transparency
departure

4. What are some of theessentials of our story as a congregation that convey who we are
and why we are here? How is that demonstrated?

. Offering outreach = social justice

. Family—nurturing children

. Community—all-church evening out

. Increase outward activities budtnnwardfacing activities

. Community—consistent good work despite leadership turnover

. Church as extended famiynot as much now

. Social Justice-like INH

. Achievement of community at cost of openness/diverssiyirituality not defined

O O|NOOD[WN|F-

.Believers’” group deviates from that

10. Lay initiative is encouraged

11. Music

12. Differences in musical tastes not aired

13. Do strong feelings deter open discussion of differences?




14. Worship structure seems set

15. Too cautios to air differences?

16. Too focused on past/tradition, not enough focus on future

17. Our space (buildings and grounds) is sacred to us

Main points Side comments (not
necessarily tied to
main points)
Purchased building to make MLUC happen Creation
Prevalence of religious institutions in the area Rebuilding after fire
RE for kids, lifespan classes for adults (UU values) Conservative thinking

Social Justice-basic element (UU values): Gay Pride, BLM, Private schools
MLK Day

Empowered lay leaderghi

Rites of passagesDedication, Stepping Stones, Coming of
Age, Croning, memorial services, marriages (ALL)

Faith in our community

Welcoming/acceptance of people for who they are and whe
they are in their journey

Small Group Ministry

Disruptionin leadership: leadership stability during transitior
Capital Campaign

Who is not among us and why not
Demographic privilege
Educated
Young families or older people = losing singles

Historically humanists

Attempts to introduce morgpirituality through meditation
group/lacking

Head vs heart

5. How would you describe this congregationos

communities? How has that relationship changed over time?

Outreach: How it has changed over time

Usedto think and study; now we are doing

Making selves visible: Black Lives Matter (BLM); Radnor Festival; Paoli Blues Fest,

Relationship with AME church and Muslim group in the past

I nterfaith connections: I nt ehuréhdPhdemx Ho
Lectures), BLM ceremony

Outreach offering connections

Well Springs

Varfalva Partner Church

Youth and adult participation in AIDS Walk, Gay Pride paradsore in the pastUUA
Andrea Briscoe

UUSGC—Guest at Your Table

Tree planting

54



MLK Day of Service activities

Print and online media “appearances’”

Neal—leads Americans for Separation of Church and State

Advocacy—locally, Radnor Police outreach; state; national; international on social ju
issues

South Dakota Pine Ridge reservat{®uss Gaul): clothes, etc.

Task Forces-in the past-Latin America, orphanage

Racial justice and immigration reform: active again

Neighboring faiths connections: 6,7 grades

MLUC Website, Facebook page

All new road signs: MLtiddvertisd abdut our aervices)o w

Retirement communities

Interfaith ministry groups

TE cares

Standing on the side of loveshirts at events

6. In what ways does it seem that something Significant, Holy, or Meaningful has been
present at different points of our history as a congregation?

Action Value

Hanging BLM banner Risk, courage + community

Minister transitions

The fire and the rebuilding: relationship
with St. Davids Episcopal Church

All Church Night Out Community

Creation of SmalGroup Ministries Intimacy and trust

Vision of Founders

Purchasing building a few years after | Risk, commitment and courage

founding

Social service and social justice Caring

Feeling of community

Cofounding Wellsprings Risk and future

Oasis ofsubstance in a superficial desel

Youthled services and events Trust, future

Capital campaign Commitment and success

. The participants created a large chart with colored lines that constituted a shared picture of the issues a
trends in thevorld and community in which we live and our concerns/priorities as we imagine living our
Mi ssion given those issues/trends. Each person
for the most significant points by attaching colored dothéachart. The following table is a summary of

the main points from that chart in order of preference.
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Summary Comments

1 |Shrinking membership/increasinbl
2 | Austerity/economic disparity 49
3 | Inclusion: LGBTQ, ableism, color, etc. 37
4 | Peoplecommitting for 20% 34
5 | Kids busier/more stress 34
6 | Political trends 33
7 | Global climate change 31
8 | Adult lives busier 26
9 [ Other organizations doing what we do 26
10 | Social media/Internet 26
11 | Intentional unchurched 22
12 | Living longer 21
Thefollowing is a textual summary of all the issues included on the chart:
Trends that impact living our mission (organized by color on large sheet)
Red Tremendous ways to connect/ but

navigate)

passion

Austerity not enough to protect vulnerable
Create community

Greater difference: have/have nots
Democracy corrupted

impact of robots on us

Living longer healthier seniors wanting to live with purpose and

Green | So many demands on our money

Adults/parents, not just church

Global climate change stronger impacts

Limitations/not large pool of staff candidates

More activities for children and youth conflict with church
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Blue People (affluent) waiting longer or not getting married/fewer children
Emotional, physical safety of youth

pornography and sex trafficking

Social media, Internet: desire for immediacy/immediate result/way we
educate given social media, Internet, etc.

Given up continuity of child/youth consistent attendance
People are committing to church for 20% of their life (ess)
Adult lives more competing responsibilities

Our culture values being very busy/over commitment
households with an adult to lend (her)self to church activities

Black Inclusion for people of color; LGBTQ populations; ableism; economic
diversity

Impact of political trends requires more advocacy

polarization

Purple | Shrinking of congregation membership

Secul arization, i ncrease of ANQ9g
Intentional unchurched families
Institution of church

Brown | Children, youth busier, more stress, more difficultdecisions
Our youth far less difference blind & social justice
Organi zations give in ways that

D. The participants, in their small groups, were then tasked to specify (1) what we are doing as a
congregation to respond to tiientified trends/challenges of which we are npsud and (2) what we
arenotdoing as a congregation to respond to the identified trends/challenges of which we a@rmost

AProudsd and fiSorrieso - Owning Up:

Issue Prouds Sorries

Membership, | New Member Program Membershif Knowledge of member skills

shrinking down Leadership development (all
*membership class, commitment [ members)
and community Outreach (publicity for programs)
Membership Retentior—watch the back door

Director/Committee/Welcome Tablf No trackihng—d on’” t know
We are a warm and welcoming *Not great tracking/metrics on

community number of members (550, not 640)
Membership Director and and participation of members
Committee are excellent Not much marketing or self
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Growth in depth rather than numbg

promotion of MLUC

No compelling message about UU
More social events to attract/engag
members

Spirituality not being addressed
Stronger membership pathway
Services not in newspapers

Focus on new members, not retaini
members

Membeship
issues, generg

Committed, passionate members
People asking to get involved
Well positioned to be the logical
home for “Nones’
Clear pathway to membership
Paid membership staff person

Buddy/partner for new members
Not enough opportunities to get to
know each other in the service
Social/spiritual connection activities
lacking beyond Sunday

Too many “asks”
We don’t follow
after the “new p
Let go of “Bring

We lack volunteer commitment of
carry out comunity-

building events

We lack PR around events and whc
we are

Did not continue an alternative
service

MLUC does not offer valuable,
compelling programs

Needs intentional, lorterm
programs for adults

Lack of clear goal for increasing or
deepening membsiip

Economic
disparity

Offering outreach
IHN

Classism seminar
Mi ni ster
Haiti trip

Partner church
Fund raising

LGB

Austerity started

s di sci

No economic justicgroup at MLUC
Food donations pathetic

Not taking care of our own less
fortunate

Church culture is intimidating

No follow-through with the larger
community (ours or the public)
Less participation by the
congregation
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Arrested for marching against
Citizens United in DC
Staff wages to min $15/hour

20%
Commitment

SGM

Pastoral nurse

Il ncrease “nones’
Wide geographical pull

Generally steady membership, les§
decrease

Wellsprings

St. Davids

I nsufficient sup
spiritual needs and need for purpos|
Not expanding SGM

Why only 20%? Why are we not
meeting needs or is it their
preference?

Ki ds'’
stress/RE

What we have done for kids who &
here

OWL

Coming of Age

Neighboring faiths

RE rotation program

Youth groups

Teachers

Youth=support re stress

Not pressured to maintain strict RE
attendance

Loyalty and engagement of teache
Youth social action (AIDS walk;
Pride march; Haiti)

Decreased church school attendan
No children’s wo
No MRE

Understaffed

RE enroliment and attendance are
down

Number dwindling: need to know
why kids are not coming

Parents as RE teachers

Not meetingneeds of oveengaged
youth

Lack of involvement outside MLUC
in the broader community

Not enough outreach to collegged
UUs
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Inclusion Rainbow flag, marriages Front entrance could be more
(could do Education (speakers, Trans 101 [ accessible
more) sermon) *Not many members of color
*Black Lives Matter banner Could be doing more action on soci
Elevator justice (marches, elc
Accessible restrooms Previous partnerships with black
Hearing devices for services churches but not now
Sermons on line Lack of economi@nd racial diversity
Main Line Interfaith undoing in church
Racism group involvement Ableism
Starting Racial Justice committee | LGTBQ
Classism workshop Web site does no
LGBT welcoming we may not be as inclusive as we
Youth and children included in think we are
services Neighborhood caring groups decling
Offer a variety of programsvater | Overwhelmed by choices here
service, worship sharing More lay leadership control
Membership coordinator No clear strategy for attracting
LGBTQ members
Internet *Facebook page, good Web site | Weak congregational awareness of
E-mail, newsletter Internet dangers (youth and older
“Communi t y-malgroup § members)
OWL discusses safety af'and & | How to engage in social media
grade knowledge (mentors, classes?)
Not as much online marketing of
MLUC on social media
No wifi downstairs
Poor communication/marketing
program, poor digital strategy
Pathetic website and social media
presence
Living longer | *Lots of classes and groups for No “caring group

retired members
Croning ceremony

members are ill/injured

No ceremony for men getting older
*No congregational sexual safety
committee or programs beyond OW
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Racial justice

Awakening in largely white church

Not reaching out to inclusive groups
enough

Less involvement in disabilities and
civil rights issues

Spirituality

More diverse spiritual experiences
Meditation
Rev. Neal
Atheist
“Nones

can be

[da)

Outreach

IHN

Interfaith

Outreach

Foodcupboard

Small Group Ministry—intimacy, if
you are in, its great

Parish nurse

Welcoming of all lifestyles (at
beginning of service)

Black Lives Matter and good PR
around it

Democratic process

Bus to Gay Pride parade

Moral Monday/moral
revival/lobbying andther advocacyj
efforts

Meditation

Concerts

Standing on the Side of Love shirtg
Alternative service

Where do we go beyond check
writing in need for growth?

Public awareness of our welcoming
faith

Takes us a long time to mobilize for
action

Spread thin, tira, attention (need
more people power)

Working with local community
(churches)

More leadership focus on social
action

Need more opportunity to engage
with UU Plan

We don’t partner

Global climate
change

Green Sanctuary status
EarthDay—open to the public (late
1990s)

Church school classes that relate t
environmental issues and
interconnectedness

Some focus on environmental issu
as a community

Proud CC environmental initiatives
Green stripers

Put kibosh on E#éin Day celebration
Not yet as sustainable level
Don’t take this
Allow for real levels of
transformation

No real leadership role around that
principle

Need recycling upgrade compost?
Reapply for Green Sanctuary

Lack of comprehensive steggy for
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Active ECO task force

green initiatives

E. Participants were asked to envision where MLUC might be in five years, what we would be celebrating i

we were truly living our Mission, and what the barriers might be to realizing those visions. People were
asked to imagine what the headlines mighi be

the church’

S

news|

Long-term goals

Barriers

Monthly social action connects with
offering outreach

MLUC finds social action cause that
iInspires congregation to work for
transformation

MLUC invites community in tsee
sustainable environmental options from
newly renovated building

New/casual Friday evening

Alternative services draw new folks

New RE schedule matches children and
par ent s’'—ateadareasodrse s

MLUC offers intergenerational
support/events (aka spiritual community
center) one night a week

*Everybody in the community knows
MLUC (communication)

Annual named lecture feature highofile
speaker; draws record crowds

New record: MLUC weekly minister
sermon on videgtreaming live, watched
by 10,000

Associate minister

Ground breaking for addition to support

etter
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increase in membership, new RE school

Share youth program with Wellsprings a
5 other churches

Our 20 to 30yearold members
collaborate with youtlon a social justice
action

Social action and socializing = more UU
love

l ncl usi ve member sh
di ver se” me mber s

Limited admin resources

We are better known and understood in
wider community: Outreach Committee;
BM eventscreating publicity

Need for leadership focus; direction on
outward—free Neal

Clear sense of identity and what we do:
Mentor member program; Obama speak
church

Volunteer time

Clear leadership role in UUA community
hosting events, organizing activiie

Leadership, volunteers, commitment, stal

Significant increase in operating budget:
$1.2 million in collected pledges + $1
million towards $5 million endowment

Lack of generosity, lack of engagement,
choices

Massive increase in engagement and fai
development among members at all leve
Hire congregational life minister; 400
members in SGM; waiting list for adult
RE; overhaul of database

Limited staff, volunteers
Limited finances

Working interfaith groups on dialog acros
faith community—meets aMLUC
This dialog will meet community need, fa
example, school tutoring, Big Bro/Big Sig
general control initiatives, climate chang
advocacy

ID partners, $, time

Reinvigorate RE program that families
prioritize; needs a strong leader, good

$$$ for leader, volunteer participation, lag
of innovation
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feedback fronparents; creative
scheduling; parent small groups

Use various strategies to communicate
(social media, etc.) to invite people and
build prograrr—makes it relevant

Double RE enrolimenrtfull setof classes
for both services; waitlist of RE teachers
alternative times for RE, Wed night
potluck

Increase membership of families; more
teachers; more $ for professional RE staf
experiment

Multigenerational worship

Better data/forecasting; out thfe box
thinking,

Kids involved in social action

Cultural issues-teenagers, involving them

Alternative 3¢ service—format, content,
e.g., more spiritual, jazz, poetry

How much interest; leadership; cost;
volunteer time; ministerial buin; finding
outsice people to attraetolleges

Broader faith development across differg
traditions

Connect with other UU churches in the aj

Draw in a different crowd

Influenced by social justice and outreach

Capital improvements completed
sustainable facilitycarbon neutral

Raising remaining capital $; logistics/timif

Building is “beyon

Building if used a

vibrant programming

Membership> 750

Marketing, promotion, clear message,
perceptionjnterest

39 service, catemporary, Sat eve, Sun a
satellite venue

Congregational approval, resources,
knowi ng what young¢

Lower carbon footprint

$3$3; prioritized/actionable, interest

75% of congregation involved in social

Saying “No” and sef
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and/or ecological issues: drugs, racial, | commitment, individual and communal
economics, prison reform, LGBTQ, chur
adopted

Membership hits 850 with 40% young
family increase

MLUC has new contemporary’3ervice

MLUC goes carbon neutral

Thisyear’s common so
50% of the congregation

Invisible Church Becomes Visible

Double membership

Increase diversityracial, LGBTQ, etc.

Award-winning Web site

Carbon neutral facilities

95% feel engaged and supported

Cover Story
MLUC announces recorsetting growth in membership, social action, and community building

ML UC’ s -bremking graivth: leads to meaningful lives at MLUC

New Caring Committee celebrates 5 years

Headlines

Coordination and common messaging

Time, talent andreativity enable growth

Programs are actieoriented

Programs lead to fulfillment, continued spiritual growth and social outreach
Use current technology to create inclusive community

Side bar

MLUC engages in cutting edge social action



Appendix E

Map of Local UU Churches
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Appendix F

Distribution Map of MLUC Members

41-70 PEOPLE

11-40 PEOPLE
1-10 PEOPLE

‘ MAIN LINE UNITARIAN CHURCH
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