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PURPOSE  

The UUCJ Board directed in June 2011 that a Task Force be formed to build a strategic plan. It 

charged the Task Force to 

 ά5ŜǾŜƭƻǇ ŀ ŎƻƳǇǊŜƘŜƴǎƛǾŜ Ǉƭŀƴ ŦƻǊ ǘƘŜ ƴŜȄǘ р-50 years for UUCJ based on a robust needs 

ŀǎǎŜǎǎƳŜƴǘ ƻŦ ǘƘŜ ŎƻƴƎǊŜƎŀǘƛƻƴΣ ōǳƛƭŘƛƴƎ ŀƴŘ ǇǊƻƎǊŀƳǎΦέ  

The Board appointed outgoing Board member Tom Larson to lead the Task Force and continuing 

Board member Sharon Laird to be the Board representative. The Board and minister Rev. Ron Hersom 

recruited Afesa Adams, Rob Birch, David LaFitte, and David Morris for the team. The Task Force asked 

Mike Plummer, Robert Prager and Munsell McPhillips to help with the survey and analysis of responses 

and comments. 

Beginning at the first meeting in July 2011, the Task Force developed a written plan to guide its 

work. It based its plan on a definition from the book Governance and Ministry: ά! ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ 

indicates the major means by which the congregation will fulfill its mission over a five- to ten-year span 

ƻŦ ǘƛƳŜΦέ TƘŜ .ƻŀǊŘΩǎ directive was converted into a working mission:  

LŘŜƴǘƛŦȅ ǘƘŜ ƳŜƳōŜǊǎΩ ±ƛǎƛƻƴ ƻŦ ǿhat we want UUCJ to be, and recommend a Strategic Plan to 

achieve it. 

Task Force members were mindful during the entire time together that we represent the members 

of a church. We are helping the congregation shape the future of a religious community which is 

broader and deeper than a nonprofit organization. UUCJ members are guided by our Mission Statement: 

άUUCJ is a welcoming community. We encourage religious freedom, nurture individual spiritual 

and ethical growth, celebrate diversity and promote a just and sustainable world.έ 

We designed our methods for learning the vision of our members and recommending tasks to 

achieve that vision within our Congregational Covenant: 

άAs members of this congregation, in order to nurture and enhance our lives together in this 

sacred sǇŀŎŜ ǿƘŜǊŜ ǿŜ ǎŜŜƪ ǇŜǊǎƻƴŀƭ ƎǊƻǿǘƘΣ ŘƛǎŎŜǊƴ ƭƛŦŜΩǎ ƳŜŀƴƛƴƎΣ ŀƴŘ ōǳƛƭŘ ǊŜƭŀǘƛƻƴǎƘƛǇǎ ƻŦ 

fairness and love, we intend to: 

¶ Offer our unique gifts, talents, time, energy, and financial support. 

¶ Respect the views and needs of others, practicing tolerance, understanding, and acceptance 

even in disagreement, allowing loving relationship to transcend issues. 

¶ Celebrate the diversity within our midst even when it is difficult or uncomfortable. 

¶ Invite and welcome others in the quest for spiritual and ethical growth, recognizing each 

other and guests in fellowship. 

¶ Share the ministry of our church, caring for each other through times of joy and sorrow.έ 
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We recommend that the Board of Directors of the Unitarian Universalist Church of Jacksonville 

approve the implementation actions, assign them to the appropriate owners, and provide regular 

communication on the status of the six goals.
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EXECUTIVE SUMMARY  

The Task Force chose multiple methods for reaching out to the congregation to identify their vision. We built a 

survey, asked for comments in the survey and conducted focus group meetings to hold discussions in small groups. 

We carefully reviewed the survey data and comments from the survey and focus groups. The exact comments 

were considered, and have been documented in the Appendix. We found that responses were consistent in the 

survey and focus group meetings held several weeks apart, in different locations with different audiences and 

different leaders. There was real congruence throughout. The main themes of the responses were: 

1) We love the UUCJ church and campus. 

2) We want UUCJ to execute the basic church functions (administrative, social and physical) at a high level. 

3) We want Church leaders to set expectations for all members and potential members. 

4) We want UUCJ to have a greater presence as a religion in Jacksonville. 

Analysis of the results identified six high-level goals for UUCJ, which are recommended to the Board for 

implementation. Several cross-cut issues are apparent. Some functions are relevant to two or more strategies such 

as Develop Leaders in both Social Justice and Strengthen Community. Successful achievement of the goals will 

require all church members to hold each other mutually accountable for carrying out the strategies. The Board can 

lead the process by posting a task calendar on the website and Beacon, and holding quarterly progress report 

meetings for the congregation. A strong, resilient committee structure and relationship with the Board will be 

critical to sustaining the changes. Specifics of the recommendations are given in the Implementation section, and 

summarized in a table.  Some survey responses reflect activities such as social justice and improved accessibility in 

which the church is already engaged. Their inclusion in the responses reflects an ongoing priority rather than a lack 

of awareness. 

1. Emphasize Social Justice 

This was a strong theme in survey results and focus group comments. It is consistent with the theme of the 

2012 General !ǎǎŜƳōƭȅΣ άWǳǎǘƛŎŜ D!Φέ Efforts and funding are needed at multiple levels to address immediate 

needs and changing systems. 

2. Strengthen UUCJ Community 

Members want to be more connected with each other. We need to build more programs that appeal to young 

adults and families with children. We need to build better relationships with other UU churches and exchange 

good ideas. 

3. Ground Our Theology and Spirituality 

We need to clarify what Unitarian-Universalism means and live our values in the community. We need to 

continue and expand our educational efforts through sermon content and the religious education program. 

4. Expand UUCJ presence in Jacksonville 

Our outreach needs to be strengthened to get our values into the community, as we emphasize social justice.  

Interfaith activities should be increased and more interaction with outside groups should be planned. More 

effective publicity is needed. 
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5. Stay in Our Current Place in Arlington. 

The Arlington campus should be improved and maintained. The annual canvass should provide the needed 

funds for maintenance and a capital campaign is needed for improvements and expansion.  Outreach efforts 

should be directed to the immediate neighborhood to strengthen the Arlington community and further secure our 

campus. A master plan for the campus including parking and facility expansion should be prepared and 

communicated. A maintenance plan should be developed and followed. The campus should be secured with 

lighting and ADA access should be completed. Written procedures for satellite locations like East Nassau should be 

developed. 

6. Strengthen Finances 

Increased levels of operating funds are needed for UUCJ to provide the programs members want. More 

professionalism is needed in financial management such as separating the treasurer and bookkeeping duties and 

documenting financial management policies.  

The Board held a Leadership Retreat at church on August 18, 2012. The Task Force presented the results, 

recommendations and recommended implementation plan to 18 leaders and Board members. Discussion was 

lively and comments were recorded, leading the Task Force to revise this report.  Attendees at the Retreat 

assessed the effect and effort for each recommended action. The Task Force offered to help the Board with 

implementation plans. 
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METHOD  

TASK FORCE PLAN  
¢ƘŜ ¢ŀǎƪ CƻǊŎŜ ōǳƛƭǘ ŀ ŎƻƳǇǊŜƘŜƴǎƛǾŜ Ǉƭŀƴ ŦƻǊ ŎƻƳǇƭŜǘƛƴƎ ǘƘŜ .ƻŀǊŘΩǎ ǊŜǉǳŜǎǘΦ We focused on the Mission 

assigned by the Board and included a scope statement, a work plan, a time plan and a communication plan. A 

formal survey and follow-up focus group meetings were conducted to learn what members wanted UUCJ to be in 

the future. Recommendations are made to the Board for implementation and follow-up. A report will be 

presented at a workshop in August 2012 sponsored by the Board. 

Scope. 

¶ A general strategy to guide development of detailed plans; does not include detailed plans, membership 

projections, cost estimates, etc. 

¶ A strategic plan with data, recommendations, and an implementation plan for the Board 

¶ Time horizon: 5 to 50 years, concentrating on next 10 years 

Communications Plan. The survey and focus group meetings were communicated in several ways including 

Sunday Service Announcements, Beacon articles, articles in the weekly e-mail from the church office, and reports 

to the Congregation and Board. Reports were made at Congregational meetings on January 8, 2012 and June 3, 

2012. 

Timing. The Board and Task Force conducted a Leadership Retreat to present the Strategic Plan to church 

leaders on August 18, 2012. The method, results, recommendations, and recommended implementation plan from 

this report were presented and discussion noted. Retreat attendees assessed the effect and effort for each 

recommended action. Comments made were considered, and this final report was prepared for the Board. 

SURVEY  
The Strategic Planning ¢ŀǎƪ CƻǊŎŜΩǎ ŦƛǊǎǘ ǎǘŜǇ ǿŀǎ ǘƻ ǎǳǊǾŜȅ ǘƘŜ ƳŜƳōŜǊǎƘƛǇΦ  ¢ƘŜ Ǝƻŀƭ ǿŀǎ ǘƻ ƎŀǘƘŜǊ Řŀǘŀ ƻƴ 

what members want UUCJ to be in the future. The Task Force spent three months custom designing the survey. 

Vision-type surveys from other UU churches were used as input to the process. Survey data combined with focus 

group results was used to create a strategic plan for UUCJ. 

Question areas included aspirations for community and connections, experiences important to participation, 

ŀǎǇƛǊŀǘƛƻƴǎ ŦƻǊ ǎƻŎƛŀƭ ƧǳǎǘƛŎŜΣ Ƴƻǎǘ ƛƳǇƻǊǘŀƴǘ ƎƻŀƭǎΣ ǾƛŜǿǎ ƻƴ ŎŀƳǇǳǎ ōǳƛƭŘƛƴƎǎ ŀƴŘ ǎǇŀŎŜǎΣ ǇǊŜŦŜǊŜƴŎŜǎ ŦƻǊ ¦¦/WΩǎ 

location and size, and what is valued most and should be carried forward. The survey consisted of 49 rating items 

grouped in 6 categories, 8 open-ended questions, and 6 demographic questions.  

The survey was conducted online (with a paper option used by 8% of respondents) over a four week period in 

February and March of 2012. Participation was good with 108 of the 257 members responding. While this is a 42% 

response rate, it does provide a statistically significant sample yielding a margin of error of  +/- 5% at a 90% level of 

confidence. It compares with 64% of UUCJ pledge units who made a 2012-13 pledge as of August 1, 2012.  

This report provides a comprehensive set of results tables. Survey counts and percentages are given in an 

easy-to-read format.  The tables also contain features to help interpret the data. For example, the percentage of 

the top two ratings (i.e., Agree and Strongly Agree) is listed for each item.  As an aid to help look at importance, 
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the data tables are sorted by this percentage. Lists of the comments are provided for the eight open-ended 

questions. A separate report provides a categorization analysis of the comments. 

FOCUS GROUPS 
Focus group ƳŜŜǘƛƴƎǎ ǿŜǊŜ ƘŜƭŘ ǘƻ ŀŘŘ ǘƻ ǎǳǊǾŜȅ ǊŜǎǳƭǘǎ ōȅ ƎŀǘƘŜǊƛƴƎ ŀŘŘƛǘƛƻƴŀƭ ƛƴǎƛƎƘǘ ƛƴǘƻ ƳŜƳōŜǊǎΩ Ǿƛǎƛƻƴ 

for UUCJ through in-depth conversation in small groups. The format was to hold five meetings of a maximum of 75 

minutes, in different locations in greater Jacksonville, with a maximum of 12 participants, and attended by a Board 

member. Sharon Laird was the focus group meeting leader. The meetings were held between April 22 and May 21. 

Ground rules were established to ensure everyone had a chance to speak. The same four questions were asked at 

all meetings, all comments were recorded and transcribed into Excel spreadsheets, and given to Robert Prager and 

Munsell McPhillips for content analysis. Every comment has been included on one of the four results charts. 

 Date Area Location Facilitator Scribe Board Rep Attend 

1 4/22 Central UUCJ Sharon Tom Allison Watson 8 

2 5/15 East bƛǎǎΩǎ Tom Rob Jim Niss 7 

3 5/17 West wŀŎƛƴŜΩǎ D. LaFitte Tom Jeff Funderburk 10 

4 5/20 North East Nassau Sharon Tom Sharon Laird 11 

5 5/21 Central UUCJ Sharon Rob Joe Adiutori & 
Jeff Funderburk 

10 

Total 46 

 

The focus group questions were: 

1) What do you like most about UUCJ? 
2) What is your vision for UUCJ for the year 2020?  
3) What needs to change or be done to realize your vision? 
4) What should UUCJ to accommodate families with children?  
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ANALYSIS 
Mike Plummer led the Task Force in the development of the survey and prepared the final report. Mike uses 

professional-level survey software called SNAP, which has a wide range of survey design and analysis capabilities. 

The Task Force analyzed the comments of the survey and integrated the qualitative and quantitative results in 

April 2012. The challenge was to faithfully capture the guidance offered in the comment section of our 

congregational survey as a supplement to the numerical results. Robert Prager and Munsell McPhillips used the 

Function Analysis Systems Technique (FAST) to analyze comments from the survey and used related function 

analysis techniques to analyze comments from focus group meetings. 

Each survey comment was distilled into pairs of action verbs and measurable nouns. Then, working with each 

question, we used the verb-noun pairs to build a logic diagram which progresses from strategic imperatives to 

tactics when read from left to right.  

             

The items on the left-most side of the FAST diagram are called άhigher order functionsέ. They represent 

ŦǳƴŎǘƛƻƴǎ ǘƘŀǘΣ ōŀǎŜŘ ƻƴ ǘƘŜ ŎƻƴƎǊŜƎŀǘƛƻƴΩǎ ǊŜǎǇƻƴǎŜΣ must be accomplished to meet the highest aspirations of 

our UUCJ community. Proceeding to the right, the functions become more tactical and are steps that could be 

taken to achieve the more strategic objectives. When the Task Force identified a logical gap between functions 

they nominated additional functions to fill in the gaps so long as the additions are fully consistent with the 

intentions expressed in the survey. The Task Force restricted efforts to the feedback contained in the survey and 

refrained from anticipating Board preferences or injecting hearsay into the process. In developing the logic 

diagrams, the Task Force also reviewed the quantitative information for each question and confirmed that 

quantitative and qualitative responses were consistent. 

http://www.snapsurveys.com/
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Function Analysis is a well-established internationally accepted technique for focusing on the essential 

elements of the comment. This method is used in a wide array of business and technological applications to 

discern the essential features of a project or process and to logically arrange the supporting functions that achieve 

the overall goal. The FAST diagram showƴ ōŜƭƻǿ ŘƛǎǇƭŀȅǎ ǘƘŜ άDǊƻǳƴŘ ¢ƘŜƻƭƻƎȅέ ŦǳƴŎǘƛƻƴΣ ōǳƛƭǘ ŦǊƻƳ ǘƘŜ ǇƘƻǘƻ 

above. All six FAST diagrams and supporting narratives are shown in the Implementation section of this report. 

 

The responses from the focus groups were also analyzed using function analysis however, due to the nature of 

the questions and responses, FAST diagramming was not used. Function analysis diagrams were prepared using a 

sequence of techniques including function wheel, mind mapping, and influence diagramming. These diagrams are 

shown in the Appendix.  
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KEY FINDINGS  

SURVEY DATA 
The following tables provide analysis results for 4 survey questions of special interest the UUCJ Strategic 

Planning Task Force. 

Importance of these aspects to my participation at UUCJ  

  % Important 

1 Fellowship 95% 

2 Make a difference in the larger world 92% 

3 Physical environment 86% 

4 Inspiration, strength, & courage 83& 

5 Spiritual enlightenment  81% 

My top 5 goals for UUCJ: 

   Average 
(5-point scale) 

1 Strengthen financial resources 
Resources 

3.6 

2 Enhance worship & spiritual programs 3.4 

3 Strengthen the sense of community within the 
Church 

3.2 

4 Expand social service/justice initiatives 3.1 

5 Enhance physical setting of building & grounds 3.0 

Preference for U¦/WΩǎ ƭƻŎŀǘƛƻƴΥ   

 % of Votes 

Stay in current location and continue to maintain it 33% 

Stay in current location and make major infrastructure changes to improve its 
functionality while preserving the original architectural design 

50% 

Move to another location(s) 17% 

Age of survey respondents 

Base 13-19 20-29 30-39 40-49 50-59 60-69 70-79 80+ 

99 

 
 

1 

 
 

4 

 
 

4 

 
 

6 

 
 

18 

 
 

38 

 
 

21 

 
 

7 

 
 

A demographic profile of the congregation has not been completed, so a comparison could not be made. 

The full report on the survey is in the Appendix. It provides a comprehensive set of results tables as well as 

responses to the 8 comment questions. It also includes an analysis of selected questions by the age groups under 

40 and 40 & over. 

SURVEY COMMENTS 
Analysis of the survey comments revealed six higher order functions. As explained on page 8, higher order 

functions are essential, strategic goals. These must be accomplished if the congregation is to achieve the stated 

vision.  While some comments are clearly tied to specific questions, others arose as we examined the comments 

and quantitative survey data as a whole. The essential functions are:  
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1) Emphasize Social Justice, 

2) Strengthen the UUCJ Community, 

3) Ground our Theology and Spirituality, 

4) Expand our presence in Jacksonville,  

5) Stay in our Current Place, and 

6) Strengthen our Finances. 

 
The FAST diagrams are the results of the function analysis. It is important to remember that the logic diagrams 

in the Implementation section are not representative of all possible ways to achieve the basic functions. One of 

the primary purposes for the logic diagrams is to identify gaps and spur creativity. A useful next step is to 

brainstorm other ways to achieve the basic functions using schedule, budget and feasibility as screening factors for 

decision making.  

FOCUS GROUPS 
The four focus group questions were related and not surprisingly, elicited some similarity in response across 

the questions. Nevertheless, clear themes emerged from each question.  Some responses are tactical due to the 

nature of the questions. The Task Force tested the strategies developed from survey results against the focus 

group responses. The two dovetailed well. The tactical issues were in nearly all cases easily tied to the major 

strategies. This further supports the validity of the effort. 

1. What do you like most about UUCJ? The first question drew a coherent set of responses. There appears to 

ōŜ ǎǘǊƻƴƎ ŀƎǊŜŜƳŜƴǘ ŀōƻǳǘ ¦¦/WΩǎ ōŜǎǘ ŀǘǘǊƛōǳǘŜǎΦ Participants frequently cited: 

a) The strong sense of church community,  

b) Acceptance of each other,  

c) Freedom to explore and express new ideas, and  

d) Diversity of spiritual viewpoints as important to them.   

Our embrace of both reason and spirituality is important though congregants may not weigh each trait 

equally. Our campus is also noted frequently as a highly positive part of UUCJ life. Both the architecture and 

natural beauty of the site are important.  Our members have strong support for music in many forms as well as for 

ǊŜƭƛƎƛƻǳǎ ŜȄǇƭƻǊŀǘƛƻƴ όōƻǘƘ ŀŘǳƭǘ ŀƴŘ ŦƻǊ ŎƘƛƭŘǊŜƴύΦ  wŜǾŜǊŜƴŘ IŜǊǎƻƳΩǎ ƳƛƴƛǎǘǊȅ ƛǎ ŎƛǘŜŘ ŀǎ ǇƻǎƛǘƛǾŜ ǇŀǊǘƛŎǳlarly 

regarding planning, the Sunday service and his emphasis on full inclusion for all. Our role in the larger community 

is expressed more fully in later questions, however, our support for civil rights and justice is a positive part of our 

church experience. 

 

2. What is your vision for UUCJ for the year 2020? The responses are consistent with the priorities expressed 

in the first question.  Generally, participants wanted those aspects of congregational life that are important now to 

be stronger, better organized, funded and managed in the future.   Across topics there is a desire for more 

disciplined, strategic planning and execution and a more robust budget. The respondents consistently look forward 

to a larger, vibrant congregation where young families have a significant presence. Respondents envisioned a 

future where: 

a) The congregation is proud of and committed to a secure, well-maintained campus with a comprehensive 

management plan.   
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b) Satellite(s) are well-established with their own religious education and social justice actions.  

c) UUCJ is technologically advanced, taking full advantage of social media to reach members and seekers.   

d) Respondents expressed a strong desire for the future UUCJ to have a much larger role in Jacksonville as a 

beacon for justice and tolerance.  

The future UUCJ attracts new members through the strength and visibility of our social action and strengthens 

the Arlington neighborhood. We also become a fair share member of UUA again. 

3. What needs to change or be done to realize your vision? This question elicited more diverse responses 

though they are not necessarily contradictory. Generally, the respondents suggested strategies and tactics for 

lowering barriers to future growth of UUCJ. Although the respondents offered many distinct ideas, most can be 

tied to a desire for increased strategic thinking and execution.  

a) There is a strong desire to get the basics of congregational life on a firmer footing. No respondent used the 

ǘŜǊƳ άōŜƴŎƘƳŀǊƪ ǘƘŜ ǾƛǎƛǘƻǊ ŜȄǇŜǊƛŜƴŎŜέ ōǳǘ Ƴŀƴȅ ǊŜǎǇƻƴǎŜǎ ǊŜǾƻƭǾŜŘ ŀǊƻǳƴŘ ǘƘŜ ƴŜŜŘ ǘƻ ŦƛƎǳǊŜ ƻǳǘ 

more effective ways to make our visitors feel welcome, attract repeat visits and consider UUCJ as their 

spiritual home. Similarly, shaky performance of church basics like coffee service and essential committees 

are understood as barriers to achieving our vision. There is a desire for improved governance, focus and 

accountability in a broad sense of that term. 

 

b) Many comments coalesce around a desire for a master plan for the campus that includes security, 

aesthetics and functional performance.  Although not a majority opinion, some respondents recommend 

taking a hard, objective look at the costs and benefits of our current campus relative to a different 

location.   

 

c) The leadership cadre should be broadened in no small part to avoid burn out of the most overworked 

volunteers.  There is a sense that there could and should be stronger and broader participation. One 

approach recommended is to more clearly define congregational roles and responsibilities. While not 

explicitly stated, there is a sense that resolving these issues are prerequisites to achieving strong 

congregational growth.   

 

d) The respondents did offer many suggestions for outreach to the broader community including more 

energetic efforts to seek out younger people who might join us.  Finally, growth in the satellite 

congregation(s) will require a better quality simulcast both in terms of AV quality and a more professional 

presentation by lay members. 

 

4. What should UUCJ do to accommodate families with children? The final question elicited the most 

tactical responses of all the questions. The focus groups generated many discrete ideas but overarching principles 

are much less clear. The suggestions include recommendations: 

a) Improve bathrooms to make them more child-friendly,  

b) Clarify and publish our curriculum so that parents know what to expect,  

c) Increase the number and types of activities suitable for kids,  

d) Increase the visibility of kids in our services, and  

e) Create a more contemporary service. 
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IMPLEMENTATION 

The Task Force identified six high-level goals for UUCJ as described above. The goals, strategies and 

implementation actions for achieving them are recommended to the Board for implementation. An intentional, 

resilient committee structure and relationship with the Board are critical for successful implementation. Each 

action is given an owner and a timeframe for completion. The recommended owner may be a Board member, 

existing committee or an Implementation Team. Church members will need to hold each other accountable for 

carrying out recommendations approved by the Board in order to achieve the goals for UUCJ and sustain this next 

phase of the church.  

Each of the following background statements is a narrative description of the associated FAST diagram. It may 

be helpful to read the narrative and while referring to the diagram. Generally the higher order function describes 

what must be done and each function to the right describes how the function to its immediate left can be 

accomplished. To check the logic we can also read the diagram backward in which each function describes why the 

function to its immediate left should be accomplished.  Some survey responses reflect activities such as social 

justice and improved accessibility in which the church is already engaged. Their inclusion in the responses reflects 

an ongoing priority rather than a lack of awareness. 

Some functions are relevant to two or more strategies such as Develop Leaders in both Social Justice and 

Strengthen Community. Moreover, it may be just as relevant to the Stay in Place strategy as an important tactic for 

growing satellites. In Stay in Place, Develop Maintenance Plan and Master Plan Site and Facility not only answer 

how to Improve and Maintain Campus and How to Accommodate Growth but feed into Strengthening Finances by 

answering part of how to Articulate Needs.  

Actions are recommended to the Board for implementation. An owner and timing are recommended for each 

action, and the Task Force has offered to help with implementation plans. The assessments of Impact and Effort 

made at the Retreat will help the Board decide how to proceed. A Gantt chart is included to help visualize timing 

and resource requirements. 
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GOAL 1: EMPHASIZE SOCIAL JUSTICE 
Background:  

 

 
 

The first higher order function, Emphasize Social Justice, is achieved by taking a holistic approach. The 

congregation identified four ways to implement the holistic approach:  

1) Increase family friendly projects focused on social justice,  
2) Define social justice goals,  
3) Promote social justice activities, and  
4) Develop social justice leaders. In turn, social justice leaders are developed by building a structure through 

which members can gain leadership skills and experience while avoiding burnout.   

The functions define goals and promote activities are both achieved by educating the congregation about 

specific social justice activities and by improving communications. Improved communication can be achieved by 

developing a communication plan. Two activities that could be part of the communication plan are an improved 

web page, particularly relative to social justice, and an explicit effort to make social justice efforts more present in 

our communications. 

Strategies:  

a) Increase family-friendly projects 

b) Define social justice goals 

c) Promote social justice activities 

d) Develop social justice leaders 

e) Improve communications for Social Justice events by re-organizing web page 

Implementation:  

a) Social Justice Committee.  Board directs an implementation team to form a committee dedicated to Social 

Justice, building on present and past Community Outreach Committee groups and UUA initiatives. Social 
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Justice is part of the UUCJ culture. It has two levels, immediate and long-term. Immediate assistance 

addresses urgent needs such as hunger and shelter. Long-term assistance addresses the cause of an issue.  

Examples are lack of access to food and low wages that restrict housing options. Social Justice should have 

an organization, research and benchmarking, funding, and Board support.  Team proposes a committee 

charter to the Board within six months. 
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GOAL 2: STRENGTHEN UUCJ COMMUNITY 
Background:   

 

There was a powerful consensus on the desire to Strengthen the UUCJ Community. The congregation noted 

three strategies to achieve this essential function:  

a) Expand participation,  

b) Develop leaders church-wide and,  

c) Connect the membership.   

Expanding participation could include starting a singles group, attracting young adults and facilitating greater 

involvement in church affairs by the membership. More young adults might be attracted by increasing activities 

focused on their interests. Creating or fostering expectations about participating in church affairs is one approach 

to facilitate greater involvement. Connecting the membership could be accomplished by supporting each other 

and by improving communications within the congregation. Approaches for improving communications include 

updating the directory, developing regular feedback church-wide and requiring quarterly reports for all church-

sponsored activities to better assess our progress towards goals. 

 

Strategies:  

a) Expand participation 

b) Develop leaders church-wide 
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c) Connect members 

d) Increase activities for Young Adults 

e) Improve communications by the Board updating directory (Done by Membership Committee 6-03-2012) 

and committees issuing quarterly reports. 

 

Implementation:  

a) Expectations and Benefits. Board directs an implementation team to work with the Membership 

Committee to draft a statement of benefits of membership in UUCJ and expectations for current and 

prospective members, building on our Congregational Covenant. Members are expected to contribute 

time, talent and treasure. Team proposes a document to the Board within three months. 

 

b) Participation. Board directs an implementation team to propose strategies for expanding participation in 

life in our church community. Strategies should include strengthening the Program Team (Council of 

Committees), linking each member to a committee, and as an example, improving Coffee Hour. Team 

presents recommendations to Board within six months. 

 

c) Church-wide Leaders. Board directs an implementation team to re-establish a Leadership Program, 

recommend participation in denominational leadership programs, create a skills database, and create a 

strategy for engaging members in leadership opportunities. The Team meets with committees working in 

this area, such as Membership. Team presents its recommendations to the Board within twelve months. 

 

d) Young Adults. Board directs the Lifespan Religious Director (LRD) to recommend strategies for increasing 

the number and quality of programs for young adults. Strategies include developing young adult leaders, 

service and volunteer projects, activity groups, social events, and cross-generation events. LRD presents a 

document to the Board within four months. 

 

e) Communications. Board improves communications about finances and other subjects with such actions as 

staffing the Ask a Board Member table, holding Board Workshops on major issues, ensuring the web site is 

improved, advising members about email and other technical issues, monthly Leadership Minutes during 

Sunday services, and re-establishing the Publicity Committee. 

 

f) Denominational Affairs. Board re-establishes the Denominational Affairs Committee and charges it with 

improving participation in general denominational activities and ensuring UUCJ is connected with 

denominational Social Justice groups. Committee proposes a committee charter to the Board within six 

months. The Board builds a plan for fully paying our UUA dues. 

 

g) Program Team. Board ensures that all church groups are informed about the re-established Program 

Team, committee descriptions are kept current, and the Team meets regularly. 
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GOAL 3: GROUND OUR THEOLOGY AND SPIRITUALITY 
Background:  

 

 
 

The third strategic objective generated by the congregation is to Ground our Theology. This is achieved by: 

1) Finding spirituality,  

2) Clarifying what Unitarian Universalism means for us,  

3) Respecting Christianity and other faiths, and 

4) Bettering the world  

The congregation noted their enjoyment of music and suggested adding weekly choir music. Members want 

more inspired education from the lifespan religious exploration program and increased intellectual stimulation 

during Sunday services. We can practice our principles through living our values in the larger community to better 

the world. Clarifying Unitarian Universalism is grounded in part by more fully expressing our values. This includes 

respecting all faith traditions especially Christianity. 
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Strategies: 

a) Find spirituality 

b) Clarify what Unitarian-Universalism means for us including our relationship with Christianity and other 

faiths 

c) Better the world 

Implementation:  

a) Find Spirituality. Board directs the minister and the Religious Services Committee to build on the material 

progress they have made in creating a place for spiritual growth in our Sunday services.  Give music a high 

priority in the budget including a possible weekly choir. Report to the Board within six months.  

 

b) Spiritual Growth. The Board tasks the minister with reporting current and future initiatives for helping the 

congregation explore spiritual paths, deepen opportunities for spiritual growth and spiritual practice in 

Sunday services and throughout the week.  Potential activities include coming-of-age pilgrimages, 

workshops or retreats. This task should be complete by the end of this calendar year. 

 

c) Spiritual Education. The Board directs the LRD to include education in spirituality and spiritual growth in 

his curriculum and to report to the Board within three months. The Board endorses offering courses such 

ŀǎ !ǊǘƛŎǳƭŀǘƛƴƎ hǳǊ CŀƛǘƘ ŀƴŘ ƻǘƘŜǊ ŀŘǳƭǘ ŀƴŘ ŎƘƛƭŘǊŜƴΩǎ ŜŘǳŎŀǘƛƻƴ ŎƻǳǊǎŜǎ ǘƘŀǘ ŎŀǳǎŜ ǘƘŜ ŎƻƴƎǊŜƎŀǘƛƻƴ ǘƻ 

deepen our understanding of our faith tradition and its meaning in our lives.  The LRD reports annually to 

the Board on the number of courses and the number of participants in each. 

 

d) Clarify what Unitarian-Universalism means for us. The Board charges the Membership Committee with 

formalizing the expectation that new members take UU101 and that existing members be encouraged to 

take UU101. Develop and communicate an elevator speech. The membership committee should report 

annually to the Board on the percentage of members who have completed UU101. The Board should 

ŀŎƪƴƻǿƭŜŘƎŜ ŀƴŘ ŜƳōǊŀŎŜ ǘƘŜ ǘŜƴǎƛƻƴ ōŜǘǿŜŜƴ ǘƘŜ άƘŜŀŘ ŀƴŘ ƘŜŀǊǘέ ŀǎǇŜŎǘǎ ƻŦ ƻǳr faith. The Board 

should support the work of the minister to balance the Unitarian head and the Universalist heart.   

 

e) Respect Christianity and other faiths. The Board directs the Religious Services Committee to prepare a 

guideline for guest speakers and members who speak. It should be based on the 7 Principles, which would 

require that speakers refrain from denigrating any faith tradition. The Committee recommends a guideline 

for Board review within three months.      

 

f) Better the world. Recommended actions to address this function are addressed in the sections relating to 

Social Justice and Expand our Presence in Jacksonville.  
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GOAL 4: EXPAND UUCJ PRESENCE IN JACKSONVILLE 
Background:  
 

 
 
The congregation expressed a commitment to expanding our Presence in Jacksonville primarily through 

increased outreach.  The approaches to achieve this include: 
1) Increased interfaith activities,  
2) Connecting with the special collection groups, hosting outside groups,  
3) Making a bigger impression and  
4) Actively engaging outside groups such as the universities.  

 
An ongoing connection with special collection groups could be achieved by following up with the group and by 

asking the speaker to be available to the members for more information or volunteer opportunities. 

Strategy: 

a) Increase outreach by hosting outside groups and engaging university groups 
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Implementation:  

a) Publicity Committee. Board re-establishes the Publicity Committee and charges it with promoting UUCJ in 

Jacksonville through the media, actively engaging the media, and working with the Web Site Task Force. 

The Board should charge the committee with proposing a charter which outlines the parameters for 

independent operation.  Committee proposes a charter to the Board within six months. 

 

b) Jacksonville Groups. Board charges an implementation team with promoting active participation in 

interfaith groups including college groups in addition to current groups such as ICARE and Arlington 

Community Gardens, ensuring that UUCJ hosts meetings of these groups, and ensuring that UUCJ groups 

give press releases on their activities to the Publicity Committee. Committee proposes a revised charter to 

the Board within six months. 

 

c) Public Involvement in Social Justice. Board appoints an implementation team to propose how UUCJ 

should be involved in events such as public meetings, parades, and political parties, as members 

demonstrate their values through actions. The team proposes how to ensure that UUCJ is not presented as 

affiliated with a political party while working on behalf of Social Justice or other issues. Team issues a 

report to the Board within nine months.  

 

d) Web Site. Board directs a task force to improve the UUCJ web site after consulting with the Minister, 

Administrator, other committees, and UUA resources, and obtaining Board approval. Task force proposes 

changes including design, responsibility for content, funding, and staffing to the Board within six months. 
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GOAL 5: STAY IN OUR CURRENT PLACE IN ARLINGTON 
Background:  

 

  
Finally, there is a strong consensus for Staying in our current Place. To achieve this, the congregation 

identified two primary strategies. These are to: 

1) Maintain or improve our campus and to  

2) Accommodate growth.  

Improvements to our campus include completing ADA access and developing a comprehensive maintenance 

plan. Our members recommend repairing our campus structures. This objective was generally expressed in broad 

terms though specific features such as the nature trail and memorial garden were also noted.  The other actions 

box on this diagram represents the many other features in need of refurbishment.  Site security is another area of 

concern specifically regarding ambush. This could be addressed by strengthening the fence, strengthening the 

Arlington neighborhood or increasing campus lighting.  Tactics for more effective campus lighting include lighting 

the parking lot, the social hall entrances and adding motion sensor lighting.  

The strategy for accommodating growth rests on three approaches. These are: 

1)  Develop a master plan for the entire campus and facilities. This plan should demonstrate clear respect for 

the distinctive architecture of our campus.  

2)  Grow satellite congregations and  
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3)  Increase parking. 

Strategies: 

a) Improve and maintain the campus including handicap access, security and lighting 

b) Update the master plan for the campus 

c) Strengthen the financial base by funding the Capital Reserve Fund 

d) Accommodate growth 

e) Grow satellite congregations  

Implementation:  

a) Plan for Maintaining and Improving the Campus. Board directs the Buildings & Grounds Committee to 

prepare a Campus Improvement Plan, which would address (1)  άCondition surveyέ of existing facilities to 

identify areas of concern with respect to maintenance needs, energy use, security and ADA accessibility; 

(2) Budget for proposed action items and priorities for  implementation; (3) Continuing to leverage talents 

and energy of members to participate in projects; (4) A professional landscape architect to prepare 

landscape plan that builds on the plan approved by the Board and guidelines which can be implemented 

by  Members. A skills database is needed; recommendation 2b. Board appoints a Board Leader to guide 

the Committee. Committee reports to the Board within three months. 

 

b) Master Plan. Board directs the Buildings & Grounds Committee to update the Campus Master Plan, which 

would include: (1) Space utilization analysis of existing campus;  (2) Space Use Program including parking  

aligned to a 10 year growth plan; (3) Recommended  architect to update the conceptual master plan; and 

(4) Obtain professional estimate of probable cost. Board appoints a Board Leader to guide the Committee. 

Committee reports to the Board within twelve months. Board decides whether to conduct a Capital 

Campaign. 

 

c) Financial Base. Board ties annual fundraising to the vision for the future. 

 

d) Satellite Congregations. The Board directs a task force to document the lessons learned from forming the 

East Nassau Branch. The task force also documents technological and social requirements and barriers that 

were discovered; develops strategies to meet requirements and overcome barriers; develops a minimum 

systems requirement for uplink technology and rebroadcast; identifies materials necessary for conducting 

a remote service (hymnals, chalice, seating, refreshments, etc.); and addresses social issues, such as 

minimum number of members to establish a group, and the time, talent and resource commitments 

required by the core group. Task force reports to the Board within six months.  
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GOAL 6: STRENGTHEN FINANCES 
Background:   

 

 
 

The congregation identified three primary approaches to the higher order function, Strengthen Finances. They 

are:  

1) Professionalize finances,  

2) Contain costs and  

3) Articulate financial needs. 

The function άContain Costsέ could be achieved by anticipating expenses and prioritizing expenses and payments. 

Strategies:  

a) Professionalize finances 

b) Contain costs 

c) Articulate needs 

d) Improve outcomes of Annual Canvass 

Implementation:  

a) Culture of Giving. Board forms a task force with members of the Board, Finance Committee, and the 

minister to implement a more effective pledge process that obtains commitments of time, talent and 

treasure. The task force should consider such tactics as one-on-one canvassing, home dinner parties, 

increased recognition of contributions, and Annual Report of church activities.  Task force reports to the 

Board by December 2012 so recommendations can be implemented for the 2013-14 pledge drive. 

 

b) Audits. Board directs the Finance Committee to establish a process for regular review of church finances 

including income, expenditures, contracts, records, reports to committees and inquiry capability. 

Committee presents a plan to Board within six months. 

 






































































