UNITARIAN

UNIVERSALIST

CHURCH OF JACKSONVILLE

2012 UUC]
Strategic Planning

Task Force
Final Report

to the Board

AUGUST 31, 2012




2012 UUCJ Strategic
Planning Task Force

Final Report to the Board

Unitarian Universalist
Church of Jacksonville

August 31, 2012



Strategic Planning Task Force
Report to UUCJ Board

TABLE OF CONTENTS

[T TN 1
EXECUTIVE SUMMARY. .. oottt ittt ettt et et e e ettt e e e e et imr e st e e s e aaa s e eeeta e es s e s s meeaaasessesans e seabassesssssmernrnsaees 3
Y I [ ] 5
LIRS 1 SO O = I 5
10 AV 7 5
(RO L1 1327 =@ 10 = a
F N N I ] 1 TR 7
KEY FINDINGS ... .ottt ettt e et e e et et e e b e e s e et e e e e e ba e s s eesbme e e baee s s e aanses s e ban e sesesbame s s ba s esssennnesesran 9
L0 A AN T 9
SURVER OMMEN TS .ottt et e et e e et e e e e aa e s s et e et et s e saa s e taa e sebaeesaansesabnsenrnsernrnerenns 9
FOCUSBROUPS. ...ttt et e et e e e et e et e s e e st et e et e st e st e san e e ta e s e ta e tbnseanssenns 10
1 I A A 1NN I (O ] N 12
GOALL: EMPHASIZEOCIATLUSTICE ...ttt e e e et e e et e s s et s s s ean e s an e naerbnnas 13
GOAL2: STRENGHEHNUUCIEOMMUNITY . ..ttt e e e s e e s s et e s s s e e s et e s saa e s raneeeanass 15
GOAI3: GROUNMURTHEOLOGANDSPIRITUALITY .ottt e e s et e s et e s e e e eas 17
GOAI4: EXPANDUCPRESENMEIJACKSONVILLE. ... .coiitieie et 19
GOAIS: STAYNOURCURRENALACHEHN ARLINGTON. ...ttt ettt e e s e e st e s e e ea e 21
GOAILS: STRENGTHENNANGCES . ..ottt et e e e e e e et e e s et eesaa s s saba e e bbesssba e esannaerees 23
GENERARECOMMENDATIONS. ... ottt ettt e et e e e e e e e et e e e s et e et e aan e raeeaneseans 25
TRACKINGHERECOMMENDATIONS . ...ttt e e e e e e e e st e e e et eeraa e s ebaeeeaaaas 26
F N e N1 0 PR 29
L. OVERVIEW TBURVEY ...t uituiiteitnitttetttstettessstestestasestestasessstasesnassteeaetssesaessnestsetnsretesstneraneesnsssnnns 29
2. SURVEYQUESTIONS. ... tititieteteieeeieeeeeutatae s aaaaaeaeaeeeaaaeaeaaaeeeeaeeetetetesssan e e eaaeeeeeeeeteeeeeeeeeeeeesennnnannnnnsns 30
3. RESPONSES BEBEGROUR.. ...ttt ettt ee et e e et e et e e e s et s et e et st aa s et e eaa e s st e sb s st esbaeeaassbeeanssesaen 51
L D 1 (@ 1T 2N =] o | {0t 56
5. AFFINITYGROUPING AROCUSTROUHRESPONSES. ....uittiiiteitiietiesttieetestaetstessteranesstiestesstesteesntsstaeesersnaees 57

8-31-2012




Strategic Planning Task Force
Report to UUCJ Board

PURPOSE

The UUCJ Board directed in June 2011 that a Task Force be farimdgittita strategic plan. It
charged the Task Forte

5SSt 2L) I O2 YLINB K S-§0daid r UICI bysedfor atbbiiskreedy SE G p
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TheBoard appointed outgoing Board member Tom Larsoedd the Taskorceand continuing
Board member Sharon Laird to be the Board representative. The Board and minister Rev. Ron Hersom
recruited Afesa Adams, Rob Birch, David LaFittd,David Morris for the team. The Task Force asked
Mike Plummer, Robert Bger and Munsell McPhillips to help with the survey and analysis of responses
and comments.

Beginning athe first meeting in July 2011he Task Force developed a written plan to guide its
work. It based its plan oa definition from the boolGovernance ad Ministry ¢! &GN} 6 S3A O LI | vy
indicates the major means by which the congregation will fulfill its mission over-aditen-year span
2 F (KBS ¢ LdirddtiReis convertednto a working mission:

LRSYyGATe GKS YHawe SaNEUT) th Bepahdrgtonnénd & Strategic Plan to
achieveit.

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 am deeper than a nonprofit organization. UUCJ members are guided bylission Statement:

OUUCJ is a welcoming community. We encourage religious freedom, nurture individual spiritual
and ethical growth, celebrate diversity and promote a just and sustagnabtid£

We designed our methods for learning the vision of our members and recommending tasks to
achieve that vision witin our Congregational Covenant:

0As members of this congregation, in order to nurture and enhance our lives together in this
sacredkJr OS G6KSNBE ¢S aSS|T LISNE2YyIFf INBoGKEZ RA&AOSNJ
fairness and love, we intend to:
9 Offer our unique gifts, talents, time, energy, and financial support.
1 Respect the views and needs of others, practicing tolerance, statating, and acceptance
even in disagreement, allowing loving relationship to transcend issues.
1 Celebrate the diversity within our midst even when it is difficult or uncomfortable.
1 Invite and welcome others in the quest for spiritual and ethical growgbognizing each
other and guests in fellowship.
1 Share the ministry of our church, caring for each other through times of joy and sérrow.
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Werecommend that the Board of Directors of the Unitarian Universalist Church of Jacksonville
approvethe implementatbn actions, assign them to the appropriate ownexsd provide regular
communication on the status of the six goals.
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EXECUTIVE SUMMARY

The Task Foraghose multiple methods for reaching out to the congregatiordentify their vision. We built a
survey asked for comments in theurveyand conductedfocusgroup meetings to hold discussions in small groups.
We carefully reviewed the survey dadad commentgrom the survey andocus groug. The exact comments
were considered, and have been documented in the Appendli®.found that responses were consistémthe
surveyandfocus groupmeetingsheld several weeks aparin different locations with different audiences and
different leaders There was reatongruencahroughout The main themes of the responses were:

1) We love the UUCJ church and campus.

2) We wantUUCJ to execute the basic church functiadministrative, social and physical) at a high level
3) We wantChurch leaders to set expectations for all members poténtial members.

4) We wantUUCJ to have a greater presemsea religionn Jacksonville.

Analysis of the resuliglentified sx highlevel goals for UUCJ, whiale recommended to the Board for
implementation.Several crossut issues are apparent. Some€tions are relevant to two or more strategies such
as Develop Leaders in both Social Justice and Strengthen Comrauite sl achievement of the goalsill
require dl church members$o hold each other mutuallyaccountable for carrying out the strajes.The Board can
lead the process by posting a task calendar on the websiteBaadon and holding quarterly progress report
meetings for the congregatior strong, resilient committee structure and relationship with the Board will be
critical to susaining the changesSpecificof the recommendationsre given in the Implementation sectipand
summarized in a tableSome survey responses reflect activities such as social justice and improved accessibility in
which the church is already engaged. iFlieclusion in theesponses reflectan ongoing priority rather than a lack
of awareness.

1. Emphasize Social Justice

This was a strong theme in survey results fowlis groupcomments. It i<onsistentwith the theme of the
2012General 4 4SYof & = MEffdvidzand Jur@iSg ak Inebded 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
aduls and families with children. We need to build better relationships with other UU churches and exchange
good ideas.

3. GroundOur Theologyand Spirituality
We need to clarify what Unitariabniversalism means and live our values in the commuwWe .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 strengthentmiget our values into the communitas we emphasize social justice.
Interfaith activities should be increased and more interaction with outside groups should be pléhoed.
effective publicity is needed.

8-31-2012 3
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5. Stay in Our Current Plada Arlington.

The Arlington campus should be improved and maintairfed annual canvass shouldopide the needed
fundsfor maintenance and a capital campaigmeeded for improvements and expansioB@utreach efforts
should be trectedto the immediate neighborhootb strengthen the Arlingpn community and further secure our
campusA master plan fothe 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 AB access should be completedrittén proceduredor satellitelocations 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 managenmmh as separating the treasurercabookkeepng dutiesand
documenting financiainanagement policies

The Board held a Leadership Retreat at church on August 18, 2012. The Task Force presented the results,
recommendations and recommended implentation plan to 18 leaders and Board membergsddssion was
lively and comments were recorded, leading the Task Force to revise this réyitamdees at the Retreat
assessed theffect andeffort for each recommended actioithe Task Force offered to help the Board with
implementationplans.
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METHOD

TASK FORCE PLAN

¢CKS ¢l al C2NOS odaatld | O2 YLINBKSYy &afacSsed dh the/MisgiehNJ O2 Y L

assigned by the Board and includedcopestatement a work plan, a time plan and a communication pkan.
formal surey and followup focus group meetingserve conducted to learn what members wanted UUCJ to be in
the future. Recommendationare made to the Board for implementation and follayp. A report will be

presented at a workshop in August 2012 sponsored by trerdBo

Scope.

1 Ageneral strategyo guide development of detaileglans;does not include detailed plans, membership
projections, cost estimates, etc.

1 A strategiglan with data, recommendations, arhimplementation plarfor the Board

9 Time horizon: 5 to 5@ears, concentrating on next 10 years

Communications PlarnThesurveyandfocus groupmeetings were communicated in several ways including
Sunday Service AnnouncemerBgacorarticles, articles in the weeklymail 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 Fomenduced a Leadership Retreat to present the Strategic Plaohorch
leaderson Augustl8,2012. The method, mults, recommendationsandrecommendedmplementationplanfrom
this reportwere presented and discussiaroted. Retreat attendees assessed teffect and effort for each
recommended actionComments mad&vere considered, andhis final report wasprepared for the Board.

SURVEY

TheStrategic Planning I &1 C2 NOSQa FTANRG adSL) ¢l a (G2 adaNBSe (KS

what members wantJUCJo be in the future The Task Force spethiree months custom designing the survey.
Visiontype surveys from other UU churches were used as input to the pro8esgy data combined witfocus
groupresultswas usedo create astrategic plan for UUCJ.

Question areas included aspirations for community and connections, experiences importanti¢cgppton,

FALIANF GA2ya F2NJ 420A1t 2dz&AGAO0ST Y2ad AYLERNLIFyG 321§
location and size, and what is valued most and should be carried forward. The survey consisted of 49 rating items

grouped in 6 ategories, 8 operended 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 o2%fienembers responding/Vhilethisis a 42%
response rateit does provide a statistically significant sample yielding a margin of error-&%+at a 90% level of
confidencelt compares with 64% of UUCJ pledge uwit® made a 20143 pledge as of August 1, 2012.

This report provides a comprehensive set of results tables. Survey counts and percentages are given in an
easyto-read format. The tables also contain features to help interpret the dataekxample, thepercentageof
the top two ratings (i.e. Agreeand Srongly Agree) is listed for each item. As an aid to help look at importance,

8-31-2012 5
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the data tables are sorted by thiercentageLists of the comments are provided for thgghtopenended
questions. A separate report provides a categorization analysis of the comments.

FOCU&ROUPS

FocusggroupY SS G Ay 3a
for UUCJ througn-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

6SNBE KStR
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NB a dzf G a

member. Sharon Laird was tfigcus groupmeeting leader. The meetings wereshl between April 22 and May 21
Ground rules were established to ensure everyone had a chance to ggeakame four questions were asked at
all meetings, allcomments were recordedndtranscribed into Excel spreadsheetsd giverto RobertPragerand
MunsellMcPhillipsfor contentanalysisEvery commenhas beerincluded on one of the four results charts.

Date | Area Location Facilitator | Scribe Board Rep Attend
11|4/22 | Central | UUCJ Sharon Tom AllisonWatson 8
2 | 5/15 | East bAaaQa|Tom Rob Jim Niss 7
3|5/17 [West |wl OA Yy S {D.L&tte | Tom JeffFunderburk 10
4| 5/20 | North East Nassau | Sharon Tom SharonLaird 11
51| 5/21 | Central | UUCJ Sharon Rob JoeAdiutori & 10

JeffFunderburk
Total 46

Thefocus groumuesions were:
1) What do ya like mest about UUCJ?

2) What is your vision for UU@ir the year 20207

3) Whatneeds to change or be done to realigeur vision?
4) What should UUCJ to accommodate families with children?

8-31-2012
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ANALYSIS
Mike Plummer led th&ask Forcen the develpment of the survey and prepared the final repdvtike uses

professionalevel survey softwarealledSNARPwhichhas awide range of survey design and analysis capabilities.

The Task Forcanalyze& the comments 6the survey andntegrated the qualitative and quantitative resulia
April 2012 The chlienge was to faithilly capture the guidance offered in the comment section of our
congregational survey as a supplement to the numerical redrtibert Prager and Munsell McPhillips used the
Function Analysis Systems Technigue (FAST) to analyze comments from the sunssdanethtedunction
analysistechniques to analyze comments from focus group meetings

Each survey commemwas distilled into pairs of action verbs and measurable nouns. Then, working with each
question, we used the verboun pairs to build a logic diagram which progresses from strategic imperatives to
tactics when read from left to right.

Theitems on the lefimost side of the FAST diagram are cafleidher order function& They represent
Fdzy OlA2ya GKIFGZ ol aSR st bé &cSmplishgt Fonded thaihigilest spiratdds &fLJ2 y 4 ¢
our UUCJ communityProceeding to the righthe functions become more tactical and are steps that could be
taken to achieve the more strategic objectives. WhenTlask Forcelentified a logical @p between functions
they nominated additional functions to fill in the gaps sndas the aditions arefully consistentvith the
intentions expressed in the survey. Thask Forceestrictedefforts to the feedback contained in the survey and
refrained from anticipating Board preferences or injecting hearsay megorocessln developing the logic
diagrams, theTask Forcalso reviewed the quantitative information for each question and confirmed that
gquantitative and qualdtive responses were consistent

8-31-2012 7
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Funcdion Analysiss a weHestablishednternationally acceptedechnique for focusing on the essential
elementsof 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 goalThe FAST diagramshgw 6 Sf 2 ¢ RA AL | 2a GKS GDNRdzyR ¢KS2f 2
above. All six FAST diagrams and supporting narratives are showenlinpilementation section of this report.

A FAST Diagram ko

Add
Weekly Choir
Develop
RE
Inspire
Education )
Ground Stimulate

Intellect (in

Theology :
services)

Live
Values in
Community

Practice
Principles

Express Respect All Respect
Values Faiths Christianity

o Higher Order Function (Mission) . Secondary Function

@ sosic uncion UUCJ Survey Responses — Ground Theology

The responses from thiecus groupg were also analyzed using function s& however, dugo 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 diagraniings diagrams are
shown inthe 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 participaticat 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 inancial resources 3.6
2 | Enhance worship & spiritual programs 3.4
3 | Strengthen the sense of community within the 3.2
4 | Expand social service/justice initiatives 3.1
5 | Enhance physical setting of building & grounds 3.0

Preferencefor U / WQa f 20l GA2YyY

% of Votes
Stay in current location and continue to maintain it 33%
Stay in current location and make major infrastructure changes to improve 50%
functionality while preserving the original architectural design
Move to another lo@tion(s) 17%

Age of survey respondents

Base | 1319 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 beempleted soa comparison could not be made.

Thefull 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 a8 pagesr order

functions are essential, strategic gaalfiese must be accomplished if the congregation is to achieve the stated
vision. While somecommentsare clearly tied to specific questions, others arose as we examined the comments
and quantitativesurveydata as a wholeThe essential functions are:

8-31-2012 9
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1) Emphasize Social Justice,

2) Strengthen the UUCJ Community,

3) Ground ourTheologyand Spirituality
4) Expand our presence in Jacksonville,
5) Stay in our Current Place, and

6) Strengthen our Finances.

The FAST diagrarage the results of the funain analysislt 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 spuindtgaA useful next step is to
brainstorm other ways to achieve the basic functions using schedule, budget and feasibility as s¢eetoisfpr
decision making

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

the questions. Nevertheless, clear themes emerged from each quesiione responses are tacticdlie to the
nature of the questionsTheTaskForce tested the strategiedevelopedfrom surveyresultsagainst thefocus
group responsesThetwo dovetailed well. Theéactical issues were in nearly all cases eagly to the major
strategies. Tis further supports the validity of the effort.

1. What do you like most about UUCThe first question drew a coherent set of resgen.There appears to
0S A0GNRBY3I | ANBSYSyi( I eadidiants fréquemd@éitedo Sa G F GG NRA 6 dzi S& @

a) The strong sense of church community,

b) Acceptance of each other,

c) FReedom to explore and expresew 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 oflifeJ8dth the architecture and
natural beauty of the site are important. Our members have strong support for music in many forms as well as for
NEfAIA2dza SELIX 2Nl GA2Y 6020K | RdzZ G YR T2N Oyt RNBY 0
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 experiace.

2. What is your vision for UUCJ for the year 20Z0e responses are consistent with the priorities expressed
in the first question. Generallparticipants wanted those aspects of congragaal life that are important now to
be stronger, betteorganized, funded and managed in the future. Across topics there is a desire for more
disciplined, strateig planning and execution and a more robust budget. The respondents consistently look forward
to a larger, vibrant congregation where young famihase a significant presenc@espondents envisioned a
future where

a) The congregation is proud of and committed to a secure,walintained campus with a comprehensive

management plan.

8-31-2012 10
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b) Satellite(s) are wekstablished with their owmeligious edgationand social justice actions.

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

d) Respondents expressed a strong desire for the future UUCJ toahauech 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 ¢mme a fair share member of UUg§an.

3. What needs to change or be done to realize your visiditls question elicited more diverse responses
though they are not necessarily contradicg. Generally, the respondents suggestadategies and tactics for
lowering barriers to futurggrowth o 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
G SNINSYWOKYFN] GKS OAaAiG2NI SELISNASYy OS¢ odzi Yl yeé NB3
more effective ways to make our visitors feel welcome, attract repeat visits and consider UUCJ as their
spiritual home. Similarly, shaky performance of church Isdgi{e 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 masterfolathe 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 congregatiooles 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 communitgliimgionore
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 shoutl UUC@#o to accommodate families with childrenThe final question elicited the most
tactical responses of all the questions. The focus groups generated disamgte ideas but overarching principles
are much less clear. The suggestions include recomatans

a) Improve bathrooms to make them more childendly,

b) Qarify 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 servicesda

e) Create a more contemporary service.

8-31-2012 11
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IMPLEMENTATION

The Task Force identified six highrel goals for UU@3 described abov@hegoals strategiesand
implementationactions for achieving them are recommended to the Board for implementatfnintentional,
resilient committee structure and relationship with the Boane critical for successful implementatioBach
actionis given an owner and a timeframe for completion. The recommended owner may be a Board member,
existing committee or an Impleméation Team.Church memberwvill need to holdeach otheraccountable for
carrying outrecommendations approved by the Boardorderto achievethe goals for UUCJ and sustain this next
phase ofthe church.

Each of the following background statements isarative 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 describesvthe function to ts immediate left can be
accomplished. To check the logic we can also read the diagram backward in which each function delsgthees
function to its immediate left should be accomplished. Some survey responses reflect activities such as social
justiceand 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 orore 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 andri\PdaiteSite 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 implementatién.ownerand timing are recommended feach
action, and the Task Force has offered to help with implementation plahsassessments dipact and Effort
made atthe Retreat will help the Board decide how to proceed. A Gantt chart is included to help visinailize t
and resource requiremest

8-31-2012 12
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GOAL 1: EMPHASIZE SOCIAL JUSTICE
Background

FAST Diagram

Increase
—  Family
Projects
Re-organize
Web Page
Emphasize Take 2 Improve Develop
. s Define . .
Social —— Holistic 1 SJ Goals Communi- — Communi-
Justice (SJ) Approach cation cation Plan
Make
Promote Educate Present
— SJ Congre-
Activities gation
|| De‘é‘f‘mp | Build
LEGEND Leadership Structure
Higher Order Function (Mission)
Basic Function
Secondary Function UUCJ Survey Results — Social Justice

The first higher order function, Emphasize Social Justice, is acligytaking a holistic approacfihe
congregation identified four ways to implement the holistic apgorh:

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 communicationgoled 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 effoetprasent in
our communications.

Strategies
a) Increase famihfriendly projects

b) Define social justice goals

c) Promote social justice activities

d) Develop social justice leaders

e) Improve communications for Social Justice events byrganizing web page

Implementation
a) Social Justice CommitteeBoard directs aimplementationteam to form a committee dedicated to Social
Justice, building on present and past Community Outreach Committee gandpdUA initiativesSocial

8-31-2012 13
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Justice is part of the UUCJ culture. It has two levels, immediate anddongimmediate assistance
addresses urgent needs such as hurayat shelter Longterm assistance addresses the cause of an issue.
Examples artack of access to foaahdlow wages that restrichousingoptions. Social Justice should have

an organization, research and benchmarking, funding, and Board supfeamn proposes a committee
charter to the Board withisixmonths.

8-31-2012 14
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GOAL 2: STRENGTHEN UuCJ COMMUNITY
Background

FAST Diagram

Start
—  Singles
Group
Exiand Attract Increase
| Participation [ | Yound Y.A.
p 2
Adults Activities
|| Facilitate Create
Involvement Expectations
Strengthen Develop
uucJy Leaders
Community Church-wide
Support | Update
Each Other Directory
Connect
Members
Improve Report
Communi- Quarterly
cations (all groups)
LEGEND |l:evel;)p
Higher Order Function (Mission) T g isaet:
Basic Function
Secondary Function UUCJ Survey Results — Strengthen Community

There was a powerful consensus on the desir8trengthen the UUCJ Community. The congregatiiach
three strategies to achieve this essential function:

a) Expand participation,

b) Develop leaders churetvide and,

¢) QGonnect the membership.

Expanding participation could include starting a singles group, attracting young adults and facilitatteg grea
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 imolvement. 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 chungtie andrequiring quarterly reports for all chureh
sponsored activities to better assess our progress towards goals.

Strategies
a) Expand participation
b) Develop leaders churelide
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c) Connect members

d) Increase activities for Young Adults

e) Improve communications by thBoard updating directory (Dortey Membership Committe6-03-2012)
andcommittees issuing quarterly reports

Implementation
a) Expectations and Benefit8oard directs ammplementationteam to work with the Membership
Committee to draft a statement of befies of membership in UUCJ and expectations for current and
prospective members, building on our Congregational Covedrmnbers are expected to contribute
time, talent and treasureTeam proposes a document to thigoard within three months.

b) Participation. Board directs aimplementationteam to propose strategies for expanding participation in
life in our church communityStrategieshould include strengthening tHerogram TeamQouncil of
Committee$, linking each member to eommittee, and as an examplémproving Coffee HouTeam
presents recommendations to Board within sionths.

c) Churchwide LeadersBoard directs ammplementationteam to reestablish a Leadershipdgjram
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 presestssicommendations to the Board within twelve months.

d) YoungAdults. Board directs the Lifespan Religious Director (LRD) to recommend strategies for increasing
the number and quality of programs for young adults. Strategies include developing youngadats]
service and volunteer projects, activity groups, social everid crosgjeneration eventsLRD presents a
document to the Board within four months.

e) Communications Board improves communicatioakout finances and other subjeatsth such actins as
staffing theAsk a Board Membeéable, holding Board Workshops on major issues, ensuring the web site is
improved,advising members about email and other technical issoesthly Leadership Minutes during
Sunday servicegnd reestablishinghe Publicity Committee

f) Denominational AffairsBoard reestablishes the Denominational Affairs Committee and charges it with
improving participation in general denominational activities and ensuring UUCJ is connected with
denominational Social Justice grou@@mmittee proposes a committee charter to the Board within six
months.The Board builds a plan for fully paying our UUA dues.

g) Program TeamBoard ensures that all church groups are informed about thestablished®rogram
Team committee descriptions arkept currentand theTeammeets regularly.
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GOAL 3AGROUNMURTHEOLOGAND SPIRITUALITY
Background

FAST Diagram
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Thethird strategic objective generated by the congregation is to Ground our Theology. This is achieved by
1) Fnding spirituality,

2) Qarifying what Unitarian Universalism means for us

3) Respecting Christianity and other faitlasd

4) Bettering the world

The congregation noted their enjoyment of music and suggested adding weleddymusicMembers want
more nhspired education fronthe lifespanreligious exploration program andcreased intellectuatimulation
during Sunday servicedle can practice our principles through living our values in the larger comntorigtter
the world. Clarifying Unitarian Universalism is grounded in part by more fully expressing our values. This includes
respecting all faith traditions especially riSianity.
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Strategies

a)
b)

c)

Find spirituality

Clarify what Unitariarniversalism means for uiscluding our relationship with Christianity and other
faiths

Better the world

Implementation

a)

b)

c)

d)

Find irituality. Board directs the minister and tHeeligious Service®@mittee to build on the material
progress they have made in creating a place for spiritual growth in our Sunday sefsigesusica high
priority in the budgeincluding a possible weekly chdieport to the Boardwithin six months.

Spiritud Growth. The Board tasks the ministiith reporting current and futurénitiativesfor helpingthe
congregatiorexplore spiritual paths, deepeaspportunities forspiritualgrowth and spiritual practice in
Qunday services and throughout the wedRotential activities include comirngf-age pilgrimages
workshops or retreatsThis task should be complete by the end of this calendar year.

Spritual Education.The Board directs the LRD to include educaiiospirituality and spiritual growth in
his curriculumand to report to the Board within three month¥he Board endorses offering courses such

&4 ! NOIAOdz  Ay3 hdzNJ CFHAGK yR 20KSNJ I RdzAZ G FyR OK.

deepenour understanding of our faith tradition and its meaning in our lives. ThedjRidtsannually to
the Board on the number of courses and the number of pardicts in each.

Clarify what UnitarianUniversalism means for ug.he Boarctharges theMembershipCommittee with
formalizing the expectation thatew members take UU101 and that existing members be encouraged to
take UU101Develop and communicate an elevator speethe membership committee should report
annually to the Board on the percentage of members who have completed UThé&Board should

I O1ly26ft SRIS YR SYONIOS GKS (GSyanaz2yfaith SheBady (KS
should support the work of the minister to balance the Unitarian head and the Universalist heart.

Respect Christianity and other faith§he Board directs thBeligious Servicem@mittee to prepare a
guidelinefor guest speakerand members who speak. It should be basedtmn® Principles, which would
require that speakers refrain from denigrating any faith tradition. Tleenmittee recommends guideline
for Board review withirthree months.

Better the world. Recommended actions to address this function are addresstukisections relating to
Social Justice and Expand our Presence in Jacksonville.
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GOAL 4: EXPAND UUCJ PRESENCE IN JACKSONVILLE
Background:

@ FAST Diagram @
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Thecongregation expressed a commitment to expanding our Presence in Jacksonville primarily through
increased outreach. The approaches to achieve this include

1) Increased interfaith activities,

2) (Gonnecting 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 connectiowith special collection groupsould 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.

Strateq:
a) Increase outreach by hosting @idle groups and engaging university groups
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Implementation

a)

b)

c)

d)

Publicity Committee Boardre-establisheghe Publicity Committee and charges it with promoting UUCJ in
Jacksonville through the medliactively engaginthe medig and working with the Wb 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 witsirmonths.

Jacksonville GroupsBoardchargesanimplementationteamwith promotingactive participaion in

interfaith groups including cldge groupsn addition to current groups such as ICARE and Arlington
Community Gardensnsuring that UUCJ hosts meetings of these groups, and ensuring that UUCJ groups
give presseleases on their activities to the Publicity Committee. Committee proposes a revised charter to
the Board within six months.

Publicinvolvementin Social JusticeBoard appoints aimplementationteam to propose how UUCJ

should be involved in events suah public meetings, parades, and political parteesmembers

demonstrate their values through actionsheteam proposes how to ensure that UUCJ is not presented as
affiliated with a political party while working on behalf of Social Justice or othe¥gsIeam issues a

report to the Board withimine months.

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. Taghrfgroses
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

FAST Diagram

Complete Install
—{  Access __| Strengthen | | Motion
(ADA) Fence Sensors
| | Secure Prevent Increase Light
Campus Ambush Lighting Parking
Improve/
— Maintain — v
Campus Develop Light
L { Maintenance L | S;'T_"gihe“ | Entrance
Plan el e (Social Hall)
Stay
in Place | | Repair
Structures
Repair
Nature Trail
Master Plan
g Respect
—| Sie& Architecture
Facilities Enhance
Memorial
— Garden
T Grow
—  modate .
Growth Satellites
Srowtin L Other
Actions
LEGEND || Increase
T iy o . ¢ = Parking
Higher Order Function (Mission)

Basic Function
Secondary Function UUCJ Survey Results — Stay in Place

Finally, there is a strong consensus for Staying ircouent 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 mantenan
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 noteothdiactions
boxon this diagram re@sensthe 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 lightingctits for more effective campus lighting include lighting
the parking lot, the social hall entrances and adding motion sensor lighting.

The strategy for accommodating growth reststhree approaches. These are:

1) Develop a master plan for the entirampus 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, secuditighting

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 Improvinghe CampusBoard directs the Buildings Grounds Committee to

prepare a Campus Improvement Plan, which would addreséddndition survey of existing facilities to
identify areas of concern with respect to maintenance needs, energysasarity and ADA accessibility;
(2) Bulget for proposediction items and prioritie for implementation; (3¢ ontinungto leverage talents
andenergy ofmembersto participate in projects(4) A pofessional landscape architect to prepare
landscape plathat builds on the plan approved by the Boanod guidelines whicltan be implemented
by MembersA skills database is needed; recommendationBtard appoints a Board Leader to guide
the Committee. Committeeeports to the Board withitthree months.

b) Master Plan Board directs the Buildings & Groundemmittee to update the Campus Master Plan, which
would include: (1) #ace utilizaton analysis of existing campus; §haceJseProgramincluding parking
aligned toa 10 year growth plan; (3) Recommendedchitect to updatehe conceptual master plarand
(4) Obtain profesmnal estimate of probable codBRoard 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) HnancialBase Boardties annual fundraisingto the vision forthe future.

d) Satellite CongregationsThe Board directs askforce to document the lessons learned from forming the
East Nassau Branch. The task fals®documenstechnological and social requirements and liens that
were discovereddevelogs strategies to meet requirements and overcome barrjel@veloms a minimum
systems requirement for uplink technology and rebroadrafntifiesmaterials necessary for conducting
a remote service (hymnals, chalice, segtirefreshments, etc. and aldres®ssocial issues, such as
minimum number of members to establistgroup,andthe time, talent and resource commitments
required by the core group. Tafirce reports to the Board within six months.
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GOAL 6: STRENGTHENARNCES
Background:

The congregation identified three primary approaches to the higher order fun@iwangthen Finance$hey
are:

1) Professionalize finances,

2) (ontain costs and

3) Articulate financialneeds.

The functiondContain Cost< could ke achieved by anticipating expenses and fitiming expenses and payments.

Strategies
a) Professionalize finances

b) Contain costs
c) Articulate needs
d) Improve outcomes of Annual Canvass

Implementation
a) Culture of GivingBoard forms daskforce with members ofhe Board, Finance Committee, and the
minister toimplementa moreeffectivepledge procesthat obtains commitments of time, talent and
treasure Thetaskforce should consider such tactics as @meone canvassing, home dinner parties,
increased recogtibn of contributions, and Annual Report of church activities. Taigle reports to the
Board by December 2012 so recommendations can be implemented for thel20g@dge drive.

b) Audits. Board directs the Finance Committee to establish a process fataregeview of church finances
including income, expenditures, contracts, records, reptrtsommittees and inquiry capability
Committee presenta plan to Board within six months.
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