ACTION PLAN

FIRST UNITARIAN UNIVERSALIST CHURCH OF AUSTIN

BRIDGEBUILDER ACTION PLANNING TEAM – JUNE 6, 2009

[NOTE: The UUA, Alban Institute, Greenlights, and others have materials and consultants who can aid with many of the recommended actions below. First UU should make use of these resources and follow best practices, with few if any deviations.]

MISSION

1. Create a mission team comprised of the interim minister, executive director, a board of trustees member (or their representatives) plus an additional two members representing committee chairs and the congregation at large. The team will provide oversight to all work on the mission, vision, values, and covenant.
· Who:  Margaret Borden
· Target date:  September 1


2. Engage a professional consultant to inform and guide a church-wide process of updating our mission, vision and values. The consultant will report to the interim minister, executive director and a liaison from the board of trustees.

· Who:  Margaret Borden w support from mission team
· Target date (identify possible consultants): Sean Hale, Margaret Borden – Aug 1
· Target date (begin process):  October 1
3. Develop a covenant that defines how we create and maintain right relationship within our church community (including between members and minister). Probable consultant: Janet Newman

· Who:  Mission team & Janet Newman
· Target date (begin process):  October 1
4. Develop ways to use our mission, vision, values and covenant to inform, guide and evaluate all aspects of church life, including our ministries, activities, budget and, staff.

· Who:  mission team, board, staff, council, committees, and groups
· Target date:  begin following completion of first item (covenant?)
5. Develop strategies to keep mission in the forefront of church decision making.  (This includes making known, reinforcing, and internalizing our mission, vision, values and covenant at all levels of the congregation using all church ministries, e.g., worship, church publications, fellowship activities, religious education, social justice efforts.)
· Who:  mission team, board, church council
· Target date:  begin following completion of first item (covenant?)
GOVERNANCE

1. Establish a governance review task force to address the following issues and make recommendations as necessary:

· Determine ways to ensure our bylaws and other governing rules and processes are in concert with our renewed mission, vision, values, and covenant once they are complete.

· Determine whether our bylaws and other governing rules and processes have sufficient and appropriate transparency and accountability.

· Determine, in terms of transparency, whether church leadership provides an appropriate level of information to the congregation about decisions, information, staff performance, etc.

· Determine whether the church makes such information available in appropriate quantity, quality, and in ways that are sufficiently accessible.

· Determine what human resource issues can appropriately be shared with the congregation.

· Determine the appropriate role of the committee on ministries and of the board of trustees in supervising and evaluating the minister and their role in responding to member concerns.  Determine to whom the minister should report.

· Determine the best evaluation method for the minister, staff, congregation, etc.  (See the UUA ministerial and congregational assessment tools as a potential method.)

· Develop a process for periodic review, evaluation, and feedback for all church ministries to include those administered by ministerial, professional, and volunteer staff.

· Review current materials (e.g., brochures, organizational charts, process diagrams, etc.) and ways of educating congregants about church governance and member rights and responsibilities and determine if changes are needed.

· Determine an appropriate conflict management model including clearly defined third party roles (committees, UUA reps, etc.) and including lessons learned from the fall 2008 process.

· Determine who and when to develop a strategic plan that states goals for the church at every level (senior staff, leadership, board of trustees, congregation) for the next 3-5 years.

· Target date (to establish task force):  July 2009

· Who:  board of trustees

· Target date (for governance report to the congregation):  Draft at Dec 2009 congregational meeting. Final at June 2010 congregational meeting.

· Who:  task force


2. Implement policy governance with all due haste.

· Target date (to establish implementation team):  July 2009.

· Who:  board of trustees and interim minister.

· Target Date (for implementation):  no later than June 2010.

· Who:  board of trustees


3. Implement regular evaluations of executive staff with all due haste.

· Although the governance review task force will make long-term recommendations, some sort of evaluation can and should take place in the near term.

· Target Date:  immediately

· Who:  board of trustees

4. Educate prospective congregants about church governance, member rights and responsibilities, and church ministries.

· Require orientation classes for prospective members before they become members.

· Target Date (bylaws change regarding new member orientation requirement):  December 2009 Congregational Meeting.

· Who:  board of trustees.

· Target Date (for orientation classes to begin):  January 2010.
Who:  membership committee.


5. Develop ways to recruit, train, and sustain church leaders. Serving in elected leadership at First UU is an honor and privilege; we should always have more highly qualified people willing to serve than available positions (rather than the opposite, which is too often the case). Leadership development will:

· Help identify, cultivate, and motivate new potential leaders and ensure that they have the skills to flourish. 

· Help the nominating committee identify the best candidates for elected leadership by, among other things, determining participants’ strengths and weaknesses.

· Include training in communication, running effective meetings, volunteer recruitment, delegation, visioning, etc.

· Emphasize that all church members have a responsibility to participate.

· Create an influx of new leadership to help prevent burnout and combat the view that power and authority in the church are hoarded and monopolized by a small cabal, increasing leadership’s credibility and strength.

· Target Date (tasking nominating committee):  July 2009
· Who:  board of trustees

· Target Date (curriculum development):  July 2009
· Who:  nominating committee

· Target Date (first classes):  by January 2010

· Who:  nominating committee

· Target Date (bylaws changes if necessary):  December Congregational Meeting

· Who:  executive director

CLERGY ROLES & RESPONSIBILITIES
All tasks shall be accomplished in a manner consistent with policy governance.

1. Discern parishioners’ needs and desires in a new minister guided by new mission, vision, and values and working with a consulting minister provided by the district.

· Who:  Ministerial search committee
· Target Date:  Dependent on whether interim ministry is one or two years
2. Create a clear ministerial job description for use by the ministerial search committee. 

· Who:  Board with input from UUA, the interim minister, and committee chairs

· Target Date:  March 1, 2010.
3. Communicate the job description to membership and candidates and use in ministerial evaluation.  Minister(s) will develop annual measurable goals guided by the church’s vision and mission and obtain approval from the board of trustees. Communicate these goals to the congregation, measure progress toward accomplishment semiannually, and provide feedback to congregation consistent with best practices.

· Who:  Board with input from UUA, the interim minister, and committee chairs

· Target Date:  June 1, 2010

4. If goals are not consistently and reliably met by minister(s), the board of trustees will engage in a process mediated by a neutral third party before bringing the matter before a congregational vote at a general or special church meeting.  

· Who:  Board with input from UUA, the interim minister, and committee chairs

· Target Date:  September 1, 2010

COMMUNITY

Community is built in this church in many ways. We build community through formal and informal groups, through worship, religious education, music, work and play. For many members of our congregation, interaction with others in community is the focus of their church lives. Others are drawn by the Sunday services or forum and are less interested in social involvement. In developing community, we must be mindful of both groups. 

1. Within 5 years, hire/call a second minister whose focus will include community building and volunteer support.
· Who:  TBD (too far away to address now)
· Target Date:  TBD (too far away to address now)

2. Redefine membership requirements and develop new member education.  

· Who:  Membership Committee
· Target Date:  December 2009 Congregational Meeting

3. Include the value of community in our mission building exercises.
· Who:  Membership and Fellowship Committee Chairs
· Target Date:  when mission building exercise begins

4. Support the efforts of Fellowship Committee to create new opportunities for members to connect.

With additional funding:

· Who:  Congregation
· Target Date:  TBD by board


Announcements from pulpit of fellowship activities:

· Who:  Worship Services Committee
· Target Date:  immediately

5. Determine ways existing groups can build community and fellowship within their group and between their group and the congregation. 
· Who:  Committees with support from Fellowship Committee Chair

· Target Date:  Task at June 20 Council Retreat; report at Oct 11Council meeting

6. Determine ways the Church Council can build community and fellowship at meetings to revitalize and inspire board and committees.

· Who:  Vice President with support from trustees and committee chairs

· Target Date:  Task at June 20 Council Retreat; report at Oct 11Council meeting

PROPOSED ACTION PLAN







Attachment A

FIRST UNITARIAN UNIVERSALIST CHURCH OF AUSTIN

JUNE 2, 2009

RATIONALE FOR A PROFESSIONAL CONSULTANT TO DEVELOP MISSION, VISION, VALUES, COVENANT

· Dr. Peter Steinke noted that mission was, by far, the single most urgent issue for this church (and all churches he visits). Additionally, how we create a mission (the process) is as important as what we create (the result). If people are not engaged in the process, they will have no ownership of the result.

· For a task this important to the well being of the church community, we increase the likelihood of falling short of our goals unless we entrust the process to a professional consultant with the expertise to ensure the use of best practices.

· A professional consultant brings unique strengths, including:

· the high level of experience, expertise, and familiarity with best practices that comes from daily use of pertinent skills;

· objectivity as someone invested in the process, rather than a particular result;

· credibility to speak discomforting truths if needed;

· the ability to train, lead, and guide in-house volunteers;

· the detachment to put good process and good results over personal relationships;

· full, professional accountability for an effective process.

· An effective process will:

· engage more than 50% of membership;

· make effective use of in-house talent (volunteers);

· inform and guide a process that unites the congregation rather than dividing it;

· focus efforts;

· ensure results that are clear, specific, focused, concise;

· include strategies for incorporating our results into our individual and church lives;

· inspire us to internalize and live our mission as individuals and as a church community.

Respectfully submitted June 3, 2009
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