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NEXT STEPS WEEKEND REPORT 
April 19-21, 2013 

 
Name of Congregation:  Unitarian Universalist Church  
    Located in W Lafayette, IN 
Minister:    Charles Davis 
President:   Cindy Gerlach 
 
Number of Members:              196  Number of Pledge Units:         126 
Annual Pledge Income:   $229,628   Annual Budget:  $283,396  
Average Pledge:         $1,815    Median Pledge: $1,200 
  

Current Assets $111,982 

 
 

Capital Fund in Purdue Federal Money Market 41,042 

 
 

General Fund 70,940 
Purdue Federal Checking 20,006 
Purdue Federal Money 
Market 50,929 
Purdue Federal Savings 5 

Current Liabilities 
 

$61,451 
Dagmar Murray Scholarship Fund 5,321 
DRE Laptop 600 
Dufair Future Space 5,262 
Heifer Project 5,792 
Hymnals 440 
Karling Bequest 10,460 
Minister Discretionary Fund 1,285 
Prepaid pledges 27,214 
Sabbatical Fund 2,302 
Social Justice 2,063 
WBAA 712 

Net Current Assets 50,531 

 Endowment Funds with the Lafayette Community Foundation 104,985 
General Endowment 25,958 
Building Endowment 34,141 
RE Endowment 20,297 
Social Justice Endowment 24,589 

Fixed Assets 1,125,000 
Meridian Street property 1,125,000 

Total Net Assets 1,341,967 
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INTRODUCTION 
The Board of Trustees requested a Next Steps Weekend visit from a UUA Stewardship Consultant to 
“find a way to harness the energy and focus it into a coherent mission; fund our programs completely; 
have a presence in the community.”  Through an intense weekend of meetings and with various 
committees and the board, the consultant was able to gain a high level view of how the congregation 
functions and has some recommendations for how to move forward.   
 
Gratitude 
Special thanks go to Cindy Gerlach, Board President, for organizing this visit.  Scheduling all the various 
committees, gathering all of the materials in advance and tending to all the details that make for a 
successful visit is no small task.  Thanks, too, to Randy and Lorraine Myer for hosting the board on Friday 
evening and their first meeting with the consultant.  A very new addition to preparation materials asks 
five leaders to complete the FORTH survey online, each rating the congregational-wide stewardship 
practices.  Special thanks to those who took the time to thoughtfully answer each of the forty-two 
questions. 
 
OVERVIEW 
UUC is undergoing a significant amount of change in the last five years.  Chief among them is a new 
building, a new minister and many new members.  There are so many things going well and building 
upon those strengths will see you through to your preferred future. 
 
Reverend Charlie provides spiritual leadership and meaningful worship.  The congregation and Rev. 
Charlie appear to be a good fit.  Congregational leaders have taken deliberate action to change the 
culture from one of conflict and distrust to openness and inclusivity.  Leaders appreciate how far the 
congregation has come in recent years and welcome opportunities to help move all of this positive 
momentum forward.   
 
In 2007, the congregation moved into their current building with plenty of space to use, share and rent.  
Next steps include how to put the building to work on behalf of the congregation. 
 
FINDINGS AND OBSERVATIONS 
 
Growing Pains: “Change is inevitable; misery is optional.” 
Many participants from different viewpoints described many similarities across committees and other 
interactions.  The consultant observed that at any time, the infrastructure for communications, etc., 
could be typical of a family size congregation (less than 50 average attendance), pastoral size (51-150), 
or program size (151-400).  At 196 members and an average attendance of approximately 132 (not 
counting the children and youth), UUC is moving into a program size church.   
 
Characteristic of a family size congregation is that everyone has a vote on everything and all jobs are 
done by volunteers.  Pastoral size congregations lean heavily on the minister for ministering to the 
congregation and Sunday worship while volunteers continue to run the operations.  Program size 
congregations begin to differentiate the role of the board as separate from a program council.  The staff 
grows and makes daily operating decisions.  The formation of a program council is consistent with this 
size and is in place here.   
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When functioning as a much smaller church, most people knew most of what was happening through an 
informal network.  As the congregation grows and activities increase, it is harder to know all that is 
happening.  At times, one can feel left out because he/she was unaware of an event or decision.  These 
frustrations are the result of a lack of a centralized communication system. 
 
Leadership 
The trustees are a very active and engaged group.  They are sensitive to what others want to accomplish 
yet need help to set priorities.  Many of the same faces appear on more than one committee, often 
three or four committees.  This desire to help the congregation is both generous and can lead to burn 
out.  There is a sense of urgency to get so much work done with limited numbers of hands.  There are no 
term limits in place for trustees or committee chairs; a trustee can continue to run for a board seat by 
applying to serve in a different role.  Some committee leaders have recently turned over while others 
have been in place for a long while.  Sometimes expectations of how quickly the congregation can move 
toward a new system or approach are too high.  The need for new systems continues to be identified yet 
implementation is spotty.  For example, an emergency evacuation drill revealed significant flaws that 
could lead to problems in a real emergency.  The board has yet to determine how to address these flaws 
and acknowledges the importance of follow through and accountability. 
 
Committees demonstrated excellent coordination and use of other committee’s efforts.  For example, 
the social justice and Sunday forum committees identify speakers around issues that social justice would 
like to engage the congregation.  Worship also asks other committees for input.  Sometimes, the 
coordination gets lost in the details yet the spirit and intentions are very positive.  Staff members are 
hired by the board and supervised by the minister.  The staff run to keep up with the demands of a 
growing congregation while still learning how best to work together.  While functionally operational, 
some greater hands on management by the minister may help prevent tensions from building. 
 
Strategic Planning (former Long Range Planning Committee) 
The Board requested the Next Steps Weekend to help take the positive momentum and enthusiasm of 
members and move the congregation forward.  All resources are stretched to maintain what is already 
in place. Financial commitments grow but cannot to keep pace with growing expenses.  Five years ago, 
and reviewed as recently as November 2012, the congregation developed Provocative Proposals for 
each of the five areas of congregational life (social justice outreach, lifelong religious exploration, 
community within, worship and music, and denominational affairs.)  Each proposal includes long and 
short term priorities.  The proposals answer the questions what and how but do not include that 
galvanizing vision that speaks to why these activities are important.   
 
Stewardship 
For the past several years, the annual budget drive results have steadily climbed upward from $213,950 
in 2010 to $229,378 in 2013 or $18,000 more than 2012.  The stewardship committee made a conscious 
choice to focus on the difference one’s pledge makes rather than a dollar goal. Materials included the 
fair share giving guide in a simplified format.   The committee hosted a dinner for those who gave at 
least $3,000 per couple or $1,500 per individual and those in key leadership positions. Members shared 
testimonials during worship services and the minister did a sermon about cultivating generosity.  The 
results are as follows: 
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2013 Annual Budget Drive Pledge Results 

  Total $ #HH %HH Ideal % 
    
Q1  $       55,300  7 5.6 10 
Pledge range     $5400-$12000   
    
Q2  $       55,756  13 10.3 15 
Pledge range     $3200-$5000   
    
Q3  $       59,194  25 19.8 35 
Pledge range     $1800-$3000   
    
Q4  $       58,378  81 64.3 40 
Pledge 
range      $5-$1740   
    
   $     228,628  126 100 100 

Mean $1,815  Median $1,200  
     

There is a desire for a year round Stewardship committee that meets and plans throughout the year.  
This allows time to develop strategic approaches to the congregation.   The annual budget drive results 
increase each year demonstrating a generous and committed congregation.  Budget shortfalls are 
covered primarily by capital campaign funds originally intended for building maintenance.  Other than 
the new boiler, the funds have covered operating deficits.  The capital funds run out in 2014 and leaders 
worry about how to cover future expenses. 
 
Membership 
Membership is a large committee with eight members.  Leaders took advantage of district offerings to 
attend workshops and at General Assembly.  The path to membership is clear. Greeters welcome and 
steward visitors throughout their first visit.  New members have a choice of three different classes to 
take before signing the book.  Only one class goes in to detail about the financial commitment asked of 
all members.  Stewardship team receives information about new members to follow up with them.   
 
Last year, Membership began Fellowship Teams. Each team, consisting of about twelve members and 
friends, agree to act as greeters and coffee hour hosts.  Duties include making sure visitors find their 
way to coffee hour and begin connecting them to others.  Fellowship Team leaders agree to lead the 
group for one year and then new leaders are recruited.  People may elect to stay with their team or join 
a new team and meet even more people.   
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Social Justice & Forums 
The Sunday Forum topics and presenters draw from fifteen to sixty participants.  A reporter for the local 
paper often attends and reports on the discussions.  The paper also lists upcoming forum topics in the 
“what’s happening” column.  Members of the broader community often attend because of this 
attention.  The forum is held at 9 am followed by coffee hour from 10-10:30 am.  Attendees are invited 
to attend the worship service which begins at 10:30.  Speakers come from inside the congregation and 
the community at large including Purdue professors with expertise ranging from global change to 
immigration policies.  Social Justice takes advantage of the forums as an opportunity to engage others 
around issues.  Social Justice has many ways for people to participate and looks for at least one annual 
multi-generational project.   
 
Finance 
The operating budget shows that ninety-two percent of revenues come from the annual operating drive.  
Another five percent come from fundraisers of which the majority comes from member participation. 
The congregation remains committed full fair share contributors with the UUA and district, and to fair 
share compensation for the staff.  There is concern that when the capital funds are no longer available 
to assist with operations, they may have to compromise their values on this issue.  The burden on 
individual contributions to cover all expenses is very high. 
 
A long-time member of the finance committee has done a good job of keeping the numerical records 
and has begun transferring information to newer committee members.  While a small sabbatical fund 
exists, there does not appear to be a disciplined approach for annual contributions in the operating 
budget.  There is no line for capital improvements beyond regular building and grounds maintenance.  
The committee has recently transferred endowment funds to the local community foundation.  The 
treasurer is working to gain a better understanding of foundation’s reports to create a current balance 
sheet. 
 
Building and Grounds 
The congregation moved into the current campus in 2007.  At the time of purchase, the congregation 
anticipated some large maintenance items.  One person has led the charge for maintaining the building 
and grounds for several years.  That person has slowly transferred information to the new committee 
members as she prepares to leave.  There is no written document detailing recent or future 
improvements.  The boiler was recently replaced.  The remaining capital funds have gone toward 
balancing the operating budget.  These funds run out in 2014.  The next major expense in the 
foreseeable future is replacing the roof over the kitchen which some estimate as three years past due. 
Some local grants may be available to assist with the cost of solar panels and other energy efficiencies. 
Otherwise, there are no funds available to cover this expense.  As part of a bigger program in Indiana, 
the building received an energy audit and there were suggestions for improving energy efficiency.  It is 
not clear to this committee that the capital funds are all but depleted.   
 
Religious Education 
The adult RE Committee is gaining momentum and has many great ideas for future programming.  The 
committee is creating a list of topics and ways to bring people into the building throughout the week.  
Some existing adult RE classes charge a nominal fee for building use and to cover any class leader fees. 
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In 2011, Nancy Combs-Morgan led a workshop on trends and models in RE.  In 2012, Barb Weber led a 
creative RE visioning workshop.  The DRE began in 2011.  She is new to her role.   In 2012, RE began 
using the workshop model for children in kindergarten through sixth grade.  Three week workshops are 
led by congregants with knowledge on a specific topic.  This approach has attracted more volunteer 
although more are needed.  Some parents would prefer greater focus on what it means to be a UU and 
less on other religions.  The Youth Group consists of middle and high school youth.  The group is small 
and largely consists of high school juniors with no new youth to take their place. 
 
RECOMMENDATIONS 

Please make this report available to all congregants.  Consider posting this in a secure place on the 
website, send via email and make paper copies available upon request.  It is the responsibility of each 
individual to read it, ask questions, share thoughts with leadership, and step forward to assist. 
  
The recommendations below relate to the areas explored during this visit.  There are more here than 
would normally be reported and that is in part at the request of the Trustees.  Overall there are three 
higher level recommendations for the congregation’s attention.   
 

(1) establish greater infrastructure for finance, building maintenance, communications, etc. 
(2) develop and implement a business model that puts your facilities to work for the you 
(3) set a vision to galvanize the congregation and focus  resources for the next five years   

 
Many of the recommendations below fall under one of these three areas.  They serve as examples of 
how each might look operationally. 

Leadership 
Begin an ad hoc group to investigate ways the building can work for the congregation.  The 
report may include the types of groups that you would like to invite on campus, the number of 
potential tenants in the area, their rental space needs and market rates.  Current renters enjoy 
very favorable rates, possibly to the determent of the operating budget.  By putting the building 
to work for you as a revenue generating asset, annual pledge commitments will stretch further 
and all can begin to move forward rather than just maintaining.  There may be other revenue 
generation ideas to consider that are more passive (money that flows without an event such 
charging for parking for Purdue events.) 
 
Create more seats at the table.  There are many committee roles and many members and 
friends willing to help.  Yet many seats are taken up by the same dedicated individuals.  Ask 
leaders to focus on their greatest passions.  This will create openings for new leaders to emerge 
and prevent burn out of current leaders.  Find as many ways as possible for people to say “yes”.  
Break down committee assignments to allow others to assist with a specific task or project 
without joining a committee.  The most effective requests for volunteer assistance are personal, 
specific in scope, and specific to a potential volunteer’s skills and passions. Erik Walker-
Wikstrom has written an excellent book, Serving with Grace.  It is a quick read filled with 
guidance about how to consider volunteer assignments and when saying no is a gift.  This is a 
great book for leaders and all congregants to read. 
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Invest in the minister’s leadership and management skills.  This will help things flow more 
smoothly and will further the congregation’s thoughtful transition to a program size church.  
Deliberately follow through on identified needs and plan updates such as those revealed by the 
evacuation drill.  Assign a person or group with the scope of the project and a deadline to report 
back. The best time to develop policies and procedures is before you need them.  Review 
existing policies and identify where none exist.   
 

 Communications and Information 
As the congregation grows and becomes more complex, there is a growing need to have greater 
access to information.  A “big rocks” calendar lists the major events such as ritual services (i.e. 
Water Communion, Flower Communion, holiday presentations, etc.) and fundraisers.  Once the 
big rocks are in place, it is easier to see how other things can fill in around the bigger events.  
Most committees function autonomously.  As committees work more collaboratively to set 
plans, there is a greater need to communicate of changes (i.e. social justice, Sunday forum and 
worship.) The program council uses a calendar very similar to this which could easily expand to 
accommodate others’ needs to coordinate efforts. As you document policies and procedures 
and establish a big rocks calendar, post them in a centralized place such as the website.  Identify 
a central person or position to post only the most recent documents and calendar updates.  
Communicate to the congregation how the new systems work as often as necessary. 
 

Strategic Planning 
A vision answers the question “why.”  Why is the congregation and community a better place 
five years from now because of UUC?  A shared vision for a desired future provides the 
galvanizing force to set goals and implement plans.  The vision is most inspiring when set by the 
membership as a whole. UUC engaged in a visioning process approximately three years ago 
while entering the minister search.  Since that time, a new minister has settled and many of the 
members are new. Based on observations made during the Next Steps Weekend, UUC will 
benefit from a Searching For The Future Weekend. This process will help answer the first 
question posed to the consultant:  how can UUC embrace the positive momentum and move 
forward?  More information can be found in Beyond Fundraising:  The Complete Guide to 
Congregational Stewardship, by Dr. Wayne Clark.  Please keep in mind that this consultant has 
modified the approach from a series of smaller workshops to an all-congregation, one-day 
event.  The description of the advance work is accurate and some concepts are further defined.  
Please find more information below.   

 
Building and Grounds 

Perform a thorough maintenance audit.  The list can range from urgent needs such as the roof 
over the kitchen to strongly desired items such as a hearing loop for the sanctuary and forum 
room.  Sort the list into priorities and research the range of costs for each item.  Share this with 
the board and finance committees for inclusion in future plans and budgets. The maintenance 
list is another example of a document that can be stored in a centralized communication 
system.  Others may view it but additions or deletions must follow proper channels. 
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Stewardship 
The Stewardship committee is doing an excellent job producing excellent results.  There are no 
specific recommendations for improving this effort at this time.  Forward Through the Ages 
(FORTH), is a social networking program to help congregations grow a year round culture of 
spiritual generosity. FORTH encourages a community of congregational leaders to create and 
share a diverse library of free web-based materials.  There is no cost to participate.  UUC has 
already completed the prerequisite survey and you are welcome to full access.  Visit 
www.uua.org/FORTH for more information.   

 
Membership 

Prospective new members can choose one of three classes before signing the book.  This may 
lead to uneven information about membership responsibilities.  Consider dedicating a portion of 
each class to include this information.  Continue to focus energy to maintain the Fellowship 
Teams.  This is a great way to help everyone say “yes”, share the joy of fellowship and the 
responsibility to welcome newcomers. 
 

Religious Education 
Religious education is a key consideration for members with young families.  When children 
enjoy coming to church, the parents are more likely to keep attending.  With so much change in 
RE, things seem to be going in many directions.  The DRE has a lot of energy and many good 
ideas, some of which could benefit from refinement with support from the minister.  While it is 
not possible for everyone to agree with every decision, the most lasting changes take a while 
and allow time for others to follow.  Continue to access the many services offered at the district 
and national level.  It is one of the great benefits of UUC’s commitment as a fair share giver. 

 
CONCLUSION: 
Unitarian Universalist Church is experiencing the growing pains that come from a new building, new 
minister, and new members.  Congregants continue to be generous. Members are excited to be in 
community and leadership is anxious to be of greater service.  All of these are lovely “problems” and 
make for an exciting time.  By focusing on the three main recommendations (infrastructure, a building 
business plan and vision setting), you will continue to see welcome improvements and experience 
greater impact for your efforts as a faith community. 
 
Listed below are resources referenced during our time together and further information about a 
Searching For the Future weekend.  It has been an honor to serve you and I look forward to working 
together again. 
 
In faith, 

 
Mary Gleason 
 
CC:   Dr. Wayne Clark, Director of UUA Congregational Stewardship Network 
 Lisa Presley, Heartland District Executive 
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CONGREGATIONAL STEWARDSHIP SERVICES  
 
Searching For the Future 
Searching For the Future is an approach that engages the whole congregation in setting the course for 
the next five years. It is an opportunity for all to set the vision, revisit the mission and identify the top 
goals in each of the five pillars of congregational life. The congregation is strongly encouraged to 
undertake preparations and allow time for thoughtful consideration about the future. The advance work 
culminates in a day long workshop involving as many members and pledging friends as possible. Some 
volunteers are also asked to give time on Friday evening. Because the workshop is an intense 
undertaking, it is best to schedule this when there are no other competing events or meetings. 
 

Up to four eight- hour days x $1,800 = $7,200.  This includes time on site as well as phone and 
email support.  One on-site visit is required. The congregation is responsible for up to six hours 
of travel time in one direction. Up to six hours of travel time = $1,350.   
Total maximum cost: up to $8,550 
 
The congregation is charged only for actual amount of time used.  Preplanning meetings can be 
done by FUZE, Skype or other electronic audio/visual medium. 

 
RESOURCES 
Beyond Fundraising: The Complete Guide to Congregational Stewardship. Wayne Clark, Ph.D. 
Available via the UUA Bookstore. $20. 
 
Serving with Grace: Lay Leadership as a Spiritual Practice. Erik Walker-Wikstrom. Available via the 
UUA Bookstore. $12.   
 

Forward Through the Ages (FORTH), is a social networking program to help congregations grow 
a year round culture of spiritual generosity. FORTH encourages a community of congregational 
leaders to create and share a diverse library of free web-based materials.  There is no cost to 
participate.  UUC has already completed the prerequisite survey and you are welcome to full 
access.  Go to www.uua.org/FORTH for more information.   

Listservs especially UU_Money and UU_Leaders found on the website at www.uua.org.  Search for 
listservs. 
 


