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Introduction

Having already completed task one (with the production of a plan in time for consideration at the annual meeting this year) this report is intended to satisfy tasks two and three of your charge to us dated 16 June 2005.  Specifically we will lay out our recommendations for the processes and entity we recommend “to successfully implement and maintain continuous improvement of the church through updated goals and objectives”.  While we propose no specific language to change the policies and procedures manual or the bylaws of the church (deferring those specifics to the follow-on entity itself and the reorganization task force) we will make fairly detailed recommendations as to intent, goals, procedures, processes, and make-up of the follow-on entity.

Options Considered

The task force examined the idea of modifying and extending the charter of one of the existing groups within AUUC to accomplish this mission.  We considered the ministerial relations committee, the leadership development and nominating committee and the council.  All would have required a significant modification of their current functioning in order to accomplish these new tasks.  There were significant discussion of each of these options but the short version is that we could come up with no way to ensure that the new tasks would not interfere with their current and very necessary tasks off these groups.  Thus avoiding the opportunity to break something that was working we turned our attention to creating a new organization.  

The first issues for any new organization is who do they work for and where does their authority come from.  At AUUC there are only three real answers for either of these questions, the council, the board, or the congregation.  After some brief discussion we leaped almost immediately to the latter.  There were three main reasons for this.  First, this group would have to report, in part, on the actions of the board and the council and this is easier to do if you’re independent of them. Second, while we want this group to be of help to the committees we do not want it to get into the business of telling the committees their business and this is easier to avoid the ‘higher’ your authority comes from and the broader your responsibilities are.  And third, one of the interesting things that came out of our discussion on existing organizations was the example of one congregation that had made their ministry committee into a ‘mission oriented ministry committee’ that had responsibility for reporting on not only the ministry of the church writ large.  
Thus we settled on an organization that was not an extant part of the church and which did not report to any element of the church leadership.  As it needs to be able to say ‘the Emperor has no clothes’ its authority needs to come from the source, the congregation.  We conceived of an organization that would be empowered by and report to the congregation as a whole; independent of the existing structures.  

Recommended Option

Our recommended name for this group is the “Commission on Our Ministry” (COOM) in part because it is descriptive and in part because using the UUA’s Commission on Appraisal as a model we hope that it will, as part of its long range mission, tackle the hard issues that no one else is thinking about.  We propose two ways of thinking about the tasks of the Commission in the broadest sense.  
The first is to divide its tasks by the level of detail or level of involvement with the day to day working of the church, or indeed by time horizon as they all mean, roughly speaking, the same thing: detailed, management, and big picture or tactical, operational and strategic or this year, one to two years out, and long range.  Tactical would involve helping committees with metrics on the objectives which they are leading, with synchronization between committees and between objectives, and with tying in to the budget process.  Operational would involve updating the plan, interaction with the congregation to discern which objectives are ‘complete’ and what if anything to replace them with, reporting to the congregation on how the budget supports the plan, and in general on how we’re doing on the plan, how we are doing honoring our goals.  Strategic would be looking at ‘hard’ issues, like when we need to re-vision, whether we need to change some of our goals or our emphasis among them, what is the state of our ministry in the broadest sense, what is the opportunity or necessity to change our focus as a religious community.  It is envisioned, or hoped, by the task force that the emphasis of the COOM would shift over time, gradually decreasing their tactical involvement while increasing the level of effort they put into strategic thinking for this church.  
The second way to look at the process is to examine it functionally via the “Six Ms”: ministry, mission, motivation, monitoring, metrics, and modification.  These six axes cut at 90 degrees through the three previous ‘detail levels’ impacting two or more of them each.  Ministry in this usage is writ large, both among us in the broad sense and to our larger communities; it is the true ‘why’ of our existence as a church and thus the primary charge of the commission.  Mission involves examination of the ‘how’; how well we are accomplishing our mission and whether our mission remains an accurate description of this congregation’s intended path to our vision.  Motivation is key to this important work, enabling the congregation and leadership to maintain focus on what we have stated we intend to do; to make the plan a tool that focuses and thus magnifies our efforts.  Monitoring is both communication and action the COOM needs to engage in pulse taking of the congregation, leadership, and staff making sure we’re all on the same sheet of music, and when necessary it needs correct things when we are not, if in no other way then at least by calling attention to the issue.  Metrics are the method we use to determine how well we are doing and when it is time to shift emphasis from one objective or goal to another.  Modification means changing the plan as required, and it will be required, (that is all a plan ever is -- a common understanding of where we are before the changes start) and recommending changes or updates to the foundational documents of the plan, the Vision, Mission, and Goals of this congregation.  
Evolution to the Final Form
A COOM being our recommendation it was immediately clear to us that implementation would require a change to the bylaws AND that we would not be ready to present those proposed changes by April 2006.  However, it was equally clear that if this process (the plan and follow-on entity) was not actively pushed by an existing group that it would die.  This dives the necessity of an interim body, the Interim Commission on Our Ministry (ICOOM).  
This group will be charged by the Trustees to accomplish both the majority of the duties of the COOM and some additional ‘transitional’ duties.  It is the hope of the task force that it can piggyback on the work of the reorganization task force in order to implement the transition in one year and their charge should run for one year only.  
It will then be succeeded by a COOM elected by the congregation which will perform all of the duties of the Commission.  However, if necessary, the Trustees and the Commission should be prepared to create a second year’s ICOOM.  If the church winds up in a situation where they are considering empanelling a third ICOOM then the Trustees should seriously consider whether this process has the potential to succeed and whether it would not be better to devote those resources elsewhere.
Selection of Members

The Board should appoint four to five members of to the ICOOM.  In order to facilitate continuity with the permanent commission two of these people should have agreed to stand for election to the COOM, one serving an additional one year and the other two years as members. ICOOM is bigger than the COOM because they have more work to do in one year and so will need more hands.  As the abilities and skills of this group are key to the success of the whole project we believe that special care and consideration should be given to their selection.

We think that the process outlined in pages 59 through 66 of “Holy Conversations – Strategic Planning as a Spiritual Practice for Congregations” by Rendle and Mann provide an excellent starting point for both of these groups as they consider how to select members of the ICOOM.  This procedure is outlined and amplified below.
1)
Identifying skills, attributes, and attitudes.  Using two pieces of newsprint, the group (Board) makes two lists – skills, attributes, and attitudes not needed, and skills, attributes, and attitudes needed

2)
Take time to think of possible names.  Over a period of time, invite BOT (and perhaps 5 year planning group) to reflect on the lists and look around the church for people who fit the desired attributes. Invite them to bring to the next meeting an index card with three people they believe fit what’s needed.

3)
Name the team members.  Have all Board members submit their cards and a volunteer from the group to rank order the names based on how many times they were listed. Decide how many people are wanted and draw a line separating that number of people at the top from the rest. Have an open discussion of how the list reflects the desired qualities. Some adjustments to this list may be necessary (too many women or men, now enough age or time in the church spread, etc.).  One person volunteers to make the invitation, moving down the list until all the spots are filled. Calls should include info on basic role, time expectation, how they will report, what is expected.

4.
Form the team and scope the task.  Have first meeting led by minister or Board chair. Let people know how they were selected, including sharing two list of qualities (needed and not needed). Begin talking about task ahead, the charge from the Trustees and how to get going. Figure out issue of chairperson for group.
5. We probably want to consider a public investiture of some sort, as this group is different in mission and context from the FYPTF.
Our thoughts are that the traits desired in members of the commission are: a commitment to the church beyond the agenda of any element within the church, trusted by the congregation, ability to keep the larger view in mind and not get sucked down into the details, a preference for collaborative work, and skilled at communications.  Additionally, as the benefits of continuity are extant even now the ICOOM should include at least one and preferably two of the official or advisory members of the FYPTF.  And further, the members of the FYPTF (including those not volunteering for the ICOOM) feel that it is important that they meet at least once with the ICOOM as a body, if not at their first meeting then at their second.  
For the COOM the Leadership Development and Nominating Committee will provide a slate in accordance with the by-law changes approved by the congregation in April 2007 or 08.  They should begin with the list of attributes derived from the process above and revisit it on an annual basis to see if it remains relevant and complete.  And they should consider using this deliberate and careful procedure for selection of nominees as these selections are as, if not more, important as those for the Board.  
Proposed Charge from the Trustees to the Interim Commission
The Trustees repose special trust and faith in the members of the Interim Commission on Our Ministry (ICOOM).  The role you are assuming has the potential to effect vast improvements in the way AUUC ministers to itself and the wider community.  You will be charged to accomplish both the nominal tasks of the permanent Commission and also to accomplish certain key transitional tasks as you are appointed by the Board of Trustees but your successors will be elected by the congregation.  Your job begins when the BoT transmits this charge to you and ends with a joint meeting of the ICOOM and COOM in June of 2007.  

The Interim tasks of your commission are as follows:

1) To work with the Council and the Budget Sub-Committee of the Board of Trustees in integrating the Five Year Plan into the budget process; this work to be captured in an entry in the policies and procedures manual on budget preparation.  We expect this work to be completed by January of 2007.
2) To work with the Reorganization Task Force on changes to the By-Laws to create the permanent Commission on Our Ministry so that they may be submitted to the Congregation as a single package.  We expect this work to be completed by March of 2007. 
Further as your purpose is more than just the maintenance of the Five Year Plan but the guardianship of AUUC’s Ministry you must begin the process of understanding and developing your relationship with the other person that has such a broad charge, our Minister.  We do not expect you to complete this task, but it must be well begun.
Your Permanent tasks as the congregation’s commission are as follows:

1) To meet monthly at the church; providing members of the congregation, church leadership, minister, and staff an opportunity to speak to you in an appropriate venue and to make the work of the commission an open and transparent process.  
2) To assist those groups who are implementing objectives in planning execution and measurement of their success.  Collaborate with these groups in recording the agreed upon measures for your annual report.  
3) To keep the long term elements of the vision, mission, goals, and objectives visible and alive to the congregation.  This is not just cheerleading, this is a key and vital element of your mission; the congregation and its leadership must maintain the long term vision for AUUC in their minds for this process to work.  
4) To solicit feedback on the intertwined Plan and Commission processes from the congregation, the church leadership and the church staff at venues other than your monthly meetings.  Regular meetings with the congregation are a reasonable method to derive congregational feedback.

5) To provide feedback to the Board, Council, and Staff both on how you perceive the Plan and Commission processes are evolving and on how the actions of these groups are supporting the Five Year Plan.  This feedback will be provided to the recipients prior to the annual report to the congregation.  Periodic face to face meetings between the ICOOM and these groups are an appropriate way to provide this feedback.
6) To report to the congregation at the annual meeting on the progress of the plan this report will include the results of the metrics on the various objectives that have been initiated.  And to present to them for approval any changes to the plan that you deem to be warranted and next years charge from the congregation to the Commission on Our Ministry.  

The charge you are reading is very much oriented in the ‘now’, in this church year, in securing a successful transition to a permanent Commission and thus ensuring that the Five Year Plan will be a living document which will have real impact on the decision making of the church.  We envision that your proposed charge for your successors will shift the focus to more long range concerns and that each successive charge will focus the Commission on the area most needed by the church at that time.  
It is the goal of the Trustees that by June of 2007 the COOM will be a fully functioning and independent commission of the church.  Please keep the Board appraised of your progress on the tasks set for you and do not hesitate to ask us for any aid we may provide you in successfully accomplishing this charge.  We also ask that a majority of you consider accepting nomination to the regular COOM.
Thoughts on ICOOM Activities or Processes

We constantly walked a line of giving the ICOOM insufficient guidance vs. tying their hands and suppressing creativity.  Thus some good ideas that were kicked around that did not make it though into the charge.   This section is a repository of those concepts.  

The ICOOM will need to develop and maintain a certain independence of thought and a broad view of the issue of ministry in order to play the role of honest broker for the FYP process.

Thus you need to make sure that your meetings are open and available to all congregants and that you keep written records (agendas, minutes, any presentations) that are also available.

It might be a good idea to lay out in writing the process for ‘Josephina Congregant’ to get a change made to the FYP; specifically how to add an objective to the plan. 
You might want to make an initial entry in the Policies and Procedures Manual for the COOM or at least begin writing one for your successors that might included the ‘amend the plan’ process outlined above.

You will probably need a significant outreach effort to make yourselves known and available to the congregation and to keep this process in the consciousness of the congregation as a whole and not just the usual suspects.

It might be a good idea to report at the congregational budget meeting on how the various budgets offered support or do not support the execution of the FYP.

An annual service on the state of our ministry might be a good thing.  It would certainly give the issue the prominence it deserves, thought it might be a little tricky to make it a true religious service; neither a report nor a question and answer session.  

Do not hesitate to change something that we have done.  We have done the best that we can but that is exactly what it says.  It does not mean that you might not have a much better idea on how to deal with one of these complex issues.  
Thoughts on Changes to the Bylaws 
The bylaws are short and sweet and they need to remain so.  Those related to the Commission on Our Ministry need to address four key issues: who is on the commission, specific reports, updates to the process, and a general authority.  The by-laws section on the COOM will need considered thought and synchronization with the recommendations of the Reorganization Task Force.  However, after some brief consideration we propose the following draft language.  
1) The Commission will consist of three people each serving terms of three years; staggered so that no more than one leaves the group any one year and with a maximum consecutive service of six years.  They will be nominated by the Nominating Committee and elected by the congregation, also, members of the Commission may not hold any other elected office within the church, nor be chairs of committees, nor be employees of the church.
2) The Commission shall report to the congregation at each annual meeting on the state of our ministry; and may make additional reports at other times if they feel it appropriate.  
3) At each annual meeting they shall provide, for congregational approval, appropriate changes to church priorities with respect to our ministry and a charge for the Commission to execute in the following year.
4) The Commission shall have the authority to research and report to the congregation on any subject which they deem to have a significant potential to impact any of the Ministries of AUUC.  
Closing
And so, saving completion of the hand off to our successors, we are done.  It is our collective hope that this Board and future Trustees and Commission members will find both the plan and this report of use in their tasks; that it will make their jobs easier and help them focus on what is important for this church.  And that they will keep in mind that while the forms of the thing may seem complex the purpose of this whole exercise is, at its heart, simple.  It is to continue to improve and grow the Ministry of Accotink; to itself and to the wider community and to the wider world.  To efficiently harvest our energy and passion and treasure to do the most good in the world that we possibly can.  
So mote it be.

Respectfully submitted to the Trustees of the Accotink Unitarian Universalist Church this the 13th day of June in the year Two Thousand and Six of the current era by the Five Year Plan Task Force: Herb Bartlett, Rebecca Benner, DJ Caulfield, Christy Choi, Pete Fontneau, Lemont Jolley, Steve Knott, Joe Nerad, and Marge Runge.
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