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 -- Mission Statement --      
AUUC is an open and nurturing community of faith. We foster each individual's spiritual journey, and we share common values while honoring a diversity of beliefs. Together, we cherish our connection to nature, and we act to transform our world into a more embracing and just community.


-- Vision --
We the members of Accotink Unitarian Universalist Church, affirm the vision of this congregation for the next five years to include the following elements:

Spiritual Growth

We are a religious community committed to nurturing spiritual growth of all children and adults through shared experiences, ministering to each other, and drawing from a variety of common and different beliefs to encourage creative expression and a lifetime of learning.

Worship

Worship is the heart and soul of this church. Through a rich variety of rituals, traditions, music, and opportunities for participation, worship promotes and affirms our Unitarian Universalist principles. It nurtures and challenges us emotionally, intellectually, and spiritually.

Members & Friends

Our membership is dynamic, diverse, and multi-generational. We value, support, and nurture each individual, welcoming new members and friends into our programs and community. We actively create opportunities to participate in our community and to minister with one another.

Democratic Leadership

Our leadership guides and supports our congregation in policy development and oversight as well as program development and implementation. We are a democratic community fostering clear, open, and respectful communications, leadership development, and relationship-building among lay leadership, staff, and members.

Trained Volunteers

Committed volunteers are the backbone of our church. As a congregation we recognize and respect all volunteers' endeavors and are grateful for their generosity, diversity of talents, and time. We provide training, support, follow-through, coordination, succession planning, and a communications network.

Social Justice

We recognize that efforts to achieve social justice are an essential aspect of our religious community. We live our Unitarian Universalist principles through engaging generously in a variety of social justice activities driven by community needs and denominational focus.
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Executive Summary

· This document, Living a Life Imagined, is the implementation plan developed by the Five-Year Plan Task Force as directed by the Accotink Unitarian Universalist Church Board of Trustees.

· In broadest terms, this is an effort to lay out a cohesive agenda of action items that helps the AUUC achieve a higher level of spiritual fulfillment.  In some cases, that fulfillment is inward focused, but there are other critical elements that are designed to unite us in conversation with our local community, the surrounding region and the larger world around us.

· The basis for this plan is a revised AUUC mission statement and newly defined vision developed by the congregation between April 2003 and June 2005.

· The plan is designed to allow the congregation to convert defined objectives, within the context of four overarching goals, into an identifiable action.  Coupled to each action is a suggested congregational lead agent and anticipated resource requirements.

· The recommended timeline for implementation attempts to strike a balance between the demands on any one segment of the congregational community (e.g. – a particular committee, paid professional staff) and the need to have an action completed as a precursor to another task. 

Year One – Is dedicated to making certain that many of the internal processes are operating as intended and that all who participate in church functions find a safe and nurturing environment. 

Year Two – Builds on the successes of year one, but begins the process of reaching out to the surrounding communities near and far.

Year three – Intensifies training at all levels so that a growing religious community can satisfy the member’s varied spiritual needs.  

· Of critical importance to the success of this plan will be the structure, scope of authority and support given to the follow-on group that will monitor its implementation. 

· Lastly, the congregation must view this as a “Living Document” that can – and should -- be altered, as time and circumstance require.

The future depends on what we do in the present.
Mahatma Gandhi
The Plan

1. Introduction --

Go confidently in the direction of your dreams.

Live the life you’ve imagined








Henry David Thoreau

Why does a congregation of approximately 500 men, women and children voluntarily choose to continue to gather together week after week in a building on a parcel of land located just off Burke Lake in Northern Virginia?  More to the point for this discussion, why does the Accotink Unitarian Universalist Church exist and what are its plans for the near-term future?

The congregation began with no minister, no land, and no building, but they had a strong sense of purpose – to achieve all three and become a church. The dream fueled the group’s existence and forged a kinship that sustained a deep personal involvement among the forty or so founding members.  Their dream, the building, became a reality in 1994.

Over the past twenty-five years, that initial undertaking to build a church, to create a viable congregation and to provide a spiritual gathering place for all who share common values steeped in personal freedom and respect for the individual has been accomplished admirably. 

Today, thanks to those early visionaries, the church houses not only a sanctuary for Sunday worship, but also classrooms that provide meeting locations for lifespan education and numerous other educational programs, workshops and community gatherings.

So now, a quarter century later, the congregation is looking to our goals and objectives.  These goals and objectives acknowledges the strong foundation that has been created yet they allow the members– and by extension the church that they support – to move forward into the 21st century in a way consistent with our current vision.  

That is the purpose of this document – to create a plan, a strategy and an environment that will allow for this evolving vision to take form.  The endeavor calls upon each member of the congregation to lend time, talents and treasure to ensure success.  But the potential is there for the Accotink community to recapture the spirit of those original visionaries.  The church structure is now complete, there is sufficient functioning infrastructure and there is vast potential for AUUC to become a haven for those seeking higher levels of spiritual fulfillment.

It is time for the Accotink Unitarian Universalist Church to reach its full measure of promise through a refined mission reinforced by the goals and objectives which will achieve our vision in the next five, six or seven years.  This mission and vision cannot and must not reside solely on paper – a lofty, yet largely unfulfilled aspiration.  That is not Accotink’s heritage.  We must listen to the same calling of those visionaries who came to a vacant parcel, built a church and gave us the magnificent structure we occupy today.  This is an endeavor that requires each of us to commit to a journey well beyond the present.  We must take this voyage with confidence and live the life we’ve imagined.

Nothing is predestined: The obstacles of your past can become the gateways that lead to new beginnings.
Ralph Blum
2. Background and Scope of Work:

In the summer of 2001, the Accotink Board of Trustees (BOT) began a discussion on the prospect of revisiting a dormant task – creating a formal AUUC Vision Statement that would align with the existing Mission Statement.  That original mission statement, created in 1995, listed four areas of concern.  In addition to “our children, our church and our world,” the statement reads: “Ourselves – members and friends – to provide a spiritual home where people respect and nurture one another in their journeys to discover spiritual and moral values.”

The project took more form in 2003 with the creation of a formal Visioning Task Force consisting of BOT representatives Steve Knott, Connie Diamant, former BOT member Ruth Olsen and Council representative Michele Porzel.  Rev. Rebecca Benner (nee Cohen) served ex officio. A major accomplishment of this group was coordinating an April 2003 Vision Weekend that obtained input from the general congregation and resulted in a draft vision statement containing six major elements that cover a five-year period.

To ensure the maximum level of congregational input, the Visioning Task Force determined that the project should migrate to a new group elected by the entire church membership.  That election, held in Nov. 2003, created the Mission Covenant Task Force (MCTF) that included BOT representative Susan Brown, Stephanie Elms, Dick Foster, Dwight Hulse, Steve Kirchner, Robert Laskey, Joe Nerad, John Simmons and Joanne Tyrrell, as chair.  The MCTF was responsible for the following:

· Finalize the vision and present it to the congregation,

· In cooperation with the congregation, create a mission or mission-covenant,

· From that mission covenant, and again in cooperation with the congregation, create a series of goals or objectives for the church that are measurable,

· Propose a mechanism for monitoring progress and updating all of the above, and 

· If time permits, explore approaches and develop a strategic plan for implementation.

The product of the MCTF’s efforts – the Mission and Vision statements and four major goals with a series of sub-task objectives -- was submitted to the Board of Trustees, which accepted the documents on behalf of the congregation.

In turn, the Board created the Five-Year Plan Task Force on June 15, 2005, with a one-year charter (see Appendix D for full charge) to create a strategic plan to help achieve the goals and objectives.  The members included chair Steve Knott, Marge Runge, Christy Choi, Lemont Jolley and D.J. Caulfield.  Major contributions to the effort were supplied by Herb Bartlett, Joe Nerad, Pete Fontneau and, as ex officio, Rev. Benner.

As part of the process of planning for implementation, the FYP, as the Five-Year Plan Task Force became known, evaluated whether the goals and objectives as written conveyed a clear and homogenous path for the Accotink congregation.  FYP also identified logical organizations within the church that could lead individual tasks, as well as proposing coordinated launch dates for those tasks, hoping to strike a balance between need and the availability of human capital.

Moreover, FYP tried to identify, to the degree possible, whether the church has a sufficient level of resources -- human, financial and material -- to accomplish the defined goals and objectives.  In some cases these resources already exist; in other cases, the resources need to be developed.

As this plan evolved, it became clear to the FYP membership that an intentional statement by the congregational leadership would be needed to establish the church’s commitment to growth definitively.  To that end, the Accotink Board of Trustees, in a vote on February 14, 2006, approved the following motion: “The Trustees endorse the goal of growth for AUUC.  We will explore various means of promoting that growth including but not limited to the process outlined in Alice Mann’s book, ‘Raising the Roof,’ and participation in the Baltimore Washington Regional Growth Initiative.”
Special Consideration of the Alice Mann Growth Transition Series


In March 2005, nine AUUC members, together with representatives of eight other churches, meeting at the Unitarian Society of Germantown in Philadelphia, took part in a two-day Alice Mann workshop intended for churches in transition between pastoral and program size.  Our representatives had met before departure and done their assigned “homework” from her book, Raising the Roof: The Pastoral-to-Program Size Transition.


We learned that church attendance is more important than number of members when talking about size transition, and that churches of Accotink’s present size feel a lot of ambivalence about growth and discomfort about change.


While our year-round Sunday attendance now averages 130 people, we learned that a church is not “program” size until regular year-round attendance averages about 250, and it takes a lot of hard work to get there.  While people may say they prefer a small church, at the same time they may be looking for the programs, staff, and facilities only a larger church can provide. We learned that “people who can’t say no can’t really say yes;” in other words, we should be looking for people with the right gifts for volunteer positions, not just those who will agree reluctantly to do it.


We learned that a program size church majors in “redundant communication:” we have to find many ways to get the news out. To go on to the next part of the Alice Mann process, as described in her book, the Board of Trustees would appoint a “Learning Team” to begin the “five steps in congregational learning.”

This document was developed by the FYP task force.  It encompasses all the best thinking of this group and those who assisted in its development.  It remains true to the stated intentions of the Accotink congregation and the leadership with regard to both mission and vision.

It is structured to allow change that is thoughtful and in the best interests of the church.   This document is not expected to remain static throughout the period of implementation; it will be changed.  Circumstances will arise that compel the congregation to reorder priorities and rethink strategies.  This is part of growing.  Achieving our vision is an exciting adventure in the journey of living the life imagined. 

It was a high counsel that I once heard given to a young person, "Always do what you are afraid to do."
Ralph Waldo Emerson
3. Goals Summarized

Goal 1.0 -- AUUC shall increase the level of Leadership Development in the lay leaders and increase the opportunities for lay leadership growth.

RATIONALE: Furthers AUUC Vision Elements of Democratic Leadership and Trained Volunteers and AUUC Mission (specifically, to “foster each individual’s spiritual journey”). As AUUC moves forward from a Pastoral to a Program size church to meet our mission, a wide range of diverse skills will be needed to provide leadership that recognizes our potential, values our diversity, and provides us with the opportunity to increase our individual and collective sense of fulfillment.  Our leadership needs may be formal or informal, on-going or single objective, and church wide or single interest area oriented. Achieving this goal is central to accomplishing the other three goals.

 The initial objectives for this goal are training related in response to feedback from the Board of Trustees, Church Council and the various AUUC standing committees.  Other aspects of leadership development and additional objectives related to increasing leadership opportunities will be added as part of the Five-Year Plan revision process. 

Goal 2 -- AUUC will strive to build a community of caring through offering a variety of social and spiritual programs.

RATIONALE: AUUC’s vision encompasses “nurturing spiritual growth of all children and adults,” actively creating opportunities for members and friends “to participate in our community and to minister with one another,” and “engaging in social justice activities.”  We need some practical ways to reach toward this vision, and some means to say “see: we’re getting there!”  The objectives under Goal 2, all directed toward building a community of caring, were chosen to help us work toward our mission to be an open and nurturing community of faith and toward these elements of our vision.

We will do this by offering opportunities for adults to learn, to increase awareness of social issues, and to develop ministry skills; for families to enjoy each other’s company and build community through family nights; and by helping new members become active in the AUUC community.  Youth will learn that they can have a positive impact on AUUC by participating in church–wide processes, and that they can build friendships and networks in the wider area through meeting with other youth groups.  Completing the Safe Congregations Workshop will train some of our volunteers, besides assuring that our church is a good and safe place for everyone. The “Living the Welcoming Congregation” workshop will give members who have joined since AUUC was certified in early 1999 a chance to learn what it means, and will bring us all up to date on our commitment as a Welcoming Congregation.  A purchasing policy aligned with political and environmental aspects of social justice connects with our vision for social justice and our mission to cherish our connection to nature.

Goal 3 -- AUUC shall increase the richness and value of the Members’ and Friends’ church experience.

RATIONALE: Our vision is to have a “rich variety of rituals, traditions, and music,” as part of worship.  Through our environment, our presentations, and our diverse interpretations, we support our “dynamic, diverse and multi-generational” community.

This goal focuses on increasing the richness and value of our church experience.  We seek to involve members and friends in at least one church program.  This will help people connect to the community, creating a stronger interdependent web for the church as a whole.  We will increase the vocal and instrumental accompaniment to our services, as many find music heightens their church experience.  We will strive to improve the church experience by developing a more orchestrated approach to our property’s aesthetics, and maintaining a safe physical environment.  A 10-year plan to cover the costs of these objectives will help insure that the quality of the environment is maintained well into the future.  We will also work to understand why others choose to leave our community, so that we can better strengthen our church.  In addition, we will become more responsive to comments within the church, so that church leadership can respond to the needs of its current members in a more immediate way.  Finally, in order to insure that the church meets the goals and objectives set forward by the congregation, plan progress will be evaluated annually.  

Goal 4
-- AUUC shall assume a more visible and influential role in our immediate community.
RATIONALE:  The development of an interchurch cluster organization makes for a stronger, and more visible alliance. Through networking, the availability of resources should increase for each congregation involved. The lucid sharing of ideas and knowledge is a model that has served the business sector well. Many of the UU principles lend themselves to this particular goal.

We wish to go further than the stated principles and actively seek out those who we would ‘welcome and nurture’. The approach need not be the Evangelical approach, of knocking on doors and preaching on people’s steps.  Involvement in the celebrations as well as the concerns, of the community, opens doors that lead to recognition and may provide an alternative to other religions.  Hosting events that attract people with similar views, (i.e. Politics, literature, community ideas, etc.) goes a long way toward meeting our mission statement goals as well as our FYP.

This goal will require the training to help us develop a planned approach to introducing ourselves to our larger community. Further, we will need to monitor community concerns and make our church aware of community needs so that we may consistently and meaningfully impact their concerns.  Careful and thoughtful planning is required to reach and maintain this goal – making our Five Year Plan a success.

Life is either a daring adventure or nothing.
Helen Keller
4. Strategy:

Just as a creed without deeds serves very little purpose, so it is with mission and vision statements.  Allowed to simply reside on paper surrounded by a frame and attached to a wall, the statements occupy space, but have no meaningful role in the life of a congregation.  The intent here at Accotink is to live the mission and realize the vision.

The challenge is how to accomplish the full scope of this dream in a manner that is not taxing to any one segment of the congregation.  This includes the minister, the paid staff, the church leadership and, perhaps most important, the volunteers who must sustain the drive needed to realize a multi-year plan fully. 

To do this, the Five-Year Plan Task Force has refined the four goals and sequenced the 29 objectives (see Appendix A), identified a lead agents within the church’s formal and informal support network, developed an implementation schedule based on congregational input, and, to the degree possible, estimated the resources needed to achieve our goals.. 

The structure of the follow-on group to the Five-Year Plan Task Force has gone through several iterations.  One proposal would have seen the monitoring and guidance responsibilities assigned to the Board of Trustees, the Church Council or the Committee on Ministerial Relations.  An alternative, however, is seen as more viable.  That option has an independent commission, loosely based on the Unitarian Universalist Association’s Commission on Appraisal.  This group, perhaps three to five individuals, will ultimately be elected by the congregation, although an interim measure with the group appointed by the Board of Trustees may better serve our immediate needs. (See Appendix E.)

Some may see the implementation of four goals and the objectives as daunting.  But the schedule is designed to balance implementation effort with the workload and availability of resources (people, facilities and money).  Several objectives are already underway.  These objectives were started in ‘Year One’ .  Section 5 provides a “First Cut” estimate of the resources needed to achieve each Goal.  Sections 6, 7, 8, and 9 provide a year-by-year listing of the objectives to be implemented.

 Perhaps the most important consideration for the congregation is that regardless of how implementation is accomplished, the membership must understand that while the goals are relatively stable the objectives are fluid.   This “Plan” should be viewed as a ‘Living Document,’ that can and will change in respone to the desires and interests of the congregation.  What we see today as a reasonable and responsive set of objectives may not prove to be the case in the future.   Our implementation process must be sufficiently flexible to accommodate such changes in direction.

Fortune favors the brave.
Publius Terence
5. Linking AUUC Budget and Resources

Implementing the Five Year Plan will require significant resources: 1) Money, 2) Additional staff and 3) Additional volunteer hours.  As or vision matures objectives we be added, modified and deleted.  We do not have the resources to do everything at once.  We need to prioritize our objectives as a church and work together to provide the energy and resources needed for implementation.  An initial estimate, based on available information, of the resources needed to implement the current objectives is shown in the tables below (See Appendix E.)

	
	Initial Cost Estimate 


	Goal
	Annual Cost
	Cumulative

[5 Years]

	
	10/06–9/07
	10/07–9/08
	10/08–9/09
	10/09–9/10
	10/10 – 9/11
	Total

	1
	$0
	$250
	$2,000
	$2,000
	$2,000
	$6,250

	2
	$750
	$1,250
	$11,500
	$2,250
	$2,250
	$18,000

	3
	$37,750
	$45,750
	$45,750
	$45,750
	$45,750
	$220,750

	4
	$0
	$1,250
	$1,250
	$1,500
	$1,500
	$5,500

	Total:
	$38,500
	$48,500
	$60,500
	$51,500
	$51,500
	$250,500


	
	Initial Staff Hour Estimate

	Goal
	Annual Cost
	Cumulative

[5 Years]

	
	10/06–9/07
	10/07–9/08
	10/08–9/09
	10/09–9/10
	10/10 – 9/11
	        Total

	1
	0
	0
	200
	200
	200
	600

	2
	600
	600
	1,000
	1,000
	1,000
	4200

	3
	900
	1,300
	1,500
	1,500
	1,500
	6,700

	4
	0
	200
	200
	400
	400
	1,200

	Total:
	1,500
	2,100
	2,900
	3,100
	3,100
	12,700


	
	Initial Volunteer Hour Estimate

	Goal
	Annual Cost
	Cumulative

[5 Years]

	
	10/06–9/07
	10/07–9/08
	10/08–9/09
	10/09–9/10
	10/10 – 9/11
	        Total

	1
	0
	200
	1,000
	1,000
	1,000
	3,200

	2
	1,600
	1,500
	2,200
	1,900
	1,900
	9,100

	3
	800
	1,200
	2,200
	2,200
	2,200
	8,600

	4
	0
	600
	2,400
	2,600
	2,600
	8,200

	Total:
	2,400
	3,500
	7,800
	7,700
	7,700
	29,100


6. Year One (2006 – 2007):

Reviewing the tasks assigned in Year One’s first quarter, there is a distinct sense of enhancing and improving from within.  The focus is on safe congregations -- in spirit and environment -- increased music offerings and ‘family night’ programs.  Later in the first year, the congregation is invited to expand their understanding of the world around them with programs dedicated to the environment, social issues and personal growth. 

Summary of unfolding events: 
Family night programs every other month





Safe Congregation Workshops





Increase high quality music presentation to twice monthly





Annual Five-Year Plan evaluation by follow-on group





Issue plan for higher level of building code compliance





Increase environmental emphasis program





Social Awareness program twice yearly





Issue 10-year House and Ground Depreciation Plan





Sustain high-interest adult education program

7. Year Two (2007-2008):

The second year features a mix of activities, but now the interest expands to the community outside the church walls.  Surveys of inactive members are begun, and the youth are invited to form relationships beyond Accotink, as are the adults in the form of bonding with other northern Virginia UU churches.  Accotink’s involvement with public events begins to surface in the second and third quarters, while the fourth quarter has a follow-on task to the survey begun earlier.

Summary of unfolding events:
AUUC youth to launch inter-church Activity





Inactive AUUC participant evaluation





Involve all in small group ministry initiative





Focus on community involvement beyond AUUC inner circle





Develop inter-church UU cluster program





Initiate congregational ministry skill enhancement program





AUUC hosts outreach events to ‘kindred spirits’





Board of Trustees participate in high-level training





AUUC Committees develop succession plans





Active AUUC participant evaluation

The only way of finding the limits of the possible is by going beyond them into the impossible.
Arthur C. Clarke
8. Year Three (2008-2009):

The church begins to intensify training at all levels so that a growing religious community can satisfy the member’s varied spiritual needs.  Workshops and district-led leadership training is taking on more pronounced levels of importance.  And the congregation is committing itself to ramping up the involvement of new members in church life so they become active and fully invested in the general welfare of this spiritual community.

9. Years Four and Five plus:

In this time frame, there is a movement to align the church’s purchasing policy with the UU principles and to reach far outside even the borders of the neighboring community by exploring the potential for an interfaith alliance or ecumenical council.   Concurrently, tasks with multi-year time frames begin to come to closure and the congregation needs to assess whether the combination of goal and task was a) successful and b) worthwhile.  The bulk of this vision work identified in the early part of the decade is coming to a close in this time span.  Reevaluation, which up to now may have been less structured, must now become a formal function and decisions made with regard to overall direction and success in sustaining the commitment to these goal and objectives.

10. Concluding Statement:

For the past few years, the Accotink Unitarian Universalist Church has seemed to be searching for a purpose.  Should we remain a relatively small knot of very dedicated individuals deeply involved with increasing the quality of life for those within our circle?  Alternatively, should we dedicate ourselves to growth and, if so, what would that growth lead to in terms of our spiritual development? How does our faith call us to live and can that be done in the confines of our sanctuary?  We fulfilled a primary task of all good UUs – we asked a question.

Now, with this statement of mission and vision we now have an answer.  We have set goals that are worthy of our faith tradition.  They are goals that seem to balance our need for peace within the sanctuary and activism in the surrounding community.  This vision will bring us to a higher plane if we live with conviction.

 It is important that we understand that while this is an answer, it is not the answer.  Time and circumstance may require that we change paths.  But until such time, we have a mutually agreed upon course, and it is bold, and it is challenging, and it is exciting.  With it, we will go confidently in the direction of our dreams to live the life we’ve imagined.

�   This table does not include the cost of additional staff
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