
First Unitarian Church of Orlando 
Developmental Plan for 1U – November 27, 2012 

A Joint Vision of the Board of Trustees and Program Coordinating Team (PCT) 
 
As 1U begins a strategic planning process, it seems appropriate to create a starting document with a view 

of the next few years. This document is a joint effort of the Board of Trustees and Program Coordinating 

Team (PCT). The group started with annual documents that the Minister/Chief of Staff maintains, which 

lay out her understanding of plans and priorities for 1U for the coming year. Additionally, the group 

included assumptions about the overall direction of the congregation. For example, there are some things 

that the group feels the congregation has already agreed on but that are not formally documented 

anywhere. This document attempts to share these assumptions with the paid staff, lay leaders, and 

congregation so that any disconnects can be identified sooner rather than later in the planning process. 

 

After stating some givens and assumption, the document is organized in such a way as to reflect the 

organizational structure adopted July 1, 2011. (Based on the model presented in Governance and Ministry: 

Rethinking Board Leadership by Dan Hotchkiss) 

 

Guiding Statements and Assumptions 
 

Mission Statement 

(Previously in use and reaffirmed at the Our Mission, Our Vision event on October 14, 2012) 

The mission of the First Unitarian Church of Orlando is to exemplify liberal religion in Central 

Florida with a commitment to lifelong spiritual growth and compassionate service to the 

community. 

 

1U’s Self Description 

(Created during the Ministerial Search and reaffirmed at the Our Mission, Our Vision event on October 14, 2012) 

The congregation sees itself as 

 Welcoming, Caring, Inspirational, and Liberal 

and wishes to move toward seeing itself as 

 Inspirational, Transformative, Vibrant, and Committed 

 

The Mission Priorities 

(Originally chosen in during the Interim period and modified at the Our Mission, Our Vision event on October 14, 2012) 

 Empower and Engage our Children & Youth 

 Affirm the Faith (Share Our Good News) 

 Social Justice (or Promote Justice) (this includes the previous priority of Protect The Earth) 

 Fellowship (or Enjoy Fellowship) 

 

Assumptions 

A1: The congregation would like the 1U campus to continue to be a meeting place for Central 

Florida’s progressive community. 

A2: Any capital/building campaign would allow for numerical membership growth but not require it. 

A3: Because it was called out in the Congregational Record and other information included in the 

Search Packet provided during the search process, it is the minister’s assumption that 

congregation desires her assistance in continuing the journey from a pastoral church to a program 

church. 



A4: The congregation wishes to be a full service congregation providing the “normal” things a 

congregation, particularly a UU congregation, typically provides. This includes worship, life span 

faith development, and outreach to the larger world, in addition to caring for the members of the 

congregation itself. 

 

Governance 
 

The following assumes some understanding of the organizational structure that 1U has been operating under 

since July 1, 2011. Current organizational charts can be found on the Members Section (requires log in) of the 

1U website (orlandouu.org). Under File Downloads, see Governance  Organizational Charts. The 

documents are titled: 1U Pilot Structure – Detail and 1U Pilot Structure – Big Picture.  

 

The Congregation / Members / Congregational Meetings 

Congregation members act in a governing role when they participate in congregational meetings. Because 

members may find themselves operating alternately in governance, discernment and strategy, and program 

roles, it will be important for them to learn to recognize which hat they are wearing and what 

responsibilities go with which hat.  

 

G1: There is work to be done in ensuring that all members understand the roles and responsibilities 

under the organizational structure. 

 

Board of Trustees 

The Board has adapted well to the new governance structure and now must continue to grow into its new 

role with responsibility for mission and vision, macro-management (policy), and fiduciary concerns.  It has 

reduced in size by eliminating the position of vice-president a reducing the number of trustees from a 

possible of 6 down to 4. The on-going challenge will be demonstrating the discipline to stay focused on 

these responsibilities and to keep the related documents and policies up-to-date.  

 

G2: A review of the “new” organizational structure, overseen by the Board, within the next year would 

be helpful. See Recommendation #5 in the UUA Stewardship Consult Report. 

 

At the current time, the Board is overseeing the congregational response to the report of the UUA 

Stewardship Consultant from May 2012. Much of this work, while overseen by the Board, falls in the 

Discernment and Strategy arena. (The Consultant’s report along with a summary of it and the Board 

planned response can be found on the Members Section (requires log in) of the 1U website 

(orlandouu.org). Under File Downloads, see Planning Documents: Discernment and Strategy. The 

documents are titled:  Assessment Visit Report – May 2012 and Summary of Assessment Report and Board 

Plan of Action. 

 

G3: When considering adding items to the congregation’s plate, it is important to be mindful of the 

commitments the Board already has in managing the response to this UUA Stewardship 

Consultant’s report. 

 

Personnel Committee 

At present, the Personnel Committee is the only standing Board Committee. It assists the Board in caring 

out the Board’s fiduciary responsibility with regard to the congregation’s paid staff. 

 



Board Task Forces 

Board Task Forces operate on behalf of the Board strictly within the governance arena. At present, there is 

only one Board Task Force operating: 

 Legacy Task Force (created from the Past Presidents Council)  

 

G4: The Legacy Task Force made several recommendations to the Board that will require follow up of 

differing magnitude (creating of a rites of passage book, creation of a gift recognition policy, 

possible updates to the Memorial Garden). 

  

Note: Task forces appointed by and reporting to the Board operating in the Discernment & Strategy arena 

are listed in that section of this document. 

 

In the 2010-2011 Program-Year, three task forces were appointed: 

Governance Task Force 

Document task Force 

Centennial Task Force 

 

In the 2011-2012 Program-Year, two task forces were appointed:  

Healthy Relations Task Force 

Personnel Policy Task Force 

 

Other Governance Bodies 

The Nominating Committee is defined by the by-laws and is tasked with finding nominees for the Board 

of Trustees as needed. It is independent of the Board and accountable to the congregation. 

 

The Endowment Board is governed by its governing documents. The report of the UUA Stewardship 

Consultant contained information for this group to consider. They were made aware of this when Rev. 

Kathy met with them in November 2012.  

 

Discernment & Strategy 
 

Committee on Ministry (Discernment) 

This group, which functions as process observers for the congregation, is fully staffed and operating on 

accordance with its charter. 

 

Healthy Relations Committee (Discernment) 

This group, which educates the congregation about healthy relationships and manages congregational 

conflict, is newly staff but has yet to meet. The Minister currently holds responsibility for convening it. (It 

was delayed because of participant scheduling and pastoral issues.) Its charter is in place with an 

outstanding question about the management of potentially confidential issues. This may require a period of 

study or new task force. 

 

D&S1: The newly created Healthy Relations Committee has yet to meet and will need time to come up to 

speed. Additionally, they may make, or recommend, a study of the management of confidentiality in 

congregational life (not because there is a problem but because interesting questions have arisen 

during policy development.) 

 



 

Finance Committee / Budget Task Force (Strategy) 

In recent years, there has not been a standing Finance Committee. Instead, a Budget Task Force has been 

convened by the Treasurer annually. The report of UUA Stewardship Consultant’s report expressed 

concerns about the current model. The Board plans to revisit that recommendation after higher priority 

recommendations have been addressed.  

 

D&S2: The question of whether to have a standing Finance Committee or a Budget Task Force remains to 

be addressed. 

 

Strategic Planning Task Force (Strategy) 

A seven-person task force was appointed and began meeting in October 2012 and is expected to make a 

report to the Board and Congregation in the March timeframe. The UUA Stewardship Consultant’s report 

contained recommendations about this process.  

 

There is some discernment still underway about the exact task being undertaken. The Task Force was 

commissioned at a Congregational Meeting on November 11, 2012. They have input based on various 

Board led conversations over the last two years as well as the output of  an Our Mission, Our Vision 

session held on October 14, 2012 and a major Building Assessment still being completed by our 

Infrastructure Network (Program side) 

 

Stewardship Committee (Strategy) 

In order to address a recommendation in the UUA Stewardship Consultant’s report concerning deficits in 

the congregation’s “culture of stewardship,” possible creation of this committee is still being worked out. 

The Board had an extended conversation about the “stewardship culture” of the congregation at its 

regularly scheduled November 2012 meeting. Now the Treasurer will convene a meeting of several people 

who are willing to serve. The minister will attend. 

 

D&S3: The work of improving the congregation “culture of stewardship” cannot ultimately be delegated 

to a committee. It will require time and commitment from congregational leaders and members. 

 

Budget Drive Task Force (not on current org chart) (Strategy) 

Co-chairs for the 2013 Budget Drive have been identified. The Treasurer, President, and Minister, will 

meet with them in early December for a preliminary meeting. 

 

D&S4: As it is a new model, the exact relationship between the Budget Drive Task Force and the 

Stewardship Committee remains to be worked out. 

 

Programs 
 

Program Coordinating Team (PCT) 

The Program Coordinating Team is in its second year. Three members continued from the first year. One 

first year member retired and a new person has taken that role. In addition, someone has taken on of the 2 

positions that were vacant during the first year of operation. The sixth position remains unfilled. 

 



The PCT is still evolving its role. There is a charter. It would be good to evaluate which roles are working 

well and which need more attention. 

 

Perhaps a logistics person would be helpful. This role could be taken on (or divided up) by existing PCT 

members but it really is beyond what they signed up for and not in keeping with the goal of keeping 

volunteer roles manageable. 

 

Clarifying the structure of the Program arena and how to use/navigate it is a priority. 

 

The UUA Stewardship Consultant’s recommendation regarding capacity building is an appropriate topic 

to discuss here. 

 

P1: There is still a lot of opportunity for organic or organizational growth within the new 

organizational structure. As we are still growing into it, it will be at least summer of 2013 before 

we can really see if major changes to the model are needed. Volunteer and opportunity 

management and Leadership Development are big parts of what still needs to be developed. In 

addition, the creation of procedure and a Program Procedure Handbook is pending. 

 

Part of the role of the PCT is to work at building capacity and support and encourage engagement in all 

areas of congregational life. Small-group ministries are integral to keeping members connected and 

engaged. 

 

Worship & Music Network 

The Mission Priorities of Affirming the Faith and Empower and Engage our Children & Youth are of 

particular focus in this network. 

 

We are in the process of forming a new Worship Creation Team that will combine Worship Associates, 

Music, and Drama. A Service Manager (like a stage director) and the use of collaboration technology are 

also envisioned. 

 

P2: It will take time and energy for the new Worship Creation Team to evolve. 

 

The Audio-Visual team has been very busy of the last year. They have work pending to finalize the 

installation of the screen in the sanctuary and then will need to consider light shielding to make the screen 

more usable. They also aspire to additional acoustic upgrades.  Also, additional Sunday morning staffing is 

needed in the AV booth. 

 

There may be a need to refine or clarify the role of Ushers to make team management, well, more 

manageable. 

 

Open Questions: 

 

Q1: Do we want to add another service during the week or month? What would its purpose / audience / 

style be? 

Q2: Do we want to stream video in a way that would enable a satellite worship experience? 



Q3: What do we think about the attendance differential at the two services? Do we need to take action 

to increase attendance at the first service? Should the two services remain exact mirrors of each 

other? Etc. 

 

Recent additions to the Music Staff are still working their way into a team. 

 

Q4: How can we ensure the continuation of a strong and diverse music program? 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: Choir, A Cordia, Tuesday Nite Band, A/V Team, Drama Team, 

Worship Associates, Harmony Sisters, Children’s Choir 

 

Lifespan Faith Development Network 

The Mission Priorities of Empower and Engage our Children & Youth and Affirming the Faith are of 

particular focus in this network. 

 

P3: We have an opportunity for maturational growth as members, new and long term, develop the 

ability to more clearly and comfortably speak about UU, 1U, and their personal faith. 

P4: Although we have a robust program of adult offerings on Sunday morning, we are understaffed in 

the area of leadership and coordination of these programs. 

P5: In the area of children’s program there are several programs not in operation that need to be 

considered. These include Coming of Age, a Preschool Religious Education class, and an infant 

nursery. 

 

Open Questions: 

 

Q5: What size could we be without needing more space, particularly with regard to having all children 

in a class on Sunday morning? (Example: A healthy congregation of 500 members might be 

expected to have 250 children enrolled in its programming.  If classes could be held during both 

Sunday morning services, we would need theoretically to be able to accommodate 125 children at 

each. I believe that, in reality, attendance in children’s programs typically tends to run at about 

half of registration. We may wish to get more up-to-date estimates.) 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: Meditation Group, Mystic Grove, Class Series, Francis  Dávid 

Café, Parent groups, Christian/Jewish/Humanist groups, Yoga, Book Discussion Group 

 

Member Ministry Network 

The Mission Priority of Fellowship is of particular focus in this network. 

 

We have a strong program for moving helping people move from visitor to new member. 

 

We are in the process of creating a program to support people after they have become members. We have a 

well-functioning, though short staffed, social hour team. Revamped Covenant groups have been in place 

since March 2012. Training for a new Pastoral Associates program is scheduled for December 2012. Talks 

have begun about a Culinary Hospitality Team to support fellowship and other activities.  

 

P6: Programs currently in development in the Member Ministry area will take time and attention to 

grow into successful, thriving programs. 



P7: People across the generations regularly express a desire for us to have successful Young Adult 

programming and outreach. 

P8: There is a lot of interest in a robust member database. There is currently no owner for this. 

P9: As the congregation moves more into functioning as a Program Church, a Pastoral Associates 

Team will be created. There will likely be some growth in the congregation’s understanding of the 

minister’s role in Pastoral Care as the minister shifts to more of a supervisory role. 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: Midlife Couples Group, Dinner with Friends, Karaoke, Covenant 

Groups, Black Cat Café, Young Adult group, Singles group, RUUM (Retired Men), Women’s 

Group, Gay Men’s Discussion Group 

 

Outreach Network 

The Mission Priorities of Social Justice and Affirming the Faith are of particular focus in this network. 

 

A great deal happens in this area given the lack of formal structure.  There is a real opportunity to 

strengthen this programming and build on the good work being done by passionate individuals. One 

obvious area is that we need liaisons to several UU or community groups. Although those involved have 

become more discerning, a stronger structure would also increase our ability to set priorities and make 

intentional choices about our involvement. 

 

P10: It will be difficult to increase outreach programming until we develop structures to support the 

programming already in place. 

 

P11: Because of its central location, 1U can become the hub for UU development opportunities, like 

Leadership Training, for the state. 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: The Alliance, Community Garden, community service 

opportunities, Social Justice events (including public witness) 

 

Infrastructure 

The Mission Priority of Social Justice is of particular focus in this network. 

 

The major activities in this area have been in the area of Buildings & grounds which continues to host its 

monthly Campus Tending Days.  Members of this network have also been very involved in the Building 

Assessment process. The future of their work in greatly dependant on the decisions made by the 

congregation over the next year. 

 

P12: Still pending is working out systems related to program finances. Do we need an assistant 

treasurer? How are requests for fund, reporting, and budgeting handled? 

P13: Some questions that were open about risk management, security, and emergency planning when 

the new structure was begun still need attention. Some of these were temporarily kept on the 

Board’s plate, but the intention was to move them to the Program side. 

P14: A Technology Team to be developed would manage the growing technology infrastructure across 

the campus and programs. 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: Campus Tenders, Technology Team 



 

Communications 

The Mission Priority of Affirming the Faith is of particular focus in this network. 

 

While many traditional systems are working fine we are experiencing increasing pressure from developing 

technologies.   

 

P15: We need to develop a new website. A plan is in development. 

P16: We need a larger team and more flexible systems for managing electronic communications. 

P17: Although not pressing at this moment, we need a more agile approach to public relations. 

P18: General communication issues noted in the UUA Stewardship Consultant’s Report need to be 

addressed. 

P19: A proposed project to revamp the Gore Hall foyer is currently pending. While it is being driven by 

the Member Ministry Network because of the potential benefits with regard to guest, the hope is 

that it would improve communication opportunities in the space. 

Q6: At what point do we “sunset” the Oracle, monthly newsletter? 

 

POSSIBLE SMALL GROUP OPPORTUNITIES: Development of opportunities to connect online, to be 

determined. 

 

Other 
 

The minister is over-functioning because of having one foot in the old model, one in the new, plus needing 

to help manage the transition. This is a potential burnout issue. The minister is also becoming a bottleneck 

and impeding progress, especially in projects that might ultimately help to reduce her workload. 

 

Open Questions 

Q7: Do we want an intern? The current plan is to have one in the 2014-2015 church year. Some people 

want an intern to fill a need within the congregation such as young adult or social justice 

programming. This is not generally recommended as it is counter to the typical goals of an 

internship.  Also, both of the areas mentioned benefit from more continuity than an intern could 

provide. Note that the hiring of an intern will necessitate the creation of the Teaching Committee. 

Q8: Do we want additional staff? Possible positions that have been mentioned include: 

 A membership coordinator 

 A volunteer coordinator 

 A communications director 

 A program administrator 

 Web Designer, AV/tech person 

And, in their dreams, associate ministers of worship, education, pastoral care, and 

outreach. 

 



Summary of Assumptions & Open Issues 
 

Assumptions 

A1: The congregation would like the 1U campus to continue to be a meeting place for Central 

Florida’s progressive community. 

A2: Any capital/building campaign would allow for numerical membership growth but not require it. 

A3: Because it was called out in the Congregational Record and other information included in the 

Search Packet provided during the search process, it is the minister’s assumption that 

congregation desires her assistance in continuing the journey from a pastoral church to a program 

church. 

A4: The congregation wishes to be a full service congregation providing the “normal” things a 

congregation, particularly a UU congregation, typically provides. This includes worship, life span 

faith development, and outreach to the larger world, in addition to caring for the members of the 

congregation itself. 

 

Planned or Pending for Governance 

G1: There is work to be done in ensuring that all members understand the roles and responsibilities 

under the organizational structure. 

G2: A review of the “new” organizational structure, overseen by the Board, within the next year would 

be helpful. See Recommendation #5 in the UUA Stewardship Consult Report. 

G3: When considering adding items to the congregation’s plate, it is important to be mindful of the 

commitments the Board already has in managing the response to this UUA Stewardship 

Consultant’s report. 

G4: The Legacy Task Force made several recommendations to the Board that will require follow up of 

differing magnitude (creating of a rites of passage book, creation of a gift recognition policy, 

possible updates to the Memorial Garden). 

 

Planned or Pending for Discernment & Strategy 

D&S1: The newly created Healthy Relations Committee has yet to meet and will need time to come up to 

speed. Additionally, they may make, or recommend, a study of the management of confidentiality in 

congregational life (not because there is a problem but because interesting questions have arisen 

during policy development.) 

D&S2: The question of whether to have a standing Finance Committee or a Budget Task Force remains to 

be addressed. 

D&S3: The work of improving the congregation “culture of stewardship” cannot ultimately be delegated 

to a committee. It will require time and commitment from congregational leaders and members. 

D&S4: As it is a new model, the exact relationship between the Budget Drive Task Force and the 

Stewardship Committee remains to be worked out. 

 

Planned or Pending for Programs 



P1: There is still a lot of opportunity for organic or organizational growth within the new 

organizational structure. As we are still growing into it, it will be at least summer of 2013 before 

we can really see if major changes to the model are needed. Volunteer and opportunity 

management are a big part of what still needs to be developed. In addition, the creation of 

procedure and a Program Procedure Handbook is pending. 

P2: It will take time and energy for the new Worship Creation Team to evolve. 

P3: We have an opportunity for maturational growth as members, new and long term, develop the 

ability to more clearly and comfortably speak about UU, 1U, and their personal faith. 

P4: Although we have a robust program of adult offerings on Sunday morning, we are understaffed in 

the area of leadership and coordination of these programs. 

P5: In the area of children’s program there are several programs not in operation that need to be 

considered. These include Coming of Age, a Preschool Religious Education class, and an infant 

nursery. 

P6: Programs currently in development in the Member Ministry area will take time and attention to 

grow into successful, thriving programs. 

P7: People across the generations regularly express a desire for us to have successful Young Adult 

programming and outreach. 

P8: There is a lot of interest in a robust member database. There is currently no owner for this. 

P9: As the congregation moves more into functioning as a Program Church, a Pastoral Associates 

Team will be created. There will likely be some growth in the congregation’s understanding of the 

minister’s role in Pastoral Care as the minister shifts to more of a supervisory role. 

P10: It will be difficult to increase outreach programming until we develop structures to support the 

programming already in place. 

P11: Because of its central location, 1U can become the hub for UU development opportunities, like 

Leadership Training, for the state. 

P12: Still pending is working out systems related to program finances. Do we need an assistant 

treasurer? How are requests for fund, reporting, and budgeting handled? 

P13: Some questions that were open about risk management, security, and emergency planning when 

the new structure was begun still need attention. Some of these were temporarily kept on the 

Board’s plate, but the intention was to move them to the Program side. 

P14: A Technology Team to be developed would manage the growing technology infrastructure across 

the campus and programs. 

P15: We need to develop a new website. A plan is in development. 

P16: We need a larger team and more flexible systems for managing electronic communications. 

P17: Although not pressing at this moment, we need a more agile approach to public relations. 

P18: General communication issues noted in the UUA Stewardship Consultant’s Report need to be 

addressed. 

P19: A proposed project to revamp the Gore Hall foyer is currently pending. While it is being driven by 

the Member Ministry Network because of the potential benefits with regard to guest, the hope is 

that it would improve communication opportunities in the space. 



 

Questions 

Q1: Do we want to add another service during the week or month? What would its purpose / audience / 

style be? 

Q2: Do we want to stream video in a way that would enable a satellite worship experience? 

Q3: How can we ensure the continuation of a strong and diverse music program? 

Q4: What size could we be without needing more space, particularly with regard to having all children 

in a class on Sunday morning? (Example: A healthy congregation of 500 members would expect to 

have 250 children enrolled in its programming.  If classes could be held during both Sunday 

morning services, we would need theoretically to be able to accommodate 125 children at each. I 

believe that, in reality, attendance in children’s programs typically tends to run at about half of 

registration. We may wish to get more up-to-date estimates.) 

Q5: Note that nothing in the Congregational Record/Packet says the congregation considers Pastoral 

Care a priority for the minister. Is this really true? The rating numbers in the record seem to 

support that. How to we make sure expectations match reality? 

Q6: At what point do we “sunset” the Oracle, monthly newsletter? 

Q7: Do we want an intern? The current plan is to have one in the 2014-2015 church year. Some people 

want an intern to fill a need within the congregation such as young adult or social justice 

programming. This is not generally recommended as it is counter to the typical goals of an 

internship.  Also, both of the areas mentioned benefit from more continuity than an intern could 

provide. Note that the hiring of an intern will necessitate the creation of the Teaching Committee. 

Q8: Do we want additional staff? Possible positions that have been mentioned include: 

 A membership coordinator 

 A volunteer coordinator 

 A communications director 

 A program administrator 

 Web Designer, AV/tech person 

And, in their dreams, associate ministers of worship, education, pastoral care, and 

outreach. 


