Roots and
WINGS

Report and
Recommendations

May, 2016

The Future Isn’t What It Used to Be: Reflections From 2022
In this, our seventieth year, inspiring and diverse worship services now happen not just on Sundays, but during
the week, too. A young adult service alternates between Chalice House and the University of Maryland. A
monthly Saturday service featuring the Cedar Lane garage band attracts a diverse youthful crowd.

RE is now truly Lifespan Religious Education -- with engaging offerings for all ages, connecting heads, hearts
and hands. Everyone from child to elder now seems to have a deeper understanding of Unitarian
Universalism.

Forum’s expanded and dynamic monthly Sunday afternoon series is drawing larger audiences to Cedar Lane,
exposing new people to our faith and values. Quite a few have become members.

Cedar Lane’s commitment to social justice is stronger than ever. Over the last decade, we have become more
focused and are well known for our public and active commitment to justice and civil rights for all, interfaith
cooperation, immigration reform, and the environment. We ventured beyond our comfort levels and are now
in true relationship with the communities around us, joining with others to do this important work.

The spaces in our renovated buildings now work so much better for nurturing community and accommodating
our vibrant outreach and social justice activities.

With greater alignment around our Vision and Mission, ministry teams now have clearer purpose and make a
bigger difference. Leadership development is intentional and ongoing, nurturing new leaders of all ages.

We are now a noticeably more multicultural congregation, drawing interfaith and multi-racial families in
greater numbers.

Perhaps most striking is that the spirit of Cedar Lane is now one of optimism and conviction. Having a
growing, more dynamic congregation has also led to the greater generosity that supports our vital work.

Now, as we enter our 70th year, Cedar Lane is truly a vibrant and joyous liberal religious congregation, full of
justice-seeking people of all ages. We find inspiration and compassionate support from one another. We gain
strength by living our shared values and serving in solidarity with others. That vision statement from 2016
isn’t just on tee shirts: it is our truth. Cedar Lane really has become “a community where love works.”

May it be so.
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Introduction
This document is the result of an unprecedented level of congregational engagement. Many, many members
and friends have given generously of their time, reaching into their hearts to share hopes, history, concerns,
frustrations, ideas -- and, most particularly, their fervent belief that Cedar Lane is ready to meet the future.
It began when the Board made its top priority for 2015-16 to engage the congregation around the future and
tasked a newly created Strategic Direction Team to do so on its behalf.
The result is ROOTS AND WINGS: THE VISION 2020 REPORT AND RECOMMENDATIONS. A bold vision to guide
our mission, and a set of lenses -- Strategic Directions -- to give intentionality to our path forward.
At the Annual Meeting on May 22, 2016 the Congregation will vote on adopting the Vision / Mission /
Strategic Directions. In doing so, the Congregation will be choosing to change. Not to abandon the church we
know and love, but to begin a process of renewal intended to restore the vitality that powered our founders
nearly seven decades ago.
During 2015 - 2016 the Cedar Lane community has been engaged in discernment. We have articulated our
hopes and passions for what we want to become, how we want to do church, the difference we want to make
in people’s lives and in our troubled world. Nearly half of our members and friends have participated; nearly
all of our leaders -- Board members, ministry team leaders, volunteers and staff -- have directly contributed to
these conversations (See Appendix for a full description of the outreach process).
In addition to this exceptional level of congregational engagement, the Vision 2020 Team has looked beyond
our campus to examine the environment in which institutional religion, particularly brick and mortar churches,
operate in an era of “nones”-- those who are “spiritual but not religious.”

The Challenge for Institutional Religion
Most brick and mortar churches, no matter the denomination, were built in a time when going to church was
what most people did on Sunday morning, and many did on Wednesday nights, too. Belonging to a church
was an accepted norm for middle-class families. This was the case with Unitarian Universalist churches as
well.
Following World War Two, the baby boom’s ripples fueled the growth of suburbs, schools and churches. All
Souls Church Unitarian in Washington DC was thriving. Under the leadership of their charismatic minister A.
Powell Davies, All Souls helped to launch suburban UU congregations in Arlington and Montgomery County to
serve the growing number of young families moving to new subdivisions. Meeting at first at the Chevy Chase
Women’s Club where they listened to A. Powell Davies’ All Souls sermons via telephone and loudspeaker, the
Montgomery congregation was growing and soon decided it was time to build their own church. Leaders
found a choice wooded site at Cedar Lane and Beach Drive, next to Rock Creek Park. In 1955 architects Keyes,
Lethbridge and Condon were retained, with noted architect Pietro Belluschi as lead designer. The original plan
envisioned a facility for 600 - 700 members, including a fellowship hall and a large sanctuary. A capital
campaign for phase one, the fellowship hall, classrooms and offices, was successful and in 1958 the
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congregation moved into the building, using the fellowship space as the sanctuary. Over the years, the chapel
wing was added, but the separate sanctuary was never constructed.
In those years enrollment in religious education was booming -- 800 students and a waiting list. Sophia Lyon
Fahs, a lay leader, was ordained by the congregation in 1959 in recognition of her exemplary role in religious
education, for at Cedar Lane she had developed the materials most UU congregations used for years in their
religious education programs.
In the years since its founding, Cedar Lane has experienced periods of great vitality. It became known for its
thriving religious education programs, and for social activism -- especially during the Viet Nam War period,
when Cedar Lane hosted the area’s largest coffee house, with music, poetry and readings that drew youth and
young adults from around Montgomery County.
But as in most churches, there have been underlying bumps along the way. Leadership ups and downs,
stewardship campaigns that struggled to cover operating budgets, retirement of beloved ministers, the
constraints of a governance structure that inhibited long range thinking, too little evaluation of programs that
may have exceeded their shelf life. Insufficient courage to take more risks.
Cedar Lane’s experience is fairly representative of many congregations in nearly all mainline denominations.
No longer is belonging to a church the default setting in our culture. For over a decade, membership rolls and
worship attendance at mainline churches have been steeply declining. This phenomenon has hit UU
congregations, though at a much less dramatic rate. Many UU congregations are aging as newcomers
diminish in numbers. In fact, our future is already being shaped by Millennials, those born 1980 - 2000, most
of whom are now young adults. “Millennials don’t often
see churches as relevant or helpful institutions,” says
Carey McDonald, Director of Outreach at the Unitarian
Universalist Association (UUA), who has been exploring
the implications for our UU congregations. “When I look
at religion in America, I see a fluid religious marketplace
driven by the preferences of Millennials, a more liberal
and diverse generation than their parents, who are
disenchanted with traditional forms of religion but still
open to new experiences that meet their spiritual
needs.” But McDonald also notes that unlike other
mainline denominations, nearly 90% of UUs are converts
-- they grew up in other denominations. Many of our
members have chosen to become UUs because our faith
tradition is more welcoming of difference, more
accepting of sexuality, and more actively engaged in
social justice. All of these values track with those of
Millennials and Gen Xers, a number of whom are
searching for spirituality.
Cedar Lane’s own Millennials participated in Vision 2020
McDonald’s passion is to help congregations evolve to meet the challenges of this new world of “nones,”
those who are unchurched. He encourages congregations to focus on providing high quality spiritual
experiences, on becoming dynamic mission-driven organizations, with streamlined lay and professional
leadership, actively doing public witness and social justice work, and offering multigenerational and
multicultural community. He advises leaders to make it easy to participate in church in many different ways.
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Characteristics of Thriving Churches
Since nearly all mainline congregations, Unitarian Universalist churches included, have been impacted by
these major changes, much attention has been given to ways in which churches can adapt to meet the
challenges of the new. Numerous publications have tracked promising efforts, or offer advice to
congregations struggling to find new ways of operating. Among the most useful of these for Vision 2020 is the
work of Thom S. Rainer and Eric Geiger, two ministers who have led growing, vibrant congregations. Their
research involved an extensive survey of some 800 churches, seeking to understand how they encouraged
deeper development of faith and community. The survey revealed strong patterns that confirmed major
differences between “vibrant churches” and those they termed “comparison churches.” Though most, if not
all the churches in their sample were Christian, the applicability of much of their learning is directly applicable
to Unitarian Universalist congregations, too.
Rainer and Geiger’s book, Simple Church, has become a
best seller and is now in its third edition. The chief
finding is that churches that simplify the path to
achieving deeper faith and engagement have
experienced steady expansion of vitality, growth in
membership and volunteer involvement. Simplification
is achieved around mission. In a mission-based church,
everything -- whether in religious education, social
justice, pastoral care or worship -- is aligned with the
church’s mission. This enables greater focus and clarity.
Mission-based churches differ from program-based
churches. The latter are characterized by a wide range
of programming and activities, some with little relation
to the central mission or purpose. It can be hard to tell
the difference sometimes between a program-based
church and a community college or senior center. Long
established programs are seldom examined as new
activities are added, further stretching limited resources.
In contrast, programming and activities at mission-based
churches are intentionally linked to the congregation’s
mission, which generally means a rich offering of
opportunities for deepening understanding of the
denomination’s faith tradition and one’s own beliefs and
spiritual journey. In this way, mission-based churches
recognize the differing needs of everyone from
newcomers to deeply committed congregational leaders.

Advice From Vibrant Mission-based Churches
Intentional Movement: Have a defined process
for moving a person from entry to spiritual
maturity. Build in opportunities for people to be
transformed. Without movement, programs are
an end in themselves.
Clarity: Provide clear next steps for moving
newcomers along.
Strategic Programming: If there are programs
that do not fit into your process, eliminate them.
Order the sequence of programs to deepen faith
and community.
Focus on Relationships: Create short-term
steps, such as having everyone join a small
group for 6 weeks. Connect people to groups.
Action Plans: Develop and follow an action plan
for every ministry team and department.
Increase Understanding: When people
understand the process, they are able to
embrace it personally and bring others through it.
Keep it Top of Mind: Don’t just unveil a vision
for the how, then bury it among other things.
Discuss. Revise. Discard. Try again.

Their community building activities are also related to mission, bringing members into deeper connection with
one another and with the church.
Churches that are program-based can make the transition and redefine themselves around their mission,
when there is consensus around a strong vision and mission -- and where there is the will to make the changes
required to become a thriving church in challenging times.
3

How Cedar Lane Stacks Up
Cedar Lane has extraordinary assets:


Among Cedar Lane’s most valuable strengths is its history of dedication and love. Its leaders and members
are deeply loyal and supportive, giving generously of their time and talent.



Though smaller in numbers than a decade ago, Cedar Lane remains a large congregation and has
experienced less membership loss than most churches.



From the outset, Cedar Lane has shown a strong commitment to children and youth, and created a
reputation for pioneering religious education.



There’s a strong desire to be more vibrant, more joyous, more impactful. This is evident in the
Breakthrough Task Force Report and in ministerial search packets, and has been strongly reconfirmed
through Vision 2020’s extensive outreach.



Ours is a beautiful campus with attractive buildings, surrounded by a population receptive to the UU
message.



Our dynamic, prophetic minister has built interfaith relationships throughout the area and is highly
networked within UU circles. Our leaders are committed to undertaking the changes required to extend
our reach into the world around us, to build stronger community linkages within, and to deepen our paths
to spiritual fulfillment.



We have a significant endowment and no debt.

Yet, with all these strengths, there’s been a general climate of caution and risk avoidance. A sense of penury
has impacted imagination. Lacking a culture of accountability, Cedar Lane has been coasting for too long.

“

“

What are we willing to risk for this faith?
What did someone else risk so that we could be here today?
When does the riskiest act become doing nothing at all?

The Future of Faith
Carey McDonald, Outreach Director, UUA, 2014
The Vision 2020 process has been positively received by the congregation -- especially its ministry team
leaders. Expectations are high that with consensus around vision and mission, and guided by Strategic
Directions, we will rise to the occasion and make constructive change happen.
The Vision 2020 Team shares that expectation.
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Vision and Mission
Vision describes the state of a desired future. Mission is the means to achieve it.
Cedar Lane has had a Mission Statement for a number of years: Explore the eternal, nurture community, build
a more just world. The Vision 2020 Team affirmed that statement’s continuing relevance.
But the Team asked congregants – and ourselves -- what Cedar Lane will it be like when we fulfill our mission?
That is: What is our vision? Sorting through the data and insights obtained from the Congregation, the Vision
2020 Team spent hours seeking the essence of people’s hopes. We reviewed scores of vision statements from
other congregations, other denominations. Finally, after several long work sessions, ours came together:

Cedar Lane Unitarian Universalist Church is a community where
love works. Together, we explore the eternal, nurture
community, and build a more just world. Together, we dare to
embody beloved community.
It may seem unusual to have a combined Vision /
Mission statement. The Team believes that joining the
two gave both added power, yet was “portable” enough
to become a memorable elevator speech about who we
are.
“A community where love works” has many meanings to
our members, as the Vision 2020 Team has learned in
subsequent focus groups with ministry teams. Here are
some responses: “Love is the opposite of fear.” “In a
world with so much hate speech, I’m proud to be part of
a community where love works.” “Love is at the heart of
our first principle.” “Works is an action word implying
acts of love, where love is succeeding.”

Lively discussion at the Vision 2020 Forum.

Beloved community is part of our UU heritage. The term was first given prominence by Rev. Dr. Martin Luther
King, Jr. in his Ware Lecture at the Unitarian Universalist General Assembly in 1966, and later incorporated
into his many speeches. In our vision / mission, the expression “dare to embody beloved community” conveys
that we are not there yet, but we are boldly committed to taking risks in actively pursuing it.
The proposed vision, when added to our mission, is a powerful statement about who we are at Cedar Lane
Unitarian Universalist Church.
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Strategic Direction
How might Cedar Lane best pursue our vision and undertake our mission? Drawing from the experiences of
vibrant congregations that have embraced a focus on their mission, the Vision 2020 Team framed four
statements as a set of Strategic Directions through which to assess our priorities. The Strategic Directions
provide intentional emphasis to support realignment towards our vision / mission. The four statements are
not prioritized, nor are they meant to be undertaken in sequence. Rather, they are to be considered a set of
lenses that can bring clarity and purpose to all of our work.
The four Strategic Directions are:


Reach out and engage persons along the entire spectrum of faithful relationships.



Focus our social justice work and increase its impact.



Offer a range of worship experiences that speak to a changing population.



Transform our spaces to better nurture community.

We’ll explore each of these in turn.

Reach Out and Engage Persons Along the Entire Spectrum of Faithful
Relationships
This statement is rooted in an analysis done by the UUA about who is in our pews, the stage of the evolution of
their belief systems and their sense of belonging to a community. The spectrum visually conveys the range.

Spectrum of Faithful Relationships
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On the left are the Curious -- those who may not yet identify in their beliefs as UU, but who may be seeking a
spiritual home for themselves or their family. They are likely finding us through the internet, giving added
emphasis to the importance of having an outward-facing, user-oriented website.
Next on the spectrum is Welcomed, those who arrive at our doors seeking to know us better, hoping to find
spiritual insight and community here. They may return several times, start to attend worship regularly, perhaps
experience a small group.
Connected is a category that includes those who become members, having formed relationships with us, and
signifying commitment to be part of our community.
Engaged includes those members who become active in the life of the congregation, perhaps teaching RE,
participating in an act of public witness, or taking a course.
Integrated describes our most committed members, who have generally been at Cedar Lane for years and who
accept leadership roles by serving on the Board or actively leading ministry teams. Much of the work of the
church falls on them.
Why is the spectrum so important? For several reasons,
chiefly because it is our future: according to UUA’s
research, for every 16 people in the Curious category, we
gain one person in the Integrated category. Roughly half
of those who experience us online will show up at our
doors. Roughly half of those will join; half of those will
become engaged, and so forth.
Where will our future leaders come from? How well are
we doing in converting Curious to Welcomed? To
Connected? How well do we encourage and make room
for new members to rise as leaders? These questions are
critical to the future of Cedar Lane. If we think of the
Ministry Team Leaders brainstorm how to provide
spectrum as a pipeline, even to maintain current levels
experiences for people across the spectrum.
of involvement we must increase the flow. Doing so will
take more than public relations and visibility, though that’s needed, too. We must deliberately offer
experiences that meet -- even exceed -- people’s needs.
Using the lens of the spectrum of faithful relationships, we must:
Provide meaningful experiences that engage children, youth and adults: from those in the
earliest stage of seeking a spiritual home, to those on the path to membership, to those who will
become our next lay leaders, as well as those who have long been deeply involved.
Align all ministry teams around our vision and mission, clarifying paths to deeper spiritual
connection and community engagement.
Using the lens of the spectrum, we must evaluate all of our programming around its relevance. Where we are
lacking, create new programming. To make room, shift resources -- staff and volunteer time and budget -away from programs that no longer best serve our vision and mission.
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Some of this work is already underway. In April, more than forty leaders from Cedar Lane’s Ministry Teams
spent a constructive Saturday morning with the Vision 2020 Team brainstorming together ways to begin
aligning our programming with our vision / mission, intentionally mindful of the spectrum.

“

“

It is really important that what comes out of this Vision
process produces visible changes within the next 12-18
months. Many of us are frustrated with delays.
Comment made by a participant
Vision 2020’s November, 2015 digital conversation

This work of aligning will continue for the next couple of church years, informed in part by evaluation and
measurement of current and new programs. New approaches may prove themselves. If they don’t, we will try
something else. In the current jargon, we will be willing to “Fail fast” and move on to another approach.

Focus Our Social Justice Work and Increase its Impact.
Our second strategic direction reflects the congregation’s desire to broaden participation in our social justice
efforts and increase their impact. We seek to:
Achieve congregational consensus around a few carefully selected major issues in which we will
invest our resources (time and budget). Broaden and deepen congregational engagement in
these compelling areas.
Challenge the entire congregation to become stakeholders in our core social justice efforts in
meaningful ways as we expand and deepen relationships with the wider community around us.
The congregation values our strong commitment to social justice, but we heard frustration that we are not wellorganized and sharply focused. Instead, we are spread thin, trying to cover too many areas without the depth
to do it well.

“

“

Build a more just world does not mean ‘do a little of
anything that someone is interested in working on’ and
spreading ourselves so widely that our well-meaning efforts
are ineffective (in terms of impact, traction within the
congregation or the community). Were we more strategic,
doing more on fewer fronts, we could achieve more.
Comment made by a participant
Vision 2020’s November, 2015 digital conversation
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How can we do Social Justice better?
In March, more than two dozen Social Justice leaders
spent a Saturday morning with the Vision 2020 Team. All
agreed that we can achieve greater impact with better
focus.
In the coming months, the Vision 2020 Team will
continue to work with Social Justice leaders to develop
criteria and an effective process for moving towards
deeper engagement with fewer initiatives at a time. We
will respect Cedar Laners’ deep and varied social justice
commitments while honoring the consensus that this
strategic direction reflects. In the Fall, we will engage
the congregation in this process, with the goal of
reorganizing the Social Justice Ministry by early 2017.

Ministry Team Leaders consider how to bring greater focus
to our social justice efforts.

Meanwhile, the fledgling Cedar Lane Village Initiative is our pilot effort to intentionally deepen relationships
with the wider community around us, including in particular the growing numbers of immigrant families nearby.
The CLVI leadership team continues to learn as it engages immigrant children, youth and families in developing
a workable partnership.

“

“

Already, more than 200 Cedar
Laners have participated in CLVI
activities.

Make community service… an integral part of religious
education beginning at a younger age.
Comment made by a participant
Vision 2020’s October, 2015 Congregational Forum

Offer a Range of Worship Experiences that Speak to a Changing Population
In consideration of contemporary lifestyles, Cedar Lane needs to:
Experiment with formats, times, and venues to attract and serve a changing population.
Expand our spiritual offerings to revitalize and diversify our membership.
Continue to support the varied paths to spirituality among our congregants.
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Since Cedar Lane’s founding nearly seven decades ago, there have been major changes in American family life.
Church attendance used to be a mainstay; no longer. Today, in most families both parents work, or the single
parent does. The Internet means that work morphs into
evenings and weekends. Organized sports and youth
activities have replaced unstructured play time.
Churches must evolve and adapt to the realities of
modern family life.
In work sessions recently with the Worship Ministry Team
and ministers, the Vision 2020 Team noted significant
movement towards experimentation. Plans are in the
works for a weeknight service, perhaps with a light
supper; and periodically having more participatory
worship services in which there is more congregational
singing.

From Carey McDonald, Future of Faith

Many members of the choir responded positively to the Vision 2020 message, and offered suggestions for
programming and different practices to better engage the congregation through music.

“

“

We may have to change our services and make other
changes that will be hard.
Comment made by a participant
Vision 2020’s October, 2015 Congregational Forum

Spirituality can also be present in non-worship settings. An example: a brief lay-led chalice lighting and reading
at the start of events such as film showings and lectures can convey that ours is a living faith that is involved in
public issues.

Transform our Spaces to Better Nurture Community
How can our physical resources help Cedar Lane advance our goals? We can:
Engage everyone in re-imagining how our buildings and campus should function to make us
more hospitable, accommodating and welcoming.
With an architect, by 2020 develop and refine a design that resonates with the congregation.
Inspire the generosity and risk-taking required to create the spaces we need.
Ours is a beautiful campus of more than six acres. The building is handsome, but few would say that it works
well for our needs. The worship space was built as a fellowship hall and, though beautiful in its simplicity, lacks
a warm and welcoming presence. Acoustics are poor. The entry space and lounge are cramped and not
conducive to nurturing community or welcoming newcomers. It is an aging structure whose maintenance
needs include a new boiler and roof.
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But earlier efforts to improve the building have not
achieved sufficient consensus to proceed. The congregation seems to have ruled out adding the originallyplanned sanctuary. Yet, we must do something. With a
vision / mission and sense of direction, we can begin to
address the building and space issues by first figuring out
what we want the campus to do for us.
In 2015 the Blumenthal Futures Fund Task Force
engaged the congregation and key stakeholders in
assessing our space. There was broad consensus that, in
order to live out our mission, we must make our space
more welcoming, improve our lounge to encourage
community, and make our sanctuary a more sacred
space. There were general concerns about a lack of
accessibility and limited parking.

Vision 2020 Forum small group leader with discussion notes.

How might we re-imagine Cedar Lane’s campus? What if we could maximize accessibility for everyone,
everywhere on our campus? Could Chalice House be better used for programming? Could our current
classroom spaces be reconfigured to optimize flexibility, even give us more revenue-generating space? Could
we gain more space for parking without serious impact on our wooded land?
Could we create more spacious hospitality areas in our lounge and visitor center? Could more of our spaces
reflect the inviting nature of the library? How can we incorporate digital technology -- audio, visual and more
-- into our worship and educational spaces? And, how can we accomplish these changes in the most
sustainable manner possible? Everyone has opinions. What we need is expertise, leadership, and consensus
around a sound plan.

“

“

Improve the building; make it more welcoming for
newcomers.
Comment made by a participant
Vision 2020’s October, 2015 Congregational Forum

Through the Vision 2020 process, members identified some short-term improvements in furniture that could
make our current spaces more comfortable and inviting. But the Vision 2020 Team is asked to look further
into the future. The Team recommends that the Board direct the Head of Staff to form a working group, to
undertake Phase Two of the Blumenthal Futures Fund Task Force, which would include retaining an architect
to test the feasibility of these ideas and engaging the congregation constructively. The goal is to develop a
conceptual renovation plan that will address the campus’s current deficiencies (for buildings, parking and
circulation) and unlock its potential to serve our ambitions -- at an affordable cost. With the right approach to
design, much can be accomplished with minimal impact on our forested surroundings.
The Vision 2020 Team further recommends that, as a workable conceptual plan emerges, the Board authorize
retaining a proven capital campaign consultant to undertake a feasibility study for a capital campaign, with a
target of launching a successful professionally run campaign by 2018.
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Vision 2020
Recommendations
Through months of outreach and interaction with most ministry teams, Board and staff, the Vision 2020 Team
has gained insights into dimensions of Cedar Lane’s culture that, when addressed, will substantially increase
the likelihood of success in adapting to our future. We offer the following recommendations:

Accountability
The Board should incorporate the Strategic Directions as outcomes under Governance by Policy. The Head-ofStaff (Senior Minister) can then prepare written interpretation about how each will be implemented given
available resources. Annually, the Board and Head-of-Staff should report on progress towards
implementation of Vision 2020.
Each ministry team should prepare a ministry team mission statement conveying its role in supporting the
Congregation’s vision / mission.
Each ministry team should prepare a Ministry Team Action Plan committing to specific actions it will take over
the next two church years (2016-17, and 2017-18) towards implementing Vision 2020. Ministry Action Plans
should be updated every two years.

Measure / Monitor
By September 2016 Ministry Team Leaders will work with ministry teams to jointly develop several easily
tracked qualitative and quantitative methods of monitoring progress towards achieving the intent of Vision
2020.
The Vision 2020 Team will work with Executive Team and Ministry Team Leaders to develop a system of
dashboard metrics to track progress on Strategic Directions.
The Senior Minister and Vision 2020 Team will prepare an annual report to the Board and Congregation on
progress towards Vision 2020, including recommendations for mid-course adjustments in programming.

“

“

Review… current programs to make sure they are relevant
to our mission and vision.
Comment made by a participant
Vision 2020’s October, 2015 Congregational Forum
12

Communications / Outreach
The Head of Staff will create a Communications /
Outreach Task Force to undertake an across the board
communications audit 2016-17 and make
recommendations to improve a) how Cedar Lane keeps
members and friends informed, b) how Cedar Lane
promotes activities of interest to the larger community,
and c) how Cedar Lane’s visibility can be raised in the
region.
By January 15, 2017 Cedar Lane will create a new
outward facing, user-oriented church website with
password protected members section. Primary
responsibility for this should rest with the Director of
Communications and Facilities, working with the
Communications / Outreach Task Force.

Using cellphones as keypads, we got an instant read of who
was participating in the Vision 2020 Forum. About half were
active in religious education.

At least twice each church year, convene all Ministry Team Leaders to meet together around a common
theme, to foster collaboration across teams, and in so doing, create more impact from their work.

Leadership / Governance
The Committee on Governance should provide training to Ministry Teams on Governance by Policy,
specifically focused on effective governance of Ministry Teams.
Charge each Ministry Team with producing written descriptions of volunteer assignments and time
expectations, with the goal of attracting members and friends to service.
Work with the Ministry Teams to streamline the structure by reorganizing into fewer Ministry Teams, and
redefining current teams that are largely focused on a single activity as programs under the relevant umbrella
of the appropriate Ministry Team.
Create and maintain a talent bank containing information on the professional skills and talents, as well as
passions, of our members. This information can then be used to foster better connections among our
members as well as to pair talents with opportunities for service towards our mission. Senior Staff should
recruit a team of committed members to undertake it.

“

“

[Cedar Lane needs a] stronger sense of community and
social justice commitment -- especially 20-30 year olds fired
up to work on meaningful projects like immigration, prisoner
re-entry, sanctuary for undocumented immigrants, etc.

Comment made by a participant
Vision 2020’s October, 2015 Congregational Forum
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Stewardship / Finances
Some of the Vision 2020 recommendations can be accomplished with existing resources or for a modest
investment. Others will require significant additional resources. It should be noted that Cedar Lane has been
operating under a financial deficit for several years, using funds from the endowment to close the gap.
Senior Staff is advised to prepare a multi-year forecast of revenues required to optimize Vision 2020’s strategic
directions and recommendations, to provide insights to the Board’s deliberations regarding financial policy.
The Board should invest in a professionally advised comprehensive stewardship program that includes
planned giving, annual pledge drive and periodic capital campaigns.

Transition
Impediments to change are always present, whether identified or unspoken and embedded in our culture. It
is recommended that upon acceptance of this Report, the Board the Board recommend to Staff that the
Vision 2020 Team continue to serve as transition coaches. To accomplish this, they would recruit appropriate
new members and work with the Head of Staff and ministry teams over the next two years to implement the
Vision / Mission and Strategic Directions.

Kids at the October Forum created their version of Vision 2020 with Rev. Archene.
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Parting Thoughts
When one reads Cedar Lane Unitarian Universalist Church: The First Fifty Years, the 2001 history of the
congregation, three relevant factors stand out:


Our founders were leaders of great faith, vision, courage and commitment, confident of a bright future
for the new congregation they were forming.



Issues that some may believe to be recent are in truth longstanding ones at Cedar Lane: leaders stretched
too thinly, operating budgets tough to meet without deficits, unexpected building emergencies with
financial consequences, a focus on the immediate rather than longer term, and so forth. There does not
appear to have been a golden age when everything was in harmony.



The institutional structure for Cedar Lane and other congregations was inherited from established
models, created in response to their times.

Since the 2001 history was written, sea changes have happened to the world in which Cedar Lane and all
churches operate. Institutional structures can have the unintended consequence of inhibiting innovation and
adaptation. Cedar Lane’s adoption of Governance by Policy in 2015 breaks with that structure and enables
our governing body to focus on the future and encourage needed adaptation.

“

“

Abhi has brought a wonderful inspiring spirit to Cedar Lane,
enriching worship services, nurturing lay leadership and
providing a vision of who we are and who we can be. There
will never be a better opportunity to become a more vibrant
and diverse congregation offering a caring community of
support for exploring the eternal and opportunities to work
for justice , to a country and world in need, etc.
Comment made by a participant
Vision 2020’s November, 2015 Digital Conversation

Those churches that are navigating today’s choppy waters successfully are trying to move away from inherited
models, experimenting with new ways of doing worship, of being in community. Not discarding their culture,
but adapting it to meet new challenges, to attract younger seekers and build the lay leaders of tomorrow.
By embracing Vision 2020, by focusing on our vision and mission, by being deliberately strategic in our efforts,
Cedar Lane will be building a new way.
May it be so.
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Appendix
CONGREGATIONAL PARTICIPATION IN VISION 2020

As soon as the Board of Trustees established the Strategic Directions Team in July, 2015, the group began to
plan an ambitious level of congregational outreach and engagement. Among the members of the team, which
soon named itself the Vision 2020 Team, were several persons with professional experience in facilitation,
consensus building, change management, and public engagement. All put their skills to work to produce the
Vision 2020 Forum, on Saturday, Oct 17, 2015. More than 120 members and friends turned out for this high
energy event. After an opening plenary presentation, the Vision 2020 Team introduced digital tools into the
process. Using cellphones as keypads, everyone was polled on a couple of questions, the results of which
were displayed within seconds as bar graphs on the sanctuary screen. It made visible that every age group
was represented in the room, we were roughly half and half male and female, and roughly half of participants
were involved in Religious Education. After talking briefly about this, everyone broke into small facilitated
groups to work on two over-arching questions:


What is your vision of an unconstrained future for Cedar Lane?



What Bold Steps are needed to get us to this future?

The small group conversations were very future focused, and time flew by. As the groups returned to the
sanctuary for a recap, a small “theme team” had been reviewing notes from the first question and were able
to display them on the screen for discussion. A similar, but more cursory review of the second question also
generated several themes that were displayed and discussed.
The atmosphere in the Sanctuary was one of hope and excitement as people shared their dreams for a more
vibrant congregation, one that was more engaged beyond its walls, more spiritual within them.
The Vision 2020 team followed up the October Forum with a ‘digital conversation,’ using a software called
Powernoodle that easily enabled members and friends to participate online at their convenience 24/7 for
most of three weeks. One could return numerous times, respond to a list of ideas drawn from the October
event, add one’s own new ideas, comment on ideas -- even comment on others’ ideas. And participants could
indicate priorities.
For those who preferred paper to digital, the Vision 2020 Team displayed the same questions and ideas on
large banners in the Lounge for two weeks. Many people took advantage of this to add their thoughts via
Post-It notes, and indicate priorities with adhesive dots.
It was striking that the top 5 ranked priorities were the same for both paper and digital versions:
The congregation wants us to become more actively engaged beyond our campus, with
individuals/communities outside our comfort zones.
People want our social justice efforts to be more focused around a few issues, so we can achieve
greater impact.
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They want to improve our building so it better accommodates the activities that support our
mission.
People want us to utilize technology in new and innovative ways in our outreach efforts,
coordination, and use of data.
And, they want us to foster diverse paths to greater spiritual depth, within and beyond Sunday
morning services.
A close sixth:
Provide more youth activities that focus on deeper experiences of community, spirituality, and justice.

After each major event, the Vision 2020 Team updated information on the website
www.cedarlane.org/Vision2020. Working from the transcribed data and insights from research into the
trends impacting organized religion, the Vision 2020 Team met twice in work sessions to develop the proposed
Vision / Mission and Strategic Directions, which were adopted by the Board of Trustees at its January meeting.
At a Congregational Meeting on February 7, the Vision 2020 Team did a presentation on the proposed Vision /
Mission and Strategic Directions, which was well received.
Between February and the end of April, members of the Vision 2020 Team facilitated a dozen meetings with
ministry teams and groups active in church life, asking them to respond to the proposed Vision, and to explore
the implications of the Vision / Mission and Strategic Directions on the work of their ministry. These meetings
were characterized by excellent participation and constructive, positive discussion. Ministry teams were
asked to further consider how the Strategic Directions could be implemented in their ministries over the next
couple of years and to bring several ideas to the planned gathering of Ministry Team Leaders on April 23.
At that time, more than 40 leaders from across Cedar Lane’s ministries made time to meet and collaborate in
mixed ministry tables, addressing each of the four Strategic Directions. Several important commitments for
change emerged from the discussions, and numerous constructive ideas were advanced. These discussions
with Ministry Team Leaders were enormously important to the emerging report and recommendations.
Over the course of seven months more than 300 people have participated in the Vision 2020 forums, meetings
and workshops. The Vision 2020 Team is confident that the report and recommendations are grounded in a
strong sense of the Congregation and its hopes for the future.
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