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EXECUTIVE SUMMARY 

Implementation Plan for 2008—2009 
 

Introduction 

Over the past decade, First Parish has enjoyed considerable growth in the number of people 

who have joined our community. This growth has required that we shift from a pastoral church 

(one in which the minister serves as the focal point for almost all church activities) to a more 

program-centered church (in which many people, including the minister(s), create and nurture 

programs that meet the wider array of interests and needs of parishioners). 

 

Recognizing the benefits of completing this important transition, much of which has been 
implemented over the past several years, the Parish Committee formed the Sustainable Growth 
Team (SGT) to assess where we are in this transition and to recommend what further changes 
will be required.  
 
While possible decisions around space needs (e.g. whether to bid to buy the bank across the 
street) prompted Parcom’s formation of the Sustainable Growth Team, it has become clear that 
completing the transition to a program church extends beyond having enough seats in the 
sanctuary. Indeed, a host of experts on church growth advise that a church as vital and growing 
as ours should focus its priorities on staff, programs, and space needs — in that order — to 
ensure that it can sustain the quality of its programs as it strives to serve more members.  
 

The primary conclusion of the SGT is that First Parish has not completed its transition to a 

program-centered church.  Our focus therefore has become one of developing a plan that 

would complete the transition as we also address related issues of growth.  This section 

summarizes an implementation plan for the coming year, which is detailed more extensively in 

the body of this report.   (Who is designated to initiate a particular action is identified in italics.)   

 

Governance 

1)  Model:  The initial year of working within the new governance structure will be 

considered a period of experimentation.  All members of the community will be 

encouraged to raise questions as well as make recommendations for modifications 

as the transition progresses.   

2) Transition Advisory Committee:  To support the transition, the Parish Board will 

form a committee to: 

a) Provide advice relevant to the appropriate locus for decision-making on a 

particular issue; 
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b) Respond to other questions or issues that may arise during the transition; 

c) Seek feedback from different components and the parish as a whole on how 

the structure is functioning; and 

d) Make recommendations for any changes to the model and how the change 

should be made, i.e., by a simple change in practice, by the Parish Board as a 

policy decision, or by the parish membership as an amendment. 

Ideally, the committee will include one or two members of the current SGT.  Other 

members might include the President of the Parish Board, the Senior Minister and 

the Moderator. 

         

Space 

1)  Balcony renovation:  Anticipating that there will be a report from architect Jeff 

Dearing early in the program year, the Parish Board, in partnership with the 

Leadership Team, will review the recommendations and continue to move this 

project forward with the objective of securing cost estimates.  During the year, the 

Interiors Committee and Physical Plant Committees will undertake minimal 

renovations to the former second floor kitchen. 

2) Use of the balcony for seating:  The Leadership Team will upgrade the experience of 

parishioners who participate in the service from the balcony.  Signage will be 

developed to encourage use of additional seating is available in the balcony, and a 

fifth usher will be assigned to this area. 

3) Alternative uses for current space:  The Leadership Team will continue to explore 

how to better use current space for fellowship, program, and staff.  In addition, 

consultant services that will assist in an exploration of potential reconfiguration of 

current space will be secured. 

4) Task Force on moving to a Second Service:  While some additional seating in the 

balcony area may be realized through renovation work, it is apparent that the 

increase will not be sufficient to dramatically increase our seating capacity for 

worship.  To provide for full consideration of the multiple decisions related to the 

two-service option, the Parish Board will form this task force early in the program 

year. 

 

Program 

1) Development of new programs:  The Leadership Team will identify unmet needs and 

suggest programs that might be developed to meet them.  The Team may initiate 

new programs that require no or minimal incremental expenses.  If a new program 
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would require investment beyond the current budget, the Team will bring a proposal 

to the Parish Board and possibly to the membership, depending upon long-term 

implications and other policy established by the Parish Board. 

2) Identification of unmet needs:  All members are encouraged to identify needs they 

would like to see the church community meet.   

 

Staffing 

1)  Hire  and orient the half-time assistant minister:  At the time of this report, that 

process is underway.  The Leadership Team will provide an orientation. 

2) Hire a part-time office assistant:  The Church Administrator will hire for this position 

early in the program year. 

3) Hire a Volunteer Coordinator:  The Leadership Team will hire and work with a new 

employee in development of the full potential of this position.  It is recommended 

that the new employee be a current member of the church. 

4) Salary adjustments:  Some adjustments will be made this year, depending on the 

final annual budget.  As part of the fulfillment of its responsibility for strategic 

planning, the Parish Board will develop a plan to complete this alignment with the 

size of the congregation, responsibilities, and longevity.  It is assumed that the 

Personnel Committee will play a significant role in this planning, as well. 

   

Finances 

1)  Development of a financial strategic plan:  The Parish Board will develop five-year 

financial projections that will serve as the baseline for long-term financial planning.  

It is assumed that a small group of members would be organized to assist with this. 

2)  Appointment of the Stewardship Committee:  The Parish Board will appoint the 

Stewardship Committee early in the program year, requesting that the committee 

begin meeting as soon as possible to plan the transition to a different canvass 

process and to consider how a capital campaign would ideally be structured at some 

future date.   

3) Establishment of the Endowment Fund and Endowment Committee:  In anticipation 

of a bylaws amendment for consideration at the Fall Membership Meeting, the 

Parish Board will form a task force to develop the concept.  Resources on process 

and draft documents including alternative approaches are available from the UUA. 
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Communication 

1)  Task Force on expanding the Website:  The Parish Board will appoint this task force 

to consider the information needs that can be met via the website and how the site 

could be restructured to meet differing needs.   

2) Provide communication about what is happening:  The Parish Board and the 

Leadership Team will identify ways to report to the parish on actions taken and 

under consideration to maximize the potential for all of us to “stay in the loop.” 

3) Responsibility to stay informed and to engage in the process:  Parishioners will 

actively seek information and articulate concerns. 

 

This plan calls for the development of several committees and task forces.  The Parish Board is urged to 

consider the specialized skills or abilities that may be needed and how responsibilities might be 

structured as short-term commitments.  All members are urged to consider how each will 

participate in securing a healthy future for our church community. 
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II. BACKGROUND 
 

Church membership and worship attendance at First Parish have increased considerably during 

the last 10 years.  During this period we have made a number of changes to adapt to our larger 

size through space allocation, staffing and program development.  In 2006, with the recognition 

that we were facing multiple pressures on our resources, the Planning Our Growth Committee 

was formed to examine the issues of growth and congestion at First Parish.  Their report, 

including recommendations, was completed in June 2007.  (See Appendix D ŦƻǊ ǘƘŜ ά{ǳƳƳŀǊȅέ 

of their report.) 

 

In the early fall of 2007, the option to pursue purchase of 60 The Great Road (the former bank 

across the street) was considered by the Parish.  It was identified as a potential location for 

additional staff offices, programming and parking.  Ultimately, the parish decided not to 

proceed due to the lack of a long-term growth plan that would provide a framework for 

decisions such as this.  

 

The Sustainable Growth Team was created by the Parish Committee in January 2008 to 

integrate and prioritize staffing, facility, programmatic and financial needs to effectively 

manage membership growth over the next five years consistent with our Mission Statement.  

With a June deadline for a report, we consider this a work in progress.  This report offers a 

series of recommendations in expectation that the planning process will continue and will, in 

fact, become a perpetual process embedded in how we govern and manage First Parish.   
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III. CHALLENGES 
 

The Planning Our Growth team did an excellent job of identifying the specific pressures of 

growth and made significant recommendations on how to address each.  The pressures were 

identified as space for worship, program and fellowship as well as staffing, all due to the 

continuing increase in participation in our programming and the growth in membership. 

 

Our approach was to understand the needs of the larger church, to assess where First Parish is 

in its transition from a pastoral-centered church to a program-centered one and to identify 

roadblocks First Parish may be facing that interfere with our capacity to support the transition 

effectively.   With church attendance projected at 240 (for ministerial-led services) by the end 

of this program year, we explored research on churches facing similar challenges.  We identified 

four key challenges as common hurdles churches encounter as they transition from pastoral (51 

– 150 attendance) to program (151 – 400 attendance) churches.     

 

We examined the characteristics of each size category as a means of identifying specific 

roadblocks for the First Parish based on churches that have completed a similar transition 

successfully.  The following summarizes our identification of the challenges to be addressed 

beyond the readily identifiable space pressures. 

 

Role of the Minister 

¶ In the pastoral church, the minister is the center of all activity, serving as minister and 

master coordinator of all activity.   

¶ In the program church, by virtue of the size of the parish, the minister needs to assume 

the role of primary manager who coordinates the work of a key group of paid and 

unpaid staff who in turn coordinate the work of a larger group of unpaid staff 

(commonly called volunteers). 

The challenge for First Parish is to recognize this shift in role and to provide the means for 

effective coordination of operations that doesn’t center solely on the minister.   

 

Role of the Parish Committee  

¶ In the pastoral church, the principal lay governing body operates like a committee 

overseeing the operations of the church as micro-decision makers. 

¶ In the program church, the principal lay governing role changes to that of overseeing 

strategy, policy and the effective stewardship of the church’s assets, focusing on the 

long-term health of the church. 
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The challenge for First Parish is that our Parish Committee is unable to make this transition 

because there is no group formally designated to handle church operations. 

 

Voluntary Leadership 

¶ In the pastoral church, a small group working closely with the minister is permanently 

available to assist with performance of tasks. 

¶ In the program church, committees/teams/program groups develop their own 

leadership that plan and implement programs and activities.   

The challenge for First Parish is two dimensional: 

a) Communication:  As a pastoral church, communication via word of mouth and 

oral history was possible and reasonably effective.  It was also easy to identify 

where to go for what information.  As a program church, we need more effective 

communication to ensure there is timely, accurate and thorough communication 

through multiple channels. 

b) Due to a wider societal change resulting in over-committed lives, the number of 

volunteer hours available to First Parish has declined similar to other voluntary 

organizations.   

 

Our early discussions led to the identification of two additional challenges that we added as 

roadblocks to be addressed.   

 

Finances 

¶ In the pastoral church, a financial culture of lean budgeting develops.  

¶ In the program church, the requirements generated by a larger membership necessitate 

increased investments in staff, program, and facilities. 

The challenge for First Parish is that we have perpetuated the financial culture of lean 

budgeting.  As a result, for several years we have postponed investments in our physical plant 

and staffing. Increased wear and tear on the building has not been addressed, nor has the 

increased workload of some staff positions. We need to ensure that, given our growth, we 

acknowledge that the lean budget philosophy of years past no longer represents responsible 

stewardship of our church.  The challenge is how we increase our ability to fund our operating 

expenses and provide for significant investments we may need to make in the future.   

 

Democratic participation 

¶ In the pastoral church, communication is a simpler process providing members with 

relatively easy access to the decision-making process. 



 

 10 

  

 

¶ In the program church, the fundamental commitment to the democratic process 

remains but requires increased specificity on how, when and where decisions will be 

made.  Further, maintenance of the democratic process requires increased focus on the 

establishment of effective communication channels. 

The challenge for First Parish is one of communication that ensures effective two-way dialogue 

on the key decisions.  Through this, we provide all members with a stake and a say in what the 

church becomes.   At the same time, communication and participation in decision-making keep 

the entire community focused on the vision, mission, and values of our shared community. 

 

With the recommendations of POG and our analysis of the potential roadblocks, our report 

takes a holistic approach to the health of the church.  Central to moving forward in productive 

planning for our future, we have determined that there is a need to reframe our governance 

structure, expand our communication systems and enhance the staff/volunteer partnership.  In 

addition we include information on the continuing process of addressing the specific problems 

of space, staffing, programming, and finances. 
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IV. Recommendations 

Section A:  Governance 
 

Planning for Today and Tomorrow 

How well the church runs and how well we use the time of our paid and volunteer staff is 
crucial to the quality of life at First Parish. Our current system of governance still reflects how a 
smaller, pastoral church should be run, but doesn’t quite fit the needs of First Parish now that 
we are considerably larger. In the past, when the church was smaller, it was possible for the 
Parish Committee to contend with an array of operational and strategic topics at each meeting. 
Over time, however, the sheer number of operational issues has usurped most of the meeting 
time and consideration of the Parcom, pushing more strategic — and far-reaching — 
considerations from the table and the attention they deserve.  

A more recent example of this imbalance arose when the opportunity to purchase the bank 
across the street presented itself to First Parish. Because the longer-term strategic planning of 
the church had not been as well attended to as it might have, the congregation determined 
that there wasn’t a sufficient strategic context on which to base a decision to pursue the 
acquisition of that property. Recognition of the need for balanced operational and strategic 
planning, in part, led to the creation of the Sustainable Growth Team and the work contained in 
this report. Given the sheer volume of operational issues, most of which are dealt with by the 
senior minister, staff and committees, it is time to bring the strategic considerations of the 
church into better balance with the operational issues of the church.  

An Effective Division of Labor 

Our recommendations on governance aim to clarify people’s roles, further improve the 
strategic and operational effectiveness of the church, and ultimately reduce the number of 
meetings. We propose several refinements to our current three-tiered governance model 
(Parish Committee, staff, and Parish Council). These recommendations are based on research 
the SGT has done on successful approaches that have enabled other pastoral-centered 
churches to make an effective transition to the program-style church. In addition to researching 
governance literature from the UUA and other Christian-based churches, we have investigated 
the governance structure of specific UU churches that resemble First Parish.  We have overlaid 
these approaches on our current governance structure and tailored them to the values, vision, 
and unique culture of First Parish.  They are as follows: 

1) Convert the Parish Committee into a seven-person Parish Board that focuses its 
attention on the more strategic matters of long-range planning, policy, and 
stewardship of the assets (financial, property, and others) of the church. The 
focused role of the Board will be to preserve the long-term viability and vitality of 
First Parish and its mission.  

2) Acknowledge that a mix of paid and unpaid staff, working with the senior minister, 
has been increasingly providing operational leadership for the church. We therefore 
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recommend that First Parish formalize creation of a Leadership Team headed by the 
senior minister and including the Assistant Minister, Chair of Parish Council 
(appointed by the Parish Board), President of Parish Board, Treasurer, Church 
Administrator, and other staff at the Senior Minister’s discretion. The Leadership 
Team will provide the day-to-day operational management of First Parish in 
accordance with the annual plan and budget (membership approved), policies 
(board approved) and long-range plan (membership approved).  

3) Expand the role of the current Parish Council (a congress of committees) not only to 
coordinate work of volunteer operating committees but to work with the Leadership 
Team on the development of the annual operating plan, budget and schedule. The 
committees can also be clustered by related functions and can work with the 
Leadership Team on advancing activities such as: spiritual growth, community 
outreach, community in-reach, resources, and infrastructure. 

(A detailed description of the roles of each of these groups is covered in Appendix A.) 

The focus of the Parish Board will be to deal with all matters having to do with strategy, policy, 
and the stewardship of church assets. The Leadership Team will focus on operational matters 
germane to the successful, day-to-day running of the church. The Parish Council will support 
the operational efforts of the Leadership Team and provide a forum for coordination and 
communications. We also propose that First Parish use the 2008-09 church year to transition to 
this amended governance structure. This, in effect, will constitute a period of experimentation 
and refinement regarding the roles and the division of labor of these three groups. Once the 
church has refined and stabilized the governance model, First Parish can readjust its bylaws to 
more accurately reflect the governance structure. 

 

Why These Adjustments 

These proposed refinements to our governance structure distinguish the strategic role of the 
Parish Board from the operational role of the Leadership Team and, we believe, enhance the 
likelihood that both important aspects of the church will receive the appropriate level of 
ongoing attention. This will enable members of the Parish Board to devote their thoughtful 
time to matters — policy, plans, and financial decisions — that will have major, long-term 
consequences for the church. What’s more, a Leadership Team that oversees the considerable 
efforts of both paid and unpaid staff can help ensure the success and quality of the myriad, day-
to-day decisions, projects, and programs that parishioners have come to enjoy and expect. 

As an assemblage of church committees, the Parish Council has an opportunity to provide 
greater coordination and communications, and, when aligned into related clusters, can advance 
new ideas and new programs more efficiently and effectively. 

As the amount of volunteer time available to First Parish continues to tighten, the number of 

matters — both operational and strategic — confronting the church continues to increase. It is 

therefore essential that we find ways to allocate our people resources to attend to all the issues 
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in a timely fashion without increasing the demand for more meetings. By creating a clear 

division of labor, we can also ensure that people with appropriate skills and perspective are 

elected or hired to address strategic and operational issues effectively. We can also ensure that 

the church has, on an ongoing basis, a strategic context to use as a basis for all decision making, 

including opportunities that present themselves to First Parish (see Appendix A for a diagram of 

the new structure). We also believe that the number of meetings required to power the church 

will actually decrease once we have made the transition to this amended model of governance.  

 

The overall impact on the church will be: clarity of roles; better attention to both operational 

and strategic matters of the church; more timely and effective decision making; effective use of 

limited volunteer time through more focused meetings; and enhancement of quality programs 

and services. We believe this can be achieved with minor adjustments to the governance 

structure already in place at First Parish. 
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Recommendations 

Section B:  Space 
 

Providing Adequate Multi-Purpose Facilities 

For the majority of parishioners, a lack of “breathing room” is perhaps the most apparent and 

pressing concern. Space constraints cause discomfort during worship, put major pressures on 

the Religious Education program, create less-than optimal working conditions for the staff, and 

impede social interaction during fellowship.  

 

Similar to our Governance Structure, our space usage in many ways reflects the pastoral church 

we once were, not the mid-sized program church we have become. To that end, we cannot 

assess how much more square footage we will need as a growing population until we 1) utilize 

what we currently have to its maximum potential, and 2) have in place a governance structure 

where specific policies are in place to define the process of future space acquisition. 

 

The SGT has identified a number of modifications — some at low or no cost — that First Parish 

may consider adopting to alleviate our most pressing space challenges: 

 

Challenge: Sanctuary Overcrowding 

Work to-Date 

Ğ Ushers have a more active role: Sunday ushers now frequently assist parishioners in finding 
a seat by encouraging others to “scoot” over to create more room. 

Recommended Additional Efforts 

Ğ Ushers continue to play an active role: Request that the ushers redirect any individuals who 
arrive after the start of the service to the upstairs spaces. The service leader would then — 
as a matter of common practice — invite folks down while the children are leaving for RE. 

Ğ Add clear and professional signage to key areas: On the front and Elm Street doors, place 
signs that indicate additional seating is available upstairs, and, on the second floor, add 
signs that create the expectation of quiet worship. 

Ğ Two Services Option: Membership projections and the data collected by POG clearly show 
that we cannot ignore the matter of moving to two services. We recommend the formation 
of a Task Force to initiate discussion and investigate the logistics of moving to a second 
service as of the 2009-2010 Church Year. 
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Challenge: Shortage of Program and Office Space 

Work to-Date 

Ğ Office redistribution: As staff has been added over the past decade, workspace has been 
carved out of existing former program space. 

Recommended Additional Efforts 

Ğ Consult with an expert to maximize existing space: Secure the assistance of a church 
architecture specialist to identify methods to maximize existing space at minimal cost. The 
Parish Board and the Leadership Team should continue to study this issue and determine 
next steps. 

Ğ Elevator upgrade: The current elevator is archaic and of insufficient size for modern electric 
wheelchairs and scooters. An investigation of the cost to replace it and strategy to raise the 
necessary funds should be considered. 

 

Challenge: Coffee Hour Congestion 

Work to-Date 

Ğ Common Room Experimentation: Experimental efforts are already underway to fully utilize 
the Common Room for better traffic flow and increased seating for coffee hour. Feedback 
to-date has been very positive. 

Recommended Additional Efforts 

Ğ Continue Experimentation: These efforts should continue and a policy and process for usage 
assignments should be both codified and “owned” by a recognized group. 

Ğ ά/ƻƳƳŜǊŎŜέ ¢ŀōƭŜǎ: Develop an organized framework for table arrangement and numbers 
and establish a policy and process for equitable table usage. 

Ğ Room Loudness: Investigate the possibility of strategically adding acoustic panels to tone 
down the noise factor and allow for easier conversation. 

Ğ Improve Information Delivery: Restore the large rolling bulletin board to its original 
intended purpose as a central communication center through strategic positioning, explicit 
posting guidelines, and regular clearing of dated material. 

 

Challenge: Space Usage Inefficiencies in Balconies and Bacon Room 

Work to-Date 

Ğ Large screen TV: A large television was recently installed to enhance the viewing experience 
of those attending services in the Bacon Room 

Ğ Feasibility study of permanent balcony seating: After in-depth discussions with our 
architect, Jeff Dearing, it has been determined that the cost-per-seat to install permanent 
balcony seating is prohibitively high and will not be feasible. Mr. Dearing is preparing an 
alternate, lower cost plan for much-needed refurbishment. 
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Recommended Additional Efforts 

Ğ Repair balcony windows: All balcony windows should be fully functional to maximize clear 
viewing. 

Ğ Add a fifth usher during Sunday services: An usher dedicated to the upstairs should be 
added to “smooth” the experience for parishioners by distributing hymnals, taking 
collection, gently reminding parents of the need for quiet, and simply being an “official” 
welcoming presence. 

Ğ Explore the feasibility and cost of soundproofing: If the Bacon Room windows were 
soundproofed, it would become an effective “crying room” and also allow it and the 
Sanctuary to be used simultaneously. 

Ğ Enhance the Bacon Room: Improve the comfort and aesthetics of the Bacon Room by 
adding uniform seating (perhaps stackable chairs), small “parlor” seating areas in the 
corners, and areas with ambient lighting. This would benefit congregants and potentially 
increase rental appeal. 

Ğ Refurbish the old kitchen: There have been concerns about gas leaks; the refrigerator is old, 
virtually unused, and energy-inefficient; and the room serves only as a “junk” catch-all. 
Because it has closed windows and doors, we recommend stripping the room of all 
appliances and cabinets (with the exception of the sink and a small run of counter to its 
right) and, with the addition of a video monitor, repurpose this space for the short-term as 
a “crying room” during services. 

 

The SGT recommends initiating four actions immediately: 

1) Balcony renovation:  Anticipating that there will be a report from the architect Jeff 
Dearing early in the program year, the Parish Board in partnership with the Leadership 
Team will review the recommendations and will continue to move this project forward 
with the objective of securing cost estimates.  During the year, the Interiors Committee 
and Physical Plant Committees will undertake minimal renovations to the former second 
floor kitchen. 

2) Use of the balcony for seating:  The Leadership Team will undertake upgrading the 
experience of participating in the service from the balcony. Signage will be developed to 
ensure that additional seating is available and a fifth usher will be assigned to this area. 

3) Alternative uses for current space:  The Leadership Team will continue to explore 
utilizing current space to maximize usage for fellowship, program and staff. In addition, 
consultant services that will assist in an exploration of potential reconfiguration of 
current space will be secured. 

4) Task Force on Second Service:  While some additional seating in the balcony area may 
be realized through renovation work, it is apparent that the increase will not be 
sufficient to dramatically increase our seating capacity for worship.  To provide for full 
consideration of the multiple decisions related to the two service option, the Parish 
Board will form this task force early in the program year. 
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We want our beloved historic structure to convey a sense of welcome to newcomers, nurture 

existing parishioners of all ages, and communicate who we are and what is important to us. To 

do so, we will need to cultivate a willingness to adapt and to experiment with change. 
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Recommendations 

Section C:  Staffing 

 
Vibrant, growing churches tend to focus on staff, programs, and space — in that priority — to 

ensure the quality of the overall church experience. An approximate rule-of-thumb is that 

churches need one full time program staff person for every 100 people served.  It is also 

advised that, if a church is staffing for growth, the church should have staff in place in 

anticipation of growth.  At present, First Parish Bedford has approximately 500 constituents 

(352 adult members, 110 kids, 50+ friends).  These are the people who participate in church-

sponsored programs on Sunday and throughout the week. 

 

Our current program staff consists of a full-time senior minister, a full-time RE Director, a half-

time Assistant Minister, and a collective ¾ time music staff, i.e. 3 ¼ Full-Time Equivalents 

(FTE’s).  Student ministers, though usually helpful, are not counted here because their 

contribution as staff is not assumed. We are here for our students; students are not assumed to 

be here for us. Thus, if a 500-person church needs 5 or more FTE program positions, we are at 

least 1-to-1.5 full-time staff persons short of ideal staffing.   

 

First Parish has adjusted its paid staff to accommodate parish growth, but there are still some 

additional positions we need to fund to ensure that the church delivers a broad set of high-

quality services and programs to all parishioners. Our initial recommendations include: 

 

1) Hire a half-time Assistant Minister now with the goal of moving it to a full-time position  

in another year. 

2) Add a 10 hr/week Volunteer Coordinator, who can manage the “peopling” of our 

leadership and projects, especially as parishioners’ free time has shrunk dramatically. 

3) Hire a part-time Office Assistant. 

4) Cultivate “opportunistic staffing” whereby we keep aware of those persons who might 

fill particular staffing needs, even on a short-term basis.  

5) Support leadership training for all staff, laypeople and employees. 

 
By rounding out our staffing, First Parish will provide a balanced workload and areas of 

responsibility that can help ensure the quality of services and programs we have come to 

expect.  



 

 19 

  

 

Recommendations 

Section D:  Program 
 

We have varying reasons for attending First Parish. Some of us come for the Sunday morning 

services, some for our children’s religious education, some for social action efforts. Important 

to all of us, however, is our community. As a small church, we felt part of a single community: 

we all fit into one room, it was possible to know everyone’s name, and we were acquainted 

personally with the minister.  In our significantly larger church, the community has found it 

must knit together in a different way: 

 

¶ As comprehensive pastoral care solely by the Senior and Assistant Ministers is no 

longer possible, a group of Lay Pastoral Visitors has been created. This successful 

initiative needs to be continued and added to with ongoing training for new and 

current Lay Visitors. 

¶ The Social Action Committee has evolved from a small group taking on a few  

projects to a Social Action Council which supports many initiatives from throughout 

the church membership. This should continue to receive funding. 

¶ Our Long Range Plan of the late 1990s mandated a higher quality music program. 

This has been achieved, notably with a large active adult choir and several children’s 

choirs, musical performances beyond Sunday morning services, instrumentalists of 

high skill from both within and without the parish, a fine grand piano, and even 

occasional performances of liturgical dance. 

 

How else can community ties be established? The experience of other churches our size shows 

that, ideally, parishioners become members of multiple small groups. This includes but goes 

beyond committee work or singing with our magnificent choir. A myriad of small groups should 

be encouraged. These also serve as entry points for newcomers, who can feel overwhelmed by 

strangers if all they know of First Parish outside of the worship service is coffee hour. 

 

¶ Many smaller groups have already been established by the Senior Minister, e.g. 

Third Tuesday Dinners, the Lyceum, the Short Story Group, and the Carlton Willard 

Discussion Group. 
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¶ The Small Group Ministry program was created in 2003, and today some twenty-five 

parishioners are involved. More people should be encouraged come together and 

form their own ongoing Small Ministry discussion groups, so that one or two are 

added each year. Staff involvement is optimum. In the past, these have been 

overseen by the Assistant Minister or the Intern. 

¶ The small but active Peace and Justice Group sells Fair Trade coffee and sponsors 

Friday night movies, galvanizing social action. This group arose when two 

parishioners, Ivy and Joe Pompeii, saw the need and rose to the challenge, showing 

that it need not always be the staff or governing bodies that initiate a program. Their 

large screen DVD was purchased with Social Action Council funds, demonstrating 

that good ideas can require money! 

¶ There are a few informal interest groups like the Bridge players, the Scrabble group, 

or the Women’s group that meet rather regularly. More established and well-

publicized interest groups, or “affinity groups,” could be started by staff or 

parishioners around subjects of shared interest, e.g. journal-writing, Buddhism, 

retirement, speaking Hungarian, or drumming.  

 

We suggest that the Leadership Team periodically evaluate the current program mix to identify 

underserved portions of our membership. It is vital to discern those groups needing to be 

better served, e.g. our high school-aged youth, or parents of young children, who find it very 

difficult to find the time to attend regular meetings. Reviving the Welcoming Congregation 

Committee is another important effort just begun. First Parish’s program must continuously 

evolve to serve everyone. 

  

Program is inextricably linked to staffing, space, and finances. The rich array and quality of our 

programs depend upon the appropriate level of paid staff and skilled volunteers to design and 

run them. They require physical space in the church to house them. They often need financial 

support. But in a growing church, a creative and responsive program is fundamental.  
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Recommendations 

Section E:  Finances 
 

As a smaller church community, our process for developing a budget and conducting a canvass 

was intertwined -- the final budget was driven by canvass results.  When cuts were required, we 

understood what was being left unfunded. It was relatively simple to articulate and distribute 

this information.   

 

With our growth, the budget process has become less transparent.  The initial annual budget is 

developed based on the assumption that there is limited capacity within the community, not on 

an assessment of what it will cost to maintain the physical plant, compensate employees at 

market rate and add staff to provide for the larger church community.  At First Parish today, it is 

harder for the average member to understand the implications of this process, essentially, that 

we are budgeting significantly below need.   

 

During the last several years, we have not adequately funded staffing and physical plant 

maintenance relative to our growth.   In addition, there are significant investments in facilities 

that we may be called upon to consider funding during the next five years to increase the 

functionality of our current space and to provide additional space either as a lease or purchase.  

In other words, it is clear that there is a need for significant increases in funding. 

 

The 2008 Canvass to secure pledges of financial support for our next program year has been 

based on a significant increase in what parishioners are asked to consider as their part in the 

financial stewardship of the church.  This is a first step in articulating the need for additional 

funding.  As parishioners we need to know to what extent we are or are not adequately 

supporting the financial requirements of the church. 

 

We recommend three means to increase clarity across the congregation of the financial needs 

of the church: 

1)  Develop and articulate guidelines for responsible budgeting based on our size. 

2) Use the budget process to establish the canvass goal as the responsible objective to 

secure and maintain financial health.  This requires that the budget be completed 

before the canvass begins.   

3) Maintain active communication with the parish community about budget decisions 

related to significant shortfalls in revenue that require budget adjustments.   
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In addition, we recommend a return to the practice of a canvass based on personal visits.  

Earlier this year the Parish Committee approved the establishment of a Stewardship 

Committee.  Through this committee we will base the future canvass process on personal visits.  

Fundraising research clearly demonstrates that one-to-one conversations are the most effective 

way to discuss financial commitment.  Equally important, these conversations provide 

additional opportunities for gathering information regarding how members value their 

participation and what might enhance that value.   

 

We add the caution that we must continue to convey the recognition of differing abilities to 

provide financial support the church.  However, we must also heighten awareness of needs and 

personal responsibility to pledge to the best of our abilities in recognition of the value of the 

program and services derived from being a part of the First Parish community 

 

Long-term, we need to consider how to secure financial stability and how to fund major 

investments that may be required.  The development of a planned giving program and a capital 

campaign are clear directions for the First Parish to take.  

 

Establishment of a planned given program should start with the establishment of an 

endowment fund and a committee structure to manage it.  This process includes a resolution 

that amends the Bylaws, an endowment document that provides specific written policies for a 

planned giving program, and the role and selection of members for an endowment committee.    

 

A capital campaign offers potential for funding a major project, increasing an endowment fund, 

liquidating debt, and funding major program initiatives. 

 

The development of a strategic plan will enable First Parish to better forecast future financial 

needs.  Projected five year operating and capital budgets will enable us to plan effectively in 

terms of defining financial goals and developing the processes that will ensure success.  

Ultimately the objective is to budget realistically, meeting the needs of growth with the annual 

canvass goal in line with inflation plus the costs of new programs or services. 
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Recommendations 

Section F:  Improving Communication 
 

Throughout our conversations, we repeatedly returned to the need to address communication 

within the larger community.   As a smaller church, word of mouth and oral history served as   

effective communication tools.  You either heard or knew to whom to turn to secure 

information.  Today, as a larger parish with members leading overcommitted lives, we need to 

think more consciously about who needs or wants to know different pieces of information as 

well as how best to get the information to them.  Communication has become a more complex 

process.   

 

In developing the governance model, we considered how to provide a governance structure 

that would support effective operations through incorporating effective and relatively effortless 

lines of communication among the leadership.  Equally important is promoting active 

communication of what is going on to the membership as a whole, since communication serves 

as the basis of church engagement and informed decision-making by the parishioners.  We see 

the Parishioner and the website as two vital resources for this.  The constant question for all of 

us is “How do we make information available in ways and amounts that different parishioners 

would like?” 

 

We recommend that a Task Force on the website be formed with the charge of reviewing the 

current website and developing a plan for changes that will enhance its role in welcoming 

newcomers to our community, engaging members, and supporting the work of our leadership. 

Further, we recommend that we focus on a repository of all policy as a means of facilitating 

access and that our communication structures be part of an on-going conversation about how 

to provide all participants in the community the opportunity for full participation. 
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V. Conclusion 
 

Over the past decade, First Parish has welcomed and enjoyed considerable growth in the 

number of friends and members who have become part of this wonderful community. This 

growth has necessitated that we transition from a pastoral church to a more program-centered 

church in which many people, including the minister(s), create and nurture programs that meet 

the wider array of interests and needs of parishioners. While much of this transition has already 

occurred, some further efforts are needed to complete the transition and to ensure that we 

properly support the growth we have already achieved.  

 

The SGT has identified several areas of church life that are key to this transition. Three 

interdependent areas — staffing, programs, and space — serve as the basis for a strong 

program church. Three other areas — governance, finances, and communication — underpin 

how effectively and efficiently the church operates.  We believe the recommendations that 

constitute the majority of this report can serve as guideposts for how First Parish can continue 

to evolve as a vital and vigorous program church. 
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Section VI: Appendices 

Appendix A: An Amended Governance Model  
 

Introduction 

How well the church runs and how well we use the time of our paid and volunteer staff is 

crucial to the quality of life at First Parish. Our current system of governance still reflects how a 

smaller, pastoral church should be run, but doesn’t quite fit the needs of First Parish now that 

we are considerably larger. It will be important to realign our bylaws and governance structure 

to better match our needs as a larger church. Our recommendations below aim to clarify 

people’s roles, further improve the strategic and operational effectiveness of the church, and 

reduce the number of meetings. We propose refinements to our current three-tiered 

governance model (Parish Committee, staff, and Parish Council) to include: 

1. A Parish Board to meet quarterly on policy, long-term planning, and finance. 

2. A Leadership Team headed by the senior minister to meet monthly to act on the 
day-to-day level decisions and church operations. 

3. A Parish Council of committee chairs to meet quarterly to review budget reports, 
initiate figures for annual budget, and coordinate programs. The committees can 
also be clustered by related functions to better coordinate church activities.  

The focus of the Parish Board will be to deal with all matters having to do with strategy, policy, 
and the stewardship of church assets. The Leadership Team will focus on operational matters 
germane to the successful, day-to-day running of the church. The Parish Council will support 
the operational efforts of the Leadership Team and provide a forum for coordination and 
communications.  

 

Parish Board 
Purpose  To preserve the viability and vitality of First Parish and its mission by: 

1. Providing fiduciary oversight of all church assets; 

2. Setting overarching policy and procedures; 

3. Helping to frame important opportunities and issues affecting the 

church; 

4. Establishing and overseeing the achievement of a long-term 

strategic plan; and  

5. Evaluating the performance of the senior minister. 

  

Members Voting  Seven members including the Treasurer elected by the  
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parish to rotating three year terms  

   Ex officio Minister 

     Chair of the Parish Council 

     Clerk 

 

Organization The Parish Board will elect one of its members to serve as President and 

principal lay officer of the Parish. 

 

Meetings  A minimum of four times during the church year. 

Note:  The Bylaws will provide for a minimum number of meetings.  

During the first year, we anticipate that the Board will meet on a 

monthly basis with fewer meetings possible in future years. 

 

Roles and Responsibilities 

1) Select (in accordance with Article IX of the Bylaws), advise and evaluate the Senior 

Minister 

2) Appoint other senior employees of the Parish after due consultation with the Senior 

Minister and pertinent committees, and supervise and evaluate performance through 

the Senior Minister. 

bƻǘŜΥ  ά{ŜƴƛƻǊ ŜƳǇƭƻȅŜŜǎέ ƛƴŎƭǳŘŜǎ ǘƘŜ !ǎǎƛǎǘŀƴǘ aƛƴƛǎǘŜǊ ŀƴŘ ǘƘŜ 

DRE.  If we move to an Associate Minister, a process for this 

appointment would be similar to that used to select the Senior 

Minister as a bylaw amendment. 

 

3)   Develop written policies and procedures governing the church including but not 

limited to such issues as personnel, space rental, fundraising, permit applications, use 

of church name in public statements or in other actions that reflect on the church and 

its membership, insurance, conflict resolution and acquisition/disposition of church 

assets. 

4) Appoint the Parish Council Chair. 

5) Work with the Leadership Team in preparation of annual plan and budget, reviewing it 

for conformity with the member-approved long-term plan, policies and procedures.  

Present to the membership at the Annual Meeting along with a recommendation for 

approval.  Final approval of the budget will belong to the membership. 

Note:  While the Leadership Team will manage operationally, the 

Board will retain overall responsibility for management given their 

selection, advisory and evaluation role with respect to the Senior 
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Minister.  The Treasurer, as a member of both the Leadership 

Team and the Board will present the budget with the 

recommendation of the Board that it be approved. 

6) Exercise within the bounds of the congregationally approved budget, full power and 

authority to approve, amend and modify all contracts (employment, long-term leases, 

etc.). 

7) Recommend to the Parish any significant changes, to be defined by policy, in the 

annual budget during the course of the operating year. 

8) Oversee church finances and the management of church assets through review of 

quarterly reports on the operational and long-term condition of the church (operating 

and endowment funds). 

9)  Manage business affairs and property of the Parish, subject to such directions as they 

may receive by vote of the Parish. 

Note:   The Board is a part of the governance structure; the 

Leadership Team is not.  The Board delegates operations 

management to the Leadership Team by virtue of its appointing 

authority for the position of Senior Minister.  If you hire or appoint, 

you have the final authority because you can remove. 

10) Prepare, manage and revise the strategic plan including long-term financial, capital 

expenditures and development plans.   

11) Nominate candidates for Nominating Committee vacancies to be elected by the Parish. 

12) Provide the Nominating Committee with a list of positions to be filled by election, 

appointment or recruitment. 

13) Determine the operating committees needed on an annual basis. 

14) Approve the development of any new operating committee in response to the 

recommendation of the Leadership Team. 

15) Recommend the formation of a standing (permanent) committee to the Parish 

membership.   

16) Periodically review the work of the Social Responsibility Council. 

17) Appoint a ByLaws Committee at a minimum of every five (5) years for periodic review 

of the church bylaws. 

18) Call the Annual Meeting and establish the agenda. 

19)  Call special meetings of the parish as required.    

20) Take all necessary and appropriate actions to open, operate and close accounts with 

banks and brokerages. 

21) Acquire, sell or encumber Church property as directed by the congregationally 

approved policy. 
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Reporting relationship 

The following committees report directly to the Parish Board: 

¶ Nominating (elected positions) 

¶ Endowment (to replace Investment Management Committee with three elected  

trustees) 

¶ ByLaws  

¶ Social Responsibility Council 

 

Note:  Other committees report to the Leadership Team through the Parish Council Chair.   
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Leadership Team 
 

Purpose To provide operational management of First Parish in accordance with 

the annual plan and budget (membership approved), policies (board 

approved) and long-range plan (membership approved).  

 

Members  Senior Minister, Chair 

   Assistant Minister 

Chair of Parish Council (appointed by the Parish Board) 

   President of Parish Board 

   Treasurer 

   Church administrator 

   hǘƘŜǊ ǎǘŀŦŦ ŀǘ ǘƘŜ {ŜƴƛƻǊ aƛƴƛǎǘŜǊΩǎ ŘƛǎŎǊŜǘƛƻƴ 

 

Meetings  A minimum of once a month during the church year. 

 

Roles and Responsibilities 

1) Coordinate work of staff and volunteers to ensure optimal performance in all areas of 

church operations and ensure the successful fulfillment of projects, programs and 

initiatives. 

2) Manage the church calendar. 

3) Establish agendas for Parish Council meetings. 

4) Approve any use of the contingency line item (annual budget) to cover unanticipated 

expenditures. 

5) Provide the Board with a quarterly review of performance to budget. 

6) Request Board action on any significant changes in the operating budget due to 

unforeseen emergencies or opportunities. 

7) Lead and coordinate the preparation of the annual plan and budget. 

8) Form and oversee task forces of volunteers and staff, as needed, to address particular 

operational issues or needs. 

 

Other 

a)  Individual members of the Leadership Team will serve as liaisons to the Committee 

Clusters and task forces 

b) A record of items discussed and actions taken to be provided to the Clerk for the 

permanent records. 
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Parish Council 
 

Purpose To coordinate work of volunteer operating committees and to work with the 

Leadership Team on the development of annual operating plan, budget and 

schedule. 

 

Members Chair (appointed by the Parish Board) 

  Committee Chairs (Committee chair may designate an alternate to attend.) 

  Senior Minister 

  Director of RE 

  Clerk 

 

Meetings A minimum of four times during the church program year. 

 

Roles and Responsibilities 

1) Contribute to the development of the annual plan and budget under the guidance of the 

Leadership Team and within the context of the long-term plan developed by the Parish 

Board. 

2) Monitor goals and review issues related to achievement of goals. 

3) Review performance to budget on a quarterly basis. 

4) Maintain supportive relationships between committees, senior minister and staff. 

5) Promote cooperation among committees organized as Committee Clusters. 
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Committees and Committee Clusters 

 

After the annual plan and budget are approved by the church membership, each operating 

committee is authorized to proceed without further action by the Parish Board, subject only to 

the annual budget, policies of the church and oversight of the Leadership Team. 

Note:  Committees include both standing (permanent as defined in the 

Bylaws) and operating (formed to conduct the business of the First Parish 

by the Board; list of committees may vary year to year based on needs). 

 

Committees will be clustered by function to facilitate communication between committees with 

related purposes.  Committee chairs are responsible for keeping other committee chairs within 

the same committee cluster informed of activities of their respective committees.  For the 

purpose of developing the annual plan and budget, each cluster will hold a collective meeting 

to coordinate plans prior to submission to the Parish Council for completion of the overall plan 

and budget.   

 

Committee Clusters may from time to time find it useful to form cross-functional teams to 

address specific issues.  The Parish Council Chair should be informed of the purpose of the 

cross-functional team and who will be involved. 

 

A Committee Cluster may elect to provide a single representative to meetings of the Parish 

Council. 

 

Committee Clusters will be responsible for working with the Nominating Committee to ensure 

effective succession planning within their particular area of expertise. 
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Proposed Committee Clusters  

     

Clusters       Leadership Team Liaison 

Infrastructure        Senior Minister 

 Physical Plant 

 Interiors 

 IT 

 

Resources       Treasurer 

 Stewardship (Canvass) 

 Fundraising Events Planning Committee 

 Investment/Endowment 

 Personnel 

 Finance 

 

Spiritual Growth      Senior Minister 

 Ministry 

 Religious Services 

 Music 

 Religious Education 

 

Community Outreach      Assistant Minister 

 Social Responsibility Council 

 Denominational Affairs 

 Field Education 

 Partner Church 

 Field Education 

 

Community Inreach      Assistant Minister 

 Membership 

 Caring Network 

 Lay Pastoral  

 Hospitality 

 Welcoming Congregation 
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Parish

Board

Congregation

ÅVote on major decisions

ÅApprove annual budget

ÅAmend Bylaws

ÅElects Parish Board

ÅCall/dismiss ministers

ÅDevelops 
long-term plan

ÅOversee 
fiduciary matters

ÅSet policies 
& procedures

ÅEvaluate
Sr. Minister

ÅFormulate 
annual plan

ÅManage 
annual budget

ÅDevelop 
programs

ÅCoordinate staff 
& volunteers

Strategic Authority Operational Authority

Ultimate Authority

Committee Clusters

Resources

Community

Inreach

Infrastructure

Community

Outreach

Spiritual

Growth

Staff
Parish

Council

Leadership Team

 
 

This figure shows the decision-making roles across First Parish under the amended governance 

model.  
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Appendix B: First Parish Statistics 
        

Membership  

 

Year Members 
Member 
Growth Rate Pledges 

Pledge 
Growth Rate 

1999-000 294   167   

2000-01 300 2.04% 173 3.59% 

2001-02 304 1.33% 189 9.25% 

2002-03 306 0.66% 195 3.17% 

2003-04 312 1.96% 197 1.03% 

2004-05 326 4.49% 212 7.61% 

2005-06 327 0.31% 210 -0.94% 

2006-07 340 3.98% 221 5.24% 

2007-08 356 4.71%     

 

  

Trend Analysis        

1)  The annual rate of growth over this time period has been 2.4%.      

2)  The annual rate of growth of number of pledges has been 4.98%.     

Additional data is being developed to provide basis for financial projections correlated 

to membership growth.        

        

        

Membership projections based on growth rate       

Based on historical annual member growth rate of 2.4%       

        

 

Year

Member 

Projection

2007-2008 356

2008-09 365

2009-10 373

2010-11 382

2011-12 391

2012-13 401  
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Worship Capacity at First Parish        

The generally accepted guideline is that use of 80% or more of the total seating capacity 

discourages newcomers by creating the visual impression that there is no room.   

     

Sanctuary seating capacity measured as 30-36" per seat as standard 240     

   

*Using the 80% guideline, the sanctuary is considered full when there are 192 or more attendees.  

  

       

Attendance History        

Year

Attendance-

John

% of capacity 

at 240

Attendance-

other

RE 

Enrollment

1999-2000 167 69.6% 88 135

2000-01 194 80.8% 114 111

2001-02 193 80.4% 110 130

2002-03 167 69.6% 138 130

2003-04 175 72.9% 193 150

2004-05 198 82.5% 135 122

2005-06 214 89.2% 172 132

2006-07 228 95.0% 182 135

2007-08 240 100.0% 173 111  
 

Analysis:  We have had an over-crowded sanctuary on Sundays when John is preaching since 

2004-2005.  

       

Use of the second floor (Bacon, Blinn and Page Rooms) to relieve overcrowding    

If assume 30 to 100 additional seats available on second floor (balcony)    

    

Additional 

Seats

Sanctuary 

Seating Total Seats

Capacity as 

80%

30 240 270 216

50 240 290 232

75 240 315 252

100 240 340 272     
    

Analysis using the 80% guideline        

* At 75 seats, we provide for current participation.  
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** At 100 seats, we would have the potential for twenty additional participants  

 Balcony seating will expand our capacity only to the extent that the option  

 is easily identifiable and the experience comparable to being in the sanctuary.  

       

**Numbers for 2007-08 are preliminary through April; given sabbatical year median attendance            

detail includes:       

    John's services   240     

    Other ministerial services  219     

    Community/Guest speaker  173  
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Appendix C: Staffing Model 
 

 

Field Education
Committee

Nursery Staff
(hourly)

DRE
(full-time)

Office Assistant
(part-time)

Bookkeeper
(part-time)

Sextons
(part-time)

Congregational
Administrator

(full-time)

Volunteer
Coordinator

(part-time)

Youth Choir
Director
(part-time)

Organist
(part-time)

KidSing Leader
(part-time)

Music Director
(part-time)

Assistant Minister
(part-time)

Student minister
(stipend)

Senior Minister
(full-time)

Parish Board

Congregation

 

This figure shows the First Parish staffing model with proposed new positions. 
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Appendix D: Summary from the  

Planning Our Growth Report, 2007 
 

In November of this church year, the Parish Committee formed the Planning Our 

Growth task force (POG) to look into issues of growth and congestion at First 

Parish and to recommend a path into the future.é  Since then we have talked to as many 

parishioners as we could, met with committees, studied the conventional wisdom on church 

growth, talked to architects, visited other churches that have faced similar issues, and 

spent long hours deliberating among ourselves. 

 

In some areas we have come to definite conclusions. In others, key information 

(like cost estimates for the various space options) is still not available, so we 

have outlined the possibilities and what we see as the major considerations in 

deciding among them. In all areas we have tried to assemble the relevant facts, 

with the hope that even those who disagree with our conclusions will be able to 

use this report as a basis for discussion. 

 

POG is an advisory task force, not a decision-making body. Our product is this 

report, and our recommendations will change nothing unless the Parish Committee 

and/or the congregation decide to act on them. 

 

The following list summarizes our findings and recommendations. 

 

Sunday Services 
We find that: 

 

Á The most pressing constraint on First Parishôs growth is the lack of space in 
the sanctuary on Sunday mornings. 

 

And so we recommend: 

Á Make the Bacon Room a better place to view the Sunday service by adding 
audio support and a better video monitor. 

 

Á In the near term, add seating by making a balcony out of the Blinn and/or 
Page Rooms. 

 

Á If Sunday attendance grows past the ability of the balconies to support it, start 
a second service. Or start a second service in Fall, 2008 if the resources to 

convert the balconies are unavailable. (Our vision of how two services might 

be implemented is described in Section 2.) 
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Coffee Hour 
We find that: 

Á Coffee hour is crowded and noisy. First Parish has grown too large to comfortably 
converse in one room. 

 

And so we recommend: 

Á Spread coffee hour throughout the church by serving coffee in the Bacon 
Room and/or the back of the sanctuary. 

 

Á Decongest the Common Room by putting coffee in several locations in the 
room or by encouraging a traffic flow away from the serving table. 

 

Á Decrease the number of promotional tables. Give each group/event/cause a 
seat at a table rather than an entire table. 

 

Á All coffee hour announcements should be given by one person. 

 

Religious Education 
We find that: 

Á The number of students in our RE classrooms is currently within UUA guidelines and 
should remain so for another year or two even if we change nothing. 

 

Á Average RE attendance has been growing at a 10% annual rate for the past 
three years, and room capacity needed has been growing at a 12.4% rate. 

 

Á If we increase the number of seats in the sanctuary and fill those seats, the 
RE program will continue to grow. 

 

Á The RE Committee has a plausible plan to gradually extend the Sunday 
morning program beyond 8th grade, if they can find room for it. 

 

Á Of the ten classrooms in the church building, nine are in use on Sunday 
mornings and the tenth is an office. 

 

And so we recommend: 

Á If we do not start a second service, we should find three more rooms for the 
RE program to use on Sunday mornings, with at least one (and preferably all 

three) becoming available by 2008-2009. 

 

Á If we do start a second service, we have a choice: We could have two identical RE 
programs similar to the one we have now. Or one service could have a program similar 
to the current one and the other could have an all-ages program similar to Way Cool 
Sunday School. 
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Staff 
We recommend: 

Á First Parish should envision becoming a two-minister church. Our half-time 
assistant minister position should be continued, and (as resources allow) upgraded over 

time to full-time associate minister position. 

Á Hire a part-time volunteer coordinator. 
Á Add custodial help on Sunday mornings. 
 

Space 
We find that: 

Á Over the next few years, First Parish will need four more rooms: three classrooms and 
an office. 

Á The scooters now used by many elderly and otherwise infirm people will not 
  fit in our elevator. 

Á The bank building on Fletcher & Great Road is for sale. 
Á There is a large unfinished space under the sanctuary. 
Á We could rent office or classroom space. 
Á All the major space-adding options require a capital campaign. 
Á We do not have firm cost estimates on any of the options. 
Á We donôt know how much a capital campaign could raise. 

 

And so we recommend: 

Á First Parish should continue studying all the major options in parallel until we 
get better cost numbers. 

Á A schematic design for adding seating to the Blinn and Page rooms should be 
authorized. (Estimated cost $9,500.) 

Á Tests should be done to determine the feasibility of building under the sanctuary. 
Á (Estimated cost $5,300.) We should make sure we have this information 

in plenty of time to decide how much to bid on the bank. 

      


