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DUNBAR HEIGHTS UNITED CHURCH
...where meaning, justice and belonging meet
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Background

Our Strategic Ministry Plan was approved at the Annual Congregational Meeting on June 26th and the following supporting steps agreed upon:

· Waller and Associates would be asked to conduct a planning study to gauge the congregations’ understanding and support of the strategy and the willingness to commit funds to the financial needs described in the plan.

· A recommendation on a stewardship campaign would be presented to the congregation once the results of Waller and Associates planning study were known. 

· Under the leadership of Council members we would hold more intensive conversations with west side churches with the assistance of a facilitator.

Waller and Associates conducted 30 interviews with 43 individuals in July and August. Another 10 members of the congregation completed detailed questionnaires. Rob Waller reported his findings and recommendations in a Resource Feasibility Study Report at the end of September. The report can be read and downloaded at http://www.dunbarheightsuc.ca/pages/rob_waller_report.pdf Printed copies are available through the church office.

Council members discussed the Waller findings at a special council meeting on October 23rd and will review the report and propose the next steps at a congregational meeting on November 20th. The purpose of this document is to:

· Summarize the approved Strategic Ministry Plan 

· Review the findings of the Resource Feasibility Study Report.
· Describe the next steps.

· Present a motion to hire Waller and Associates to work with us on a stewardship campaign.

· Explain the plan for the stewardship drive, the leadership team, timeline, objectives and process.

The Strategic Ministry Plan

How We Got Here
The strings of 2009: At the Annual Congregational Meeting in June 2009 we all drew strings showing how our various activities connected us to the building. It was quite evident that substantial repairs and renewal would be required to meet our needs. Discussion at Council meetings then became focused on building issues. We could most often meet our cash expenses but were not able to repair and maintain the building to even a basic standard.

Vision first: It became clear that identifying building needs was the easy part. The challenge was to state who we are and where we are going. Knowing “who” and “where” were essential in knowing “what” building upgrades would be essential. 

Continuation is not an option: Dunbar Heights is doing well. We have strong leadership, committed and energized lay leadership, vibrant, inclusive worship, bold preaching, spirit-filled music and well-supported outreach to the community. However, in the current secular world even these elements we value so much do not attract new members.
The challenge of declining congregations and aging buildings is not unique. In November 2010 we joined other west side United Churches – Knox, Trinity, University Hill and West Point Grey – in informal conversations around these issues. These conversations were quite independent of our own decision to engage Waller and Associates to work with us in realization of our vision.

As the Strategic Ministry Planning Team answered Rob Waller’s question as to where we felt God was calling us we realized that the invigorating, exhilarating changes we envisioned could be realized only if we consolidated with other congregations. This need not be a leader lead process. Rather we could encourage shared ministries and activities; start the journey not knowing the final destination.

We begin with highlights of the long term vision and conclude with a review of the five year financial plan designed to move us to be part of a consolidated United Church on the west side of Vancouver. 

The Long Term Vision
Worship and Music: Worship that is exciting, joyful, unexpected, welcoming to newcomers, filled with a sense of expectation and God’s presence. Here are just a few of the strategies described in the full report that would enable us to realize this vision:

· Time to lead -- a minister who can devote 50% of work time to worship preparation.
· Improved space -- flexible seating, a chancel thrusting into the nave area to aid sight and sound; an effective sound system; a simple lighting system to enhance drama and musical presentations; video equipment that allows for projection and filming of worship.

· Forms of worship -- more interactive worship with more prepared drama; more opportunities to use design elements and music to enhance worship; more opportunities for innovative untraditional worship; more chances to interact through the reflection; fully engage children, youth and adults in worship.

· Enhanced music -- create a strong musical training centre, create a chamber choir, and offer hospitality to the music community on the west side, support informal groups of musicians and aspiring musicians.

Spiritual Formation: Create a culture of invitation and expectation of deepening on the spiritual journey through spiritual practices. Here are just a few of the strategies described in the full report that would enable us to realize this vision:

· Courses -- regular courses about different prayer practices and opportunities to engage and learn with others; up to 30% of the congregation involved in exploring and interpreting scripture.

· Small group ministry -- up to 50% of the congregation belonging to groups of 8 – 10 to break bread together, pray, support, learn and to be held in loving accountability.

· Time to lead -- a minister who can devote 50% of work time to faith formation.

Building Up The Body of Christ: Welcome, encourage and care for each other on the journey:

· Member Support -- being attentive to members and friends of the congregation who have been absent from our live together.

· Pastoral Care -- a minister shared with other west side United Churches to provide pastoral care support.

Hospitality: To engage all people who come into Dunbar Heights United Church in hospitable and welcoming ways. We would engage a volunteer or paid host on weekdays.

Children, Youth and Families: Value and nurture children as gifts from God; support their parents’ spiritual lives and practices so they feel better equipped to support their children.

· Time to lead -- a full-time minister with children, youth and families.

· Expanded Godly Play -- offer godly play for adults and invite people who may feel cautious about bringing a child to church.

· Parenting groups -- encourage groups to nurture the spiritual life of families through book studies, spiritual practices and shared meals.

· Faith-Based preschool -- evaluate the possibility of a preschool based on the godly play principles and consistent with United Church theology with an integrated approach to the development of a child’s body, mind and spirit.

Engaging Our Community: To build relationships with and in our community. Here are just a few of the strategies described in the full report that would enable us to realize this vision:

· Ministry to the Neighbourhood: A coffee house or drop-in education centre where we can learn and minister to the needs of our neighbours; a drop-in ESL class for nannies; a coffee and connection time for preschool families; support for residents of new supportive housing units.

· Ministry to the Wider World: Sponsor several refugee families each year, connect with new immigrants and embrace the wisdom that comes with each new face; sponsor public forums to explore emergent issues. 

Stewardship: To engage members of all ages in stewardship as an active part of their faith; to create a vital enlivened United Church presence on the west side of Vancouver.

· Stewardship Development: Encourage members to target 3% of take-home pay as a regular gift to the church; conduct seminars to build giving through bequests.

· Consolidation: Work with other west side United Churches to consolidate; free-up capital for refurbishment by selling surplus land and buildings; direct surplus sale proceeds to community or wider church projects to demonstrate our commitment. 

The Short Term Ministry Plan
Realization of our long term vision is only possible within a larger congregation. Natural growth is unlikely. Shared ministries and consolidation with neighbouring United Churches is the best route to achieve a vibrant United Church presence on the West Side of Vancouver.

Our short term ministry plan assumes the consolidation process will take up to 5 years. That means that the visionary changes described earlier can only be pursued modestly; changes that require significant funding have to be deferred. The intent of our short term plan is to keep our options open by maintaining our building in a good state; to provide time for our ministers to devote to the consolidation process; and to make program changes which advance shared ministries.
Our approved plan estimated the financial needs of a 5 year plan to be $620,000. Estimates included maintenance and operating reserves, funds for transportable equipment, a fund to pay for contracted short-term support and musicians; and a fund to contract with ministers to lead pastoral care and spiritual growth classes while our ministers devoted the time required to lead the consolidation, process.

At a special Council meeting on October 23rd, members decided that our plan ought to be shortened to 4 years. We feel we will know at the end of 3 years what form consolidation is going to take and we need to fund 1 more year to complete the process. We have therefore revised the financial details which are shown below.

Resource Feasibility Study

Findings
Rob Waller, our consultant commenting on the results of his interviews with Dunbar Heights congregants: “There is an absolute recognition on the part of virtually all the interviewees that the congregation must make the meaningful, adaptive changes outlined in the ministry plan.” Rob also makes this point: “There is an acknowledgement that the congregation’s primary concern has been survival and that the work completed on the Strategic Ministry Plan is now “pulling” them to move beyond survival thinking to a fresh vision of ministry in the West Side.”
Waller’s confidence is based on numerical results from 39 interviews and questionnaires:

32 – Support the emerging direction of the congregation.

31 – Fully endorse the consolidation plan.

29 – Agree with the plan to raise new funds.

35 – Personally support a stewardship campaign over and above current giving.

Respondents were invited to indicate a gift range they might consider if asked to support a stewardship campaign to advance the Strategic Ministry Plan. Thirty-four responded. The collective range of indicated gifts is $270,300 to $408,300.

The findings, the enthusiastic participation in the planning process through the Dunbar Daring weekend discussion of the plan and willingness to respond in some detail through the interview process send a very positive message that we are on the right track even if the final destination may not yet be entirely clear.

Strengths and Concerns

Rob Waller’s interviews provided an important opportunity for congregants to reflect on life at Dunbar Heights. A number of aspects of our congregational activities were mentioned in response to the question: “What are the things you value deeply about being a part of DHUC?” These are some of them: worship and Reverend Michelle’s leadership, healing touch, centering prayer, including children in worship, the welcome and the smiles, the presence of gifted people and great music.

The particular strengths mentioned include: the ability of our Ministry team to draw in young families, good management of finances, phenomenal music, spirituality, inclusive and welcoming people, the Discipleship study group and the quality of the people who worked on this (plan) – trust in leadership.

Interviews were also a chance to speak to concerns or ways in which our congregational life could be improved. Rob Waller highlighted 8 such issues, 1 has already been dealt with, 3 will be well met on the execution of our plan, 3 deal with how we might be more welcoming and connected with users of our building, a task we all can share and 1 is an on-going issue on staff time and expectations and resolution of this issues is now under discussion at Council.

The Next Steps

Establish Milestones

At the Dunbar Daring weekend participants asked: What are the milestones – the significant or important events -- that will indicate we are making progress in our plan to consolidate with another congregation(s)? Our expectation that members of our congregation will commit significant additional money to this plan depends on our ability to measure progress against agreed-upon milestones.

Update on the west side initiative. In November 2010, Reverend Michelle, Jean McTavish, Council Chair, Maureen Paetkau, Worship Committee Chair and Craig Burns, interested member, met with counterparts from 4 neighbouring United Churches: Knox, West Point Grey, Trinity and University Hill. All 5 congregations recently moved to continue the conversation and to cover a portion of the costs of an experienced consultant to work with us over the next year. Vancouver Burrard Presbytery, in which University Hill, West Point Grey and Trinity are member pastoral charges, has approved a grant to cover the balance of the consultant’s cost. 

We were encouraged at the Dunbar Daring weekend to initiate shared ministries. The Dunbar and West Point Grey choirs have sung together. The long-established Knox/Dunbar Men’s’ breakfast group invited West Point Grey men to join and the combined group also met at West Point Grey’s regular meeting. There are a number of other ministries which would benefit from joint efforts and which would enable us to get to know each other.

Clarify Costs

The cost figures here are a good estimate of the funds we need.

	Stewardship Campaign – 4 Years
	
	Annual
	4-Year

	Operating Reserve
	$100,000
	$25,000
	$100,000

	Maintenance
	
	$53,750
	$215,000

	Flat roof repair
	$30,000
	
	

	Stucco repair
	$40,000
	
	

	Interior painting
	$40,000
	
	

	Flooring
	$25,000
	
	

	Boiler contingency
	$20,000
	
	

	Electrical
	$30,000
	
	

	Plumbing
	$30,000
	
	

	
	$215,000
	
	

	Transportable Equipment
	
	$7,500
	$30,000

	Sound system
	$20,000
	
	

	Screen and Projector
	$5,000
	
	

	Technology upgrades
	$5,000
	
	

	
	$30,000
	
	

	Contracted Services
	
	$12,000
	$48,000

	Communications $20/hour*10hrs/wk*10mos*4yrs
	$8,000
	
	

	Musician/section leads 4 singers*$75/wk*33 weeks
	$40,000
	
	

	
	$48,000
	
	

	Consolidation fund
	
	$26,550
	$107,000

	Pastoral care $45/hour*25hrs/mo*10mos*4yrs
	$45,000
	
	

	Minister Support $45/hour*30hrs/mo*10mos*4yrs
	$54,000
	
	

	Consulting fees $1,200/day*10days*3yrs*20%
	$8,000
	
	

	
	$107,000
	
	

	
	$500,000
	$124,300
	$500,000


Plan the Stewardship Campaign

Organization

Our very experienced consultant, Rob Waller, recommends an 8 person campaign committee: 2 co-chairs, the Chair of Council (ex-officio), the Minister, a Congregational Phase Coordinator, a Communications Coordinator, a Campaign Administration Support person and Campaign Counsel.

Leaders

Arthur Ross and Julie Poznanski have agreed to serve as co-chairs. Other positions will be filled in consultation with Rob Waller who gathered additional names as he spoke with interviewees this past summer. 

Campaign Counsel

Council recommends that we contract with Rob Waller as Campaign Counsel. Rob’s professional fee is $30,000 (HST not included). There will be operating costs in addition such as for any marketing material and or part-time secretarial assistance.

Rob advises that a church organization will in most cases raise 3X more dollars by hiring a fund raising consultant than what the organization would raise on its own. He also makes this point: “The consultant has to be able to direct volunteer activities and become accepted as the insistent voice for the basic principles and techniques of the campaign plan.”

Rob’s work with us to this stage demonstrates very clearly his skill and good counsel which we feel will be even more valuable and important during the campaign. We therefore move that we contract with Waller and Associates, to engage Rob Waller to be Campaign Counsel for a fee of $30,000 and that the consulting services offered and the time period for delivery be as outlined in Waller and Associates “Campaign Proposal for Dunbar Heights United Church” October 2011.

Timeline

Fund raising will take place between January and April 2012. Between now and January the team will begin approaching members interested in being visitors, training will be offered and we will develop the Case for Support, the critical selling document.

Initial Gifts Phase

The intent in this period would be to secure major and planned gifts with a target of 70/80% of the campaign goal.
Congregational Campaign Phase

The objective in this period is to raise the balance of the campaign goal through individual visitation or group meetings to secure commitments.
General Community Phase

More research needs to be done to assess whether the broader community can be canvassed for support. For example, we have many user groups for whom we are a convenient and often inexpensive facility. These users might well find our request compelling.

Appendix I: Waller and Associates Proposal

WALLER & ASSOCIATES consulting services will include:

· Design and implementation of overall fund raising plan for all campaign phases.

· Directing the preparation, implementation and monitoring of the campaign according to the plan.

· Reporting to the Board on the status of the campaign as requested. (directly responsible to the Campaign Co-Chairs, Minister and Council Chair)
· Attending campaign committee meetings.

· Planning and coordinating the selection of top campaign leadership.

· Organizing all committees and directing their activities.

· Instructing all committee chairpersons and members in techniques for making gift visits.

· Providing the gift planning expertise to ensure maximum financial response.

· Preparing all essential operative materials such as gift planning materials, commitment cards, brochures, posters, etc.

· Providing the client with written progress reports on a monthly basis.

· Preparing all records relative to the collection and processing of both gifts and expenses.

· Preparing and presenting campaign final report.

· Preparing recommendations for post campaign activity and the design and implementation of a three-year follow-up program. 

Our time commitment and professional fee for the Campaign depends on your expectations of our leadership and involvement. The fee outlined for the Campaign is based on the minimal amount of time required to achieve the campaign goals. It includes the cost of travel.  

All operational costs are covered by Dunbar Heights United Church. We recommend that a campaign budget be established for conducting the entire program recognizing that wherever possible volunteer assistance would be an effective cost saving measure. Your decision to involve church leaders throughout the process will increase ownership and commitment to the outcome of the process. 

The amount of money that can be raised in any campaign is determined by several factors - the cause, leadership, the potential givers and the plan.  The plan which Waller & Associates has proposed is our best projection on the basis of information available and the environment for a campaign at this time.  We hope our plan illustrates Waller & Associates' commitment to raising the greatest amount of money in the shortest and most efficient manner possible.

Waller & Associates will also provide Dunbar Heights United Church with three years of follow-up consultative services immediately following the capital campaign at no additional cost. 

Appendix II: Questions and Motions November 20th Meeting

Approximately 40 members and adherents met after church on Sunday, the 20th, to review the key elements of this report and to consider 2 motions necessary to move our plan forward. Some issues were raised which required clarification:

· There was much discussion around how consolidation funds will be used. The broad intent is to enable our ministers to spend time working on consolidation-related issues. Our ministers are already more than fully engaged in executing the tasks we expect of them and cannot take on the vital work of leading in the execution of our plan without giving up other work.

The example given was our experience during Reverend Michelle’s maternity leave when we hired a minister on a part-time basis whose prime responsibility was pastoral care. The consolidation fund would offer similar possibilities likely through sharing a contracted minister with other congregations with whom we are in conversation.

· The question was raised as to what would happen if we were unable to raise the amount targeted for our stewardship campaign. The response was that while failure was not an option, depending on the final amount raised we would need to revise our planned expenditures. Borrowing to meet a shortfall has not been considered and would not be recommended. Keeping everyone informed and listening to concerns will be critical to the success of the stewardship campaign and the strategic plan. 

· Between January and the end of April 2012 the campaign team will seek to achieve commitments of $500,000 plus the campaign counsel’s fee of $30,000. A typical campaign would see 50% of the commitments honoured in the first year, 25% in year 2 and 25% in year 3. We are asking for funds to be committed and paid over 3 years to fund the purposes described in this report which will be incurred over 4 years.

The following motions were approved:

· ...that Dunbar Heights United Church undertakes a stewardship campaign to raise $500,000 plus fees charged by Campaign Counsel.

· ...that Dunbar Heights United Church engage Rob Waller as Campaign Counsel for a fee of $30,000 and that the consulting services offered and the time period for delivery be as outlined in Waller and Associates “Campaign Proposal for Dunbar Heights United Church” October 2011. 
Note: small changes have been made to the numbers on page 7 from the original report to match those shown on the power point presentation November 20th. In total the changes amount to $2,800.
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