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Introduction

The strategic ministry plan provides a faithful and compelling framework for the future
of Dunbar Heights United Church (DHUC). In order to move effectively from planning
to action, the Council must ensure an accurate reading of the ‘pulse’ of the congregation
in relation to the following:

O ownership and urgency of the strategic ministry plan
support for the short-term and long-term plans
availability of core leaders for a financial stewardship campaign
momentum for undertaking a campaign
level of financial support for raising approximately $620,000
the ‘giving climate’ for the campaign including increased giving to
operations and planned gifts
O availability of alternative financial sources such as grants, foundations

O000oao

A Resource Feasibility Study was conducted by Rob Waller from June to September 2011
and consisted of 30 personal interviews with individuals and couples associated with
Dunbar Heights United Church (DHUC) and a survey to all households not being
interviewed.

It was Waller & Associates' task to gauge the ability and inclination of DHUC’s potential
funding constituencies to support the proposed capital stewardship campaign. The Resource
Feasibility Study would test the congregation's support for undertaking a major capital
stewardship campaign to raise approximately $620,000 over a three-year pledge period
over and above current giving plus increase the regular giving by 3%. In addition to
confirming the feasibility of the project, the study would also explore how to best
structure and position a campaign.

The Resource Feasibility Study serves as the first step in Dunbar Heights United
Church’s overall fund raising strategy.

The study is now complete. This report contains the findings, evaluations and
recommendations that Waller & Associates believes are crucial to the campaign plans of
DHUC. The report begins with a description of the study, highlighting the key components
of the process.

The Findings section presents the statistical responses and provides some preliminary
observations of the interviews. This information is important because it describes how the
congregation and community feel about a potential campaign. Furthermore, it provides an
early indication as to the level of support the congregation can expect.

Throughout the report you will see a reference to the word ‘counsel” which is used in

reference to the professional counsel Waller & Associates is providing to DHUC through
this study.
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As the findings are presented, | have made observations on the significance of these
findings. This analysis leads to evaluation and recommendations which DHUC should
follow in launching a capital stewardship campaign.

It is my goal to be both clear and concise in this report so that it will be of greatest value to
you in reaching critical decisions regarding your fund raising plans.

| am especially grateful for the key administrative support provided by Anne Clarke and
Mark Paetkau who arranged and coordinated the interview appointments.

Finally, I extend my sincere appreciation to the interviewees. Everyone was most generous
with his or her time and advice. It was a privilege to hear people’s faith stories and historical
connections and their passion for DHUC.

It has been wonderful to work together with you in this first stage of realizing God's vision
for DHUC. My goal has been to provide you with the information and resources you

need in order to make the best possible stewardship and planning decisions in responding
to God’s call for your future.

Respectfully submitted,

Rob Waller
Waller & Associates Ltd
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The Study Process

The Study was designed to measure the relative strengths and weaknesses of the four
essential components of any capital campaign: case for support, anticipated level of
financial support, leadership and plan.

In total 41 households received a letter of invitation to participate in the study interviews.
A total of 30 interviews were conducted in the congregation. People responded to a
number of fundamental questions within an open dialogue format. The questions
(outlined below) were used as a discussion stimulant and to ensure uniformity of data
collection.

Survey questionnaires were circulated to every household not being interviewed so that
every congregant had a voice in the study. Ten (10) completed survey questionnaires
have been returned to the office and the results are included in this report.

A broad cross-section of individuals/households involved in the life of DHUC were
interviewed. The statistics are reported on a per household basis except for questions #16
and #17 which are reported on an individual basis.

In selecting study participants, emphasis was placed on securing interviews with families
and individuals whose judgement could be relied upon for an accurate appraisal of the
support for the strategic ministry plan and the giving climate in the congregation. A list of
the interviewees has been included. A number of interviewee responses have been included
so as to give the reader a sense of the kinds of things that are on people’s minds regarding
congregational life and the strategic ministry plan.

Each of the interviewees had been prepared by a Project Overview document (see
Appendix) that had been mailed to them with a cover letter. Anne or Mark then followed
up the mailing with telephone calls to set up interview times. Interviewees included a
wide variety of people from young families to seniors and representation of key
congregational leadership.
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Findings and Observations

The "findings" as outlined in this report are a summary of what people told the interviewer during the
"one-on-one™ conversations. It is a report of the responses to particular questions related to the study
objectives.

Thirty (30) congregational interviews were conducted for a total of forty-three (43) individuals who
participated in the congregational interviews. The statistics are reported on an interview basis. Nine (9)
survey questionnaires were completed.

Given that each person or couple was asked approximately 22 questions, there were literally hundreds
of views and opinions expressed. Please note that not every study participant answered all questions.
There are three possible reasons for this. Either the interviewer has determined that it would be
inappropriate to ask the question, the study respondent has declined to answer, or alternatively, the
study participant is not familiar enough with the congregation to be in a position to offer an opinion. In
responding to questions, most couples tended to be in agreement about their joint response but where a
spouse indicated a difference of opinion their response was indicated in brackets ().

The findings outlined in this section relate to the four areas of fundamental importance to a campaign:

Case for Support

Leadership

Prospective Donors

Campaign Plan

Waller & Associates Ltd, September, 2011 7
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1. What excites you about Dunbar Heights’ vision and direction? \What
concerns you?

Observations

As interviewees shared their responses to this question it became very apparent that the responses
below provide an accurate snapshot of the hopes, dreams and concerns of the DHUC community
especially as the congregation engages in the fresh direction being offered through the strategic
ministry plan.

At the very heart of DHUC is an incarnational community where the emphasis is on nurture and
profoundly caring relationships. Many interviewees shared how their life is being supported and
transformed through the friendships, care, preaching, music and teaching. It’s the quality of these
relationships that ‘drives’ the community and is reflected in the interviewee responses below.
Participants often shared their thankfulness for the tremendous sense of family and the way people
work together with a healthy sense of unity.

There is an absolute recognition on the part of virtually all interviewees that the congregation must
make the meaningful, adaptive changes outlined in the ministry plan. Some interviewees questioned
whether DHUC has the staff leadership capacity to make these changes...but there is clear sense that
we can do this together. Interviewees were passionate in describing that right now is a very critical
moment in the church's growth and future.

There’s an acknowledgement that the congregation’s primary concern has been survival and that the
work completed on the Strategic Ministry Plan Council is now ‘pulling’ them to move beyond survival
thinking to a fresh vision of ministry in the West Side.

The congregation is blessed with a skilled core of strong Christian leaders who work well together and
are deeply committed. However a number of interviewees commented on the potential impact of some
underlying concerns within the congregation that need to be addressed.

What excites you? What concerns you?

“I’m excited people are taking on jobs — people are engaging.”

“We’re looking beyond our walls. Know we can’t stay. We’re open to dialogue.”
“Spiritual formation — Bible study.”

“Permeation of love in the atmosphere. We are all on the same page.”

“We have an amazing congregation.”

“How does the church work? It’s an aging congregation. I don’t know people. Going here for
so many years and I don’t stay for coffee. I’ve volunteered two times but no response.”
“The building could look better at little cost.”

“We need more activity for young adults. Must grow the church.”

“Church is not able to get 30+age families. UC is conscience of the nation.”

“Imagine what we could offer if we had more people — more energy — more viable SS.”
“This facility has been on maintenance mode for a while and it looks like it.”

“We must not ignore the fact we can attract people to church.”

“If you buy (housing) in this area you are financially strapped.”

Waller & Associates Ltd, September, 2011 8
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“Michelle’s been here 8 years — will she stay? What if she leaves in the middle?!”

“We are fighting a losing battle in the culture for peoples’ interest. Seems very difficult.”
“Young families fade away as kids get older.”

“I wish Michelle had more time for home visits.”

“It’s either young or elderly — there’s no teenage or young adult presence.”

“Setting up a tech team for worship.”

“Custodial leaves a lot to be desired.”

2]  What are the things you value deeply about being a part of DHUC?

“It’s like an extended family.”

“Great worship and children’s leaders.”

“With two ministers people felt very supported — having someone dedicated to pastoral care.”
“Healing touch centering prayer; young women in last few years who have stepped up.”

“Very intelligent and caring people. Some elderly women put out a lot of effort and time.”

“It’s encouraging to see a wonderful group of small children...but when they hit 13/14 they will
disappear! What can we do?”

“Music was good before but now it’s great. I don’t know how they can attract more people to
come.”

“I love the church. Very friendly.”

“Michelle and Cathy do a great job including the children.”

“I like the theology of United Church.”

“Families that love in the same community going to church.”

“For 60% of the congregation it’s the people holding them here and not the sermon or music.”
“He’s beginning to learn to distinguish between performance and worship.”

“Real energy and real spirituality. Very motivated group.”

“Very gifted people here.”

“T love the welcome and smiles on entering church on Sunday. | feel part of a larger family. The
music is uplifting. Support and caring in times of need are always there. We are not alone.”

3] Inyour opinion what are the particular strengths of Dunbar Heights
United Church?

The following strengths were identified by the interviewees:
Michelle will draw in young families
Good management of the finances; great financial people — very strong and with
good communication skills
Music and choir is phenomenal
Worship service
Spirituality
Inclusive and welcoming people
The quality of the people who worked on this - trust in the leadership
Discipleship study group
Lots of children

Waller & Associates Ltd, September, 2011 9
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Good sermons — good staff
Soup Sunday

Where are some areas where improvement might be considered?

Some interviewees took advantage of the opportunity to share their views relative to ways in
which congregational life might be improved. Many people took the liberty to express their
deepest concerns. These perceptions were all offered in a spirit of love and appreciation for
present ministries and also with a deep concern for strengthening the church's unity, ministry,
‘financial’ practices and governance. Where there were at least ten interviewees with similar
perceptions about related concerns these have been grouped together below. Please remember
these are perceptions only but together they form a picture that should be of concern to the
Council.

A concern about the Choir shifting more towards being about performance
“Spiritual part is edging out and professional part is moving in.”

A concern about the church and facility
“Need for a better sound system.”
“Kitchen could be more functional.”
“Sanctuary looks shoddy.”

“Our church always looks dirty.”

A concern about the perceived need for more pastoral care
“Not enough care for the old guard.”
“Older people feel they are being ignored.”
“Our pastoral care needs attention.”

A concern about welcoming and engaging people in the community
“No welcoming committee or strategy — a big void.”
“Not a welcoming front office.”

A concern about there being no communications plan, no outreach marketing and no
marketing or growth plan

A concern about a lack of connection with the pre-schools in the building.

A concern about staffing issues including a lack of management and direction of staff,
a lack of staff time accountability.

“No one is supervising because no one is here.”

“A culture of no accountability.”

“Why are regular reviews not conducted?”

A concern about a lack of financial accountability and information regarding financial
stewardship that would allow leaders to plan effectively.

Waller & Associates Ltd, September, 2011 10
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“Our accounting software should interface with our donor base...we should
know more about our donors.”

A concern about governance
“Communication and reporting at Council level could be better — it’s all done at
the last minute.”
“M&P needs guidance.”

“Virtually no communication between committees.”

In the opinion of Counsel these perceptions need to be researched further and properly
addressed by the Council at the earliest so as not to impact on the congregation’s capacity
and ability to move forward. An organizational review or audit would lead to the
identification/clarification of the issues that must be addressed by Council. The contrast and
discrepancy between the perceived strengths and perceived concerns is cause for some
alarm.

4. How familiar are you with the strategic ministry plan?

Very Familiar Somewhat Not Familiar Total
Familiar Interviews
Congregation 16 (53%) 9 (30%) 5 (17%) 30 (100%)
Interviews
Questionnaires 3 (33%) 6 (67%) 0 9 Total
Questionnaires

Observations:
It is encouraging that 83% of the interviewees and 100% of the questionnaires indicated they are ‘very
familiar” or “somewhat familiar”.

Responses

‘Lot of thought and work into this.”

“Well laid out document — sets the bar high.”

“Time and effort for this seems daunting. We don’t have enough leaders/staff to do this vision.”

5. What are the most important emerging views or directions being
described in the strategic ministry plan?

Observations
Interviewees recognize that the ministry plan outlines a different kind of church and are very
excited about this plan. At the same time they are also concerned with whether we have the staff
configuration or the capacity to actually do this. They are concerned about the financial
resources that will be required and the unknown implications. For many interviewees the

Waller & Associates Ltd, September, 2011 11
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consolidation plan part of the ministry plan is the real ‘driver’ as it is the piece that establishes a
vibrant church presence on the West Side of Vancouver - and not so much the Long Term
Ministry Plan. However, most interviewees indicated that they ‘get it’ that the realization of the
long-term vision is only going to be possible within a larger congregation. There is a concern
about the danger of the consolidation plan becoming ‘the’ vision and plan.

Easily 30% of the interviewees really want to see the kitchen partially upgraded now!

Interviewees shared the following views in response to this question.

Responses

“Sharing a pastoral minister.”

“Staffing will need to be looked at carefully.”

“Must have good pastoral care. If we are going to consolidate it will be more important.”
“Think of ourselves as the wider west-side church.”

“Seniors.”

“The pastoral care part is key. Does this mean she is here .5 time. Is that best for ‘us’? There’s a
role she should play but do want her spending that much time — don’t stretch her too thin.”

“It’s a good thing to get out of our box. We don’t have the dollars to sustain so let’s look more
wisely and widely.”

“That this is unsustainable. All Westside demographic is dropping. Knox is imploding but I’'m
not convinced they would consolidate.”

“Spiritual formation, discipleship, children, youth and families.”

“These small groups are vital for knowing who is in need and who needs a casserole.”

“There’s a real movement to changing. Our congregation can be respectful enough to honour
our processes.”

“Engaging our neighbourhood and a place where people gather. Spiritual formation — this might
attract people my age.”

“We will need a shuttle from each location.”

“If we know we are here for 2 years then let’s do the kitchen! Don’t leave this for 5 years. Must
have a better kitchen — IT'S A SYMBOL.”

“Spiritual practice — and taking it into our daily lives.”

“This is calling for enhancement of ministry.”

“It’s faithful to the Gospel. It will take more than money. Whatever we move into must have
people solidly behind it.”

6. Do you support the emerging direction of the congregation as described in
the strategic ministry plan?
Fully Support Partially Do Not No Comment Total
Support Support Interviews
Congregation 27 (90%) 2 (7%) [7] 1 (3%) 0 30
Interviews
Questionnaires 5 (56%) 4 (44%) 0 9 Total
Questionnaires

Waller & Associates Ltd, September, 2011
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Observations

¢ Overall, it is very encouraging that approximately 97% of the interviewees either fully
or partially support the strategic ministry plan.

¢ The interviewees who indicated ‘partially endorse’ expressed views that the dollar
figures seemed too vague or unclear or expressed some strong reservations about the
size and scope and costs of the Short-Term Ministry Plan (Consolidation Fund) or that
there are aspects of this direction where they have questions and need more information.

¢ In Counsel’s opinion there is definitely sufficient support of the plans to move forward.

¢ The key question on people’s minds is whether the plans can be funded at this time.

Responses
“Are our staff up to the task?”
“We can’t keep going the way we’ve been going struggling to find the dollars to maintain.”
“It’s a back of the envelope budget. Needs to be more refined. Must have milestones. Who goes
out 5 years? Is it a rolling commitment?”
“We don’t have room for failure. $400K for first 3 years as the marker.”
“None of us can afford separate facilities. Discussion breaks down when it comes to property.
Our property could be used for seniors and young people housing.”
“When I think of the last 10 years this is the best time to do this in DHUC history.”
“Not sure if I like how it’s all presented. It’s not naming consolidation clearly enough.”
“Don’t assume everyone is ‘in’.”
“Needs fine tuning as to when the dollars are needed.”
“I fully support but I worry about leaving the building. I am attached to it. I hope it’s this church
that is chosen.”
“I support this — but we don’t have the people resources to do this. People don’t realize how
much it is to do this. They need a person to guide and ‘hold feet to the fire’ — someone not staff.
“You are running into an issue ‘lack of understanding about the vision’. The paper is designed
to look at consolidation. It’s trying to move this church forward. We must be clear about what
the process is.”
“I don’t see any other way.”
“A projector for worship and sound system (to show video stream in worship) could be included
in the stewardship campaign.”
“Tighten up the funding requirements. Must see achievable milestones. Who is overseeing this?
What will it take in terms of time and organization?”

Waller & Associates Ltd, September, 2011 13
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Do you endorse the consolidation plan?

Fully Endorse Partially Do Not No Comment Total
Endorse Endorse Interviews
Congregation 27 (90%) 3 (10%) 0 0 30
Interviews
Questionnaires 4 (44%) 4 (44%) 0 1 (12%) 9 Total
Questionnaires

Observations

¢ It is very encouraging that 100% of the interviewees (and 88% of the questionnaires)
either fully or partially endorse the consolidation plan. This indicates the confidence
that the congregation has in its leadership and the level of expertise that the
congregation can draw on for leadership.

¢ Once again those interviewees who indicated ‘partially endorse’ expressed views that
the dollar figures seemed too vague or unclear or that there are aspects of this direction
where they have questions and need more information.

¢ In Counsel’s opinion there is definitely sufficient endorsement of the consolidation plan
to move forward.

¢ The key question on people’s minds is whether the consolidation fund can be funded at
this time.

Responses
“I’m concerned we think of consolidation as the paradigm.”
“We’re the lead church so it will be interesting what others respond.”
“The building isn’t as important as I thought.”
“Essential the minister has time for consolidation.”
“It’s a fine line how much do you put into this building?”
“No splitting up into generational groups like Langley.”
“We don’t know how much we are going to need.”
“How motivated are the other churches?”
“The business case suggests you have to do this. Don’t go into this with a closed mind that it
would be one location.”
“I’m not convinced it will work.”
“Doesn’t matter if we go or if we stay. Must steward resources.”
“How do you get other churches to buy in? The sooner we can get the committee for
consolidation up and running. We need a joint committee running with this.”
“Knox has better facility — we have location. People are attached to walking to church.”
“The ‘we’ is now all of us United Churches on the Westside in our 5 locations.”
“Where do the numbers come from for consolidation? Must have a good understanding.”
“What can we promise? What will we have at end of the day?”

Waller & Associates Ltd, September, 2011 14
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7. Council is planning a capital stewardship campaign that would involve
congregation members in providing financial pledges for the strategic
ministry plan over and above their regular giving. Do you agree with
the plans to raise new funds through the implementation of a capital
stewardship campaign program (including conversations in homes)?

Agree Disagree No Comment Total
Interviews
Congregation 29 (97%) 0 1(3%) 30 (100%)
Interviews

Observations:

¢ An outline of the essential steps for implementing a capital stewardship campaign were
discussed. Virtually all interviewees expressed agreement with the plans to raise new
funds for the Short-Term Ministry Plan through a campaign.

¢ The positive response (97%) reflects a sincere willingness (not necessarily enthusiasm)
to undertake the challenge of a capital stewardship campaign.

¢ The discussion of a campaign where visits are made by trained members of the church to
go to people’s homes was generally well-received without objections but because it is a
new concept there will be a need to explain the campaign process and program very
clearly.

¢ Some interviewees shared their concern for undertaking a capital campaign when the
church is experiencing a deficit position in its operations.

Responses

“Will dollars go into ‘the pot’ or specific things?”

“It’s a superhuman effort each December.”

“If the dollars are not raised we will have to scale this plan back.”

“We are running 30-40% short (financially in operational giving) — there’s a big scramble at the end
of the year.”

“Must fix the deficit! We are on PAR.”

“Church has been burdened financially in the past. Last stewardship program was done 3 years ago
— we used the Celebration model.”

“We’ve never been approached about what to give. It’s always a question will we meet our budget.”

8. How would you anticipate the congregation’s acceptance of a capital
stewardship campaign?

Positive Negative Mixed Don’t Know Total
Interviews
Congregation 17 (57%) 0 9 (30%) 4 (13%) 30
Interviews
Questionnaires 3 (33%) 0 6 (67%) 0 9 Total
Questionnaires

Waller & Associates Ltd, September, 2011 15



Resource Feasibility Study Report Dunbar Heights United Church

Observations:

¢ The responses to this question were generally positive but many interviewees made a
qualitative comment that indicated people’s awareness of a percentage of members who
might respond in a more guarded or negative way or who would not be in a position to
support the campaign because they are retired. One interviewee thought there would be
resistance from 60% of the congregation. Another interviewee thought that a number of
the members of the congregation wouldn’t want to be bothered.

¢ The above responses appear to indicate a sincere willingness and commitment to
undertake the challenges of a campaign to raise new funds over and above current
giving.

¢ Many interviewees were quick to point out that it would be critical how the campaign was
presented and who leads the campaign.

¢ When people can see things happening people are more willing to give.

9.  Would you personally support a capital stewardship campaign for DHUC
over and above your current giving?

Yes No Don’t Know TOt?'
Interviews
Congregation 30 (79%) 7 (18%) 1 (3%) 30 (100%)
Interviews
Questionnaires 5 (56%) 0 4 (44%) 9 Total
Questionnaires

Observations

This is a very encouraging response (approx 80%) and indicates a strong willingness to invest in the
future of DHUC and in particular the consolidation plan by making a gift/pledge over and above
their present level of giving. This also acknowledges that regardless of some of the questions and
concerns about the costs, there is a sense of urgency that this must be done now. This indicates to
Counsel that the bottom line is that there is the potential for a high level of support that could be
forthcoming in a campaign. A few interviewees were often quick to point out that while they
supported the campaign, personal financial restraints would limit their participation. Sometimes this
was because a spouse was not an active, supporting member of the congregation. A good number of
interviewees felt that the case must be tighter with actual costs and must show the dollars will be
spent wisely.

Over 60% of the interviewees indicated a willingness to increase their giving to the operational
budget by at least 3%.
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10. How would you rate a campaign for DHUC in relation to your overall
giving plans? (over and above your church and charitable giving)

High Priority Worthy of Low Priority | No Comment Total
Support Interviews
Congregation 15 (50%) 9 (30%) 3 (10%) 3 (10%) 30
Interviews
Questionnaires 2 (22%) 7 (78%) 0 0 9 Total
Questionnaires

Observations:

¢ The ratio (80%) of the interviewees (and 100% of the questionnaires) who rate a
campaign as a ‘high priority’ and ‘worthy of support’ is encouraging at this point in the
process. These interviewees clarified that their regular giving to DHUC would not be
effected.

¢ Those who described the campaign as ‘low priority’ were registering their inability to
increase substantially their current level of giving to the church.

¢ The priority for giving is an indication of people’s passion for the church’s direction and
consolidation plan.

¢ One interviewee remarked “Why would I make a significant contribution if I can’t be
sure that I’m contributing to something that won’t be here in the long term?”

11. Thisis a chart of the size of gifts needed to raise $ 620,000. In your
opinion, does DHUC have the ability to raise $ 620,000?

Congregation Yes=8 No =2 Don’t Know/No
Interviews Comment =20
Percentage 27% 7% 66%

Interviewees were introduced to a sample gift chart (Appendix) in order to visualize the types of
giving levels and numbers of financial gifts that would be required over a three-year pledge period.

Eight interviewees believe the congregation has the ability to raise approximately $ 620,000 over a
three-year pledge period. Some of these interviewees are longtime, knowledgeable members and
they indicated that the financial resources required are present in the congregation but that all the
funds might only become available as people established confidence in the consolidation plan and
the congregation’s future.

Approximately 66% of the interviewees indicated ‘no comment’ or an opinion that they ‘did not
know’ but essentially they were indicating that they seriously doubted the congregation could raise

these kind of funds in a 3-year campaign.
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Responses
“It’s like doubling up your giving for 3 years.”
“Challenge is ABC levels over and above current giving — not the higher levels.”
“A lot of people are retired or just retiring which creates anxiety.”
“How will we ensure that the money is actually coming in?”
“Take number of gifts down to 80 or 90 and then do spread. I don’t see people having this
income.”
“One woman could do the top gift.”
“It’s a bit ambitious.”

Congregational Profile and Financial Stewardship Practices

The congregation has approximately 215 households on the congregational list and approximately
148 regular identifiable givers (approx. 70%). Approximately 25% (40) of the identifiable givers
are providing 70% of the givings and the other approximately 75% are providing 30% of the total
givings. The median gift was $850 in 2010. In Counsel’s view it is likely that approximately 50% of
the congregation are giving less that 1% of their household income. This could help explain why the
congregation experiences a shortfall every year that is allowed to accumulate because the Advent
Appeal raises the shortfall at the end of the year. The problem with this approach is that it is a
‘slippery slope’ and reverts more to a fundraising methodology which in many respects can make
the problem actually worse. A stewardship program has not been conducted in the past three years.
However the fact that in 2010 the congregational members increased their annual giving to
operations by 8% and in 2009 they had increased by almost 25%, indicates there is room for
development here.

The congregation gives very generously to the Mission and Service Fund ($15,370) and to Special
Appeals: $21,000 in 2010 for exterior painting; $7,273 to the organ fund and $5,000 to support the
strategic planning process. The Advent Appeal last year raised an estimated $93,000! The total
raised last year through the above special appeals and others, over and above current giving, is
approximately $130,000.

There are a number of "unknowns" when it comes to being able to make a prediction on the financial
campaign goal. Among these unknowns is the willingness of people to give generously sacrificially.
DHUC has a history of giving generously to special appeals. A typical rule of thumb for a capital
stewardship campaign is that a congregation can raise at least three times its annual givings through a
three-year pledge campaign. This would mean that DHUC ought to be able to fulfil a minimum goal of
approximately $900,000. But there has never been a need (or the opportunity) to implement an
organized financial capital stewardship campaign. In the past whenever there has been an urgent
financial need people have responded generously. DHUC’s true financial capacity has never been
tested.

The fact that approximately a quarter of the congregation’s income comes from rentals simply reflects
the growing reality of many mainline churches. It would appear that the values of those organizations
renting space from DHUC aligns with the congregation’s core mission.

A few interviewees referred to the economic climate but they did not think it would impact a campaign
negatively.
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If no, what is a more attainable goal?

A number of interviewees felt that a goal in the range of $300,000 to $400,000 was more
achievable. There is an awareness and appreciation that the affluent families have been very
generous. At the same time there is also an expressed concern about the instability of the economic
climate.

12. Do you think the levels of giving in the Chart of Giving Standards are
realistic and attainable?

Observations:
¢ Approximately 20% of the interviewees believe that the giving levels are realistic and
10 % stated ‘unrealistic’ while the majority of the interviewees were uncertain.

¢ Many interviewees pointed out that the congregation is actually a small congregation.

13.  Without making a commitment at this time, could you indicate the level of
support which you might consider to the capital stewardship campaign
over a three-year period, over and above your current giving?

Observations:

Interviewees were confidentially invited to indicate the gift range that they might consider giving to
the consolidation fund if the church moved forward with a capital stewardship campaign to raise
$620,000. It was understood that this was over and above their regular offering. The 25 (83%)
interviewees/couples (and 9 survey questionnaires) who responded to the invitation to share this
confidential information indicated a willingness to consider pledges totaling between $279,300 and
$408,300. The gifts ranged in amounts from $500 to $60,000 over a three-year pledge period. These
are not commitments but indications of financial support and potential.

Some interviewees preferred to share privately with their spouse first and for other interviewees this
was not an appropriate question. These indications of support are extremely encouraging for a
special capital campaign such as DHUC is considering.

Potential Gift Range Expressed By Interviewees
Low Range of Indications High Range of Indications
Gift Level  # of Pledges Total # of Pledges Total
$ 60,000 1 $ 60,000 2 $ 120,000
$ 50,000 $ 1 $ 50,000
$ 40,000 $ 1 $ 40,000
$ 30,000 1 $ 30,000 1 $ 30,000
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$ 25,000 2 $ 50,000 $

$ 20,000 $ 1 $ 20,000
$ 15,000 4 $ 60,000 2 $ 30,000
$ 10,000 2 $ 20,000 3 $ 30,000
$ 9,000 $ 3 $ 27,000
$ 6,000 3 $ 18,000 5 $ 30,000
$ 5,000 2 $ 10,000 $

$ 3,000 7 $ 21,000 8 $ 24,000
$ 1,500 1 $ 1,500 1 $ 1,500
$ 1,000 6 $ 6,000 5 $ 5,000
$ 800 1 $ 800 1 $ 800
$ 500 4 $ 2,000 $

Total 34 $279,300 34 $408,300

Generally people were very respectful of the study process and were very positive and generous in
their response to this question. What people ‘would give’ and what they ‘could give’ is the
difference between a donation and sacrificial giving. Sacrificial giving is associated with campaigns
of great importance when personal ownership and interest is generated by the capital campaign

The percentage of people willing to participate in the campaign is encouraging. Supporters have a
genuine passion for DHUC, but many also feel they have limited financial resources to provide.

A few interviewees expressed interest in exploring a planned gift or making a contribution through
a gift of stocks/securities. Five interviewees stated they would consider including DHUC in their
estate planning in the form of a bequest.

14.  Could you suggest the names of individuals who, because of their stature
and Christian commitment, leadership skills and organizational ability,
would be good candidates for the position of Campaign Chairperson?

¢ A confidential list of the twenty (20) people who have been suggested as good candidates for
top leadership has been supplied under a separate cover. The great diversity of names for
leadership is quite impressive and reflects the tremendous pool of excellent leadership that
could possibly be available to DHUC.

Are there any other individuals you believe would be good campaign leaders?
¢ Interviewees were also asked to indicate the names of church members who they felt could

provide campaign leadership. A confidential list of these additional names has been supplied
under a separate cover.

Waller & Associates Ltd, September, 2011 20



Resource Feasibility Study Report Dunbar Heights United Church

15. Would you consider serving in a leadership position in the campaign or
work on a committee to raise the required funds?

Volunteer to be a Yes =26 No=9 Uncertain =2 | No Comment =6
campaign worker
Percentage 60% 21% 5% 14%

Observations:

¢ A good number of people responded positively recognizing the tremendous energy and
organization required to meet the program goals of a capital campaign. A list of the twenty-six
(26) people willing to consider serving on a campaign committee has been supplied under a
separate cover. Each individual's response to this question was also noted separately.

¢ Those who have indicated ‘yes’ does not mean that they have committed themselves but that
they are willing to consider giving leadership. Those who responded ‘no’ were often hesitant
but their time priorities and health prevent them from considering a more active role.

¢ The results suggest that education and information need to be provided with details of roles and
responsibilities, and that leaders need to encourage and invite key people to join the
organizational team.

16.  If you were trained, would you consider being a visitor and giving people
the information they need for financially supporting the campaign?

Yes No Uncertain No Comment Totals
Congregation 25 (58%) 9 (21%) 6 (14%) 3 (7%) 43 individuals in
Interviews . .
interviews
Questionnaires 0 7 (78%) 2 (22%) 0 9 Total
Questionnaires

Observations:

¢ Sometimes people are willing to work on a campaign but they are not willing to “ask for
financial support”. In this study, a good portion of the people who are willing to work
are also willing to visit others. This is a very positive sign. Each individual's response to
this question was also noted separately.

¢ Most of the interviewees who indicated ‘no’ simply felt this was not an area of comfort.
Since it was an open question simply asking them ‘to consider’, it opened the door for
discussion. Some respondents chose to talk through their immediate concerns to a
willingness to consider.

¢ At this stage, this response is encouraging and shows a willingness on the part of church
members to explore how they might become more actively involved.
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17.  The capital stewardship campaign is projected to commence immediately
this fall. Do you agree with this timing?

Yes No No Total
Comment Interviews
Congregation 28 (93%) 0 2 (7%) 30 (100%)
Interviews
Questionnaires 4 (44%) 1 (12%) 4 (44%) 9 Total

Observations

Questionnaires

Twenty-eight or 93% of the interviewees expressed the very strong view that they believe
now is the time to move forward with a campaign to raise the funds for the consolidation

plan.

Responses

“It’s expected. Must be careful. To stretch my giving more will need creativity.”

“People are ready to move forward.”
“It has to happen.”

“People are enthusiastic in the fall — in spring it loses momentum.”

“It’s a fresh start.”

18. Do you think DHUC should proceed with a campaign?

Yes No No Total
Comment Interviews
Congregation 28 (93%) 0 2 (7%) 30 (100%)
Interviews
Questionnaires 4 (44%) 1 (12%) 4 (44%) 9 Total

Observations

Questionnaires

Twenty-eight or 93% of the interviewees (and 44% of the questionnaires) expressed the very
strong view that they believe DHUC should proceed with a campaign. Some interviewees
remarked that DHUC should proceed as long as the preparations can be done well.

Responses
“Go for it!”

“Needs to be done soon!”
“As long as we can prepare well.”
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19. In terms of launching a campaign, what are the major benefits of doing the
campaign and/or problems which the congregation could face?

Observations

At a time when members are being asked to support a major project, financial issues are very
important. Members of DHUC will want to know the plan for balancing the annual budget and a
clear financial plan for funding the consolidation plan. This information has been made available
but interviewees noted that it needs to be made clearer.

Intentional and effective communications is the key to informing, educating and developing
passionate support from members. It is of vital importance to link the Ministry Plan and the
consolidation plan to the Vision that DHUC desires for living faithfully.

Responses
“It will give us more energy.”
“We can’t go on like we are. Never know until you do this.”
“Make everyone involved.”
“It will force people to think about what’s important to them. This forces people to get more
engaged.”
“Must have a big event to show how vibrant we are. Make it fun!”
“Bring congregation together — if we all pull together.”
“This expands out horizons. Momentum-expectancy; the moment is ripe; an opportunity to get
to know each other.”
“It will force the church to work in best practices and accountability.”
“It will give the church the financial ability to make choices — a position of strength.”

20. Do you have any suggestions as to what must be done in order to ensure a
successful campaign?

Observations

Interviewees stressed the importance of openness concerning the costs of the consolidation plan,
communicating the need, generating personal interest and ownership among DHUC members and
the importance of continuing to provide leadership that strengthens people’s confidence and trust.

Building confidence in the Ministry Plan and financial plan for the proposed initiatives must be
accomplished in order for Dunbar Heights United members to move through their anxiety and get
excited about moving forward with the Strategic Ministry Plan and the consolidation plan.

Responses

“Have people witness about why this church is so important to them.”
“Cooperation and communication between all committees and hold joint meetings.”
“Clarity and consistency of messaging.”

“Must have a communications plan.”
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“Prayer — seek God’s wisdom in all of this. Get out of the way of your own agenda.”
Must see some change as per strategic plan. Nothings happened here in 8 years.”

21.  What advice do you have for Council in terms of moving forward?

Responses

“Can’t beat people up. Lots of communication. There are going to be leaps of faith.”

“Must keep congregation with you — be a partner. Create opportunities for questions.”

“Someone has to create a message that the outcome of this will be better than what we have.”
“Council members must have clear answers especially for the older core group.”

“If people don’t feel heard they won’t put their money out. I need to know they are listening.”
“Need to thank people for what they are doing — need to be more appreciative of work people do.”
“Thinking outside the box in raising money — car wash, gala etc.”

“Must be transparent about where money is going to be spent. Must have more details — monthly
updates.”

“Losing friends is a problem — people have to be reassured — need image of new place and respect
the traditions/plaques. It boils down to personal touch and contact w each household. What are your
fears and concerns? People can just drift away. Each person must know they are valued.”

“Must have a communications coordinator going forward.”

“Should do an EMV every 2N year and a phone call in the off year.”

“As the appeal goes forward be sure to talk about what we’ve accomplished so far.”

“Meet privately with key stakeholders. Get people on board. Spend time talking with seniors.”
“When people can see progress it’s much easier to give to this.”

“Set up a foundation that supports these activities.”

“Must have the structure for accountability. Work on best practices. The money must be well-used
—it’s a trust.”

“You don’t want to be 2-3 years ‘in’ and say we’re not getting anywhere. We must hit milestones.”
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Evaluation and Recommendations

There is very strong support indicated for DHUC’s Strategic Ministry Plan (including the
consolidation plan) from approximately 100% of the interviewees which is very encouraging, at this
point, for conducting a capital stewardship campaign. Congregational leadership has carefully laid
most of the groundwork and established a foundation for a special campaign. The fact that key
major donors have been identified at this early stage is real cause for cautious confidence in terms
of setting the financial goal. My recommendations that follow include recommending that the
campaign continue as planned. The study results indicate that a well-organized campaign should
raise a minimum of $500,000. It should be kept in mind that this study is not intended to solely
reveal specific potential givers, or specifically, how the goal will be attained, but rather what the
potential for support would be. The congregation’s momentum and extreme caution needs to be
directed in a way that continues to build the faith and confidence of church members step by step.

The evaluation comments and recommendations that follow will concentrate on Dunbar Heights
United’s financial potential as this is seen in the Case for Support for the Strategic Ministry Plan,
the leadership, the donor evaluation and the plan for financial development.

In order to assist in the design of a campaign strategy, Counsel has outlined below the results of a
SWOT analysis (Strengths, Weaknesses, Opportunities and Threats) regarding the special campaign
for DHUC.

SWOT Analysis

Strengths

Warm, welcoming, friendly place to worship

Highly valued worship

Recognition that the congregation must change or die

Very skilled and capable lay leaders

Desire to do more Outreach projects

Excellent leadership from Council

Caring community of sincere Christian faith and commitment, where people care for each other.
Pastoral Care

Great music program

Michelle is highly appreciated for her leadership gifts and preaching

Cathy’s skills and expertise with children, youth and families is highly valued
Property - Church owns the land

Strong social network

Leaders demonstrate prudent financial stewardship

Competent leaders

Presbytery has provided strong support and guidance

Trust in leadership

People endorse the work of the Council

Hospitality

Encouraging levels of financial stewardship and generosity
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e Very strong support for the Strategic Ministry Plan and particularly the consolidation plan

Weaknesses:

Low profile in the community and no marketing strategy or communications plan
Interviewees raised concerns about congregational life and staffing issues
Building looks worn and tired

No identifiable community outreach program

Poverty thinking — we can’t afford this

Generally poor financial stewardship practice

Opportunities:

Standing on the threshold of a new beginning

e The congregation could initiate an outreach program or mission in a spirit of partnership with the
community

e Implement the right strategies to grow the congregation
Articulate the Strategic Ministry Plan and financial plan in a clear, understandable and compelling
manner including milestones

o Enthusiasm for personal and corporate growth — spiritually and for outreach
Discover a positive experience of being faithful together in a renewed unity/commitment and
growing the congregation and completing the consolidation project together with the other five
congregations on the West Side
Great potential for planned gifts

e Great potential for social times and newcomers
Clarify financial plan and future resources required, providing confidence to church members that
the project is possible without effecting operational givings

e Overcome the anxiety and lack of confidence with clear communications

Threats:

e Loss of momentum and passion for the Strategic Ministry Plan and consolidation plan — fear of it not

happening or not moving forward fast enough

Conflict over congregational life issues

Fear of finding out that not enough funding is in place to carry through the Short-Term Ministry Plan

Losing Michelle’s leadership and presence

Michelle taking on too many initiatives/overworked and ineffective use of her time/energy

Staff conflicts

Poverty thinking and survivor mentality

Lack of a willingness of senior leaders to volunteer their time and expertise

Burnout or ‘tiredness’ of key leaders and volunteers

The potential for creating anxiety through the campaign process

Moving too fast increases possibility of mistakes that may be regretted and moving too slow will result

in a loss of momentum and urgency

e Moving forward with the consolidation plan without leadership having the total confidence of the
congregation that enough money has been pledged and received in cash

e Lack of faith

Waller & Associates Ltd, September, 2011 26



Resource Feasibility Study Report Dunbar Heights United Church

Case for Support

In a capital campaign, the way in which the vision and subsequent needs of the congregation are
presented, explained and packaged is very important to the success of the program. The Case
Statement forms the basis for all campaign literature and promotional materials. The Case
Statement deals with such questions as:

* A Short History of Dunbar Heights United Church (DHUC)

* What is DHUC doing now?

* What is the congregation’s mission and vision?

* What is God calling DHUC to be and to do in the future and why?
* How will this be done?

* How much will it cost?

* How will it be paid for?

In the study, church members offered many comments/advice. Many directly relate to the Case and
its presentation to the congregation. In summarized form the advice pointed to key concerns for
clarifying:
¢ how the Strategic Ministry Plan and consolidation plan will be facilitated
through campaign funding including milestones and timelines;
¢ the actual plan for moving forward with the consolidation plan;
¢ the ‘business plan’ as to why the funds are needed, what the funds will be used
for and when and how the funds will be managed and how the increased
operational costs will be met.
¢ how the needs of the Long Term Strategic Ministry Plan will be met
¢ how the Ministry Plan is achievable and why it must be done now

There is little doubt that a Case Statement that focuses on the Strategic Ministry Plan (and
consolidation plan) and addresses the urgent needs would be well received by the congregation. We
take this position for the following two reasons:

1. Twenty-seven (27 or approximately 90%) of the interviewees (and 100% of the
questionnaires) support or partially support the Strategic Ministry Plan and 100%
of the interviewees and 100% of the questionnaires endorse or partially endorse
the consolidation plan as described in the Project Overview;

2. Twenty-nine (29 or 97%) believe DHUC should launch a campaign.

Although 30% (9) of the interviewees (and 67% of the questionnaires) believe that a campaign
would receive a ‘mixed’ reaction this is more an acknowledgement that a fair portion of the
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congregation would react unenthusiastically to a special campaign. Because there is virtually no
other alternative there are indications of strong support for a campaign throughout the entire
congregation according to the interviewees.

It was clear in the study that, among those interviewed, there is a clear understanding of the
importance and urgency of the Strategic Ministry Plan and the consolidation plan.

Even though there is a deep appreciation that the process to date has been open and well-organized,
it is apparent that an extra effort to communicate more effectively and include people in more
conversations about the consolidation plan would be well received by getting more people to attend
special meetings. It is vital that the open and empowering style of leadership continue. There is a
need to create an additional opportunity for the congregation to decide on its next steps in order to
ensure full ownership of the plans and the campaign.

One way to evaluate support for the Case Statement is to ask people if they would give financial
support. Thirty interviewees (30 or approximately 80%) said ‘yes’.  The 25 (83%)
interviewees/couples (and 9 survey questionnaires) who responded to the invitation to share this
confidential information indicated a willingness to consider pledges totaling between $279,300 and
$408,300.

There is lots of concern being expressed about the financial ability of the congregation to handle the
congregation’s operations along with a campaign to raise $620,000. Although the popular view is
that the giving is ‘maxed out’ and that many people question the willingness of people to give
generously to a special campaign like this over and above their current giving, a meaningful level of
financial support is very evident.

|_eadership

The recruitment and commitment of high-profile leadership is essential to the success of virtually
all capital campaigns. The study confirmed that DHUC has a core group of committed and loyal
people willing to assist. This list is provided under separate cover.

Enlisting the appropriate leadership (for the capital campaign) would be one of the first challenges
of the campaign. This single ingredient (leadership) determines not only who gives and how much is
given, but also who is asked. There ought to be an equal representation of men and women in
leadership positions and ideally leaders who can continue to build bridges of understanding at the
grassroots level. The appointment of campaign co-chairs will be one of the most important
appointments of the entire campaign.

A number of key people interviewed expressed a willingness to consider providing leadership.
Interviewees were asked if they would be willing to serve on a campaign committee and if they would
consider making gift visits on behalf of the church. The fact that approximately twenty-six (60%)
indicated ‘yes’ to consider serving on a campaign committee is very encouraging. The fact that twenty-
five (58%) out of forty-three (43) individual interviewees indicated ‘yes’ to making visits is very
encouraging at this stage. The reason for this response is two-fold: the lack of home visitation
experience within the congregation and the busyness of church members already engaged in church
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activities. The percentage of people willing to make visits on behalf of the campaign is within
acceptable levels. In Fundraising Counsel's experience a certain percentage of respondents will not
commit themselves during the study process, but will become involved when the campaign begins.

The congregation has not had any intensified solicitation of funds other than appeals or even an every

member financial stewardship program for years. The congregation has never undertaken a major
campaign. Hence, it is only natural that there would be a sense of apprehension about being a visitor.

Donor Evaluation

Normal campaigns of this nature must receive significant pace-setting gifts in order to attract the many
smaller gifts necessary to carry a campaign to goal and beyond. Experience shows that successful
campaigns must secure a lead gift of approximately 15-20% and that 50% of the goal should be raised
from the top 20 gifts.

In this campaign, because of the limited number of identifiable givers to the church (approx. 148),
we must raise at least 80% of the required funds from 20% of the church members. We must have
potential donors capable of providing large leadership gifts.

Three factors in particular were positive and lead Fundraising Counsel to believe that a campaign has
good potential for success.

e Of the 30 interviewees who responded to this question, 15 or 50% of the
respondents indicated that a campaign would rate "one of their highest giving
priorities” and 9 or 30% indicated the campaign would be "worthy of some
support".

e Approximately 80% of the interviewees (and 56% of the questionnaires)
indicated they would support a campaign and that they would be willing to do
whatever they could within their means.

e Of the 30 interviews and 9 questionnaires a total of 34
interviewees/couples/questionnaires (approx. 87%) indicated a possible gift size
or range. In Fundraising Counsel's experience this figure indicates excellent
potential for success. The total indicated dollar amount was between $279,300
and $408,300.

e Of the 17 top gifts required on the Standards of Giving Chart the study was able
to identify at least 14 of those gifts.

Once again, it should be kept in mind that this study is not intended to solely reveal specific
potential givers, or specifically, how the goal will be attained, but rather what the potential for
support would be. Based on the overall results, the economic climate, the promising financial
leadership indicated in the study, the limited number of identifiable givers to the church, the
concern for the operational budget and the current shortfall and the overwhelming support for the
Strategic Ministry Plan and the consolidation plan, it is Fundraising Counsel’s opinion that a
minimum campaign objective of $500,000 in pledges/gifts over 3 years could be attained. In addition
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Counsel is of the opinion that the potential for receiving planned gifts could provide additional
funding. Although only a few interviewees indicated an interest in a planned gift there is
tremendous potential that might be realized with the right leadership and approach.

It is assumed that there is no room in the congregation’s operational budget for handling a small
mortgage.

Counsel is also recommending that a stewardship teaching program be combined with the capital
stewardship campaign to increase the level of generosity and increase the overall level of regular
giving to the church’s operations by at least 3% if not more.

In summary, Fundraising Counsel believes that a campaign could generate a minimum of $ 500,000 in
gifts and pledges. However, this will be challenging and only feasible if the following conditions are
met:

1) a strong and widely accepted Case for Support must be presented;

2) campaign co-chairs and a working committee prepared to lead by
example must be recruited,;

3) a feasible working plan must be developed and followed,;

4) the perceptions/concerns raised in the study are (in process of)
being addressed by Council appropriately.

The failure to address any of these elements will have a serious impact upon the campaign's ability to
generate the necessary funds.

The Plan

Enthusiasm, teaching and creativity of core church leadership will be extremely important to the
development of this campaign.

Many interviewees have given serious thought to the application of Christian Principles of
Stewardship as they relate to the needs before the congregation and personal sacrifice required to
meet those needs.

It is evident from the responses of the interviewees that a special campaign for DHUC should be
conducted in three ‘seamless’ phases. The timing for the campaign needs to be discussed with the
Council. According to the interviewees it is very important to keep the momentum moving steadily
forward and look for congregational approval at each critical step. The majority of interviewees
believe the campaign ought to begin implementation as soon as realistically possible.
The first phase would be to approach church leaders for their leadership gift support.

The second phase would be the DHUC campaign.
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The third phase would be to invite the participation of past members, Friends of DHUC and
possibly the wider community. It is also possible that ‘gifts in kind” might be solicited.

Fundraising Counsel recommends that church members be asked to increase their regular giving
and their giving to M & S for this year by at least 3% and that they be asked to make a 3-year
pledge/gift over and above their regular giving to the capital stewardship campaign. Provided there
is proper education and information, the regular giving will not be negatively affected. In fact, a
10% increase in regular givings is often common during a special campaign focus.

One of the areas for discussion has been on the relationship of this campaign to stewardship
teaching in the church. Fundraising Counsel’s recommendation would be to provide stewardship
teaching and combine solid stewardship and fund-raising methodology in ways that respect the
integrity of the stewardship teaching and yet fully challenges the giver to give generously. e.g.
identified gift amounts and/or the invitation to move closer toward the principle of tithing.

Based on experience, the congregation could anticipate receiving 50% of the total amount pledged in
the first year and 25 - 30% of the total amount pledged in each of the following two years, based on a
three year pledge period. This would depend as well on the number of large gift donors deciding to
give over a three-year period.
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Recommendations

Counsel is providing the following recommendations:

RECOMMENDATION #1

That the Board clarify the following issues that were raised in the study: clarification of the milestones
for implementing the Strategic Ministry Plan and the consolidation plan; clarification of the
consolidation plan and costs for moving forward; and the development of a capital stewardship
campaign plan and timeline. Further recommendations for entering a campaign phase need to be
discussed with the Council. In order to fully maximize the potential consideration should be given to
retaining a campaign consultant for the campaign time frame.

RECOMMENDATION # 2
That a summary of results of the Planning Feasibility Study be prepared and/or presented to the
congregation and that a summary be sent to all interviewees.

RECOMMENDATION # 3

That a plan or organizational audit be developed by Council for ensuring due diligence is completed
on the key perceptions and concerns recorded in the study regarding governance, organizational
effectiveness and staff care and management.

RECOMMENDATION #4
That the plan for the recruitment of the Campaign Co-Chairs be initiated as soon as possible.

RECOMMENDATION #5

That the Council seek approval from the congregation to proceed with a special campaign for
raising $620,000 with the understanding that decisions about expenditures and phasing will be
made after the campaign is completed. People will be encouraged to give to the campaign without
any designation.

These recommendations, if fulfilled, will take advantage of the sense of urgency or momentum felt
by most members to move forward with the campaign and the Strategic Ministry Plan. This will
ensure that momentum is secured. If handled properly, this campaign will provide additional unity
and increased spiritual resources.

Within all the interviewees there is seen a determination to be a community of faithful Christian

stewards led by the Spirit. Regardless of any plan there is certainly the love and the opportunity for
DHUC to take that next step in faith.
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Capital Stewardship Campaign Plan Outline

A capital campaign is an organized, intensive fund-raising effort on the part of DHUC to secure
extraordinary gifts and pledges. The campaign essentially and fundamentally is about people, their
motivations, beliefs, needs, desires, aspirations and hopes. Although this campaign needs to be well
organized with excellent leadership it must be under-girded with prayer.

DHUC should seek to establish a solid organizational base from which to effectively launch the
campaign.

¢ A detailed campaign plan should be prepared. This would include a timetable of all activities
throughout the course of the campaign. The plan will outline the phases of the campaign, the
actions that need to take place during each phase and the organizational detailed required.

¢ Counsel would work with the Council and/or Campaign Committee to develop a detailed Case
Statement highlighting the historical development of DHUC, its current mandate, its vision for the
future, and the need and rationale for the special campaign.

¢ A Campaign Committee should be appointed to guide the campaign and assume primary
responsibility for the recruitment of additional campaign leadership. The Campaign Committee
should be made up of:

Campaign Co-Chairs

Council Chair (ex officio)

The Minister

Congregational Phase Coordinator

Communications Coordinator

Campaign Counsel

e Campaign Administrative Coordinator

¢ A complete graphics package would be developed and the first campaign operative materials
produced.

¢ A campaign office will need to be organized and essential resources secured (Administration
support, computer, equipment, files, etc).

A Planned Giving Program component would be developed.
A component of the campaign plan would be a detailed awareness and communications program.
Potential givers list would be developed.

Visitor training for visitors would begin and the first visits organized.

® & & o o

Campaign budget would be established.
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Proposed Campaign Organization

Council

SMPT

DHUC Campaign Committee
Campaign Co-Chairs
Board Chair (ex officio)

The Minister
Congregational Phase Coordinator
Communications Coordinator
Campaign Admin Support
Campaign Counsel

Communications
Task Group

Initial Gifts Phase
October

Congregational Gifts
Phase
November
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Appendix: Project Overview

Dunbar Heights United Church

Strategic Ministry Plan — Summary
July 4™ 2011

Introduction

The Strategic Ministry Plan was approved in principle at the Annual Congregational
Meeting on June 26th. This summary has been prepared as background for a Planning

Study to be conducted by Waller and Associates in July and August. The study which will
include interviews with 35-45 families, the use of a questionnaire sent to all on the Dunbar
Heights mailing list and a follow-up congregational meeting, is designed to gauge the
congregations*® under st aS$trdtegit gPlanaanddthesmllipgpesg to o f
commit to the financial needs.

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. Knowi ng “who” and
were essential i n knowing “what” building upgrades w

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 answe
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.
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The Long Term Vision

Worship and Music: Worship that is exciting, joyful, unexpected, welcoming to
newcomers, filled with a spesence. Herd aregust@méew dfat i on
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® spirit uadtheyfeelvbetter equipmed tp sugporttheic chilsirens

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.
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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

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 other West Side 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.

Financial Stewardship Campaign i 5 Year Requirements

Maintenance & Possible repairs, necessary maintenance and cover
: $300,000 . . o

Operating Reserve for possible operating deficits.

The intent is to improve our sound system and to

$40,000 purchase projection equipment suitable for our
space.

Contracted Services $60,000 Mamly for musicians plus s.,hor_t-term contracts for
web site design and communications support.
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To allow our ministers to spend time leading the
consolidation process we could contract other
ministers to lead pastoral care or spiritual growth

Consolidation Fund $220,000 classes. The fund would provide for 20 hours per

week, 10 months per annum at $45.00 per hour
Wo u | cover our share

Next Steps

Our strategic ministry plan provides a faithful and compelling framework for the future of
Dunbar Heights United Church, in the broader context of the other United Churches
serving in the West Side area. It provides a pathway for what our church leaders believe
we must do together to bring into being the future God is planning for us.

In order to move from planning to action, we must ensure that we have the financial
resources required. The Congregational Meeting on Sunday, June 26™, approved a motion

that Waller and Associates be authorized to conduct a planning study to gauge the
congregations®™ understanding and support of t
the financial needs identified in the plan.

The Planning Study, to be conducted by our consultant Rob Waller, will ensure an
accurate reading of the mind of the congregation in relation to the following:

¢ Ownership and urgency of the strategic ministry plan.

e Support for the short-term and long-term plans.

¢ Availability of core leaders for a financial stewardship campaign.

¢ Momentum for undertaking a campaign.

e Level of financial support for raising approximately $620,000.

¢ The ,giving <climate®" for the campaign includi nt

gifts.
¢ Availability of alternative financial sources such as grants and foundations.

The study will include 35-45 structured conversations or interviews with Council members,
staff, congregational leaders, and members of the congregation together with a
congregational survey. The study will gather the information essential to identifying how
best to structure and position a financial stewardship campaign faithfully and successfully.

Above all, the Planning Study will provide the kind of objective information needed to make
strategic and organizational decisions with confidence.

In September, the Planning Study report and recommendations will be presented at a
Congregational Meeti ng. Subject to the study
motions for moving forward with the Strategic Ministry Plan and conducting a fall Financial
Stewardship Campaign. Upon the completion of the Financial Stewardship Campaign, the

Council will provide a report on the results to the congregation with motions for moving

forward with funding the implementation of the Strategic Ministry Plan.
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Appendix: Standards of Giving Chart for a $ 620,000 Capital
Stewardship Campaign

The following chart is one example of how a campaign objective of $ 620,000 can be met
through various levels of giving in Gifts, Pledges and Planned Giving.

Gift Level | Number | Weekly | Actual Approx. Total Cumulative
over 3 of Gifts | Costto | After Weekly Amount of Total
Years required | Giver Tax Amount Gift Level

137+ (Before | Cost to | (After Tax)
Tax)* Giver
$500 40 $3 $280 $2 $20,000 $ 20,000
$1,500 30 $10 $ 840 $5 $45,000 $ 65,000
$3,000 30 $20 $1,680 $11 $90,000 $155,000

[$1,000 yr]

$6,000 20 $40 $3,360 $21 $120,000 $275,000
$9,000 10 $60 $5,040 $32 $90,000 $365,000
$15,000 3 $96 $8,400 $54 $45,000 $410,000
$30,000 2 $192 $16,800 $108 $60,000 $470,000
$60,000 1 $384 $33,600 $215 $60,000 $530,000
$90,000 1 $576 $50,400 $323 $90,000 $620,000

* based on a tax credit of 44%
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