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After almost a year-long process, the Long Range Planning Task Force is recommending that the church adopt a strategy of intentional growth.  In order to fully realize our mission-driven vision as defined in the All Souls Ends Statements, and to best serve both our current members and all who might seek our ministry, the Task Force has developed a series of proposals that will allow All Souls Church to continue to grow - in ministry, in resources, and in numbers - over the next five to ten years.  Knowing that growth must happen within ourselves and in our organization, and that growth involves risk-taking and trust, we believe that All Souls is now at the point where it needs to remove some of the existing barriers to growth that are limiting our future.  

We believe that if we are intentional about growth, and are committed to growing our diversity, we will be able to grow in faith and in depth, and be able to fully achieve our vision of being a place where, as we say each Sunday, “all people are welcome at the table.” 

1. Congregational Input and Research

The Task Force has been meeting regularly since February ‘05, and during that time we’ve held numerous town hall meetings, listening sessions, and meetings with committees, as well as with the Board of Trustees.  We’ve also solicited the input of many individual members, newcomers as well as long-timers.

Here are highlights from what we have heard from the congregation:

· 
We are proud and excited about the growth of the church and its ministries in the last four years.
· 
We assume the church will continue to grow and feel we can manage whatever growth occurs.
· 
We now realize that we are a large church and a flagship church in our denomination. In addition to our being located in our nation’s capital, we are the 36th largest congregation out of 1040 UU congregations.   
· 
We feel that All Souls needs to improve some of our management systems to accommodate past and future growth. In particular, we need to do a better job of shepherding people into congregational life, and to better mobilize our ministry of members.
· 
We need to address more urgently our diversity and be as diverse as we can be.  Becoming multiracial is very important to our sense of identity and to accomplishing our mission and our goals.
· 
We care deeply about the sense of community that exists at All Souls.
· 
Although many in the congregation do recognize the crowded sanctuary on some Sundays, there is certainly not unanimity that the sanctuary is so overcrowded that we are uncomfortable, nor that there is urgency to add a second service.
· 
Many worry that a second service might erode our sense of community.
· 
Our fragile building is in urgent need of renovation and other improvements.
2.  What We Mean By Intentional Growth

We realize that the primary reason that All Souls has been growing so fast is that people are attracted to what we are about and to the many tangible ways that our church (and our religious community) compassionately provides a loving, joyful place where all of us can find meaning, purpose, and connection.  But we also know that in order to have the church that our present members will be happy with and that visitors coming in will want to join, we need to offer the quality, relevance and choice in our ministries that are unavailable in smaller churches.  Thus, when we speak about intentional growth and intentionality, it means deliberately doing some things, like having a second service and enhancing our diversity, so that the habits we've grown comfortable with are not limiting our future.  


Our vision of growth doesn’t mean that we simply want to grow bigger and bigger. Rather, our vision includes our growing in other dimensions besides numerical growth – growing spiritually, broadening our diversity and making organizational adjustments to accommodate growth and putting our energy and spirits behind having the church we say we want to have.  

It means growth and change for the right reasons – it means making this congregation a better, stronger institution attractive to new members and a healthier place for current members.  Thus, when our discussion of possibly adding a second service was placed in the context of infrastructure strain that was only going to get worse and the reality of today’s consumer culture, we knew we had to take a second look at implementing two services in order to accommodate the new members we wanted to welcome. 
Our work as a congregation has to include the future congregation we want to be, not merely the present congregation.  As our congregation and Board of Trustees make decisions about what programs to offer, and how to spend our budget, we believe they need to consider the needs and desires of the future congregation in their calculations.  What would they want?  What will they, with us, be looking for in a year or two years from now?  
3.  Growth and All Souls’ Ends Statements
Throughout the Task Force’s deliberations, we made every effort to be guided as explicitly as possible by the All Souls’ goals, our Ends statements. What follows in the outline below describes how sustained intentional growth reflects and will impact our Ends statements:

We want to provide a spiritual home for all who seek our ministry (ES #1, 7).  The Task Force believes that this is the most important reason to grow.  All Souls offers a life-enriching message and ministry.  We know there are many more Washingtonians (and suburbanites) who seek and could benefit from this ministry.  We are called to share our church with them.

We want to become an ever-more diverse, multicultural congregation (ES #2).  We will become a more diverse congregation because of the planned, deliberate outreach efforts that are now underway to attract and welcome people of color to the congregation.  To welcome new people of color, though, we must—at the very least—have a place for them to sit and to carry out a ministry that demonstrates our solidarity with issues important to people of color. 

We want to be a social justice leader in our neighborhood as well as a voice for Unitarian Universalism in Washington (ES #6,5)  As our human and financial resources grow, and our building more accessible and versatile, so does our capacity to make a greater impact in our neighborhood and on the world.

We want everyone in the church to find community, connection and support (ES #7). Ironically, as congregations grow in size, they have the capacity to provide more intimate opportunities for members to connect and support one another. (E.g. new covenant groups, adult RE opportunities, new affinity groups.)

We want to have a building that is accessible and welcoming to all (ES #3).  This task will require a significant financial investment over a long period of time.  A larger congregation will help provide the financial base to support our historic, aging building.

We want newcomers and long-timers, young and old, to participate generously in the life and leadership of the church (ES #4).  As we grow, leadership roles and financial support need to be shared among new folks and long-time members.  Long time members can serve as mentors and elders as newcomers bring new ideas, energy and creativity.

4. Recommended Steps to Intentional Growth

To best accomplish All Souls’ Ends, the Task Force recommends a series of proposals that will, first, strengthen our current infrastructure and capacities, second, remove existing barriers to growth, and, third, enable us to engage in sustained, intentional growth over the next five to ten years.

· 
Continue the dialogue with the congregation about our mission, goals and how they relate to our recommendations for intentional growth.  We need to help our congregation see the link between our Ends statements and our growth. Releasing to the full congregation our Task Force’s final report with its several attachments will be an essential facilitator of this dialogue.
· 
Improve those components of our shared ministry that help members to find community, connection and service in the church – with a special focus on caring, and the full welcoming and integration of new members into the life of the church.  We recommend a thorough review of the church’s current shared ministry and other related management practices. Special attention to current regular attendees in the church’s life is another important step. We must make sure our systems for caring and connecting people are strong before we can manage significant growth. Also, new members report that they need more help finding a way to service while current leaders report that it’s difficult to recruit new leadership. Increased staff will help solve both of these problems, as will better data on members’ skills and interests. Better organization of lay leadership and assigned volunteers is also necessary. 
· 
Build our capacities and strategies for multi-racial, multicultural growth.  It is important to continually refine and support the Multicultural Task Force’s efforts to move forward with a well defined outreach plan that will help us establish new paths to diversity, as we continue our work to create an environment at All Souls that is attractive and welcoming to people of color. Increasing social justice and other programs of particular appeal to people of color will likely be necessary for such growth in our diversity.    
· 
Increase annual income by at least $200,000, both from increased member giving and from new fundraising activities.  We need a larger financial capacity to support the current needs of the congregation.
· 
Plan for and implement a move to two Sunday services in the fall of 2007.  There is a rule used in church life that says that if 80 percent of the seats in your sanctuary are full, you will stop growing unless you do something to make more room. When fewer than 20 percent of our seats are empty on any particular Sunday, it becomes difficult for newcomers to find a place. They may have to sit behind the pillars, or sit on the back benches, feeling isolated. When these things happen, newcomers and often long-time members who have a harder time parting with their favorite seats do not feel there is a place for them.  Based on the architectural limitations of our sanctuary, and the large number of obstructed view seats, we can seat 650 people according to the 80 percent rule.  Thus, when 520 of our good, unobstructed seats are occupied - as is currently the case most Sundays - we have a problem.  Ironically, almost all of the churches in the JPD that are of our same size offer two Sunday services, as do all but five of the largest UU churches nationwide. 
In considering the benefits and drawbacks of adding a second Sunday service, we realized we had to make a choice:  Either pipe the service into Pierce Hall, build a new sanctuary or add a second service.   We opt for the latter as the most cost-effective way to meet our long-term needs. The absence of a second service is probably the single greatest obstacle to our continued growth and our intentional growth strategy.

We also should stress the value of giving choices to members of the congregation. Many will welcome the possibility of choosing one service or another on any given Sunday, particularly since the Executive Team’s initial thinking is to have two very similar services. 
· 
Obtain expert guidance and begin planning for a capital campaign that might start as early as 2007. There is great consensus that our building needs attention, far more than can be done with annual income; we need to increase access to and within the building, and we need more versatile space. Our RE space, in particular, is limited and will soon be insufficient for our growing children’s RE program.  Both the energy audit and the overall environmental audit currently underway should provide additional helpful, detailed information about the state of our facility. 
The Task Force on Long Range Planning is very confident that we have both listened carefully and debated thoughtfully the options available to All Souls as it grows and as it seeks to follow the ambitious Ends statements the congregation approved in the Fall of 2002. We feel that All Souls’ future presents many challenges but our future is certainly bright under the leadership of our talented Executive Team and our many committed lay leaders.
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