
Overview 
 

Purpose 
 
The purpose of this plan is to describe how the Board of Trustees intends to deliberately and 
determinedly carry out the congregation’s will to implement the Strategic Directions as 
approved by the congregation in May 2016. This plan will also serve as guidance to the 
Board of Trustees, Board Committees,  Ministry Teams, staff, and volunteers for establishing 
priorities and carrying out the work of Cedar Lane Unitarian Universalist Church. 
 
Timeline 
 

While carrying out our Vision/Mission is and will be an ongoing endeavor, the timeline 
envisioned for making substantial progress toward each of our Strategic Directions is 
approximately five years (i.e., 2022).  

 
       Format 

 
In addition to this overview section, this plan is divided into a background section, which 
describes the planning, engagement, and development process for this plan and an 
implementation section, which states the congregation’s Vision/Mission and describes each 
of the Strategic Directions and the associated outcomes and measures for each Strategic 
Direction. 

 

Background 
 

Governance by Policy 
 
In 2014, the congregation entered a trial period of governance by policy (GBP), having 
recognized that the existing committee system was no longer an appropriate structure for a 
congregation of our size and complexity. After the trial period, congregation voted to 
permanently implement GBP in 2016.  
 
For a large and complex congregation like ours, GBP is meant to allow the ministerial side 
of the church to do the congregation’s work without being micromanaged by the Board and, 
conversely, to free the Board up from operational decision-making and allow it to focus on 
strategic goals. This is accomplished by the Board seeking the congregation’s input on 
where the church should be focusing its attention and what it should be striving to achieve. 
The Board then uses the congregation’s input to establish overarching outcomes that serve 
to guide staff, ministry, and volunteer priorities and decision-making. The Board works with 
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the staff to ensure that the outcomes are interpreted properly at the operational level. Once 
the outcomes and operational interpretations are established, the Board and staff periodically 
evaluate progress toward those outcomes and, based upon the results of the evaluation, 
adjust the outcomes, or the tactics being used to accomplish them, accordingly.  
 
This plan is the synthesis of the congregation’s input, the Board of Trustees’ establishment 
of outcomes based upon that input, the interpretation of the outcomes by the staff, and 
staff’s proposed methods to measure our progress. 
 
Vision 2020 
 
Since this method of strategic discernment was new to both the Board of Trustees and the 
congregation, the Board established a task force to systematically and comprehensively 
solicit the congregation’s input for this process. This was the Vision 2020 task force that, 
during during late 2015/early 2016, conducted multiple meetings, listening sessions, and 
opportunities for the congregation to provide input on where the church should focus its 
efforts over the next several years. The result was the Vision 2020 report and 
recommendations (found here), which included the new Vision/Mission and Strategic 
Directions that the congregation endorsed at the 2016 annual meeting. 
 
Developing the Plan 
 
Since congregational adoption of the Strategic Directions, the Board has worked closely 
with the staff to craft outcomes that would demonstrate that the congregation is moving to 
accomplish the Strategic Directions. This has been slow work for several reasons, the first 
and foremost being that, because GBP is still new to Cedar Lane and its systems have not 
yet been fully implemented, the Board needed to first determine how to go about this before 
actually doing the work while simultaneously fighting to free itself from the operational 
decision-making that was required by the old governance structure. It has taken 2 years, but 
the plan is now developed, the outcomes are approved, and the measures established. 
 
Updating/Revising the Plan 

 
The Strategic Directions, outcomes, and measures are intended to guide the congregation’s 
work for the next several years, until approximately 2022. During this time period, as a 
result of periodic evaluations, this plan may be updated by the Board: outcomes may be 
accomplished and retired, outcomes may be discarded or deemed unnecessary, and measures 
may change. The Vision/Mission and Strategic Directions and associated guidance, having 
been endorsed by the congregation, will not change without the congregation’s approval. 
 
When the time comes to begin this process again, probably in the 2021 timeframe, based 
upon what we have learned from this first iteration, the Board may engage the congregation 
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and obtain its input to more directly generate “outcomes,” rather than strategic directions 
that subsequently need to be translated into outcomes. This may streamline the process, 
facilitating better congregational visibility into how this work will manifest in church life 
and work while simultaneously shortening the time needed to generate this plan.  
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Implementation 
 

Vision/Mission 
 

Cedar Lane Unitarian Universalist Church is a community where love works. Together, we 
explore the eternal, nurture community, and build a more just world. Together, we dare to 

embody beloved community. 
 
Strategic Direction 1 
 
Reach out and engage persons along the entire spectrum of faithful 
relationships. 
 
a) Provide meaningful experiences that engage children, youth, and adults:  from those in the 

earliest stage of seeking a spiritual home, to those on the path to membership, to those who will 
become our next lay leaders as well as those who have long been deeply involved. 
 

Outcomes 
 

1) Cedar Lane has effective programming and outreach for each level of the 
membership spectrum. 

 
Measures: 
 
a. Collect and analyze newcomer, new member feedback on their experiences. 
b. Participation in New UU & Membership Orientation programs. 
c. Analyze new member retention & support. 
d. Congregational Surveys – ask members if they felt empowered to be a part of 

welcoming newcomers and new members. 
 

2) Cedar Lane has vibrant intergenerational, multicultural, and accessible 
programming. 

 
Measures: 

 
a. Analyze participation in church sponsored formal support groups, affinity 

groups, adult RE classes and workshops. 
b. Track number of pastoral care requests and visits. 
c. Participation in the church’s pastoral ministry (What really counts?) 
d. Focus groups (In times of need, do you turn to the church for support?  Is it 

hard to ask for help, and why?) 
e. Assess the intergenerational programming opportunities provided at Cedar 

Lane 
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3) Cedar Lane has a broad range of members across all ages willing to take on new 
leadership roles. 

 
Measures: 

 
a. Leadership development tracking process created and maintained. 
b. Dashboard report as a tool to convey the information. 
c. Participation in Leadership Development programming 

 
b) Align all ministry teams around our vision and mission, clarifying paths to deeper spiritual 

connection and community engagement. 
 

Outcomes 
 

1) The work of all ministry teams clearly relates to our vision/mission. 
 

Measures: 
 

a. Track and analyze recruitment and training of lay leaders. 
b. Track and analyze member experiences as volunteers. 
c. Ministry Team charters 

 
2) Cedar Lane’s collective ministry is unified, collaborative, and effective. 

 
Measures 

 
a. Congregational Survey 
b. Gifts and Talents Survey 
c. Yearly analysis of ministry teams – are they aligning with mission/vision, is 

leadership being transitioned in healthy ways, additional members, etc. 
d. Staff Reporting 

 
 
Strategic Direction 2 
 
Focus our social justice work and increase its impact. 

 
a) Achieve congregational consensus around a few carefully selected major issues in which we will 

invest our resources (time and budget). Broaden and deepen congregational engagement in these 
compelling areas. 
 

Outcomes 
 

1) Cedar Lane is making a substantial difference in a few carefully selected social 
justice issues. 
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Measures 
 
a. Core social justice issues have been identified  
b. Track and analyze how the four core issues (immigrant justice, racial justice, 

environmental justice, and gender justice) are up and running. 

 
b) Challenge the entire congregation to become stakeholders in our core social justice efforts in 

meaningful ways as we expand and deepen relationships with the wider community around us. 
 

Outcomes 
 

1) Children, youth, and adults of Cedar Lane engage broadly, deeply, and personally 
in social justice activities in partnership with the wider community around us. 

Measures: 
 

a. Track participation in social justice ministry teams and events. 
b. Track participation in anti-racism, anti-oppression trainings and workshops. 
c. Analyze partnership with outside organizations like AIM, CASA, Sanctuary 

DMV, Interfaith Power & Light, etc.  
d. Track eagerness of outside organizations to partner with Cedar Lane. 
e. Moral Owner interviews 
f. Track and analyze how the four core areas (immigrant justice, racial justice, 

environmental justice, and gender justice) are up and running.  Is there 
programming in each of these areas?  Is there a good balance between short 
and long term commitments? 

 
Strategic Direction 3 
 
Offer a Range of Worship Experiences that Speak to a Changing Population 

 
a) Experiment with formats, times, and venues to attract and serve a changing population 

 
Outcome 

 
1) The formats, times, and venues of worship and spiritual offerings support the 

needs of a diverse, intergenerational, and engaged congregation and the wider 
community. 

 
Measures 

 
a. Analyze participation in worship, Spirit Experience, Vespers, etc. 
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b. Development of all-ages worship experiences and opportunities for 
multigenerational interaction 

c. Experiment with evening services (Young Adult worship, Vespers, etc.) 
 

b) Expand our spiritual offerings to revitalize and diversify our membership 
 

Outcome 
 

1) Visitors and members find worship expressions and spiritual offerings that 
resonate with them 

 
Measures 

 
a. Cedar Lane’s membership increasingly reflects the broader community of 

which we are a part 
 

c) Continue to support the varied paths to spirituality among our congregants 
 

Outcome 
 

1) Cedar Lane offers spiritual experiences, including worship and religious 
education, that appeal to a wide range of different faiths and different identities. 

 
Measures 

 
a. TBD 

 
 

Strategic Direction 4 
 
Transform our spaces to better nurture community 

 
a) Engage the congregation in re-imagining how our buildings and campus should function to make 

us more hospitable, accommodating, and welcoming. - COMPLETE 
 

Outcome 
 

1)   There is consensus and enthusiasm among the congregation on the priorities for 
the changes, renovations, and construction needed to make our space hospitable, 
accommodating, and welcoming. - COMPLETE 

 
Measures 

 
a. Congregational approval of goals for a capital campaign - COMPLETE 

 
b) With an architect, by 2020, develop and refine a design that resonates with the congregation. 
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Outcome 
 

1) The congregation has enthusiastically approved a design concept and cost 
estimates that reflect its priorities for transforming our spaces. 

 
Measures 

 
a. A construction budget has been developed based upon the results of the 

capital campaign 
b. Architects have developed a design concept and cost estimates based upon 

the construction budget 
c. Congregational approval of the design concept and cost estimates 

 
c) Inspire the generosity and risk taking required to create the spaces we need. 
 

Outcome 
 

1) The congregation has successfully raised the funds to implement the design 
concept upon its approval. 

 
Measures 

 
a. A capital campaign exploratory committee makes recommendations on how 

to best conduct a capital campaign by March 31, 2017 - COMPLETE 
b. A financial goal is established for the capital campaign - COMPLETE 
c. A capital campaign is launched- COMPLETE 
d. The capital campaign achieves its goal  

 
Strategic Direction 5 (upon approval by the congregation) 
 
Live out our vision and mission through transformational giving and sound 
financial planning and management. 

 
a) Give generously of our time, talent, and treasure 

 
Outcomes 

 
1)  Cedar Lane has adopted a culture of generosity, in which participation and 

volunteering has increased. 
 

Measures 
 

a. TBD 
 

2)   Members know how to bring their talents to the work of the congregation. 
 

Measures 
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a. TBD 

 
3)  Income from pledges, gifts, legacies, and fundraisers increases sufficiently each 

year to meet or exceed increases in expenses 
 

Measures 
 

a. A Development and Fundraising Committee of the Board has been created - 
COMPLETE 

b. The Development and Fundraising Committee has developed, and the Board 
has approved, a 5-year plan for development and fundraising that includes 
assessment of both income and expenses. 

c. Progress toward achieving the 5-year development and fundraising plan is 
being measured and monitored via periodic reporting to the Board of 
Trustees 

d. The Board has approved, and the staff is implementing, a policy to limit 
increases in expenses. 

 
b) Create and follow a path toward financial stability by planning for and managing our resources 

through responsible stewardship. 
 

Outcomes 
 

1) Cedar Lane has a balanced operating budget by the beginning of fiscal year 2022 
and has established a capital reserve fund to maintain and improve our facilities 

 
Measures 

 
a. By 2022, the church adopts an operating budget where current income meets 

current expenses. 
b. There is demonstrated improvement toward measure #1 through a reduction 

in the deficit each year. 
c. By 2022, earnings from the endowment are used for capital improvements to 

Cedar Lane’s facilities, for establishing and building a capital reserve fund, 
and for initial investment to support new initiatives that further Cedar Lane’s 
mission and vision. 

. 
2) Cedar Lane has the financial resources available to achieve its mission. 

 
Measures 

 
a. Progress toward accomplishing outcomes and achieving our strategic 

directions has not been impeded by a lack of resources 
b. Paid staff are being compensated at a level consistent with or greater than 

UUA guidelines 
c. Cedar Lane maintains the ability to borrow money to address unforeseen 

circumstances. 
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c) Create and implement a comprehensive asset management plan that includes funding annually 

into a replacement reserve that anticipates ongoing capital needs over a 20-year period. 
 

Outcome 
 

1) Cedar Lane has the funds in place for capital needs as they arise. 
 

Measure 
 

a. A comprehensive asset management plan has been developed and is being 
implemented to ensure that Cedar Lane is funding a replacement reserve that 
will be able to pay for ongoing capital needs over a 20-year period. 

 
 
 
Finances 
 
Cedar Lane will use this strategic plan and the evaluations of our efforts to carry out this plan to 
inform our budgets each year. 
 
We intend to use this plan to focus our work, including how we prioritize and allocate our 
financial resources, recognizing that there is substantial/fundamental work expected of this 
church that is not directly addressed by this plan 
 
A five-year financial projection based on the resources needed to carry out the plan.  The 
benchmarks that drive the projection (e.g., membership, attendance, pledging) are clearly 
spelled out, along with all assumptions. 
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