January 2016
Board of Trustees
Unitarian Church of All Souls
Victor Fidel, President
Carol Kirkman, First Vice President
Li Yu, Second Vice President
Sabrina Alano
Heidi DuBois
Carol Emmerling
Neil Osborne
David Poppe

What’s Our Mission?
“The church exists by mission the way a fire exists by burning.”
~ Emil Bruner, 1931
In January 2015, the Board of Trustees began working with Unity Consulting to discern a vision
for All Souls’ future and to develop policies and strategies for realizing that vision. We chose Unity
Consulting because of their deep understanding of both Unitarian Universalist theology and the
dynamics of UU congregations. Based on Unity’s recommendations, we engaged in a series of
vision workshops. In each workshop, participants individually talked about their best experiences
of and hopes for All Souls and then, in small groups, found common themes and created pictures
showing their hopes for All Souls’ future.
The Board’s goal in this project was to discern:
• Three core values that All Souls will bring
forward in all that we do.
• A mission statement of how we will carry out
our core values.
• Specific ways in which we as individuals, All
Souls as a community, and the world will
be different because All Souls exists (called
“ends”).
The Board believes this work is essential because:
• Articulating our mission and ends brings
focus and clarity to our commitments to one
another as a spiritual community.
• A clear and purposeful mission statement is essential for explaining who we are and for
energizing our work.
• Fundraising efforts, such as stewardship, planned giving, and a future capital campaign,
require specificity about our mission.
• Clarity about ends guides the work we do together and provides the basis for monitoring our
progress in achieving our purpose.
How Does Mission Arise from the Congregation?
We used a process called “Appreciative Inquiry” for discerning the congregation’s highest hopes for
All Souls. Over 200 members, friends, youth, and children participated in Vision 2020 workshops.

In small facilitated groups, participants discussed their best experiences of All Souls at work in their
lives and envisioned All Souls in the future. The Trustees are incredibly grateful to the congregation
and the facilitators for devoting their time and energy to these sessions. The participants’ feedback
was highly positive; participants especially valued hearing powerful stories, making new friends,
and feeling empowered about possibilities.
From these workshops attended by a large and representative sample of the congregation, the
Trustees gathered data in the form of participants’ stories, values, and visions for the future. In
a weekend retreat with Unity Consulting, we shared both quantitative and qualitative analysis
of what we learned. We worked closely with Galen for theological support and guidance about
what may realistically be accomplished. We found it challenging to discern common themes and
collective aspirations from this vast body of data. It was a deeply spiritual experience for us to do
this discernment on behalf of the congregation as a whole.
We’ve striven to incorporate the considerable diversity of thought within our congregation. In
creating an overarching vision for this congregation of independent thinkers, we acknowledge our
human limitations in articulating this vision perfectly. Mission statements are akin to the shadows
on the wall of Plato’s cave: imperfectly-seen approximations of our ideal mission. For this reason,
boards regularly revisit and re-express the congregation’s mission and vision after significant
dialogue with the congregation every five to eight years. Future trustees and congregants will
refine All Souls’ vision as a vital part of congregational life. We view our work humbly – as one
more step in the journey we take together, on a path that evolves over time, with faith in our best
hopes for our work together.

Vision 2020 Appreciative Inquiry Workshop, October 2015

VALUES, MISSION, ENDS
Unitarian Church of All Souls
Values
• Possibility
• Connection
• Transformation
Mission
As a religious community, we nurture possibilities and create connections that transform
lives and serve the world.
Ends
Within Ourselves as Individuals
Regular participants find sanctuary and religious challenge to move toward spiritual
maturity. We:
• Connect to the transcendent through worship that enriches and challenges.
• Pursue lives of meaning and purpose.
• Open ourselves to receive and offer compassionate spiritual care.
• Articulate a compelling vision of our Unitarian Universalist identity.
• Discover and deepen our personal sense of spiritual calling.
Among the People of All Souls
We connect deeply to one another. We:
• Welcome and include all who come into contact with the church community.
• Find new possibilities in one another as we connect across differences and generations.
• Embrace religious education that strengthens the Unitarian Universalist identity of our
children, youth, and adults of all ages.
• Generously support All Souls with our talent and treasure.
• Maintain an attractive, accessible, fully-utilized facility appropriate for our needs.
Beyond All Souls
We strive to create the world that ought to be. We:
• Gather people with diverse perspectives to engage issues that are challenging and
difficult.
• Demonstrate the vitality of faith in our lives.
• Promote and develop Unitarian Universalism in our city, the nation, and the world.
• Serve our neighbors in need.
• Partner to create a more just and compassionate world.

What’s Next?
The Trustees will be meeting with congregational groups to discuss the values, mission, and ends
articulated in this project. After this period of reflection, we will present the final version to the
congregation in June 2016.
Articulating and affirming values, mission, and ends represents progress toward fully implementing
policy governance , which All Souls’ Board formally adopted in January 2011. Policy governance
is used by the UUA , many UU churches including all the largest, UU-affiliated organizations, and
the wider nonprofit world. Policy governance empowers the board to focus on the key issues of
visioning and oversight/evaluation, while delegating day-to-day management and work on the
mission to the staff.
Looking ahead, we will be educating ourselves about policy governance – education that includes
the congregation, board, and staff. We’re preparing a congregational dialogue in the spring so that
the congregation can better understand the benefits to the church of this governance practice.
The Trustees will be working with Unity Consulting to develop our governing policies that will
clarify responsibilities, limitations, and accountabilities. We’ll establish monitoring and evaluation
processes, so that we can ensure that we are making progress toward our ends and fully living into
our mission while staying true to our values. This is a multi-year process, to be guided by future
boards in trust with the congregation. Past and present trustees believe this course of action will
give All Souls clarity about our responsibilities, a framework for the most freedom to achieve our
desired outcomes, and the real possibility of having a greater impact on transforming lives.

John Carver, Boards That Make a Difference: A New Design for Leadership in Nonprofit and Public
Organizations.
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http://www.uua.org/uuagovernance/manual
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All Souls’ by-laws, which are separate from the governing policies, will not need to be amended in order to
implement the governing policies.
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