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This report is a brief summary of the content that follows and what readers can expect, leading into 

the details.  

 

The report begins with the results of initial meetings of the Comprehensive Planning Committee 

(CPC), what they discussed, the tools they used, and why, and external inputs solicited.  Helpful tools 

and elements were  

 

● Raising the Roof: The Pastoral-to-Program Size Transition, a book by Alice Mann.  

 

● A thoughtful look at where we have been, where we are, and how those examinations will 

help frame the future 

 

● Inputs from past Tapestry presidents  

 

● A congregational survey  

 

● An in-depth outside assessment of the Tapestry organization by business students at Cal State 

University Fullerton (CSUF) 

 

Major sections and highlights in the report are: 

 

● Results of the congregational survey 

 

● Results of the outside assessment by CSUF 

 

● Summary of the plan’s areas of focus and goals in each area for the next five years 

 

Results, conclusions, and recommendations at the end focus on going forward, putting the plan’s 

details into action, and monitoring and measuring progress to achieve desired results.  
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Background and Introduction 

This plan summarizes the Tapestry Comprehensive Planning Committee (CPC) results based on a 

review of our history, present status, goal-setting for the future, and strategic methods for continued 

and sustained steps forward. 

 

In developing this plan, the committee was guided by the following principles that Tapestry is 

committed to: 

 

● Connect deeply in community 

● Inspire reverence and spiritual growth 

● Develop and maintain a sound fiscal base to offer meaningful programs 

● Serve the wider community (OC and beyond) 

● Create an environment for pursuing lifelong learning 

● Honor and encourage diversity, including people of color and LGBTQ individuals 

● Grow to a mid-size (“program”) congregation to expand our message and presence in Orange 

County (OC)  

 

 

History and Assessment of Tapestry’s Readiness for Growth 

Over the years, some changes have been required of the congregation (based on board and minister 

decisions), and others have been chosen with initiative and embraced by the congregation. The recent 

adaptations to the COVID-19 quarantine demonstrate evidence of Tapestry’s ability to take action 

and make changes on short notice. This group of people is willing to take risks and move towards a 

shared vision.  

 

The dedication and innovation needed to move from building rental to ownership is another example 

of this congregation’s readiness, including the willingness of a small pool of members who advanced 

funds to finance our purchase of a new facility without getting a commercial loan. Adaptation to 

facility moves has shown Tapestry’s ability and the self-confidence to take on a big project; the 

congregants show up when required and get the job done. 

 

 

Assessing the Past and Present to Plan the Future 

The group’s initial meetings began in March 2019.  There was a more formal “kickoff meeting” on 

Sept. 28, 2019, to which congregants were invited. Time was spent during that meeting, identifying 

where we came from and who we are now.  Then we moved on to a vision of whom we want to be.  

This five-year plan is the road map of how we will get there.   

 

As part of an initial assessment, the group acknowledged that Tapestry may have areas that may not 

indicate readiness to grow. These barriers to growth were identified: 

 

Barrier 1: We are unclear whether we have a vocation to make room for more of our neighbors 

to serve a growing community.  

Tapestry’s Sunday attendance and membership has been stable for many years. We replace members 

who leave us, but we have not grown significantly.  Newcomers find us on their own; we, 
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individually or as a congregation, do little outreach to those who might be seeking the spiritual home 

we offer. Prior publicity and marketing efforts, when taken, were not sustained, and recent interviews 

with community leaders indicate that we have no name recognition.  Is this a result of years of 

internal focus as we worked toward financial stability and securing a stable physical location?  Or is 

it a preference for staying within our comfort zone?  Some congregants may welcome growth and 

new faces.  Others may not want anything to change.  

 

Barrier 2: We are unclear about size plateau concepts or realities.  

As congregations grow, leadership style shifts gradually from a minister-driven to a program-based 

structure run by staff members and lay leaders.  Tapestry has the activity volume of a program-based 

model but without the staffing or funding.  Without these, volunteers are stretched, and we are limited 

regarding the contributions we can make to the broader community. 

 

Barrier 3: Our space is effectively “filled up.”  

Research indicates that if 80% of congregational seating is filled on a Sunday morning, newcomers 

feel there is no room for them.  There are empty chairs during our services, but newcomers often 

select the uncomfortable plastic chairs at the back.  Some sightlines are blocked by posts, and others 

cannot see the projected slides and need hymnals to participate fully.  Our new building provides 

ample parking with easy access for physically-challenged worshipers. However, the second-floor 

rooms are not accessible to youth or adults with physical challenges. The primary space limitation is 

the center room, where coffee and snacks are served after the service.  It frequently becomes clogged 

with worshipers engaged in animated conversation, which can be a disincentive for newcomers to 

stay and participate. 

 

Barrier 4: We are not staffed for growth.  

Tapestry is fortunate to have a full-time minister. The Director of Religious Education and Director 

of Music work part-time, and we also have a volunteer Affiliated Community Minister. Due to 

budget limitations, we do not have an Office Administrator—a former employee does bookkeeping to 

assist the Treasurer. Volunteers or paid staff perform the rest of the clerical work, detracting from the 

time they can spend on programs. A church of our size typically would have an Office Administrator 

and perhaps a volunteer coordinator to help programs run smoothly. The volunteer pool is loose and 

not necessarily conducive to growth. Some of the most active volunteers in the past are now aging 

and stepping away from active participation. 

 

Barrier 5: Our concept of an “adequate” budget does not permit growth.  

The capital and growth campaigns to raise funds for the new building increased the congregation’s 

awareness of the need for financial support to reach our goals.  However, the large sum required via 

donations and investments and the constant messaging about funding has caused some burnout.  Few 

congregants are aware of the income it takes to maintain the staff and building we have. 

 

Barrier 6: Our ministry infrastructure is inadequate for movement to the next size. 

While Tapestry has a Welcoming Committee and provides newcomer orientation sessions, many 

congregations have a multi-phased, months, or years-long process involving visitors’ greeting. They 

match volunteers with opportunities through leadership development for prospective committee 

chairs and board members. The UUA and district offer training for congregation leaders. Still, our 

budget often prevents our staff and lay leaders from taking advantage of training to build their skills. 

Those new to roles “reinvent the wheel” instead of relying on clear position descriptions and 

documented procedures. 
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These additional issues were also identified: 

 

● There have been times in Tapestry’s history where conflict has arisen.  That has generally 

evolved with divisions around ministers and staff members.  Subsequently, Tapestry created a 

conflict resolution policy and a conflict resolution team to manage such issues.  Fortunately, 

there has been no need to utilize this policy since Rev. Kent Doss joined us. 

 

● Additionally, there have been occasions when a system that requires involvement and 

knowledge-building has been desired and designed. Still, congregants’ actual involvement has 

not always been high (e.g., focus group meetings, special training [e.g., Racial Awareness and 

Racial Justice], town halls, annual meetings, Ways and Means events). How do we encourage 

and ensure more participation? 

 

 

Starting Point 

The first stages involved inputs from several Tapestry past presidents who are still congregation 

members.  The group used the following book to start its work:  Raising the Roof: The Pastoral-to-

Program Size Transition by Alice Mann. 
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In 1983, Arlin Rothauge, an Episcopal minister, found that congregations functioned differently 

according to size.  He elaborated on his ideas in his book Sizing Up a Congregation for New 

Ministry (New York:  Seabury Press, 1983).  He identified these different sizes of congregations 

based on the number of members: 

 

 

 

 

 

 

 

 

The different sizes of congregations require other methods of governance.  Tapestry leadership is 

aware that they must consider key governance issues and differences in light of size dynamics. As we 

aspire to grow, we need to understand that governance methods must change. 

 

This section and subsequent pages and the summary grid reference “pastoral size” and “program 

size” based on the above model.  Presently Tapestry is of pastoral size and aspires to grow to program 

size. 

 

This five-year plan acknowledges Tapestry’s continued two-dimensional focus on:  

● Creating and sustaining a culture of belonging within our congregation and  

● Connecting with the broader community outside its walls.  

 

The detailed five-year planning grid (Exhibit A) includes areas of focus chosen for meaningful 

programs, activities, and growth in both sectors.  

 

Two additional steps proved to be very helpful in the early stages of planning: 

 

● A congregational survey 

● An audit/assessment by Cal State Fullerton’s College of Business 

 

Results of the Congregational Survey 

The congregational survey was fielded by the Tapestry Committee on Shared Ministry (COSM) in 

March 2019 over a two and a half week period.  With relatively few announcements or reminders, the 

response rate of 122 completed surveys suggests a highly engaged congregation   
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An Engaged Congregation 

The survey revealed a very socially oriented congregation as evidenced by the answer to the question 

about what part of Tapestry’s mission was most important:  38% listed “Friendship & Community” 

and 31% listed “Working toward a more just world.” Interestingly “Worship” came in third – 22% of 

it recorded worship as the essential part of the mission. 
 

Generally, a Welcoming Congregation  

A prime motivation for conducting the survey was to assess how welcoming the congregation is.  The 

results are very positive on this dimension, with 97% either strongly agreeing or somewhat agreeing 

that they feel welcome.  Most (95%) somewhat or strongly agree that we are an inclusive 

congregation.  There was less agreement with the statements that people at Tapestry were “interested 

in knowing who I am” or “feel comfortable expressing opinions different from the majority at 

Tapestry” – but only 8% to 15% disagreed with these statements.   

 

There were many positive comments about how people have found community and found Tapestry to 

be rewarding and vital in their lives.  Two observations suggest we could do better to welcome 

people of color: 

 

● “Language that implicitly describes “us” or “we” as white is alienating to non-white 

members.” 

● “If we want to be welcoming to ALL cultures, then all of Tapestry should reflect that.  For 

example, though I enjoy it, the music should include a wide variety of styles, not just older 

white music.  A person of color would have to work really hard to feel welcome.”  

In terms of feeling heard, 61% felt very well heard by the Minister, and 15% felt somewhat heard.  

For the remainder of the respondents, the question was marked as not applicable.   

Social Hour – An Opportunity for Improvement 

One promising opportunity for improvement is “Social Hour.”  While only 20% of the respondents 

disagreed that “Social Hour was a comfortable way to interact with fellow congregants,” – there were 

many comments written in.  There were several comments that the new space was not conducive to 

promoting conversation because people tended to go in the room with the snacks and stay there; 

consequently, it gets too crowded.   

 

COSM members have also had conversations with congregants about making social hour more 

facilitative of meaningful and comfortable interactions.   Recommendations appear below. 
 

Knowledge of Congregational Groups, Gatherings & Volunteer Opportunities – another 

opportunity for improvement 

 

Another improvement opportunity is around educating the congregation about the Board and 

Committees, Social Actions Groups, and Social Opportunities.   

 

● Only 43% knew board members well enough to discuss church issues with them, and only 

33% knew about the committees and what they do.   

 

● In terms of knowledge of social action groups, 56% reported they knew about the groups, 

while 27% knew about the groups but not what they did.  
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● 65% knew about social gathering opportunities at Tapestry.  Interestingly, two respondents 

commented that most social occasions outside of Sunday social hour required one to spend 

money or bring food to attend.  The commenters noted they could not afford to participate in 

such activities.  The COSM members felt this was an important observation and that we 

should work to offer more opportunities to gather where people need only bring themselves. 

 

● 11% said they would volunteer more if opportunities were better communicated. 

 

Selected Comments: 

● 1 person noted that many events were held during weekday and morning hours, making it 

difficult for working people to attend. 

● 2 people noted cliques within the congregation, and this dynamic is apparent during the Social 

Hour following the Sunday service. 

● 1 person noted there were relatively few young adults. 

● 1 person would like more structured opportunities for small group interaction. 

 

Volunteering 

While 44% noted they now volunteer as much as possible, 22% (26 individuals) said they would 

volunteer more if there were more time-limited opportunities. In contrast, 2 individuals said they 

were interested in ongoing volunteer opportunities.  As noted above, 11% said they would volunteer 

more if the options were better communicated, and 11% said they would volunteer more if directly 

asked.   

 

Sermons 

The answers to questions about the sermons were generally positive: 

● 51% say that the content and delivery of sermons were usually inspiring 

● 33% say it is always inspiring 

● The sermons usually provide focus and direction for 46% of respondents; 22% said they 

always do. 

● The top three sermon topics that respondents want to hear more of are Social Justice (72%), 

World Religions (64%), and Humanism (59%).   

● One person who identified as an atheist said they were uncomfortable with the Christian 

references in the sermons in the comments.   

● One person thought, “Tapestry is focused more on social justice than on spiritual or personal 

growth, and the latter was of greater importance to this person.”  

 

There were several positive comments about the quality of the services, such as:  

● “I feel cared about and look forward to the peace I experience during Reverend Kent’s 

sermons.”  

 

● “The well-planned themes for the month and the well-integrated Sunday services are 

something to be proud of.”  
 

Building Feedback 

As noted above, there were concerns about the building as it relates to Social Hour.  57% of 

respondents strongly agree that the new building is easy to navigate, while 29% somewhat agree, and 

14% somewhat disagree.  One person noted that the lighting was harsh and distracting.  Another 

pointed out that “Senior Parking” was appreciated. 



Page 13 of 33 

 

Assessment by Cal State Fullerton’s College of Business 
 

Summary  

The assessment team from the business college completed interviews, research, and various analyses 

and came to the following conclusions:  

 

1. Community Outreach:  Difficulty in maintaining consistent volunteer participation and the 

inability to measure the success potential of current and future service events.  

 

2. HR Initiatives: The onboarding process for staff and volunteers does not follow a formal 

process, reducing its effectiveness and efficiency in bringing on new personnel.   

 

3. Demographics: Increase in membership is a potential that must be tapped, which can be ensured 

by continual outreach to all interested individuals.  

 

4. Marketing/Branding: Ineffective use of social media tactics limits Tapestry’s outreach 

potential via internet platforms.  

 

5. Internal Organization: Finding best practices for organizational structure and congregation 

management.  

 

Recommendations  

The assessment team felt that if the recommendations were to be utilized in the future, Tapestry 

would see organizational growth and outreach while bringing members and volunteers closer to the 

congregation’s desired state.   

 

In summary, the assessment team suggested the following: 

 

1. Community Outreach: Implement best practices/benchmarking as observed by other various 

organizations and introduce a measuring success method.  

 

2. HR Initiatives: Develop a successful onboarding process that engages with potential personnel. 

 

3. Demographics: Find methods to discover potentially interested individuals and attract them.  

 

4. Marketing/Branding: Follow social media measures suggested to increase internet  outreach  

 

5. Internal Organization: Appoint congregation representatives and committees to monitor 

communication, involvement, and concerns. 
 

The full assessment report is detailed and quite lengthy and is not included as an Exhibit.  However, 

it is available in Tapestry’s google docs (internet site).  
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CPC’s Areas of Focus 

 
To move toward achieving our aspiration(s), the Comprehensive Planning Committee has identified 

the following areas of focus for the next five year period.  

 

● Membership, Membership Growth and Retention, and Hospitality to Current and New 

Members 

● Ministry (including intern Minister, Affiliated Community Minister and Caring activities) 

● Support staff 

● Governance 

● Facility (including building, grounds) 

● Facility - Expansion and Acquisition of Additional Space 

● Facility - Rental space and income 

● Social Action Efforts 

● Outreach to Wider Community 

● Religious Education for Children and Youth (RECY) 

● Adult Religious Exploration and Adult Learning 

● Accountable Financial Structure and Budget 

● External Communication and Outreach 

● Ways and Means Fund Raising and Service Auctions 

● Fund Raising Capital Campaign 

● Information Technology, Audio Visual, and Computer Support 

● Worship (includes Sunday Services, Worship Committee, Worship Associates 

● Collaboration with Other Local UU Congregations 

● Monitoring  and Assessing the Five Year Plan 

● Planned Giving and Legacy Giving Program 

● Projected Finances 
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Detailed Areas of Focus and Planning 
 

(Includes comments and explanation of entries on the summary grid) 

 

 

The Comprehensive Planning Committee (also referred to as CPC, composed of several past 
Tapestry Presidents and the Rev. Kent Doss), with inputs from committee chairs and critical 
congregants, was responsible for creating the strategies and goals of the comprehensive plan.  The 
Minister, the Board, and the committees, working collaboratively, are then accountable for continuing 
those efforts to implement the plan at the tactical level.  
 
We call these various components of the plan “areas of focus” or call them “initiatives” – concrete 
projects and/or steps that support the strategic plan’s goals. The summary information that follows 
outlines the specific tasks and strategies necessary to advance the plan’s goals. 
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Membership, Membership Growth and Retention and Hospitality to Current and 

New Members 
 

Note – this information is also included as a spreadsheet in Exhibit A 

 

Tapestry has planned and hoped, off and on in previous years, to grow its membership. As we were 

about to break through to the larger size (a “program size”) congregation, something has happened, 

and the membership numbers have shrunk. Younger members often move to take jobs in other areas 

of the country or be closer to family in other states.  There has been some attrition due to long-time 

members’ death or moves to long-term care facilities.  As older members become less mobile, their 

participation wanes. More membership is required to increase pledges and income.  It is foundational 

to growth and success, not only for income but also for establishing and sustaining a meaningful 

presence in greater Orange County. 

 

This plan is to address this area of focus: 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Rebuild membership - Ensure follow-up with members and friends who 

have not been attending.  Send personal messages to members and 

friends who have moved away. 

Yr 2: 7/1/21-6/30/22 ● 1% year-over-year net growth in membership 

● Develop/expand strategies to foster in-person community after social 

distancing. 

Yr 3: 7/1/22-6/30/23 ● Hire ¼ time Membership Coordinator. 

● Plan for 1% year-over-year net growth in membership. 

Yr 4: 7/1/23-6/30/24 ● 1% year-over-year net growth in membership 

Yr 5: 7/1/24-6/30/25 ● 1% year-over-year net growth in membership 

 

Resources: Membership, Membership Growth & Retention, Hospitality to Current & New Members 
 

Aspirational Goal:  

Continue growth to break through 150 member ceiling and reach congregation size of 250+ 

 

♦ ♦ 
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Ministry (including Intern Minister, Affiliated Community Minister, and Caring 

activities) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Maintain and continue at least one Affiliated Community Minister 

across all years of the plan. 

Yr 2: 7/1/21-6/30/22 ● Same 

Yr 3: 7/1/22-6/30/23 ● Same 

Yr 4: 7/1/23-6/30/24 ● Same 

Yr 5: 7/1/24-6/30/25 ● Same 

 

Resources: Worship Committee; Western Region UU; UUA; COSM 
 

Aspirational Goal: Associate Minister; Intern Minister program; Affiliated Community Minister(s) 

with expanded roles; Sharing of leadership and supporting congregational committees 

 

Support Staff (office administrator/bookkeeper, volunteer coordinator, facilities 

manager) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Maintain staffing at current levels. 

Yr 2: 7/1/21-6/30/22 ● Hire ½ time Office Administrator (may need grant funding). 

Yr 3: 7/1/22-6/30/23 ● Hire ¼ time Volunteer/Membership Coordinator (see “Membership” 

above). 

Yr 4: 7/1/23-6/30/24 ● Continue with staff as in year 3. 

Yr 5: 7/1/24-6/30/25 ● Increase Director of Religious Education to half time. 

 

Resources: Rev. Kent, Board; Western Region UU; UUA; COSM;  

 

Aspirational Goal: ½ Office Admin.:  ¼ time Director of Adult Religious Education then 

expanding to half time; ¼ Membership Coordinator 
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Governance (including Board of Directors and Leadership Training) 
 

The CPC observed that leadership could be more effective if board members and committee members 

had more training regarding their roles and responsibilities.  After all, not all members come from a 

working background of management or supervision. 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Training for leaders in becoming a hybrid policy governance 

organization. 

● Develop policy and procedures, including critical data storage. 

● Explore adding a youth ex-officio member to the Board. 

Yr 2: 7/1/21-6/30/22 ● Succession planning & Institutionalized leadership development, with 

the appropriate committee responsible (e.g., the expanded role of the 

Nominating Committee). 

● Board to use policy and procedures in governance. 

● Add a youth ex-officio member to the Board. 

Yr 3: 7/1/22-6/30/23 ● Same as above 

Yr 4: 7/1/23-6/30/24 ● Same as above 

Yr 5: 7/1/24-6/30/25 ● Same as above 

 

Resources: UUA, Western Region, Subject Matter Experts w/in the congregation; Internet resources 

from other congregations 
 

Aspirational Goal:  

● The congregation is operating in the program model, with policy governance.   

● A sustainable system of leadership development and succession is in place. 

● Develop policy and procedures, including critical data storage. 
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Facility (Building, grounds, maintenance, janitorial, upkeep, and aesthetics) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Verify that security cameras and alarm systems are sufficient. 

● Maintenance Plan in place with regular and projected elements. 

● Adjustments for increased rental use considered. 

Yr 2: 7/1/21-6/30/22 ● Firm up Green Sanctuary plans to renovate outdoor space so suitable 

for events; raise funds (Chalice Lighters, Fund for Unitarian 

Universalism); 

● Maintenance plan ongoing and budgeted. 

● Rental use facilitated. 

● Budget reserve analysis (by an outside professional) 

Yr 3: 7/1/22-6/30/23 ● Green Sanctuary - renovate outdoor space for social gatherings and 

events. 

● Maintenance plan ongoing. 

● Rental use facilitated. 

● Purchase additional chairs for the sanctuary, including armchairs. 

Yr 4: 7/1/23-6/30/24 ● Maintenance plan ongoing. 

● Budget reserve analysis (by an outside professional) 

● Rental use facilitated. 

Yr 5: 7/1/24-6/30/25 ● Maintenance plan ongoing.  Rental use facilitated 

 

Resources: Building and Grounds - Richard Boote; Aesthetics Committee - Linda Yeargin 
 

Aspirational Goal:  To maximize the current utilization of indoor and outdoor space for program 

and rental use. Develop a maintenance system that can stay in place long-term and is sustainable. 
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Facility, Expansion, and Acquisition of Additional Space 

 
Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Stay in touch with the owner of the adjacent building, negotiate first 

notification of intent to sell 

Yr 2: 7/1/21-6/30/22 ● Begin planning to refinance Tapestry mortgage (5-year term expires 

Dec. 2022); solicit loan forgiveness, new gifts, and new investors. 

Yr 3: 7/1/22-6/30/23 ● Refinance Tapestry mortgage (5-year term expires Dec. 2022) 

● Purchase additional sanctuary chairs with arms. 

Yr 4: 7/1/23-6/30/24 ● Use membership numbers, space utilization, and budget to begin 

planning for additional space. 

Yr 5: 7/1/24-6/30/25 ● Same as above. 

 

Resources: Lynn Cowan plus current Board President 

 

Aspirational Goal: Space for an additional social hall, larger worship space, or a larger building 

overall. 

 

 

Facility - Rental Space and Rental Income 

 
Rev. Kent and CPC members agree that this is an important area of focus.  With a proactive 

approach, we should find and keep renters; their income can be a significant and critical asset.  

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Reboot advertising for building rental use.  

● Analyze building rentals to achieve maximum income. 

● Ensure all rentals allow for retention of tax-exempt status. 

Yr 2: 7/1/21-6/30/22 ● Identify potential renters with possible shared interests and build a 

relationship. 

● Volunteer Rental Coordinator to advertise space and manage renters. 

Yr 3: 7/1/22-6/30/23 ● Same as above. 

Yr 4: 7/1/23-6/30/24 ● Same as above. 

Yr 5: 7/1/24-6/30/25 ● Same as above. 

 

Resources: Property tax exemption regulations, OC Assessor’s Office, other UU congregations’ best 

practices 
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Aspirational Goal: To see our building fully utilized for income with organizations that share our 

values with potential crossover. 

 

Social Action Efforts 

 
There are several involved and committed Tapestry members in groups whose focus is social action, 

including Welcoming Neighbors Home, WRAG, Welcoming Congregation, and Green Sanctuary, to 

name a few. With this level of interest and commitment, these other goals should be attainable. 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Renew Welcoming Congregation Status. 

● Hold a social event for LGBTQ+ Tapestry members. Identify 

organizations to partner with in [planning LGBTQ+ efforts. 

● Review relationship with UUFLB; add to this plan if appropriate 

Yr 2: 7/1/21-6/30/22 ● Continue efforts from the previous year.  

● Co-sponsor an LGBTQ+ focused event with another organization. 

● Firm up Green Sanctuary plans to renovate outdoor space so suitable 

for events; raise funds (Chalice Lighters, Fund for Unitarian 

Universalism) 

Yr 3: 7/1/22-6/30/23 ● Continue efforts from the previous year. 

● Expand Welcoming Neighbors Home Outreach 

● Green Sanctuary – continue to renovate outdoor space for social 

gatherings and events if not fully achieved in previous years. 

Yr 4: 7/1/23-6/30/24 ● Co-sponsor an LGBTQ+ focused event with another organization. 

Yr 5: 7/1/24-6/30/25 ● Continue efforts as in the previous year(s). 

 

Resources: Welcoming Neighbors Home -Rona Henry; WRAG-Karen Nichols; Affiliated 

Community Minister - Rayna Hamre; Green Sanctuary Committee 

 

Aspirational Goal: Tapestry is widely known in the community for social action. 
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Outreach to the Wider Community 

 
Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Plan for a “bring a friend” Sunday twice per year. 

● When advertising any events, remind people to invite a friend. 

● Plan and hold events to attract outside visitors each year (e.g., parking 

lot concerts, lectures, film screenings, social justice activities). 

Yr 2: 7/1/21-6/30/22 ● Participate in the Lake Forest July 4 parade.  

● Ongoing participation in community activities. 

● Continue ongoing events to attract outside visitors. 

Yr 3: 7/1/22-6/30/23 ● Continue efforts as in the previous year. 

Yr 4: 7/1/23-6/30/24 ● Continue efforts as in the previous year. 

Yr 5: 7/1/24-6/30/25 ● Continue efforts as in the previous year. 

 

Resources: Social Media - Lauren Schmid; Ways and Means Committee 

 

Aspirational Goal: Tapestry is widely known as a welcoming, vibrant, liberal faith community. 

 
 

Religious Education for Children and Youth (RECY) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Multigenerational services and events. 

● Multigenerational volunteers in RE classes. 

Yr 2: 7/1/21-6/30/22 ● Provide training for three adult youth advisors. 

● Create a video of children reading Time For All Ages quarterly. 

● OWL classes. 

Yr 3: 7/1/22-6/30/23 ● Plan increased programs for and participation by teen youth 

Yr 4: 7/1/23-6/30/24 ● Same as in previous years. 

Yr 5: 7/1/24-6/30/25 ● Same as in previous years. 

 

Resources: Rob Nicholas; RECY Committee- Molly Stelovich & Paul Bonfanti; UUA; Western 

Regional district; Other Congregations 

 

Aspirational Goal: Tapestry has strong participation by all youth age groups from infant through 

high school - an average of three youth for each year in school. 
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Adult Religious Exploration and Adult Learning (including Covenant Groups, 

Meditation and Minister’s Seminar) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● To offer a UU history class for adults. 

● Launch Touchstones Discussion Groups.  

● Encourage volunteer(s) to represent Tapestry at a local Interfaith 

Council. 

Yr 2: 7/1/21-6/30/22 ● Offer Neighboring Faiths program – Tapestrians visit other faith 

congregations in the area and attend a service (mosque, a Jewish 

temple, Christian protestant church, Catholic church, etc.). 

● Offer UU Theology class for adults. 

Yr 3: 7/1/22-6/30/23 ● Reinstitute Adult Forums – plan for a space to hold 

● Offer UU history class for adults. 

Yr 4: 7/1/23-6/30/24 ● Continue to offer UU theology classes for adults. 

Yr 5: 7/1/24-6/30/25 ● Offer UU history class for adults. 

 

Resources: Rev. Kent; UUA; Western Regional district; Other Congregations; Interfaith Council 

 

Aspirational Goal: Tapestry provides multiple educational events each week in which adults may 

participate. 

 

 

Accountable Financial Structure and Budget (including yearly membership and 

pledge drives) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Begin plan to increase the number of pledges and average pledge 

amount by 2% annually 

● Recognize members who have pledged. 

Yr 2: 7/1/21-6/30/22 ● Offer Adult RE class - the Wi$dom Path from Tapestry of Faith 

Yr 3: 7/1/22-6/30/23 ● Maintain average pledge amount(s) as in previous years.  

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25  

 

Resources: VP Finance, Treasurer, Board; UUA; Western Regional district; Other Congregations 

 

Aspirational Goal: Dependable and sustainable membership, percentage of pledge units, and 

average pledge amounts.  To achieve and maintain cash flow 25% over fixed expenses! 
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Internal Communication (Board to congregation, congregation to Board, 

Coordinating Council meetings, committee meetings, and monthly newsletter, 

website, the Order of Service, Announcements) 

 
Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Communication Committee solidified and meeting regularly. 

● Implement Publicity Procedure(s). 

Yr 2: 7/1/21-6/30/22 ● Communication Plan solidified and operating optimally.  

Yr 3: 7/1/22-6/30/23 ● Develop a central “At-a-Glance” location (physical or digital or both) 

where anyone can see everything happening at Tapestry for the week, 

month, and year. 

Yr 4: 7/1/23-6/30/24 ● Maintain internal communication as previously established. 

Yr 5: 7/1/24-6/30/25 ● Maintain internal communication as previously established. 

 

Resources: Communications Committee - Connie Pursell (Newsletter) and Lauren Schmid (Social 

media); VP Operations (Coordinating Council) 

 

Aspirational Goal: Tapestry members and visitors are well informed through multiple 

communication channels. 

 

 
 

External Communication and Outreach (including Publicity and Social Media, 

website) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Launch a new logo.  

● Rebranding.  

● Expand social media presence. 

Yr 2: 7/1/21-6/30/22 ● Develop relationships with media outlets and provide regular press 

releases of events. 

Yr 3: 7/1/22-6/30/23 ● Become the go-to source for a liberal voice and information about 

religious and social action issues. 

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25  

 

Resources: Communications Committee – Connie Pursell; Social Media – Lauren Schmid 

 

Aspirational Goal: Become widely known as the liberal religious voice in South Orange County. 
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Ways and Means Fund Raising and Service Auctions 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Consider quarterly online service auctions. 

Yr 2: 7/1/21-6/30/22 ● Bring younger members of the congregation into our committees (Add 

younger members to the committee). 

Yr 3: 7/1/22-6/30/23 ● Continue to generate approximately 10% of the budget as the budget 

grows. 

● Develop external participation in fundraising events. 

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25  

 

Resources: Ways and Means Committee; UUA; Western Regional; Other Congregations; 

 

Aspirational Goal: Develop multiple streams of regular income (such as Scrip and Amazon 

affiliation). 
 

Fund Raising Capital Campaign (as/if needed) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21  

Yr 2: 7/1/21-6/30/22 ● Raise funds for exterior patio renovation. 

Yr 3: 7/1/22-6/30/23  

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25 ● Consider capital campaign or planned giving campaign toward the 

purchase of an additional building 

 

Resources:  

 

Aspirational Goal: Have a facility with a functioning social hall where congregational and 

community events are held. 
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Information Technology, Audio Visual, and Computer Support 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Inexpensive webcam, volunteer’s PC, Zoom, stream from the 

sanctuary. Recorded music the same as presently being done. 

● Follow policy on obtaining equipment. 

Yr 2: 7/1/21-6/30/22 ● A high-powered computer capable of processing several camera 

video channels. Video mixer. 

● One camera, tripod, or mount to begin with. 

Yr 3: 7/1/22-6/30/23 ● Purchase an additional camera. Research media platform for 

streaming video privately. 

Yr 4: 7/1/23-6/30/24 ● Purchase combined audio/video mixer. Software/hardware for 

professional streaming. 

Yr 5: 7/1/24-6/30/25  

 

Resources: AV Committee; Internal Communications; Building & Grounds; Aesthetics; Outside 

Consultants 

 

Aspirational Goal: Establish Tapestry as a national Sunday service “place to be.” 
 

Worship (includes Sunday Services, Worship Committee, Worship Associates) 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Add Bring a Friend Sunday Services twice a year. 

● Invite geographically diverse speakers while on Zoom. 

Yr 2: 7/1/21-6/30/22 ● At least 50% of speakers other than Rev. Kent will be Black, 

Indigenous, People of Color (BIPOC) going forward. 

● Have a lay leader other than WA reading a worship component in 

most services. 

Yr 3: 7/1/22-6/30/23  

Yr 4: 7/1/23-6/30/24 ● When we reach 80% of physical seating capacity, institute an ad 

hoc project to explore multiple services. 

Yr 5: 7/1/24-6/30/25  

 

Resources:  Rev. Kent; Director of Music; Worship Committee; Congregational Surveys, Other 

Congregations 

 

Aspirational Goal: Effective systems, including technology and committees, enable worship 

services that meet members’ and visitors’ diverse needs. 
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Music and Choir  
 

Melissa Sky-Eagle has done an outstanding job of expanding Tapestry’s talent in this area. We hope 

to sustain that and perhaps expand on musical offerings in the future. 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Assess ways to perform music, first instrumental, then vocal, safely. 

Yr 2: 7/1/21-6/30/22 ● Concert designed to welcome neighbors. 

● Resume building music library, being mindful of including 

marginalized artists, add special music ensembles/solos, grow choir 

membership, continue events with other UU congregations. 

Yr 3: 7/1/22-6/30/23 ● Multigenerational Talent Show. 

● Set and advertise a placement audition for the music program. 

● Training for lay music leaders through AUUMM.  

● Continue to add special music ensembles/solos. 

Yr 4: 7/1/23-6/30/24 ● Concert designed to welcome neighbors. 

● Grow choir membership, include multigenerational musical 

production, add special music ensembles/solos. 

Yr 5: 7/1/24-6/30/25 ● Grow choir membership, add special music ensembles/solos, add 

youth programming. 

 

Resources:  Rev. Kent; Director of Music; Worship Committee; UU Musicians Network; 

Congregational Surveys; Other Congregations 

 

Aspirational Goal:  ½ time music director, full choir membership 25+, special music with 

ensembles, youth programming, musical productions multigenerational, event(s) with other UU 

congregations. 
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Collaboration with Other Local UU Congregations 
 

In meeting discussions, the CPC members expressed that there are several other UU congregations in 

Orange County, reasonably close. Yet, we operate in silos, pretty much strangers to each other.  The 

notable exceptions have been some contact over the years with OCUUC in Huntington Beach and 

UUFLB, Laguna Beach. Even those contacts have been somewhat limited.  We agreed we could be 

more effective in creating a more expansive presence if we collaborated, at least on a few events, 

periodically. 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Committee Chairs and Board collaborating with local UU 

congregations; expand joint events across congregations 

Yr 2: 7/1/21-6/30/22 ● Joint service with 1-2 other OC UU congregations. 

● Resume DeBenneville Pines annual retreat. 

Yr 3: 7/1/22-6/30/23 ● Joint event (non-worship) with all OC UU congregations. 

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25  

 

Resources:  Committee Chairs Board; Worship Committee; Rev. Kent 

 

Aspirational Goal: Ongoing meetings and joint activities with other OC UU congregations - at least 

2-3/year. 

 

 

Monitoring and Assessing the Five Year Plan 
 

CPC members agree that success based on the steps and initiatives will not just happen by itself.  

Sustained monitoring and follow-up are required. 

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 ● Develop a planning calendar. 

Yr 2: 7/1/21-6/30/22 ● Make a Five Year Plan update a regular part of the Annual Meeting 

agenda. 

Yr 3: 7/1/22-6/30/23 ● Continue as above 

Yr 4: 7/1/23-6/30/24 ● Continue as above 

Yr 5: 7/1/24-6/30/25 ● Continue as above 

 

Resources:  Board; Rev. Kent; Comprehensive. Planning Committee 

 

Aspirational Goal:  
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Planned Giving and Legacy Giving Program 
 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21  

Yr 2: 7/1/21-6/30/22 ● Revive Planned Giving brochure; move to the website, including 

text about retiring the mortgage with gifts. 

Yr 3: 7/1/22-6/30/23  

Yr 4: 7/1/23-6/30/24  

Yr 5: 7/1/24-6/30/25  

 

Resources: UUA Legacy Program information, other non-profit legacy programs 

 

Aspirational Goal: At least 50% of the congregation has indicated that Tapestry is mentioned in 

their will or trust 
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Projected Finances 
 

The CPC spent considerable time projecting a realistic, yet necessary, plan of financial growth so that 

the goals can be attained.  

 

Fiscal Year Planned Initiatives, Actions, and Activities 

Yr 1: 7/1/20-6/30/21 Pledges  $195,025  

Ways  $26,003  

Other*  $26,003  

Bldg  $13,002  

 

Total  $260,033 

 

*Includes emergency use of Savings, Grants, and misc. income 

Yr 2: 7/1/21-6/30/22 Pledges  $204,776  

Ways  $27,304  

Other*  $27,304  

Bldg $13,652  

 

Total   $273,035 

Yr 3: 7/1/22-6/30/23 Pledges $215,015  

Ways $28,669  

Other* $28,669  

Bldg $14,334  

 

Total  $286,687  

Yr 4: 7/1/23-6/30/24 Pledge $225,766  

Ways $30,102  

Other*  $30,102  

Bldg $15,051  

 

Total  $301,021 

Yr 5: 7/1/24-6/30/25 Pledge $237,054  

Ways $31,607  

Other* $31,607  

Bldg $15,804  

 

Total   $316,07 

 

 

 

Resources:  

 

Aspirational Goal: Cash flow is 125% of fixed expenditures 
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Concluding Remarks 
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Conclusion and Observations 
 

Tapestry leaders and volunteers have created several previous 5-Year plans over the last twenty 

years.  However, substantially more pre-planning and diligence were involved in this particular plan 

than in preparing previous plans.  The Comprehensive Planning Committee (CPC) has used internal 

and external resources to plan and organize their approach before putting any details into written 

form. That acknowledges that congregational leadership may have once had “tunnel vision,” seeing 

the congregation and growth in a particular way, while the congregants and outsiders may see 

Tapestry very differently.   

 

 

Next Steps: 
 

The Comprehensive Planning Committee has designated Dave Kinnear to represent the committee in 

presenting the first draft of the plan to the Tapestry Board at its December 2020 meeting.  There may 

be adjustments based on their review and feedback.  After any adjustments and changes deemed 

appropriate, the Board will approve the plan.  

 

Beyond inputs and suggestions for revisions, it will be up to the Board, committees, and congregants, 

with guidance by the minister, to monitor the plan’s details so that Tapestry can achieve its 

aspirations. 
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References: 
 

 

Summary Spreadsheet attached as Exhibit A 

 

Tapestry’s Current Budget attached as Exhibit B 

 

 


