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Overview

The purpose of an interim ministry is to move together through the areas of focus with
intention so that the congregation as a whole has a clear sense of their identity and where their
priorities lie moving forward.

The initial priority in any transitional period is joining the system, which involves listening and
learning in order to begin assessing systems and refining goals. During this time, | have asked
lots of questions and worked to engage as many different people and teams as possible in
conversation so that | can hear many perspectives. Now that | have a better understanding of
how the system operates, we can begin to see how the interim goals need to be refined and
broken into actionable tasks. My recommendations are at the end of this report.

What Does Success Look Like?

We all have a tendency to want to know if we’re doing “it” right, whatever “it” may be. In the
case of interim ministry, there is no one right way, nor are you being graded on your
performance. Working through a ministerial transition is a combination of concrete tasks and
emotional engagement. It isn’t linear, and no congregation’s process looks the same. That can
be frustrating, especially in times like these when nearly everything around us is in transition or
upheaval.

There is no objective “best” minister that can succeed in any congregation. What you are
looking for is the best minister for UUCC at this time. The best way to find a good match in a
settled minister is to know who you are. That makes it possible to provide an authentic and
transparent narrative that helps ministers in search see the whole picture. The best matches |
have seen are the ones in which both the congregation and the minister are clear about their
skills, experience, and goals for the future — so that you are calling a minister who can do what
you are hoping to do — and vice versa.

If you're doing interim ministry “right,” it will probably feel a bit uncomfortable. A system
experiencing change wants to revert to homeostasis (the status quo) because change isn’t
comfortable. It helps a lot to maintain your caring relationships and support one another
through the times when it feels messy and unpredictable.

Initial Areas of Interest

Understanding Accountability Relationships While the board and exec team are
communicating often and intentionally, there are questions regarding accountability within the



system. This includes significant areas in which it is not always clear who has authority to make
which decisions, as well as squishy process for working it out when it is unclear.

In this particular system, there are significant questions about roles, authority, and division of
responsibility between the board and the executive, as well as what it means in practice for the
congregation to be the ultimate authority.

Division of Labor/Volunteerism & Leadership Development As in many congregations, there
are concerns about volunteer engagement and how to balance the professionalization of staff
with mission ownership by the congregation’s membership. It will be helpful to consider where
there is overfunctioning happening and where we are seeing burnout and lack of engagement —
and how those two things interact and influence one another.

Note that this is a common area of concern in congregations across the country as a result of
both the lockdown phase of the COVID 19 pandemic and accelerated trends in US religious life
that were already in observable at the turn of the century.

Education/Understanding of Governance The governance system is well-established, but there
are some mis-matches between what is on paper and what is done in practice. As a result,
there does not seem to be a clear understanding among members of how the congregation is
governed. It will be important to work through the areas of confusion and gain some clarity
around accountability relationships, expectations of stakeholders throughout the organization,
and building/re-building trust.

Conflict Management and Building Trust While a lot of good, healthy processing has been
done regarding the 2019 conflict, there is still a feeling of unfinished-ness in the system. This
may be partially associated with the interim period itself as folks are trying to understand how
the conflict still exists in the system and what is needed to move forward. It is also likely
because in a situation like this, the source of the conflict is complex and not actually
“resolvable” once and for all.

Perhaps most importantly, systems that will hold the community in future conflicts are not well
understood or actively functioning, even if the policies and/or infrastructure exists.

Communications and Transparency All of the above items could benefit from increased clarity
regarding communications and a clearly articulated shared understanding of what transparency
means in practice.

In any long ministry like the one just completed, roles and lines of accountability within the
system tend to become heavily associated with the leadership style and habits of the minister.
Everyone in the system begins to rely on habit and memory rather than written and agreed
upon policies and procedures. This is a natural progression that happens over time and is not at
all unique to this congregation. Therefore, it is good practice to periodically review roles and
clarify the accountability structures. An interim period is a common time to do this work.



The review of the governance documents (in process) and clarification of our expectations of
one another is part of that work.

Stewardship of and Relationship with OBIC The relationship between UUCC (as the primary
owner congregation) and the Owen Brown Interfaith Center is quite complex. Similar questions
to the ones | mentioned exist regarding accountability and clarity There are aspects of this
relationship that are out of UUCC's control, but now that the new staffing structure is
established with the hire of Kevin Buker, OBIC Executive Director, maintaining a strong working
relationship as changes in the OBIC system are realized will remain a key aspect of stewardship
of UUCC's commitments to OBIC, and vice versa.

Additional Complexities

Overall, this congregation is working hard and engaging in the work of the interim period at a
high level. At the same time, there are three significant areas of additional and somewhat
unique or unexpected complexity that are having an effect on the congregation’s [word choice]

Political and Government Upheaval Because of Columbia’s proximity to Washington, DC, the
impact of the new administration and the chaos at a federal government level is huge in this
community. There are high number of federal workers and contractors, as well as employees of
state and local organizations funded by federal grants or otherwise adjacent, so people’s
livelihood and work life are being influenced daily. In addition, the impacts of various executive
orders and legislation on marginalized people within and adjacent to the congregation raises
the level of fear and anxiety in the system and for individuals.

The congregation’s leadership needs to be attentive to that impact, particularly how it changes
bandwidth within the organization (staff and volunteers) and for individuals — both financially
and pastorally.

Building Loan Payment In April of 2026, the building loan from the 2015 renovation/expansion
will come due — just under $1.2 million — and the congregation and its leadership need to apply
immediate and diligent focus to managing this financial obligation.

Revised/Refined Interim Goals (bold type notes the top three goals identified for immediate
attention by the board/interim minister)
e Covenant and Conflict Management
¢ Role Confusion and Governance, including but not limited to expectations around
relationship between board and exec team
e Assessment of staffing model, compensation, benefits (ongoing)
e Increased clarity regarding communications and shared understanding of what
transparency means in practice



Deepening and Clarifying Congregational Involvement in community
justice/outreach
Build and Maintain a Healthy Working Relationship with OBIC as their structural
changes take effect

o Maximize impact of interfaith center as an asset in today’s social/political

climate

Leadership Development as an aspect of membership development
Mortgage Balloon Payment, April 2026



