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Unitarian Universalist Principles

The inherent worth and dignity of every person;
Justice, equity and compassion in human relations;
Acceptance of one another and encouragement to spiritual growth in our congregations;
A free and responsible search for truth and meaning;
The right of conscience and the use of the democratic process within our congregations and in 
society at large;
The goal of world community with peace, liberty, and justice for all;
Respect for the interdependent web of all existence of which we are a part.

TJMC Mission Statement

Thomas Jefferson Memorial Church Unitarian Universalist is a church of the liberal 
tradition rooted in the heritage of Unitarian Universalism and dedicated to the 
belief that in every individual there are extraordinary possibilities.

WE ARE COMMITTED to the individual and collective pursuit of spiritual growth, 
social justice, and life-long religious education and understanding.

WE FOSTER an open and free community in which we share our gifts, care for one 
another, and honor our differences.

WE SEEK to have a lasting influence on local, national and global programs that 
promote equity and end oppression.
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Executive Summary

At the request and guidance of the Thomas Jefferson Memorial Church Board of Trustees, the 
Strategic Plan Steering Committee submits this plan for consideration and implementation.  This 
Strategic Plan charts a course for the next 5 years at TJMC. It is the result of a year-long process 
to engage the congregation, to evaluate needs, and to craft an achievable vision to ‘Strengthen the 
Church We Love’.

This plan is organized by 3 primary Goals that should serve as a tool to guide all of our efforts at 
TJMC:

1. Expanding and Deepening Our Spiritual Life
2. Strengthening Our Connections
3. Stewarding Our Resources

Each of these goals is supported by a series of Objectives that offer ways of achieving the stated 
goals. These objectives can be embraced at all levels of church organization and collective ef-
fort. To provide specific examples of ways to progress to the objectives, a series of Initiatives 
are recommended. These initiatives are intended to provide the Board and future Boards a road 
map that has emerged through a broad and inclusive process with the congregation.  Initiatives 
to achieve the stated objectives should not be considered limited to those proposed. Time and 
further deliberation may determine additional ways to achieve the stated objectives. We encour-
age regular evaluation of the progress of the implementation of this plan. The effectiveness of the 
proposed objectives and initiatives may be determined by the suggested Outcome Measures.

This plan will be implemented by the Board of Trustees and Staff. The success of this plan will rely 
on a commitment of the Board to follow through with these objectives, to lead the congregation 
in its implementation, to delegate where necessary, and to evaluate progress along the way.  TJMC 
IS a remarkable community, and these recommendations suggest additional ways that we can 
further strengthen the church we love. 

Let’s get started!



7

Strategic Plan Goals

1: Expanding and Deepening Our 
Spiritual Life

2: Strengthening Our Connections

3:  Stewarding Our Resources
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Strategic Plan Process 

The timeline:

2012-2013:    Board decides to explore Strategic Planning development
Winter 2013:   Strategic Planning Task Force formed and creates structure for Strategic Plan to be developed over next year
Summer 2013:  Steering Committee formed 
September 2013:  Kickoff event 
Fall 2013:   Working Group facilitators identified
Winter 2013:   Working Groups meet and develop recommendations
February 2014:  Report to board re: direction plan is headed in
April 2014:   Congregational Cottage Conversations
Summer 2014:  Writing of the plan
August 2014:   Presentation and approval of plan from the Board
September 2014:  Presentation of plan to congregation
October 2014:  Living out the plan

Why a Strategic Plan?

During 2012 and 2013 the Board of Trustees had in-depth discussions addressing Facilities, Serving with Grace, Social Justice and 
other areas that had direct and significant impact on the current and future direction of TJMC-UU. During those discussions it be-
came obvious that there was no clear and coherent vision that our church should take in addressing the current and future needs 
of our congregation, our professional staff, and the facilities that make up our church home. 
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Areas of Focus

The Strategic Planning Task Force identified six areas of focus for the plan:

Spirituality/Worship/Lifespan Faith Development 
How do we ensure that spirituality infuses all aspects and activities of our Church community?

Communication and Marketing
How and what do we communicate with one another? Our local community? Our sister UUs? The world at large?

Outreach
How do we focus on and maximize the In-reach effects of our Outreach efforts? 

Governance
How do we improve both the function and connectivity of TJMC’s governance structures? How do we support staffing levels 
appropriate to our size?

Stewardship
How do we take care of what we love? How do we focus beyond ‘treasure’ to protect and demonstrate responsibility for and 
ensure the sustainability of TJMC-UU? How do we create a culture of generosity?

Facilities
How do we stabilize and improve our buildings for comfort, functionality, accessibility, aesthetics, quality of space, and 
technological capacity while reinforcing the mission and ethos of the church?
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Facilities
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Vision 2020
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Assumptions and Findings

The call to the Steering Committee was to create a vision to reach out until the year 2021 and beyond. There were many with the 
expectation that we would envision a Church whose goal and future was to grow (in numbers). This vision was clearly articulated 
to Rev Wik when he was recruited as our minister. This is not, however, where the process led us.

After the Working Group reports were compiled, it became apparent to all that discussions within all of the focus groups had 
shifted the goals of the Strategic Planning Initiative to a more “near term” view. At this point, the information gathered could best 
be summed up in the words “Stabilize and Improve.” Instead of “we need to spread ourselves beyond our current walls,” the mes-
sage was, “we need to take care of ourselves first.”

Thus the theme of “Strengthening the Church We Love” developed naturally, giving continuity to the pledge theme of “Supporting 
What We Love” developed during the 2014/2015 pledge drive. Additionally, it changed the perceived vision from growth in num-
bers or quantity to a vision of growth in quality; that is:

•	 improving the quality of our physical plant,
•	 improving the quality of our spiritual experience, and
•	 improving the quality of our relationships within and beyond our walls.
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Congregational Involvement

The Strategic Planning process has been a huge group effort. Starting with the Strategic Planning Task Force of 13 people, to the 
Steering Committee (7), the Kick-off event (52), Working Group participants (105), and Cottage Conversations (90), over 140 indi-
viduals have contributed to the creation of this vision of our future. 

The Strategic Plan began with a 1/2 day Kick-Off Event in September in which participants were introduced to the six areas of fo-
cus for the plan. They had opportunities to learn more about these areas as well as identify those for which they held the greatest 
affinity. Following that event, Working Group facilitators volunteered to convene groups of interested and appropriate congregants 
to meet over 3 months to develop recommendations to the Steering Committee. These recommendations were summarized and 
presented to the Board of Trustees in February. At this point, the direction of the plan began to take shape.

Cottage conversations were held during the month of April to update interested congregants about the results from the six Work-
ing Groups and gather additional feedback. The ninety congregants who attended one of the ten different conversations were 
asked the following questions: What does being the best TJMC mean to you? What is important to you? What do you believe we 
should focus on to strengthen ourselves? How can we best take care of ourselves? The feedback from these conversations was 
compiled and evaluated by the Steering Committee for specific themes to help determine the strategic goals, objectives, and initia-
tives.

Taking all that we had heard and learned throughout this process, the SC spent 4 months developing the Strategic Goals, then 
identified the objectives, initiatives, and outcome measures to accomplish these goals. This was an iterative process in which some 
initiatives were combined or eliminated if we could not determine a measurable outcome. This plan aspires to a range of definite 
goals. However, to be successful, the plan must also be adaptable. We encourage the Board, TJMC Staff, and the congregation to ac-
tively assess success towards these goals, make modifications where necessary, and continue progress towards this vision for our 
shared future. We look forward to this adventure!
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GOAL 1: Expanding and Deepening Our Spiritual Life

A. Continue to deepen 
and expand the 
spiritual connections 
of the Sunday morning 
experience

A1. Establish a program of periodic pulpit exchanges.
A2. Conduct post-Sunday-service discussions.
A3. Design and implement a periodic survey for 
immediate feedback on various components of worship.
A4. Continue annual pulse survey to assess and evaluate 
trends in the quality of spiritual and community 
connection.
A5. Increase diversity of outside musicians and speakers.
A6. Improve use of technology in service to increase 
connection.
A7.  Task Staff to explore / experiment with a model that 
allows Adult Faith Development (AFD) / RE / Worship to 
all be conducted on Sunday.
A8. Support annual goals and recommendations by 
Lead Minister, Director of Music, Director of Religious 
Education, and Committee on Ministries to achieve 
objective.

X% of congregation/attendees who report 
spiritual connection at Sunday Service via 
pulse survey.
Evaluation of attendance trends:
- X% increase/ decrease over time.
- Attendance figures related to guest 

speakers and pulpit exchanges.
- Attendance related to changes 

supporting goal 1A.
A7. Report(s) to the Board with 
recommendations and evaluation of any 
changes.
A8. Annual Report to the Board of 
recommendations and evaluation of any 
changes.

  Objective          Initiatives                       Outcome Measures
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B. Continue to expand 
spiritual life beyond 
Sunday mornings

B1.  Explore a monthly evening service. 
B2.  Better publicize and increase support for Covenant 
Groups/Small Group ministries.
B3.  Continue and strengthen programs that encourage 
children and youth to continue through RE programs.
B4.  Task the Committee on Ministries to study further 
and provide additional strategies for deepening spiritual 
connections and helping congregants to experience their 
Unitarian Universalism as a “full week faith.”
B5. Review AFD effectiveness and focus.

B1.  X% of respondents in periodic surveys 
who would like an evening service.
B2. # and X% participation in Adult Faith 
Development (AFD), covenant groups, etc.
B3.  Evaluation of RE participation:
- % of children and youth in congregation 

participating in RE activities.
- Attendance throughout year.
- # and X% of RE children/youth that 

progress or continue through the RE 
programs as they grow.

- Graduation from Coming of Age trends.
B4.  Annual evaluation by Committee on 
Ministries, and DRE, cross referenced with 
Pulse Survey results.

  Objective          Initiatives                       Outcome Measures
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C. Deepen our 
connection with our 
place 

C1.  Prominently display our beliefs and values in the 
Church building.
C2.  Provide a “map” or depiction of the Church campus 
and an explanation of the purpose of the building(s)/
features. (Coordinate with Initiative 3C1.)
C3.  More actively encourage the use of our grounds as a 
place for thought, solitude, discussion, meditation, etc.
C4.  More prominently display our connections to 
Charlottesville/Virginia and the history of our physical 
location and space.
C5.  Moderate congregational discussion on the 
appropriateness of the Jefferson name, legacy, and its 
impact on our community. 

C1.  When accomplished.
C2.  When accomplished.
C3.  # of ‘+’ comments on surveys. 
C4.  When accomplished.
C5.  When accomplished.  

  Objective          Initiatives                       Outcome Measures

GOAL 1: Expanding and Deepening Our Spiritual Life
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  Objective          Initiatives                       Outcome Measures

D. Strengthen the 
connection between 
social justice and our 
spiritual lives

D1.  Increase visibility (pulpit recognition on some 
regular basis) and support Young Adult Ministry and 
youth service projects (staff time).
D2.  Build a database that identifies special skills among 
the congregation that would effectively support Social 
Justice efforts and projects.
D3.  Continue support for Congregation-Based 
Community Organizing (i.e. IMPACT) and increase 
visibility of efforts amongst church community.
D4.  Task Social Justice Council to develop intentional 
programming to help congregants to identify their own 
social justice passion and ministry and coordinate effort 
and focus.

D2.  # and X% increase in participation by 
youth and young adults.
D3.  When accomplished and in use.
D4.  Dollar impact and #’s of congregational 
participants.
D5. # of Social Justice program participants 
and annual report.
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GOAL 2: Strengthening Our Connections

A. Establish 
Communications 
Task Force to 
improve internal 
communications 
(how we 
communicate) 
and evaluate 
external image and 
marketing (what we 
communicate) 
and make 
recommendations 
to the Board and 
congregation.

A1. Board creates a charge for Communications Task 
Force.

A2. Board appoints a Communications Task Force  - 

2 year appointment

Proposed Year 1:
- Evaluate use of technology
- Investigate funding for media/communications
- Total redesign of website/social media/mobile
- Prepare Communications Plan and budget
- Make annual report to Board and congregation

Proposed Year 2:  
- Implementation
- Update projection capability in sanctuary
- Increase strength of wireless signal throughout 

the church
- Provide digital content or access in social hall 

or lobby
- Make annual report to Board and congregation

A1. Task Force creation and congregational 
involvement.

- Engage X% of congregation for plan 
feedback.Web analytics:

- Increase web hits by X%.

- X% of congregation signed up  for weekly 
and monthly updates.

- X# increase in social media friends/
followers.

A2. X% of objectives from Task Force 
implemented. 

Pulse survey results:

- X% rate TJMC communication as good or 
better.

  Objective          Initiatives                Outcome Measures
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B. Establish 
Governance Task 
Force to analyze 
current governance 
structures and 
processes and make 
recommendations 
to the Board and 
congregation.

B1. Board creates a charge for Governance Task Force.

B2. Board appoints a Governance Task Force –             

9 month appointment.

Proposed 9 month charge :
- Prepare report and recommendations that:
o Supports attention to staff, their tasks, roles
o Establishes clear expectations for staff and 

revises job descriptions and evaluation 
guides as necessary

o Establishes expectations for the Board in 
evaluating the efforts of staff

o Analyzes council structure and alternatives 
o Encourages transparent processes
o Clearly outlines responsibilities of Board, 

staff, and congregation for decision making 
o Supports the implementation of the new 

software platform for church staff
o Establishes Board short-term spending 

policy and transparency
o Establishes a leadership succession plan for 

elected committees.

Pulse survey results:

- X% rate TJMC governance as good or better.

- X% rate TJMC governance as clear and 
understandable.

- X% rate staff roles independently as good 
or better.

B2. X% of objectives from charge for task force 
implemented.

X% rate trust in decision making by Board as 
good or better.

  Objective          Initiatives                Outcome Measures
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C. Deepen 
denominational 
connection.

C1.  Promote regional and national gatherings from 
pulpit and through communication strategy.

C2.  Support youth conferences.

C3.  Support attendance at GA.

C4.  Serve as host for regional meetings.

C5.  Meet UUA giving guidelines target.

C6.  Support opportunities for reporting from staff 
from UU training and conferences.

# of Events attended /# of attendees.

X% of congregation participating in events.

Pulse survey results:

- X% rate connection to UUA as good or 
better.

- X% rate understanding of 7 principles as 
good or better.

C3. X% of GA paid for by TJMC for at least 
5 roles (Lead Minister, DRE, one youth, two 
Board members).

C4. # of meetings hosted.

C5. X% of UUA giving guidelines met.

  Objective          Initiatives                Outcome Measures

GOAL 2: Strengthening Our Connections
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D. Strengthen 
integration between 
RE families (including 
parents, youth and 
children) and the 
wider congregation.

D1.  Plan specific events at least quarterly to connect 
RE Families.

D2.  Investigate supports for families of RE school-
age children and youth that allow them to engage in 
important conversations and events after services (i.e. 
scheduling, childcare, etc.).

D3.  Solicit feedback on best communication strategies 
for RE families.

D4.  Solicit feedback on important topics for RE 
families.

D5.  Solicit feedback on best communication strategies 
for AFD.

D6.  Solicit feedback on important topics for AFD.

# / X% of instructors that are not RE parents.

RE Evaluations: 

- X% rating content as good or better.

- X% rating instructors as good or better.

- X% rating RE leadership as good or better.

AFD Evaluations:

- X% rating content as good or better.

- X% rating instructors as good or better.

- X% rating RE leadership as good or better.

E. Deepen 
Congregational 
connections.

E1. Task appropriate councils and committees with 
plan for in-reach activities to:

- Enhance connections within church

- Recommend schedule for social opportunities 
for congregation

- Encourage covenant group and other 
fellowship activities

- Follow communication strategy laid out by task 
force.

E2.  Create Social Action Collection selection 
guidelines. Consideration should be explored for 
organizations with higher #s of congregational 
participation.

E3. Complete and implement a Disaster Preparedness 
Plan and communicate to the congregation.

Pulse survey results:

- X% rate engagement with TJMC as good or 
better.

- X% rate social opportunities at TJMC as 
good or better.

- X% rate the deepening of their 
relationships at TJMC during the last year 
as good or better.

E1. Event attendance:

-     Engage X% of congregation in event.

- X% Ratings of events from those in 
attendance of good or better.

E2. Measure of # of congregational participants 
in Social Action Collection organizations.

  Objective          Initiatives                Outcome Measures
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GOAL 3: Stewarding Our Resources

A. Support and 
appreciate volunteers.

A1.  Create a volunteer coordination program to track, 
organize, and recognize volunteer effort. Evaluate 
range and type of volunteer hours to get a more 
holistic picture of TJMC volunteerism.
A2.  Develop measures for valuing volunteer efforts.
A3.  Recognize volunteers at Sunday worship service.
A4. Conduct periodic commissioning services for 
specific contributions to community life (i.e. Pastoral 
Care, Worship Weavers, Committee on Ministries, 
CareNet).

# of volunteers.
# of volunteer hours.
Volunteer satisfaction survey.
A3. # of worship services including a volunteer 
recognition.
A4. # of commissioning services.

B. Renovate existing 
facilities to maximize 
functionality and 
accessibility.

B1. Complete renovation of the Lower Hall.
B2. Replace and upgrade HVAC systems in Main 
Building.
B3. Improve finishes and aesthetics of Main Building 
and Lower Hall.
B4. Complete stabilization and improvements to 
Summit House.
B5. Upgrade existing parking lot to currently 
submitted site plan.
B6. Develop and implement a Campus Maintenance 
Plan that clearly defines responsible parties, process, 
and annual budget.

Renovations completed on budget and within 
reasonable time frame.

  Objective          Initiatives                Outcome Measures
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C. Engage the 
congregation to create 
cohesive campus 
plan to guide future 
grounds decisions.

C1. Prepare a Grounds Master Plan.
C2. Prepare a Parking Plan.
C3. Create plans for upgrading playground and 
explore establishing a space for youth. (Coordinate 
with initiative 3C1.)
C4. Develop future Capital Plan.

C1. Engagement of congregation and 
preparation of a guiding Grounds Master Plan.
C1. Completion of Grounds Master Plan.
C2. Completion of Parking Plan.
C3. Congregation-wide Ice Cream Social in a 
completed playground.

D. Cultivate a culture 
of spiritual generosity.

D1. Establish implementation steps for the UUA 
FORTH Plan.
D2. Improve stewardship levels.
D3. Implement donor recognition and appreciation.
D4. Create structure to sustain annual canvass 
volunteer effort.

D1. Implementation steps established for 
FORTH plan.
D2. 100% of congregation has fair share gift of 
record.
D2. Average fair share gift.
D2. Donor distribution targets.
D4. X% of canvass volunteers rating canvass 
experience as good or better.

E. Establish a 
responsible, balanced 
budget that achieves 
congregational values 
and responsibilities.

E1. Convene Budget Working Group.
E2. Engage congregation in the budget development 
process.
E3. Review and re-evaluate staffing task force 
recommendations and fund adapted plan fully.

Balanced budget.
Restore ‘fair share’ UUA dues.
E3. Full funding of reviewed staffing plan.

  Objective          Initiatives                Outcome Measures
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  Objective          Initiatives                Outcome Measures

F. Ensure fiscal 
responsibility and 
transparency.

F1. Clarify role and function of Endowment 
Committee.
F2. Transfer general endowment to UUA Common 
Endowment.
F3. Improve fiscal transparency to the congregation 
and establish fiscal health metrics.
F4. Clarify the role of the TJMC Board to make short 
term financial decisions (follow up on the spending 
limit initiative), (coordinate w/ Initiative 2B2 (Goal 2, 
Objective B, Initiative 2)).

F1. As completed.
F2. As completed.
F3. Regular reporting of financial information 
to the congregation.
F3. Pulse survey - X% rating transparency as 
good or better.
F3. Reserves replenished to an identified 
target.
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Comments on Priority

The implementation of this plan must be championed by the TJMC Board of Trustees with the support of TJMC Staff and an Imple-
mentation Team. Of course, while many initiatives can be tackled immediately with the additional help of councils, committees, 
and task forces, it cannot and should not all happen at once. The following is a suggestion of a way to prioritize major initiatives 
over a 3+ year time frame. We encourage the Board to establish an Implementation Team to evaluate the progress towards this 
plan, to review and edit these priorities, and to consider incorporating these into the Board’s annual goal process.

Note: The code used  refers to the Goal, Objective, and Initiative – so (1A2) refers to Goal 1, Objective A, Initiative 2. 

Priorities 2014-15

1. Conduct Post-Sunday Service discussions. (1A2)
2. Explore a monthly evening service. (1B1)
3. Establish Communications Task Force. (2A1-2)
4. Establish Governance Task Force. (2B1-2)
5. Increase communication to/from RE families. (2D3-6)
6. Conduct periodic commissioning services. (3A4)
7. Stabilize Summit House. (3B4)
8. Initiate Lower Hall renovation. (3B1-2)
9. Initiate implementation of FORTH Plan. (3D1-4)

Priorities 2015-16 

1. Increase diversity of outside music and speakers. (1A5)
2. Explore local connections and moderate Jefferson discus-

sion. (1C1, 1C4-5) 
3. Communications implementation. (2A2)
4. Governance Task Force implementation. (2B2)
5. Complete Lower Hall renovation. (3B1-2)
6. Develop Grounds Master Plan and Parking Plan. (3B4, 

1C1-2)
7. Support attendance at GA and regional UU meetings and 

conferences. (2C3-4)
8. Task councils and committees to enhance congregational 

connections. (2E1)
9. Continued implementation of FORTH Plan. (3D1-4)
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Priorities 2016-17

1. Task Staff to explore Sunday configuration. (1A7)
2. Assessment processes are in place and providing beneficial 

feedback.
3. IT and website initiatives are in places and functioning.
4. Task the Committee on Ministries to study “full week faith” 

strategies. (1B4)
5. Meet UUA giving guidelines target.(2C5)
6. Review / create Social Action Collection selection guide-

lines. (2E2)
7. Establish volunteer coordination program. (3A1-4)
8. Budget related goals. (3E)

Ongoing

1. Support annual goals by Ministries Team to achieve 
Objective. (1A8)

2. Design and implement a periodic survey for immediate 
feedback on various components of worship. (1A3)

3. Continuation of Pulse Survey. (1A4)
4. Better publicize and increase support for Covenant 

Groups/Small Group ministries. (1B2)
5. Continue and strengthen programs that encourage chil-

dren and youth to continue through RE programs. (1B3)
6. Promote national and regional gatherings. (2C1-2)
7. Plan quarterly gatherings to connect w/ RE families 

and further support RE family participation in church 
events. (2D1-2)

Year 4 and Beyond

1. Reevaluate and assess progress.
2. Attend to unmet Objectives and Initiatives.
3. Begin Strategic Plan update process.
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Appendix Contents

Available as digital archive or printed and bound 
in separate binder to be kept in TJMC office.

Strategic Plan Task Force Report
Kick-Off Event

Working Group - Working Documents
Working Group Reports
Steering Group Updates

Cottage Conversation Materials
Cottage Conversation Results

Participation
Working Section


