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Beginning May 19, 2008, I will be taking a sabbatical for two months. I will return in
July. This is the first part of a two part sabbatical. The second half will be in December through
February. I plan on trying to complete a book on Vincent Silliman’s life. I have been working
on and off on this for ten years and I feel I must finally finish the project.

While I am gone Lyn Cox will be the Acting DE until she leaves the staff in July. Pat
Infante will be responsible for the district in the first two weeks of July. I return to duty July 14
hopefully with a finished manuscript to find a publisher.

This past Spring Conference was more lightly attended than we had contracted for. I feel
that the economy and the turmoil in the financial arena has caught up to many people. The
attendance wasn’t up to the minimum 80% of what we had contracted for and the JPD is
obligated to pay that much to the conference hotel. As of this writing, that will be in the
neighborhood of about $20,000. This will impose a financial hardship on us as we attempt to
balance the books by July 2008. I have ordered all staff to curtail any travel that is not absolutely
necessary, started delaying planned purchases, and will be looking to reduce any expenses that
can be eliminated. We have the fourth quarter to make up this loss.

We sign contracts with hotels over a year in advance to secure the space we need. We
fully expected to have a great turnout in the DC area. Our registration was under 250 people
when we had booked space for 400. We will curtail our estimate for next year back to 300 with
the hotel in Wilmington. If there is a big turnout, we may not be able to accommodate everyone.
But we must be prudent until we can see a change from this year’s anemic attendance. We had
over 325 people last year.

I have been asked to develop a best practices article in ushering for a congregation.
When I complete it, I will make it available to the whole district. I am always searching for
information to assist our congregations. I ran across the following that might prove useful in
recruiting volunteers. It is a series of questions to ask a person in finding the right ministry for
them within the congregation. Feel free to use any and all of it in your congregation.

Gifts Ministry Exploratory Interview

Sample Questions:

 What do others tell you that you are good at? What do they say they appreciate about
you?

 Have you ever given time as a volunteer before? How?
 Which of your volunteer experiences in the past was the most satisfying? Most

disappointing? What factors accounted for that?
 What are some of your interests and hobbies?
 Tell me something about the kinds of people with whom you enjoy working.
 Can you share with me some of your talents and gifts?
 What are some current issues about which you are passionately concerned?
 Tell me a little about how you view ............



 What are some of your hopes and dreams for being involved with our church?
 What brought you to this church?
 What kind of learning experiences would you really value?
 What are some of the questions you have about this congregation?
 Do you prefer working alone, with one or two others, or as part of a larger team or task

force?
 Which experiences bring you the greatest joy:

Ones in which you achieve specific goals?
Ones in which you interact with other people and build relationships?
Ones in which your influence helps to bring about change?

 Have you reflected on what you most want to gain from participating in our shared
ministry?

 About how much time do you want to invest in shared ministry with our church? Take
into consideration involvement with family, work, and other commitments. What kind of
scheduling works best for you?

 What is something you’ve thought you might like to do in ministry to others but haven’t
yet?

Information to share during the interview:

 Describe something about shared ministry process in our congregation and a bit of our
culture of involvement.

 Make observations about responses on the person’s gift inventory.
 Based on the responses to the above questions, indicate several possible ministry

opportunities to explore.
 Share a bit about yourself but mostly listen.
 Provide position descriptions, brochures, training agendas, or other materials on ministry

possibilities.
 Provide a gift inventory or recruitment form if the person has not already filled one out.
 Describe the next steps in the process.

I will send more complete information on my sabbatical plans to leaders this month. I
will be off sabbatical to attend GA for that one week.

Yours in the Faith,
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April 2008: Religious Education Staff Transitions

Spring means staff transition in many Unitarian Universalist congregations. Change can
be stressful, but it can also be an opportunity to examine the health of your congregation or to
begin some good practices. JPD staff and the Liberal Religious Educators Association (LREDA)
offer transition resources for congregations and professional Religious Educators.

On the JPD staff side, congregations are encouraged to schedule 1½ -day start up
workshops. The start up workshop helps congregations clarify their vision and goals related to
Religious Education and to confirm the roles and responsibilities agreed upon.

When a Religious Educator resigns, JPD staff members are available to conduct exit
interviews with the departing professional, with the minister(s) of the congregation, and with a
group of congregational leaders. Each person or group is interviewed separately. The
interviewees may decide whether the report should be shared with the Board and the incoming
Religious Educator or if it should simply be kept on file in the JPD office.

Sometimes JPD staff members conduct these services. Sometimes they are conducted by
Adjunct Staff. Either way, the congregation is not charged a consulting fee for start up
workshops and exit interviews.

Religious Educators will find their professional association extremely valuable during
times of transition. I spoke with Jude Henzy, Director of Religious Education at the Unitarian
Society of Germantown and one of the LREDA Good Offices people who live in the JPD, about
the issues that professionals and congregations should consider during staff transitions. Visit
http://www25.uua.org/lreda/ for more information about the Liberal Religious Educators
Association.

This article has been edited for length. Check http://groups.google.com/group/jpdlfd for
a longer version of the article.

JPD DLFD: What should congregations in search for Religious Education professionals
know about LREDA and the Good Offices program?

Jude: They should definitely be aware of the LREDA Code of Professional Practice and
the Guidelines for Professional Religious Educators, which are available on-line at
http://www25.uua.org/lreda/content/membership.html.

A good catch phrase to remember is, “start as you mean to continue.” Set the bar where
you think it should be in terms of what you are going to pay, what your expectations are for the
position, and how you will support the position. It never hurts to set the bar high. Commit to
best practices. It’s best for the candidate, it’s best for the congregation, it’s best for the new
professional.

JPD DLFD: What if the congregation hires one of its own members? Is there anything the
congregation and the new professional should think about for that situation?

Jude: The biggest thing to acknowledge is that when someone becomes staff, their
relationship to the congregation and to the minister changes. The religious educator has
professional guidelines that inform behavior and choices in a way that a regular member of the
congregation doesn’t. The article by Dan Hotchkiss about hiring members is a good resource:
http://danhotchkiss.com/archives/20
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JPD DLFD: What should a new Religious Education professional know about LREDA and
the Good Offices program?

Jude: A new Religious Education professional should join LREDA and become familiar
with guidelines and professional practices. The congregation should pay for the membership and
support the time it takes to participate in cluster meetings. If possible, the congregation should
support the finances and time for the professional to attend the LREDA Fall Conference.
Attending the LREDA Fall Conference is not vacation.

The Good Offices person is there to support the Religious Educator. If you have
questions, don’t wait. Call early and often.

JPD DLFD: If a Religious Educator is thinking of resigning, are there professional
expectations to keep in mind during the winding-down period?

Jude: Absolutely. In fact, I would say this is a really important time to adhere strictly to
the guidelines. You want to leave well.

There should be some agreement among the leadership on what the congregation hears
about why the Religious Educator is leaving. Staff and leaders should speak with one voice. A
letter is a good way to speak with one voice, so everyone hears the news the same way at the
same time.

The Religious Educator should make every effort to leave the program in the best shape
possible. Have your files in order. Make them user-friendly.

The congregation should set aside time during a worship service to say goodbye and
thank you, followed by a going away party with gifts. No matter what the circumstances, there is
always somebody who is going to be really saddened by the departure. Rituals help people deal
with that sadness.

JPD DLFD: What should the relationship be after the resignation?
Jude: We have the LREDA Guidelines to inform us. The spirit of those guidelines is that

the former Religious Educator creates space for the new Religious Educator to be functional and
successful in that role. Specifically, that means staying away from the program except when
asked questions like, “Where do we keep the roster for the fourth-grade class?”

If the former Religious Educator is a member of the congregation and plans to be
involved in non-RE activities after resigning (as outlined LREDA Code of Professional
Practice), it’s helpful if that person takes a few months entirely away from the congregation and
consults with the new professional before returning to congregational life.

Recommended Resources
 Download “The Search for Religious Education Leadership: Best Practices for UU

Congregations” to get the most current wisdom from denominational leaders.
http://www.uua.org/leaders/leaderslibrary/religiouseducation/15942.shtml

 Look for the Personnel Policy Manual for Religious Organizations on the UUA website:
http://www.uua.org/leaders/leaderslibrary/leaderslibrary/22672.shtml

 Read the article by Dan Hotchkiss about hiring members:
http://danhotchkiss.com/archives/20

 LREDA Code of Professional Practice and the Guidelines for Professional Religious
Educators: http://www25.uua.org/lreda/content/membership.html



Upcoming events of interest to youth:
Journey Towards Wholeness Youth Caucus:

A Meeting of Anti-Racism, Anti-Oppression Activists
Saturday, May 3, 2008 from 10 a.m. to 3 p.m.

At Cedar Lane UU, Bethesda Maryland
Cost: $5-10 for lunch (sliding scale)

See attached flyer for more information
Come together with other youth, young adults and adults

who are interested in working within our congregations to advance the important work of
Anti-Racism/Anti-Oppression.

Plan how YOU can help!
There will be time to work together as a youth caucus

and time for intergenerational planning and discussion as well.
Please attend this important first-time event!

Youth-Adult Committees – what are they and why should we have them?
By Kathy E. Smith, Co-ordinator of Youth Activities for the JPD of the UUA

April, 2008

As we near the end of the program year, most of us are beginning to look at next year’s
programming – or at least think about it! I know it seems early to be considering such
things, but I also know that most churches are in the midst of annual meetings, budget
negotiations, and recruiting volunteers for the upcoming year. It seems a good time to
think about how the youth and the adults in your program work with each other. As you
lay the groundwork for next year’s youth programming, you may want to consider
including a Youth-Adult Committee (or YAC).

What is a YAC? On a YAC, adults and youth work together to plan the youth program at
your church. The work of a YAC can include some or all of the following: curricula,
special events, weekly meetings, selection of advisors, social action projects – or any
other item of interest to the youth in your congregation. A YAC is a useful model for
developing youth leadership, encouraging youth ownership of programming, and
ensuring that both youth and adults have an active voice in the youth programming of the
church. It is a wonderful vehicle to both empower your youth and achieve good youth
programming.

There are no hard-and-fast rules about how a YAC must be organized. Each church finds
a model that works well for them. Generally, there are two things that make a YAC
successful: a collaborative approach between youth representatives and several
committed adults, and strong ties between the YAC and the congregation.

A successful YAC will utilize a collaborative, cooperative approach between youth and
adults. It's important to remember that our goal in youth work is to empower youth to
have a voice in their programming, equip them with leadership skills, and embolden them
to be strong, committed UUs within and outside of their congregation. However, "youth



empowerment is not youth abandonment" -- that is, we cannot simply say to the youth,
"you decide everything for yourselves". That actually results in youth who feel
overwhelmed or uncertain, and thus less likely to plan events and programs that are
meaningful, rich and memorable. Neither do we plan everything for them, and hand it to
them on a platter saying, "see what a wonderful program we have planned for you." The
ideal is somewhere in between. The adult role in youth empowerment work is to mentor,
support and guide the youth in the joint creation of a meaningful program. Sometimes
that means being the "responsible adult" who says, "no, we can't do that", but more often,
it means listening, making suggestions, facilitating conversations between youth and
other adults in the church, and follow-up support for plans that are made.

A successful YAC will also rely on and strengthen the ties between the youth and the
congregation. For example, we don't expect our social action or membership committees
to be successful without the support of the minister/DRE/administrator, and we can't
expect youth programs to be successful outside the structure of the church, either. A
successful YAC will fully utilize the resources of the church to make its program work.
Ideally, the youth will not see themselves as separate and different from the church, but a
vibrant, living part of congregational life. One of the best ways of ensuring that happens
is to help the youth leadership communicate with and collaborate with the leadership of
the church (both paid staff and lay leadership, including the budget committee).

As to specific organization styles, the Youth Group Handbook published by the UUA
lists four possible models (YAC as program, YAC as leadership, YAC as forum, and
YAC as coordinating agency). I've copied those paragraphs at the end of this letter for
ready reference, along with some of their suggested goals for a Youth-Adult Committee.
There are other styles, as well, that have been successful. So much of how a YAC is
organized depends on the adult volunteers available, the interest level of the youth, and
the existing level of organization within the youth group. Asking all of the youth in a
program to take a leadership role is less effective than representative leadership --
between the over-commitments common to today's youth and the uncertainty that some
members of the group can have in planning/implementing leadership, it's wise to allow
them the option to sometimes participate without having to lead. Additionally, trying to
reach concensus in a larger planning body often leads to slow progress towards
successful programming. Better to have the willing representatives do the committee
work and allow the youth group as a whole to come to concensus on general direction (as
in "we want to do more social action projects this year") or vote between specific
alternatives (as in "we want to do a canned food drive vs. we want to make lunches for
the local homeless shelter"). Integration into the wider church community (for example,
teaching RE, working on social action projects, participating in the music program) is a
better predictor for lifelong involvement in Unitarian-Universalism than exclusively
involving oneself within the youth program -- so a strong youth program will promote as
many opportunities as possible for integration with the larger community.

Generally, it is appropriate for there to be anywhere from a 1:1 to 2:1 ratio of youth to
adults on the YAC. You're working towards equal numbers of youth and adults, with any
imbalance on the side of the youth. It is wise to include a parent, the DRE, and at least



one advisor from the youth group on the YAC. As to how much power a YAC has, it is
wise to remember that no committee of the church is autonomous from the church -- as
with all of our church committees, the professional staff and the lay leadership are
accountable and responsible to each other. So a YAC must be accountable for its
decisions to the leadership of the church, just as the church leadership is responsible for
supporting and encouraging the plans and decisions of the YAC. Yin and yang. In
planning with a YAC, it's a good idea to start small and work up to bigger things --
leadership is learned in small steps. It's a huge step to go from not having a YAC to
planning a full year's program complete with budget and fundraisers, for instance. It's
better to think in incremental steps, such as "this year the YAC will plan one YRUU
meeting a month" and "next year the YAC will plan two YRUU meetings per month and
formulate a proposal for a line item in the church budget". Huge changes have a much
higher risk of falling flat than smaller, incremental steps.

In some congregations, the youth help recruit and select advisors; in others, they do not
(although in any youth group, if there are tensions between youth and any particular
advisor, they must be heard and resolved for the youth group to be successful). Both
models have effective and ineffective elements. There is often maximum buy-in by the
youth when they have an active voice in choosing their advisors, but it also tends to limit
the pool of volunteers -- many youth do not know more than a handful of people within
the congregation, and there are often people who are skilled or enthusiastic about youth
work who have never been asked to help. A collaborative approach between the YAC,
the lay leadership and the staff of the church is probably best.

It is important for the YAC to meet on a regular basis, but not weekly. The YAC should
not be a substitute for the youth program. Not everyone wants to sit on a committee and,
more importantly, if we focus all of our attention on leadership, the other five
components of a successful youth program (learning, worship, social action, community
building, and integration into the church community) will suffer in comparison. So, the
YAC should meet at least quarterly, but probably no more often than once a month, and
it's a good idea to meet separate from YRUU time.

Whether or not you have an actual line on the church budget, it's important to track
expenses and income -- it models appropriate respect for the resources of the individuals
involved. The same goes for a formal agenda and accurate notes circulated after the
meeting. Leadership skills are best learned by practicing them. In the same way, strive
for representation by a broad range of identities (gender, ethnicity, race) on the
committee, and honor all the voices at the table. Pay attention to accessibility (both
physical and time of day as well as honoring other commitments like school). Plan for
continuity: at least one adult and one youth should remain on the committee from one
year to the next. (Term limits are also a good idea, though; more churches should
implement the idea of passing leadership from one person to the next, to allow for the
flow of new ideas and energy through our committees!)

For further information, see The Youth Group Handbook, published by the UUA



The following is excerpted from pages 23 and 24 of The Youth Group Handbook:

Possible Goals and Objectives of a YAC:
* To increase youth visibility.
* Formalize youth opportunities.
* Educate the community about youth issues and needs ...
* Encourage youth connectedness within the congregation ...
* Encourage youth and adults to get involved in district and continental UU activities.
* Nurture the Senior-High Youth Group
* Promote programming and activities.
* Develop leadership opportunities.
* Be a resource to the Senior-High group, for instance, develop a list of adults to help
with youth activities.
* Develop resources on youth issues, leadership and programming.
* Recognize the factors necessary to create and sustain youth groups.
* Keep records of youth activities.
* Periodically assess, revise and review YAC/youth group purpose, activities and
progress.

Advisors and the YAC

Advisors are key members in any YAC model. However, it is necessary that the
organization and functioning of the YAC not fall disproportionately on the shoulders of
the advisor. There are many reasons for this, but two are particularly important. First,
the YAC is critical in bringing an independent perspective to the youth program and
should not be a rubber stamp for the advisor's ideas. Second, in most models, the YAC is
the key group in evaluating the effectiveness of the advisors ...

YAC Models

... you can be flexible in how you approach these models ... "every YAC [should] get
parents involved, empower the youth in the program, and provide the advisors with input
and advice that is really critical to a successful program".

1. YAC as program: your congregation has a small pool of potential youth group
members so the YAC can serve as the entire youth program for your church community.
This is different from a youth group model in that this YAC is an intergenerational, task-
oriented, functioning committee of the church. The committee has two adult members
who work with the youth of the congregation on programming. Tasks are shared equally
among members, and all are responsible for their success. Tasks range from providing a
service to the congregation to educational events for youth. The YAC is the eyes and
ears of youth concerns within the congregation; they continuously watch for healthy
communication between youth and adults. [Kathy's note: this is probably the least
effective model for growth, unless you plan to remain small, and it only works if all
members of the youth group *want* to be on a church committee with all the work and
detail that involves. I don't think I know of a church which uses this model exclusively.]



2. YAC as Leadership: The youth group has between five and ten active members but is
too small to elect officers. Several youth, a parent, the Director of Religious Education,
and one or two advisors form the YAC. They select and train leadership by serving on
the committee, as well as brainstorm ideas for programming and discuss youth-related
concerns. Youth are equal to adults in this model, which is most appropriate for new and
younger groups.

3. YAC as Forum: In a forum structure for a youth group, youth and adults talk through
their concerns about youth group programming. They are a disciplinary body, if
necessary, and work to create a safe and healthy environment in the youth group and the
church community. They select the advisors and the advisors are responsible to the
YAC. The church members on the committee include a representative from the Board, a
parent of a youth group member, a Religious Education Committee member, the
advisors, ministers, and some youth. They are the troubleshooters, but they do not wait
to hold meetings only when problems arise. They function continuously as a body where
programming is reviewed and altered to remedy and improve programming for youth.

4. YAC as Coordinating Agency: Your church has a large congregation or at least a
large youth population. There is most likely a junior-high group, as well as a senior-high
group. The YAC is a subcommittee of the Religious Education Committee or works
closely with it. The committee meets to arrange the calendar and manage all the youth
programming for the church community. They troubleshoot as a forum, but also meet to
provide the opportunity for representatives from the junior-high and senior-high groups
to find camaraderie and share ideas. They supervise the distribution of funds for
programs, sending youth to conferences and so on. By electing representatives from the
various age ranges within the congregation and areas of church life, they promote
intergenerational dialogue and community.
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“Dignity does not consist in possessing honors, but in deserving them.”

- Aristotle

I am still basking in the glow of another wonderful Spring Conference.
It was wonderful to see so many of the leaders and members that I have
had the privilege to serve over the past two years. I am especially pleased
to have had an opportunity to meet some of you face to face after having
worked with you over the phone or by email. Thank you all for taking time
out of your busy lives to be a part of affirming and supporting our
connectedness in the service of our beloved faith.

For the past several years, a very special part of the Spring
Conference has been a display we fondly refer to as the “Wall of Honor.”
This display lifts up a few of the accomplishments of each of our member
congregations such as whether they are committed to or practicing fair
compensation, whether they have earned the UUA’s Welcoming
Congregation designation, the number of Chalice Keepers and the
percentage of Chalice Lighters.

We had a technical glitch this year which meant that our posters were
unavailable and the Wall of Honor was reduced to a tiny 8 ½ x 11 version
of its former self. I want to be sure that each congregation is lifted up and
given its full due so the “Wall of Honor” is reproduced here for all to peruse
and even print if it interests you. Very few congregations fill every block but
just about every congregation has a place where they can shine.



I want to offer my congratulations and sincere gratitude for all the
hard work that has gone into many of these accomplishments. The Wall of
Honor is divided into five sections, one for each of the distinct geographical
regions of our district: Baltimore/Washington, Philadelphia/Wilmington,
Delmarva, Central and Eastern Pennsylvania and Northeastern
Pennsylvania.

In peace,

Pat

“I've learned that everyone wants to live on top of the mountain, but all the happiness and
growth occurs while you're climbing it.”

- Unattributed



Here’s What Coming Up in Our Garden of Faith:

District-Wide and Beyond
June 25-29, 2008
REGISTRATION IS NOW OPEN!
UUA General Assembly
Common Threads
Ft Lauderdale, FLLook for registration information at
www.uua.org/events/generalassembly

July 28-August 3, 2008
SEE YOU THERE!
2008 Unitarian Universalist Leadership Team Institute
Living the Promise of Unitarian Universalism: Turning
Outward in Faith
Look for more information at www.uulti.org.

Saturday October 11, 2008
SAVE THE DATE!
JPD Leadership Day
Presentations will include “Involve Training” by Sally Patton,
Small Group Ministry Facilitator Training by members of the SGM
Network, Leadership Development by Doug Zelinski, Metro NY
Program Consultant and Stewardship. There is much more to
come on this event which will take place at the UU Church in
Cherry Hill, NJ!

Philadelphia Wilmington Region

Saturday, May 10, 2008
SEE YOU THERE!
Kindling the Flame 3 with the Philadelphia Wilmington
Regional Growth Team: “An Excellent Sunday Morning
Experience” at the UU Church in Delaware County in Media, PA.
Look for further information elsewhere in this month’s packet.


