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The Commission on Appraisal was established under the Constitution and By-

Laws of the Unitarian Universalist Association adopted at the time of the merger of the

American Unirarian Association and the Universalist Church of America in 1961.

Article V, Section 5.8 of the current Bylaws states the following:

The Commission on Appraisal shall consist of nine elected members. A
member shall not during the term of office serve as an officer or hold a
salaried position in the Association. The Commission on Appraisal shall:

(a)

)

©

review any function or activity of the Association which in its judg-
ment will benefit from an independent review and report its conclu-
sions to a regular General Assembily; '

study and suggest approaches to issues which may be of concern to
the Association; and

report to a regular General Assembly at least once every four years on
the program and accomplishments of the Association.

Previous major reports of the Commission include the following:

1968
1970
1975
1977
1981
1983

1989

Study of District Organization Plan

Processes, procedures and Programming of the General Assembly

1bhe Unitarian Universalist Merger, 1961-1975

The Representative Nature of the General Assembly

Lay Leadership

EmPOWERment: One Deﬁominazion 's Quest for Racial Justice, 1967-1982

The Quality of Religious Life in Unitarian Universalist Congregations
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Introduction

It scems there has always been a sense of discontent about religious leaders. The Hebrews in
the wilderness murmured that Moses and Aaron were leading them astray. So perhaps this
issue has existed as long as there have been public religious leaders. Still, there are particular
reasons why the Commission on Appraisal determined to make a study of our Unitarian
[Iniversalist ministry ar this time,

In 1988 Jack Mendelsohn, then President of the Unitarian Universalist Ministers Association
(UUMA), wrote to the Commission on Appraisal (CoA) and reported that the UUMA Executive
Committee unanimously requested a study of the "role, procedures and policies of the
Ministerial Fellowship Committee” (MFC), the Association’s credentialing body for ministers.
He pointed our that the MFC has not been 2 subject of study since its creation by the merger
of the American Unirarian Association and the Universalist Church of America some thirty
years ago. He also noted that concern about the MFC was being heard by the UUMA from its

members.

Independently, lay concern about the quality of minisury surfaced at regional hearings of the
CoA. People complained about the poor quality of ministers being recommended for settle-
ment. This was echoed by some interim ministers who saw the results of ministries that

ended in crisis.

The 1989 CoA study, The Quality of Religious Life in Unitarian Universalist Congregations,
recorded a perceived lack of religious depth in many of our ministers thar was felt to reflect a
poverty of ministerial skills.

Add the recent high number of involuntary resignations from first ministries, and the public
discipline of some ministers, and it is easy 1o understand why some have asked for stricter
standards from the MFC and mandatory continuing education requirements for renewal of
feHowship.

During 1989, conversations among the CoA, the UUMA, the MFC and the staff of the UUA
madec it clear that, while the MFC is central, other factors not under their control were also
important.  Ministerial quality and dependability emerge over a long period, starting before
the MFC makes its decisions, and lasting long after. For example, decisions about who
prepares for ministry are made before the MFC is involved. Ministerial training clearly affects
results, but the school is determined by individual choice and financial realities. The fact that
some ministers are ordained without being in fellowship (credentialed) causes confusion
among the laity over who exactly is a UU minister. These and more contribute to the gquestion

of qualiry.

The MFC is the decisive point for determining the status of our ministers. However, the other
stages, beginning with initial interest and lasting through retirement, all have a bearing on the
quality of our professional leadership. A study of the MFC without consideration of these
other aspects would do an injustice to the MFC and the ministry it serves.



The Commission on Appraisal, as an elected body of the General Assembly, is charged in the
UUA Bylaws to study "any function or activity of the Association which in its judgment will
benefit from an independent review." The CoA decided 1o study all the stages of ministry,
from initial interest through retirement. Those stages arc the UU structures of management,
the skeletal form, on which all ministries grow. After some research it became evident that
the matters of competence, quality and dependability applied to both the ministers and the
structures. If we want good and dependable ministers, the management structures have 1o be
good and dependable. Individual worthiness cannot be guaranteed by any system; the overall
quality of the ministry, however, can be enhanced by improving its management structures, or
stages. We identified the stages of our ministry as: Recruitment, Training, Credentialing,
Ordination, Settlement, Evaluation, Continuing Education and Retirement.

Each stage receives independent treatment in this study. One exception, Ministerial Settle-
ment, was studied independently by an ad boc Task Force on Ministerial Settlement (the
Stephen Committee), whose conclusions the CoA generally shares. Because the T/UA has since
opened a third track of ministry, Community Ministry, we felt it appropriate to comment on
that area of sertlement.

Ministry derives its authority and power from the laity. The study ends with a chapter
outlining how congregations can take more responsibility and have more effect on the guality
of professional religious leadership.

While each section has its own set of conclusions and recommendations, the CoA drew a few
general conclusions about the status of our professional religious leadership.

Our ministry is relatively healthy. For exampie, we found:

Formal training sites are of good repute and try 10 respond to needs heard from
congregations as well as students.

The MFC is generally effective in its credentialing and evaluating, and has refined
its standards and procedures regularly to improve its performance.

Continuing education has become more than a slogan. The UUMA offers a
growing list of services through CENTER (Continuing Education Network for
Training, Enrichment and Renewal), and ministers are availing themselves of these
and other enrichments.

Money drives many of the problems. The cost of ¢ducation, and the relatively low rate of
compensation, create 2 climare of "adverse selection.”  Prospective ministers may decline to
enter for fear of debt. In-service ministers may feel driven to move from pulpit w0 pulpit to
find higher paying positions. Continuing cducation is declined not by desire but due to cost.
Older ministers may not feel able to retire for fear of poverty. Limited funding for hodies
such as CENTER, the MFC and others, limits their abilities to intersect with ministers to
address problems and shore up weaknesses.

The course of ministry is disjointed. Each of the stages operates more or less independent-
ly. There is no system holding them all together. While many of the same people may be
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involved in the administration of all stages, they wear different official hats. Ministers on UUA
sraff deal with seulement and enforce those rules. Ministers on the MFC deal with creden-
riating and enforce those rules. Ministers with the UUMA enforce its rules. All these people
are part of one ministry, and colleagues one with another. Yet the places where they face the
issues of quality and support arc scattered across several official constituencies. Lay people
are involved at every level bur without the collegiality of the ministers; sometimes they are led
{0 believe there is some kind of complicity between ministers at the expense of laity.

fhe CoA is not recommending a unified system with centralized control. That would be
inimical 10 our principles of individual conscience and congregational poliry. But all should
recognize the inherent incoherence of this system, and the lack of continuity berween siages.
It appears that one price of polity and individuality is a higher sense of isolation: of the
structures from each other, and of the ministers and the laity from those structures.

If these seem obvious conclusions, their consequéences are not. There are significant needs
that we have found and tried 1o address. Each section of this report details recommendations

for a particular stage, including:
A more deliberate method of recruiting people into the UU ministry
Scholarship money to defray the enormous cost of becoming a minister

A stronger, larger MFC, with the capacity to work as wo panels handling its
legitimatcly demanding load

Ordination as an act reserved for those in fellowship, wking place within an
ongoing congregational involvement.

An improved MFC post-credentialing evaluation process

A more systematic process of continuing education, including the necessary
financial support

More focus on the potentially rich role of our retired ministers, and on services 1o
assist them

The only way this study could be done is with the cooperation of the many others directly
involved with professional ministry. Thus the CoA worked closely with members of the UUA
Department of Ministry, the MFC, the UUMA, Unitarian Universalist-related seminaries and
seminarians, the Society for the Larger Ministry, rerired ministers, religious educators, and
many others. We kept in close contact with the Task Force on Sentlement, the Theological
Education Grants Panel, the Committee on Excellence in the Ministry, and the committees
working on ministerial compensarion and development of systems for community ministers.
In addition 1o those bodies, we acknowledge the invaluable assistance of David Pohi, Charles
Gaines, Ellen Brandenburg and David Hubner of the Department of Ministry; Jack Mendelsohn
and Carolyn Owen-Towle of the UUMA; Ken Sawyer, Burton Johnson, and Jean Rickard of the
MFC: Stephen Shick of the Society for the Larger Ministry; and Lee Barker, Charles Kast and
Tom Chulak who served on other commissions.



Our collaborative style in this study represents a departure from previous CoA procedure,
which was to keep deliberations confidential until a report was released. While our charge for
"independent study’ may sometimes require confidentialiry, we realize that collaboration
during this study process enhances the results. For example, conversations held over severa]
years have already produced changes, even before our recommendations are published.

Our findings and recommendations are just the beginning. We want everyone 10 participate
in the conversation. These chapters help situate particular issues in larger contexts. Our .
nature as a congregational association, our vision of ministry, our tradition of lay and profes-
sional leadership, are all factors affecting professional mipistry. No one program, body, or
fund can possibly do enough. Neither, we hasten to add, is there any overall solution. This
study of ministry, in addition to making specific recommendations, also suggests that there are
several avenues of approach available to any problem. The solutions will lie in using the
strengths of our movement, including the variery and creativity inherent in our free church
radition. We seek to leaven the process, 1o begin it, not complete it.

The Commission invites comments on this report. They can be sent 1o the Commission on
Appraisal, ¢/o the Unitarian Universalist Association, 25 Beacon St., Boston, MA 02108.

Members of the Commission on Appraisal

Dianne Arakawa (1991-97) Amy Kelly (1989-95)
Hingham, MA San Francisco, CA
Helen Backhouse (1983-93) Mark Morrison-Recd(1983-91)
Calgary, Alberta Toronto, Ontario
Josiah Bartlett (1981-89) O'Ferrcll Nelson (1985-91)
Berkeley, CA Memphis, TN
Ruth Miles Bruns (1985-89) David Sammons (1985-91)
Rockville, MD Walnut Creck, CA
Jerry Davidoff (1987-93) Bonnie Stauffacher (1981-89)
Westport, CT Milwaukee, W1
Florence Gelo (1989-95) Deborah Roberts (1991-97)
Philadelphia, PA Shreveport, LA
James Hobart (1987-93) Frederick Wooden (1991-97)
Denver, Colorado Austin, TX

Charles lowe (1989-95)
Hyausville, MD
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A Vision of Ministry

while this study is concerned with a process designed to enhance the quality of protessional
ministry within the Unitarian Universalist Assoctation, there is underlying this a guiding vision
of ministry in its most basic sense.

"Ministry”, it has been said, "is the work of a religious communiry as it sceks through faith o
iransform its members lives and the world around it". As Neil Shadle has put it, "Ministry is
the vocation of every person of faith, [and] Unitarian Universalism, as a democratic {aith,
affirms the ’priesthood of all believers’; we are all lay ministers, whether or not we choose to
be professional religious leaders”’ Thus, a professional minister can be regarded as a "minis-
ter to ministers”, with all the members of the religious communiry ideally involved in a mutual
ministry w0 ¢ach other and to the world.

There are obviously semantic difficulties involved in articulating this vision of ministry. From

long-standing practicc in our Association, the term "ministcr” has usually been understood as

referring to a professional minister serving a congregation, when, in reality, any member of a

congregation, whether professionally trained or not, who has a sense of calling and acts in -
response to that calling, is engaged in ministry and is hence a minister. David Eaton, Senior

Minister of All Souls Church, Unitarian, in Washington DC, often tells the congregation there

that "we are all ministers; a few of us are clergy as well". It is a useful distinction. However,

while "clergy” is an.adequate term for professional ministers taken collectively. "clergyman’,

"clergywoman”, and "clergyperson” have a clumsy ring to them and arc oot likely to be widely

used. We may well have to wait for new terms 1o emerge from our collective experience.

In our Association, made up as it is of autonomous churches and fellowships, each congrega-
tion can be regarded as ideally ministering to its own members, 10 the larger community in
which it finds itself, and to the world, guided in this by the principles which it has covenanted
to affirm and promote. While our congregations have consistently tried, through the UUA
Department for Social Justice, the UU Service Committee, and various district and congrega-
tional programs, to minister 1o the larger communiry and w0 the world, our congregational
polity and the concept of ministry that has gone with it have hindered our efforts.

However, the recent marked increase in the number of men and women who as professional
ministers are going into community, rather than parish-based, ministries now otters our
congregations an opportunity for a greatly enhanced prophetic ministry to the larger commu-
nity and to the world. Much of the Commission on Appraisal’s time and energy has bcen
devoted to exploring ways in which these community ministries can best relate to the Asso-
ciation and its constituent congregations. Much hard work and experimentation remain to be
done, however, and we must, as an Association, remain flexible in our thinking and organiza-

rion as we enter into this exciting period of change.

But regardless of whether we arc considering parish-based ministries of communiry ministries,
the need for well-trained professional ministers with inelligence, commitment and strong
interpersonal skills—women and men who will be able 1o effectively "minister to ministers"—is
self-evident. The Commission’s recommendations in this report are designed to help meet this



need, in full awarencss that a diversity of gifts is called for, that is, a variety of leadersh;,
styles, personality tvpes, interests, skills and emphases. '

Gur vision of ministry, then, is that of a cooperative enterprise, engaging lay ministers 4
professional ministers together, secking through faith to transform not only the lives of

members_of our congregations, but also the lives of the larger communities in which Ihey
exist, and the Life of the world around us.

References and Notes

1.  Jody Shipley, paper "Please Call Us Clergy," prepared for the annual conference of the -
Saciety of the Larger Ministry, San Francisco CA, Nov. 9-11, 1990 '

2. Paper, 1990 conference, Society of the Larger Ministry.
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Recruitment

Introduction and History

The goal of a recruitment program for the Unitarian Universalist ministry is actively to recruit
the best qualitied candidates for our ministry.

The major recruitment issues before the Unitarian Universalist Association and its member
churches include:

How do we find the best qualified candidates, including candidates among those
now under-represented in our ministry: people of color/racial minorities,
gavs/esbians, physically challenged, etc.?

What institutions and persons are involved in recruitment? What are their respon-
sibilities? Whar are the relationships among them?

How do we {inance a Unitarian Universalist recruitment program?

How do we recruit for and finance the three recognized tracks of ministry: parish,
religious education, and community-based?

Historically, a decision to prepare for the Unitarian Universalist ministry has been an individu-
al decision. Potential ministerial students have received informal encouragement from church
ministers and lay persons, theological school faculry and staff of the Association. However,
there has been no formal recruitment program or straregy for our ministry among Unitarian
Universalist institutions: the Unimarian Universalist Association (or its predecessors), its
member churches, our theological schools, or the Unitarian Universalist Ministers Association
(UUMAY).

It was not wniil 1900 that the American Unitarian Association assumed ministerial settlement
as its institutional responsibility. From 1900 to the mid-1930s the President of the Association
was responsible tor ministerial settlement. The 1936 report of the Commission of Appraisal
recommended that the American Unitarian Association establish a Deparmrment of Ministry.
Among its responsibilities was ministerial settlement. ‘This institutional pattern was adopted
by the Unitarian Universalist Association when Universalists and Unitarians merged in 1961.

Morc recently, the Association’s Department of Ministry has maintained a staff member to
work with Unitarian Universalist students enrolled in theological schools and seminaries.

Today, cither by history or development, most of the stages of ministry have an institutional
base. Ordination is congregational, educational preparation is based in the theological
schools, credentials are established by the Association’s Ministerial Fellowship Comminee,
settlement is the province of the UUA’s Department of Ministry, continuing education
standards and programs are established by the UUMA, retirement services and assistance
are provided by the Department of Ministry.



The recruitment stage remains individual, with no institutional support or standards. The
duali result is that outstanding candidates for our ministry often are not actively recruited, and
less-qualified candidates enter the process. It is now time to consider a Unitarian {niversalist
institutional program for ministerial recruitment in order to enhance the quality of our

ministry.

The Present Situation

There is no UUA-established structure of responsibility and/or accountability for ‘ministerial
recruitment that includes all the major actors with a stake in ministry: the recruit or candidate;
local congregations and their ministers: theological schools; the UUA Department of Ministry;
the UUA Ministerial Fellowship Committee and, perhaps, the districts of the UUA and the
ULIMA.

Congregations have no formal role in recruitment. Ministers have a minimal formal role:
typically, theological schools tequire a recommendarion from a candidate’s minister. (The
[JUA Dcpartment of Ministry requires a recommendation in the form of a ministerial intcrview
as pant of the fellowship process but that comes later than recruitment.) The UUMA has no
formal role in recruitment.

Potential ministerial candidates are almost enrirely sclf-selected. Minimal safeguards are built
in by the UUA and the theological schools to weed out those who are unfit for ministry. ‘The
Department of Ministry and the Ministerial Fellowship Committee {or the UUA, and the theo-
logical schools serve as our evaluators. Over time, this role has shifted motre and morce from
the theological schools towards the Ministerial Fellowship Committee.

Moving Toward the Ideal

A recruitment program would encompass the three different ministerial tracks presently
recognized: parish, religious education and community-based.

Recruitment would be conceived as a joint venture including (1) the recruit/candidate, (2) the
candidate’s local congregation and minister, (3) a theological school or seminary, (4) the UUA,
and (%) the TITIMA.

A recruitment program would expand the criteria and the roles for achieving tellowship siatus.
However, it would protect the right of anyone w pursue theological education. Tt would
protect the right of the theological school to accepr anyone it chooses. It would protect the
right of the local congregation to call and ordain anyone it chooses.

At the same time, a recruitment plan would develop further the institutionalization of ministe-
rial fellowship within the UUA. Tt would provide a voice for each of the five actors involved in

ministry.




Ministerial Recruit/Candidate. A decision to pursue ministcrial preparation begins with 2
strong sense of personal vocarion. However, in an institutional scuing ministry is not just a
personal calling.  Once the individual recognizes a personal vocation for ministry, the other
actors enter the decision-making process o confirm the individual’s qualitications for ministry.

The Local Congregation and its Minister. A recruit for the Unitarian Universalist ministry
needs experience as a lav member in a local congregation. We propose two years active
membecrship as an appropriate minimum standard. Exceptions could he granted on a case-by-
case basis. Typically, a ministerial recruit would be nominated and sponsored by the local
conpgregation’s ministerial committee and the minister.  This would initiate an on-going
relationship of congregational support and supervision following recruitment. The recruil.
congregation relationship would continuc until the candidate reccived thce Ministerial Fellow-
ship Commirttee’s approval for prcliminary ministerial fellowship. The rccruit-congregation
relationship could include congregational financial support for the candidate’s theological
education, a schedule of written reports 1o the congregation’s commitiee on minisiry,
occasional preaching, teaching and other ministerial duties under ministerial supervision.
However, many ministerial students are in schools which are long distances from their home
congregations. Some of these congregational responsibilities could be carried our by a church
and minister closer to the theological school or seminary.

The local congregation’s involvement in ministerial recruirment and supervision serves two
major purposcs. First, it provides a long-term assessment of the recruit's qualifications and
qualities {or ministry. Second, it goes beyond evaluation toward shaping and deepening the
prospective minister’s concept of ministry. Involvement with a local congregation offers the re-
cruit engagement in systemaric reflection on ministry based on an ongoing expcrience in, and
relationship with. a congregation’s life. Ar the same time, this rclationship increases the
congregation’s awareness of their ongoing contribution 10 "their” recruit, and their contribu-
ton 1 our ministry.

i local congregations were structured and charged to includc ministerial reeraitment, there
would likely be » more systematic congregational effort o identdily and encourage ministerial
recruits. A congregation’s recruitment would include sons and daughters of their congrega-
tion, but it need not be limited only to congregaiional members. Congregational recruitment
could include the minister and the committee on ministry searching out potential recruits in
nearby colleges and universitics. Further, congregational recruitment might encourage:
sponsorship of campus ministry programs: the parish minister’s involvement in professional
and personal counscling of potential reeruits; formal or informal lectures hy thc minister on
topics relating to liberal religion and the Unitarian and Universalist traditions .

Theological Schools and Seminaries. We propose that prior to admission, recruits partici-
pat¢ in a recruitment weckend ar the school. Such a weekend provides an opportunity for
potential students 10 experience the life of the institution, and to interact with fz2culty and
students. Ar the same time, it provides faculty and students with an opportunity to access the
recruit’s potential for theological education and ministry. Through attending classes, inter-
views with faculty and students, presentations by faculty and students, meeting other potential
students, participation in the educational community , prospective students and the school are
able to reach a more realistic evaluation of one another. (In the late 1950s, Meadville/Lom-
hard parrticipared in such a program through the Divinity School of the University of Chicago.

9



Prospective M/L students were included in the 4-day weckend program of introduction and
evaluation. Each prospect was assigned a student who acted both as a guide and an evalua-

tor.)

The UUA Department of Ministry and Ministerial Fellowship Committee and the Unitari-

an Universalist Ministers Association. Wc¢ proposc that prior 1o acceptance as a candidate
for UUA fellowship status, recruits for the UU ministry attend a prospective minister's pro-
gram. These could be regional, co-sponsored by the UUA and the UUMA. Ideally, the
program would occur before admission 10 the theological school, but no later than during the
first year. This program would serve the dual purpose of preliminary evaluation of the recruit,
and orientation to the UU ministry for the recruit. It would focus on providing a professional
and vocational understanding of ministry. The cost would be subsidized. (See Appendix A for
a modcl of such a program.)

Pre

Financing. Adequate financing for a recruitment program is essential. Substantial scholar-
ships are needed 1o artract the best quatified candidates. This is especially important to artract
working class students from cthnic and racial minoritics. Scholarships arc important to
reduce the huge debts many students accumulate during their education for ministry.
Longevity and commitment 0 ministry might be rewarded by providing a subsidy which
would tie educational debt repayment assistance to the number of years served in the
ministry. A percent of the debt would be underwritten for each year.

Further, while not direcly related to recruitment, ministerial salaries and benefits need to be
funded ar a level which would encourage recruits seriously to consider the ministry as an
option among other professions.

Summary
In summary, this suggested recruirment process:
institutionalizes the relationship of ministers granted credentials by the UUA;

recognizes and respects that we are an association of congregations, not a hicrar-
chical denomination;

serves to identifly and encourage recruits with the best potential {or ministry;

protects the interests and expands the responsibilities of all those involved in
recruitment.

10




Background Material and Resources
Christian Church (Disciples)

Policies and Criteria for the Order of Ministry, Christian Church (Disciples) Department
of Ministry, Division of Ifomcland Ministrics (1985)

Policies and Criteria for the Order of Ministry, Central Rocky Mountain Region, Chris-
tian Church (Disciples of Christ)

Presbyterian Church (USA)

Book of Order {1988-89) Presbyicrial Church (USA) published by the Office of the
General Assembiy (1988}, Louisville, KY

Preparation for Ministry in tbe\Presbyteﬂan Church (05A), June 1987, published by the
Office of Counseling Resources, The Vocation Agency, New York, NY

United Church of Christ

Guidelines for Church and Ministry, Rocky Mountain Conference, United Church of
Christ, Denver, CO (1984)

Manual on Ministry, United Church of Christ, Office for Church Life and Leadership
(1986)

The Constitution and Bylaws, United Church of Christ, Executive Council, St. Louis, MO
(1984)

Unitcd Mcthodist
Handbook for Candidates and Probationers, Rocky Mountain Annual Conference of the

United Methodist Church, Board of Ordained Ministry, Rocky Mountain Conterence,
Denver, CO (1988)
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Theological Education

Historical Background

From the heginning of their seulement in North America, the Puritan forebears of the UU
movement were concerned about the quality of their ministers. ‘they established Harvard
College 10 ensure that, among other things, their churches would be served by “learned”

clergy.

However, it was recognized that many of the skills of ministry depended on practice, and that
a feeling of "call", which had nothing to do with {formal education, was essential. So, various
forms of appreaticeship and licensing were cmployed in addition to or instcad of formal
education. As in law, "reading with" an established mentor was often the path one ook into

the profession.

Over time, however, both Unitarians and Universalists recognized the need to esiablish
schools to train people for their ministrics. 'The 19th century saw the creation of such schools
not only at Harvard, but also at $1. Lawrence and Tulis.

Meadville Theological School was founded as a Unitarian seminary in 1844 in Meadyville,
Pennsylvania, and moved in 1926 to Chicago, where it enterced into an association with the
Ryder Divinity School of Lombard College. a Universalist school. It is from the formal merger
of these two institutions that Meadville/Lombard Theological School was established.

Feeling a need to provide training for the liberal ministry in the West, the Pacific Unitarian
School for the Ministry was founded in 1904 in Oakland and fater moved 1o Berkeley in order
to be near the University of California. In 1948 an innovative approach to graduate education
was adopted by the school and its name changed to Starr King School for the Ministry in

honor of Thomas Starr King.

Meadville/Lombard and Starr King, legally separaie from the UUA, have their own boards of
trustees and are responsible for their own staffs and policics. They are thought of as denomi-
nationally-related schools because they see their primary missions as training people for the
UU ministry and because the UUA provides them support through the Theological Education

Grants Panel.

Actually more denominationally-refated to the UUA is the Independent Study Program,
currently a "school-without-walls" training program for people wishing to become accredited
as ministers of religious education. The program is directly funded by the UUA. Beginning in
January 1992, however, this program will be housed at and cooperatively administered by

MeadvilleA.ombard.

From time to time studies of the way UUs have been providing for theological education have
been conducted.  Suggestions as radical as merging Meadville/Lombard and Starr King have
been made. The Theological Education Grants Panel has also made recommendations to the
schools about curriculum, financing and staffing. It is, however, not the intention of this

12
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feport O LCVICW Or COmMENt on any of these suggesiions, but to look at the issues in
(heological training, the questions thar revolve around admirting people to programs,
observing their tenure and then awarding them degrees.

The Commission on Appraisal's study on The Quality of Religious Life in UU Congregations
suggests that there are three arcas o which our congregations would like o sce more
anention given. They would like 10 see improved training programs in preaching, inwerper-
sonal skills and administration. All oo often our congregants seem (o have the perception
thar students believe their theological education should be abour helping them on their own

personal, spiritual journeys.

The Present Situation

In order to look at all the issucs of training for our ministry, we have to distinguish berween
those schools and programs which are directly related w the UU movement and those which
are not.

Our Denominationally-Related Schools

At the present time, with the exception of the special case of the Independent Study Program,
there are two UU denominationally-related schools, Meadvilic/Lombard and Starr King.
Harvard Divinity School, though it has a long history of involvement with Unitarianism and has
many UU alumni/ae and students, is not a denominationally-retated school. It is an interde-
nominational divinity school. Its mission reaches far beyond the UU movement.

In the past there have been some who have questioned whether Starr King (especially when
calied a "School for Religious Leadership") saw its mission as training people for the UU
ministry. But in both Starr King’s and Meadville/Lombard’s mission statements, no doubt
seems to be left about the special relationship the schools have towards the ULl movement

and their commitment 1o preparing people for the UL ministry.

Admission to Programs

Theological schools have widely ditferent criteria for admirting students, from stiff academic
requirements (including raking the Graduate Record Exam) to admitting almost anyone who
wants to attend. In recent vears there has been increasing pressure on some American
seminaries to lower their requirements because of the need for higher enrollments and the

taition income it would producc.

For many vears Starr King had the luxury of having more applicants than it had openings as
well as a committee that refused to grant admission to applicants who did not look like they
would "fit" the school. The overall quality of applicants at Starr King has been relatively high.
There have been people with interesting and relevant life experiences and adequate academic
backgrounds. A majority have had ar least some UU church experience; some have had a lot
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of it, and an occasional applicant has been admitted who knew little or nothing about the UTJ
movement and was not associated with any of our congregations.

This lack of a UU connection on the part of some of the students training for our ministry is a
concern to many, since congregational life is so ceniral to our movement. Even the most
qualified people have sometimes had trouble with the UU parish ministry because they had no
feel for it from the lay person’s point of view. Many other denominations feel so strongly
about this issue that they have "in care” requiremenrs for those who wish to enter their
ministries. The Ministerial Fellowship Committee does say in its policies that "in considering
candidates for the ministry, attenrion will be given to the degree of participarion which they
have had in one or more of our socieries" and thar "candidates are expected to maintain active
participation.” Spencer Lavan, Dean of Meadville/Lombard, also believes it is important for
students to be involved in UU churches while in school.  But he does not believe this shouid
be a criterion before admission t0 a seminary. He does not belicve it necessarily correlaies
with success in ministry. ;

Recruitment

There is a question about the degree w which our schools should be pro-active in recruit-
ment. Starr King, Meadville/Lombard and Harvard all have extensive mailing lists and send
out newsletters and other publications, and their presidents, deans and faculty have ample
opportunttics to speak about the value of theological education and the ministry.  All often
provide programs and/or booths at the UUA General Assemblies and various other UU
gatherings. In addition Mcadville/Lombard and Harvard have advertised in journals like The
Christian Century, though Spencer Lavan doces not believe this is effective.

Many non-UlU-related schools have found offering weekend seminars for potential students to
be an effective element of recruitment. Pacific School of Religion, for example, does this on a
regular basis. Meadville/Lombard encourages prospective students to visit the school so they
can mect with the faculty and students. Starr King encourages visits so prospective students
can have face-to-face interviews with faculty and members of the admissions committee.

One of the things Spencer Lavan of Mcadville/Lombard warns about, however, is not having
some kind of weckend visit so formalized thar it becomes the place where prospective
students come to think of themselves as unfit. This can be detrimental due to the amount of
personal and professional development that can take place in the special kind of environment
of a seminary, especially one of our denominationally-related schools.

Rebecca Parker, President of Starr King, would like to see her schoo! be more intentional
about recruitment tor the liberal ministry.  She believes that recruitment would he more
effective if it were done as part of a cooperative effort between the schools, the UUA, the
UUMA and congregations.  Likewise, Lavan belicves there needs to be discussion between
these groups and the Theological Education Grants Panel in order to clarify goals tor recruit-
ment.  He also believes thar prospective students should be directed toward our denomina-
tionaily-related schools and programs, and that more emphasis ought to be placed on re-
cruiting in racial and ethnic minority communities by churches which have relationships with
them.
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parker, Lavan and others suggest that many qualified people either drop out of the process of
wraining for the UU ministiry or don't pursuc it at all because they know that salaries in the
ministry are low and benefits inadequate, and thar there is inadequate scholarship aid
available to help them pay their wition. Going 1o seminary is a costly proposition. According
to the Unitarian Universalist Association Ministerial Survey issued in October 1989 (often
called the Sutherland Reporr), the average educational debt of students leaving seminary had
risen 1o over $12,000—and it is estimated by Starr King that its students are leaving school, on
the average, with almost $20,000 in overall debr. Realizing this, the schools and the UUA are
artempting to raise additional scholarship funds, but littic progress has been made.

Aside from the issuc of money, our denominationally-refated schools are not being given
much help in recruitment. Little is being done by the UUA, UUMA or congregations to recruit
anyone, let alone a greater diversity of people, into our ministry. There are some ministers,
like Jo Bartlett and John Buehrens, who believe that the failure of our seminaries, the TJUA,
the UUMA and our congregations to have an intentional program for secking out potentially
good ministers is the very reason why the quality of our ministry is pot what it could he.

Monitoring Students in Training

Most schools have some kind of advisory system to help students figure out what they should
be doing. At Starr King the hcart of the process of the on-going cvaluation of its students is
called the “Don Rag", a periodic meeting each student has with faculty to review the indivi-
dual’s program and to work on what it is the student needs to do to complete it. The Don
Rag is an intense personal sharing conducted in an atmosphere of trust thar allows tor the
kind of caring and honest exchange sometimes missing in evaluations.

Meadville/Lombard has don rags as well, after the students’ completion of Clinical Pastoral
Education and internships. The faculty is also trying to he more intentional about helping the
students better clarify their goals as they move through their programs. Both students at
Mcadville/Lombard and Starr King have faculry advisors, as well as access to their deans and
faculty members for consultation as they do in other seminarics. Many studems training for
our ministry also take advantage of therapists, spirituai directors, vocational counseling
scrvices and other sources to increase their personal insight and development.  Ar fimes 2
purtion of the cost of such work is partly underwritien by the school in which a swudent is

enrolied.

One thing that seems to be missing in discussions with the students, however, is input trom
people who know them and also have an awareness of the requirements of the fields in which
students intend to carry our their ministries, such as parish ministry, ministry of religious
education and community ministry. More input is needed.

Students at Starr King have begun mecting to try to figure out how thcy might betier prepare
nout only for the ministries into which they will be moving, but the sessions they will have with
the Ministerial Fellowship Commiuee (MFC). Meadville/Lombard stdents feel a need w do
this as well, and are concerned about becoming better prepared in the areas of preaching,
administration and interpersonal skills. In their situation the required core studies don’t leave
much time to take courses in which they could develop such skills. They would like to see
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more flexibility and consideration of previous life experience taken into account in working
out their programs. Many Starr King students, though they have more latitude in the courses
they can take, say that adequate courses in these areas are not being offered 1o them either.

Pacific School of Religion is an example of a school that provides something intended to help

students integratc what they are doing in school with the demands of the worlds into which

they will be moving. It’s called a "Middler Review”, in which a group that includes faculty

members, internship (or field work) supervisors, lay people, fellow students, and denomi-

national representatives is brought together to review with the smudent his or her program,

progress and needs. It's a program rated highly both by students, including the UU students
- who have participated, and by the other participants.

In an action that relates not only 1o credentialing but admissions, the MFC is shifting from
asking potential candidates for the UU ministry to undergo psychological evaluations before
coming before the MFC, to asking them to go through vocational evaluations at centers
designed to provide counseling to people interested in the ministry. The MFC is suggesting
that this be done before entering into training for the ministry. to help people see whether
the ministry is the kind of profcssion they should be entering.  While going through such an
evatluation would be expensive (costs are in the range of $600), the hope is that this will give
people a better idea of their aptitude for the ministry, the kind of ministry at which they might
best succeed, and a suggestion of the kind of skills they might have to acquire 1o be able to do
what they want in the ministiry. Moving 10 a carecr counseling, instead of a psychological
testing, model seems to be supported by everyone, though it is still unciear at times what is
the best determiner of a student’s fitness for the ministry.

Internships

Because of evidence that many seminary graduates were inadequarely prepared for the
practical side of ministry, the MFC decided a few years ago to require cveryone applying for
preliminary fellowship 10 have at least a six-month full time internship under the supervision
of an experienced minister in a church (now expanded to other settings for those not
intending to go into the parish ministry or ministry of religious education). It is 2 program
that has worked well in thosc situations in which the ministers were experienced, knew how
to supervise imerns and liked the work, and where congregations saw themselves as "teaching
churches”.

In 1978-79, a grant from Plandome was used to hring together a small group of UU interns
and supervisors for a pair of instructional weekends, one in the fall and one in the spring. A
minister who was an intern taking part in the program claimed it was very helpful, though like
a lot of speciallyv-funded programs it was not continued after the experiment. Ellen Branden-
hurg of the Department of Ministry says that the UUA has recently done another pilot program
4t MeadvilleLombard bringing 1ogether interns, supervising ministers and faculty. She
reiterawes the value of such an experience.

In addition to the booklet developed by the Department of Ministry, both Mcadville/Lombard

and Starr King have developed materials on the expeciations of ministers and churches
providing internships for its students, and Harvard Divinity School has a packet of materials
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on its field work program, as do most other schools. There is also the HHandbook for Lay
Intern Committees developed by the Pacific Northwest District, which is quite good.

still, Spencer Lavan and others have commented on the lack of training of both intern
supervisors and the lay committees who work with interns. Boston-area students, ar a
meeting with the Commission on Appraisal in April 1990, also commented on the unevenness
of internship experiences and the lack of adequate maiching berween students and settings.
In the policies of the MFC it says: "the Deparnment [of Ministry| has neither the swaff nor the
funds to try to match candidates and intern sites [so students are to work out their own
arrangements for internships although the Department of Ministry is available for consulia-
tion”. This sometimes means that students who are not in denominationally-related schools
often have trouble finding good sites for internships and the supervisors and churches with
whom they do work are often unprepared for them.

Clinical Pastoral Education

The other non-seminary training clement required by the MFC s a ten-week program of
Clinical Pastoral Education (CPE). This is also almost universally required by scminarics.
There is some question, though, about whether this provides adequate training for the
"pastoral” part of ministry. For most students CPE is a ime when they find themselves pushed
and tested in terms of their own emotional stamina and integriry, but it should not be thought
of as a substitute for seminary-based training in other aspects of pastoral work. Also, there is
a question as to whether traditional CPE programs are appropriate for those aiming for
community ministries. The MFC has begun to recognize CPEs done outside of hospitals,

prisons and mental institutions.

Mentors/Advisors Used in the Independent Study Program

‘The Independent Study Program (ISP) has set up a candidate/advisor/committee liaison
relationship for each of the pcople in its program. Elizabeth Stwrong of the Liberal Religious
Lducation Dircectors Association believes it is onc of the major reasons for the success of the
program. Rather than being something required only after a person has reccived preliminary
ministerial fellowship, it begins with the person entering the program. The progress of each
candidate is monitored by the advisor, the Independent Study Committee Lizison and the full
ISP committee. She believes that this collegial style of preparation for the ministry enhances
"cooperation, caring, nurturing, nudging and advising” throughout the candidate’s period of
training. She believes such a structure ought 1o be considered for all candidates for our
ministry, with school faculty being the Commitice Liaison and ministers acting as advisors. In
the ISP the advisors, though volunteers, are subsidized by the program so that they can anend
the educational programs suggested for both them and their advisees.

Religious Education

As a result of discussions with the Independent Study Program, the Envisioning Committee
established by the UUA, the CENTER (Continuing Education Network for Training, Enrichment
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and Renewal) program of the UUMA, and the Pancl on Theological Lducation, Meadville/Lom-
bard is making plans for an RE track in its M.Div. program, an M.A. in religious ceducation and
a doctoral program for those wishing such an advanced degree and wanting 1o teach in the
field of religious education. It may spark additional consideration of how Starr King might
enhance its programs in religious education.

Among other issues of importance © our religious educators is that there be adegquae courses
in religious education required of seminary students as well as additional training for
ministerial candidates in interpersonal and collegial skills necessary for multi-statt situations.
Strong believes that the process used in multi-stafl start-up seminars might be used as a model
for the sort of cooperative style needed in such settings.

There is also the question of expanding the Renaissance Program and other opportuniries for
training religious educators who wish more education, but are either unwilling or unable to
enter either the ISP or a seminary. A grear deal of thought needs to be given to what can be

done in this arca.

Community Ministry

Requirements for the training of those headed for the UU parish ministry or ministry of
rcligious cducation arc now well established. Less clear is what should be required for thosc
headed for ministries outside of the parish, although the MFC is now not only eredentialing
such people, bur has asked for the creation of 2 committee 10 make recommendations for the
guidelines under which candidates on this third track should be considered and the support
they should be given. At Meadville/lLombard, help is heing sought from the Center tor Public
Ministry and others in order to define a better image of community ministries.

Although the issue of credentialing people for ministries outside of the parish is not some-
thing to be considered here, the special requiremenis of their training is an appropriate
concern. Many of those in our larger ministry worry not only about the lack of supporn for
those who wish to pursuc non-parish ministries, but the lack of UUA and scminary staff to
help them decide on the kinds of ministries they should be pursuing. the training that will be
required and the sorts of internships and other non-seminary programs in which they should
be involved. They are also concerned about the tack of help in finding setdements.

After a long struggle, our schools and denominational structures are not only becoming open
to new forms of ministry, but rcalizing how important these community ministrics ar¢ to both
our movement and the larger society.

Degrees and Credentialing
In Judaism—since the rabbinate is responsible both for maintaining scminaries and for ordain-
ing—graduation, credentialing and ordination amount 1o the same thing. Some have suggest-

ed that the same be true for at least those who attend our denominationally-related seminar-
ics. But given the fact that Ullrelated schools are autonomous institutions, the structure of
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our movement is associational, and we have a long history of denominational credentialing
and congregarional ordinadon, it is unlikely that such a change would ever become advisable.

Degrees and cenilicates are given by seminaries to those who successlully meet the semin-
aries’ requirements, whether they will end up being ordained and receiving fellowship or not.
This does not mean, however, that our denominarionaily-related schools should be free to
grant degrees 10 those who want to be UU ministers without regard to what Ul congrega-
tions, through the Board of the UUA and the MFC, say they want to have included in the train-
ing. Spencer Lavan believes the Department of Ministry and MFC need to consult more with
the schools hefore developing criteria such as the grid for the arcas of knowledge on which
candidates are evaluated. He also believes that it is an oversight not 1o include educators in
groups developing plans for things like the community ministry track. In general, both Lavan
and the faculty at Starr King makce strong points about the nced for incrcased communication,
along with the sharing of wisdom among the bodies whose decisions affect the education of
students.

Both Meadville/Lombard and Starr King are well aware of this. They are also both accredited
by the Association of Theological Schools (ATS) and, as such, must meet the lengthy and
demanding standards applied o0 accredited graduate schools for the ministry. 1f the ATS
believes a school has inferior faculry, inadequate library resources, faulty administration,
skimpy financing, casy granting of degrees, and so forth, it does not ger accredited.

Meadville/Lombard and Starr King arc also aware of the need o provide theological and
professional training to people besides their regular students. Summer schools, weekends
and instirutes have long been a part of their programs and both Meadville/Lombard and Starr
King are either expanding such programs or considering it—not an easy task with their limited
personnel and budgets.

One area where our denominationally-related schools, parricularly Starr King, have not done
such a2 good job is providing continuing degree and other training programs for our ministers
in the field. Meadville/Lombard scems to be showing more interest in expanding not only
opportunities for D.Min. work, but in becoming a center for religious education. Mead-
ville/Lombard also offers people a chance to be ministers-in-residence, a program Starr King
would like w be able to provide as well.  Ar Harvard there are the Mcrrill Fellowships that
have been taken advantage of by many UU ministers.

As an aside, Meadville/Lombard and Starr King have also provided training for students from
abroad. ‘There are Japancse namces, for instance, in the oldest dircctorics of the Pacific Unitar-
iann School for Religion, and Meadville/Lombard has had a long association with the Unitarian
movements in Hungary and Transylvania. Til Evans, while she was Acting President of Starr
King, began 1o explore possible relations both with Manchester College, Britain, and the
liberal Shinto and Buddhist groups affiliated with the International Association for Religious
Erecdom in Japan. She believes that this would enrich the life of the current student bodies
and strengthen our connegtions with groups already beginning to have congregations of their
own on the West Coast.

From time to time in the past, people have thought we ought to centralize our training for the
ministry, putting all of our resources together in a single school with a larger faculty than
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possessed by either Meadyville/Lombard or Starr King. Ixperience seems to. show that this
would be a bad idea. The existence of these two schools, with their different geographic
locations and approaches to education, has benefitted the variety and richness of our ministry,
as has the continued interest of UUs in training for the ministry at Harvard, as well as a host
of other non-denominationally-related seminaries.

The quality of the students in these different setiings is impressive, though people at seminar-
ics in such places as Dayton, Dalias, and the 1win Cities are handicapped not only by not
having many other UU students with whom to relate, but by having to work out ways on their
own to get internships and preparation in UU history, values and traditions. These students

need more support.

Moving Toward the Ideal

What follows are some recommendations that might improve the training for the UU ministry.

The Role of Schools in Recruitment

Ul-related schools should juin with each other, the Department of the Ministry and the UUMA
in a program to more actively recruit quality students, with special artention being given o
those interested in arcas where our movement would benefit from their special skills, such as
urban work, academics and extension. More active attention 2lso needs 1o be given by the
schools and others to the recruitment of people from currenty under-represented groups in
our movement. such as people of color and members of newly-arrived ethnic communities.
Ministcrs in the San Francisco Bay Arca have worked with schools in the Graduatwe Theological
Union 1o identify students of color who might be interested in pursuing the UU ministry, as

~another way of trying to bring more racial ethnic diversity into our movement. It's a program
that ought to be tricd in other arcas where there are seminarics.

Meadville/Lombard should be applauded for continuing to invite and welcome students from
abroad, for having students of color among its student body, for adding an African American
adjunct faculty member, and working to identify itsclf with urban ministrics. Starr King has
received scholarship aid from Japan recently, and should continue 10 pursue the possibility of
bringing people from the IARF’s Shinto and Buddhist movements to the school as students.

Somewhat less clear is the queston of whether attention should be given, in both recruitment
and cnrollment policics, to the deercasing number of men among those preparing for the UU
minisiry.  While nothing should be done that would discourage women from entering our
ministry, and qualified women should not be rurned away from our programs, it is important
to emphasize that ours is an attractive and fulfilling ministry for women and men alike.

As a help in recruitment, not only literature but regularized on-campus programs should be
considered for potentially interested students. This would be in addition to the programs of
our denominationally-related schools already open 10 lay people, such as Siarr King Saturdays
and Summer School and Meadville/Lombard Summer and Winter Institutes. It has also been
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suggested that it be made as clear as possible that such programs are open 10 any who might
pe interested in the ministry. Information on our minisuy, the Independent Study Program
and denominationaily-related schools should always be available not only at such events, bur
at other events such as district meertings, youth conterences, summer conferences, and
meetings of the Canadian Unitarian Council, as well as General Assemblies. In general, the
petter known the ULl movement and its ministers become, the more qualified the people who

may be attracted to our ministry.

Participation in Congregational Life

Though it might restrict admissions too much to require thar all those interested in becoming
UU ministers should have at least two years of active congregational participation before
applying to a seminary, it is important that the MFC continue to have this be one of the
critcria for fellowship. Such cxpericrice being a fay person is very different from the kind of
experience gained in serving as an intern.  Candidates for our ministry need to be able o see
things from the perspective of a UU lay person, as well as from thar of 2 minister. This is true
even for those who will be entering into ministries outside ot the parish.

In addition, thought ought o be given to asking the congregations in which a studenc is
involved 1o develop more covenantal kinds of relationship like "in care” ones of the churches
in other denominations. The Commission on Appraisal is concerned about the general lack of
depth in the relationships between congregations and people considering training for and

entering the UU ministry.

Career Evaluations in Preparation for the Ministry

The MFC was wise in recommending that instead of undergoing psychological evaluations,
candidates for our ministry should take part in the kind of vocational evaluations being
oftered at various centers, such as the Center for Career Development and Ministry in Newton
Center, MA, the Center for Ministry in Oakland and other counseling centers for religious
leaders located around the country. Though the cost is high, the kind of feedback students
get scems of more valuce than the psychological exams.

Where possible, this might even be done by people before they make their final decision o
begin theological training. If a copy of the report were to be included with their application,
it would be of some help to those making the decisions about admission.

For those in school who have not gone through such an evaluation, it would be of help if
such an evaluation could be undertaken as soon in their program as possible, since it would
clarify areas in which swudens needed to work in developing their skills. At Meadville/Lom-
bard and in the Bay Area, students have been enrolling in evaluation programs as groups,
which lowers the cost and seems 10 add an exira dimension not only o the evaluation
experience but to their relationships with each other as they move through their programs.
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It should be added that most of the available evaluation programs are expensive, and candi-
dates for our ministry are now being asked to pay the cost out of their own pockets. At least
partial subsidy of the cost by the UUA should be seriously considered.

Review of Students While in Seminary

While what Rebecca Parker calls help in vocational "discernment” has always been a part of
what our Ull-related schools have done with their students, some version of the Pacific School
of Religion Middler Review should be considered {or all students preparing for our ministry,

- po matter what their school. If the PSR model were used, it would be a time during the
middle of a student’s course work, typically during the second ycar. At PSR, the review is
chaired by a faculty person chosen by the student and includes another student of his or her
choice, a second faculty person, an internship supervisor, a denominational representative
such as the District Executive or a nearby minister, and an "advocate” for the student who
takes notes and is there for support.  The intention is to look at the student’s program not
just from the standpoint of school requirements, but of denominational requirements and the
reality of what UU churches or community ministrics arc really like.

Such a review might be arranged through the ministers-to-students, for the UUs at schools that
do not have something similar, and through the current faculty at our denominasionally-
related schools (e.g., at Starr King this might be done as a part of one of the Don Rags, which
might be broadened to include an intern supervisor, district ficld staff person, and so forth).

This would also help answer the complaint that students are unable to meet the MFC until
too late in their educational process for them to be able to change their programs.  An
alternative might be to have regional or specialty sub-groups of the MFC., who would meet
with students for a preliminary review no later than midway through their seminary education,
leaving final review for something simitar to the present MFC.

Scholarship Support and Ministerial Salaries

Our UU-related schools, the UUA Board and Administration, the UUMA and other professional
organizations should work not only on dcvcloping ncw sourccs of scholarship aid for
students, but on improving the salaries of ministers. The salaries of ministers, as suggested by
the United Church of Christ, ought to be compared with professionals in the community with
similar training and responsibilities, such as school administrators, rather than with lower-paid
public service employees.

Educating our congregations about this, and about how to raise the money required to pay
adequate salaries, might be done through workshaps on budgeting, fund raising, and profes-
sional leadership offered by UUA staff such as David Hubner and District Executives. at
schools, General Assemblies, summer conferences and district meetings. Hubner is doing

some of this already.

It has also been suggested that an annual letter be sent 1o congregational leadership by the
schools and the UUA, ralking about the implications of inadequate scholarship help and
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ministerial salarics. A pilot program on planned giving, for scholarship and other support that
links together a school and a congregarion, has been discussed at Starr King and is offered by
other schools. Schools are also working hard to develop special scholarship funds and to
work with congregations to raise money tor them. ‘The UUA administration should also
continue to solicit money for the Living Tradirion Fund and grants from other sources.

Improving Internships

Students, Department of Ministry saif and the MFC have all raised guestions abour the
uneven quality of internships, particularly the lack of skilled supervisors and of congregations
that sce themselves as teaching churches. MFC policies state that students who do not have
the support of faculty in seeking out appropriate internships must rake responsibility for
finding sites, with whatever help the Department of Ministry can give. While the Department
makes every effort to solicit sites and help students find them, not enough is heing done to
develop the number of internship sites we need. A concerted effort should be made not only
to find additional sites, bur 1o help congregations understand the value to them and to the UU
movement of becoming tcaching churches.

There are good materials available (rom sources such as the UUA, Meadville/Lombard, Starr
King and the Pacific Northwest District on the role of supervisors and internship commirtees
in congregarions. 'The thing that is missing when we rely on printed materials is the chance
for those involved to ralk among themselves about the issues of internships. Because of this,
encouragement should be given to having the interns and supervisors in any given arca meet
on a regular basis, sometimes together, sometimes alone. to discuss the internship cxperience.

It would also be dcesirable for the MFC 10 require all those wishing to supcrvise intcrns who
will be seeking lellowship to go through some kind of intern supervisor trdining program,
whether it is one provided by the UUA or some other source, such as theological school.
Perhaps the names of good potential supervisors could be solicited from other ministers. In

- addition to this, the faculty persons working with interns at non-UU-related schools should be

encouraged, as is now the case at Starr King and MeadvilleJ.ombard, to meet not only with
supervising ministers. but with lay committees to help them understand the unique role they
can play in the education of candidates for our minisrry.

It has also been suggested that something should be done to give studeats more experience in
small churches, as well as the larger churches which often serve as internship sites. Most
graduates are called to small churches for their first ministries and need to have an acquain-
tance with the unique issues involved in serving such congregations.

Internships and CPE Equivalents
for Those Preparing for Community Ministries

In as congregationally-based a movement as ours, experience in a UU church or fellowship
Seems an essential part of preparation for ministry. Bur this does not necessarily mean, as the
MFC has concluded, that parish-based internships can provide singular training for people
who want to pursue ministries outside of the parish. Adequare internship sites for such
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people need to be developed, and appropriate standards established for what should be
involved in such internships.

The same should be said for Clinical Pastoral Education. As is true for those who wish 1o
become Ministers of Religious Educarion, there are times when alternatives may prove to be of

more value 10 candidates for our minisiry. th

fel
Staffing in the Department of Ministry

Consideration should be given to adding a staff person to the Department of Ministry whosc

special focus would be helping those who are pursuing a non-parish ministry. This is not the I

only area in which the depariment needs additional seaff time. Help with transitions is an wi

arca that needs additional time as well. But this is one of thosc areas in which we have an fie

opportunity to expand the breadth and value of our ministry, and if we are going to begin the
de

recruiting people from a more diverse spectrum of people, and train people for non-parish
hased ministries, we are going to have to help them find places to serve as well.

‘'he UUA Board is establishing a special committee to make recommendations in this area.
We hope they will agree with our recommendations.

The Relation of Ministers to Seminary Students

Not only should Meadville/Lombard be commended for its Minister-in-Residence program, but
Starr King should be applauded for attempting to raise moncy for a similar program in
Berkeley. The presence of experienced ministers at our denominationally-related schools adds
an element often missing in the education of students.

I'his would be particularly helpful since there are people who bclicve that there arc oo few
faculty with recem experience in the ministry outside of academia, and that swudents need
better preparation in such practical skills of ministry as preaching, interpersonal skills,
counseling, group work and administration.

Our denominarionally-related schools often make use of people skilled in these areas as
adjunct faculty and this could be done even more intentionally.  Groups such as UUMA
chapters should be drawn upon 10 help not only students in these schools but students in -
non-UUJ related schools to learn both about skills for the ministry and professional ethics a5
well. Workshops on weddings, memorial scrvices and child dedications arc cxamples of arcas
in which local ministers would be particularly good resources. :

The UUMA CENTER Committee, the Theological Education Grants Panel, the Department of
the Ministry, and others have expressed interest in creating centers for continuing education
related to Meadville/Lombard, Starr King and perhaps Harvard. This would not only bring.
more ministers in contact with students, hut would make the schoaols and resources available _
in such areas as Chicago. Boston and Berkeley more accessible to our ministry. '
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Another model thar might be considered is the one used by the Independent Study Program.
The MFC might require thatr not only those in preliminary feliowship have mentors, but that
students interested in receiving fellowship as LU ministers be required to have, in addition to
their relationships to the schools in which they are enrolled. mentor/advisors who are
ministers in the ficlds the students wish to enter. This might be thought of as an extension of
the UUMA-sponsored mentorship program already being required of those in preliminary
fellowship.

Seminaries and the MFC

It is important to remember the difference in roles between the seminaries and the MEC.
When a credentialing body begins 10 set requirements like the number of hours in specific
fields a student shouid take, or where they should do an internship (as opposed to whether
they should do onc), they are beginning 1w make educational, as opposcd 10 crcdentialing,
decisions.  Perhaps we should look at models like that of the legal profession and have the
MFC stop being so concerned about "grids”. (The grid, after all, was a tool developed by a
student trying 1o figure out the areas about which the MFC was concerned. It was only later
institutionalized by the committee iself) It might say: "Come to us with an M.Div or its
equivalent, an internship, CPE experience and show us you've got what it takes to make it in
our ministry”.
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Fellowship, Disciplinary Action and the
Ministerial Fellowship Committee

Introduction and History

‘The Commission on Appraisal’s inquiry into The Qualily of Religious Life in Unilarian Univer-
salist Congregations, published in 1989, raised questions about the quality of the Unitarian
Universalist ministry as perceived by the laity. Since credentialing of ministers is involved in
questions of ministerial quality, an examination of the credentialing function is clearly mandat-
ed.

The need for professional religious leadership in Unitarian Universalist congregations is almost
unanimously accepted. How ministers, who are expected to provide that leadership, earn and
retain professional status is one of the inquiries of this report.

Another inguiry concerns the operations of the agency which grants that status, the Ministerial
Fellowship Committee (MFC), and includes comment on its disciplinary funcrions.

In the histories of both the Unitarians and the Universalists the credentialing processes have
changed, and each of our two ancestral branches had difierent, sometimes inconsistent, ways
of giving professional recognition to ministers.

In "The Fellowship Committee” in Unitarians Face a New Age. 1936, pp. 128-129, Dan
Iuntington Fenn wrote: "Having once settled a man, the church then requcsts the Fellowship
Committee that the minister be given the final cenificate of Fellowship to which he is entitled
by virtue of his office as minister of a Unitarian church.” [Emphasis supplied.]

Fenn's concern, and the rcal thrust of his paper, was that there was no control over the
quality (professional standards) of ministers. Quality was a matter of concern then as it
certainly is now. (See Fenn's paper, pp. 129, 130-131) There was for Fenn, and there
remains for us, the fundamental, often unguestioned, often misunderstood and misapplied,
and sometimes embarrassing and controversial, matter of the application of congregational

polity.
Conrad Wright tells us that, in its original role, the American Unirarian Association "did not

presume 1o cxercise ecclesiastical authority. It was not responsible for credentialing candidates
for the ministry; thar function was exercised, if at all, by ministerial associations.™

But by 1880 there was a Fellowship Committee.  Charles Howe describes it on pages 1 and 2
of his November 1989 internal working paper for the Commission on Appraisal, "Credentialing
and Ordaining” (sec¢ Appendix B).

Universalist credentialing practice was not uniform, and, according to Charles Howe's papcr,
seemed to develop informally. At merger the present scheme was put in place.
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Credentialing procedures vary in other religious groups which practice congregational polity.
The American Baptist Convention, for exampie, does not have a central agency which grants
fellowship, ordination itsell being the essential for professional staius.?

The Present Situation

Bylaws, Ministerial Fellowship Committee, and Budget

The Unitarian Universalist Association bylaws do nor define fellowship, although Article X,
entitted "Ministry,” is about ministerial fellowship. In stating that "fellowship may be for the
purposes of parish, religious education and/or community ministry" section 11.1 comes as
close as the bylaws do o defining minister or ministry?

Section C-11.1 of the bylaws begins by providing:

Each member society has the exclusive right 1o call and ordain its own minister or
ministers, but the Association has the exclusive right to admit ministers to
ministerial {ellowship with the Association. (Emphasis supplied.)

Without the emphasized words, bylaw section 11.1 would conform to American Unitarian
Association practice prior to the Commission of Appraisal’s 1936 report, as described in Dan
Huntington Fenn'’s paper.

Section 11.2 of the bylaws (not a C bylaw) states:

The Ministerial Fellowship Committee shall have exclusive jurisdiction over
ministerial fellowship except as otherwise provided hercin.

Section 7.6 of the bylaws provides that there arc to he eleven members of the Ministerial
Fellowship Commitice:  Four members who are not ministers; six ministers, one of whom
must be a Minister of Religious Education, appoinied by the Board of ‘Trustees; and one
member appointed by the Unitarian Universalist Ministers Associarion. (While the UUMA
could 2ppoint a non-minister, the possibility seems 0o remote o be seriously considered. )

The bylaws specify the term of ottice of MFC members as two vears.' There is no apparent
limir on how many terms a members may serve ®

The VUA Board is dircered (Scction 7.6) to designate a person who is not a member of the
MFC as the MFC's Executive Secretary. Most recently this has been the Direcior of the Depart-
ment of Ministry at UUA headquarters, and the MFC's files have been kept by that Departme-
s personnel.

The MFC budget for the fiscal year ending june 30, 1991, is $39,140. lts actual expenditures

4 tor the fiscal year ending June 30, 1990, were $39,825° Salaries of Department of Ministry
W bersonnel are not charged 1o the MFC when they are either meeting with the MFC or in
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preparation for MFC meetings. Photocopying of candidates’ materials and phone calls by MFC
members are charged to the MFC budget. Staff phone calls and travel expenses for the
Director of Ministry and the Ministerial Education Director are charged to Department of
Ministry, but travel expenses for the assistant to the Director of Ministry are charged 1o the

MFC budget.

The UUA's Treasurer cstimates that MFC-related items charged to other UUA budgets would
add $4,000 1o $5,000 10 the cost of the MFC. The budget figure does not include the cost o
the UUA of time spent on MFC matters by the secretary 10 the Department of Ministry’s
Director, or the time of others, including the Vice President for Program (under whose
- jurisdiction the Department of Ministry is placed), the Executive Vice President or the Presi-
dent. If other probablc costs could be allocated, the actual figure for the cost of the MFC
must be closer to $60,000. In addition, much of the time of the Ministerial Education Direc-
tor is spent on matters which might be considered as being, or strongly relating to, MFC

martters.

Those who serve on the Ministerial Fellowship Committee get high marks for hard, conscien- ¥
tious work. They care. Volunteers, they each give perhaps twenty fo rwenty-five days, or 1
more, cach year 1o service on the MFC.  For most ol them, that comes out of precious
discretionary time.

1

The MFC meets in Boston, usually rwice a year, and uvsually once in Chicago and once in
Berkeley. Most MFC members also attend General Assembly. They are called upon to judge
the fitness for our ministry of some sixty candidates each year. There are other tasks as well,
including three reviews of each minister who has been granted preliminary fellowship, review-
ing the grid for each candidate, dealing with the necessary but almost never happy questions
of disciplining ministers, and the necessary, but seldom gratifving, task of removing ministers

from fellowship.

Complaints about ministers alrcady in fellowship, containing allegarions of unfitness in one
degree or another, come to the MFC. These can be of a most scrious nature, involving many
additional hours of interviews, arranging for private investigators’ reports, and carefully—per-
haps painfully—considering the merits of each case. The MFC has been quite conscicntious
about the added tasks of disciplinary investigations and hearings.

And there is rule making. Sometimes formally, with proposals required to be approved by the
UUA Board of Trustecs,” and sometimes with marginally less formaliry, but perhaps with
equal clout, in documents called MFC policies.

The MFC attempts to meet informally with groups of seminarians, and with ministers secking
transfer of fellowship from other denominations, aside {rom its formal interviews with them,
in an cffort to make the MFC appear more human by having social conract, and attcmpting 10
allay somewhat the inevitabke seminarian apprehension about a body that will judge them.

Disciplinary matters take an increasing amount of the MFC’s time. They arise only on specific
complaints filed by affected individuals or by member societies. They involve ministers
already in fellowship, against whom allegations of unfitness in some degree are made, and can
be of the most serious nature. These involve many additional hours of interviews, arranging
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for private investigators’ reports, and carefully, perhaps painfully, considering the merits of
each case.

The MFC may remove a minister from fellowship, but congregational polity precludes the MFC
denying a minister from serving a parish, for only a congregation has the power to alter the
relationship berween minister and congregation.

The UIMA may censure one of its members for violations of its code of conduct, or remove
an offending minister from its membership roll. But although any UUMA action may paralle]
that of the MFC, such action is esscnaially scparzaic from actions of the Ministerial Fcllowship

Commitiee,

Issues and Questions

Issucs and questions about the Ministerial Fellowship Commiutee and its processes include
these:

While there is no official, or even common, standard used by all MFC members in judging
candidates for fellowship, some MFC members tend to refer to a common expectation that
successtul candidates will have at least a basic understanding and compcetence in the full
range of learning and proficiencies expected of the clergy by member societies and others.
Reliance on a relatively low basic standard does not allay persistent questions in the minds of
those who believe thar a higher quality of ministry is needed to undergird Unitarian Universal-

ism in reaching its potential.

The MFC appears able to handle the workload as they presently perceive it, but the MFC has
the appearance of coping, "getting by”, and appears to lack a shared prospective vision of its
work. Tor example, the commiriec regularly sees many candidates in a very short time. This
is especially true of the added workload of handling disciplinary matrers. Importantly, the
MFC lacks time for shared reflection, for envisioning what yet may be, and how the MFC’s
function affects the future of Unitarian Universalism. It appears:

Although the MFC’s workload may be manageable now, with any growth in the
workload there may not be "clbow room”.

Disciplinary matters may be an increasing part of the MFC’s tasks, and may de-
mand considerable time.

The MFC nceds more time to envision its functions within the context of emerging
UUA needs.

The need for ongoing review of excellence could well increase the MFC’s work-
load. :

Time may well be needed for the orientation of new members.
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There are more ministerial than lay members on the MFC. Should there be a higher propor.
tion of laity, perhaps with a qualification that such lay members be experienced by longevity
in congregation(s) or by having been board members in their local congregations?

The MFC meets in at least three places (Boston, Berkeley and Chicago) where the hulk of our
seminarians are located. But the scheduling problems and the workload of the MFC produce
oddities such as West Coast students being interviewed in Boston, Boston area students
arranging interviews in Chicago, etc. Students in non-Ul relared seminaries often must travel
long distances 10 meet with the MFC.

The MFC is under the jurisdicrion of the Board of Trustees, but its Executive Secrerary is a
. member of the administrative staff. MFC files are kept in the Department of Ministry offices,
and are serviced by thait Depaniment's personnel. A member of that Department in charge of
ministerial education and relations with scminarians is, for practical purposes, the administra-
tive face of the MFC as scen by seminarians. During the 1990-1991 fiscal year the Executive
Sccretary estimates that close to two-thirds of his time has been spent on MFC matters. In
other years he estimates that only about one-half of his time has been so employed.

There is continuing anxiety by seminarians abour poor communication regarding MFC require-
ments, and widespread feeling among some seminarians that the Department of Ministry, as
agent for the MFC, does not give them sufficient attention.

Long waiting lists for MFC intcrvicws, and interviews held late in the seminary process, mean
that sometimes seminarians are wld wo late in the process that they do not meet MFC stan-
dards. Debt has been incurred and years spent; frustrations are great.

Recommendations

A higher standard for granting fellowship to ministers, and the articulation of such standard, is
called for. Rejecting those who have worked long and hard is not easy. It is, however, easier
and more loving than servicing and trying to salvage disappointed congregations, and attempi-
ing to reclaim the lives of ministers who were not up to the needs of their cailing. The MIC
should consider the articulation of a standard which better sets forth the expectations and the
needs of Unitarian Universalism generally, and of individual congregations in particular. This
should be accomplished by discussion within the MFC after:

consultation with the LMJA Board of Trustees;
consultation with the UUMA;

consultation with the faculties at UU theological schools and at those other
seminaries which graduate a significant number of candidates tor {ellowship;

and by open hearings at one or more General Assemblies and, if possible, at
clistrict meetings.
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similarly, we urge, in support of the highest possible quality of ministry, and due process for
all ministers, wider use of MFC Rule 23, which permits the Cxecutive Secretary to present to
the MFC situations ol any minister whose overall record indicates that such minister should
not be further recommended for placement.

Responses to the three issues of MEC workload, composition and meeting places overlap; they
deal with the number of MFC members, who they are, and how they are deployed in fultiiling
the MFC's functions. What is clearly true is that any MFC members who feel overburdened
are justificd. It is arduous and important work. There ought to be more MFC members to
share the work, and more of them should be from the laity. Opportunities for seminarians to
schedule appointments with the MFC should be increased, with shorter waiting time berween
requests for appointments and the appointments. To accomplish these possibilities we
recommend:

MFC 1o have fourteen members, seven lay, seven clergy, with clergy and lay
members to be appointed as is now provided.

MFC authorized to sit in two panels of scven members each with rotating member-
ships, so that no panel is the same for more than two successive meetings (of
three or four days each) a2nd no panel will become so institutionalized within its
own processes as to have a recognized, or presumed recognizable, bias or person-
ality; Chair to preside over une panel, vice chair over the other. Diversity in the
membership of panels should be stressed. At some meetings each year, as the
MFC felr the need, the commitiee would meet in its entirety. The Executive
Secretary would sit with either or both panels but would not necessarily attend all
meetings of cach panel. A studenr would sit with each panel, as is current prac-

tice.

The UUA Board of Trustees to give most serious consideration to increasing the
Department of Ministry Staff if and when the MFC offers a plan to reorganize that
Deparntment.

We recommend the amendment of UUA bylaw Section 7.6 as follows: (New master under-

lined; deleted matter shown by strike-throughs.)
Section 7.6 Ministerial Fellowship Committee.

The Ministerial Feliowship Commirttee shall consist of eleves fourteen members as
follows:

(a) four seven members who are not ministers to be appointed by the Board;

(b) six members who are ministers in full and final fellowship with the Associa-
tion, one of whom must be a Minister of Religious Education, and one of whom
must be a community minister, appointed by the Board; and

(c) one member to be appointed by the Unitarian Universalist Minister’s Associa-
tion.
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(d)__The committce may act through a panel of its members, to which panc! not
less than seven members shall be appointed. The action of a majority of the
members of such a panel shall be the action of the committee, provided thai at
least six members of that panel are present.  On any such panel at least three
members shall be ministers in full and final fellowship and ar least three members

shall be persons who are not ministers.

Two members of the committee, and only two, shall be rrustees. The committee
shall have jurisdiction over ministerial fellowship with the Association as provided
in Article XI hercof. The Board of Trustees shall designate a person who is not a
member of the committee to be its Executive Secrerary and keep its records.

Presently at MFC meetings perhaps twenty candidates are interviewed, and other work done.
The present schedule of four day meetings is something like this, annually:

1 2 3 4
Boston Chicago Boston Berkeley

With the possibility of two panels sitting some of the time, the annual schedule might look
like this:

g

1 2 3 4
Boston Chicago Boston Berkeley

2 panels; entire commitiee entire committec 1 panel

time for reflective or 2 panels or 2 panels

work Metro New York

1 pancl

Another possible model might be to overlap two panels so that no MFC member would have
10 give up eight days for a meeting, but eight days’ work could be accomplished by the MFC:

Panel 7« oo oo .o __.

Panel 2 - - - - - o oo oo
Candidates Business Candidates
Sunday-Tuesday Wednesday-Thursday Friday-Sunday

(It should be noted that the Commission on Appraisal spent considerable time reviewing the
possibility of regional ministerial fellowship committees, a device used one way or another in
both Universalist and in Unitarian history, and by larger denominations. The Commission
determined that the use of panels would be a better way to distribute the MFC workload, and
would tend to keep a consistent response to candidates. The regional approach would be

necessary for a much larger denomination.)

The use of a second panel permits the workload of the MFC to be spread over its enlarged
membership. It permits the possibility of increasing the number of MFC meetings available 10
seminarians from four to six, or possibly even seven, each year, with the problems of geo-
graphical scheduling thus being considerably reduced. It might even be possible for one
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A pancl to meet in other than the usual Boston-Chicago-Berkeley locales, such as the mertropoli-
[ an New York or Washington DC areas and other places, every few years, if thar seemed

appro priate.

The use of two panels would give the MFC much-necded time for unhurried reflective discus-
sions on its mission, and ways to scrve the demands of excellence in ministry.

pisciplinary functioning would be aided because the additional panel would serve to make
- disciplinary hearings less burdensome, as one panel could undertake a hearing without the
entire MFC nccessarily having to be so utilized. The deployment of human resourees would
pe well served.  (Further, a permissible option for the MFC is the use of a Board of Inquiry, to
: . consist of three members, who need not be members of the MFC, which Board is 10 report
back to the MFC. Although provided for in the MFC’s rules® the appointment of such a
poard has ncver been made. If the MFC feels overburdened by disciplinary mauers, this
available option should be seriously considered by the MFC.)

The Commission reviewed the possibility of using an entirely separate body for disciplinary
matters. [ts apparent advantages would be that it could meet when needed, and such a
separaiec body would release MFC members from disciplinary duties, with concomitant release
of concentration and possible emorional drain involved in disciplinary matters. The disadvan-
tages would be a body called together spasmodically, with less cohesive working relationships,
and less focused on what ministry ought to be and ought to demand. On balance the
Commission believes that disciplinary functions should stay within the MFC’s duties.

In recent Unitarian Universalist pracrice, appeal would continue to be to an elected body, the
Ministerial Fellowship Board of Review,” certainly appropriate in an Association concerned
with due process and democratic method.

For a significant period of time the influence of the Rev. Dr. David Pohl, the incumbent
Executive Secretary of the MFC, has been great, and much respected. During his tenure
changes have occurred, and he has often been an agent of those changes. His retirement will
likely come in a few years. The MFC should plan now for whar it will demand of its next
Executive Sccrctary, and carefully assess personnel requirements in the Department of
Ministry after David Pohl’s retirtement.

The MFC appears to be concerned about seminarians’ perception of communication from the
MFC. More material, including all rules and policies, has been published. The Department of
Ministury appears to be recaching out 1o seminarians. The apprehension with which the exam-
ined view the cxaminers is inevitable, but it must be remembered that the examined are
expected to be exemplars of love, care and understanding to their {uture congregants. The
examined will learn, in part, from the love, care and understanding with which they are
treated in their time of apprehension, but future ministers must also know how to read

requirements and instructions.

The pressing problem of seminarians sometimes being told that they cannot meet MFC
standards after having spent three or more years in preparation and probably incurring sizable
debts caused a change: in 1991 the MFC began using carcer assessment counseling early in a
seminarian’s school years. It is not sufficient.
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The Commission on Appraisal recommends that the MFC make a conscientious effort to
identify ministerial students who appear to be marginally qualified or unqualified—through the
career counseling assessment reports and from input by the Department of Ministry and by
the seminaries—and, having identified them, provide counseling through an MFC -subcommit-
tee or other means, not later than the end of their second year of seminary. The use of career
assessment counseling seems useful and preferable to the former psychological testing. Time
is needed to see how well it works. But no matter how well it may work, a monitoring
process by the Department of Ministry and the seminaries is also called for, with MFC-directed

follow-up counseling when appropriare.

While there can be no sure prophylaxis against disappointment, the MFC seems mindful of the
problem and is attempting to deal with it sensitively. Yet, the MFC cannot be held to account
for all of this. Indeed, the theology schools, their admission policies, and their monitoring of
student progress towards ministry do, and should, bear some of the burden.

References and Notes

1. Conrad Wright, Unitarian Universalist Denominational Structure, page 8 of that paper,
delivered ar the Unitarian Universalist Advance conference, September 1980; also page
81 of Wright's book Walking fogetber, which reprints thar paper.

2. An excellent digest of credentialing procedures in religious denominations the polity of
which is congregational can be found at pages 11 through 17 of The Report of The
Unitarian Universalist Association Task Force on Ministerial Settlement, April 1990.

An amendment to that bylaw, adding "community ministry" as a third category, was
passed by the 1990 and 1991 General Assemblies. The bylaw amendment had to pass at
two General Assemblics, as it is part of a C-bylaw.

L H)

4. Bylaw Section 7.2 specifies two year terms for all members of standing committees of
the Board of Trustees, of which the MFC is onc.

5 An informal (unwritten) rule of the UUA Board of Trustees Committee on Committees
purports to limit service on any appointed UUA committee to eight years.

6. The figures and facts in this paragraph are from 2 letter dated January 2, 1991, from
David Provost, Vice President Finance and Treasurer of the UUA.

7. Bylaw Section 11.2.
8. MFC Rule 25, "Procedures for Termination of Fellowship™.

9. Bvlaw Section 5.11.
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Ordination

The Present Situation

Ordination is the act by which a person is vested by a religious body with special ministerial
authority: a rite of passage, a setting apart, a placing under orders as a minister. Peter Raible
has called it, "the act of consecrating a minister”.' Ordination has been part of our Unitarian
and Universalist traditions almost from the beginning, a practice which has continued in our
merged movementr until the present day.?

In the Unitarian Universalist Association the right w ordain has been specifically reserved to
local congregations, while rthe Association as a whole, through its Ministerial Fellowship
Committee, has had the responsibility for credentialing, thart is, for passing judgement on an
individual’s fitness for professional ministry in the Association.* The two functions, while
obviously interrelated, are nevertheless separate and distinct from each other. Fellowship has
to do with professional competence—a form of Associational quality control: ordination has to
do with religious commirment and empowermenr, with a sacred relationship entered into and
responsibility conferred and accepted. While fellowship may currently be regarded as the
more important of the two in practical terms, that is, as the more formidable hurdle for
would-be ministers to clear, ordination is nevertheless, under our system of congregational
polity, by far the more basic of the two as the act by which one is "set apart,” "placed under
orders," "consecrated” as a minister.

Unfortunately, while there is a general sense of the importance of ordination within the
Association, particularly among professional ministers, there is ofien no clear understanding of
its significance. For many, particularly lay people, the distinction between fellowship and
ordination is unclear, and there is likewise considerable confusion over the use of such terms
as "minister” and "Reverend”.

As 2 general rule in our Association, the ordaining body has been the home church, i.e., the
one from which the ordinand entered seminary, or the first congregation to which the person
has been called. There have been numerous exceptions to this, however, particularly with
individuals entering non-parish ministries where any willing congregation is apt to be called
on, and with those wishing to be ordained by congregations in which they served their
internships.

Some congregations have chosen to ordain individuals who have no intention of following a
ministerial career, simply as a way of bestowing them with honor and prestige: a lay leader
who has been carrying out some of the usual ministerial functions, for example, or a lay
religious educator who has worked long and hard directing the church school, or a talented
but underpaid organist who is made the congregation’s "Minister of Music." For a variety of
reasons, our collective understanding of ordination has become largely ceremonial, simply a
public confirmation of decisions already made by seminary and Fellowship Committee. The
ordination service has become in most cases a clerical rather than a congregational event,
planned mainly or exclusively by the ordinand.* There is a danger that ordinarion will come
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to be regarded by many people as a perfunctory exercise, a hangover from our past—pleasant
but with no real meaning.

Given the uncertainties and variety of opinions surrounding the subject, and given the !
dramatic increase in the number of community ministries where the matter of ordination
raises additional questions, the Commission on Appraisal believes thar a fresh look a
ordination is called for. Should the practice be continued? After all, the British Unitarians
have gotten along without it almost from the start. And if continued, how might the meaning
of ordination be clarified and its significance enhanced?

Moving Toward the Ideal

Ordination, for Unirarian Universalists, needs to be seen in a unique light. As Conrad Wright
has pointed out. '

The minister in a liberal church is not there 10 hold the keys 1o the Kingdom of
heaven by admirting to the Lord’s Table only those found worthy, as in churches
that seriously accept a sacramental theology. Nor is he or she there to instruct the
people in truths that the ordained clergy are peculiarly competent to expound, as
in many confessional churches. He or she is there to live, and learn, and grow
with the congregation. By virtue of special training and experience, the minister’s
word and example carry weight and earn the right to exercise leadership®

This view of the ordained ministry is consistent with the Reformation principle of the priest--
hood of all believers and with the contemporary understanding, widely held among us, of the
ordaincd minister being a minister to ministers, cmpowcered to act in such a lcadership
position by the congregalion which the minister has been called o serve. "For us”, declares .
Wright, "ordination by the local church is a reminder that it is responsible for choosing its 38
own leadership, and ... it is in the ceremony of ordination that the essential meaning of ;
congregational polity is expressed.™ Thus, Unirarian Universalist congregations have a heavy |
responsibility to ordain only those men and women whose special training and experience ;
qualify them for such leadership and who, morcover, are recognized as having the capacity to
live, learn and grow spiritually with a congregation.

It follows from this that the ordaining body should preferably be the congregation from which
the ordinand has received and accepred the first call. The service of ordination thus becomes
a recognition of the establishment of the sacred relationship which lies at the heart of minis-
try—this through a covenant between minister and congregation which recognizes the
relational view of ordination inherited from our Puritan forebears.” While the practice (?f
ordination by one’s "home church”" or by the church one has served as a ministerial intem #
common in our Association, it should be recognized that such ordinations do not celebraf€
the kind of relationship just described, nor do they promote the bonding that strengthens
such a rclationship.

In addition, ordination should be reserved for those who have a sense of calling 10 t’h_e
ministry and who recognize it as a vocation centered on relationships, not only to the ordairr
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ing congregation, but also the larger community and to whatever transcendent reality
commitment is given, however named. Thus ordination should be seen as a recognition not
only ol competence and potential, but also of cailing and commitment, and it should be
clearly recognized that, in our tradition, it is through the congregation’s act of ordaining, not
by virtue of receiving fellowship, that 2 woman or man is set apart into a special, sacred office
and entitled 1o be referred to as "Reverend.”™ Since most professional ministers these days
serve a number of congregations during their careers, a congregation should consider the
individual’s ability to serve in the Association as a whole in making decisions with respect to

ordination.”

Wwhile it is probable that in most cases congregations will ordain those who have received
ministerial fellowship, it should be clearly understood that a congregation has the power to
ordain whomever it considers worthy. The basic responsibility is that of the congregation, not
of the Ministerial Fellowship Comminee.  This responsibility should never be exercised
casually, given its great importance, but always with greart care.

Community Ministers

The increasing number of community ministers in our movement raises additional guestions
as far as ordination is concerned. Foremost among these is the question, "Iow can communi-
ty ministers be part of an Association made up of autonomous congregations without violating
congregational polity?" What follows is a preliminary attempt at an answcr. With time and
experience, a morse satisfactory and detailed answer may be possible.

First of all, those seeking ordination to community ministries should give evidence of a strong
commirment to serve within the context of the Association and 1w maintain a significant
relationship with one or more Unitarian Universalist congregations. In such ministries, the
celational nature of minister 1o congregation (or, in some cases, tO CONGregations) remains
important. Where the call to a first community ministry comes from a group of congregations,
ordination could appropriately be conferred by those congregations acting together rarher

than by one alone.

For example, if a community ministry were to be sponsored by an area council or district,
then all its member congregations could jointly ordain their minister. This could be consis-
tent with the right to ordain being reserved to local congregations; in this case they would, as
local congregations, simply be acting in concert. There is, in fact, precedent for this pracrice
from our recent history.”® In such cases, an ordination council could be established, made
up of lay people chosen from the ordaining congregations to consider the appropriateness of
the ordination, and, if acting favorably, to plan the ordination service with the ordinand. The
same general criteria for fitness for ordination should apply to community ministry as to

parish-based ministry."!

In those instances where the ordinand will be accountable not only to one or more Unitarian
Universalist congregations but also to some other organization (as, for example, a hospirtal,
counseling center or university), it would be important for that organization to participate in
the ordination service, affirming its approval and support of that community ministry.
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As in the case of parish-based ministers, there will undoubtedly be cases in which community
ministers will receive ordination from their home church even if such ordinarions do nog
adequately celebrate the relationships being entered into or help establish the kind of
bonding thar is desirable.

In the ordination of communiry ministers we are, as an Association, entering a largely unex.
plored area where much rthoughtful experimentarion will be necessary. There is a possibility
that in the long run congregational polity will have to be compromised in order to make
ordination to some types of community ministry meaningful. This would, of course, result in
a basic change in the nature of our Association and should be undertaken only if other

approaches are judged 1o be unsatisfactory.

Recommendations

The Commission on Appraisal believes that jt is indeed possible to clarify our understanding -
of ordination and to enhance its significance within our Association. It therefore, fully
reaffirming the local congregation’s right 1o ordain, makes the following recommendations:

1.  An educational process should be promoted whereby lay people, ministers and seminari-
ans can work toward a clearer understanding of the meaning of ordination. Seminaries,
leadership schools, minister’s groups, workshops, adult education classes, sermons and
articles can all play a part in this education process. [Initially, at least, ministers and
scminaries should take the lead in this effort.

2. Congregations should be encouraged to reclaim their central role and responsibility with
respect to ordination, making judgements as to who is qualified, and playing a major
part in the planning and execution of the ordination service. To this end, each congre.
gation should formulate a2 policy with regard to ordination in advance of requests for
ordination. The Congregational Handbook should include a section giving guidance on
this.

3. Practices should be developed, distinet from ordination, for bestowing honor and status
on deserving lay people.”

An ongoing discussion should be held regarding the best way or ways for ordaining;
community ministers consistent with the congregational polity.

l'-p\
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Li1LA. Bylaws, Article XI, Section C-11.1. (This represents a continuation of the ordina-
tion practice of the American Unitarian Association prior 10 merger; ordination in the
Universalist Church of America was by State Conventions or the U.CA. itself] not by local

congregations.)

Raible, op.cil., p. 4

Conrad Wright, Walking 1ogether (Boston: U.UA. |Skinner House Booksj, 1989), p. 17.
Wright, Letter o Commission on Appraisal, October 22, 1990.

Farl K. Holt 1T, "The Traditions and Meanings of Congregational Ordination in America,"
itarian Universalist Advance. No. 48, 1987 pp. 12-14; Wright, Walking Together, pp.
16 ff. Congregations ordaining an individual in a first sewdement should design the
service of ordinarion and installation so thar the two acts are separate and distinct, with
the act of ordination occurring first. The service should take place as soon after the

beginning of the scttlement as possible.
Wright, Walking Together, p. 19; Holt, op.cit., pp. 9-11.

Such consideration was not a factor in the congregationalism practiced by the New
England churches of the Standing Order in the seventeenth and eighteenth centuries,
since most ministers served for life the churches by which they were ordained.

For example, the Reverend Benjamin Bortin was ordained cooperatively by the two UU
societies in Syracuse, New York, in 1977, having served as Campus Chaplain Intern at
Syracuse University for two years under the sponsorship of the two societies. The U.ULA
Department of Ministry was consulted in advance as 10 the propricty and validity ot such
an ordination, and assurance was given that such a co-ordination was pertfectly permissi-

bie.

Apparently, in the nineteenth century the Benevolent Fraternity ol Unitarian Churches in
the Boston arca ordained at least one minister. According to annual reports, this was
accomplished by soliciting affirmation from all the member societies ot the Fraternity
and ordaining through one of its existing chapels. Organizationally, the call came from
the member societies. (Letter, Elizabeth Ellis-Hagler to Commission on Appraisal,
October 25, 1990.) On May 19, 1991, with the affirmation and participation of 21
member churches of the Fraternity, Peter W. Thoms and Cheng Tmm Tan were ordained
as community ministers at the First Church in Roxbury, which had merged into the
Benevolent Fraternity in 1976. Ordination was in the name of and by the member
churches of the Fraternity. (Letter, Cllis-ITagler to Commission, QOctober 10, 1991)

In this connection, the Ohio-Meadville, Pacific Northwest and Prairie Star Districts have
introduced and explored "commissioned lay leadership programs”, and the U.U.A. Board
has established a Religious Education Leadership Committee which will make recom-
mendarions concerning the creation of new categories, with appropriate titles, of
leadership achicvement in religious education. In addition, the MFC, under U.UA
Bylaws (X, 11.4) has the power, not yet exercised, to grant licenses 1o lay preachers.
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Settlement for Community Ministers

Historically, several roles of the clergy have been identified: the pastor/priest, teacher,
administrator, and prophet. It is assumed that these roles correspond to the types of commy. .
nity that will be created to form relationship to the world. For example, the local parish
minister relies heavily upon the pastoral/priestly and governance roles in order to sustain -
community of faith or congregation. On the other hand, it is very difficult for the same parish;
minister 10 maintain a prophetic stance, which can he divisive to a congregation. Cr>ngrega.".-
tional polity further inhibits the enactment of the prophetic since the congregation is at liberty
to discharge the minister from service at any time.

In rraditional Judeo-Christian thought, prophecy is human utterance inspired by God. God:
speaks 1o the prophet, who then speaks to the community. The community can ignore wha
the prophet has said, or, if it gives authority 10 the prophet, the community can incorporate
the message within its system. The principles and purposes of the Unitarian Universalist
Association contain a prophetic imperative, that is 1o say, an imperative (0 seek justice.

While it is true that the prophetic in ministry can be operative in the local parish setting, it i
not the central focus of ministry as it is in certain community ministries. Often, the prophetic
is the impetus for the creation of the ministry itsclf as was an AIDS ministry, for cxamplc
This is the model for community ministry.  Community ministry is "something which is real,

and yet wairing to be realized; something which is 2 remote possibility, and yet the grearest ¢
present facts."

History

The history of the Society for the Larger Ministry (SLM) began in 1981. At the Ge
Assembly in Philadelphia, Robert Rafford invited all interested chaplains, pastoral counselo
and other ministers 10 a gathering. About 20 people gathered, and agreed thar a minist
organization for those not necessarily serving the traditional parish ministry was gre?
needed.

At the 1983 General Asscmbly in Columbus, Ohio, Extra-Parochial Clergy was formcd,
Stecring Commitice was selected and meetings ook place at General Assemblies thereaftef,

k.
52

i
ke

In the Fall of 1986, representatives of [xtra-Parochial Clergy met with UUA Departmen
Ministry personnel including David Pohl and Charles Gaines.

The Steering Committee for Extra-Parochial Clergy submitted a grant request writtel;
Spencer Lavan. This provided for a pre-General Assembly conference to be held at Little K
in 1987. The Grants Panel awarded a grant, and the conference was 2 huge success. 1ts 1
was "What Is Ministry?" and fcatured presenters were Bill Jones, Betty Cllis-Hagler, Flot
Gelo and Jim Zacharias. :
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Meanwhile, another group with similar ideals was being formed: Community Focused Minis-
ters. The 1987 conference was planned by steering committees from both groups, with one

rson who was a member of both commiuces. At Linke Rock, the Extra-Parochial Clergy
pecame the Society for the Larger Ministry, and soon after the Steering Commitice of Commu-
nity Focused Ministers voted to merge with SLM.

sincc 1987, SLM has mct cach ycar ar General Assembly and held a conference cach Veterans
pay weekend. In 1989 SLM formed a Task Force on Ministerial Fellowship, focused on
developing a positive relationship with the UUMA and promoting dialogue abour community
ministry among UUA leadership (the MFC, UUMA, and UUA Department of Ministry).

The Present Situation

The UUA currently recognizes threc categories of professional ministry: parish ministry, the
ministry of rcligious cducation, and community ministry. Approximatcly 140 SLM mcembers
are involved in lay and ordained community ministries, including academic, administrartive,
. pastoral counseling, hospital chaplaincy, prison and military chaplaincy, social justice,
religious education, young adult community focused, UUA staff, and others.

One historical concern is thar the UUA is primarily an association of churches and therefore
has uncertain authority with regard 10 community ministers. Community ministers serve
those who are not necessarily part of our congregations and, therefore, work ourside of the
congregational polity structure.

There have been communiry or extra-parochial ministers recognized by the UUA and granted
final fellowship. The issue of congregational polity is unlikely to have been addressed with
these individuals since their ministry is clearly apart from the congregational base of the UUA,
and have utilized resources outside the UUA to procure employment. These individuals were
or are employed in hospitals, prisons and institutions of higher learning as educarors,
administrators, chaplains or campus ministers. Salaries are paid by the institution, and the
governing body of the institution forms the basis of accountability. A local Board or supervi-
sor responsible to a Board of Directors provides ongoing supervision and evaluation of
professional competency and growth, without the ability or jurisdiction to evaluate ongoing
relationship with the UUA.

In other words, even if these individuals have been granted final fellowship and serve a
ministry outside the traditional structure of our Association (the congregations) and have a
means for ongoing evaluation, there has not been a uniform structure of accountability or
policy regarding a community minister's relationship with the Association. 'The assumption
has been that the minister will be a member of the UUMA and attend district meetings and
district activities as well as the General Assembly. However, community ministers have not
always been able to participate in these activities. One obstacle has been that the times and
agendas have not fit the daily schedules and professional needs of community ministers.
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Moving Toward the Ideal

There is a clear need 10 address the philosophical underpinnings of congregational polity g
they affect understanding and spirirual ownership of community ministry.  In addition, g
community ministries vary, the variety of support services necded should be examined.

David Pohl writes, "I believe we can honor congregational polity and, at the same time, e
supportive of forms of ministry that take us beyond the local parish. Unitarian Universalism
a faith, not a phitosophy, and as such it has both a vision and a mission. The historic affir
tions of the Association, including our Purposes and Principles, help inform that vision
mission, and lend support to the need for community ministry.”

There is a need for additional staff and resources at the UUA 1o provide setilement services i
all clergy in community ministry. The traditional sertlement services provided for the
seeking ministry in the parish are not sufficient for those seeking ministry in the communj
Community ministers need supportive services in the area of development. By developme
is meant the establishment of ecumenical or interfaith relationships that will increase '
community ministers’ visibility and opporrunities. Development includes nerworking with
organizations promoting peace and justice, as well as those whose focus is ministry addressi
social probicms. '

The LA can offer technical assistance, providing training for community ministers in set
up their own ministry, in fund raising and grant writing. The UUA can identify consultan
who can assist in specific technical needs for those interested in developing a ministry in
COMMmMunity. -

The UUA can provide a siaff person who would relate to SLM in the development of supp
ive services. Regular meetings can be scheduled to discuss issues such as the MFC gk
grandparenting of clergy already involved in communiry ministry but not yet recog
through fellowship or ordination, internship placements, community ministers who desi
transition to parish minisiry, etc.

Other SLM membership suggestions have been made, {or example:

The Society for the Larger Ministry might act in a supportive role nerworking:
through the newsletter, for example, to share information about new job opportu
nities. .

The UUMA can assist through its local chapters and newslerter, and include
community minister on the UUMA Exccutive Committee.

The UUA can establish relationships with ecumenical organizations involved 1n;
specialized ministries, for example, national professional organizations for mirnistry;
10 higher education or hospital chaplaincy.

The Department of Ministry can maintain a list of openings for hospital and Oth"f'
recognized chaplaincies in higher educations, prisons and the military.
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The Department of Ministry can identify places where UU congregations are
considering community ministry positions. For example, in Minnesota a congrega-
tion created a community mintstry position.  The Department needs to he aware
of these ministries and announce them.

The Departments of Ministry and Extension can provide training seminars for
community ministers that will reach how to organize a ministry, how to link the
ministry 1o a congregation or other Ul institution so thar the minisiry wili contin-
ue after the minister is gone—in short, how to institutionalize a minisiry.

The Department of Ministry needs to be aware of and publicize internships for
community ministry.

The Departments of Ministry and Extension can educate congregations to think in
tcrms of creating specific community ministry positions in their congregations,
educate congregations for tcam ministry, and locate models in which communiry
ministers participate as part of a team.

The Department of Ministry can survey situarions thar could turn out to be perma-
nent possibilities for community ministers in congregations.

Metro areas, area councils, clusters and districts can develop relationships with,
and give financial support 1o, tor example, United Ministry in Higher Education.
All UMHE campus ministry positions are open only to clergy from "supporting
denominations.”

Recommendations have been made by the Report of the UUA Task Force on Ministerial
Settlement, April 1990,

Recommendation I, a Department of Ministry Advisory Committee. This could be helpful,
cspecially if onc of its members was a community minister.

Recommendation IT, Computerized Profile System. If an improved system is recommended
and put in place, this could be a big help regarding settlement.

Recommendation XIII, a Transitions Director. This could be helpful 1o all ministers in
transition. However, the appointment of a Transition Director may postpone the appoiniment
of a stafl person to handle the needs of community ministers.

Recommendation XV, Sertlement for Community Based Ministers. Determine how SLM and
the Commission on Appraisal can best cooperate with the Department of Ministry in imple-
menting this reccommendation.

Recommendations have beeh made to examine other models of ministry. 1avid Pohl stated in
his address to the Conference of SLM in November 1991, "Community ministries develop, for
the most part, independent of local congregarions. While this may be neccssarily so for
hospital chaplaincies and agency ministries, local congregations may someday, themselves,
have both resources and the will to establish their own outreach ministries. Many others will
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find it more realistic to join with sister congregations in funding efforts like the Urban Ministry
of Boston or Lcumenical Ministries of Chicago. However we do it, our CONgregations and ;
communities need a more service-and-change-oriented model of minisiry than the all-too.
prevailing one of institutional caretaker and social conformist.”

The American Baptist Churches (ABC) offers a model of ministry worthy of exploration. ABC
is basicaily an association of churches, and has congregational polity. ABC may be appropriate ;
1o examine in envisioning structures for the UUA, since it offers a model of independent
church coming together to provide mission work at home and abroad.

- For example, the National Ministries of the American Baptist Association Committee on
Chaplains and Pastoral Counselors, for the endorsement of military chaplains, institutional
chaplains and pastoral counsclors, may provide a working model for envisioning UUA

Structurcs.

Any American Baptist minister can write to the Commitice on Chaplains and Pastoral Counsel-
ors and request an application for endorsement. The function of the Committee is endorse-
ment, to affirm the fitness of these persons to function as American Baptist clergy in special-
ized setrings. Thesc ministries require adherence to ethical standards established by the ABC;
for all clergy, demonstrated and continuing involvement in denominational life, adequate

academic and clinical preparation, and a “pastoral identity well-tempered in local church
"2 )

ministry experience’.

In addition to endorsement, the candidate must complete a grid, application form and
covenant. Also. the candidate must sign a statement of corporate goals affirming the ABC
belief that cndorscd persons arc considered missionarics on loan to the various special
settings. This ownership of ministry beyond the parish is what we need 10 struggle with a
articulate.

ABC publishes a newsletter that announces employment opportunities, which any minster can
subscribe 1o for $15/car. ABC publishes a journal, Dialogue, for ABC chaplains and pastoral
counselors. Possibly the UUA Department of Ministry can develop a similar newsletter fo

community ministers.

Another model worth consideration is community ministry as extension from the locs
congregation. ‘There are UU congregations that have been identified as providing ministry 108
the community. We may want to examine the resources and structures within the church tha
are used to provide these ministries to the communiry. We might then imagine ways by
expand them or share them with other interested congregations. However, it is important_'_to
educate congregations about the theological differences between community and pans?
ministry.  Otherwise, congregations may provide extension into the community onfy
achieve goals directly related to the needs of the congregation rather than considering ne

in the community CONICKt.

Community ministry was a fong-time part of our tradition before the third track of minist
was validated by the General Assembly and the MIC. Ownership of community ﬂunlsfﬂ_
hased within our faith tradition, represented by the personal convictions of our professio!
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jeadership and by the UUA. We must retrieve these histories of ministry to the community,
and create ways to make these ministries part of the structure of our present day Association.

Conclusion

The community minister is one whose "call” is in the world. The community minister may
envision and create a minisiry not yet realized, or serve a community ministry already estab-
lished. However, the community minister, in the more radical sense, finds a place in the
world within which to minister; this place may be on the margin. In all cases, says David
Poht, "Community ministers might consider it a charge to make visible the invisible, to give
names to the faces that are an indictment of our society’s abuse and neglect, to galvanize us
into acts of compassion and justice rhat will make a difference, if not the difference, in our

time."

The community minister cannot rely on the local parish to supply legitimacy for community or
specialized ministry. The local parish must recognize that the call ro ministry is grounded in
personal faith. Yet, in partnership, a broader vision of ministry can emerge that recognizes
the theological and cthical demand of mecting the needs of different communitics within their
own context. Community ministry recognizes special needs and challenges in the world that
can only be addressed by someonc commirted to working within their midst.

Supporting community and specialized ministry is not a question of resources, as most discus-
sions would lead one to believe. Rather, it is a question of mission. In the traditional sense,
mission was the sending forth of one charged to preach and teach and heal. Community and
specialized ministry can provide a vehicle for our Association to reach out into the world, 1o
minister to those who are not UUs, 1o preach liberal religion in the world by actualizing our
faith in the various contexts we profess as vital areas of living. The church then would not be
limited to the local parish. The parish would become a supportive structure to those it
authorizes and empowers to minister to others not in our congregation. 1In this way, the local
parish and the community roinister work together in liberal faith. This radical act of murtual
COOpEration in ministry can confront the dominance of parish ministry that has limited our
vision of what ministry can be, and must be, for our UlU faith tradition to remain a vital
spiritual force in today's world.

One of the limitations in broadening our understanding of ministry is the self-definition of a
dominant group which often, if not always, is unable to incorporate an understanding of itselt
as being capable of cnrichment by the less dominani. While we have voted to recognize
community ministry as a legitimate form of professional religious leadership, we remain
reluctant to understand ourselves in this way. We have not yet move toward ownership of
this ministry. We have not yet imagined the ways in which the incorporation of community
ministry into our Association will strengthen the quality of ministry we offer in all its forms.
Specifically, congregations and parish ministers may not be able w0 see the ways in which
community or specialized ministrics can cnrich and keep vital the life of our Association.

Community and specialized ministries are a necessary and vital part of the UUA as it provides
direct contact with the world at large. Community ministry takes place in arenas where the
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Associarion as a whole can cxperience the world context and respond to ever new angd
pressing spiritual needs. Community ministry contains within it individuals who will keep the
Association informed by bringing issues and needs to its awareness. Community ministry wilj
keep the Association relevant and growing and active in the world. In this way Unitarian
liniversalism will remain a Jiving tradition, a faith in practice.

References
1. Alfred North Whitehead, paraphrased by David Pohl.
2. Committee on Chaplains and Pastoral Counsclors, Amcrican Baptist Churches in the

USA, Ecclesiasticul Endorsement Standards for Mililary Chaplains, nstitutional Chag-
lains and Pastoral Counselors, cffective November 7, 1989.

46



Evaluation and Support

Ministerial Evaluation: The Present Situation

the tradition of a scholarly ministry, and its implications for intellectual growth, is long
standing in our religious movement. Today, however, there is a new emphasis that looks at
the development of ministry more broadly. Because of this, current discussions of ministry
are emphasizing the importance of a minister’s ongoing involvement in some form of
evaluation. Some ministers have voluntarily sought out a mentor, or entered into covenants
with colleagues or with their congregations, but the evaluation of a UU minister in Final
Fellowship, except when disciplinary action is required, is strictly informal.

in reviewing the evaluation procedures thar are presently in place, the issues that will be
considered are: Why is evaluation important? Should it be required? What forms could it
rake? And what would be the roles of the Ministerial Fellowship Committee (MFC), the
Unitarian Universalist Ministers Association (UUMA), and the UUA Department of Ministry?

The scction of this report titled "Scttlement for Community Ministers” dircetly addresses some
of the specific needs and challenges ol that segment of our ministry.

The Ministerial Fellowship Committee

There are proposed rules changes now before the UUA Board of Trustees addressing commu-
nity ministries. The changes are intended to validate that form of ministry and they attempt o
address questions of accountability and denominational connections.

The Renewal Process. The only mandated evaluation process in which a UU minister must
participate is the three renewal evaluations (first, second and final) that the MFC requires in
moving from Preliminary to Final Fellowship. This evaluation process involves filling oul
evaluation forms that the MFC provides. While the accompanying letter from the Department
of Ministry encourages the minister and the reviewing bodies to share the results of the
evaluation, and there is a space on the form in which the date on which this happened is to
be noted, no other guidance is given. Beyond this, a subcommittee of the MFC quickly
reviews the forms looking for major problems; these are referred to the MFC for action.

There are scparate forms tor Parish Ministry, Ministers of Religious Education (MRE), Teachers
of Religion, UUA Staff, and Community Ministers. The first and final evaluations require thar
the candidate be seif-rated and rared by others appropriate to that particular ministry, e.g.,
Board, Committee on Ministry, Supervisor, Religious Education Committee. The forms for
staff, teachers and community ministers outline specifically what each rating means, while the
forms for parish ministers and MRE’s do not. The second renewal, which is filled out by the
same people, requires essay-styled answers. The major difference in the forms is not in what
skills the form reviews, but simply in how they are ordered on the form Thus preaching
comes first for parish minister, religious education for MRE's, administration for staff, etc.
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There is no more in-depth questioning in one’s area of cxpertise. (Copies of these forms are
available from the UUA))

— .t

A sub-committee of the MFC then gives these renewal forms a review, looking for warning

signs which would indicate a need for closer examination. The MFC guidelines state that "'ng

person in Preliminary Fellowship shall remain in any one renewal period for more than three
L1

years'.

[ XY

Mentoring. In addition 1o the renewal process, the MFC has mandated participation in a
Mentor Program.  This emerged from discussions between the MFC, the Department of
Ministry and the UUMA abour the reality that a large number of the negotiated resignations in
“recent years have involved entry level ministers. The program’s aim is to provide an opporty-
nity for interaction, reflection and counsel between a new minister and a more experienced
colleague. For more informarion on the Mentor Program, see Appendix C.

Interim Ministry

Accredited Interim Ministers (AIM), Accredited Interim Ministers-In-Training (AIMIT), and
Ministers in I'ransition (MI'1) are evaluated every year. During the first week of January, forms
are sent t© both the minister and the church board. Dialogue about the evaluarion is
encouraged. If the evaluation is not positive, the Department of Ministry will not recommend
the minister 1o another congregation.

Self and/or Congregational Evaluation

tpon request, the UUA Department of Ministry will mail to a minister or congregation a
packet of evaluation instruments with a cover letter which outlines some basic guidelines (i.e.,
the process should not only focus on the minister but on the whole organization), that the
individuals involved need to be consulted during the creation of the process, how the
evaluation might be shared, and that the mortivation be the strengthening of the ministry.

The Continuing Education Network for Training, Enrichment, and Renewal (CENTER)
Committee of the UUMA encourages ministers to participate in a process of self-evaluation
using what they call the Tom Brown Instrument; this is primarily a way of forming a minister’s -
continuing education goals. The instrument is distributed through the UUMA chapter’s
Continuing Education Representatives. It is done with a group of one's colleagues, and has
been done in abour half of the UJUMA chapters. CENTER is also sponsoring the "Re-Imaging
Your Ministry" workshop. This however is a rwo-time endeavor which is funded by a grant; it
may well offer no ongoing usefulness in terms of ministerial evaluation unless a way is devised
to bring this experience to local UUMA chapters.

Peer Review

Peer review is a process that was used effectively by ministers in the Pacific Northwest District
During the early 1980s, between 12 and 15 ministers participated. It was used briefly in the
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Ssouthwest and is currently being successfully utilized in the St. Lawrence District by three
teams (12 ministers). This is a flexible process that has been experimented with and adapted
10 individual needs. It ofien includes the sharing of tapes of worship services, annual reports,
an on-site visit and interviews. The problem with peer review seems to rest not in the process
itself, but in the coordination and maintenance of the groups.

Moving Toward the Ideal

The Ministerial Fellowship Committee

The Renewal Process. The MFC should continue to revise and update the forms it uses for
the renewal process.

A more pressing question, however, is how to make the renewal a more significant and less
perfuncrory exercisc. The process of renewal is seen and treated as an obligation more than
an opportunity: a responsibility to the UUA bureaucracy mandated by the policies and
proccdures of the MFC. [nstead, it could sct a tonc for the relationship berween minister and
congregation or other body, and should articulate an expectation thar the evaluation will be

reciprocal, open and honest.

The form needs to be reworked to allow those filling it outr to evaluate the strengths and
needs of rthe institution the minister is working in as well. It is difficult to see how one can
fairly evaluate the minister apart from an evaluarion of the institution. A poor evaluation may
reveal not an inadequate minister but rather a poor match, thus congregational sclf-evaluation
needs 10 become a necessary part of this process.

Whatever letter the UUA Department of Minisiry sends accompanying the forms should be
sent to the Board of Trustees, the Committee on Ministry and the minister. It needs to lay
out guidelines for interaction, the kind of educational outcome which is anticipated given that
this is stilt a minister in formation, the congregation’s responsibilities, the expectation that the
process will continue beyond the granting of fellowship, and a list of resources.

The letter that announces the renewal should include comments from the evaluartor. The
MFC needs to consider how 10 encapsulate some helpful feedback.

Presently, it is as if one sent the evaluarion into a black hole; no light escapes. It also does
not model an appropriately interactive and respectful relationship. To affirm the open and -
essential constructive intent of the process, copies of the renewal letter should go to the
congregation’s Board, Commitee on Ministry, and Mentor. '

Mentoring. The mentorship program needs to develop materials which do the following:
help the mentee in preliminary fellowship 10 know what the purpose of the relationship is
and have some ideas about how that can best be achieved; what 1o look for in a mentor and
~ who is available; a set of guidelines so the Mentor will know what is expected; and tinally, the
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candidate and the Mentor should develop a covenant between themselves which outlines their
mutual understanding of the narure of their relationship.

. ac
The Independent Study Program (ISP) needs to be considered as a model from which g
work, e.g., the candidate and the advisor exchange visits to each other's congregation.
Furthermore, a training program for Mentors needs 1o be developed and the entire program
needs 1o be publicized among the laity so they can better understand the formation of 3

ministry.

Interim Ministry

AIMs and AIMITs are routinely evaluated and regularly supervised and trained. Minister in
Transition, however, is an area that could use more auention. MITs are often hurting,
questioning their vocation or having real personal or competence problems and need both
additional support and supcrvision, bur creating the staff position of "Transition Director” in
the Department of Ministry could present conflicts.

Ministers and congregations in transition neced separate advocates to promote their interest,
To expect one person to address the often incompatible needs of hurting, scared and scarred
ministers and congregations is to place them in an untenable situation. Better to have a
strong advocate for congregations and another for ministers and let a process be worked out
between two honest brokers rather than within one bedevifed soul.

Self and/or Congregational Evaluation

the CENTER committee, in collaboration with the Department of Ministry, needs to review all
the ministerial evaluation tools that have been developed by the Alban Institute and other
organizations, publicize them regularly, and continue to make them available to both ministers:
and congregations. These instruments should include a well-developed Peer Review process,
as well as insttuments that are appropriate for use berween minister and congregation. The
Department of Ministry needs to continue to emphasize that these evaluations should be used

prescriptively rather than judgmentally.

The greater challenge is not in providing the tools, but in creating a situation in which this

sort of evaluation becomes commonplace. The reality that ministry is collegial and collabo-;
rative needs to be highlighted—that decisions about professional development should aris¢ .
from the relationship of minister and congregation, and reflect a sense of reciprociry berween
the two. Thus a minister's continuing education or professional development decisions ;
should be a matter of negotiation with the congregation. Similarly, wootls for congregations 10
evaluate themselves in this context would be appropriatc and important, and should lead to:

action on the congregation’s part.

Such an approach addresses the important ISSues of power, trust and accountability.

recognizes the reality that we are a covenantal people. Therefore, the power rests not st T
ndating evaluations, nor in bureaucratizing the process, put rather b

legislating, thar is ma
forming a relationship that has ¢

he potential 1o transform the individuats involved.  this is
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potenrial antidote to the rampant individualism—minister as entreprencur—that disparages
accountability and belies the reality of our essential connectedness.

Peer Review

All ministers should be encouraged 1o participate in the process of Peer Review. The UUMA
Executive Committee has asked CENTER to study and suggest a design {or peer review. They
might also discuss whether calling the process a consultation rather than a review would set a
more supportive, less critical, tone. Individuals with experience in Peer Review need to be
identified and asked to lead workshops at GA and ar the chapter meetings. Mechanisms need
10 be developed at the chapter level 1o assist in forming new review teams as the membership
in a chapter changes. This could be regarded as one of the chapter's Continuing Education
Representatives’ responsibilities. Ministers who have been involved need to speak out about
how it benefitted their ministries.

Hopetully, Peer Review will become normative among our ministcrs, cven something one
looks forward to being involved in. It could easily be thought of in the context of the Mentor
Program as the next step, from Mentee to Colleague.

The TIUA, especiaily through the MFC and Department of Ministry, is attempting to formalize
its relationship to ministers based in the community rather than in the parish. It will take
time and experimentation to find the best solutions, as there are some questions of account-
ability that do not easily fit within our congregational polity model. On¢ suggestion might be
to include community ministers in the "Minister Associated” category, pairing ministers with
congregations, Districts or clusters without requiring en employment relationship.

Should Continuing Education Be Required?

Some profcssions require ongoing evaluations and the earning of continuing education
credits, and some do not. In the context of the ministry, should our evaluation and educa-
tional processes be voluntary? The issue in minisuy following preliminary fellowship should
be one of quality rather than competence, sought through covenant rather than requirements.
The question is how best 1o nurture the ministry of a congregation so that both develop and
flourish. The suspicion exists that the ministers who most need to participate will avoid it.
But given this reality, those who cannot honestly participate in the kind of professional
development process outlined above will manipulate the system to their own ends anyway.

In its rescarch, CENTER looked into denominations which required continuing education
units and found that anything resembling re-credentialing does not work. The best way to
handle ministers’ reluctance is to cducate our congregations and make the expectation of an
ongoing process of review standard throughour the UUA.

The voluntary nature of the cvaluation process is crucial. The covenants it requires can only
be made in freedom. It could prove self-perpetuating because the covenants work, that is,
they nurture and help individual ministers develop to their fullest. Ideally, these processes of
evaluarion will become normative. Colleagues and congregations will expect our ministers to

51



participate in this sort of ongoing process of education and growth. We then model whaz We'.-
speak about when we say the church offers life span religious education. :

Ministerial Support: The Present Situation

Ministerial Support is a catchall phrase which refers 1o the way ministers get and are givep
support. While there is no single or even primary provider of support, the effectiveness of
our ministry hinges upon its availability. The question to keep in mind is this: Is the suppon
that our movement offers its ministers adequate given what is expected of them?

Professional Development

There is a significant degree of overlap between continuing education and ministerial support’
in the arca of professional development. In the past, professional development most ofien
happened in the context of a UUMA chapter meeting, one of the ministerial study groups like .
the Greenfield Group, or an instituie like the Meadville/Tombard Midwinter Tnstimte.
However, over the past decade there has been a dramatic increase in programs aimed at the’
many facets of ministry. Within our Association the prime mover has been the UUMA CENTER :
Committee.  Similarly, the newly mandated Mentor Program should make a significant
contribution to the professional development of our ministries. The Department of Ministry .
also works in this area. It is currenily experimenting in eight districts with on-site new
ministry start-ups. It sponsors an annual conference on multi-staff start-ups, and is responsi-.
bie for training of interim and extension ministers. Community ministers generally rely on
resources outside our association.

Emotional/Spiritual Support

This is difficult to differentiate from other forms of support, but clearly the local UUMA®
chapters, sub-chaptcrs, affinity groups and other collegial relationships, both insidc and
outside of our religious movement, are an important source of day-to-day support. A majo
source of support appears to be affinity groups. These may be geographic, as are the local
ministers groups and the UUMA chapters, or the groups may coalesce around some othcr_l
concern that plays a significant role in an individual’s ministry. Among these affinity groups
are: the Ministerial Sisterhood (MSUL), Liberal Religious Education Directors Association
(LREDA), Unitarian Universalists for Leshian and Gay Concerns (UULGC), Society for the
Larger Ministry (SLM), Unitarian Universalist Christian Fellowship (UUCF), African American
Unitarian Universalist Ministries (AAUUM), and Unitarian Universalist Retired Ministers
Association (UHURMA).

Besides these groups, the UBA Department of Ministry annually sends a representative 10 3“
UUMA chapter meetings. Another less obvious way that the Department supports ministry is
by working with the Equal Opportunity Task Force and the Affirmative Action Task Force
which operate out of the Department of the Ministry and jointly sponsor the "Beyo
Categorical Thinking" workshops. Sixty ministers and laity have been trained to help
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congregations to explore their feelings about and to consider the possibility of calling a
minister who may be lesbian, black, disabled, etc. For MRIs and Parish Ministers, another
source of support is the Committee on Ministry which the Department of Ministry encourages
congregation and ministers 10 establish.

Financial Support

From its limited funds the Department of Ministry does provide some scholarship assistance o
seminarians. There is also a small fund from which the Department draws 10 help newly
graduated ministers whose indebtedness is over $10,000 and who are settled in A (below
£19,000) and B ($19,000-826,000) level congregations. There are sustenance funds that can
be drawn on to help ministers who cannot afford health care, scholarships for ministers’
children, and retirement funds., Bur all in ‘all, the financial resources that are available arc

inadequate.

The Office of Church Staff Finances supports ministers by overseeing the UUA Pension Plan,
the Service Gratuity (small, and its enroliment was closed in 1982) and health, disability and
term life insurance plans. It also provides individual counseling on financial planning. The
Council on Church Staff Finances is developing seminars on financial planning that will be
offered in cach district. The Department of Ministry works with congregations in suggesting
what the salary scale should be, and clarifying for a congregation what financial obiigation it is
making. But it should be noted thatr beyond its contribution to the Office of Church Staff
Finances, the UUA makes no monetary contributions out of its operating funds. It serves a
managerial function, not a funding one.

Crisis Support

Crisis support comes primarily from two sources. While the individual bears primary
responsibility for sccking help, the UUMA through its local Good Offices person endceavors to
support colleagues in distress. This is a voluntary exchange, and the degree to which it is
used is uneven. Ministers are relucrant to ask for help. The Good Offices person has no
standing with a congregation; rather, the UUA through the District Executive and the Depart-
ment of Ministry staff bears the major responsibility.  The Department in some cases refers
congregations to consultants who work with conflict management; it may refer ministers to
therapy, Alcoholics Anonymous, etc.; it will also pay one-third of the expense for career
counseling for any minister, and it will assist in a negotiated resignation.

The role of the Department of Ministry in crisis management and negotiated resignations
needs to be carefully examined. Among the problems are these: How can ministers be honest
and opcn with the Department when they are troubled, defensive and vulnerable, since these
are the very people who will later be responsible for their placement? Can congregations
trust the Department of Ministry to be forthright in the names they submit and the evaluations
they give ministers?  Whose best imerest will they look to while trying to minister to
colleagues in trouble, with f{inancial probiems added to whatever other problems may have
precipitated the resignation? The Report of the UUA Task Force on Ministerial Settlement
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further exacerbates this problem by asking for the creation of a Transitions Director in the
Department of Ministry.

Support for Society for the Larger Ministry

There is little institutionalized support for ministers who are not in the parish setting, neither
from the Department, the UUMA (except in spirit), nor local colleagues. The Department of
Ministry does not presently assist in the settlement of non-parish ministers, not is the pension
plan available since it works through congregations. Scheduled gatherings are made to be
_convenient for parish ministers, but that is not necessarily convenient for non-parish ministers.
‘Similarly, the topics UUMA chapter meetings explore don’t generally take community ministry
into account. SLM ministers find their support largely from other professional colleagues.

Moving Toward the Ideal

In the areas of professional development and emotional support for the ministry and its
institutions we do a credible job, if community ministry is not included. See the earlier
discussion under "Self and/or Congregational Evaluation", on the importance of developing a
collaborative relationship with one’s Committee on Ministry, and a collegial relationship with
one’s colleagues.

Financial Support

Therc are three important factors in buying a house: location, location, location.  Something
similar might be said of support for the ministry. The most important things are: moncey,
moncy, moncy. Students start out with large indebtedness, and cnd up in churches that pay
inadequate salaries.  The predicament can be intensified by the shortness of the overall
length of rime one will serve congregations if ministry is a second or third career. The
situation of MREs for similar reasons, second level salary and shorter tenure, is bleak. This
forces impossible choices upon them. Does one pay off one’s loans, have health insurance or
build a pension that will produce an adequate retirement income? And in this context, how
could a minister direct any resources toward professional development? The repercussions
from our low wage scale are wide-ranging and significant.

Similarly, more support services from the UUA would mean more staff and would cost more.
'The expectations we have of the Department of Ministry cannot possibly be met. ‘There is
only one place where this money is going to come {rom: congregations. The challenge seems
1o be to convince congregations that ministry is worth paying for. Is it possible that an
increase in financial support could be precipitated by an increase in involvement and
understanding of ministry on the part of UU congregations?

One approach that needs to be pursued is to regularly provide congregational Jeaders with a
newsletter like Prospectus, circulated by the Office for Church Stafl Finances, which would
give them needed information about students’ debr loads, salary, comparisons with other
religious bodies, health care cost, pension accumulation, etc. This Oftice should also confinué
10 plan to have an American Association of Retired People wrained representative in each
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UUMA chapter to help ministers develop personal financial plans. We also need to have high
expectations in terms of ministerial compensation, but that may well be the end rather than
the means.  Which is 10 say if we self-consciously involve congregations in the recruiting,
developing, and supporting of ministers they will have a greater ownership of, and thus be
more inclined 1o pay for, ministry.

Crisis Support

Too little attenrion has been given to the reality thar the Department serves two constituencies
whose needs are sometimes contradictory. The area of ministerial and congregational
rransitions is one of these. This responsibility should not be combined under a Transirions

Director.

The Mentor Program may be helpful in the area of crisis management. Since the majority of
negotiated terminations occur in first scrtlements, a mentor could potentially be helptul in
identifying problems carly and helping the new minisier 1o deal with them. Peer Review
would function in a similar manner for established ministers. A stronger sense of collegiality
may make the most difference, and while some individuals will remain difficult o help, the
UUMA's Good Offices program needs to be continued and strengthened.

But ultimatcly, while our various institutions can offer services and a supportive environment,
caring is enacted between individuals. We can create a context and little more. A conversa-
tion all ministers need to engage in is, how can we be present for each other?

Support for Society for the Larger Ministry

'The Department of Ministry needs to ¢stablish procedures to assist more fully in the settle-
ment and support of communiry ministers.

SLM could have an enormous impact upon our congregational life, our visibility in the larger
communiry, and our sense of mission, but much more thought needs to be given o how to
foster the relationship between community ministers and our congregarions. Apart from an
obscrved and fclt connection berween our congregations and our community ministers,
financial and emotional support will not be forthcoming.

The LIUMA peeds to continue its efforts to include community ministers as true colleagues.
Its scheduling and programming needs to be implemented with SLM in mind. And a dialogue

that endeavors to identify mutual areas of concern berween parish and community ministers
needs 1o be promoted.

Recommendations

The renewal process needs to include some evaluation of the institution, and give feedback o
the minister being evaluated.
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The Independent Study Program should be studied as a model for the mentorship program.
A training program for mentors should be developed, and the entire mentoring program given

wide publicity.

A new standard for voluntary ministerial continuing ecducation should be encouraged, so that
continuing education is an expected part of ministry.

An increase in financial support for ministers by congregations should also be encouraged,
perhaps by increased congregational involvement in and understanding of ministry.

The Department of Ministry and the UUMA should establish procedures to assist in sertling
and supporting community ministers.



Continuing Education

Introduction

In any profcssional endeavor, one continues t© learn while practicing one’s profession. In
some professions, for example medicine, law, accounrting and teaching, conrinuing education
has been formalized 2nd institutionalized. The major purpose of such continuing education is
to acquaint professionals with new information, practices, regulations that have arisen since
their formal education. In other professions, participation in formalized continuing education
has been left to the individual. But in no protession is continuing educarion more necessary
than in the ministry. The liberal minister in particular is integrally involved in the changing
social, economic, political and natural worlds. Furthermore, as a minister matures, new skills
as well as new knowledge become relevant, neecded or desired. As ministers move from
smaller churches to larger more complex institutions, between urban, suburban and more
rural settings, into and out of parish ministries, academic settings or denominational manage-
ment roles; and as new waves of consciousness enrer our theological dialogue, conrinuing
education can give ministers an opportunity to catch up, catch on, catch their breath, or all of

the above.

Continuing education for professional ministry, beyond the initial theological (M.Div.) degree,
is both an old practice and a newly energized movement within Unitarian Universalist
ministry. Present primary goals of continuing education include:

vearly educational programs and experiences, rypically lasting from 1 or 2 days w
a month;

sabbatical activities, lasting {rom 3 months to 1 year and occurring approximately

every 7 vears,

professional academic rraining leading 1o advanced degrees, 1-4 years or morce in
duration and undertaken by a minority of ministers for individual professional

purposes.

The bulk of available information relates to the first of thesc, referred to as Yearly Continuing
Education. This dearly involves the most people, and is also the area of most recent interest
and growth. :

People and resources consulted in connection with this chapter include: former and current

UUMA CENTER committee members and District-level CERs; faculty and administration

members of [larvard Divinity School, Meadville/Lombard and Starr King School for the

 Ministry; the Alban Institute, Society for the Advancement of Continuing Education for

Ministry (SACEM); and the UUA Commiuee on Ministerial Excellence, which began its work
during the CoA's preparation of this material.
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Yearly Continuing Education: The Present Situation

[ ot N -]

ears used their free time in the summer (or other vacation time) for
their own purposes: to rest, reflect, read, prepare for the next year, be with their families,
rravel. Much of this can be considered educational, but it is for the most part not intentional-
ly planned or based on detailed evaluation of skills, knowledge or professional development
needs and goals. There have alsu been a variety of informal ministerial networks, local and
continental, that allow for sharing of needs and concerns, resources and ideas for professional
development and renewal, and which can provide encouragement to take advantage of
existing educational resources and programs. Unitarian Universalist Ministers Association
(UUMA) meetings and social contacts at General Assemblies and district chapter ¢vents in
particular provide a collegial communiry, for celebrating passages, recognizing outstanding
achievements and leadership, and presenting specific programming.

Ministers have for many v

oo T

As Spencer Lavan, President of Meadville/Lombard Theological school (M/L), put it, however,
the question is how to get ministers away from things they arc most interesied in and/or have
done the most in, 1© focus on new TopPics, especially ones that are perceived as less interesting
or more difficult. He cited the Sutheriand Report findings that ministers in their early years of
ministry often lack preparation and skills in management, financial organizing and dispute
resolution. M/L is giving a course in the latter for their M.Div. students.

Rev. Marilyn Sewell, 1988-90 Pacific Central District Continuing Education Network for
Training, Enrichment and Renewal (CENTER) representative, said the purpose of yearly
continuing education as she sees it is 10 "do what is needed to make oneself a better and
more effective minister”. Thar translares in her experience into focusing on things theological
schools don't teach: music, administration, church finances and fund raising, self care and
time management—cespeciatly setting limits—and the dynamics of church politics, including
conflict resolution and dealing with difficult people.

Existing Programs and Resources

Existing opportunities for meeting some of these needs are provided by a number of sources
within the Unitarian Universalist movement a8 well as by outside institutions.

Center for UU Advance. Ul Advance is an association of UU clergy and lay people whose

purpose is to hold conferences and publish papers on issues of importance to the future of
the Unitarian Universalist movement. UU Advance publications are a rich source of thinking.

on such questions as UU theology and values, institutions and institution-building.

The center for UL Advance is currently based at Mcadville/Lombard Theological School.
Recently sponsored conferences include two co-sponsored with the UUA Urban Coalition: 07€,
on Youth, in Indianapolis in October 1990, and a second four-day seminar entitled "Science;
and Religion: Honoring Ralph Burhoe and his Work" in Orlando, Florida, in January 1991

COLLEGIUM. Collegium: An Association for Liberal Religious Srudies is a scholarly organiz®,

tion whose concern is research, discussion and publication in the field of liberal religio®
Established in 1974, Collegium has had study sections for a number of years in ethics, histor,
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and theology, and in 1991 added a section in feminist studies. Collegium holds annual
conferences for the purpose of reading and critiquing papers in preparation for publication.
Membership is open w0 anvone interesied in liberal religion, and is largely but not entirely
Unitarian Universalist.

First Days Record. First Days Record is an independent non-profir religious corporation
pased in Delaware. A group of ministers are chosen 1o comment monthly for a period of time
on topics of importance, retlection, or concern to them. Initially a publication by and for
clergy, it is now advertised in the UU World for general consumption.

Independent Ministerial Networks. Various study groups, regular meetings of clergy
interested in reading, writing, stucdy and scholarship, are in existence and their number is
increasing. Examples include the Prairie Group, the Ohio Valley Group, the Ilarpers Ferry
Group, the Greenfield Group and the Smoky Mountain Seminar. Membership in some of
these groups is by invitation; others are open. Most of them are independent of other UU
institutions, including the UUMA and its chapters. UUMA chapters also hold retreats and
other regular events for a variety of purposes. The Pacific Southwest and Pacific Central
District IJUMA chapters, for example, cooperate on an annual five-day retreat, called Retfugio,
which serves educational as well as renewal and support functions.

The UUMA CENTER Program. The HIMA has been interested in yearly conmtinuing education
for more than a decade, and now plays a leadership role via the CENTER program in creating
and publicizing opportunities for, and the value of, continuing education. In 1979, a UUMA
commission chaired by Brad Mitchell issued a report on continuing education that focused on
what individual ministers might clo 10 further their own education and professional develop-
ment. In 1983, the UJMA Executive Committee took on the question of continuing education
as a two-year major focus. A Commission on Continuing Education was charged with figuring
out how institutions (the UUMA and the Department of Ministry, to name two) might help to
further ministerial continuing education. This Commission in 1985 recommended the
establishment of an ongoing program undcr the direction of a new standing committce of the
UUMA, to be known as Continuing Education Network for Training, Enrichment, and Renewal
(CENTER). The part of their report dealing with the establishment of CENTER is atrached as
Appendix D, Since 1985 the CENTER program has grown dramatically, and has managed to at
least begin to address each of the six points contained in their charge.

CENTER is at present a seven-person committee appointed by the UUMA Executive Committee
to staggered five-vear terms. CENTER reports to the UUMA Exec., and has a UUA stafl person

from the Deparnument of Ministry.

Each District UUMA chapter elects a Continuing Education Represenrative (CER) who serves
the needs of the chapter members and is liaison 1o the continental CENTER commirtee,
reporting to onc of its members. CER terms arc for two ycars.

The CER's job is to encourage UUMA members to participate in continuing education. Their
tasks include:
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Assessing what ministers are currently doing by way of continuing education, and
feeding that information 1o the CENTER committee so a general database can be

developed.

Gathering and maintaining a file of local resources for continuing education:
classes, weekend workshops, spiritual retreat centers, interdenominational events,
and tracking other resources such as CENTERS programs, pre-GA Ministers Day
events, M/L programs, and sending for literature from other organizations like the
Alban Institute and SACEM rthat have programs of interest o UU members. The
CENTER committee has a list of such organizations.

Receiving training in administering Tom Brown's Sclf-Assessment and Peer Assess-
ment instruments, and using them with ministers in the chapter, to help them
decided on personal continuing education programs that would best it their
needs. )

Publicizing all this within the UUMA chapters, holding discussion groups on
continuing education, and encouraging ministers to make use of resources,
including the Self-Assessment ool

This is a big joh as outlined, especially on top of a full fime scttlement, and in practice does
not function as smoothly or as fully as desired. Rev. Junella Hansen, who served on the UUA
Commission on Continuing Education and also on the initial CENTER Commirttee, pointed out
that CERs do not have the status they should. They tend 1o be younger and/or newer
ministers, and don't have the clout within their chapters to do the job justice.

Several CERs mentioned additional obstacles. Rev. Jeremy Brigham, CER for Prairie Star
District, said that CERs can function only as well as colleagues will let them: by responding 10
requests for information, coming to meetings and following through on continuing education
plans. In addition, CERs do not have sufficient budget, and cannot ask their churches to bear
all the costs to pay for extensive followup phone calls, mail and travel in larger districts.

The CENTER committee itself has diverse responsibilitics, among them:

Organizing one or two major continental continuing education programs a ycar.
An example is the five-day program held in February 1990 in Maryland and
repeated on the West Coast in 1991, led by Roy Oswald of the Alban Institute on
"Re-Imaging Your Ministry’. In the words of one-attendee, the program focused
on "what kind of ministry you do, and where you need to shore it up and/or
change it".

Promoting and coordinating expansion of the ministers’ pre-GA days to include 2
full day on continuing education, and sponsoring programs concerning congrega-
tional-ministerial matters during GA.

Coordinating an annual "Presenters” program, which includes recruiting about 2

dozen leading ministers to do programs for UUMA chapicrs on a varicty of subjccts
and publicizing their availability. CENTER underwrites part of the expense 10°

60



volved in hosting a Presenter to enable more chapters to take advanrage of this
opportuniry,

Preparing and distributing handbooks and resource materials. A recent example is
the Sabbatical Handbook, listing ideas and resources, and advice and direcrions for
how 1o work with a congregation so that the sabbarical is seen as a collaborative
effort, rather than a personal leave-taking by the minister. A multi-staff handbook,
under preparation in 1991, will focus on collegiality among ministers serving in
multi-staff situarions.

Meeting annually with the Department of Ministry to discuss what each sees as
major needs and ways to collaborare in filling them. For example, CENTER will
collaborate on the ministerial start-up seminars coordinated by the Department.
Seven District Executives are presently doing these programs in eight Districts, and
have found them successful in fostering collegial, cooperative relations berween
ministers and congregations.

Preparing CENTER pages for the UUMA Newsletter publicizing CENTER programs
and listing other resources for personal use.

' The Mentor Program. In 1989, the MFC adopted a rule requiring all settled ministers in
preliminary fellowship to enter into a mentoring relationship with a minister in final fellow-
ship. This was done partially in response to the Sutherland report which documented a
" relatively high dropout rate during the first five years of seuled ministry.

Basic requirements are that the mentee meet with the mentor a minimum of a half hour per
month 1o discuss matters of professional concern and 1o receive collegial support and counsel
about the practice of ministry. Mentors must certify annually to the Department of Ministry
the existence of the relationship, but may not be called on for evaluation or other information
abour the mentee. No specitic training of mentors is called for in the MFC rules.

The UUMA, in support of this program and in recognition of the need for guidance of
mentors as well as mentees, has recommended that UUMA chapters maintain lists of available
mentors.  Such lists would be given 10 newly settled ministers in preliminary fellowship, and
CERs would coordinate support programs for the mentor-mentee relationships within their
chapter. (Although mentees may choose any minister in final fellowship, and this requirement
may be waived as necessary in the case of community ministers, both the MFC and the UUMA
note the henefit of person-to-person contact and encourage mentees to choose neacby
Mentors.)

The UUMA CENTER commitiee has also undertaken to provide definition, advice and training
materials for mentors in order to foster the collegiality, muruality and flexibility needed in
mentoring relationships. It is likely that the weight of responsibility for ensuring satisfacrory
mentoring experiences will- fall to the UUMA chapters, with the support of the CENTER
~ committee for training as needed.
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Theological Schools

Meadville/Lombard Theological School has taken a lively interest in continuing education,
and currently holds its own programs and cO-sponsors number of others with the Central
Midwest District, First Church in Chicago, and with other educational institutions. Some of
their programs are for ministers, students and lay people. Others are for ministers and

students only.
M/L’s ongoing and recent programs include:

A four-day preaching seminar led by senior ministers from the district, conducted
as part of M/L Summer Institute. '

A second Summer Institute program open to lay people as well as clergy and
students, which in 1990 was cntitled "Theologics of the Liberal Churches”, and
given by Marvin Shaw, Philosophy Professor at Montana State University, Spencer

Lavan, M/L President, and Dianne Arakawa.

A five-day seminar ar Wesley Theological School (Methodist) in Washingron D.C.
on "Liberal Religious Ethics™.

Co-sponsorship of a 1991 Conference on Religious Toleration given by Hungarian
ministers from Transylvania, Romania, in toledo, Ohio.

Harvard Divinity School houses, but is not an official sponsor of, a highly-respected theologi-
cal education program for lay people and area ministers as well as students: the Theological |
Opportunities Program, currenty directed by Elizabeth Dodson Gray, author and member of -
the Club of Rome. This program sponsors weckly seminars cach fall and spring. In addition,
clergy engaged in full-time ministry may register for credit in Divinity $chool classes at half the -

normal rate, and may also audit courses.

Starr King School co-sponsors with the Pacific Central District 2 monthly series of day-long
Saturday Programs on a variety of theological, spiritual and church-rciated matters. These are -
attended mostly by lay people, although they were intended for students and arca clergy as
well as for the laity. Til Evans, Interim President of Starr King, said ministers claim that aﬂ
Saturdays are wedding days, and also sermon-writing days, but that privately they also find it '
difficult to learn along with lay people, when such learning includes questions indicating igno-
rance, weakness, and other "undesirable” trairs.  She said Starr King secs this as an ared |
needing work, thart it indicates ministers tend 10 see security in their role rather than having

inner personal strength and solid integration.

It
cQ
w

Bevond these programs, neither Tlarvard nor Starr King appear to be actively engaged if
vearly continuing education activities. Til Evans said that Starr King until recentdy had the
view that offering particular continuing education programs secms rather manipuiative, and.;
that ministers should be responsible for taking the initiative when they have identified a need

for further education.
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Rebecea Parker, President of Starr King, has an abiding interest in continuing education, and
sees the need for programs related 1o all stages of ministerial careers. Especially critical ar
present, however, is the nced for programming directed at the first 1-10-5 year period,
focusing on skill-building. She noted that basic skills for parish ministry, for example preach-
ing, financial matters including budgets, canvass and endowment management, and related
skills including conflict resolution, are learned during the first five years of ministry and used
as a basc for development of other skills in later vears.

Plans underway at Srarr King include revitalizing the summer school, with curricula for
rencwal and spiritual growth, and developing short courses on parish skills 1o be given during
the January academic break. Rebecca is also in dialogue with Spencer Lavan at Meadville/Lom-
bard about how to cooperatc in meeting continuing educarion needs for liberal religious
ministers.

Committee on Ministerial Excellence. In 1990 the UUA Board of Trustees, in response to a
proposal from the Theological Education Grants Panel, established a committee 10 recom-
mend ways that ministers in final fellowship could be "encouraged 1o maintain a continuing
cducation program and be subject to an equitable procedure of review." The committce,
known as the Committee on Ministerial Excellence (CME), has been operating in parallel with
the CoA study, and their work is not vet complete.

Their major aim is to establish a "climate of excellence in ministry." And, aithough their work
focusses on the professional ministry, they see excellence in ministry as a joint responsibility
of clergy and laity in both parish and community settings.

A difficult issue is whether to require continuing education, how to monitor i, and what
benefits/consequences should be tied o participation. While many other professions require a
- certain number of continuing education (CE) credits per time period (usually several years)
thesc programs ditfer in several important ways from continuing education for ministers.
First, the purpose of continuing education in most other professions is to impart new
- knowledge, new decisions, regulations, techniques.  Second, disinterest in such programs
b leads 10 widespread minimal participation, or cheating. Creating a situation which encourages
© minimal participation and/or cheating is antitherical to a profession in which one’s behavior is
open to public scrutiny and modeling of ethical behavior is expected both by laity and by

peers.

It is noteworthy that the CME found no denominations in the United States which require
continuing education at present. Several strongly encourage it, and devote significant funding
to both individual participation and the development of materials and programs.

. Furthermore, SACEM has spent yvears extensively studying the queston of requiring CE, and
has found no evidence that required CE led to a qualitative difference in ministerial perfor-
mance.  Far more important, they found, are other factors, including adequate funding,
availapility of good programs and access to information about them, and a positive atritude
toward continuing education by congregations and other clergy.

f This last point is critical to the success of any program. Junella Hansen emphasized in
 Critiquing the CENTER program that "continuing education has a way to £0 10 be seen by both
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ministers and congregations (as well as theological schools and the Department of Mingg,
the integral part of all ministers’ yearly plans that it should be. It continues to hy
name."  She also noted that all people the CENTER committee interviewed while degip:
their programs strongly favored the carrot versus the stick as promotional method of chygs

1
The CME's proposal, which is currently out for review by various bodies, recommmds
ministers covenant to engage in a ministerial development process every five years,
congregations covenant 1o assist ministers in doing this. This process is concei
cooperative effort involving ministers, their congregations or covenanting communitiesi ' 2de
colleagues and the UUA in an in-depth assessment, review, goals-setting and planning Bingit
next five vears. A report stimmarizing all this will be filed with the Department of Mj

The CME pr(i[X)ses an additional staff position in the Department of Ministry 10 coordi

Office of Ministerial Development and Leadership. The role of rhis Office would be 0
resource to ministers and congregations, to keep files of ministers’ plans, and to fol
participation in this program on ministerial records. A g Sut

It is difficult to predict how this will work, and in particular whether it will achi 1
desired ends and be worth the time and additional staffing (and therefore funds) rcq f A
And given the fact that ministers in preliminary fellowship have at times slipped f] L
cracks and remained thus for more than the allowed number of years, the enormity of the R
of accurate record keeping for all clergy looms large. : F

a

The competition for funds is tight as well. The quantity as well as quality of CENTER ang
other programs is directly related to funding. Ministers need funds to take advantage ¢
more cxpensive cducational opportunitics. CENTER is proposing to the Theological
tion Grants Panel that grants to individuals be made for yearly continuing educa
programs and sabbaricals as well as for academic studies leading 1o a doctoral degree.;
choice to put money into UUA staft versus concentrating directly on the development of b higy
quality programming and on scholarship funding to allow clergy 1o avail thf:msel_; -
continuing education on a regular basis is a tough one.
Finally, success of a program such as that proposed by the CME will require sub
education and changes in long-standing attitudes of laity as well as clergy. If this promotig
education does not precede the institutionalization of record keeping, the entire prog
could get off on the wrong foot. And the stakes are high indeed. Actual in-depth assess
carcer planning and goal setting could be invigorating for clergy and bonding for their
gations or COMMuNIty groups.

Dl md b b P bt R e P DM e e

Moving Toward the ldeal

It is clear that abundant, diverse and high quality continuing education programs and op}
tunities, adequate availability of information about them, and adequate funds to enable
ministers to take part in them, are essential elements of any successful ministerial contint
education program.

e L e I |
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programs that foster lay leadership in partnership with professional ministry for ministerial
excellence are an essential next step.

The attitudinal change necessary for continuing education to be perceived as critically
important and integral t0 a ministerial career is bound to take time. It is also part of a larger
issue having 1o do with the value placed on education in our churches and in sociery at large.
Ideally, education will attain full partnership with celebration and witness as the cornerstones
of our ministry, practiced and participated in by laity and clergy in partnership. In recent
decades education too often has been seen as marginal, and funded as such. This is slowly
changing, and ideally the change will continue to fruition.

Targeted continuing education programming. One factor in an ideal continuing education
repertoire is programming specifically designed for different career stages. As Rebecca Parker
has noted, continuing educational needs tend to vary with the different stages of ministry.
The following list of continuing education needs is a compilation of recommendations from
the Sutherland Report, interviews, and input from individual ministers and lay people.

Years 1 to 5 of parish/MRE service:
Administration, buildings and grounds management
UU history, including institutional history
Regional UU history
Financial matiers, canvass, budgets, endowments, capital campaigns, management of
accounts
"People” skills - relational matters, conflict resolution
Preaching skills
Priorities and personal care, healing and preventative care and support
Religious education life span programs

Mid-career years:
Larger church organization
Diverse ministerial roles
Multiple ministry and staft issues
Ethnic diversity
Urban churches
Spiritual and theological diversity
Longer-term ministries in single parish
Extension and covenanting roles of churches
Renewal of personal call, theological, spiritual perspectives and scholarship
Denominational issues and organization
Training for mentor and intern management roles
Personal support, midlite "stretches”, healing and well-being

Later years:
Financial issues, pre-retirement
Clder statespersonship
New ministerial roles and options: interim, extension ministries, denominational roles,
writing, reaching
The emeritus role, dos and don’ts
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Existing programs, notably Ul Advance, COLLEGIUM and ministerial study groups, h
tended to focus on scholarship, knowledge and theology, and institutional matters. Recen
hoth the UUMA CENTER program and the theological school continuing education Offerings
have redirected their artention to skill-building and other needs identified in the Sutherlapng?
Report as important in the early years of professional ministry.

various UUA dcpartments also conduct training for interim and cxrension ministrics, fo
ministerial startups and multi-stafl ministries, and for religious education via the Renaissang
program. Much of this programming is appropriatc for middle and later years of ministry.

It is clear that more and diverse programming, targeted to different career needs and stages, i '1
needed if we are to meet the challenge of lifespan professional continuing education.

Once again, laity as well as clergy will need help 1o understand the advantages, accept and
support thc regular participation of parish clergy in continuing cducation programs, and the
policies, financial resources and planning that will be needed for ministers to avail themselves
of the right programs at the right times in their careers.

The CENTER Program. The CENTER program has achieved much since 1985, and appears 10
be institutionally placed within our UU circles to be the coordinating body for study, planning
and production of continuing education programs to meet the variety of needs of ministers’
throughout their careers. Junella Hansen, a founding member of the CENTER Committee, has
clear ideas for the future, and concurs with the priority that must be given to funding the
creation, distribution and presentation of high quality programming and to making money
available to enable ministers 10 take advantage of expensive programs.

With more funds, for example, she said, more opportunities, such as five or six continental
programs instead of one or two per year, could be organized by the CENTER committee.

Another important resource she noted would be a continental ministerial retreat center where
ministcrs can go on spiritual retreat, for renewal, and when they are having trouble and nced

yrivate space and/or help.
! p p

CENTER programs could also appeal to clergy from other denominations, and the CENTER
program could become a renowned resource for liberal ministerial continuing education
comparable to the Beacon Press in publishing circles.

Theological Schools. Meadville/Lombard is developing an important continuing education
program that extends beyond its borders, amplifying its own resources creatively. Other
theological schools need to be encouraged to follow this example and develop specific
continuing education programs for ministers. The theological  schools have resources,

including faculty, libraries and space, to contribute greatly in this area. They need help in "
seeing this as a priority and developing the resources needed to expand their programs.

General Considerations. Much more education of congregations as well as ministers 18

needed about the importance and value 1o them of yearly continuing education experiences,
and understanding how 10 work together on decisions about what, when and funding.
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_:' very little artention appears to be paid to non-parish ministry as a subject for continuing
E education by the CENTER commitiee or anyone else. As a non-parish fellowship track is now
3 d rt.allty, u:ntlnumg education for ministers btnlng IN various non- pdn'sh sctung\ is 4 more
t visible need, and must be addressed.

aAlthough cooperation clearly exists between the CENTER Committee and the Deparmment of
> Ministry and the Theological Grants Panel, the Department could plan a more active partner-
ship role by helping with publicity, resource collection and evaluation, and developing pro-
grams for more specialized ministrics, such as large church ministries, urban ministries, crisis
church and troubled congregations ministries, and multi-staff ministries including communiry-
outreach ministries.

Recommendations
We recommend substanrially increased funding for the CENTER program.

We recommend that the UUA Board either extend the work of the Committee on Ministerial
. [xcellence or establish a new committee charged with making a comprehensive swudy of
continuing education needs ac all stages of professional ministry, and prepararion of a strate-
. gic plan for strengthening and coordination of continuing education providers, for funding,
-and for a promotional campaign directed at clergy and laity, so as to ¢nable the pathways to
excellence of our professional ministry.

We recommend thart the theological schools be encouraged 1o develop more specific programs
- for continuing education, and to give CE a higher priority when planning their programs and
prioritizing thcir resources. We also recommend that they be more intentional in preparing
- M.Div. students for ongoing participation in continuing education, assessment, review and
career planning. This might well include preparation of a preliminary plan for the first five
years 1o take ro the first settlement.

We recommend that congregarions be encouraged to include continuing education time and
- funding in contracts with ministers, and in their annual budgets. We also recognize that
substantial addirional sources of funding will be required for all ministers 10 be enabled 1o
o take advantage of continuing cducation programs.

- Finally, we recommend that a coordinating body for dissemination of scholarship and other
continuing education funds be established. Membership in this body would include but not
be limited 10, the Theological Education Grants Panel, the Department of Ministry, the
CENTER Committee-and at-large members, and a balance of lay people, appointed by the UUA
Board of Trustees.

} Sabbatical Opportunities: The Present Situation

Ministers’ sabbatical time varics from a few months to a year, with most averaging six months
(half of a church year plus summer vacation). Many sabbaticals involve similar activities to
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Professional Advanced Degrees: The Present Sitnation

Advanced study leading ro a professional degree beyond the Master of Divinity (M.Div.) is
possible at or in association with most accredited theological schools that provide training for
liberal ministry, including Harvard Divinity School, Meadville/L.ombard Theological School and
the Starr King School for the Ministry. The programs, time requirements and degrees granted
vary among institutions. Programs are reflective of the range of options available.

Harvard Divinity School (HDS) ofters two advanced theology degrees beyond the M Div.
(Master of Theology and Doctor of Theology), and is closely associated with two PhD
programs administered by the Harvard College Arts and Sciences faculty (Ph.D. in the Study of
Religion and Ph.D. in Near Eastern Languages and Civilizations).

Meadville/L.ombard Theological School. Meadville/Lombard (M/L) offers in addition to the
M.Div. a Doctor of Ministry degree which takes a minimum of onc additional ycar of study.
The program is "designed for those who desire to pursue an advanced professional program
for ministry by including within their work a concentration on a particular arca of minisiry or
study". It can be completed along with the M.Div. by adding a year at that time, or can be
done following some years of ministry. An advantage of the latter is the opportunity, in
addirion 1o focusing on a specialized thesis topic, for ministers to "rcview their work in
ministry and develop an appropriate plan for strengthening their own ministerial practice”.!

The number of students in this program has typically been very small (1-3), and Spencer
Lavan, President of M/L, says that administration of the D.Min. program is currently under
discussion. Some students are requesting that they be allowed 10 take their course work and
do their theses elsewhere, and get the D.Min. from M/L. M/L is interested in such cooperative
efforts, bur quality control and administration would appear to be complex.

Meadville/Lombard has an arrangement with the Divinity School of the University of Chicago
wherein all M/L students are admirtted ro the University as graduate students with all the rights
and privileges including library access, recreational facilities and student health services.

The Divinity School at the University of Chicago also ofters a Ph.D. program in various
academic disciplines of religious studies.  Studenis interested in pursuing the Ph.D. typically
take the Master of Arts in Divinity (M.A.Div.) from the University in parallel with the M.Div. at
M/L, rather than electing the D Min. program. In 1988, for example, three of the six M.Div.
recipients received concurrent MA . Div. degrees from the University of Chicago. Two students
recetved the D.Min.

Starr King School for the Ministry. Starr King School (8KS) does not itself offer any earned
degree other than the M.Div. However, like Meadville/Lombard, it participates in a consor-
tium of ninc theological schools and 11 centers and programs, the Graduate Theological
Union (GTU). And, unliké ACTS, the GTU offers graduate-level theological instruction and
grants degrees in its own name as well as acting as a2 consortium of schools for purposes of
coordinating cross-registration, joint library facilities and a variery of special programs and
services. Originally formed by four Protestant seminaries in 1962 as 1 common vehicle for
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docroral programs. it now includes Roman Catholic, Protestant, Jewish, Unitarian Uni
and Buddhist schools and centers, and grants three academic degrees. the MA PhD
Thb, -

The PhD). progrims {focus on academic-oriented theological studies anel are condy

association with the Graduzie Division of the Unversity of California ac Berkeley (UCBY. py
candidates must apply 1o both the GTU and the UCB Graduate Division. and the commy
that vversee their program formulation. comprehensive examination and thesis prepg o
are comprised of faculty from both insdtetons. Much of the work for the Ph.D. is nopmd
done at UCHB. The degree. however. is grunted by the GUL except for 4 special Ph.D. in . surr Kin
Fastern Religions program for which degrees are granted joingy by (11 and LB,

In general. students huve more responsibility, in concert with faculty commirtees, for degid
what preparation is needed and defining comprehensive examinarion parameters. than js
case with the other doctoral programs described.

Moving Toward the Ideal prograr
“ peeds al

summar
‘peRanizt

The overview of the advanced degrees available ar Harvard Divinity School. Starr King Schoof’
for the Ministry (via GTL) and Meadville Lombard Theological School provides a representas
rive view of what is currenuy available. Several points can be made regarding where we are jg
thiv gred, and what s needed tor the future. '

A listing of these and other similar programs, rogether with an evaluation of them, and:
sources of available tnancial resources, needs 10 be kept current and be availuble to ministers;
w help them plan {or furure carcer development. The UUA Department of Ministury and '
UUMA CENTER program are two fogical repositories-coordinators: publicisis.

It would be useful to know how many UU ministers currently hold carned advanced deg
and whar these degrees have enabled them o do or achieve:

Borter ministry

Berrer pav

More rapid movement 1o larger more complexs important” churches

More leadership in Association circles

Advanced scholarship, publications. writing. rescarch

“of Reli

CENTE
Quality

_ o _insight
Academic positions e ,g

skills,

(he bepariment of Mindsiey could colleer rthis dara. S
: _This i
. . L the g
Recent D Min thesis topics at Meadville Lombard tend 10 be in the areas of spiritual counse :"needg?
ing and church administration, arcas in which, according 1o the Sutherlund Report, newer. > lheolh'
B w

ministers wnd o feel weak, This would indicate that a current primary motivation for furt + educa

- examj
. schoi:
incre:

study is the firse point abose: betier ministry.

1 - . ;- .. . . . - T m ‘t

M.Div students at sy King Scbool have expressed a lively interest in the CoA'S Q”ah—_};g
. . . - . sl

Religions Life study, and say it has helped them focus cheir study programs. More corn L



attention to this study at the theological schools and by the UUMA CENTER's reps as they
work with ministers on continuing education plans would appear 10 add an important
different dimension to the minisier’s own perceptions of whai is needed.

Although financial and collegial support is stronger for continuing education leading w©
advanced degrees than for yearly continuing education, more scholarship funds are needed 10
enable more ministers to take the necessary time tO complete these advanced educational

programs.

starr King School needs to be encouraged to develop a one-year post-M.Div. program involyv-
ing a thesis, comparable to the D.Min. program at M/L and the Th.M. at Harvard Divinity

_ school.

Conclusion

The status quo for continuing education, including identification and assessment of availaple
programs and resources, funding requircments, and methods for identification of personal
needs and goals for professional growth, are summarized in Figure 1. Recommendations are
summarized in Figure 2. In both figures, presentation of current status and turure needs is
organized around the various involved entitics listed along the left margin in Figure 1.

There seems to be widespread gencral support for education leading to advanced degrees,
including a thesis. Tt is less clear how many people choose to do this, whar benefits they
hope for, and what they in fact gain by doing so. There is less general support for and
undersianding of the parallel, more accessible, opportunitics inherent in yearly continuing
education.

While a variety of resources are currently available for yearly continuing education, too often
they seem to be "business as usual” rather than part of an intentional program of assessment,

review and planning.

There is a feeling, backed up by recent siudies including the Sutherland Report, 7he Quality
of Religious Life in Unitarian Universalist Congregations and information gathered by the
CENTER Commitiee, that higher quality professional ministry is needed and desired, and that
quality relates both to nuts-and-bolis church-related skills and ro spiritual depth, theological
insight and scholarship. Yearly continuing education is the obvious tool for developing these
skills, coupled with periodic intentional career assessment, review and goal setring.

This information nceds to be collated in a comprehensive report that can encrgize and focus
the general support which higher education now receives and yearly coniinuing education
needs. Such a report would be useful to congregations and districts, UUMA chapters,
theological school boards and administrations, the Theological Grants Panel, and other
educational funding sources: Specific proposals could be made on the basis of it 10, for
. example, the Theological Grants Panel for increased funding of schools and individual
k scholarships for study. or the CENTER program for development of more programming and
'~ increased availability of existing programming.
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Figure 2.
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1. Meadville/Lombard Theological School Announcements, 1989-1991, p. 18.
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Pre-Retirement and Retirement

Historically, priests and those "of the cloth” have carried out their duties until they were pg
longer of service or until death. They were paid in kind, by alms or probably at best by being ;
a part of a monastic institution which undertook to care for them for life, in return for thejr
services.

With the Protestant reformation, some things changed for those who chose to break away.
there was no longer a monastic house 1o fall back on when they became old or il In many
instances, the Protestant ministry ¢cvolved into an entrepreneurial mode, which became thar of
many UU ministers and congregations.

This entrepreneurial mode has meant” that congregations have tried 1o get the best minister
possible for the least amount of money, while ministers have tried o get the best possible
congregation at the best possible salary. As can be appreciated, this situation can be fraught
with difficulties for both the minister and congregation. These difficuities can and do have far-
reaching consequences. There are of course exceptions to this mode of operation, both in the
past and currently, where ministers have served and do serve in areas where the pay is low
but the need for ministry is great. '

What are the issues of importance today and tomorrow for our ministers with regard to pre-
retirement? Surely we must look at the whole spectrum of educational debts, salaries, medical
and disability expenscs, pension plans, and support networks, including moral, social and
spiritual needs. K

We must also look at the issues which affect the congregations and ihe UUA, such as salaries,;
medical and disability expenses, pension plans, support networks and the interconnectedness,
of all the participants.

Education Debts

Referring to the Sutherland Report of October 1989, education debt is "rising steadily though,
not sharply”.! The effect of this indebtedness will show up when we look at some of th
other major areas of concern in the pre-retirement and retirement picture.

There are various ways in place of helping students and ncw ministers o minimize this debt.
Ioad, such as the UUA Financial Aid Grants and the New Ministers Assistance Program.

Major indebtedness caused by gaining a theological education should not jeopardiz

¢ the
health and welfare of the family or the minister, cither currently or in their furure. '

The high cost of theological education deters some able people {rom pursing this course O,
study, o the derriment of the Association and its congregations.
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Those who are in the Independent Study Program for Minister of Religious Education do not
usually incur such a heavy debi load, due to the fact that most continue to be employed as
Direviors of Religious Education and stay in their local communities.

Recommendation

We propose that congregations be asscssed yearly, on a per capita basis, 4 stipulated amount
of money to increase the funds available to needy theological students and those carrying
post-theological cducational dcbis.

- UUsing statistics from the 1989 UUA Directory,’ 140,788 adult members assessed at a minimum
of 25 cents would put $35,197.00 into a fund such as the UUA Financial Aid Grants. Obvious-
ly the higher the assessment, the more money would be available.

Salaries/Compensations

To quote from the Sutherland study again: "The overwhelming majority (94.9%) of the minis-

ters in this study receive salaries of $32,000 or less.™

Narionally, a recent survey of ministerial compensation (salary and housing) by the Church
Pensions Conference, an association of 45 congregations in North America, gave this indica-
tion of how our clergy are doing relative to other groups:

1. Jewish Reformed $30,000
2. Jewish Conservative 34,479
3. Christian Reformed 34 420
4. Reformed Church 33,820
5. Episcopal Church 32,479
6. Unitarian Universalist 32 395°

One must compare these figures with 1the annual income of the congreganis the ministers
serve. In the Quality of Religious Life in Unitarian Universalist Congregations, Commission
on Appraisal 1989, 46.5% of the congregants earn more than $30,000 with 31% earning
$40,000 or more.

Some of the questions thar must he considered:

Can a ncw minister carrving a debt load of $20,000 1o $30,000° and carning
$32,000 cver pay off the debi?

Is it possible for someone entering the minisiry in mid-life and earning $32,000 to
retire with an adequarerincome?

Does our salary scale help us to atrract and keep the kind of people we need in
the ministry?
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Does the generally lower salary scale of MRE's as compared to Parish Ministers
hecome an issue in the choice of which ministry to follow?

When we talk of compensation we switch from talking of salaries only to a much more comp-
licated and less defined area. That area can include such things as hecalth, disability and life
insurance, pension, housing, professional expenses, vacation, sabbatical leave and other
legitimate considerations.

The UUA has periodically produced a set of compensation guidelines estimating what might
be appropriate. The Department ot Ministry has sct a minimum level of compensation below
which it will not provide settlement services.

the Council on Church Staff Finances has formulated the following mission statement: "o
design and coordinate programs to mect the financial nceds of congregations, professional
leadership, and staff of the congregations and member organizations of the UUA through
education, advocacy, research, policy recommendation and coordination, to ensure their
financial well-being, including salaries, benefits, health, retirement, and emergency assistance,
and to encourage our congregations and member organizations to become leaders as socially
responsible employers.™

Recommendations

We propose that we as an association study how other denominations treat these matters of
salary and compensation.

We npropose that congregations work t0 u oracde the present salary and compensation
prop( greg Pg P ry pe
packages and if necessary bring them into linc with local standards.

We propose thar congregations who are seeking new ministerial staff be given more explicit
guidance on how 10 SIructurc a ministerial salary and compensation package, and financial
planning guidelines.

We propose that the UU Council and Office on Church Staff Finances give training on financial
planning to all current ministers and extend this service to prospective ministers.

insurance - Medical, Disability and Life

The UU Council and Office on Church Staff Finances has as part of their arca of conccril
medical, disability and hlfe insurance coverage, as stated in their mission statement.

According o the Suthertand study, "That new ministers feel financially restrained is indicated
by the faci thut fully 173 of them feel that they cannot afford to participate in a pension plan
or a life and disability insurance plan. Nine of the ministers in the lowest salary range do 0ot
feel that they can afford heaith insurance.™
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poth the United States and Canadian federal governments have tax Jaws which govern the way
in which such insurancc is paid for and how reimbursements are handled. Tederal laws also
cover portability of this insurance. State and provincial faws also have a bearing on cligibility,
among other considerations. The whole of this subject is extremely complex, an interwoven
wangle of financial, tax and legal intricacices.

That we have minisicrs and familics inadequately covered for these health costs must have an
adverse effect on the minister’s performance. When 2 crisis strikes, the fack of insurance lor
the minister is going to affect the congregation as well as the minister and will add guilt o the
emotions of both parties.

Recommendations

we recommend thar all ministers’ compensation packages include adequate insurance
coverage and that congregations and ministers both be urged by the Ministerial Sertlement
office 1o see that it is included.

Pensions

The adequacy of pensions for minjsters has been an ongoing problem and was addressed in
Unitarians Face a New Age® (which was published in 19361 and currently in the Sutherland
study’ with many other studies and recommendations in the intervening period.

Quoting again from the Sutherland study, "That new ministers feel financiatly restrained is
indicated by the fact that fully 1/3 of them feel they cannot afford to participate in a pension
plan .." A decade ago a survey of conditions of retired UU ministers and surviving spouses
indicated a significant number were found to be truly living in marginal and sub-marginal
conditions."’

Currently, the Doran Grant, funded by Plandome, provides a guaranice Of assistance 10 assuic
a poverty level income ($10,990 a year) 1O any ministers, spouses, or religious educators who
are in fellowship and have served our movement for 20 years. There is question as to the
mecaning of rcligious cducators: docs this mean DREs accredited by the UUA?  All MREs arc
ministers and should fall into that category. What happens 10 late entry ministers who do not
have 20 vears of service?

At this time there are 37 participants in the Doran pian. The UU Council and Office on
Church Staff Finances feel they are missing a number of the most needy.

There are UU ministers who are opting out of the Social Security system stating religious
objections, but in reality mainly for financial rcasons.

‘there are ministers who have reached retirement age after long and good ministries, living in
parsonages and ending up with less than $10,000 in their pension fund and no home of their

OwWIl.
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There are a few ministers past retirement age in the Interim Ministry Program or {kag
i/
time positions for financial reasons alone. ;

At this time. if you are a UU minister working owtside the parish you are unable g .be e o
participant in the UUA pension plan or medical plan and by the nature of vour larger m!ms o )
job. will usuaily be ineligible for any other pension or insurance plan.

Recommendations : : Sther

We propose that all ministers’ compensation packages include a mandatory and ddﬁ'quate
pension plan.

We propose that ministers be given good {inancial training ar the onset of their career and R at ¢
throughout the course of their carcer. '

We propose that congregations be informed clearly about their role in a pension plan and h
strongly encouraged 1 be responsible emplovers. :

We proposce that the Council and Office on Church Staff Finances consult with other deno'
inations to find out how they set up their pension plans.

We proposc that scrious consideration be given to setiing up a "defined benefit’ prograrn n
information being given to both ministers and congregations. “retired

We propose that the Council and Office on Church $taff Finances explore the idea of seek 2 We pri
grants 10 provide matching funds so they can encourage smaller congregations 1o enroll in 2 who o

pension plan.

Recommendations - fctiren

We propose thar curing the transition period, uantil adequate pensjons are available to
ministers. sufficicnt supplementary funding be made available so thar ail retired ministers

their partners can live in dignity, !

e 1
We propose that congregations be informed clearly about the need for this supplem?ﬂ i
funding, and that it will be needed for some time into the future.

: {

We propose that the UUA Budget and Finance Committee take an active role in also tl’)g.“g
make funds availabie to met this supptementary funding demand. £
E
1 - - om }f
Moral, Social, and Spiritual Support .
There is the Unitarian Universalist Retired Ministers” Association who purpose is "10 :::ml A
Association and o enhance the well-being of retired Unirarian Universalist ministers, P



b of religious education, their spouses and their widows and widowers and to provide such
- programs and activities as may be teasible for their benefit™.!!

some UUMA districts and some societies are pro-active in seecking out and including retired
. ministers in their activitics, some are not.

¥ some retired ministers foel that they still have much to offer and are willing and ablc w make
such offers.  There are others who simply wish to be left alone and want no demands on

either their time or encrgy.

Recommendations

E  That retired ministers who feel they would still like to be involved take it upon themselves to

B ek out situations where their expertise can be of value, cither at the congregational, district

F. or continental level. The UU Retired Ministers’ Association could act as a resource by promot-
" ing this program and by identifying situations in which retired ministers could serve.

¥ We propose that congregational, district and continental commiuees be open o0 and actively
£ seek out these retired ministers.

We propose that retired ministers be encouraged 1o join the UUA Retired Ministers’ Associa-
tion. It would secem to be the only existing voice that has special regard for the needs of the

. retired.

We propose the UUMA chapters actively open their memberships to include those retirees
who mighr wish to joint them for study, fellowship and support.

We propose thar the UUA Department of Ministury strengthen pre-retirement planning pro-
grams for ministers and their partners. These programs to start 5 years prior to expecred
retirement, and that the programs cover much more than finances.
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Congregational Relationships
to Professional Ministry

The ministry does not cxist apart from the people it serves. More than other professions,
ministry involves partnership. Partnerships imply mutual responsibilities. The laity and others
with whom professional ministers have covenantal relationships do have responsibilities for
the well-heing, health and professional performance of the current ministers and for the
profession at large. This chapter considers specifically the relationships between lay groups
_and the professional ministry, following the career path identified in the previous chaprers
and beginning with the decision to enter ministry.

Recruitment: The Present Situation

Historically, a decision to prepare for the Unitarian Universalist ministry has been an individu-
al decision. Potential ministerial students have received informal encouragement, however,
there has been no formal recruitment program or strategy for our ministry among Unitarian
Universalist institutions, and no means by which lay people’s input to recruitment (other than
directly to prospective candidates) could be utilized. For most lay people, the professional
ministry is simply a given, and the relationship berween future ministerial cxcellence and
recruitment, and their own power to affect the process, is unrecognized.

In considering a Unitarian Universalist institutional program for ministerial recruitment, with
the goal of recruiting the best qualified candidates, congregational input and support must be
an integral part of the process, {or three reasons.

First, congregational leaders and other jovolved members have knowledge and experience
with prospective candidates who are fellow congregants, and often have pretuy clear ideas
about whether a person would make a good minister. This may be limited to "I would love
this person as my minister”, or "T am not thrilled by the prospect of this person being my
minister”, but such gut-level feelings arc imporrant as a complement to a prospective candi-
date’s academic record or lcadership positions held. ‘'There is at present no vehicle for such

information to reach any Ul institution.

Second, lay people tend to be in touch with what kind of ministry is desired by them, by their
friends, and in the general culture. Persons engaged in professional ministry tend 1o be
focused on ministry as they learned it, have practiced it, and as their colleagues view it, as
well as on what their constituents desire. Of course, a great diversity of experience, interest
and direction exists among congregants. Further, a collective sensc of ministry desired is
obscured by lack of discussion, and by the status quo: the current ministry. Discussion of
unmet ministerial needs is seen as a threat 1o that status quo by lay people as well as the
clergy. One illustration will support this point.

A well-recognized cultural shift has taken place in the last ten years or so, expressed in many
ways but illustrating a yearning for spirituality, for grounding, connection, love and peace.
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While new-age movements and eastern spiritual traditions have filled some of this yearning
many people, UUs included, desire a rejuvenation within their own religious tradition. Man;
of them also express some frustration with the Jack of resources within their churches, apg
augment their UL congregational life with other religious cxperience (€.8., Buddhist retreats
CUUPS, 12-step programs, women’s circles). ’

Some lay people can articulare this nced and have crcative ideas about "how to get there from
here". More have not thought through the issue, but if asked about a given prospective candi
date from their number, would base their judgment on whether the candidate would minister
effectively in this new direction. Ul institutions (@ny institutions) have difficulty making this
kind of furure-looking judgment. Selection criteria, rules, grids, curricula and such invariably .
lag behind cultural change.
The
Give
pros
thei
schi

Finally, involvement of congregations as integral partners with institutional bodies in a.
recruitment process would facilitate increased congregational involvement with later steps in
professional ministry, with "in care” relationships, financial support of students, support for.
continuing education, and even financial support of clergy: beter pay!

This
brie
und

Moving Toward the Ideal

Prospective candidates for the ministry could be nominated and sponsored by their local-
congregation: by the ministerial committee, worship committee, refigious education commit--
tee, or other relevant group through the Board of Trustees, as well as by the parish minister.
This would initiate an ongoing relationship of congregational support and supervision -
following recruitment.  The relationship would continue until the candidate received prelimi-
nary fellowship from the MFC. "

ofte
gair
arra

The recruit-congregation retationship could inctude levters of recommencdlation 1o theological
schools, congregational financial support for theological school education, a schedule of:
written reports from the recruit to the congregation’s committec oOn ministry, occasionfll
preaching, teaching and other ministerial duties under ministerial supervision. .Con
Given that theological school training may take place at some distance from the candidate”
home church, some of this support will fall to a church nearby which the candidate joins ar
participates in while in school.  Ongoing participation in a congregation during theologigal--
education helps in shaping and deepening the prospective minister’s concept of ministry. T
provides for systematic reflection on ministry based on the reality of a congregation’s life. -

thei

In cither casc, such ongoing relationships with theological students arce hound to incrcasc th
congregalions’ awareness of their contribution to our ministry.

Training programs are needed for congregations to help them ger started with the process &
envisioning themselves as active participants in recruiting candidates for the ministry &%
supporting them through theological school. Discussion programs and curricula on minist
could focus on professional ministerial needs and standards, what constitutes good quality,
ministry, and what kinds of people are good prospects for fulfilling this vision. '
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As a congregation began to engage with the process of identifying and encouraging ministerial
recruits, sons and daughters of members, as well as adult members, would be primary initial
prospects. Students at nearby universities would be another potential source. Congregational
recruitment could include the minister and/or committee on ministry reaching out to these
institutions, and the congregation may be encouraged to establish campus ministry programs,
support the development of campus YRUU or UUYAN groups, ot foster formal or informal
lectures by the minister on topics relating to liberal religion and the Unitarian and Universalist

traditions.

Ministerial Training: The Present Situation

Theological training usually takes place at some distance from a student’s home church.
Given the lack of connection via intentional recruitment, recommendation and nomination
procedures, or ways of maintaining an ongoing relationship, most students are lost sight of by
their home congregation. Support devolves 10 congregations in the vicinity of the theological

schools.

This has the drawbacks that students are new to these congregations, and are there a relatively
brief period of time, a time furthermore when their relationship 10 congregational life is
undergoing a radical shift, from lay person to professional leader.

These nearby congregations also are home to numerous swdents, and opportunities for
preaching and other ministerial experience under supervision are limited. Such churches are
often teaching churches, and have interns, which further limits opportunities for students to
gain hands-on experience. Finally, not all nearby churches may be amenable to such "in care”

arrangements.

Moving Toward the Ideal

Congregations should be encouraged and helped to establish an ongoing relationship with
students from their community. This could include, as noted above, financial support for
their training. One early expense is the carcer evaluation that students undergo during their
first year. The cost for this is over $600 which might well be shared equally by the student,
the sponsoring church and the UUA. Preaching, teaching or other hands-on experience could
rake place at vacation time or during summer months if the student is away during school
terms. Regular communication berween the student and a lay committee (committee on
ministry or religious cducation) is also to be encouraged. Publicity abour the student’s
progress in congregational newsletters, etc., is another way of fostering a sense of coennection

and responsibility,

Congregations should also be encouraged to donate directly to scholarship funds at the
theological schools, to help support theological education and reduce the debt incurred by

theological students.
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Congregations located in or close to the Boston, Chicago and San Francisco Bay areas haye

special responsibilities vis-a-vis helping students integrate what they are doing in school with
the demands of the world into which they'll be moving. In addition to providing training
opportunities within their institutions, congregation members can involve themselves with
the schools, with educational opportunities open to lay people and ministers, and on support
committces for special events such as graduations, fund raisers, etc. Such activity tends to
bring together the training and educational possibilities afforded by the academic environment
and the reality of churches and church people.

One example of well-integrated involvement with students is the Middier Review at Pacific
School of Religion. A group that includes faculty members, internship (or field work)
supervisors, lay people, fellow students and denominational representatives is brought
together to review the student’s program, progress and needs. The program is rated highly by
those who take part in it, both students and evaluators.

Special mention should be made of the teaching role of congregations with intern ministers.
Presently, internships are arranged between the minister and the candidate. While congrega-
tional committees on ministry do meet with the intern, they are rarely involved with selection.
The relationship between the intern and the minister as primary mentor is important, but 1o
involve lay committees in the selection process would promote a sense of community
ownership and responsibility. This will help the committee and the congregation as a whole
work with the intern to provide the widest and best possible training and preparation for

minisery.

Congregation leaders as well as ministers in teaching churches need training in how to
provide such a quality training experience. Districts can often arrange for training cpportuni-
ties for members of several churches who may be hosting an intern, or considering doing so.

Credentialing

Credentialing is a function currently reserved for the Association via the Ministerial Fellowship
Committee. Input from congregations to this process per se is limited. The MFC receives
input from the committee on ministry of the church at which the candidate interns, or the
supcrvisory committee if the internship is donc in a non-parish community sctting.

It would be helpful for the MFC to receive input similarly from the nominating or home
congregation, and/or from the congregation with which the candidate is involved during
theological training. This would broaden the base of input, providing a longitudinal picrure
of the candidate as seen by the constituents who, as noted above, have several unique and

important perspectives.

Ordination

‘As credentialing is a function of the Association, ordination is uniqucly a functrion of congrega-
tions. Charles Howe, in his paper on ordination (Appendix B), eloquently describes the need
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for rejuvenation of congregarional interest, understanding of its role, and ownership of its
special responsibility in this process.

Once again, education of congregational leaders and invotved members is the key. Materials
for workshops and training are needed, and ministers need 10 prepare their congregations, in
advance of a request 1o ordain, about the intentionality with which this should be approached.

While it is generally accepted that the fundamental basis for ordination is the candidate’s
responsible relationship to a congregation, and the congregation’s judgment that they be a
ercdit 10 the ministry wherever they may go, the concept of congregation in some Cascs has
been broadencd to mean two or a few congregations (up w a whole district is conceivable),
or a community served by the minister which overlaps with a congregation bur is not syn-
onymous with it. This is particularly the case with community ministries, and will require
further examination as such ministries multiply and flourish in the future.

Scttlement: The Present Situation

Our congregational polity dictates that scutlement is also a unique function of the congrega-
tion, in that congregations have the final say in who serves them in a professional capacity,
and may call anyone to this position they wish.

The process of obtaining a minister, of course, leans heavily on associational resources. This
retationship was the subject of the recent UUA Task Force on Ministerial Settlement. Several
points raised by the Task Force and in discussion of their report (called the Stephen Report)

bear mentioning.

Moving Toward the Ideal

The Stephen Report addressed the need for increased congregational sclf-study, and for
materials to aid in this efforr. Materials of many sorts are needed for this, beyond the con-

gregational survey tools.

Lucy Hitchcock and Deane Starr, for example, have done numerous workshops with congrega-
tions 1o help them "tell their story", complete with cast of characters: the rogues, the piliars,
the pets, skeletoons in the closets, eic. They speak of congregational temperamenis, styles, and
personalities, and their results are compellingly real. Something like 2 congregational Myers-
Briggs test would aid in marching working styles of congregations and professional staff.

Finally, just as some ministers are or become dysfunctional, there are dysfunctional congrega-
tions. Some sort of congregations-in-transition program, involving therapy, self study, and
evaluation by an ourtside team would greatly reduce the emotional stress on both ministers
and congregations of repeated failures by congregations to accept and work eftectively with a
called minister. This sort of transition program could operate much as the Welcoming
Congregation program does, as a prelude to receiving a list of candidates from the Depart-

ment of Ministry.
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settlement of Community Ministers. Settlement of ministers in other-than-parish seningg K terc

such as college or military chaplains, theological school faculry, leaders of religiously-focused oC
social change organizations, of in private practice s pastoral counselors, has largely been up I
1o the individual minister. Discussion is beginning in many quarters as to how this might pe requ
changed to give ministers more support in pursuing these larger ministrics. ' . pa
Fovall
Some congregations have a history of supporting ministry in the community. The Benevoleny:
Fraternity in Boston, founded and supported by a number of local churches acting in concery;
is our best-known cxample, but not the only one. Such existing programs could be studied; Mo
and publicized as examples to other congregations, most of whom have no current under-
standing of the role(s) they might play in supporting COMMUNItY ministry. Con
. . . . , . The
vossible roles would include fiscal sponsorship of a minister to work with a particular com® educ
munity {e.g., an AIDS ministry or sireet ministry.) Such a ministry could operate under the; via «
nonprofit umbrella of a local congregation, and/or receive some funding from the congrega-: Cotr
tion as a whole or individuals and groups within it. Groups of congregations, or district |
bodies, could also decide 1o foster such a ministry in their region. ; pian
. . . . _ Parti
It will be important for congregarions coatemplating such arrangements 1o understand the: neec
theological differences between community and parish ministries. Otherwise, congregations worl
may provide extension into the community only, or primarily, to achicve goals directly related tion'
to the needs of the congregation, such as new members.  Any outreach into the community: com
will increase awareness of and knowledge about the local TJU church which is almost guaran-
teed to generate new members, but such should not be the purpose of the outreach. : Dist
reso
Congregations could also work with local colleges and universities 10 establish and/c men
financially support a campus ministry, or with hospitals, clinics, prisons, and other institutions  cony
to support UlJ chaplaincies. & for |
o : desi
Individuals in congregations are a potentially rich source of employment possibilities and .
idcas. A means to tap this resource, and to coordinate the dissemination of such informatiof, This
needs to be developed. A starting point is 10 educate CONRregation members as to this n well
and opportunity. This could be done by parish ministers, via articles or advertisernent in. eval
UU World, workshops at district meetings, perhaps led by focal Society for Larger Ministr that
members. Districts and/or a UUA- or SLM- based clearing house for listings can then be S€t aim
up. A computer network bulletin hoard is an ideal way to collect and disseminate :
listings! The
'are
. opit
Continuing Education, Support and Evaluation: The Present Situation con
' : forn
Training for the ministry, based as the profession is in the ever-evolving, ever-changing soct '
cultural and community milieu of its constituents, is never finished. Similarly, the relatives) Late
unique isolation of most ministcrs from daily contact with professional colleagues, and .t tive,
complexity of relationships berween a minister and muliiple constituents, increases dew
importance of creating intentional support and evaluation tools and mechanisms. con
nee



Herctofore, planning for and identifying resources and funding continuing cducation has
largely been up to the individual minister, while collegial support and evaluation have
required initiative on the part of the ministers, UUMA chapters, and/or congregations.  Upon
request, for example, the Department of Ministry will supply a minister or a congregation with
a packet of evaluation instruments along with some basic guidelines recommending that any
evaluation be of the whole church community, not just of the ministry.

Moving Toward the 1deal

Continuing education for settled ministers is a subject of much recent and current interest.
" The UUMA established a CENTER committee in 1985 w create and promote continuing
education programs for ministers, and to promote parricipation in these and other programs
via district UUMA chapter-based CENTER represcntatives (CERs). A UUA Board-appointed
Committee on Ministerial Excellence is currently looking into ways to empower ministers 1o
plan for and avail themselves of an intentional program of continuing education.

Participation in such programs requires time and money, both of which the congregation
needs to be integrally involved with planning for and/or providing. Ideally, congregations will
work with minisiers 10 design continuing education programs that {ul(ill both the congrega-
tion’s and the minister’s recognized priorities and needs. This could be a regular task of a
committee on ministry, for cxample.

District CERs could hold training for such committecs to apprisc them of CENTER and other
resources, and/or conduct workshops at district events. These would also help committee
members from ditferent churches share ideas, working processes and strategies for increasing
congregarional support for tunding and zallowing time for continuing education programs, and
for fostering a sense of partnership and reciprocity berween ministers and congregations in
designing the programs.

This report notes the importance of including the church organization and congregation as
well as the minister in cvaluation, and the challenge of crcating an atmosphere where
evaluation is commonplace, and based on a refationship berween minister and congregation
thar is reciprocal, where decisions are a marter of negotiation not prescription, and where the
aim is the growth and transformarion of all individuals involved.

The first evaluations are usually those for ministers in preliminary fellowship. Congregations
are asked to describe the minister’s progress, but not to evaluate their own role in the devel-
oping relationship. Nor onily is this important information for the MFC, it would help the
congregation to better see its responsibility in the development of a ministry. The evaluation
forms sent by the Department of Ministry need to be redone to gather this informarion.

Later evaluations after final fellowship, on some regular basis, nced to become more norma-
rive, and expected, throughout the UUA. This will reduce the perceived threat, and allow for
development of reciprocal relationships focused on growth, and quality ministry of both
congregation and professional leaders. Tor this to happen, evaluation resources and tools
need o be made available and publicized to both congregations and ministers. Congregations
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in particular need to be educated to promote and use these materials prescriptively rathep -
than judgmentally, and for the joint health and growth of the congregation and its minister. .

Evaluations can then be coupled to both congregational institutional transformation and plan;
ning for ministerial continuing cducation, both arrived ar through discussion and negotiation.

The UUMA is in the process of instituting a mentoring program, in which ministers in the
early (first five or so) years of their ministry will be paired with a2 more senior colleague. The
CENTER Commirtee is also promoting a career review process, and has been asked 1o research
and design a peer review process that could be implemented at the UUUMA chapter level.

While congregations play no direct role in any of these, it is important that they know about
the programs, so they can be better acquainted with the multiplicity of rcsources and ways in

which a ministry is formed.

Finances, Pre-Retirement and Retirement: The Present Situation

One of the most critical needs for the development of congregation leaders’ understanding of -
their role in relation 1o professional ministry is a clear overall understanding of ministerial

finances. This needs to include:
theological education costs, and debr carried forward into later years;

the differences between ministry and other professions re health benefits, taxcs
including social security, housing finances and pensions;

ministerial packages and what they include besides salary;

professional expenses of ministry,
the availability (or lack of same) of group health plans and group pension plans;

the availability of resources 1o help ministers financially, especially in retirement,
when other support is not available.
.
Not only are UU ministers in general substantially underpaid compared both with their.
counterparts in other faiths and with those in professions of comparable responsibility in the -
wider community, but the weak financial picture keeps some highly qualified and desirablcl_
candidates out of ministry. A sign on a certain small business wall reads: "We have no quarrel -
with our competitors’ prices. They know better than we do what their product is worth".
People contemplating ministry, especially those contemplating it as a second career or in mid-
life could certainly conclude that their current employers’ competitors (congregarions) do not:
value their ministry highly!
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Moving Toward the Ideal

A UUA Council on Church Staff Finances has recendy formed 1o coordinate educarion,
advocacy and research programs to meet the financial needs of congregations, and ministers
and staff of congregations and of the UUA and affiliated organizations, in short, to help
congregations and other member organizations to become leaders as socially responsible
employers, i€, 10 model our message.

A priority is the development of information packages to help search committees structure an
equitable salary and compensation package for newly-called ministers.

Local societies also need information that will help them research the salary base in their own
community and assess whether the present package their minister is receiving is equitable.
And, they need to be encouraged 1o make use of such material!

Conclusion

While there are many specific ways in which the relationship of congregations to the pro-
fessional ministry can be improved, they appear often to focus on money, money and money.
And it is true that UU institutions and programs, including those pertaining to professional
ministry, get along with less money than thosc in other Judeo-Christian religious movements.
And this is despite the well-known fact that the per capita earning of UUs is higher than that
of any other mainstream denomination.

A key to altering this is widespread education of lay people abour ministry as a career, the
varied natures and forms of ministry, and the needs of people who are in the ministry that
congregations can help with or fulfill along the way. Such education would serve to humanize
the ministry in lay people’s eyes, and at the same time increase its perceived value. For
ministry, uniquely among the major professions, serves the whole person, not just health,
finances, tegal needs, etc. And wholeness is what we are about as a religious movement.

Finally, ministers and lay people alike need help to envision their life together as co-ministry,
that we may make this liberal religious movemncnt truly a ministry of af believers.
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Summary

As stated in the Introduction, the original impetus for this study came from two almost
opposing concerns ahout the Ministerial Fellowship Committee. One concern was that the
Committee was too legalistic. The other was that it was not being demanding enough. Both
concerns were framed inside the larger issuc of the welfare of the ministry.

_'The MFC is only one of several stages through which a minister passes. The other stages also
have deep impact on the quality of the minister. The larger issues impelling concern about
the MFC can only be addressed by considering all the stages.

In our free church tradition we do not and should not have a unified system under central
control. However, the desire for a quality ministry is as legitimate as protection of the right of
minister and congregation. The CoA has determined that the structures now in place are both
viable and appropriate. These structures should be strengthened and refined, not replaced.

Ovesall, our ministry is relatively strong and dependable. But needs are changing. Congrega-
rions are demanding higher levels of skill and acumen, commensurate with the expecrations of
other professions. Ministers arc demanding higher levels of compensation and consideration,
with similar expectations. A question latent in this study is whether the ministry ought to be
considered a profession or a vocation. How we view the ministry shapes expecrations and
needs, not only for the minister burt for our congregations. That question, which edges close
1o theology, is beyond the scope of our study. It will have to be taken up at another tme.

Recommendations

Conclusions and recommendations have been made throughout this study. Below is a list of
these recommendations. For fuller descriptions and rationale, please see particular chapters.

Recruitment

That more intentional covenantal relationships be developed and expected be-
tween potential ministers and their congregations. Each person considering the
ministry should seek and obtain the sponsorship of a congregation.

That those seeking to enter the UU ministry should ordinarily have at Jeast TwWO
years of lay experience in a Unitarian Universalist church.

That theological schools and the UUA with the UUMA offer weekend recruitment
programs, 10 atrract potential candidates and to make a preliminary assessment of
those interested.




That significant cfforts be undertaken to make cntering the ministry financially
manageable, from providing such recruitment seminars at moderate charge, 10
educational debt relief tied to length of service.

Theological Education

That there be more active and cooperative recruitment of UU ministerial candi-
dates by UU-related theological schools, the Department of Ministry, the UUMA
and congregations. Special attention should be given 1o people of color and
newly arrived ethnic groups through on-campus college programs and weekend
retrreats at theological schools.

That there be earlier and more systemaitic use of vocational evaluations of ministe-
rial candidates by theological schools and the MFC, with attendant financial

support,

That there be "Middler Reviews” of the progress of ministerial candidates by panels
of faculty, intern supervisors, denominational representatives and srudent advo-

cates.

That there be increased education of congregations abour, and solicitation for,
scholarships for ministerial candidartes.

That the pool of qualified and trained internship supervisors and teaching church-
es be enlarged, along with means for monaitoring and supporting them by the
theological schools, the UUA, the UUMA and the congregations themselves.

Credentialing

That the MFC be enlarged from 11 members (seven clergy and four laity) 1o 14
members (seven cach clergy and laity), with one of the clergy being a communiry
minister. The MFC should then have the option of acting through rwo panels (in
addition to acting as a whole), allowing it to: prepare for and see candidates
longer, handle internal marters without having to put off candidates, begin disci-
plinary discussions and investigations, do internal reviews and recommendations,
elc.

That there be a clearer and higher standard for fellowship status, setting forth the
needs and expectations of Unitarian Universalism and its societies, articulated in
consultation with the UUA Board, the UUMA, theological schools, and hearings at
General Assemblies.

That there be broader use of MFC Rule 23, by which the MFC reviews the situation
of ministers whose overall record indicates thar they should not be further recom-

mended for placement.
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Ordination

That an educational process be initiated to promote a clearer understanding of
ordination within our movement, with congregations encouraged 1o reclaim their

ceniral role.

That ordination should be in relationship with a congregation the minister pres-
ently serves, or will continue to serve in some capacity.

That ordination signify a calling to service yet to come, not a reward for service
rendered.

That in general only those in fellowship with the UUA be ordained.

Settlement for Corhmunity Ministers

That the Society for the Larger Ministry cultivate networks for community ministers
seeking settlement opportunities.

That at least one community minister be a member of the MFC and the UUMA
Executive Committee.

That the UUA provide swaff and resources for settlement services for community
ministers. These would include relationships with ecumenical and interfaith
organizations involved in specialized ministries.

That the Department of Ministry maintain a list of openings for specialized minis-
try; conduct training seminars on the development and funding of such ministry;
identify and publicize internships in specialized ministry settings; and educate
congregations in the various ways to include community ministry in congregational
life.

That district clusters, area councils and metro areas explore ways to support
community ministry through their structures.

That recommendations I-1II of the UUA Task Force on Ministerial Settlement be
implemented: () creating a Department of Ministry Advisory Commirtec including
a community minister; (II) improving the Compuierized Profile System; and (III)
appointing a Transition Director whose services will be available to community

Ministers.
Evaluation and Support
That evaluation of ministers in Preliminary Fellowship also provide for evaluation

of the ministry site, and that evaluation also model expectations that should be
cultivated between all ministers and communities of service.




That the Mentor program be instituted, and its expectations made more clear. It
might be adapted to include features in the current Independent Study Program.

That evaluations by congregations, clergy peers and self reviews be designed and
promoted as instruments of growih and renewal, not of judgement.

Continuing Education

That both clergy and laity need to be educated about the mutual advantages of
continuing education so that ministers and their communities of services both

plan for ir.

That there be more variety in meeting continuing educational needs of ministers
through CENTER, theological schools, and other agencies, and that resources be
atlocated o make this possible. -

That a more deliberate process of preparing for and returning from sabbaticals be
developed, perhaps through CENTER.

Thar up-to-date advanced degree options be available for those considering them,
through the UUA or CENTER.

Thar Starr King should develop a posi-M.Div. program comparable w0 the Mead-
ville/Lombard D.Min. and the Harvard Th.M. :

Retirement

That preparartion for retirement begin in early stages of a ministerial carecr.

That congregations be assessed annually, per capita, to provide funds for seminar
students and those with post-graduate debt. :

That congregations be given clear information and guidance about compensation
and benefits, inciuding recommended levels and how to structure salary and
benefits as part of a church budget.

That the Council and Office of Church Staff Finances give training in financial
planning to all current and preparing ministers.

That congregations, districts and UUA commitiees, affiiates and others scek out
retired ministers as sources of expertise, advice and assistance.

That the JUA prov*idl'e pre-retirement planning for ministers and their families five
years priof to expected retirement.
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Congregations

That congregarions see themselves as preparatory schools for the ministry, and
encourage those with potential.

That they see themselves as sponsors and teachers of the ministry, recommending
people 1o theological school, providing personal and financial support, and
becoming a home to interns and field students.

That congregatjons reclaim their central role in ordination and respect it as:
A sign of calling and covenant
A challenge, not a reward
Extended to someone serving them both now and later
To those in fellowship with the TUUA

That they realize their potential interest in community ministry, and consider
closer links with sites for community ministries.’

That they encourage regular evaluation of their ministers and of the church by its
ministers, and act upon areas needful of change.

That they become expert in the matter of clergy compensation, and realize that
quality and dependability in the ministry require regular attention to salary and
benefits offered to the minister.

Thar they encourage a state of partnership with the professional ministry, seeing
that the responsibility for religious well-being rests equally on lay and professional
shoulders.




Appendix A

Consultations on Ministry
for persons considering the Unitarian Universalist ministry

A draft proposal by the Rev. John A. Buehrens, Co-Minister
The Unitarian Church of All Souls, New York City

In many other denominations it has long been the practice to offer people seriously interested
in ministry, including those already enrolled in seminary or contemplating transfer from
another religious body, an invitation to 2 regional weekend retreat. The purpose is consulta-
tive. In the Episcopal Church, for example, the so-called Bishops’ Consuitations on Ministry
(BCOM) weckends are inter-diocesan (regional) in character. They are stafted by five or six
interviewers, some of whom also do brief presentations. The purpose is at least tive-fold:

to provide potential ministers with early practical information about ministry, the
standards used to guide professional formation, and process of gaining denomina-
tional approval;

to provide a candidare, his/her seminary (if any), and orhers involved with his/her
professional formation a multi-perspectival view of how that person’s background,
aspirations, and strengths may fit with the demands of professional ministry, and
what weaknesses and issues may need particular attention if that professional
formarion is 1o be optimal,

without making a final determinarion of a candidate’s ultimate fitness for ministry,
to provide a report {not unlike a CPE or internship report) to those who must
eventually make that decision, thus rclieving them of at least some of the pressure
that goes with seeing candidates only lare in seminary, when much effort and
money has already been expended;

to help recruit and encourage the best possible candidates and to discourage (or
guide into forms of lay ministry) those least suited;

to help conserve scarce denominational scholarship resources, only making grants
1o those who have "passed” a consultation weekend.

Adapted to the UUA, such weekends would be sponsorcd most appropriatcly by the Depart-
ment of Ministry and the Committee on Ministerial Fellowship.  Three 1o five regional
weekends held yearly might involve roughly 20 candidates each. Participants would be
required to pay a fee covering at jeast a substantial portion of their expenses and to submit
some materials in advance; a biographical sheet, an essay, and academic transcripts.

(I might note that in the Episcopal Church, candidates are asked to bring their spouses/part-
ners, if any - which is how I experienced such a weekend. My wife is ordained in thar
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church. For a variety of reasons, including economics and logistics, that may be difficult for
us, at least initially. I would propose, however, that we atempt to move in that direction if
experience warrants it)

The staffing for us might consist of six people: the Direcror of Ministerial Education; a 11
theological educator (preferably from another region); a member of the MFEC; and three other
experienced discerning interviewers -- a parish minister, a lay person, and a religious educator
or district executive. (These categories are not meant to be strict, but to indicate an appropri-
ate range of perspectives to be sought.)

Strong emphasis would be placed on affirmative action in recruitment, perhaps with special
funds available to subsidize minority prospects for ministry at such weekends.

A typical weekend would begin Friday evening, with a socizl hour, dinner, an opening service,
a presentation by the Dircctor, introdudtions, and further social time.  Sarurday would begin
with round-robin sharing on some planned themes, a brief presentation by the MFC members,
and morning and afternoon rounds of individual imerviews, plus some frec time. The
evening might be devoted to an open meeting, responding to various questions and issues
raised by participants. On Sunday, after an early service, interviews would continue before
lunch, with a wrap-up following. That afternoon and evening the staff would devote to
comparing notes and assigning the drafting of reports.

Reports would go to the candidate and to 25 Bcacon. The candidate would be free to share
his/her feedback report with anyone -- ministers, seminary teachers, or others - and 1o file a
responsc.

Reports from the weekend would not pre-determine anything, but merely replace the present
interview report by an individual minister as the basic way of getting "registered” with the De-
partment of Ministry. They would, however, be more useful, multi-perspectival, and objective.
Therefore denominational scholarship funds would normally be awarded only 1o those who
have successfully completed one year of seminary and who have been encouraged by such a
consultation to pursue professional ministry. Those who have been discouraged would still
be frec to see the MFC, but appointments with the MFC would normaily go only to those who
have been through such a weekend.

In the course of such weekends, it would be made clear that each candidate before the MFC is
expected to be an active member of a Unitarian Universalist congregation, normally for at least
a year; that students and other applicants are encouraged 1o have a UU minister in fellowship
who actively sponsors their candidacy; and thar they are urged 1o apply 1o be student mem-
bers of the UUMA and 1o participate in area ministerial gatherings.

This approach will thus provide some of the advantages of an "in care” system without any real
change or disruption 10 our established procedures and cherished traditions. The MFC, I
believe, will be aided - not further burdened - in this rather awesome task. There should be
fewer instances of someone being surprised at heing turned down, or (worse) reluctantly
accepted only because three or four years of time and money have already been expended.
There will be a place for ministers to send the good prospect to be encouraged and the
unlikely or weak prospect to get a dose of reality, without alone having to take the rap for
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encouraging or discouraging 2 parishioner or other applicant. The Director of Ministerial
Education will have a more structured way of meeting, personally, nearly every student and
applicant. The rights of the seminarics will be protecied and their important responsibilities
assisted. They will be free -to continue to make their own decisions about admission and
curriculum, and to see their mission of theological education broadly. (God knows we will
continue to need theologically educared lay people, plus others trained for innovative
ministries that may never fit supervisable requirements for preliminary fellowship under our
polity.) Seminaries will be assisted, at least for those students who are seeking fellowship,
with some outside support in pointing out to a student the need to artend to this or that issue
of personal development or professional formation. The rights of individuals to study, and 10
discern the true shape of their vocation, and of congregations 10 call and to ordain, regardless
of consulrative encouragement or discouragement, will also be protected.

"Consultations on Ministry" are also fully compatible with another reform that 1 understand
the MFC is contemplating, and which 1 wholcheartedly support -- namcly requiring that cach
person accepied for preliminary ministerial fellowship designate a "mentor” in final fellowship,
who will submit a report annually (along with the minister’s board chair and commitiee on
ministry chair) related w0 the novice minister's progress and advancement toward final

fellowship.

The present rate of failure in the first five years of ministry is, in my observation, far too high.
It is expensive to our churches institutionally and 10 our new ministers personally. We must
do a better job and more realistic job of recruiting the able, screening out the unsuited,
guiding training, counselling placement, and of supporting those whom we do place. Before 1
launch into an essay on continuing education, however, let me say simply rhat your support
for this proposal, and your commenis, pro or con, will be welcomed by

'The Rev. John A. Buchrens
The Unirarian Church of All Souls
1157 Lexington Ave.

New York, NY 10021
(212) 535-5530
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Appendix B

The Credentialing and Ordaining of Ministers
in the Unitarian and Universalist Traditions:
The Historical Background

Charles A. Howe
Commission on Appraisal
November, 1989

When the American Unitarian Association and the Universalist Church of Amcerica merged in
1961 to form the Unitarian Universalist® Association, the merger brought together two quite
different traditions with respect 1o the credentialing and ordination of ministers. Whereas
Unitarianism emerged from the standing order of New England Congregational churches and
hence continued existing practices, Universalism originated as a grass roots movement that
had to evolve its own practices. When William Ellery Channing entered the ministry in 1803
after completing the divinity course at Harvard, he was ordained by the Federal Street Church
in Boston in 2 service that followed a well-established pattern thar included sermon, prayer of
consecration, charge, and the giving of the right hand of fellowship. Previously he had
appeared before the Cambridge Association of ministers, presented a sermon, and received a

license 1o preach.’

By contrast, when the Jargely self-educated Hosea Ballou atended the General Convention of
tniversalists at Oxford, Massachusetts in 1794 (one of the carliest of such meetings), he found
himself unexpectedly ordained in a quite different way. Elhanan Winchester, on reaching the
climax of his sermon, suddenly pressed a Bible against the surprised Ballou’s chest and
ordered him to be charged on the spot.” Later, in 1803. to make sure that the legality of the
weddings at which he officiated would not be challenged, Ballou was re-ordained by the
General Convention in a more formal manner. ECarlier, John Murray had had his right to
perform marriage ceremonics challenged in the courts on the grounds that he had never been
ordained. Murray successfully argued that his clection as minister of the Universalist congre-
gation in Gloucester had in effect constituted ordination and thus legitimized his standing, but
10 be on the safe side the Gloucester congregation rencwed his election and ordination in 2
cercmony in 1788, eighteen full years after he had begun his preaching activities in America.’
In the Unitarian tradition, recognition of the local church as having ihe sole authority for
ordaining remained unchanged. Credentialing, though not invariably practiced, remained for
many vears the function of local ministerial associations.” In 1880, however, the Narional
Conference of Unitarian and Other Christian Churches established a Committee 0N Fellow-
ship, responsible for ruling on the fitness of persons to serve as Unitarian ministers.’ When,
in the 1920s, the General Conference (successor 1o the National Conference) was integl‘awd
into the American Unitarian Association, the Committee continued under the auspices of the
AUA., with a probationary period instituted before full fellowship was authorized.” Dan
Fenn, writing in 1934 for the Commission of Appraisal’s report, "Unitarians Face 2 New AgE
described the function of the Fellowship Committee as follows:
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| TThe Committee has three separate but allied functions:

1) The admission of men to the Fellowship of Unitarian ministers; 2) The removal
of men from our Fellowship for any of the following reasons: a) death, b) volun-
tary withdrawal, ¢} accepting pastorates in other denominations, dy men whose
whereabouts have been lost for two years, €) acceptance of positions in secular
pursuits, f) those dismissed from any of our churches on moral grounds; 3) The
investigation of societies before accepting their contributions as a basis of member-
ship in the American Unitarian Association.”

Lvidently the process of fellowship for the Unitarian ministry was far less rigorous prior to
merger than it is today. Graduation from a Unitarian-related seminary was virrually all dhat
was required, with the review almost entirely restricted to those secking to transfer in from
other denominations. The Commirtec stayed in touch with seminaries to make sure that the
students 1ook the necessary courses and did appropriate fieldwork, rrusting the judgement of
the seminaries as to the fitness of their students for the ministry. The seminaries, for their
part, scldom let students continue bevond the second year if they thought them lacking in

potential ®

Like John Murray, the carly Universalist ministers were not concerned with ecclesiastical
formalities like ordination, and it was only after legal questions were raised about their status
that they recognized the need to be ordained. As in Hosea Ballou’s case, and in contrast to
Unitarian practice, their ordination was generally bestowed not by local churches, but rather
by regional or state conventions and area associations. While local Universalist societies, like
the one in Gloucester, originally claimed and sometimes exercised the power of ordination,"
they soon relinquished this funcrion to the associations and conventions. This transfer of
authority was prompted largely by the need for legitimization, with the larger bodies seen as
having greater status in the cycs of the courts.

In addition o ordaining ministers, the conventions and associations also granted fellowship 1o
lay people, giving them licenses to preach and conduct religious services, but without the
right 1o administer the two ordinances recognized by most Universalists: baptism and commu-
nion.! In some instances such licenses also granted the right to officiate at marriage cere-

monies.'?

When, in an auempt 10 bring more coherence the growing Universalist movement, the
General Convention was organized in 1833, it 100, claimed the authority 1o ordain and grant
fellowship, but it soon relinquished this right, leaving these functions to the state conventions
and their member associarions.™

Credendaling, ticensing and ordaining were very closely linked in the Universalist tradition. A
candidate for license as a lay preacher or ordination as 2 minister would appear before a com-
mittee of the convention or association and be cxamined for fitness.  If the candidate was
approved, the committee would then authorize the convention or association 10 proceed with
licensing or ordaining. Sucli commitiees also had the authority to recommend disciplinary
action or removal from fellowship.

The credentialing process was never centralized for the Universalists as it was for the Unitari-
ans. In time, with the gradual loss of influence of the associations, the credentialing authoriry
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was vested in the state conventions, each of which had its own fellowship committee. If 4
minister or lay preacher moved from one state convention to another, jurisdiction over his or
her fellowship was transferred. I the move was to a location where no state convention
existed, fellowship was transferred to the Central Fellowship Committee, which also oversaw
the fellowship of ministers serving as denominational officers or military chaplains. By 1961,
when the merger of the American Unitarian Association and the Universalist Church of
America (successor 10 the General Convention) was finally effected, the Universalist fellowship
committees were carrving out the following functions:

Authorizing ordinations (generally conferred by the appropriate superintendent),
granting a variety of licenses (probationary licenses, lay licenses 10 preach, and
licenses looking forward to ordination, secmetimes with permission to perform the
Christian ordinances); granting reciprocal fellowship with other denominations
(usually with the AUA); and removing from fellowship in cases of resignation,
inactivity or (rarcly) moral misconduct.™

As with the Unitarian process, Universalist credentialing prior to merger was far less rigorous
than it is at present. Mosi of the candidates were well known in the state conventions in
which they sought [ellowship, many having grown up in a4 local church with which they
continued 1o be connected. With a fellowship committee’s responsibility confined to its
convention, there was seldom any heavy press of work. Examination of candidates was for the

most part informal and non-threatening.

In summary, there was a clear distinction between Unitarian and Universalist practices with

respect to ordination prior to merger. For Unitarians, this was a function of local societies;

for Universalists, a function of statc conventions (and, carlicr, arca associations}y. With rcspect

v credentialing there were also imponant differences, the Unitarian system being more

centralized, the Universalist more closely linked to ordination (and licensing). Nevertheless,

they shared a common characteristic: both were quite informal and relied largely on personal .
knowledge of the candidates, whether that of the committee members themselves or of others

whose judgement they trusted.

At the time of merger the Unirarian practices with respect 1o ordination and credentialing
were by and large adopted for the new denomination. The Constitution and Bylaws of the
Unitarian Universalist Association, ratified in 1961, affirmed "thai member churches alone have
the right 1w call and ordain ministers” and that “the Association aione shall have the right to
grant Ministerial Fellowship with the Association"’® Consistent with the latter, a single
ministerial fellowship committee was established.”

In the twenty-eight years of its existence, the UUA Ministerial Fellowship Commirtee has
adopred increasingly rigorcus requirements: in-person psychological interviews, clinical
pastoral cducation, supcrvised internships, a "grid” of required arcas of competence, and a t¢n
minute sermon dedivered o #he commitiee (shades of the Cambridge Association of 18031).
Over the years the committce has struggled with the question of whether 1o grant fellowship
for categories other than the parish ministry. In the late 1960s, and early 1970s, the commit-
tee experimented with fellowship for specialized ministries such as counseling, teaching and
"troubadoring”. Eventually the experiment was discontinued, the committee concluding that it
lacked criteria for making the necessary judgements. In 1980, as the result of increasing
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pressure from those following professional careers as religious educators, the committee
began granting fellowship to ministers of religious education (as distinct from parish minis-
ters).® At present, an increasing aumber of community ministers, most of them members of
the recently-organized Society of the Larger Ministry, are urging that fellowship procedures be
established tor them, as well.”

In recent years, the number of candidatcs for fcllowship as parish ministers and ministers of
religious education has inereased dramatically, resulting in long waiting periods for the
candidates and an exuwemely heavy work load for the commiuee. This, coupled with the
increasing pressure to admit community ministers (o tellowship, has made it clear that a
thorough re-evaluation of the denomination’s credentialing process is nOw necessary.®
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The licensing of lay preachers was prompted by the large number of lay preachers in the
nineteenth century who identified themselves as Universalists but had no denomi-
national affiliation. Through licensing, the conventions and associations were able 1o
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the Ohio-Meadville District of the UUA sponsored a program whereby it trained and
accredited lay leaders 1o conduct worship services and preach.
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The Ministerial Fellowship Committe¢ CONSIsts of eleven members plus a non-voting
Executive Secretary. Four members are lay persons; two arc UUA Board members. Of
the seven ministers who are members, onc must he a minister of religious education.
Except for one minister appointed by the Unitarian Universalist Ministers Association,
the members arc appointed by the UDA Board of Trustees (Bylaw VII: 7.6). While in the
early years of both movements credentialing was done by bodies of ministers, the
practice of having lay members on fellowship commirtees was well established in both
denominations prior to merger. At one rime the committee was assisted by regional
sub-committees in the mid-West and on the Pacific coast. Tinal authority rested with the

main committec.

Prior to 1980, directors of religious education had been credentialed by the UUA
through a certification committee.

A new category of community minisry was estahlished in 1991, afier this article was
written, and fellowship procedures have been established.

Much of the information in the concluding two paragraphs was taken from letters 10
Sammons from Robert Doss, Leon Hopper, Joyce Smith and Roberta Nelson, all former
members of the Ministerial Fellowship Commirtee, in response to a request for infor-
mation in the spring of 1989.
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Appendix C
The UUMA Mentor Program

The UUMA Exec had been considering for several years the possibility of developing a
mentoring program, and when David Pohl told us last year that there was an alarmingly high
casualty rate among ministers in their first churches, the project ook on a note of urgency. At
our April meeting we voted for the program outlined here.

The First Steps
The Mentor Program will be administered for the UUMA by CENTER. The Continuing
Educartion Officer in each chaprer will serve as its Mentor Coordinator (MC). The MC wili firs
ask each chapter member to nominate 3 colleagues in the chapter for mentor positions.  Self-
nominations K.

Selecting Mentors

A Mentor Selection Commirttee (MSC) chaired by the MC, with the Chapter President and the
District Executive as addirional members, will then draw on the list of nominces to appoint a
panel of 3 10 7 mentors for their chaprer.

A name for the panel: "The Mentor Bench”.
The number of mentors on the Bench in each chapter will vary, depending upon how many
new ministers there are in it.  As of April, 1990, there were 162 ministers in Preliminary

Fellowship.

In the 23 UUA Districts, the range was 1 through 17. (CMW-17; MB-15; JP-12; PS-11; 10 each
in PNW, PC, PSW)

Mentors chosen (with their consent) will agree to make themselves available for consultation.
They will be asked to serve for a period of three years, and may be reappointed.

Naming New Mentors
Replacement (or additional) mentors may at any time be chosen by the MSC in each chaprer,
drawing on the list of nominees. This list may be updated at any time by having the MC invite
further nominations from all of the chapter’s members.
The Mentoring Relationship
Ministers granted Preliminary Fellowship by the UUA will have as a condition of their fellow-

ship making contact once a month during the period of their Preliminary Fellowship with any
member of the Mentor Bench in their chapter.
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The mentees will not be limited to a single mentor, but are encouraged to relate to any or all
on the Mentor’s Bench from time to time.

Mentors are required to respect the confidentiality and collegiality of the relationship in
accordance with UUMA Guidelines.

In Special Cases
If a minister should feel a neced for a mentor with a specific orientation, and no such mentor
is available on that chapter’'s Mentor Bench, the mentee is encouraged 1o choose a mentor

from another chaprer, in consultation with its Mentor Coordinator.

Keeping In Touch'

Near the start of each church vear, mentors and mentees in each chapter will meet together at
a central location (for a day or overnight), convened by the Mentor Coordinator. This will -
enable the mentors and mentees to become personally acquainted with each other, K

The expense of this meeting could be covered either by foundation grants, or, jointdy by the
UUUMA, the Department of Ministry, and the participants themselves, since 2ll have a vested
interest in the event.

Where distances prove to be an insurmountable obstacle, conference calls may be substituted
for the face-to-lace meetings.

In addition, all mentors are encouraged to exchange church newsletters with all mentecs as a
way of keeping in touch with each other’s professional life.

Keeping Track

The system can be monitored with a simple reporting procedure. Mentors will each have a
log sheet form (provided by the UUMA) on which to record the names of the ministers who
consulted them and the date. No reference to content, in order to maintain confidentiality.

At appropriate points in cach church year, the mentors will send copies of their log sheets 10
the Mentor Coordinator, who will integrate the information on them.

This will enable the Coordinator 1o ensure the Fellowship Committee at the time of annual
renewal of Preliminary Fellowship that the new minister has fultilled the mentoring requirc-

ment for the vear.

UTIMA
Tlex Crane
June 1990
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A MENTORING BRIEF
FROM THE
U.U.M.A. CENTER COMMITTEE

June 1991

Who must have a mentor?

All scttled minislers in preliminary
fellowshlp as of November 1990 are
required by the Ministerial Fellowship
Committee to have a mentor.

Who can be a mentor?

The only requirement to be a mentor Is
that the minister be In final fellowship--
although in the case of community-based
minisiers, this requirement may be
waived.

Whe selects a mentor?

The cholee of the mentor Is entirely up to
the person in preliminary fellowshlp or
the protege. He or she is free to plck any
minlster in Gnal lellowshlp.

What are the minimum requirements
| for a mentor relationship?

* The mentor and protege must discuss
matlers of professional concern at least
once a month for a kalf hour.

* When at all practcal, the mentor and
protege should meet In person.

¢ The protege must share with the mentor
all completed forms for renewal of
prellminary fellowship.

Must the mentor and protege be in the
same district or chapter?

No. The Fellowshlp Cemmitiee merely
recommends that the menter or protege
be in the same geographic area, since
personal contact rather than telephone
conversations Is preferred.

What happens {f the mentor
relationship proves unsatisfactory to
either the protege or mentor?

The mentor and the protege are nat
required to malntain the relationship. The
prolege may make arrangements for
ancther mentor,

Can the mentor be called upon by the
Fellowship Commlittee to share
infarmation about the protege?

No. The mentor relationship Is private
and confldential.

T used to think I could teach young people the whole of
life, but I know better now. and all my teaching has come
down to this: beware of muddle....Though life is very
glorious, it is difficult....We pick up the use of our functions
as we go along.”

E.M. Forster

A Room With a View, adapted

What is a Mentor?

A mentor Is an advisor. A mentor Is a person of greater
experience who provides guldance and support in a varlety
of ways by being a role model. a teacher, a coach, a sponsor,
and a confidante.

A mentor relatfonship is often hard to define, but easy to
recognize. Mentoring can involve deep personal Interest in
another person, or a more strictly professional interest.

Whatever form mentoring takes, research in the fields of
business, nursing, and teaching Indicates that those
professionals who had a mentor during their career were
more successful than their counterparts who did not. It
stands to reason that the same would be true in the
ministry.

The term “mentor” comes from Greek mythology. In
Homer's Odyssey, Ulysses entrusted the care of his son.
Telemachus, to his friend, Mentor, while he traveled the
world during a ten-year odyssey. It is interesting to note
that Mentor was actually a guise for Athena, the goddess of
war and wisdom. Athena. In the form of Mentor, became
Telemachus' trusted counselor and guide who prepared
him for the adult world. Mentor was a combination of
parent, teacher, and frend to Telemachus.

The etymological meaning of the term “mentor” comes
from the root “men” which means to remember. think, and
counsel. Examples of mentor relationships abound in
literature and history. In the Bible, there are Moses and
Joshua, Elijah and Elisha. We think of the medieval guild
system with i{ts apprentices, journeymen, and masters--
ranks which led to expertise. In religlous history, Gregory
Buenzil was mentor to Ulrich Zwingli, and Cordier was to
Calvin.

For additional (nformation and catalogue, contact TMI,

The Mentoring Institute, 675 Inglewood Avenue, West

Vancouver, BC, Canada V7T 1X4, (604) 925-1124. See also

the International Journal of Mentoring published by TMI.
105



The Mentoring Relationship

Mentor relationships involve varying degrees
of ‘'mutuality, For example, there Is the
traditional mentor or "elder,” as well as the
step-ahead mentor or “older sib.” Whatever
the model of mentoring. the relationship
should be mutually beneficial. and should
contribute to the growth, competence, and
ellectiveness of both ministers.

Mentoring can be extremely rewarding for
both the mentor and the protege. but there
are some negative consequences. It is tme
" consuming, and can Involve a high degree of
emotional involvement. In addition, the
relationship may not work. There may be
feelings of competition between the mentor
and the protege. The mentor may "become
threatened by the protege’s successes. and
be unable to tolerate the development of the
protege into a colleague.

Studies show that effective mentors are
experienced colleagues who are secure,
ronfident individuals willing to share both
their successes and their failures. If you are
looking for a mentor, notice whom among
your colleagues you admire, whom you would
care to be like. and who has expressed an
interest in you. Also consider who will push
you in your own growth.

A mentor relationship s Jjust that--a

relationship. It is not merely a transfer of
information, instructions, or advice. In a
strong mentor relationship, the mentor
comes to have a personal stake in the
protege, and takes pride in the protege’s
progress. The mentor also provides moral
support, especlally in times of stress.

Establish clear expectations. Develop a
contract as to when you will meet, where, and
for how long. '

Exchange pulplts, newsletters, copies of
sermons, annual reports, materials you are
working on.

Share Information about books, perlodicals,
conferences, continuing educatlonal
opportunities.

When the tlme comes. establish closure.
Discuss the value of the relatfonship, how it
has changed, and how It will be different
without a formal mentor-protege description.

Ideally, a protege sees onesell as both a wide-
eyed beginner and as a potential equal. To ™
strike this tricky balance, the protege .
shouldn't be afraid to ask questions, no - .
matter how ignorant those questions may -
seem. Proteges should also ask themselves,
“What can I give this person? What could -
she or he need that 1 have?” A protege.
might recommend readings on a particular
toplc, or even a source for children’s storles -

to use in worship.

Ideally, the mentor sees this relationshipas a
form of mindstry in which he or she cares for
and assists another professional in their
Journiey, and. in the process, s also changed.
Effective mentors avold being instructional, -
and know that they are transitional figures

for the protege.

Mentors In the business world help proteges |

and the dynamics of the denomination.

carn the values, customs, rescurces, and people in
With this knowledge, the protege learns the subtleties of the organization beyond the policy and

Similarly. the minister as mentor can point out the traditions within chapters, the idlosyncracies of ch

the organlzatlon.
procedural manuak

urch Life,

The Business Mentor Model
Step One Find out where the protege Is starting from. Explore the protege’s experience and perception of his -
or her own needs.

Step Two Together, determine what the protege needs to know. Discuss what skills are strong, where the gaps
are, and what skills need to be developed. ¥
b
Step Three Discuss strategles for sell-improvement. The mentor's Job is then to hold the protege accountable to | &
his or her best learning Interests. b B
__.—-—-"‘"-_._ 3
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Appendix D
The CENTER Program

The heart of dur Commission's report is the establishment of an
ongoing program for Continuing Educatilon in the UUMA.

We propose that the UUMA By-laws be amended to establish a new standing
committee on Continuing Education, to be knowm as the "CENTER" Commit-
tee (for "Continuing Education Network for Training, Enrichment and
Renewal”),

* We see the CENTER Program organized around six major functions
as the Assoclation increases its commitment to this vital area of
professional life:

1) Identifying and articulating the role and function of
Continuing Education in our ministerial life. In part,
this is an honoring of our Unitarian Universalist tradition
of the "learned ministry", though we are clear that Continuing
Education, by definition, includes much more than formal
scholarship. We understand our tradition as a fundamental
compitment to the highest standards of ministerial practice,
with an implicit dedicatien to life-long learning. Ome
primary function of the CENTER Program, therefore, 13 to
keep before us and our congregations the importance of
an intentional commitment to Continuing Education. Because
our Assoclation i3 relatively late in coming to emphasize
this aspect of professionalism, we feel there is much
"sonsciousness-raising’ to be done, among ourselves and
among the churches we serve, as to what quality Continuing
Education does and does not properly include.

3 2) Strengthening collegiality in a changing profession. The
expectations and realities of profeasional miniscry are

_ : more fluid today than ever. Moving our profession toward

1 a more interdependent style, with greater emphasis on self-
care and mutual support, is definitely one goal of our
proposed Continuing Education network.

3) Assisting and encouraging ministers to take responsibility
for their own personal Continuing Education programs.
Through the training and establishment of Continuing Edu-
cation representatives in every UUMA chapter, the CENTER

1 network will assist individual ministers in designing

Continuing Education programs to fit their needs. Individ-
ual needs vary. WNot only will CENTER serve parish ministers
and Ministers of Religious Educationm, but alsc students
about to enter the profession, retired ministers with

their special concerns and those in non-parish ministry.

[

4) Serviné as a "Resource Center/Clearing House™ for Contin-
ving Fducation in ministry. There is a vast amount of
materials and interdenominational resources on Continuing
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The CENTER Program
Page Tweo

Education in ministry. Making these resources (and evaluation
of them) known and avallable to our membership, netwerking with
Continuing Education efferts in other denominations and with
multi~denominational sources such as Alban Institute, SACEM,
ece. will be an important function of the CENTER Program,
Encouraging our own denominational resources and addressing
those Continuing Educational needs that are special to
Unitarian Universalist ministry is also CENTER's concern.

5) Designing and implementing Continuing Education programs.

In dialogue with our UUA Department of Ministry and our theo-
logical sachools and with all other pertinent sources, CENTER
will work to develop models of Continuing Education programs
across a range of ministerial career stages and styles. The
Continuing Education representatives will carry on in-depth
and on-going needs assessments in their chapters oo the basis
of which these programs will be designed,

6) Seeking funding resources for Continuing Education pregrams
and projects. CENTER will be active in seeking grants and
other funding resources for Continuing Educational efforts
for members of the Assoclation. There are already before
the UUA Grants Panel two proposals from the Commission for
pilot Continuing Education programs. CENTER will develop
some guidelines for provision for Continuing Education funds
in ministerial contracts. In general, responsibility for
Continuing Education efforts, including funding, lies with
the individual, but where programs can be facilitated or
subsidized by additional resources, CENTER will seek such

funding.

6-4/85
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