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l. Introduction

“There is a time for everything, and a season ¥@rgactivity under heaven...”
(Ecclesiastes 3:1)

The natural cycle of life is one of seasons, seasbsowing and reaping, of flowing
and ebbing, of maturing and rebirth. Indeed, taévdtion of the word season comes
from the Latin word for “sow”.

Like all successful and enduring institutions, HaazlcChurch has experienced many
seasons in its life, each one delineated by a ¢ihteansition. Hancock is in the
midst of one of those transition times, markecdis tase by the recent retirement of
two long-tenured ministers, as well as by a lagésahip transition, the passing on of
Hancock’s stewardship to the “next generationteimembers.

Periodic self-examination is a healthy and necggsart of life; this practice takes on
added relevance in times of transition. In thedaP006 outgoing Moderator
Nariman Behravesh recommended that the church engabis self-reflection
process. Soon after, the Planning Committee wasdd.

In a sense, this planning process really got & giuring the Listening Campaign.
Through this campaign, the yearnings and persasi@ns of Hancock’s members
were wonderfully and powerfully articulated. Theegly personal portrait of our
community that emerged became the foundation oplduening process. With the
benefit of this head start, the planning team @at@in earnest in January, 2007.
This report is the culmination of the marvelousrja@y that ensued.

A natural question: where to from here? Standiogh@ittee will use this document
as a guide and as a benchmarking tool for the wbtlke church. It would be
unrealistic to think that every recommendation Wwélimplemented as described—
circumstances change, new facts reveal themseludsdeas evolve. The financial
estimates we present are indicative and all expearedi will be subject to Hancock’s
customary budget process. Our physical plant wilthe subject of its own in-depth
study and funding. We do hope, however, that tre gision we present fdrowwe
are a church together is actively pursued.

In closing, it has been a privilege to lead thisgeiss. Our sense of pride and hope
for the future of this congregation couldn’t beaes, nor could we be more excited
about calling Hancock Church our spiritual home.

Respectfully submitted,
The Planning Committee

Congregational Care:Carol Bukys, Poppy Coffin, Connie Devereux, Latiyk
Learning: Dave Cushing, Connie Gregg, Andy McClaine
Music & the Arts: Carol Counihan, Martha Groves, Cheryl Kraley, Mikmley, Nate Martin
Physical Plant: Bill Erickson, Dean Rutila
Service: Charlotte Dougherty, Faith Fenske, Amy Swansonetl&/oit
Stewardship & Endowment: Al Bukys, Dick Dougherty, Larry Link
Worship: Bill Erickson, Martha Groves
Advisors: John Campbell, Ellis Johnson, John Foster, Rol@idnmarino,
Susan Rockwell, Dana Allen Walsh
Special thanks to: Jim Messenger and Sam Altschuler



Il. Planning Process Objectives

“Planning is a structured conversation about whgrtoaip of people believe God calls
them to be or do. The goal of the planning proée$s structure the conversation people
need in order to shape agreement and enthusiaguordoe what they believe God calls
them to be or do?”

Our charge was clear: to create a vision and afplaour future by:

« Building on the work of the Listening Campaign by talkinghamembers to
discover their deepest yearnings in all importaeasa of our church’s life.

« DiscerningHancock’s timeless values and key strengths.

« Studyingand incorporatingecent writings on congregational fulfilment and
vitality.

» Synthesizingand_prioritizingthe resulting ideas and action recommendatioms int
a coherent plan.

The overarching goal is to rediscover God’s purposor us as a family of faith.

The plan itself is meant to describe in some detailchurch’s calling in each significant
area of our life together, state our goals in treveas for the foreseeable future, and
identify both the contextual changes and the ressuthat will be required to achieve
them. More specifically, we sought to capture artnd the renewed sense of spiritual
purpose that the Listening Campaign has infusediand help guide Hancock as it
navigates its leadership transition.

Here are a few examples of the kinds of questiomfave tried to answer through this
process:

* How can we better meet the needs of young famipi@sents and children alike?
* What would it take to revitalize the youth musiogram?

* How can we make the music in our Sunday service® mccessible and
meaningful to more of the congregation?

* What kind of support system will help ensure thatawe properly caring for one
another, whether we are in need or simply tryinfirtd our place at Hancock?

» How can we better engage the Hancock communityireach opportunities that
deepen relationships among ourselves and with tesserve, while providing
meaningful spiritual growth?

* What are the best ways to provide youth-orientetship opportunities?
* In what ways do we think our church facilities dzeiter reflect our identity?

! Gil Rendle and Alice ManrHoly Conversations: Strategic Planning as a SpaitBractice for
CongregationgHerndon, Virginia: The Alban Institute)



Il. Findings and Recommendations

We invested much of our time into building the “fmlation” of this plan, i.e. making
sure that we understood Hancock’s culture, valaled,desires to the best of our ability.
This was an extremely rewarding part of the processart because it genuinely
enhanced our sense of purpose and reaffirmed teereasons why we choose to
associate as a faith community. This investmesd alade the rest of the process more
fluid and more coherent. By having a surer sefisehere we came from and who we
are today, it became much easier to define a visioaur future.

a. Pillars

The first category of our findings is what camdé&known as “pillars”. These pillars
can be loosely defined as those attributes thait lreeart of Hancock’s identity. Some of
these attributes are common to all faith commusidied some are not. Collectively,
however, in both their identity and their relatingportance, they define Hancock as a
unique family of God with our own special purpose.

Community: Loving, Caring, Welcoming

Worship: Seeking, Praising

Learning: Growing, Equipping, Connecting

Service:Doing Justice, Helping Others

Appropriately, these themes underlie our visionHancock and permeate this plan.
b. Values

While our identity and our values are tightly litkehey are not the same thing. If our
identity describesvhowe are, our values describewandwhywe are. The values
identified below were developed over the early rerdf the planning process. Like the
pillars identified above, these values became sergml ingredient in the vision and
planning process:

Love: Love lies at the heart of all we do.

Justice: Works are an essential part of our faith

Spiritual Transformation: We seek to grow and transform our spirits, esplgcia
through worship, learning, and service.

Community: To be a vital family of faith, we must activelyoect with and care for
each other

c. Yearnings

Yearnings are another important aspect of ourfigsli Through this process and more
importantly the Listening Campaign that preceded#& have also learned a lot about
specific yearnings of our congregation.

Not unlike our values, there was remarkable coescst across members of the
congregation about what we want to get out of @ass@nal investments in the Hancock



community. Also importantly, much of what we heattbut our members’ yearnings
was consistent with what we read in the literatetated to the need for mainline
Christian churches to adapt to changing sociedls@ithout compromising our values.

The key yearnings that the discernment processaledare:

* A deeper, more meaningful sense of community andiahgare.

» More varied and fulfilling worship experiences.

« Regular engagement in Christian and related legrnin

» More personally meaningful involvement in outreach.

» More active engagement of our Covenant of Welcome.

« Better identification of what makes our communityfaith unique and special
(Hancock’s “brand”).

» Wider sharing of our identity with the world.

d. Topic Team Findings and Recommendations

This section contains summaries of our recommeniisiin each of the principal topic
areas:

Ministries
Worship
Music & the Arts
Congregational Care
Learning
Service

Foundations
Physical Plant
Stewardship & Endowment

The goals and action steps contained in these sussyae in many respects the “guts”
of this plan. They are where theory meets praetic®they are the most visible
manifestation of our identity and our values. #setgoes on, they are also the obvious
place to look for “metrics” of whether or not weeaucceeding in implementing this plan.

We take this characterization one step furtheagotsat our success in accomplishing
these action recommendations will primarily beféeotion of how well we are doing at
building community, at keeping love at our cengtractively engaging our spiritual
development, and at accompanying our faith withksor

These action recommendations are also the sourmestfof the plan’s resource
requirements. These requirements, in the fornddit@nal money, pastoral resources,
number of volunteers, and volunteer hours, araige in each summary. In Section VI,
“Tying It All Together: Resource Analysis”, the indlual estimates are aggregated and
presented in their totality.



WORSHIP

Key idea
Worship is the most important expression of oerd a family of faith and must nourish

our spirits.

Goals (Worship Planning & Space)

» Plan thematic “seasons” throughout the church yeat,shorten the planning
horizon to allow for more flexibility.

« Work for better balance among nourishing heart/sanld in worship service.

« Establish a Worship Team to support and act astsogioard for clergy and
others involved in planning of services. The teaitha@nsist of Clergy, Deacons,
Music, Service, Learning, and HYG officers.

« Give the sanctuary a facelift.

Goals (Worship Service Form & Content)
« Allow for more variation within a core worship sexs framework for the Sunday
morning service.
« Consider accessibility of hymns sung by the congfieg when selecting them.
« Introduce more alternative worship times/forms.
« Increase “touch”: greeting before service, conmgctiuring service, signing in,
lay participation, fellowship after the service.

Action Steps
« Additional thematic “seasons” might be theologigddhsed or relate to the

unique life of Hancock Church (e.g., Faith PromMession). Integrate elements
of worship around thematic “seasons,” and cooréimath other ministries of the
church (e.g., learning, service).

« Have more sermons that address contemporary, sae@fant issues.

« Enhance worship experience with more contemplaiements, providing quiet
opportunities to “listen” to the spirit.

+ Institute regular meetings of the Worship Teamlémgor worship. The goal is to
create greater continuity in the content of word@pvices, as well as other
aspects of church life.

» Clean, paint, and “refresh” Sanctuary and Nartloelxet more warm and
welcoming.

« Conduct monthly “family” services at non-traditidnianes; “Worship another
Way” in conjunction with Confirmation Class and HY6& Sunday evenings;
Integrated Worship-Learning-Music and The Arts gmy.



MUSIC & THE ARTS

Key Idea
Music & The Arts have the power to transform us haldl a cherished place in

Hancock’s life.

Goals

Increase resources to support choir, youth, insgniad, and performing arts
programs.

Establish a “full-scale” Music and the Arts Commét

Broaden the diversity of the music to make it botbre accessible and appealing
to a greater number of segments of the congregation

Action Steps

Add staff to the Music & The Arts program with tgeal of getting back to the
staffing level in the 90s when the music staff wasposed of 4 professionals.
Staff should have different and complementary skdlmeet the diverse needs of
the program (organ, choir, instruments, bells,drkei, dance, drama, visual arts).
Music and the Arts Committee would seek to turraglfor artistic expression
into meaningful contributions for worship, commuymniearning, and outreach. It
would also serve as a resource for the music staf$sessing new ideas and
implementing programs. Many ideas have emergedabatan pass on to the
Music Committee as suggestions for achieving gdaisexample:

« Have more opportunities for congregational partitign so that the
congregation feels more engaged and is activelycpaating in the
worship experience.

» Seek to build new musical groups by creating sepafzoirs that
specialize in other musical genres rather thamgstkie chancel choir to
perform styles with which they are uncomfortable.

» Encourage and support the musical and artisticpg oo take their talents
to shut-ins, nursing homes, and retirement comnasés a form of
pastoral care to our members and their families.

» Look for opportunities to weave music into otheudh activities and
groups, such as youth group meetings, committe¢imgse Bible study
groups, Collier Club, and Lunch Bunch.



CONGREGATIONAL CARE

Key idea

The roots of community are nourished by care, foictvwe are all responsible
to one another.

Goals

Establish lay care-giving as a core ministry at ¢teok.

Set up special care teams (e.g. elderly, sick dvexd newcomers) to help ensure
diverse needs of the congregation are met.

Significantly increase visits and other care atitgi

Action Steps

Identify special “care categories” as noted in@uals.
Determine how best and in what areas lay peoplg@uande care.

Equip members for this ministry by forming smalbgps specialized by category.
Small groups will receive training (via a combimatiof internal and external
resources) in their chosen area(s) specialty. g€heill mentor these groups.

Reach out to other congregations/resources thaderae as models and/or
information sources.

Consider defining a special sub-group of Deacorseparate “care teams” to
perform vital care visits.

Monitor progress to ensure care is being allocptegerly.

Arrange staff support for scheduling/reporting/redar system for volunteers and
to encourage “feedback” loop for appropriate/imanttissues.

Re-evaluate Parish Nurse role and how it will indég with Hancock’s expanded
care network.

Coordinate/partner with Membership Committee tovjate care for new and
distant members, including recruiting volunteensfédlow-up visits.

Determine how best to integrate “Hancock Home Hslpand “SAGE” ideas.

Maintain if not enhance “As Time Goes By;” consideordinating with external
faith communities or opening up to the Town of lretbn at appropriate time.

Consider expansion of present Collation activitiesth to educate congregants on
death and dying (group study/discussion topic?yelsas to perform specific
care during the 12-18 months following a loss.

Design/execute comprehensive communication strategy



LEARNING

Key idea
Learning is a lifelong, integral aspect of our spial development and builds community.

Goals

» Broaden recognition that learning is one of the tnpasverful ways of building
community with a congregation

» Establish regular participation in learning aswuat norm at Hancock.
« Upgrade/better coordinate the learning experience.
» More fully integrate learning into Sunday mornings.

» Better equip, support, and celebrate our teachasaccord them the high status
and esteem that they deserve

* Rescue young parents from the Sunday School Trap.

Action Steps

« Bring about a cultural shiiwayfrom the expectation that young parents are
responsible for teaching their child’s/childrensn8ay School class amoward
the expectation that the rest of the community \siép up” to this most
important spiritual formation ministry.

« Elevate the status of teachers by more reguladyg®eizing their contributions to
learning at Hancock.

» Improve support for and reduce stress on our vekirieachers by restoring the
position of Religious Ed professional to overseefdmate learning, including
teacher training and curriculum, particularly foetk-5 church school.

« Harness the power of teacher training and appestiip as a means for setting up
new teachers for success. Teaching is a skillethatr we should not expect
beginners to learn by the “sink or swim” method.

«  Work with the clergy and the proposed Worship Teamesign opportunities for
teachers to receive spiritual refreshment outsfdegular worship/learning time.

« Establish “community time” after church as a cudturorm, primarily as an
opportunity to participate in a variety of high ¢jtyalearning and other
community building activities for both adults artdldren.

« Improve the middle school learning experience bfiering (n addition to
Sunday morning JYO class) the “Our Whole Lives xUadity and our Faith”
program for 8th graders and b) introducing a nemwicuum for Sunday morning
JYO classes.

* Maintain the excellence of the HYG program.



SERVICE

Key idea
Service, outreach, and justice lie at the core ahébck’s ethos.

Goals
» Achieve 100% participation of the congregation emidock’s service program.

« Establish Hancock as a leader among faith comnasnitti
service/justice/outreach.

Action Steps

» Articulate goals, criteria, and a strategy for maxim impact, connections, and
spiritual growth through service/outreach. Thetetyg will designate a balance of
hands-on direct service, financial contributiordy@tional opportunities, and
worship experiences, and also clarify that seregéach at Hancock is part of
all aspects of church life and not limited to Ctiais Service committee activities.

» Provide multiple and varied opportunities for hawdsinvolvement, ensuring that
there is something for everyone. Opportunities khowclude an annual week-
long adult mission trip, family-oriented activitieend local one-time projects.

« Establish a multi-year theme around which to fodespen service work.
» Tie worship and learning themes to our mission work

« Support and encourage the clergy to be champiorsofoal justice.

» Collaborate with other faith communities on soigtice issues.

* Invite guest speakers who inspire us to sociabadgspecially through Jesus’
teachings) and expand our understanding of thesnefeathers. Invite the
community.

» Design and execute a comprehensive communicatiategy that includes:

a) Revitalizing the Christian Service page of thebsite (e.g., add “Learn more,”
“Get involved, and “Resources” information).

b) Publishing a monthly bulletin in the Herald witist of opportunities and sign-
up information, list of accomplishments, testimdsi@om participants, and
thanks from those served.

c) Developing a “list serve” that provides informatimnmembers particularly
interested in service/outreach, but may not belaegunday attendees or
readers of the Herald.

d) Increasing exposure outside of Hancock throughngtwn Minuteman, UCC
Mass. Conference, Lexington Interfaith TelevisiGhurch World Service,
Greater Boston Interfaith Organization (GBIO), etc.
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STEWARDSHIP AND ENDOWMENT

Key idea

Stewardship—the intentional, wise, and generousagEs many gifts to us—is the
essence of Christian practice and should become ingrained at Hancock.

Goals

Actively, regularly explore what it means to praetgood stewardship, both as
individuals and as a congregation.

To increase the “gift literacy” of our members, par ability to identify and use
our gifts in the ways that Jesus taught us.

Reduce the “top heaviness” of our distribution eftibutors.

Action Steps

Adopt a clear, visible, and inclusive position ae tole of Stewardship in our
faith journey — a “Statement on Stewardship at ldakt

Leadership from the Pulpit: An understanding oftii#ical foundations for
living a life of generosity starts with sermonstbe topic. We should offer such
sermons throughout the year, not only near Faibimide Sunday.

Discussion and study groupafhile inspiration can come from sermons, more
often life changing experiences happen in smalligso At least once a year,
offer a bible study or book discussion group otesvardship topic to encourage
deep reflection on our financial choices.

New Member discussion: As we adopt a visible posion stewardship in the life
of Hancock members, discuss that position with fgedpring the new member
process.

Increase the visibility of giving during the semjespecially while the children
are present.

Identify opportunities for targeted capital giving.

Expand the number of members giving to the Endowraed setting up
charitable trusts/annuities for the benefit of Haolc facilitate the establishment
of such vehicles.

11



PHYSICAL PLANT

Key idea

Hancock’s buildings are a critical community asaetl yet are somewhat under-
maintained, energy-inefficient, and require upgradte safety systems and accessibility.

Goals
« Make Hancock a welcoming, accessible facility fibuaers
« Ensure that all safety and sanitary codes are hagtg
» Address key deferred maintenance issues
+ Significantly improve the church’s energy efficignc

Action Steps

« Ask the Prudential Committee to form a PhysicahPTeask Force consisting of
two teams respectively charged with a) developmggegrated building
improvement plan, and b) carrying out a capital gaign to fund the
recommended improvements.
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e. Spiritual Practices

Much of the planning process and resulting visian lbe summarized as a celebration of
Hancock’s known strengths as a community of fafhur vision can be viewed simply as
a call to re-engage these strengths in fresh waisough the Planning Team’s readings,
we discovered that we have a lot of company amoaigline protestant congregations in
this regard.

In many ways life at Hancock going forward will bequite familiar. However, we

hope there will also be some important changes, nti our theology or our culture,

and especially not to our values, but rather to howve are community together.

Our readings suggested that one of the most impiostaccess factors among
congregations that had successfully reinvigoratedhselves was the conscientious
adoption of a core set of spiritual practices. sTdssertion naturally grabbed our attention.
As we studied and discussed and experimented kgt twe came to believe that the
durability of our congregational vitality dependgtically on adopting practices such as
holy conversation, spiritual discernment, and ititeral listening. They have the

potential to foster at Hancock a more vibrant comitywof faith, one in which we

actively grow our spirits, affirm our relationshj@sd increase our sense of
connectedness with God and one another.

While such practices are not new (and in fact mostquite ancient), many mainline
churches have simply lost sight of them due torgetsaof religious and social pressures.
There is nothing strange or theologically radidadat any of them. The following is a
brief summary of how the most important ones wesedun the process and how they
can become an important facet of life at Hancddkre detailed explanations of what
these practices are can be found in the Appendix.

1. Holy ConversationThough holy conversation takes a variety of foratsts heart,

that conversation recognizes the presence of tlyespaoit in sharing. It involves peaking
and listening with deep understanding. This pracivas really the essence of the
Listening Campaign and was used extensively througtihe planning process as well.
As of this writing hundreds of our members havdipigated in holy conversation and
can attest how its intentionality makes it a trdifferent and much more spiritually
fulfilling way of communicating. Many of us havetended its use to “other parts” of
our lives and enjoyed its benefits there, too.

2. Spiritual DiscernmentSpiritual discernment is a means through which eekgo
understand our desires and discover God’s purposelr planning, we tried to leave
room for the spirit by not rushing the planninggess and by creating space for silence
in our times of community. One of our core pragsieovas to acknowledge the role of the
spirit and actively ask whether our direction wasisled.

3. Intentionality:The heart of intentionality is to examine our actipespecially those
regarding relationships, and ask ourselves if tlam$i®ns are in harmony with God’s will.
We feel that our acknowledgement and pursuit ertibnality throughout the planning
process, imperfect though it was, helped us talmommunity and to more fully
recognize its importance. We believe that Hanabwuld greatly encourage learning
and practice of intentionality in all aspects of oudividual and congregational lives.
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4. Practicing CongregationA Practicing Congregation actively engages itdfand is
unwilling to conceive of spiritual life as a passiactivity that happens once a week on
Sunday mornings. Through the planning processo#imel aspects of church life, we
catch glimpses of what it is to be such a congregatWe believe that making a whole-
hearted commitment to be a practicing congregat@omrevitalize Hancock Church.

f. Communication

At Hancock, we communicate through a wide arraghainnels. Currently, our primary
communication channels include:

» Television (including broadcast worship service &adh at Work)

* E-mail groups (general broadcast and specific @stegroups)

* Announcements (verbal by minister, and writterhi@ weekly order of service)
* Newsletter (Hancock Herald)

» Special-purpose mailings

* Hancock Church web site

» Newspaper articles and advertising

For the most part, these channels operate indeptnadé one another and have widely
varying forms and degrees of governance. We belieat Hancock Church would
benefit greatly from having a more centralized camioation strategy and governance
structure, i.e. a Communication Committee. Thimguottee would be responsible for
making sure that our various communication chanadgfunctioning well and staying
appropriately current with technological change.

We have requested that Standing Committee formman@mication Working Group to
propose and implement shorter-term enhancemeiisrtcommunications, and to
develop a strategic plan proposal for communicatatrHancock. Due to its time-
sensitivity, this request has already been discliasd accepted by Standing Committee.

IV. Tying It All Together: A Vision for Hancock

In looking back over all of the information that Wwave gathered along our journey, two
feelings seem to rise above the ré&simmunity andLove.

We have learned from our planning journey thatsihgle most important measure of the
health of a congregation is the extent to whiclmi&gsnbers are connected in community.
Congregations that intentionally work to diversify and strengthen the bonds among
their members and with the communities around thenthrive.

Thus, our vision for Hancock is that each member reognizes the vital importance of
these truths, actively encounters Hancock in way$at strengthen community, and
endeavors to place love at the heart of all we do.
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We feel quite certain that if we answer this calbacongregation, a renewed, sustainable
vitality and sense of purpose awaits. To helpetgitere, we have identified and urge
the adoption of a series of spiritual practicearagtegral part of how we go about being
a community of faith in God.

As time goes by and we assess the success ofdhisipg process and the listening
campaign that came before it, we must considenfost the degree to which Hancock is
a closer community and its members more lovinghi®gs, both to each other and
throughout the “global village”.

Resource Analysis

The new initiatives that committees and others majertake as an outgrowth of this
plan may lead to additional funding requests ahémtesource requirements. With this
in mind, we asked each topic team to estimaténttremental financial and other
resource impact over the next three years for tlespective topics if all
recommendations contained in this report were gatsurhe details underlying all
resource requests are contained in the full rdpoeach topic areaThis analysis is
static, i.e. we have not tried to quantify either theisgs in other areas that may result
from these changes or the increased giving thdielieve is likely. .

It bears repeating here that any actual incremephding that occurs as a result of this
plan is subject to the normal budget process.

VI. Conclusion

In the end, this planning process has been a nusmof our vision for Hancock’s
future, a future built on communities within thegar community, communities that
are intimate enough to allow vulnerability to eather and before God, communities
that practice an intentional and growing spirittyali

Throughout this process, we have worked hard, be@small community, bared
our souls to one another, and had a lot of fungatbe way. Having poked, prodded,
and peered into just about every corner of theadhuwwe are highly confident that
Hancock’s foundations are firm and we will thrivar /et another generation.

Closing Prayer

May God bless our holy conversations, filling oealts with love, our tongues with
patience and gentleness, and our ears with unddista May we leave room for the
Holy Spirit to dwell among us and within us, tolmsard, and to draw us ever closer
together. May the love of Christ be with all ofaswe recall his teaching, “For
where two or three are gathered in my name, thareia the midst of them."
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