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Historical Overview
 Since January 2006, our Association of Unity Churches International, including the Board of Trustees, Association Home Office, and member ministries, has steadily been working toward development and implementation of a strategic plan that will enable us to consciously and intentionally build an organization and take actions that will enable our Unity movement to have an even greater impact in the world. 
During the January 2006 mid-year meeting, I (Rev. James Trapp, President and CEO of our Association), shared a vision that came to me after much prayer and meditation on the future of our Association. When I presented it, it was received with great acceptance and enthusiasm from the members of our Association. I felt that this vision could be the basis for our work together.
From Ideas to Expression

Visionary Image

“We are the fastest growing transformational spiritual movement in the world. Congregants’ lives are being transformed in a powerful and profound way. As a result, Unity ministries are growing faster than any other movement or denomination anywhere, and we plant more churches than any other organization in existence. The ministers, licensed teachers, and ministries in Unity are whole and healthy. Our ministries are models of prosperity and abundance. Enlightened leaders are attracted to and developed on all levels of our Association—local, regional, national, and international. Through the work of our Association of Unity Churches International, we are a major player in bringing forth “a new heaven and a new earth” by helping people fulfill their spiritual potential and our shared vision of bringing forth a world that works for everyone.” 

                      —Rev. James Trapp, January 2006

After this vision was shared at the January 2006 mid-year meeting, ministers, licensed teachers and lay people identified the following top three strategic directions: 

1. Grow Unity and create a worldwide presence

2. Enhance leadership development to build capacity throughout our movement

3. Positively impact the human condition. 

We started to work on these strategic directions. First, our Identity Clarification Team created new vision and mission statements and discerned and defined our core values, all of which describe who we are and what we will bring to the world. 
Our Association’s vision: Centered in God, we co-create a world that works for all. This vision is inclusive of the entire earth, not just its people. In addition, it acknowledges that we will work with God, as well as other partners to co-create a world that works for all.
Our Association’s mission: We create and support vibrant, diverse spiritual leaders and communities that foster transformation and inspire people to make a positive difference in our world. This describes the part we play in achieving the vision we hold for the world.

Our Association’s Core Values:

· Spirit Led—We are centered in God. Spirit leads our thoughts and actions as we co-create a world that works for all.

· Integrity—We act from a place of wholeness and are ethical in all our actions. We keep our word.

· Diversity—We believe that all people are created with sacred worth. We promote greater understanding among people in a spirit of unity.

· Transformation—We are a dynamic movement on the cutting edge of spiritual evolution. We teach universal spiritual principles that change lives.
· Abundance—Living in the infinite flow of God’s good, we draw from God’s inexhaustible supply and wisely use our rich resources to serve the world.
The Identity Clarification Team also created a statement of our theological beliefs and teachings. This statement has been published as a booklet entitled, Unity: A Path for Spiritual Living, which was presented at our convention in June 2007 and it continues to be acclaimed by all who read it as the clearest statement of our identity that has ever been written.

As the Identity Clarification Team was doing their work, many other action teams were focusing on all facets of our Association and our support for ministries, centers, and alternative ministries, as well as the international Unity movement. These teams (listed below) identified many proposals and ideas within each of these areas: 

· Leadership Models 

· Leadership Training 

· Credentialed Leadership Development

· Increased Youth Participation

· Laity Participation

· Identity Clarification

· Church Growth and Development

· Expansion

· Promotion/Marketing/Tech-  nology

· Wordsmith

· Collaboration with Mission Compatible Organizations

· Be a Voice in the World

· Spiritual Social Action

· Education & Training

· Crisis Response

· Worldwide Peace

As these teams completed their work, we assessed our present situation. Working with key Association staff members, we not only assessed our capabilities and reviewed proposals from the action teams, but also surveyed ministers and others in the field to identify the highest priorities. Interviews and an online survey of a random sample of our membership in late 2006 yielded vital information about what areas of service and programs are of the highest priority. They are:

· leadership development

· organizational/ministry development

· education

· ministry employment

· presence/public relations to our constituents and the world.

As we were completing this work, it became apparent that we needed to reorganize our Association’s Association Home Office in order to accomplish programs and projects in each of these areas. Therefore, we created a new structure to achieve the desired results. The reorganization took place after our January 2007 mid-year meetings and included completely redesigning job descriptions and accountabilities in many cases, as well as hiring of new staff members, including a new Vice President and Chief Operating Officer.  Additional new hires are still needed to provide needed services and programs. Below is our current structure:

· President and Chief Executive Officer

· Vice President and Chief Operating Officer

· Vice President of Education, Leadership and Ministry Development (including Worldwide Support)

· Vice President of Minister and Ministry Services

· Vice President of Administration and Finance and Chief Financial Officer
· Vice President of Communications

The Association Home Office is now positioned much more effectively to do the important work that is associated with our mission and the priorities listed above. 
Our Association’s Strategic Plan

In the fall of 2007, in order to move our Association forward toward our vision, we worked with our Association Home Office Leadership Team to develop our new strategic plan to clarify the work that we would undertake. The plan was designed to honor and implement the work that began in January 2006 and continued throughout 2007. We evaluated the recommendations that were created and the surveys we have completed since I became President and CEO, as well as a myriad of other inputs to develop this plan. The plan included three strategic intents (intentions) and associated objectives and goals.  The goals were prioritized and work began almost immediately, focused first on leadership and ministry development (priorities above).
In November 2008, after the plan was a year old, the Association Home Office Leadership Team reviewed and adjusted the plan based upon a year’s experience working on the goals, as well as fiscal and other resource realities.  No new goals were added at that time.  The updated plan was then presented to the board for approval.  
The following shows the strategic intents and objectives, along with our adjusted goals (explanations included):
· Intention #1: We are the fastest-growing transformational spiritual movement in the world. 

· Objective 1: Thriving Ministries
· Goal 1: Priority #1 To create greater vitality within the entire Unity movement, we complete a pilot program wherein 100% of pilot group are thriving model ministries by December 31, 2012. (Previously December 31, 2011.  Delay is because Templeton grant has not yet been approved.)
Note: Action planning, including development of measures of success, began in November 2007 on this goal with ministers and lay leaders from the field, as well as members of Unity Institute and our Association Home Office. Members of ministry teams have also been engaged. While program development on the “Transformation Experience” is completed, a pilot group of ministries will be chosen for concentrated effort, beginning in the fall of 2009.  Support will continue until the transformational work is completed (a three-year process). Each ministry must agree to complete the entire program since measurable outcomes will be studied. As the project is carried out, we will not only work with the pilot group, but we will share successful practices and tools with all ministries in our Association so all can contribute to and benefit from our learning.

· Objective 2: Enlightened leaders (credentialed and lay leaders) who are mission-focused and who develop other leaders and support people in fulfilling their spiritual potential

· Goal 1: Priority #1 To begin the cultural shift to community-centric model of ministry, 25 ministers, their entire boards, and licensed Unity teachers complete a transformational leadership development program by September 30, 2012. (Previously December 31, 2011.  Delay is because Templeton grant has not yet been approved.) 

Note: Action planning also began in November 2007 on this goal with ministers and lay leaders from the field, as well as members of Unity Institute and our Association Home Office. Members of our ministry teams have also been engaged. While program development is completed, we will choose a group of 25 ministries for this leadership development program. Initially, the program will also be open to other Unity credentialed and lay leaders, space permitting. Ultimately all ministries can participate.

· Objective 3: Visionary spiritual education, development and support for people of all ages


· Goal 1: To cultivate the spiritual development of young adults, we establish 100+ sustainable Next Generation Unity (NGU) groups and ministries by September 30, 2012.


Note: Action planning for this goal will be carried out by a ministry team and our Association Home Office staff, beginning in January 2009.  During this planning period, adjustments may be made to the completion date or number of ministries, if the completion date is deemed to be firm.
· Objective 4: Thriving New Ministries

· Goal 1: To demonstrate a new paradigm for ministry creation, we pioneer seven new program-size ministries by September 30, 2015.  (Previously July 31, 2012.  Delay is because of the need to implement the Thriving Ministry Model through the Transformation Experience (above) before it can be used in new ministries.)
Note: A new Director of Ministry Expansion has been hired to lead this work.  The current focus is on existing expansion ministries, as well as research prior to action planning to develop a new model of planting ministries that will enable this goal to be achieved.
· Intention # 2: We are a major player in bringing forth “a new heaven and a new earth.” 

· Objective 1: Modeling an enlightened organizational paradigm between and among all levels of our Association

· Association Home Office / National / Regional / Ministries

· Goal 1: To actualize the mission and vision of our Association, the Association Home Office demonstrates the Holacracy organizational paradigm by June 30, 2009. (Previously September 30, 2009.  Implementation is proceeding well and should be completed sooner.
Note: Goal 2 will potentially be Holacracy implementation by the board. Three board members received Holacracy training in May 2008.  Planning would be carried out with the board, if this goal is set in 2009.
Briefly, Holacracy represents a quantum leap to a higher order of organization, one capable of artfully navigating in a world of higher-order complexity and increasing uncertainty. It includes a set of interwoven models, principles, practices and systems that enable organizations to evolve virtually all aspects of current organizational dynamics. Its core concepts include: integrative decision-making (to ensure everyone has a voice); dynamic steering (for faster group process, greater flexibility and increased agility); and requisite alignment (for a just-right, “natural” fit between structures, roles and accountabilities). If you resonate with the themes, “Spirit as the workplace” or an enlightened organization, then you will also resonate with the practice of Holacracy.  It fits perfectly with the aim of maximizing organizational cohesion, vitality, and effectiveness.

· Objective 2: Collaborative partnerships to carry out shared strategic objectives and goals

· Goal 1: From a shared vision and model partnership with Unity School, we develop plans for initial collaborative projects that benefit the Unity movement by December 31, 2009. (Refined wording based on joint board objectives)
Note: Joint website and telephone system implementation are progressing smoothly with go-live dates for both in January 2009; work will start on seamless “cradle-to-cradle” education in 2009 or early 2010; other potential projects are joint fund raising and marketing.
· Objective 3: People and ministries fulfilling our shared vision of co-creating a world that works for all

· Goal 1: In order to shine a light on the Unity movement and what we stand for, 250 Unity ministries are committed to and actively involved in Spiritual Social Action in the areas of world peace and compassionate humanitarian action by December 31, 2011. 

· Goal 2: In order to co-create a world that works for all, 75% of all Unity ministries will be committed to and actively engaged in sustainable living practices (EarthCare) by December 31, 2011. 
Note: Action planning for these goals is being done by the Spiritual Social Action Ministry Team.
· Objective 4: A worldwide Unity movement, united by a common vision to co-create a world that works for all

· Goal 1: To support the growth of the Unity movement, we implement a sister church program to network and strengthen Unity ministries worldwide by December 31, 2009. 
Note: Action plan to be developed by the Worldwide Unity Movement Ministry Team in January 2009.  The team will also develop the sister church program manual during their January meeting.
· Intention #3: We are a catalyst for unifying New Thought 

· Objective 1: Strategic alliances for fulfilling a common vision
· Goal 1: No formal work is being done on this currently. This goal and action plan will be developed in the future as opportunities arise. 
These strategic intents and objectives have served to focus and guide all our efforts within the Association Home Office toward achieving our mission and fulfilling our vision. They will support us in focusing our efforts for many years into the future as we continue to develop and achieve other goals to serve our members and support the Unity movement.  
Each goal will be being further developed through action planning to be completed by cross-functional teams, including ministry teams, to ensure a whole system approach. Actions plans will describe the specific steps that will lead to implementation and achievement of the goals, as well as the measurements of success for each goal. Resources (people and funding) are reviewed and allocated as needed and available so work can continue and/or begin on high priority goals. 

Strategic Leadership

Strategic planning is only useful if it supports strategic thinking and leads to strategic leadership -- the basis for an effective organization. Strategic thinking means continually asking, “Are we doing the right thing?” rather than “Are we doing things right?” We must continually make that assessment using three key requirements about strategic thinking: an unyielding diligence in focusing on our mission and plan; an understanding of the environment in which we are working, particularly of the forces that affect or impede the fulfillment of our mission and plan; and creativity in developing effective responses to those forces.
One major effort we undertook in 2008 was a review of everything the Association Home Office was doing in light of our mission and our intentions and objectives.  We prioritized everything and found that there were some things that were not ours to do in support of enlightened leadership and thriving ministry development.  If we discontinued our work on a product or service that was still needed to support ministries (e.g., print advertisements for newspaper use), we made it available in other ways to member ministries, for instance by placing templates on our website for use, etc.  Overall, we aligned everything we are doing with our mission and our plan which support our member ministries’ priorities, and we significantly enhanced the support, products, and programs we provide.
New Budget Timeline

During 2008, we also recommended and received approval from the Board of Trustees for a revised budget development timeline.  The new timeline starts each year in November with the review and update of the strategic plan and its reaffirmation by the Board of Trustees in December.  After that, we will present the plan to the attendees at the mid-year meetings each January and work with the ministry teams on program requirements that could generate budget requests during those meetings.  We will develop the budget for the next fiscal year in late winter (February/March).  In early spring, we will send the budget to the Finance and Budget Ministry Team for their review prior to board approval in May.  The budget will then be presented at our June convention for approval by the delegates.  Budget execution will begin October 1 of the new fiscal year.  During each fiscal year, the leadership team at the Association Home Office will review performance against the budget and ensure the board and Association members are aware of our financial status.  We believe this new budget timeline, as well as an improved budget development process we are creating, will greatly improve our ability to project and provide our programs and services.  It will also enable ministry teams and others to provide input into our programs.
Current Realities and Invitation
We are carrying out our comprehensive strategic plan that supports us in achieving our mission and vision.  The design of our strategic plan has enabled us to keep our attention on the “big picture.” We are affirming that all the resources we need for this work will be provided as we increasingly become more focused and clear about what is ours to do to enhance support to our members and the Unity movement as a whole. We are always open to inputs from our Board and ministry teams to enable us to adapt to changing circumstances and keep our Association relevant. 

Based on our planning and budgeting work, it has become obvious that funding for several of our goals is not yet available.  This funding is needed during the action planning stage and beyond. We have not yet received one major grant, as well as love offering income from our member ministries that is needed to fully fund our work.  It is important that we become self-sustaining and not rely on large grants and donors, as we have in the past.  
We invite all Association members to support this plan through your prayers, your work on ministry teams and other teams, and your financial contributions. We affirm that, as we step out in faith, the needed resources will be provided. With God and the support of our Association board and members, we know we will be successful in achieving our intentions.

Conclusion
Leadership that is devoted to the successful implementation of the mission and the strategic plan that actualizes it, as well as members who support it, are crucial. The plan needs to be supported with people, money, time, systems and, above all, communication. We will continue to take specific steps to communicate the plan to everyone in our Association and seek support for it. At our Association’s Association Home Office, we will hold quarterly strategy meetings to review the progress toward achieving our goals, and we will report this and our financial status to all our members. 

In conclusion, we are confident in the effectiveness and value of our plan. Now that we have planned the work, it is important that we diligently work the plan. This strategic plan we have designed is a living document, and we are monitoring its progress, as well as the environment in which we are operating. It will be adjusted as needed to keep it relevant and on-track so we are able to create and support thriving ministries and enlightened leaders within our Unity ministries in this country; grow the Unity movement and have a significant impact in the world, in terms of both consciousness and actions.
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