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Summary

In November of this church year, the Parish Committee formed the Planning Our
Growth task force (POG) to look into issues of growth and congestion at First
Parish and to recommend a path into the future. (Our charge from ParCom is
given in Appendix A.) Since then we have talked to as many parishioners as we
could, met with committees, studied the conventional wisdom on church growth,
talked to architects, visited other churches that have faced similar issues, and
spent long hours deliberating among ourselves.

In some areas we have come to definite conclusions. In others, key information
(like cost estimates for the various space options) is still not available, so we
have outlined the possibilities and what we see as the major considerations in
deciding among them. In all areas we have tried to assemble the relevant facts,
with the hope that even those who disagree with our conclusions will be able to
use this report as a basis for discussion.

POG is an advisory task force, not a decision-making body. Our product is this
report, and our recommendations will change nothing unless the Parish Commit-
tee and/or the congregation decide to act on them.

The following list summarizes our findings and recommendations.

Sunday Services
We find that:

« The most pressing constraint on First Parish’s growth is the lack of space in
the sanctuary on Sunday mornings.

And so we recommend:

« Make the Bacon Room a better place to view the Sunday service by adding
audio support and a better video monitor.

« |n the near term, add seating by making a balcony out of the Blinn and/or
Page Rooms.

« |f Sunday attendance grows past the ability of the balconies to support it, start
a second service. Or start a second service in Fall, 2008 if the resources to
convert the balconies are unavailable. (Our vision of how two services might
be implemented is described in Section 2.)

Coffee Hour
We find that:

« Coffee hour is crowded and noisy. First Parish has grown too large to com-
fortably converse in one room.
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And so we recommend:

Spread coffee hour throughout the church by serving coffee in the Bacon
Room and/or the back of the sanctuary.

Decongest the Common Room by putting coffee in several locations in the
room or by encouraging a traffic flow away from the serving table.

Decrease the number of promotional tables. Give each group/event/cause a
seat at a table rather than an entire table.

All coffee hour announcements should be given by one person.

Religious Education
We find that:

The number of students in our RE classrooms is currently within UUA guide-
lines and should remain so for another year or two even if we change nothing.

Average RE attendance has been growing at a 10% annual rate for the past
three years, and room capacity needed has been growing at a 12.4% rate.

If we increase the number of seats in the sanctuary and fill those seats, the
RE program will continue to grow.

The RE Committee has a plausible plan to gradually extend the Sunday
morning program beyond 8" grade, if they can find room for it.

Of the ten classrooms in the church building, nine are in use on Sunday
mornings and the tenth is an office.

And so we recommend:

If we do not start a second service, we should find three more rooms for the
RE program to use on Sunday mornings, with at least one (and preferably all
three) becoming available by 2008-2009.

If we do start a second service, we have a choice: We could have two identi-
cal RE programs similar to the one we have now. Or one service could have a
program similar to the current one and the other could have an all-ages pro-
gram similar to Way Cool Sunday School.

Staff

We recommend:

First Parish should envision becoming a two-minister church. Our half-time
assistant minister position should be continued, and (as resources allow) up-
graded over time to full-time associate minister position.

Hire a part-time volunteer coordinator.
Add custodial help on Sunday mornings.
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Space
We find that:

« Over the next few years, First Parish will need four more rooms: three class-
rooms and an office.

« The scooters now used by many elderly and otherwise infirm people will not
fit in our elevator.

« The bank building on Fletcher & Great Road is for sale.

« There is a large unfinished space under the sanctuary.

« We could rent office or classroom space.

« All the major space-adding options require a capital campaign.
« We do not have firm cost estimates on any of the options.

« We don’t know how much a capital campaign could raise.
And so we recommend:

« First Parish should continue studying all the major options in parallel until we
get better cost numbers.

« A schematic design for adding seating to the Blinn and Page rooms should be
authorized. (Estimated cost $9,500.)

« Tests should be done to determine the feasibility of building under the sanc-
tuary. (Estimated cost $5,300.) We should make sure we have this informa-
tion in plenty of time to decide how much to bid on the bank.
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1. Growth and Congestion

First Parish is growing. It has been growing for several years and we believe it
will continue to grow — unless congestion chokes growth off.

The growth of First Parish is both real and organic. The reality of growth is ap-
parent in several important statistical measures: Sunday attendance, member-
ship, and number of pledging households. (See Appendix B.)

Growth is organic in this sense: We attract people because we are a good
church. There is no artificial proselytizing effort we could choose to scale back.
New people come for our stimulating Sunday services, our welcoming commu-
nity, our commitment to social action, our liberal religious message, our fine min-
isters, our high-quality music, our excellent religious education, and all the other
programs that make First Parish what it is. No one — not even those who remem-
ber fondly the days when we were a smaller, homier church — wants to stop do-
ing the things that make us grow.

How Congestion Hurts

The biggest danger isn’t simply that congestion could choke our growth, but how.
Congestion would shut down growth by making us a worse church, a church that
does a poorer job serving the people who join and attend. A stimulating Sunday
service does you no good if you can’t get a seat to see it. You do not benefit from
being in a church with wonderful people if church events are so crowded and
loud that you can only converse by shouting.

The congestion-choking-growth pattern has been codified into what is known as
the 80% Rule. Dan Hotchkiss of the Alban Institute frames it like this: “when the
median attendance of those who are in worship for the first half of the service
reaches 80 percent of the comfortable capacity of the worship room, the situation
will correct itself one way or another within a couple of years.” In the 2/17/2007
issue of Alban Weekly he claims to have been searching for an example of a
church that has remained more than 80% full for two years or more; he has not
found one.

Rather than taking the 80% Rule as a magical formula, picture how congestion
affects a newcomer. A First Parish veteran who wedges into the last space in a
pew may be surrounded by familiar faces and confident that the service will be
worth the inconvenience. But someone attending for the first time may turn
around and go home rather than spend an hour elbow-to-elbow with strangers.
Those who already have a solid group of friends at First Parish may be able to
communicate well enough at coffee hour to stay current. But someone trying to
build new and deeper friendships has a much tougher time.

As a result, an over-congested church plateaus for a while, as old members stay
but newcomers no longer find the church attractive. In time, this can turn into a
more serious condition in which the church loses its ability to integrate new
members and goes into a decline. Newcomers often form their quickest and
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closest bonds with members who have been attending only slightly longer, so a
church that few people have joined in the previous five years can be hard to
break into.

Applying Hotchkiss’ definition very strictly, First Parish is still not congested. Over
the first 36 Sundays of this church year, the median attendance at the beginning
of the service has been slightly over 80% of comfortable capacity. Looking purely
at services when John Gibbons preaches, it has been 95%. But after the children
and teachers leave for their classes (about a quarter of the way through the serv-
ice) attendance almost always drops below 80% of capacity.

In short, we are considering this question at the right time. If we take action soon,
First Parish can continue to be a congregation that welcomes new members.

Immediate Problems: Where We See Crowding

Growth can strain a church’s resources in a number of areas: Sunday morning
seating, staff, parking, and space of various kinds: social space, classrooms, and
offices. In the long run, if growth continues, First Parish will need more of every-
thing (which will cost more money). But as POG studied the church and talked to
its members, we came to believe that two types of crowding are more immediate
than the others: Sunday morning services and coffee hour. Eventually, a long-
term growth plan needs to provide more classroom space, more parking, more
staff, and more offices to house the staff. But we would give highest priority to
creating space in the Sunday service and coffee hour.
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2. Sunday Services

Attendance at our Sunday services has been trending upwards, from an overall
median of 130 in 2000-2001 (the first full year after the construction) to 202 this
year. In the 2000-2001 church year we had only two services with attendance
above 240 and eight under 100. This year (through 5/13) we had ten services
over 240 and only two under 100.

Crowding in the sanctuary has only three conceivable solutions: more seats,
more services, or fewer people.

First Parish could reduce the number of people attending the service by having
the children go directly to a children’s ingathering rather than spending the first
quarter of the service in the sanctuary. We do not recommend this, for reasons
we will describe below.

The number of seats we can add to the sanctuary is limited, so in the long run (if
growth continues) two services are inevitable. But the two-service conversion can
be delayed for several (perhaps many) years by putting balcony seating back into
the Blinn and/or Page Rooms. This is what we recommend.

What Happens on Sunday Now

On a typical Sunday when John Gibbons preaches, 220-240 people attend. Lay
and student services usually draw 130-190, and services by the assistant minis-
ter somewhere in between. Attendance at services with guest speakers varies
wildly, with Michael Lerner drawing 301. We currently have two services on
Easter and on Christmas Eve. This year the two Easter services together drew
340 and the two Christmas Eve services 500.

The sanctuary has 36 pews that can hold up to six people each, for a maximum
of 216. About a dozen folding chairs can be set up in the back of the sanctuary.
Another dozen people can see the service from chairs next to the upstairs win-
dows. So the comfortable capacity of the sanctuary is about 240, and 80% of
comfortable capacity is 192.

Away from the windows in the Bacon Room, more people can watch the video
monitor while sitting in the chairs set up for Talkback, though some report that it
is difficult to hear. Sometimes the choir is seated in chairs on the chancel until
after the children have left the sanctuary, effectively creating about another
twenty seats for the first quarter of the service, when space is tightest.

The upstairs rooms are also toddler space. Children who would have a hard time
sitting still for an entire service can wander about and play quietly while their par-
ents keep one eye on the service. However, loud noises from the upstairs rooms
can still disturb the service, and children who become uncontrollably upset
should be taken to the downstairs nursery. Audio from the sanctuary is piped into
the nursery, but adults who spend time in the nursery report that the service is
difficult to follow.
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On most Sundays, the children and their teachers are in the sanctuary for the
first quarter of the service before leaving for their religious education classes.

Median attendance (counted before the children leave) was 202 for the first 36
Sundays of this church year, or 84% full. For John Gibbons’ first 15 services, the
median attendance was 228, or 95% of comfortable capacity.

The ushers do not count the number of children and teachers who leave the
sanctuary. But RE attendance averaged 57.4. If we assume larger total atten-
dance includes more children as well, there were probably at most two or three
Sundays when the sanctuary was 80% full after the children left.

In short, the sanctuary is often crowded or even over-crowded until the children
leave for their classes, and comfortably attended afterwards. It is hard to say
whether the initial over-crowding discourages newcomers from attending our
services. But there is clearly little room for growth.

Immediate Recommendations

Immediately, we could improve the viewing experience from the Bacon Room
and encourage people to find better seats as the children leave for classes.

Bacon Room Improvements

Compared to the other options for increasing capacity, it would be cheap and
easy to improve the viewing experience in the Bacon Room and the audio to the
nursery. We could put a larger video monitor in the Bacon Room, and possibly
more than one. The sound system could be extended from the sanctuary to the
upstairs rooms.

The Bacon Room need not be just “overflow space” — a second-best experience
for those who arrive too late to be seated in the sanctuary. It is already a pre-
ferred location for families with toddlers. A better audio/video system could also
make it a preferred location for people who want comfortable chairs and a more
casual experience of the Sunday service. While we don’t want to encourage a
casual attitude towards worship, we would rather fill the Bacon Room with people
who want to be there rather than with people who can’t find seats in the sanctu-

ary.

Invite Upstairs People Down

First Parish regulars who can’t find seats in the sanctuary know that they can
come down from the Bacon Room when the children leave. But newcomers do
not know this. The announcement that invites children to leave for their classes
should also invite people to come down from the upstairs and take some of the
seats that become available.

Not Recommended: Removing the Children

Another option that could be implemented immediately is to have children report
directly to the children’s ingathering or to their religious education classes rather
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than spending the first portion of the service in the sanctuary. We heard this sug-
gestion from many people, though hardly ever from anyone connected to the RE
program.

The virtues of this suggestion are obvious: It solves the sanctuary crowding prob-
lem in one stroke that costs no money and requires no adjustment at all from
many parishioners.

We do not recommend this option (except possibly on a handful of Sundays with
popular guest speakers)1 for this reason: Keeping the children out of the sanctu-
ary symbolically devalues the RE program and sends a message that children
are not a part of the larger community. Our DRE Lisa Rubin came to us from a
church that did not have children in the sanctuary. She told us semi-seriously,
“There were adults in the congregation who didn’t know that we had children.”

Keeping children out of the sanctuary, we believe, is an example of how First
Parish could slow its growth by becoming a worse church. Educating the next
generation of UUs is a mission for the entire church, not just for parents. Families
with young children are often our newest members, and we should be working
hard to integrate them into the community rather than segregate them and their
concerns. When District Executive Terasa Cooley spoke to us about congrega-
tional growth, her list of the characteristics of growing congregations included the
presence of the children in the service.

We believe that children who attend the Sunday service (even just part of it) are
more visible in the community, are more likely to form relationships with adults in
the church, are more likely to continue attending after they complete the RE pro-
gram, and are more likely to become adult UUs. These goals are worth some
sacrifice.

Near-Term Recommendation: More Seats Upstairs

The Blinn and Page rooms (upstairs to the sides of the sanctuary) were originally
a balcony and could be again.? We could easily fit 50-100 additional seats into
these rooms and possibly more.

We do not have a specific plan for doing this, and many options are possible.
Both sides could be converted at the same time. Or we could convert one side

" The Religious Education Committee tells us that next year they plan to experi-
ment with a once-a-month children’s worship service that would not have the
children in the sanctuary. As much as possible, they intend to have these serv-
ices happen on Sundays when the sanctuary is expected to be crowded; for ex-
ample, when William Schulz preaches in November or December. As long as the
push to do this comes from the RE side, we support it.

2 Architects tell us that the Bacon Room was not built to be a balcony. The out-
side windows are too low and would be obscured by raised seating.
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and put off converting the other until growth fills the new seats. Either conversion
could be part of a larger upstairs remodeling plan, which we discuss in Section 6.

Dewing & Schmid (the architects from our last construction project) have offered
to produce the first step in this project, a schematic design, for $9,500. (See Ap-
pendix C.) We recommend taking this step. If no unexpected problems appear,
we should install new seating of some form as soon as is feasible.

Long-Term Recommendation: Two Services

More upstairs seating could handle single-service attendance up to 350 or possi-
bly even 400, accommodating growth for years to come. It is possible that growth
could level off naturally (due to market saturation rather than congestion) before
we outgrow this space.

But we should be prepared for the possibility that growth would continue. Much
has been written about the transition from a mid-size church (which we are now)
to a large church, and it is conceivable that if we make it through this transition
we could grow fairly quickly. Concord, for example, now has more than 800
members. The 500 people that our two Christmas Eve services drew this year is
one indication of the possibilities.

Because the footprint of our building is limited by the town, it is difficult to imagine
how our sanctuary could ever handle more than 400 people in a single service.
To grow past that point we would need to have two services.’

Why Wait?

One possibility, which we considered at length, is to leave the upstairs alone and
go straight to two services. Many churches our size do make this decision, and
most report being happy that they did. We visited several such churches. We
also visited one UU church where the transition to two services led to conflict,
shrinkage, and eventual backsliding to one service.

The virtues of two services are obvious: the capacity of the sanctuary instantly
doubles with no capital expense.4 In addition, District Executive Terasa Cooley
tells us that congregations frequently discover unexpected growth potential after
they start a second service.

The downside is largely cultural. The current Sunday service is a unique oppor-
tunity to interact with the entire community, and splitting it would symbolize a loss
of unity and coherence. Lighting a candle of concern in one of the two services,
for example, is not the same experience as lighting a candle in front of everyone.

® Growth in the RE program might motivate us to start a second service even be-
fore we fill all the new sanctuary seats. See Section 4.

* A few operating expenses, like payments for guest musicians and speakers, do
go up.
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A comment we heard more than once was: “Two services would be OK as long
as all my friends go to the same service | do.” And yet, even if that were possible,
it would not be desirable from a community perspective. We don’t want parish-
ioners to see the difference between the two services as “my friends” and “not
my friends.”

Two services would require a church-wide adjustment: How do we do two-
service RE? Music? Sermons? Announcements? Candles? Coffee hour? What
happens to the Bedford Lyceum? To Talkback? When do we hold the all-church
meetings that now happen after the single service? We had to at least provision-
ally answer these questions before we could evaluate the desirability of two serv-
ices.

Envisioning Two Services

A great deal has been written about the issues involved in two services, and Dis-
trict Executive Terasa Cooley had much to tell us. We also had the benefit of vis-
iting churches that have made the transition to two services, some successfully
and some not. Even churches that are now happy with two services often have
had to do something different from what they originally pictured.

Although we are not recommending that First Parish start a second service in the
near future, what we outline in this section is not a straw man. This is our best
attempt to answer the questions that two services raise. If First Parish does not
want to spend the money to add seating, or decides to have two services for
some other reason, we believe the implementation discussion should start with
this proposal.

At the same time, our proposal should not be read as a set of marching orders.
The transition to two services would require the cooperation of the whole congre-
gation. The church’s committees and other interested groups should be given
ample opportunities to negotiate their roles.

Nearly Identical Services

One way two services fail is if they divide into the “main” service and the “other”
service, which eventually dwindles down to nothing. For this reason we sched-
uled our hypothetical services at 9 and 11 and gave them nearly identical con-
tent. 5Boz‘h services should be natural successors to the single service we have
now.

“‘Nearly” identical means that whenever possible the services would share the
same order of service: The speaker gives the same talk.® Music is usually identi-
cal, or at least of equal quality.7

® Churches that are looking for an alternative worship format typically do it in a
third service either Saturday night or on a weekday evening.

® We were not sure how to handle lay-led services. Some parishioners may be
discouraged by the prospect of doing their service twice in one morning, so we
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Identical RE Programs?

RE programs are harder to split than worship services. Children are especially
insistent on being with their friends, and families want all their children to attend
the same service. One church we visited tried to offer two identical RE programs,
only to have almost all the children migrate into one. But we also visited churches
that had successfully split RE into two identical programs.

The main alternative is to have a complete set of RE courses in one service
(usually the early one), while the other service offers an all-ages program similar
to the Way Cool Sunday School that we occasionally do now. In practice, this
causes families with children to favor the complete-RE service and may make it
larger than the other service.

Size, we believe, is the determining factor in deciding which way to go. If the sin-
gle RE program is overcrowded and the adult community is large enough to sup-
ply two sets of teachers, two identical RE programs makes sense. But if current
space is adequate and teacher-recruitment challenging, the non-identical choice
is better.

Right now First Parish is at an in-between size; we could go in either direction.
But if we picture adding seats to the sanctuary and only starting a second service
after several more years of growth, we should definitely have two complete RE
programs.

Lyceum and Talkback

The Bedford Lyceum could not be done twice. Speakers are volunteers and at-
tendance is often 20 or less. Moving it to 8 a.m. would also probably kill it, and
noon would make it inaccessible for those who attend the first service. We would
schedule the Lyceum between the two services, and hold a Talkback only after
the second service. This may not be ideal, but seemed to us more likely to work
than the alternatives.

More Disciplined Timing

Today, a typical First Parish service runs 60-75 minutes, but 90 minutes or more
is not unheard of. In order to get two services done each Sunday, their timing
would need to be more predictable. Speakers would need to be more disciplined
about fitting their message into the allotted time slot. Service organizers would
have to learn to say no to people who want to add new elements to a service.
Open-ended segments like announcements or candles would have to be made
more predictable or moved out of the worship service.

leave open the possibility that the two services may have different lay speakers.
But we would not recommend scheduling a lay service opposite a professional
service.

" Many churches avoid having the choir sit through the same service twice by
giving them an orderly exit after their second-service performance.
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This might be difficult for First Parish, which has never been a punctual, disci-
plined congregation. The idea that “things will take as long as they need to take”
is one of those small-church attitudes that many parishioners are attached to and
would resist giving up.

Implementation

The hard part of the transition to two services is getting everybody on board. The
way to fail is for a small group (like POG or ParCom) to come up with a detailed
two-service plan and then send marching orders to the committees and the con-
gregation.

A number of committees have key roles to play: Religious Education, Religious

Services, Music, and Hospitality. All affected committees need to negotiate their
roles until they are solidly behind the two-service plan.® The proposal described
above is intended to be the beginning of such a negotiation, not the end.

The congregation also needs to own the decision and to have time to raise its
objections to a detailed plan. This is a major change in the life of the church. We
recommend that the final decision to have two services be by congregational su-
permajority, not by ParCom or by simple majority vote.

If we decide to implement a two-service plan, ParCom should establish a two-
service transition task force to oversee the ongoing negotiation, and should give
the task force an ample time frame. Given the disruptions we can already foresee
in the 2007-08 church year (John’s sabbatical, Sylvia’s absence, etc.), we would
suggest Fall, 2008 as the earliest reasonable date for two services to begin.

Why We Recommend Delay

We believe our two-service proposal is feasible, but we choose not to recom-
mend it until after the additional seats in the balcony fill up.

In order to succeed, a two-service plan needs to be the consensus of the con-
gregation. Not everyone has to be happy about it, but almost everyone should
see that it is necessary. We do not see this consensus forming yet, and don’t
want to push forward without it. We believe the case will be easier to make down
the road when the congregation knows that every other reasonable alternative
has already been tried.

When we visited a church where the two-service transition failed, the stories we
heard made us cautious. Their POG-like group held open meetings, talked to pa-
rishioners, and heard little serious objection to their plan. Apparently, many op-
posed to two services simply ignored the possibility until a decision was an-
nounced. Discussions that should have happened during the planning process

8 In one church we visited (where the two-service experiment is still continuing)
the RE committee felt that the job of staffing two RE programs had been imposed
on them from above. They were not happy campers.
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instead took place after implementation, and the plan proceeded without consen-
sus. Those promoting the plan felt sandbagged; those opposed felt run over.

It is far too easy to imagine such a scenario playing out at First Parish.

The open meetings we held to discuss various options, including two services,
were poorly attended. In the first meeting we heard many comments along the
lines of: “At first | didn’t like the idea of two services, but now that | think about it |
think | could get used to it.” In the second meeting we specifically encouraged
negative comments about two services, and we got them. Without the social
pressure to sound reasonable, the “| think | could get used to it” conclusion
dropped away.

In short, we believe that the work we have done — coming up with a realistic two-
service proposal — is the easy part. For this to work, an implementation group will
have to do the harder job of getting the congregation’s attention and building
consensus.
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3. Coffee Hour

If we picture the perfect coffee hour as the entire church chatting comfortably in
one room, we are doomed to disappointment. As attractive as this image is, First
Parish has grown too large for it.” Much can be done to de-clutter the Common
Room, but as long as 200 or more people attend Sunday services, coffee hour in
the Common Room will be loud and crowded. If the church continues to grow,
this situation can only get worse.

Two Sunday services with two coffee hours would not completely solve the prob-
lem. The period between the two services would continue to be the “real” coffee
hour, the time when the entire church would try to fit into one room.

Assuming that construction under the sanctuary is feasible, enough space may
exist there to construct an even larger common room. This would be expensive,
and the space might be better used as offices and classrooms. Plus, it is hard to
imagine an underground space eclipsing the sunlit Common Room we have now.
As long as coffee is available in or near the current Common Room, many peo-
ple will want to be there.

In short, any solution we can imagine to the current crowding involves coffee
hour taking place in more than one room. If coffee were available in the rooms
above the sanctuary and possibly in the back of the sanctuary itself, parishioners
would have plenty of space to meet and converse without additional construction.

In many ways this situation symbolizes the whole pastoral-to-program church
transition. The program church does not have a single center, and is instead a
network of inter-related sub-communities. You would not expect a program
church to fit into one room.

De-Cluttering the Common Room

Even within the Common Room, a few things can be done to make coffee hour a
more pleasant experience.

Currently, coffee and other refreshments are served on tables close to the
kitchen, minimizing the distance hot liquids need to be carried. The center area of
the Common Room usually contains a table of children’s snacks plus tables de-
voted to a number of worthy causes: selling merchandise and coupons that
benefit First Parish, publicizing church events, signing up volunteers for church
projects, gathering signatures on petitions, and so on. The area farthest from the
kitchen is a children’s play area with games and puzzles in the cabinets.

The entire Common Room is noisy, but the greatest crowding is near the serving
tables — so much so that the advantage of having the tables close to the kitchen
is all but lost. Putting coffee in more than one location in the room might help.

® The arrival of spring has temporarily masked this problem, as it does every
year. Most children and a few adults are spending coffee hour outdoors.
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Possibly even something as simple as putting the cream and sugar in a different
part of the room could create a traffic flow that would pull people away from the
serving tables.

The promotional tables have gotten out of control. Groups set up their own tables
and take up far more space than they need. We recommend that coffee hour
have a fixed number of promotional tables — fewer than are usually set up now —
in the same places every Sunday. Groups could get by with a seat at a table
rather than a whole table.

Announcements at coffee hour are currently made by anyone bold enough to
make them. This is a charming small-church practice that increasingly becomes
a nuisance as First Parish grows. We recommend doing the same thing with cof-
fee-hour announcements that has been done with announcements during the
service: name an announcement person. The coffee-hour announcement person
could wear a big bright button and have his/her name listed in the order of serv-
ice. If you want something announced during coffee hour, contact the an-
nouncement person — don’t stand on a chair and start yelling.

Making Other Coffee-Hour Spaces Work

Some creativity will be required to spread coffee hour throughout the church.
Simply setting up alternate coffee stations will not be enough as long as the
Common Room is thought of as the “real” coffee hour, where you have to go if
you want to be sociable.

Until alternate coffee-hour spaces start to develop their own character and their
own regulars, they will each need to be given some unique advantage. Perhaps it
could become traditional for the Sunday speaker to go to the Bacon Room for a
social period that would eventually resolve into talkback. Perhaps the sanctuary
could have pleasant background music. Perhaps the alternate spaces could have
special refreshments.
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4. Religious Education

First Parish currently has 10 classrooms, one of which (L-01 in the basement) is
being used as an office. The other nine rooms are all used by the RE program on
Sunday mornings, and the program is growing.

First Parish’s RE program and its needs for space bring up many of the same is-
sues as the Sunday service. First Parish currently has 340 adult members, but
we manage without 340 seats in the sanctuary because we never have perfect
attendance. Similarly, last year we reported an RE enrollment of 135 to the UUA,
but there was no Sunday on which we actually needed space for 135 children.
On some Sundays (particularly in the spring as the weather got better), our class-
rooms were not the least bit crowded. But on other Sundays they were.

We have not found anything like an 80% Rule for RE, but some of the same
ideas must apply. Beyond a certain point, larger classes are probably less attrac-
tive, and an expectation of poor attendance can be a self-fulfilling prophecy. If we
don’t provide space for high attendance, we won't get it.

After examining attendance trends, our classrooms, and the plans and hopes of
the Religious Education Committee, we envisioned a 12-room RE program.
Where we might find those three extra rooms (or two rooms plus reclaiming L-01)
is discussed in Section 6.

Growth Statistics

We found it difficult to get a handle on RE growth, and we will discuss the statis-
tical issues in some detail so that others do not repeat our mistakes.

If you look only at the enrollment numbers we send to the UUA each year, you
would not think that the RE program is growing at all. We reported enroliment of
135 in 1999-2000 and again in 2006-2007, with a peak of 150 in 2003-2004.
(See table below.)

Unfortunately, the UUA provides no definition of enrollment, and each DRE de-
fines it differently. Consequently, enroliment tends to jump up or down whenever
we change DREs. In Lisa Rubin’s first year (2004-2005), our reported enrollment
dropped from 150 to 122, even though better defined statistics (which we’ll de-
scribe in a moment) show that the RE program actually grew that year.

Anita Raj of the Religious Education Committee went back through the week-by-
week attendance records of each class for the last four years and compiled a dif-
ferent picture. Average weekly attendance for the RE program was 43 in 2003-
2004, and during Lisa’s three years it has grown to 57.4 this year. That's a 33%
increase, or a compounded rate of 10% per year.

An even more interesting statistic (from a growth-planning point of view) is to find
the peak attendance for each class each year. Essentially, this tells us the small-
est classroom that could have contained that class for the entire year, so that the
last chair would have been filled on the day when attendance peaked. Summing
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those numbers across classes gives us the capacity needed by the RE program
as a whole.™

This needed-capacity figure grew even faster than average attendance: From 64
in 2003-2004 to 91 this year. This is a 42% increase in three years, or a com-
pounded annual rate of 12.4%.""

Church Needed

Year Enrollment Capacity Average Attendance
2003-04 150 64 43
2004-05 122 70 52.6
2005-06 132 84 60
2006-07 135 91 57.4

Sunday Morning Youth Programs

The numbers above cover Preschool through g grade, the students for whom
we offer Sunday morning programs. Programs for older students, like OWL,
Coming of Age, or the senior youth group were not counted in these statistics,
because they meet at other times when space is easier to find.

Lisa and the RE Committee have a vision in which junior and senior youth be-
come more involved on Sunday mornings. We talked to some parents of older
teens who are skeptical that this can work, but Lisa points to next year’s gt grade
class, which she describes as an unusually large (14 members) and committed
group. In 2008-2009 she would like to experiment by offering them a ot grade
class on Sunday mornings — if there is space for it. They could be the trail-
blazers of an expanded Sunday-morning program for youth.

The 12-Room RE Program

Currently, all our RE classrooms meet the UUA size recommendations with some
space to spare, even on days of peak attendance. (See Appendix D.)

If we continue to juggle our program — combining or splitting classes as neces-
sary to match the sizes of the rooms, and not expanding the Sunday morning
program into high school — we should have adequate space for two or three more
years. Even at the most generous rate of 30 square feet per student, our current
classrooms can contain 109 students (117 if L-01 is reclaimed as a classroom). If
our needed capacity (see definition above) was 91 this year and continues to

"% This number would resemble the maximum weekly attendance for the whole
program, but be slightly larger because not all classes reach their peak atten-
dance on the same Sunday.

" There are some reasons to believe that 2003-2004 was actually a low point in
the RE program’s size rather than a high. The 2000-2001 annual report of the RE
Committee claims a single-Sunday attendance of 83, and the 2002-2003 report
describes “typical attendance” as 60-80.
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grow at an annual 12.4% rate, it would still only reach 115 in the 2008-2009
church year.

If we go to two services and split the RE program into two nearly-equal pieces,
our current classrooms could suffice for many years. But if our recommendation
to expand sanctuary seating in the Blinn and Page Rooms is implemented, First
Parish and its RE program might grow considerably without starting a second
service. But grow where?

As we began to imagine the space that our RE program may need in years to
come, we also started to picture a space defined by our RE program rather than
a program defined by our space. In that vision, we have 12 classrooms rather
than 9 or 10:

& anursery,
« a preschool room,

« aroom for each grade K-8

« aroom for high school students

This means renting, buying, building, or otherwise getting access to three more
rooms: either three classrooms or two classrooms and an office to replace L-01.
We recommend that at least one of these rooms, and ideally all three, be avail-
able for the 2008-2009 church year.
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5. Staff

A growing church should stretch itself a little in hiring staff. It should try to staff
the larger church it will soon be rather than the smaller church it recently was. It
can’t stretch too much, however, because no contributions come in from the
members who aren’t here yet, and new members usually start pledging at a low
level (and then ramp up as the church proves its value to them).

With these considerations in mind, we recommend the following upgrades to First
Parish’s staff:

« First Parish should envision becoming a two-minister church. Our half-time
assistant minister position should be continued, and (as resources allow) up-
graded over time to full-time associate minister position.

« Hire a half-time volunteer coordinator.

« Provide custodial help for Sunday morning.

Our Current Staff

In the 2006/2007 church year, we have a senior minister; a half-time assistant
minister; a student minister; a director of religious education; a music director,
children’s choir director, and organist at quarter-time each; an administrator and
a half-time bookkeeper; and two part-time custodians. Translating this into full-
time-equivalents, we have 1.5 ministers (plus a student), 1 DRE, .75 musicians,
1.5 office workers, and slightly less than .5 custodian.

Looking forward to 2007/2008, our assistant and student ministers will have left,
and our senior minister is spending several months on sabbatical. Maud Robin-
son will be an acting assistant minister all year, and Rev. William Schulz will be
here for November-December during John’s sabbatical.

Our Second Minister

Four years ago First Parish created a second ministerial position: a half-time as-
sistant. Rev. Sylvia Stocker held this position from its creation until this year,
when she accepted a call to be the parish minister at the Unitarian Universalist
Church of Brunswick, Maine.

During these four years First Parish has grown from 306 members and 195
pledging households to 340 members and 221 pledging households. (See Ap-
pendix B.) It is impossible to say how much of this growth can be attributed to
Sylvia personally, to the general increase in our ministerial staff, or to other
causes entirely. But overall, our experiment with a part-time second minister
seems to be a success.

We considered how to continue from here, now that Sylvia has moved on. We
recommend that the half-time assistant minister position be continued in 2008-
2009, with the vision of upgrading it (as resources allow) to a full-time associate
position.
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Guidelines and Other Conventional Wisdom

Guidelines for the number of ministers a church should have are hard to come by
and hard to apply. Paging through the UUA Directory, you will see that churches
with less than 300 members typically have one minister and those with more than
500 members usually have two or more. (Concord, with just over 800 members,
has three, plus an affiliate minister for pastoral counseling and a number of relig-
ious educators.) Churches in between may have one or two ministers, and some
have a minister of religious education who combines some ministerial duties with
the role of a DRE.

In Staffing Your Church for Growth, Gary Mclntosh recommends one minister for
every 150 people who attend on an average Sunday, and recommends that
growing churches round up, so that at 151 you hire a second minister. Our me-
dian attendance this year was 202, but it's not clear whether Mclntosh would
count a DRE as ministerial staff or support staff; neither designation quite fits.

In the end we were influenced less by McIntosh’s numerical model than by his
conviction that a growing church should invest first and foremost in its staff, par-
ticularly its ministerial staff: “Research on churches ... has found that the order of
a church’s priorities usually signals its growth or decline. For example, declining
churches order their priorities in this manner: facilities, programs, and staff. On
the other hand, growing churches order their priorities in this manner: staff, pro-
grams, facilities.”

Last Year's Task Force

Last year the Assistant Minister Transition Team considered the question of
whether our half-time assistant minister position should be upgraded to an asso-
ciate minister position, with the vision of growing it over time into a full-time posi-
tion. (Two members of POG served on that team.) The AMTT concluded that this
decision should not be made without a larger vision of First Parish’s future. In
particular, was the church envisioning continued growth or not? Continued
growth meant somehow solving the sanctuary problem, which went well beyond
that team’s charge.

This non-decision was one factor in the Parish Committee’s decision to form a
vision planning task force, which became POG. Our charter (Appendix A) in-
cluded this clear statement: “Parish Committee’s vision for First Parish is to be a
vital, growing, and caring community with the infrastructure to support growth in
membership, programs, and ministry.”

This commitment to solving the problems of growth allows us to endorse the vi-
sion that the AMTT had to back away from.

Calling vs. Hiring

An associate minister is called by the congregation and cannot be fired without a
congregational vote. This symbolizes an independent mandate for his/her minis-
try and a collegial relationship with the senior minister. An assistant minister is

Page 22 of 33



hired by the Parish Committee and can be fired by them at any time. An assistant
would be supervised by John and help him fulfill his ministerial mandate.

The AMTT concluded that a half-time assistant minister job would mainly attract
people in temporary situations. Sylvia is a case in point: While her son was in
high school, our part-time assistant position was attractive, but after he gradu-
ated she moved on to a full-time called ministry.

Cost

Under UUA guidelines, associate ministers are paid more than assistant minis-
ters. The AMTT report estimated turning our half-time assistant minister position
into an associate position would entail an increased cost of $5259. Making the
half-time associate position full-time would double its cost again, to an estimated
$56,622. That analysis placed First Parish in between the recommended Mid-
Sized | and Mid-Sized Il. The suggested Mid-Sized Il recommended salary-plus-
housing for a full-time associate minister would be $63,400, almost $40,000 more
than we budgeted in 2006-2007.

Given that our entire budget for 2006-2007 was a little more than $500,000, we
obviously cannot upgrade this position all at once. But it should be a multi-year
goal as First Parish grows.

Volunteer Coordinator

We recommend hiring a part-time volunteer coordinator as soon as the budget
allows.

How Size Affects Volunteerism

In a small church, things can get done at the last minute without much organiza-
tion. Whoever notices something handles it. If they need help they yell, and peo-
ple come running.

The larger a church gets, the worse this works. The number of jobs to do is too
large, so we all get into the habit of noticing some things but not others. We also
learn to ignore some calls for help, because there’s always somebody who needs
help with something — if you always responded, you’d be working constantly.

Without organization, things fall through the cracks. In recent years First Parish
has had an increasing problem connecting volunteers to jobs. This problem has
two related pieces:

« It’s hard to get volunteers to sign up in advance. It's not that people don’t
want to do anything. You can still usually get plenty of people to pitch in at the
last minute. But it's nerve-wracking to go into an event like the auction or the
plant fair without knowing who'’s going to do what.

« |t’s hard to know exactly what you’re signing up for. This is particularly
true for the organizational jobs, like chairing a committee or running a major
event. We don’t have a good method for keeping track of how things have
been done in the past and scoping the jobs appropriately. This can become a
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vicious cycle: It's hard to drop a job like chairing a committee because no one
volunteers to pick it up; and no one wants to pick it up because they know
how hard it will be to quit.

Little by little, a large-church volunteer model is appearing at First Parish. This
year we tried a new method for finding ushers and coffee crew for Sunday morn-
ings. A pool of names was created and Sundays were assigned. If you couldn’t
fill your assigned job, you needed to pass it on to someone else. This was an un-
precedented level of regimentation for First Parish, but it has worked well. The
jobs are well defined, and you can do your part without worrying that you’ll get
stuck doing everything every week.

Another example is how the RE program recruits teachers. In the old model,
each class had its own RE Committee liaison, who recruited teachers to fill the
weekly slots. A parent with several children would be recruited by several liai-
sons, possibly many times a year. Now the classes are divided into three teach-
ing blocks, and the RE Committee has an integrated phone-a-thon to fill them
each May. Parents get one call instead of several.

What a Volunteer Coordinator Would Do

A volunteer coordinator would be responsible for moving First Parish from a
small-church model of volunteerism to a large-church model. In a large-church
model, jobs are well scoped and well defined. Roles are filled well in advance.
The church takes a long-term view of its volunteers: People are groomed and
trained for the more responsible jobs, and are replaced before they burn out.

From the point of view of a parishioner, you would no longer have a dozen differ-
ent people asking you to do a dozen different jobs. Instead, the volunteer coordi-
nator might ask you how much time you want to commit to First Parish this year,
and show you a list of the jobs that s/he still needs to fill.

Cost

“Volunteer coordinator” is itself exactly the kind of job we can’t get anyone to vol-
unteer for. If it's going to get done, we’re going to have to pay someone. Based
on UUA guidelines, we estimate the cost of a half-time coordinator at $18,500
per year, and quarter-time at $9,250.

Sunday Custodian

Much of the set-up work for the Sunday service — putting out the parking sign,
displaying the flag, setting up chairs for the Lyceum, etc. — currently happens in
the loosely organized way that small churches do things: Whoever notices that
something isn’t done does it. As the church grows, this loose organization works
less and less well. Also, as attendance increases and we try to use our physical
space more efficiently, we foresee more and more need to move things around in
the course of Sunday morning. For these reasons, First Parish should have a
paid custodian available on Sunday mornings.

Page 24 of 33



6. Space

As First Parish grows it will need more space: more sanctuary seating, more of-
fices, and more classrooms. Because the footprint of our building is fixed by the
town, we cannot build another extension. We can rent or buy space in other
buildings, we can remodel the building we have, or we can build in the unfinished
basement under the sanctuary. POG does not know enough about costs and re-
sources to make a definite recommendation.

Needs

We have identified three needs for additional space, which have been described
in more detail in the previous sections.

« The sanctuary needs more seating if we are going to avoid starting a second
service or choking off our growth. In Section 2 we recommended adding this
seating by turning the Blinn and/or Page Rooms back into a balcony.

« The RE program needs at least one more classroom by 2008-2009, and
eventually three. (See Section 4.)

« We need to find adequate space for any new staff that we hire, including the
volunteer coordinator we recommend in Section 5. If one of the RE program’s
additional classrooms is L-01, we need to find new office space for the book-
keeper and student minister.

Of these three, we place the highest priority on sanctuary seating. This is also
the need with the most constraints. We can rent or buy office/classroom space
outside the church building, but adding seats to the sanctuary requires a con-

struction project.

Another project not covered in the previous sections is to upgrade the elevator.
The scooters now used by many elderly and otherwise infirm people will not fit in
our elevator. Enlarging the elevator requires enlarging the shaft into the L of
Room 201. Selling this project to the congregation will be a challenge: It is a
huge expense — we don’t have a precise figure — and parishioners who are cur-
rently able-bodied will notice no immediate benefit. But we need to consider our
commitment to accessibility.

Options
Our options for the sanctuary are limited: the footprint of our building is fixed by

the town, so constructing balcony seating is the only reasonable way to add a
significant number of seats.

For office/classroom space we have more choices:
« Remodeling our current space.
« Building new space under the sanctuary.
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« Buying another property nearby. The bank building on the corner of Fletcher
& Great Road is available.

« Renting office/classroom space in nearby buildings.

Building under the sanctuary or buying the bank would require a capital cam-
paign, as would any major remodeling of the second floor. But we have not re-
ceived firm cost estimates for any of these options, and we do not have a firm
estimate of how much a capital campaign can raise. So we are not able to make
a recommendation.

Remodeling

Putting additional sanctuary seating into the Blinn and/or Page Rooms could be
part of a larger remodeling of the older part of the second floor. Other remodeling
could also create new offices or classrooms.

Remodeling the Older Upstairs

The newer part of the upstairs, Rooms 201-204, is bright, attractive, and well
used. The older part is not.

The Bacon, Blinn, and Page Rooms have a view of the sanctuary and are used
as overflow space and toddler space on Sunday mornings. The Bacon Room is
where we have Talkback, and it is a nice room for large discussions when the
sanctuary is not is use.

But the Blinn and Page Rooms are seldom used except on Sunday mornings,
and do not provide many extra seats even then. The upstairs kitchen is seldom
used.

In Section 2 we recommended that additional seats be put in the Blinn and/or
Page Rooms. This could be part of a complete upstairs remodeling of the older
part of the building. We do not know how much extra office/classroom space we
could find here — undoubtedly not as much as building under the sanctuary or
buying the bank, but it would probably be cheaper.

Other Internal Remodeling

A number of rooms in the current building could be cut up and/or repurposed to
create additional rooms for classes or offices.

The portion of 201 behind the elevator shaft is little used. It could be partitioned
or walled off, creating a small office without sacrificing the usable portion of the
classroom. Another possibility is to use part of this space as a shaft for a larger
elevator.

The furnace room in the basement could be re-purposed as an office or class-
room by moving the furnace to less valuable space.

Room 204 could be partitioned into offices, perhaps as many as four of them.
This would sacrifice our most attractive large classroom, and so is not desirable
in the near term. But this is one possibility in a scenario in which First Parish con-
tinues to grow, adds staff, and is not able to add space.
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Building Under the Sanctuary

The basement area underneath the sanctuary is unfinished and has a dirt floor.
In its current condition it is not useful for anything but storage.

Construction here has both the most promise and the most uncertainty. In order
to have enough headroom, the basement would need to be dug deeper. Depend-
ing on the depth of the rock ledge and the water table, this might not be feasible
at any reasonable cost.

If digging is feasible, this option offers something none of the others does: new
space under our roof. There is a considerable amount of space under the sanc-
tuary, perhaps enough for a room half again as large as the Common Room, or
an equivalent area cut up into offices and classrooms.

Cost is the main issue. Dewing & Schmid Architects estimate that just doing the
tests to determine the depth of the ledge and the water table would cost $5,300.
A building plan with cost estimates would cost even more. We recommend that at
least the tests be done soon, so that we have the results before we need to make
our bid on the bank.

Buying the Bank

The bank building at Fletcher & Great Road (diagonally across the intersection
from the church) is for sale.™ As we understand things, at some point in the com-
ing months the property will be sold in a sealed-bid auction.

This option has a number of positives and negatives:

« |t is more space than we need for the near future. But we could rent the extra
space, and it would be available in the more distant future when we might
need it.

« Unlike space created inside the church, the bank building could be sold if it
were no longer needed.

« |t comes with parking.

« Going from the church to the bank requires crossing the Great Road. This
makes it less desirable as RE space for small children. Even older children
would lose class time in transit, especially in winter.

Like the other major options, this purchase would require a capital campaign.
The Real Estate Task Force believes that we could rent excess space to tenants
and recover the operating costs of the building, but that we could not expect
rental income to cover a mortgage. As we budget for this option, we should be
sure to include money to reconfigure the space for our needs.

' The Real Estate Task Force is studying this option in more detail. Our informa-
tion comes from them.
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Appendix A. Charter of a Vision Plan-
ning Task Force

The Parish Committee has authorized formation of a Vision Planning Task Force.

Membership:

The Vision Planning Task Force shall consist of 7 members. The members will
include the minister, along with six people selected by Parish Committee repre-
senting different constituencies within the congregation.

Purpose:

Parish Committee’s vision for First Parish is to be a vital, growing, and caring
community with the infrastructure to support growth in membership, programs,
and ministry. At present, the sanctuary is often filled to capacity Sunday morn-
ings, and Religious Education does not have space for Sunday morning classes
with Sr. Youth. Whether or not First Parish should call a second minister de-
pends, in large part, on how these growth and infrastructure issues are resolved.
The purpose of the Vision Planning task force is to examine the current and fu-
ture needs of First Parish, assess options to manage growth effectively, recom-
mend an action plan to Parish Committee, and facilitate communications within
the congregation.

Responsibilites:

The Vision Planning task force should:

@ review existing information including, but not limited to:
® Parishioner feedback on 3x5 cards & cottage meeting feedback (2006)
® 200? And 2006 Mary Flatley reports
® Decision to Call report (9/06) of the Assistant Minister Transition Team
® Our mission statements
® [nformation accessible at UUA.org that may be helpful

« Meet with committees to gather relevant information, hear their concerns, and obtain
input regarding the impact of possible changes.

« Publicize and hold at least one open meeting to listen to the concerns and feedback of
members of the congregation.

« Recommend a plan to Parish Committee with specific action items and timelines to
manage growth effectively while addressing the following:
® Existing status versus potential growth
® Should we go to two services?
® Should we call a second minister?
® Building usage, including architectural options
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The impact and options created by potential real estate purchases

Staff resourcing

Programming

Financial impact
® Potential within both the immediate and larger community

@ The task force should meet frequently, keep Parish Committee updated on its pro-
gress, and provide recommendations in a report.
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Appendix B. Growth Statistics

church RE en- attendance- attendance-
year members pledges roliment John other
1999-2000 294 167 135 167 88
2000-01 300 173 111 194 114
2001-02 304 189 130 193 110
2002-03 306 195 130 167 138
2003-04 312 197 150 175 163
2004-05 326 212 122 198 135
2005-06 327 210 132 214 172
2006-07 340 221 135 228 182

These attendance numbers are annual medians, broken down by whether or not
John Gibbons was involved in the service. They are based on the counts taken
by the ushers before the children leave for their classes. We chose to list medi-
ans rather than averages to minimize the influence of bad weather, special
events, and other one-of-a-kind factors.

The numbers other than attendance come from the annual reports First Parish
sends to the UUA. (Thanks to Joan Petros for looking them up.)

We give the full table because any individual statistic is an unreliable measure of
church growth. Membership numbers are influenced by when we choose to
purge the list of inactive members. Pledges also reflect the economic situation.
Sunday attendance is affected by any number of factors unrelated to growth.
Seen together, though, these statistics paint a much clearer growth picture.

A number of factors have influenced the attendance figures, which don't start
showing a clear growth pattern until 2002-03. We begin this table at 1999-2000
to avoid the artificial effects of the construction project in 1998-1999: Attendance
was not taken at the 9 a.m. family service held during construction, and atten-
dance at the later service was correspondingly lower. The full RE program was
not re-established until late in 1999-2000, which undoubtedly depressed atten-
dance that year as well. John’s attendance numbers in 2000-01 and 2001-02
benefited from his sabbaticals in those years: We saw less of John, so a Gibbons
service was more of a special occasion.

The 2001-2002 membership number was revised downward from the original
326 after the every-member canvass in the spring of 2002. Most of the inactive
members taken off the roles that year were probably also inactive in the previous
two years, so the growth in membership since 1999 is probably somewhat larger
than this table suggests.
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Appendix C. Architect's Memo

Dewing & Schmid Architects, Inc. P (] www.dsarch.com

148 Mount Auburn Street, Ceambridge, MA 02138 T 817.876.0066 F 617.547.8773

199 Sudbury Road, Concord, MA 01742 T 978.371.7500 F 978.371.3388
280 Elm Street, South Dartmouth, MA 02748 T 508.999.0440 F 508.999.770¢
May 29, 2007

Christine Rabinowitz

Planning Our Growth Task Force
The First Parish in Bedford

75 The Great Road

Bedford, MA 01730

Re: First Parish Feasibility Study
Dear Chris:

We are pleased to submit this proposal which outlines the various steps we will
take at arriving at a preliminary cost estimate tc make alterations to 2 specific
sections of the church. The 2 areas shall be:

¢ Area 1-Opening up of the gallery for additional seating capacity.
e Area 2-Conversion of basement crawl space for meeting and classroom
space.

Project Team
Architect: Dewing & Schmid Architects, Inc. (DSA

Structural: Foley Buhl Roberts & Associates (FBR)

Geotechnical: Richard Weber, Professional Services Industries (PSI)
MEPF: Johnson Engineering (JE)

Cost Estimator/Project Manager: LINBECK (L)

Project Scope

Pees
* Avrea 1-Prepare a schemaric design for the DSA-$7K
removal of portions of the gallery window FBR-$1K

(interior) wall and construction of additional  L-$1.5K
seating. This plan would address other areas
of the gallery ar the same time. A schematic

design cost estimate would be included.
Sub Total $9.5K
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Dewting & Schinid Architects, Inc

Fees
Exploration
e Area 2-Conduct on-site exploration of soil Borings-$2.2K
conditions to help determine likelihood of PSI-$1.6K
encountering ledge within the crawl space. FBR-$.3K
This would include mechanical borings DSA-$1.2K
just outside of the building footprint with a
a steel rod within the crawl space. A geo-
technical engineer will oversee the borings
operation and will prepare a report of the
findings. Sub Total: $5.3K
Area 2-Schematic Design- If it is concluded that DSA-$7.5K
there is a minimal risk of encountering ledge FBR-$5K
within the crawl space, a schematic design for the JE-$3K

build-out will be prepared showing layout and key details.  L-$3K
A cost estimate would accompany this phase.
Sub Total $18.5K
Total $33.3K

Since sending you our memorandum dated May 8" that summarized my
conversation with Richard Weber, our geotechnical engineer, our structural
engineer has advised us against removing the floor of the sanctuary to gain
access to the crawl space for the removal of excavated material. Other access
points need to be considered.

If you decide to move ahead with either or both of these projects, we would
then prepare a contract for your review and apptoval.

I would be pleased to meet with you and your committee to discuss this
proposal in greater detail at your convenience.

Sincerely,

Dewing & Schmid Architects, Inc.

MMQQAJ,W S

Allen Dewing Jr.
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Appendix D. Classroom Capacities

The UUA makes the following recommendations on the number of RE students
per room and the number of square feet per student.

Age Persons per room Square feet per person

Infants 4-10 *
Toddlers 6-10 30-35
Twos 6-10 30-35
Threes 8-12 30-35
Kindergarten (4-5 yrs.) 10-20 30-35
Elementary (grades 1-6) 12-25 25-30
Youth (grades 7-12) 12-25 20-25

(*Cribs of infants are recommended to be separated by at least three feet.)

The following table gives the measurements of our classrooms and the number
of students that they could accommodate at 30, 25, and 20 square feet per stu-
dent.

Room Ft In by Ft In CutoutSq Ft 20/Per 25/per 30/per Use Now

LO1 13 10 x 170 235 12 9 8 Office

L02 18 3 x230 420 21 17 14 Classroom

LO3 21 0 x190 399 20 16 13 Pre-K

LO4 18 0 x190 342 17 14 11 Nursery

LO5 17 0 x170 289 14 12 10 Classroom

LO6 21 0 x 130 273 14 11 9 Classroom
Classroom (L-shaped

Rm201 20 6 x 134 273 14 11 9 area notincluded)

Rm202 19 0 x240 456 23 18 15 Classroom

Rm203 19 0 x 17 0 323 16 13 11 Classroom

Rm204 24 6 x 216 37 490 24 20 16 Classroom

Totals 3500 175 140 117
Note: The following rooms have dividers such that two large rooms are available

Combined w/ allow-

LO3 & LO4 40 0 x 180 720 36 29 24 ance for divider
Rm202 &
Rm203 19 0 x 410 779 39 31 26 Classroom
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