
In the fall of 2011, as we prepared for calling a new settled minister the congregation engaged in 

an extensive survey of wants and needs for future ministry.  Hard data combined with the rigor 

of a full-fledged Appreciative Inquiry (AI) process created a focus on four outcomes for the 

future of UUCC.  The AI began during a board retreat in early 2011 where an affirmative core 

purpose statement focused the work.   “The purpose of the UUCC’s AI process is to ignite the 

synergistic power of this congregation coming together in new and dynamic ways that transform 

ourselves, our church, and the world through our common vision and commitment to passionate 

action.” 

In the discovery phase, we designed and created the interview questions, we recruited and 

trained interviewers, and we organized individual interviews which were completed with just 

over 50% of the congregation of 130. The information gathered was analyzed and distributed in 

a variety of formats.  

Next, we had a dream summit facilitated by Rev. Alicia Forde out of which came four dream 

statements. Design teams were formed to focus on the dreams.  The teams were: Enthusiastic 

Outreach, Nurturing Diversity, Warm and Welcoming and, Growth. The teams met on a regular 

basis, however the Growth team faltered and the other 3 design teams continued to work 

toward the destiny phase.   

By April of 2012, as we were moving into the destiny phase of AI, it became clear that we hired a 

new settled minister with more than ten years of experience, Rev. Audette Fulbright. During the 

previous five years, we had grown to be very self-sustaining but, the effort had taken its toll on 

the outstanding leadership of many congregants. Because of some burnout the destiny phase 

meetings and committee work were met with the words, “let’s wait and see what the new 

minister says about this.” Input from our new minister would be appreciated when she was 

ready to do so. The lull did not last long. By the fall of 2012 the initiatives were back in place. In 

January 2013 the board and leaders of the AI process met to review progress and areas for 

ongoing work.  Benefits of the process were noted, to include: deepened relationships via 

interviewing process, collecting our stories, contributing to strategic planning and visioning the 

future.  Outcomes that were put in place during the next year included regular town hall 

meetings, marriage equality work, carpet replacement ( a long term goal), and revising the 

governance structure.  .  

The Committee on Ministry shifted its focus to shared ministry and its mission was revised by a 

change to the by-laws.  The evaluation function would focus more on how as a congregation we 

lived our seven principles. The name became the Committee on Shared Ministry (COSM) with 

five congregation elected members.  The Membership Committee reviewed its function and took 

on the initiative of Warm and Welcoming, shifting to a model where the work of welcoming is 

viewed as that of the entire congregation. The congregation continues to be known as a friendly 

and accepting group of people. This has been evident especially within the LGBTQ community 

and single members.  



By the end of 2013 the membership rolls were carefully culled to reveal that we were not on the 

cusp of being a mid-size congregation, rather we were a large small congregation with a big 

heart and many projects. The hierarchical structure, with so much going, on embodied the 

potential for leadership burnout. The Rev. Nancy Bowen, UU Mountain Desert Representative 

introduced the Dan Hotchkiss model of Board Leadership from his book, Governance and 

Ministry: Rethinking Board Leadership. We adapted the Venn diagram as a model, and continued 

to refine its use to fit our needs. Within months of working on the governance and ministry 

model, we also changed the traditional concept of a Board appointed nominating committee to 

a full-time Leadership Development Team (LDT) designed to prepare leaders for nomination to 

elected positions and key committee leadership positions. The LDT is poised to develop and train 

facilitators for Small Group Ministry and work with the Committee on Shared Ministry to define 

its function and procedures to allow the ministry functions of UUCC to move away from Board 

oversight toward COSM oversight and coordination. Recently the LDT, at the behest of the 

Board, identified and oriented three new members, with a portfolio for outside sources of 

fundraising, to the Finance Committee. This move was made to assist in narrowing the income to 

expenses gap in the budget.  To the same end, we have a “Living Generously” Team trained and 

experienced developing a year round culture of gratitude, giving, and pledging.  The assessment, 

communication, quality, and evaluation of this work will all come under the auspices of the 

COSM as it moves toward being an equal partner with the Board as the two UUCC elected 

bodies.  

 

During the last three years of working on governance,the social ministry functions have not 

ceased. Our founding work with Family Promise continues as does our volunteerism for the 

Comea Shelter. Our members and friends are engaged in Immigration issues, Martin Luther King 

Day Marches, Black Lives Matter, Green Sanctuary advocacy, LGBTQ rights (city council 

chambers were packed with UUCC members), Standing Rock Vigils, Food and Clothing assistance, 

Medical Cannabis advocacy…. The list goes on.  

The worship associate team has new members who are enthusiastic and   in the process of being 
trained.   

To bring us to this point in 2017, Rev. Audette Fulbright has set her own clear boundaries 

enabling greater accountability for the Board, Committees, Teams, and members to engage. She 

has provided world class sermons and worship services week after week. She has innovated with 

the use of technology and media in worship and adult education. She has been the face of UUCC 

at many community and interfaith gatherings. She performed the first same sex marriage on the 

steps of the state capital building.  She has kept us connected to the other UU Congregations in 

the region. It is through her leadership and our long-standing history of being self-sustaining that 

we have been chosen by the UUA Transition office to be the pilot “Teaching Congregation.” We 

will miss her shepherding this congregation toward forever Standing on the Side of Love as she 

says,  “We need not think alike to love alike.”  


