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Preface

New times teach new duties. In recent years, ppenomena have made the search for ministerial
leadership more challenging for member congregatadrthe Unitarian Universalist Association:

* Many new ministers are more oriented toward mipistithe community beyond the parish than
to ministry with and to a congregation. Althoughwnministers continue to enter our fellowship
at a high rate, it is not always easy for a congfieg to find even one ministerial prospect, much
less several.

* As more Unitarian Universalist congregations opeyaar round, new needs for ministry are less
likely to occur by the school-year calendar.

* The rising number of growth-oriented congregatibrnisgs with it a more opportunistic attitude
toward ministry. The hope that “we’d like a mimistvith these attributes, to help us to take
advantage of these particular opportunities,” srtlevith increasing frequency.

» Uncertain about their economic future, some corggiegs are reluctant to enter into long-term
commitments. Demand both for time-limited and {tiane ministry has increased.

Thus the UUA’s Transitions Office seeks to move enoimbly in order to better assist congregations in
their needs for ministry—various kinds of ministrat-any time of year.

Nimbleness, yes; haste, no. Once upon a timestenml transition was thought of as the
absence between two ministries. Whatever the nefasdhe predecessor’s departure—retirement,
death, resignation in favor of a new opportunitynegotiation or termination as a result of deratiog
effectiveness, a deteriorating relationship, orcmigluct—the successor was to be selected as soon as
possible.

It has now become clear that the absence is irafpoesence, offering unique opportunities for
what William Bridges calls “the way through”: “amner process through which people come to terms
with change, as they let go of the way things uedik and reorient themselves to the way things are
now.” And, one might add, the way things are beogm

Following this Preface is a Checklist is for threqess of searching for “a minister to be called by
the congregation.” The extension of a ministez&l by the entire congregation is the nearly &ttin a
lengthy and deliberate process that began withitstendications of ministerial departure and cles
with the installation of the settled successor.

Checklists for the relatively brief process of @y “a minister to serve on contract™—an
interim or a consulting minister—can be found ia Tmansitional Ministry Handbogkalso online.
Interim ministers are transition specialists, whosgssion is to guide pastoral-size, mid-size, angdr
congregations through a complete transition expeee A congregation hiring an interim minister sloe
so with the understanding that it will go into sdafor a settled minister in the next year or two.
Consulting ministers generally serve smaller, ofieswth-oriented, congregations. A congregatioly ma
also hire a consulting minister immediately followia brief, conflict-free predecessor ministry.
Consulting ministers generally serve from yeardaryand may later be called. But if you are pilagn
to call a minister soon, thisettlement Handboag your guide.
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Checklist—search for a called minister

Direction-Finding Advised Actual
1. Board arrange for visits of District Executive (DE)inisterial Date Date
Settlement Representative (MSR), and District Camspgon
Consultant; provide requested information to MSR Mar-Jun
2. Board plan search committee selection process r-JMia
3. Board adopt search committee budget Mar-Jun
4. Board conduct congregation’s election of searchrodtee Mar-Jun
Self-Study
5. Search committee (SC) provide requested informdatand meet
with MSR (second consultation) Jun-Sept
6. SC familiarize itself with the Transitions Offieeebsite and the
Ministerial Settlement System Jun-Sept
7. SC print out copies of theettlement Handboand theResource
Guidefor every member Jun-Sept
8. SC go on facilitated overnight retreat Jun-Sept
9. SC select chair (and Transitions Office contadkpcate tasks,
establish time-line Jun-Sept
10.Board select negotiating team to recommend mingteompensation
package and draft agreement Jun-Sept

11.SC gather information by cottage meetings, survegrviews, etc.  Jun-Sept
12.SC schedule Beyond Categorical Thinking workshagémgregation Jun-Sept

13.SC compose Congregational Record (CR) Jun-Sept
14.SC begin compilation of informational packet fockange with

interested ministers Jun-Sept
15. Negotiating team present recommended compensadickage and

draft agreement to board Jun-Sept
Framing the Search
16.SC set up neutral pulpit arrangements with neadgegations Sept-Oct
17.SC create, distribute, and analyze results of @gajronal survey and

other information-gathering Sept-Oct

18.Board tender approved compensation package andagraement to
search committee (if a vote by the Congregatioedgsiired on the

package, allow time for it) Sept-Oct
19.SC complete online Application for Minister by Od¢. 31
20.SC complete online CR by Oct. 31
21.SC request MSR to give go-ahead for Transitions tonveil CR;

follow up to make sure the unveiling occurs by Qc31

22.SC prepare informational packet, including drafeagnent and survey
results, and make copies for potential candidas; copy to MSR
for review Sept-Oct

Open for Business
23.SC meet with MSR for third consultancy (often by caference
call) ideally no later than Nov. 30
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24.SC can request access to Ministerial Records whehe following
are in order, ideally no later than Nov. 30
e Survey results, draft agreement, and compensation
package reviewed by the Transitions Director
* Informational packet reviewed by the MSR
* MSR'’s third consultancy is imminent
25.SC call interested ministers, exchange packetstiwike whose

interest it reciprocates Nov-Jan
26.SC sponsor Beyond Categorical Thinking workshop Nov-Jan
27.SC receive, circulate, and evaluate ministers’ pesskconduct group

phone interviews, interview named references -Blv
28. Transitions make available MRs of additional intéeel ministers as

manifested Nov-Jan
29.SC select and schedule three or four pre-candidatésr

pre-candidating weekends including neutral pulpits Jan 30
30. SC request interpretive file summaries from Tramsg Jan-Feb

31.SC,with the pre-candidates’ acknowledgementerview developed
references in congregations in which the pre-catdglhave
previouslyserved and with previous employers and namedeartes

in current congregation nJaeb
Pre-Candidating Weekends
32.Pre-candidating weekends! Feb-Mar
Selection

33.SC decide on proposed candidate and make offer camggent on
satisfactory criminal record background check and mnterviews of
developed references in current congregation/emplayent no

earlier than noon Eastern time March 15
34.SC,with the proposed candidate’s acknowledgemiaterview
developed references in current congregation ofl@myent Mar-Apr

35.SC conduct criminal record background check on @sed candidate Mar-Apr
36. Negotiating team conclude ministry agreement wéhdidate,
including compensation matters, subject if necgdsacontingencies

in step 33 Mar-Apr
37.SC conclude background check and reference intesvie Mar-Apr
38.Board and candidate execute ministry agreemenésuty extension

of call by congregation and acceptance by candidate Mar-Apr
39.Board announces candidacy Mar-Apr
Candidating Week
40.Congregation extends call and minister accepts ph-May

41.SC submits Notice of Call to Transitions ApryMa
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Introduction—the ministerial call

No choice is more important to the future of a @nén Universalist congregation than its call of
a minister. A thorough, uncorrupted, and mutuedgpectful search process is the essential fegptist
the hoped-for partnership of lay and ordained leadEor both minister and congregation, the poc®es
strenuous, exciting, and informative. It can dsdrustrating and discouraging. But generatidiay
leaders and ministers testify that such a prodebsyed well, richly repays the time and effort it
requires.

Crucial to the quality of the outcome is the quadit the ministerial search committee. Selection
is alll—or almost all. This group must invest hoeds of hours in getting to know each other, the
congregation, and their ministerial prospects vgallthey can make the best choice not for themselse
individuals but for all. No wonder search comn@ttaembers often become lifelong friends!

Search committees do not simply choose among raisisthey engage with ministers in
thoughtful, mutual exploration. For ministry to &iective, both the congregation and the ministasim
sense a “call,” a felt conviction that this matshight for both. Ministers and search committaes
ideally not adversaries in this quest, but partners

A third partner is the Unitarian Universalist Asgdion. Knowing the importance of effective
ministry for the health of our congregations, tHeAJsupports the search process through the
Transitions Office in Ministry and Professional deaship. The Office serves both ministers and
congregations by providing information, counselcture, and resources. Its goal is to promote
excellence in ministry by helping ministers andrebaommittees to function at their best as they
choose one another.

This Handbookoutlines the procedures recommended by the TransitDffice. These
procedures reflect the experience of ministerssaagch committees over many years, and they also
incorporate new ways of gathering and distributifigrmation. One of the two major goals is to
provide committees and ministers alike with theaggst possible flexibility and range of choice, and
with access to as much useful information as ptessib

The second goal, receiving new emphasis in thigoaglis to provide congregations with the
resources they need to assure themselves, toghtegt extent possible, that the ministers thdyacal
the persons they say they are. Congregationalysalas, is a topic of contemporary importance.

The third goal is to encourage procedures thataarethorough, nondiscriminatory, and
efficient. Well used, these procedures providestsrch committee with a full range of potential
candidates, and with full information about eachister's experience and qualifications. They pdevi
ministers with notice of opportunities for minisemd extensive information about congregations
seeking ministers. And they protect ministers fnaolating the Code of Professional Practice of the
UU Ministers Association, and committees from comtimg inadvertent slights that may result in losing
a potential candidate. Finally, these procedwagste foundation for a happy, fruitful, and trustiny
partnership between a united congregation andhdsen minister.



Going On Line

Getting Started—using the Settlement System for fingt time

* Go tohttp://www?2.uua.org/password.asp
Search committees please net®©nly the committee member responsible for
communicating with the Transitions Office shouldister the committee. And only one
registration per committee, please!

* On the registration screen, register as a congoggat as a minister. Complete the
registration information and create your own user@and password: no more than eight
letters and/or numbers each, and only one useraath@assword per committee or minister.
Save them! You can’t re-enter without them.

* You should now have arrived at the menu screerpldes!

Search committees-Share your username and password with all menadfesur

committee and, when you have completed your Apgdingor Minister and Congregational
Record, with your Ministerial Settlement Represewa(MSR) for review. Your MSR will
let the Transitions Office know when your CR isdg#&or ministerial access (“unveiling”).
Ministers—If you are not ready to go into search, but mewash to browse among the CRs,
feel free. It is wise, however, to keep your Miaigal Record up to date.

* Note: If, after you complete the registration scretee, screen merely reappears, the
likelihood is that either your username or yourspasd is already in use. Please re-register,
avoiding double u’s, and select a new usernamegassword. Again—save them!

Re-entering
Go to the Settlement System portal on the UU wejepahttp://www2.uua.org/
* Enter your username and password
* You should now arrive at the menu screen.

Important!

When completing your Record . . .

» Compose your responses to the various CR or MRtigueson your word processing
software, then cut-and-paste to the appropriatiosecof the CR or MR.

» Cut-and-paste just one or two sections at a timieggdown to the bottom of the entry page
and clicking “submit” before entering more material

* Everytime you log in, you have the opportunitydéeise your responses. After submitting
changes, go back in to make sure they "stuck."

*If you suspect that an earlier Congregational anisterial Record is registered in the name of your
congregation or in your name as minister, contaefltransitions Office for assistance in locating it
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Direction-Finding

If the new called ministry is to be successful, pie of time must be allocated both to the
congregation’s transition and to the search procegfter a minister’s departure, some congregations
may indeed be ready to move right into the seascla hew minister, able, with the guidance of an
effective interim minister, to make the turn frone tprevious relationship to a new one within orerye
Other congregations, however, may have faced atyasf challenges, requiring a mature consideration
of the identity and direction of the congregatiangd making it advisable to extend the interim pkrio
before going into search. An extended period afditéon is often advisable. Congregations planm@ing
interim period of longer than a year should de&ecing a search committee until eighteen months o
so before expecting the minister’s arrival.

Ministerial succession

According to the Unitarian Universalist Ministersgociation Guidelines,

“The minister can (and often should) serve as aukant to the Board in preparation for
vacancy in the ministry, helping members to unédedicandidating and settlement procedures.
However—and we say this in the strongest termsilplessonce a move is announced, the
minister must take no leadership role in the plagrand development of program or policy for
the period after his or her departure.

“It is unethical for a minister to suggest any ameseveral candidates to the society to
serve as successor or interim.”

Departing ministers and their spouse or partnest@oagly advised to play no part in
congregational life during an interim ministry. éreafter, the relations among departed minister,
congregation, and called successor deserve tHeddgrship’s most careful attention. See the
Transitions Office publicatiorfuccession Following Meritorious Ministry

Whether the issue is filling a ministerial vacanoy offering a new ministerial position, a
congregation and its governing board should firsgek the counsel of the UUA District Executive and
the Transitions Office. Most congregations in the search process are iaglaaninister who has
resigned, retired, or died. Others are seekingnéstar for the first time, or adding a secondtord
minister to the staff. Each situation is uniqued a wise governing bodrdiill seek the advice of the
District Executivé as early as possible in its planning. The DEhigxperienced consultant who knows
how to secure the benefits of UUA services for ceggtions. Soon after a minister’'s departure is
announced, the DE or the district transition teafthw¥sh to conduct a transition interview with thaey
leadership. The resulting interview report asdis#sDE and the Transitions Office in deliveringeded
services.

The services of the Transitions Office are mosfulde a congregation once the decision to
search for a minister has been made. Beitlement Handbookill answer a great many questions, and
should be consulted early and often. HoweverTtla@sitions Director welcomes inquiries at all gisg
of the process.

A congregation will need to adjust its search ®pbsition to be filled, often a function of its
size.

1 Variously called Board of Trustees, Board of Dioes, Standing Committee, Parish Committee, andrathmes.

2 Known also as District Staff, Consultant, or Figaior. In some districts, aspects of the DE’s waml shared with teams of trained
volunteers.
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Larger congregation ministry

In view of the critical importance of a well-funatiing, mutually cordial ministry team,
the search for a new minister in larger congregatmffers special complexities, depending on
the position to be filled and the accountabilitat®nships anticipated among the ministers. An
assistant minister is generally supervised by aemsenior minister and hired by the board rather
than called by the congregation. Thus wide corggregal involvement in the search—surveys,
group meetings, and candidating week—is incondistéh the relationships to come. This
minister is best sought by a search committee rmpd# board members, chairs of committees
responsible for areas in which the minister wilhcentrate, and the supervising minister.
Congregations searching for an assistant miniséerederred to “Search for Assistant Minister:
Time and Task Checklist” in tHeesource Guide for Ministerial Search Committé&esc. XII.

Ministers of Religious Education and associate st@ns are generally called by the
congregation. Generally in such searches, thelpaminister is in close consultation with the
search committee, with full access to MinisteriacBrds and packets and limited presence in
sensitive committee deliberations, and is granteet@a over ministerial pre-candidates.

A parish, senior, or lead minister in a multi-steétting generally carries the major
worship duties, works in partnership with the boarduiding the development of the
institutional church, and functions as chief offstdhe duties of chief of staff, and thus of the
accountability relationships of other ministersstaff, vary. During the search for a parish
minister, an associate minister or MRE on stafithtiave a closely consultative role with the
search committee. An assistant minister, religediscator, administrator, and church musician,
where those positions are professional, shouldl@smonsulted. Committees should interview
these ministers and staff members before begirthimgearch, provide them with ample meeting
time with the ministerial pre-candidates during-pamdidating weekends (which may need to be
extended for this purpose), and interview themrafieds. Pre-candidates’ Ministerial Records
and packets are generally not to be shared uetitéimdidate has been selected. However, pre-
candidates and ministers on staff may wish to emgagn MR- and packet exchange of their
own. No minister or staff member should be madeyfo doubts or concerns search committee
members may have about a minister who may substygibecome the parish minister. Time
for team-building during candidating week is a nmust

Small congregation ministry

A congregation seeking to fill a called minisé¢position less than full-time should be
clear that it is searching for a minister who w#fve part-time (at least for the foreseeable
future), and not for a “part-time minister.” Thallds to the congregation’s ministry, not to its
part-time ministry. As the congregation grows &sdtewardship improves, and it is able to
fund full-time ministry, the minister will assumader responsibilities as a matter of course.
One caveat: A ministry of less than full-time shbigature a less-than-full preaching schedule,
lest the ministry become merely pulpit supply.

Diversity of Ministry Initiative

Historically, ministers who identify as people @liar, Latino/a, Hispanic, and multiracial
have had difficulty finding successful settlemenith Unitarian Universalist congregations. The
UUA'’s Diversity of Ministry Team believes that tipeesent situation provides our member
congregations with important opportunities to ceglie conditions for the success of such
ministries. The DOMT assists congregations wistlitngnount an intentional and well-financed
call to a minister who so identifies, providing osel and resources during the stages of
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planning, preparation, search, and candidatingwaeitinto the early years of the ministry. The
Ministerial Settlement Representative and the Titams Director welcome inquiries.

Co-ministry

Co-ministers, usually but not always spouses dnpeas, may occupy any one or more
than one of the ministry positions described abdwea co-ministry agreement the resignation or
termination of one of the co-ministers necessitdtesleparture of the other. Search committees
can anticipate receiving MRs from co-ministry tedwosh to share a parish ministry position and
to serve together in more than one position.

Ministers not in fellowship

Member congregations of the Unitarian Universalissociation are of course free to call
and to ordain to their ministry any person theyad® including persons not in fellowship with
the UUA. The UUA does not withhold services oresthise discriminate against congregations
that do so. The Transitions Office is not, howewuggr position to assist congregations in
determining the fitness for ministry of such pesoongregations considering this most
unusual step should plan to consider the follovgngstions at some length:

. To what degree is the person under consideratiofiéa with liberal religion, its history,
its theologies, and its polity?

. Will the person under consideration be capableotdihg high the standard of liberal
religion in interfaith circles and in the publicuage?

. To what degree is the person under consideratiomutied to pursuing UU fellowship,
independent of the present position?

. To what extent is it about money—aobtaining ministeyvices at a discount for the

congregation, and getting paid for what looks kkgoyable work for the person under
consideration?

The Transitions Office’s Ministerial Settlement Regsentative (MSR) then makes a personal
visit as the first of three consultations, meetibgth with the congregation for the purpose of
describing the recommended search process and thaities of an effective search committee, and
with the board to outline its responsibilities ihé search processOnce the congregation has decided
to seek a minister and the DE has completed thsitran interview, the congregation is ready tdrbe
touch with the Ministerial Settlement Represen®a{MSR). Jointly nominated by the District board
and the Ministers Association chapter, and appdiatel trained by the Transitions Director, the MSR
represents the Transitions Office to the congregafssists the congregation in understanding the
recommended search process, and guides the seanchittee toward maximum effectiveness. The
MSR does not recommend or comment on prospectivéidates. A congregation needing further
assistance or unsatisfied with the counsel the MS#ering should contact the Transitions Director

In this first consultation, some MSRs prefer toradd the congregation in an “open forum,”
others in the “sermon slot” on a Sunday morninrgriderMSRs who fill the pulpit should be offered
an honorarium.

Selecting the search committee

The congregation's bylaws may specify how to selauinisterial search committee. If
not, one good way is to have a nominating commyiitegular or special) propose a single slate
of seven to be elected by the congregation, or beéter, a single slate of five with the board
charged with adding two more. A single slate eesar representative committee.

However chosen, all members of the search comnstteald be:
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* Known and respected by others in the congregation

* More strongly committed to the congregation as ale/lthan to any subgroup

» Well informed about the demands and time requireémehsearch committee
membership. Members should promise to attend ewesting, and to give about
250-400 hours over the coming year

» Balanced by sex, age, interests, and tenure of reship to reflect the diversity of
the congregation. Major areas of church life suehetigious education, social action,
property management, finance, and music shoul@esented by participants, not
partisans

» Balanced by attributes: organizational abilitygdmt theological awareness, computer
skills

* Not paid members of the church staff, excepiridhe caseof a senior minister who
will be supervising the minister to be called

» Pledged to conduct a search that is fair and nondigatory with respect to race,
color, disability, sex, sexual orientation, aged aational origin

* Committed to maintain confidentiality and to seeksensus

» Capable of both self-assertion and compromise

* Not prone to extreme reactions to ministers. Tleipus ministers’ strongest
supporters or opponents are rarely the best choice

* Well suited to teamwork: a search committee iplace for Lone Rangers!

It is easier to field such a committee by activelgruiting volunteers than by passively
accepting them. And of course, nothing will testd a congregation’s commitment to diversity
more clearly than a committee constituted of digexsuls themselves committed to increased
congregational diversity. A seat on the commiiteeot the way to get a newcomer more
involved, or to appease a chronic malcontent. rA#ite and ex-officio membership are
discouraged; each search committee member shorldipate fully. If one or two members
must resign after the committee has begun it iallysbest not to replace them. During the
search, members should be released from other mhaii@s in the congregation. One member
(normally the chair) should be assigned as a biegisbn, but should not be a board member.

While the search committee is generally chargethbycongregation with carrying out a
search and recommending a candidate, it is upetbolard to make adequate provisions for the
committee to do its work. The board’s respondibsiinclude: arranging for the empanelling of
the search committee, budgeting for the committeeik and the expenses of the transition, and
related financial matters.

Search committee budget
The search committee needs a budget to work efédgtiThe congregation will not want
to limit the selection of ministers or to assesssuperficially to save a little money. The
recommended budget for a search committee is $&0R0 percent of the projected salary (plus
housing), whichever is greater. The cost of cléscpport, which fortunate committees find
invaluable, is extra. If the next minister stayhwthe congregation for seven years, this amounts
to just over 2 percent of its direct investment fheriod.
The search committee’s budget should cover thevatg:
» A facilitator and site for the search committeeaat
* Printing and materials for the informational packeote that in recent years
congregations and ministers are opting with groviitegquency to produce both paper
and electronic copies of their packet, thus allgntime recipient freedom of choice in
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media. Electronic copies are of course easilystratied by email or by website link.
Paper copies can be provided by transmission &agbl printing service, such as a
Kinko’s or Staples. Many such services will prinit the packet ready for pick-up,
accepting credit card payment from the sender. tiiie and postage saved, both in
sending and returning the packet—is considerable.

* Committee members’ expenses, including telephoieage to pre-candidating sites,
meals, and lodging as required

* Pre-candidates’ expenses, including travel, meald lodging (typically there are
three or four pre-candidates). Increasingly, seacmmittees invite the candidate’s
spouse or partner for the pre-candidating weekend

» Candidate’s expenses, including travel, meals l@tging during candidating week

* One visit for the candidate’s immediate familyheit for candidating week or at some
other time

Transition expenses

The board also needs to plan for several otherresgseof the transition, including

compensation and moving expenses for an interinistein In addition, it needs to plan for:

* Moving expenses for the successor settled minidtaes.the congregation’s
responsibility to cover the cost of a professianalve for the minister’'s immediate
family and household goods. Additional costs, saglpacking, temporary housing,
short-term loans, house-hunting trips, and mortgesgestance, are also sometimes
negotiated. Fourteen percent of salary (plus Imgiss a good benchmark for
budgeting.

» The installation of the new minister, which norrgaficludes speakers from out of
town, special music, and a reception. This normalypens during the first year after
settlement. The cost might be $500 for a smallahup to $2,500 or more for a
large one.

Bookkeeping

The congregation’s treasurer should give prelinjimansideration to setting up the
search committee’s books so that the identitieniafsterial pre-candidates are screened from all
but the search committee itself. Some congregastablish a committee checking account
into which the committee's allowance is depositdgth all receipts conserved for a post-search
audit by the congregation's treasurer. Othersadgib-signature requirement. Still other
committees make all payments by personal credi, eath reimbursement authorized by the
congregation's treasurer on the basis of receaipis which, as in the case of airline tickets,
ministerial pre-candidates' names have been removed

The District Compensation Consultant visits to astdihe board and other leadership in
reviewing the compensation plan for the minister@)d church staff, and in adopting a financial
package for the position to be filled.

The financial package the board provides for the menister will have a direct bearing on the
pool of ministers who may wish to be consideredhgysearch committee. It will bear no less digectl
on the resources available for the compensatiathar church staff. Detailed and up-to-date
recommendations about compensation are to be fonime on the UUA website. The Compensation
Calculator on the Transitions webpage gives congreive guidance to a congregation wishing to offer
UUA-recommended compensation.



14

Given the importance Unitarian Universalists planeacting justly in our congregations and in
the world, the UUA and each district provide ther@@nsation Consultant program. The
Compensation Consultant is equipped to assistdbhedbsearch committee, and personnel committee if
desired in considering the compensation not onthefminister but of all church staff. Governing
boards are strongly encouraged to consult wittCivapensation Consultant before authorizing an
Application for Minister to the Transitions Officd.lhe Compensation Consultant can point out a
number of additional resources published by the Uthirch Staff Finances Office.

Another resource is information about comparabktfmms in the local community. Ministers
and rabbis in congregations of similar size anchenac status, school principals and teachers, gelle
faculty, and trade association executives usuallypnovide data on salary and benefits. A further
consideration is the congregation members’ own @eon position. In our culture, money talks. léth
congregation wants its minister to be respectesllaader, it will want to pay what most of the memnsb
would expect to be paid at a comparable careee stag worth doing some research to set a salihy
which the congregation and the minister will bagklfcomfortable.

The congregation meets to elect the search committes with any other employment
situation, the higher the compensation offeredwiiter the field of candidates from which to chaose
As it takes the measure of ministers indicatingnest in being considered, the search committee may
become a strong advocate for an increase in thgregation’s offer.

Self-Study

The second MSR consultation is with the newly empl@d search committee for the purpose
of organization and start-up.Although the committee may have many concrete taskemplete, there
is no task more important than getting well acqteairand building a strong team. Every year a
committee or two “crashes” as conflicts surfacéhm course of interviewing candidates. Often uohs
cases, committee members had been vaguely uneastyesyly signs of conflict, but decided to skip th
team-building phase. When conflict surfaces, skipped step is paid for sevenfold.

The search committee begins its team-building byngoon retreat. Search committees take on
a responsibility nothing less than awesome. Ifdbimittee is going to perform its task—the
recommendation and presentation to the congregatitire best minister for the congregation's futdre
successfully, the committee must strive to becorsevan-person reproduction-in-miniature of therenti
congregation. To begin this process, a one- ordaoretreat away from home and church is not merel
desirable: itis necessary. The committee's biglgeuld enable it to engage an effective retreat
facilitator from outside the congregation. The M&Rhe DE may be able to recommend one. The
facilitator should be charged, first, with helpitig group become deeply acquainted and, second, wit
creating a safe place in which candid talk abattudes, values, and biases can take place.ctusal
that the group get to the feeling level during adyportion of the retreat. If a committee cultafenere
task-orientation is allowed to form now, the contaetwill be ill-equipped to face the taxing decamso
that lie ahead.

The committee analyzes and allocates responsibibtyall that must be accomplished, decides
upon its procedures to safeguard the identitieswihisters it will consider, develops decision-magin
guidelines, and begins its work.

Roles to fill

The committee should assign specific jobs to eaember. This is not a task to be done
in haste; these decisions are hard to undo, arad #lem can wait until the second day of a
retreat. Here is a list of roles to adapt to eamhmittee's needs and talents:
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* Chair: The chair is responsible for the care and fegdirthe committee, and for holding
the vision. The chair needs to enjoy keeping gdfiron the pulse of everything and to be
easy to reach, not terrified by conflict, and ablese tough love if necessary. The chair
convenes meetings and is the primary communicaitorthe board, the Transitions Office,
the MSR, and the District Executive

» Packet Editor and Distributor: The editor needs to have an artistic flair, loeenpiling
material, and be confident of creating a fair attchetive picture of the congregation. In
distribution mode, the editor sends copies of thekpt to prospective candidates, receives
and renews returned ones, and receives candigatelsets and creates the means by which
all committee members see them in a timely fashion.

* Arranger: The arranger sets up preaching dates in araalasifor pre-candidates and sees
that everyone has all the information they ned@xibility and creativity are required, since
the arrangements are for a minister unknown withwach not known whose administrator
(also not known) wants to get the Sunday mornimgduale squared away before the details
can be known. The arranger also looks to the aiaglecomfort of the pre-candidates (and
later the candidate) from the moment they arrividd tirey leave. Who will meet them?
Where will they stay? Where/when will they eatth&Will drive them where? What will a
tour include? No detail is too small to influereceandidate’s first impression of the
congregation.

» Reference Checker The checker designs some type of instrumeni#ot¢he information
the committee wants about each candidate and deaiggy to communicate findings to the
committee.

* Secretary. The secretary communicates with the prospectwvelidates, keeping them
informed of the committee’s process. The secrataayso the primary communicator to the
congregation of the committee's progress, by aaegewsletter column, a well-designed
and often-updated bulletin board, and other medih& secretary also keeps detailed notes
and minutes of committee meetings. The amounbwfraunication needed is inestimable;
the secretary needs to like doing it.

» Survey coordinator. The surveyor needs to have a passion for legruho the
congregation is and what their wants/needs/hopsisédeare, and a vision of how to do it.
The surveyor will create the survey instrument summdey events capable of eliciting
thoughtful, reflective, and copious response inranfthat will effectively communicate that
response to the prospective candidates.

» Treasurer: The treasurer creates the budget, keeps expendesck, and makes sure
committee members account for expenses and arbuesed in a timely fashion. The
treasurer reports to the Finance Committee, bstiah a way that the identities of the
ministers under consideration are not revealece tidasurer often heads up the negotiating
team.

Confidentiality

Confidentiality is not secrecy. The committee mudblicize the process it is following
and how far along it is at every point. At the saiime, the committee must keep confidential
both the names and the locations of the ministedeuconsideration and the details of
committee business. There are several reasotisgfoule of confidentiality:
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*  Ministers settled in a congregation may not hale tleeir present parishioners that they are
contemplating a move. These parishioners ardahtd hear the news from their own
minister at the appropriate time. To “leak” a mster's name can undermine his or her ability
to serve the present congregation, and will alrnegtinly damage a committee's chances of
attracting that potential candidate.

*  When the identities of unsuccessful applicantkamvn, it heightens the competitive aspect
of the search process. This hurts collegial fgeimong ministers and (when neighboring
congregations compete for the same minister) aaaceate hard feelings among
congregations.

* It is harder to resolve differences among the membka search committee when factions of
the congregation are looking over its shouldetss lbetter to resolve differences in private.

The congregation usually takes the search comristiead on confidentiality. If
committee members take their obligations serioasly are consistent in keeping confidential
matters to themselves, others will not pry. Theegd is the time to set the tone on
confidentiality, and to agree on how to deal witimenittee spouses, neutral pulpit sites, and
congregation members who ask questions.

When the committee begins exchanging packets #iat paraphernalia of the search
process, it will discover that keeping confidenisaisot merely a personal, but also a logistical
challenge. A locked room in the church to whiclly@earch committee members have keys can
be a great help.

Deciding how to decide

At the retreat or early meetings, the committeaukhthink ahead to some of the
decisions that will have to be made. Consenstigigoal, but what if one member feels
strongly that the majority of the committee has ende wrong choice? If two do? How many
members will it take to reject a minister on theibaf the packet? To put a minister “on hold”
while considering others? To invite a minister dgpre-candidating interview? To reject a
minister? Some committees give each member aotiekeveto at every point; until pre-
candidating weekend a majority is probably thedvetburse. Each committee needs to make its
own ground rules and can do so most easily befdregins considering actual ministers.

At early meetings, the committee needs to makenidefplans for circulating ministers’ packets,
conducting pre-candidating interviews, and schegutieutral pulpits. It is not too soon to start
contacting nearby congregations for neutral puipés, because schedules fill up early.

The governing board appoints a negotiating teampi@pare a draft of the ministry agreement
into which the congregation and minister will evardlly enter. Shortly after the search committee is
selected, the board should appoint a negotiatia teonsisting of no more than three persons,
including at least one search committee membeoaedoard member. The team’s purpose is to
develop for board approval a draft ministry agreentleat reflects the relationship the congregation
hopes to have with the minister it calls, and tteenegotiate it with the ministerial candidate.eTtham
should meet with the board several times to acheeslear understanding on the limits of the sadany
housing amount set by the board and the plan fgotreing a final agreement.

Subsequent to the second consultation, the MSRwisdyto meet briefly with the negotiating
team. To maintain the integrity of the search catt@®&'s process, negotiating team members who are
not also on the search committee should not atten®ISR’s consultation with the committee.

The draft agreement may be detailed or highly ggnarmulti-page, contract-like document or a
two-page letter. A detailed discussion and exampés be found idoint Recommendations on
Agreements between Ministers and Congregatidrse board, for its part, should be prepared to
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support any ministry agreement negotiated wittsruitderstanding with the negotiating team. Thé& dra
agreement should be included in the informatioaakpt prepared by the search committee and
discussed with each pre-candidate, with notes roattee response of each. It is not necessaryst th
point to resolve any differences, only to acknowkethat they exist and will need to be resolvetig
person is chosen as the candidate. Members okthetiating team who are not on the search
committee should not meet with the pre-candidates.

The search committee conducts cottage meetingsygagroups, and a survey of the
congregation to ascertain its makeup, needs, andhess. The purpose of the congregational survey is
to offer every member of the congregation the chaoexpress needs and wishes for the congregation’
future ministry. Survey data also lend themseteaguantitative analysis and can give a factuaishtas
support or correct vague impressions of the coragi@gs make-up or direction. Helpful guidance can
be found in the on-line document, "Conducting afe&ifve Ministerial Search Survey," by Dr. Paul
Riedesel, a member of First Universalist ChurcMofnheapolis. A sample survey can be found in the
Resource Guide for Ministerial Search Committellany committees are finding the on-line survey
engine, Survey Monkey, to make this formidablenotre productive and more fun..

At the same time, it is important to keep in mihd timitations of a survey. Although search
committee surveys often get a good responserarésthat more than two-thirds of the surveys are
returned, especially in larger congregations th@f return rate falls below 60 percent, there isedor
concern: At best, communications may need imprargnat worst, the congregation is not invested in
the search.) Itis important to check againstdihectory how well the responses represent thé tota
congregation in age, sex, interests, and lengtheshbership.

Another limitation of the survey is the degree tuieh it often reflects the congregation’s
feelings about the previous minister. People vikexd| the last minister sometimes want his or hén.tw
Other people’s first wish is for the next ministeibe strong where the last was weak, while takieg
last minister’s strengths for granted. This rei@mvoutlook is normal, but it is the search comedts
job to move beyond the past to think about the cegtion’s future.

But a head-count only tells part of the story. Ristry can be destroyed by a small but
passionate group. On the other hand, successhigteris often differ from large groups in the
congregation in theology, political persuasionpraferred worship style. Much depends on the
interpersonal skills on both sides.

Perhaps the most critical dimension of a survelgescontext in which the instrument is
completed. A survey received in the mail and catgal alone is likely to record the response of an
“lonic individual”: an unconnected person thinkiobhis or her needs and preferences without
reference to those of others. A survey completea part of a small group meeting following spttite
and reflective interchange is likely to record tesponses of “embedduals”: people who are awate th
the needs and preferences of others are no lesstampthan their own. Thus the committee would do
well to give members of the congregation the oppuoty to voice opinions on the ministerial seangh i
company with others, in committee meetings, neighdod potlucks, randomly selected “focus groups,”
and groups gathered on the basis of common ingerest

One committee found that in its cottage meeting; three questions were necessary: “How
would you describe this congregation to its prospgeaninisters? To prospective members? To a
close, non-member friend?” Another committee usdg two: “Looking back, after our minister has
been with us a year, what will be your measuresiotess? What achievements will make you say
you're glad the minister is among you?” Still @adhcommittee found that an additional round ofugro
meetings after the committee had published its @gagional and ministerial profiles provided them
with an invaluable mid-course correction.



18
For all its limitations, the survey is a basic smuof information on the present composition of
the congregation and its preferences. It is upéccommittee to interpret the bearing of this infation
on the most effective kind of minister for the coggation in the future.

As it proceeds, the committee engages in dialogith the congregation, reaching out for
additional insight and sharing its own developingspective, all the while keeping the congregation
fully apprised of its progressBy the time the search committee interviews prediates, its members
will have come to know a great deal about theirggegation. The knowledge they earn will be most
helpful in discerning the best congregation-mimistatch, and will make committee members more
effective members of the congregation in the future

Strategic interviews

Early in the self-study process members of theckbeammmittee should be assigned to
interview key persons and report on what they ledmay leaders who were not selected for the
search committee will be reassured if they arevigeved. This includes those leaders in every
congregation who may not hold office at the monimritwhose counsel is sought and respected
when major decisions are made.

Paid staff members, especially those who will cargi with the new minister, should also
be interviewed. Occasionally strong feelings welvoiced. The committee will likely not be
able to accommodate all of their wishes, but oniésajoals should be to create an effective and
harmonious staff team. It is important to ask lengoing staff expect to relate to the new
minister in terms of supervision, communicationd aapport, and to clarify any discrepancies
between their expectations and the board'’s.

A committee can learn a surprising amount abouttimgregation by asking key
outsiders for their observations. The District &xeve is one obvious example. Others might
be local clergy and other leaders who can tell Huwcongregation is viewed in the community.
It may have a better reputation than assumed!

“Beyond Categorical Thinking” program

The search process is necessarily refined, neagsgitiscriminations both deliberate
and delicate. Inadvertently unjust discriminati®always possible. A minister’s age, physical
ability, race, gender, and sexual orientation iat#dittle about the minister’s capacities or
leadership style, and little about the probabihtya good minister-congregation match. A search
committee does well to consider the risks of dimaration faced by the congregation they
represent. A discrimination-free search not oeflects the commitment of UU congregations to
justice and diversity; it also assures the widessible field of ministers from which to choose.

“Beyond Categorical Thinking” is a weekend progrdesigned to promote inclusive
thinking and to help prevent unintended discrimorain the ministerial search process. The
weekend includes a Sunday morning worship senndeasathree-hour workshop. The workshop
is designed to help participants come to terms thidir own, often involuntary “categorical
thinking.” The program is conducted by a teanmwad trained Beyond Categorical Thinking
leaders who themselves represent some of the dwBrswhich UU congregations advocate.
These individuals (ministers, seminary studentspirsons, and UUA staff) have examined
their own fears and prejudices, and have learnedtafe methods to address these fears in
themselves and in our Unitarian Universalist coggtiens.

Travel costs for the team are paid by the UUA; eamigregation contributes $250
towards the honoraria paid to team members. CbtitadJUA’s Identity-Based Ministry Staff
Group for additional information and to schedule pmogram.
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Communications

The rule of confidentiality does not prevent a cattee from keeping the congregation
posted on its progress. Far from it. The congregas entitled to understand the search process
and to know how the committee is coming alongthtResource Guidare some sample
newsletter columns, Sunday announcements, and fideagoster to help the committee keep
the congregation informed.

The committee will want to explain the search psscand the rationale behind it.
Materials from this handbook, from the visits o¢ tiSR, and from the Transitions Director’'s
annual “search committee luncheon” at General Abbemay be good sources for newsletter
columns. Some congregations wonder why the seantimittee presents only one
recommended candidate. The committee should be ttlat its task is to be both thorough and
sensitive to the diverse wishes in the congregaieaeking consensus on one candidate whom
the whole congregation can support.

While the committee will wish to publish the schksd expects to follow, it should
avoid committing itself so strongly to a deadlihattit feels pressure to select a candidate with
whom it is uncomfortable.

The role of the interim minister in the search s

The essence of the interim year is transition,\sitldl transition comes change. It is
crucial to the success of the next called minidtag the ministerial search committee represent
the congregation as it is becoming rather tharctimgregation as it was. Thus the importance to
the search committee of the interim minister’sghsiinto the congregation, and of full and
ongoing communication between the committee andhtleem minister. Interim ministers will
be eager to assist the search committee by:

» assisting the MSR in arranging an effective foremgdresentation.

» bringing congregational concerns to the noticéhefdearch committee.

» coaching the search committee on communicatiorts tiwé congregation.

» offering response to the committee’s Congregati®eord.

» writing a “Letter from the Interim Minister” for thahcommittee’s packet.

» participating in a mock interview with the searcmunittee or acting as process
observer in such an interview with a neighboringister.

» witnessing for a realistic ministerial agreemerd &ir compensation.

Interim ministers will not review Ministerial Reas, ministers’ packets, or the committee’s
selection of pre-candidates, nor will they resptmdommittee questions about potential
candidates.

It is of the essence of an interim minister's witykt a congregation's vision of the
possibilities of ministry be expanded, and its ustinding of the minister-congregation
relationship deepened. Even if the interim mimigtere never to bring up these topics
explicitly—a most unlikely occurrence!—the intersypresence alone would bring them to the
surface. Thus the interim minister will keep thmisterial pot stirring, more with the
congregation as a whole than with the committgganticular.

As candidating week approaches, the interim ministk wish to preach on the nature
and role of the ministry. And when that week asivthe interim will withdraw, available to the
congregation for pastoral emergencies but otheraus®f sight.
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Framing the Search

On the basis of the information and insight it gaghs, the committee completes the
Application for Minister and Congregational RecorfCR) and submits them on-line to the
Transitions Office. Upon receiving notice from thMdSR that the CR is complete, the Transitions
Office “unveils” the CR for viewing by all UU miniters. The purpose of the Application (selection #3,
“Apply for a called Minister,” on the Settlementssgm menu) is to give official notice of the ddte t
position is open and the compensation packageeafferhe purpose of the Congregational Record is
threefold: to assist the search committee in b&ogmexpert interpreters of the congregation, to
encourage sensitive yet candid disclosure of cgyagi@nal strengths, challenges, and continuingessu
and to provide the opportunity for “marketing” thesition offered. For easy review, the questiams o
the congregational record are also printed inRbsource Guide for Ministerial Search Committees

Much of the basic information needed to complete@ongregational Record should be in the
church office's file cabinets and in the archivelmfortunately, too many congregations’ records are
scattered in the homes of former officers and dssalers. The committee can perform a great servic
for the congregation simply by collecting thesa isafe place before they are lost. The committee
should also feel free to ask the church histol@mg-time members, and past and present church
treasurers for their assistance. Informationeksemnay be also included in an “Active Society Rgpo
available on request from the UUA Annual Programd;which maintains records of reports submitted
by congregations over the years.

In completing the interpretive sections, howevee, committee should do its work alone. No
one is better situated than the committee to peptential ministerial candidates with essentatial
and interpretive information about the congregatitirnas been found that a secondary benefitef th
CR completion process is significant committee tdmuihding.

In reconstructing the historical record of membgrsattendance, pledging, operating budgets,
capital expenditures, and borrowing in five-yedemaals from 1980 at the latest, information will
undoubtedly emerge that corrects some commonlyraidns about the congregation’s history and
present strengths. Committees may wish to shasettliscoveries with the congregation through the
newsletter.

The Congregational Record is a big job to complé&est committees warm to the task, and
find the process stimulating. Ministers find théormation invaluable. Ministers may read CRsdor
host of reasons: they may be interested in agodeiti congregation, they may be considering engerin
the search process, or they may simply be browsiMbatever their motive, ministers visiting the CR
will be looking both for factual information hongspresented, and for thoughtful interpretatiorhest
than advertisement. They are looking for a corafieg with which to do ministry, not for blue sky.
The CR is the search committee's best opportumiggttact ministers' interest. It is largely oe thasis
of the CR that ministers will decide their degréenterest in the congregation.

Congregational and Ministerial Profiles

The conclusive result of the search committee’sytinal work on the congregation’s
needs in its new minister is a pair of statemeorig,a profile of the congregation, the other a
profile of the hoped-for minister, included in t6&. Of one or at most two pages each, the
profiles draw on information the committee has gegl in its research, survey, meetings, and
interviews, but they are more than summaries. Hneystatements of the conclusions the
committee has drawn about the identity and neetiseofongregation on the one hand, and the
skills and qualities that are most important innlegt minister on the other. The profiles should
be published for comment by members of the congjeaga
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It would be easy, in the profile of the congregatimerely to summarize the
demographics of the survey. But interpretatioheathan repetition is called for. Whoe these
people? What is their church to them? What ag@ tiopes for it, and for its role in their lives?
What are the major tasks confronting it in the augnyears? Does it need to heal after a
division? Is it eager to grow? Are there hopesafmore spiritual Sunday service? Is there a
building project in the works? A more effectivedatohesive staff team? Different answers will
appeal to different ministers. Examples of effezitongregational profiles are to be found in the
Resource Guide

It is similarly tempting, in the profile of the he@-for minister, simply to list all the
virtues of a perfect minister and leave it at thut the statement can only be helpful if it gives
guidance about trade-offs. What if the congregeatias to choose between a scholarly preacher
who is a bit distant and a weak preacher who iswating counselor? To what extent does the
congregation depend on the minister to hold the®fhperation together? Are there specific
expectations as to lay participation in worshig thinister’s involvement with children and
youth, or home visitation? It is just as importembe clear about what the minister need not be
or do as about what is required. SeeRlsource Guidéor examples.

The ministerial profile is the place to state adglifonal requirements the committee
may wish to impose, such as a certain amount @ eygxperience. Flexibility is called for; an
exceptional minister who does not meet rigid ciatenight still be a good match. The
Transitions Office will of course not collude widmy committee’s attempts to restrict its position
by race, disability, sex, sexual orientation, agejational origin.

Writing the profiles is a difficult assignment. gdod job will probably require several
drafts of each and several meetings. Because tiigeprare the primary reference documents the
search committee will use as it reviews MRs, marstpackets, and pre-candidates, they are
worth all the very considerable trouble it takegéb them right. If the committee cannot read
them with a sense of “aha!”, there is more worktgedo.

Unveiling

Once a search committee’s Application and CR aneptete, the committee should give
its username and password to the MSR for a docureer®w. The MSR will let the Transitions
Office know when the CR is ready for ministeriat@ss (“unveiling”).

The search committee also prepares an informatiopakket, including the draft ministry
agreement, to exchange with prospective candidafBse information packet a committee sends to
prospective candidates is no doubt one of seveeglwill receive, so the congregation must be
presented well. The importance of a well-presepteket cannot be overemphasized. Prospective
candidates will almost certainly receive more tbar, and make irreversible judgments based on them.
A skimpy packet suggests a lazy, low-energy corajreq. An attractive packet speaks of skillful
members who are proud of their church. A thorolmgimest presentation of the facts lets ministers
know that the congregation is willing to face aotl/s its problems as well as to boast of its sttlesg
A slick, artificial-looking packet conveys the ingssion that a congregation cares more about surface
appearances than about spiritual depth. The M®8RIdheview the packet before it is considered yead
to be sent out.

If the packet is printed, five to ten packets ageded initially. A good plan is to make at least a
dozen prints and photocopies, then buy expensevesiiike notebooks as needed. It is worth the time
and cost to make sure each packet sent out issiw™poondition. An increasing number of
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congregations compose and distribute their padk@treonline or by DVD. In any case, the following
items should be included:

*

* % ok X X F

*

*

An introductory letter from the search committe@hva photo and personal information
about each member and explicit instructions onges@nd deadline of mutual return of
packets (including express mail account numberssefl)

Welcoming letters from the chair of the governimgial, the District Executive, the interim
minister, and the president of the UUMA chapter

The completed Congregational Record

Results of the congregational survey

The draft ministerial agreement prepared by thedlating Committee, including
information on Fair Compensation Congregation digalion and proposed ministerial
compensation, highlighting any contract provisitma are either unusual or especially
important to the congregation

Pictures of the church facility and activities, lumting the worship space, minister’s study,
and parsonage if any

A history of the congregation, with dates. Ministeiill pay particular attention to relations
with past ministers

The current operating budget, plus the actual tesdilthe most recently completed fiscal
year and Treasurer’s reports/budget data from te@ans

A report of any current capital spending

A current balance sheet showing all property, endents, and debt

The constitution and bylaws

The most recent religious education prospectus

Recent newsletters

Orders of worship for both “regular” and speciatvsees, including some froreforethe
interim minister arrived

The most recent annual report

Information about the community including recerdlrestate and mortgage data. Chambers
of Commerce often supply materials from which toate

Policy for screening pre-candidates and for comgyl criminal background check on your
candidate

Completed application for Beyond Categorical Thirgkprogram (if applicable)

A wise committee will recognize that the cost ofeaxcount with a continental express firm, for i&o
use and the use of ministers with whom it is exgiampackets, will repay itself in time and grieved
in “waiting for the mail.”

Open for Business

In the third and final MSR consultation, usually bphone, the MSR and the committee review
procedures for the thorough consideration of poteitcandidates. The search committee is ready to
considering actual flesh-and-blood ministers when

the survey results, draft agreement, and compemsptickage have been reviewed by the
Transitions Director

the informational packet has been reviewed by tl$RM

the MSRs third consultancy is imminent
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The MSR'’s third and final consultation occurs as$ ghoint. Once a date for this consultation is et
MSR should so notify the Transitions Office. Thenldterial Record of every minister who has
indicated interest in being considered by the comeiwill be made available on the congregation’s
settlement system site a few days beforehand.

As the Congregational Record encourages congregaself-disclosure, so the Ministerial
Record encourages self-disclosure by the minidtemost cases ministers have invested a greatodeal
themselves in completing the MR and look upon tegpression of interest as an offer of their mmyist
and themselves. Their sense of vulnerability isrohigh at this point. The wise committee withch
out to each minister immediately, treating thistfitontact as potentially its first with its nexinmter.
The committee should also be ready to indicatgnitetable for deciding on the ministers with whdm i
wishes to exchange informational packets. Therin&tion requested in the MR can be viewed in the
Resource GuideCommittees committed to diversity in their caggaition and ministry are encouraged,
before beginning to review MRs, to covenant amdmgriselves to take diversity seriously in their
reading and in their discussions of prospectiveistens’ materials.

As the year progresses, additional ministers madigate interest, often spontaneously, and
sometimes as a result of the search committeersiting or the Transitions Director’'s encouragement
An eye should be kept on the committee’s “Listrietested Ministers” for new arrivals.

Newly graduating students normally will not receReeliminary Fellowship until they graduate
and complete other requirements. Their MRs are@ethe condition that they are granted Prelimjinar
Fellowship.

The committee then considers the MRs of prospeciniristers and exchanges informational
packets with those in whom interest is mutualhe committee might view a minister’s expressiébn o
interest as a hand extended in greeting. The ctie®ts initial decision will be, whether to extead
hand, in the form of an invitation to exchange infational packets, in return. Committees are utged
recognize that the reading of a Ministerial Redsrdn imaginative rather than an abstract exerci$e
guestion is not how accomplished or experiencédissminister, but rather, how might this minisfier
with this congregation? As with any such exerdigeprepared for intriguing ideas!

As packets arrive from ministers with whom consadie@n is going forward, they should be
systematically circulated among committee membBacket reviewers should make notes—but not in
the packets themselves! Ministers whose packetsetiirned will wish to reuse them. In taking sdte
is helpful to include seemingly trivial distinguisly characteristics. If only the profound pointe a
noted, after a dozen packets the ministers witdlegether.

The committee must take care to return promptlypthekets of those it rejects. It is not fair te th
ministers, most of whom have indicated interegithrer congregations as well, to retain them foremor
than three weeks. If the committee decides taputnister on hold, that decision should be
communicated to the minister immediately and cagditMany ministers now serving happily and
effectively were not “first round draft picks.”

Ministers are expected to complete the MinisteRiatord fully and honestly. The description of
past ministries should not ignore or misrepreseoiblems that may have existed. If a committeedjnd
as it checks references, an MR that is misleadtirsgpould report this to the Transitions Director.

A delay in the return of packets, the return ofieds without comment, and the accompaniment of
returned packets with inconsiderate and unrequéseztback are chiefly responsible for resentment
among ministers in search.



24
Nominations
While it is best not to invite their doing so, mesnb of the congregation may suggest

ministers they know or have seen. A committeeivetg such a nomination should accept the
name and any accompanying information, thank thelpee, and explain that the committee will
consider the name seriously but will not be ableefort what, if anything, it has done about it.

It is improper for ministers to “lobby” memberstbe congregation to submit their own or any
other name. If this occurs, the details shoulddperted to the Transitions Director immediately.

Recruiting

Search committees are free to ask ministers amdb®es of other congregations for
referrals to ministers capable of serving theirgregation well. Committees are likewise free to
contact those ministers and others whom they mawlkand to recruit them to the committee’s
consideration. Committees should insist, howethet, a minister responsive to a recruiting
effort submit her or his Ministerial Record througigular Transitions Office procedures. Doing
SO is an essential step in the committee’s “qualitytrol.”

As it sifts and winnows its potential candidateswdoto a “short list” of ministerial pre-
candidates, the committee develops the closestilplesscquaintance with its prospects and engages
in the most careful reference checkinglhe wise search committee will not winnow in leasiany is
the committee that in its zeal to retain “only trest” for further consideration, wound up with oolye
or two ministerial pre-candidates and desperatenfmre. While the committee is making its decisjons
ministers are deciding, too!

As for the sifting part, a search committee thadoot carefully interview the references of its
pre-candidates before selecting them, and doesimoup and interview additional references and
perform a criminal background check of its prospectandidate before naming her or him, cannot
serve its congregation well. Wise congregations do criminal background checks of volunteers who
will be working with children, and bond staff andlunteers who will be handling money and caring for
church assets. No one will be placed in situatieqsliring greater trustworthiness and prudence tha
the congregation’s minister.

Most ministers offer, either in the packet or oguest, a number of persons whom the
committee may call as references. If the minister not supplied them, the committee should isist
references from each congregation or other settimghich the minister has served, and in arrivingsa
list of pre-candidates the committee should calbdthem. In addition, as the pre-candidates list
narrows the committee may call the District Execalin any district where the minister has served.
After exploring the minister’s history, the comretshould be able to answer the following questions
for each position the minister has held in the testyears:

* What contributions did the minister make in thisigon?

*  What did the minister do especially well?

* What were the most frequent criticisms of the m@r2 How did the minister respond to
criticism?

* Did the congregation or employing institution presgduring this ministry?

* How and why did the ministry end?

When the prospect is a graduating student, thesstigns should be answered with respect to the
internship and other ministry positions held wiiteparing for the ministry. If the internship sopsor
is not listed, the committee should request theenand make this important call.

It is not necessarily the minister’s fault if a ctludeclines in size or budget or falls into a
conflict. Even a dismissal or negotiated termmatioes not necessarily reflect poor ministryshibuld
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be recognized that a minister who has difficultypne situation may often do well in another. The
committee’s greatest challenge at this stage seli@ct as pre-candidates those imperfect, all-tonamn
ministers who will be the best possible “matcheghwhe imperfect, all-too-human congregation that
the committee represents. It is thus entitlednovkits prospects’ past accomplishments and diffesi
so it can explore further what they imply for itsctsion.

Group telephone interview

As the search committee zeroes in on its pre-caekd it will want to develop its own,
independent sense of the ministers in whom it istimderested. A prearranged group phone
interview is often illuminating, offering the comtt@e the opportunity to experience the
interactive style of the minister, and the minigtex chance to experience the dynamics of the
group. This is the time to “get real.” If not nowhen?

Developed references and safety precautions

References named by the minister usually hold timster in high esteem. Nonetheless,
it usually is possible to get at least a hint of problems. The wise committee develops
additional potential references during its convieosa with the references named by the
minister.

In the event that the committee wishes to namergstar as one of its pre-candidates, it
should with the minister’'s acknowledgement condluietrviews with developed references in
previouscongregations served and with named referenc®iourrent congregation. A
committee that calls developed references withoeihtinister's awareness violates the spirit of
mutual respect that lies at the heart of the sgamatess and that is crucial to the establishment
of a new ministry. In the case of a settled menisthe ripple effects of such calls may well make
continuation in the present congregation diffiarlimpossible. Furthermore, there is no need to
investigate in secret. The committee is in a pwsito insist on talking with more references as a
condition of the minister’'s remaining under consadien.

Interpretive file summaries

When the committee has selected its pre-candidaisencouraged to so inform the
Transitions Director, including, as well, a brigditement of the committee’s reasons for interest
in the pre-candidate. The Transitions Directot sulrvey the ministers’ files at the UUA and
prepare a written interpretive summary of eachgiieisig reviewers’ views about the each
minister’s strengths and weaknesses, and givinganof any matters meriting concern. Reports
from physicians and psychotherapists will not bayed. The Transitions Director will exert his
best efforts to review the summary with the ministefore sending it, and to send it within ten
business days of receiving the request. If theroittee’s impressions seem one-sided or
incomplete, the Transitions Director will suggesestions for it to pursue with the minister or
with references.

Criminal records background check

In most cases, the minister’s file consists largélgnaterials submitted by the minister or
with the minister’s approval. Some few files contgecords of ethical violations that have led to
previous suspension of Fellowship, or of track rds®o poor that the minister was once put on
hold for settlement.

It is possible, however, for matters meriting sesiconcern to escape the notice of the
UUA. Thus the committee must take upon itselfrsgponsibility for a conclusive background
check and a full picture of each pre-candidateiskirecord. For the most part, this background
check is best accomplished by more and more extensierence checking. Once a committee
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has tentatively identified its candidate, it is em@ged to perform a criminal records background
check, with the minister’s permission, of cour§&ee the on-line publicatioResponsible
Staffing for specific guidance on a congregational poding implementation strategy.

Pre-candidating Weekends

Finally, the committee invites its pre-candidatestown for an extensive interview, a tour of
the congregation’s community and facilities, andpaeaching engagement in the “neutral pulpit” of a
neighboring congregation Once the committee’s selection of its pre-caatdid is firm, the next step is
to schedule each one for a pre-candidating weeké&gpgically the minister arrives on Friday evening,
tours the building and community Saturday mornsyeg€ial attention to the housing market is always
helpful), interviews with the committee much of tlest of the day, and dines with it that eveni@m
Sunday the pre-candidate appears in the “neuttpitbaf a nearby UU church. After lunch with the
committee, the minister departs.

For each pre-candidating weekend, a committee membaieed to be responsible for each of
the following:

*  Transportation

Housing

Meals

Tour of community
Moderating the interview
Neutral pulpit arrangements.

Sample pre-candidating weekend schedules areftubd in theResource Guide

Arrangements

The search committee is responsible for the prelidate’s expenses, including auto
mileage, air fare, lodging, and meals. Home hafifjitshould be used only as a last resort. a
long interview, a pulpit appearance, and sociallsnaa exhausting enough without the
additional stress of being a guest in someone’sehom

The minister’s spouse or partner may wish to colmegaon the pre-candidating trip or to
visit the community at another time. While onlg hre-candidate’s expenses must be covered, a
growing number of search committees offer to cav@ip for the spouse or partner as well. Not
only is it a welcoming gesture, but considering thany ministerial partners or spouses
command earnings in excess of the minister’s, i beathe soundest investment a congregation
can make. The committee will want to take caretogfive the spouse or partner the impression
that it expects him or her to be part of the mmist

Interviewing

To prepare for the pre-candidating interview, a kioterview with an experienced minister
is helpful. The congregation’s interim ministedlvarobably be glad to serve in this capacity, or
often better, to serve as process observer ofdimrattee’s interview with a neighboring
minister. One or more mock interviews preventahdarrassment of using the first pre-
candidate for “practice,” and prepare the commitbeehe moment when the table turns and the
interviewee turns interviewer!

One good plan is for each committee member to datlopic ared for instance worship,

religious education, social action, self-care, adstiation, or finande and to brainstorm a list
of questions to be answered by each pre-candioatging the checklists to the interview. The
interview itself should be informal, with each coittee member free to ask any question or to

* *  * ¥ X
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probe for further clarity. The chair can call ack committee member in the course of the day
to make sure all the questions have been answered.

Before the interview begins, the committee sho@datiate the day’'s schedule with the
pre-candidate. This is a mutual discussion, aadrimister expects some time to ask questions
of the committee. If, in the course of the dayja@rns or questions arise, it is best to voiceethes
directly so the minister can respond. Plan fonpl®f break time; a good match can be spoiled
if people get worn out and testy.

A collection of questions used in pre-candidatind ather interviews can be found in the
Resource Guide

Neutral pulpits

Planning for the neutral pulpit visits should beg@veral months in advance, before the
selection of the pre-candidates, with calls to hieaging UU congregations to reserve three or
four Sundays.

The committee will need to promise to supply a \wgrservice even if it has no pre-
candidate. Most congregations have laypersondyhigipable of leading a service. Perhaps
they will volunteer to be “in reserve” to fill theeutral pulpit or to fill the congregation’s own
while the interim minister fills the neutral pulpAll this must be done discreetly, without
violating confidentiality.

Once a minister accepts a pre-candidating dategkiligation to fill the pulpit on that
date shifts from the search committee to the menisNo honorarium is necessary or expected; if
one is offered, it may be retained by the ministBne minister’s first obligation is to the people
of the host congregation. It should count for antlagainst a minister that he or she
accommodates their customary style of worship.

In the event a pre-candidating interview is cant:eléhether by the minister or the search
committee, the minister is still responsible fdlirfg the pulpit, or for finding a substitute. The
search committee is still responsible for the ntaris travel expenses. Especially if the search
committee canceled the interview, it should datalan to help the minister in filling the pulpit,
but the final obligation rests with the minister.

Neutral pulpit arrangements should be made diredgtly the host minister or, if there is
no minister, with the program chair. As few peogdepossible should know the reason for the
visit.

In selecting neutral pulpits, committees shouldidwther congregations also in search,
since a minister appearing in a congregation irctvkine minister has departed or has announced
his or her departure is rendered ineligible fot trecancy. Ideally, the neutral pulpit
congregation should be similar in size and styldnéocommittee’s own. Because this is not
always possible, non-UU churches are sometimes used

If the pre-candidate is serving a nearby congregatt is all right for the committee to
visit a service there so long as the minister apgggo Unannounced visits, even by one member
of the search committee, weaken trust and aregtraliscouraged.

After the service

Where the ministerial position to be filled carrfesavy preaching responsibilities, the
pre-candidating sermon carries a lot of weightlld#ang the service the minister is likely to be
in a state of advanced decompression, defenses. dolapost-service lunch, usually the last
event of the weekend, is thus liable to be a réonlaevent.
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Now is the time, if it hasn’t been done before,tfoe committee to ascertain the
conditions under which the pre-candidate may cansepecome the candidate. Two questions
must be asked:

* Are there any concerns or misgivings that you rebv@ut our congregation, any
guestions you haven't yet had the opportunity t¢and

* What about our financial package? If, on reflectigou and we feel positive about each
other, would you be able to come here with the athotimoney we’re offering?

Though not the time for negotiating, this is thredito unearth potential misgivings. The
committee needs to know what issues it will havddal with if it wants this minister to be its
candidate.

Selection

Having met with all pre-candidates, the committesdexts one minister or ministry team as its
candidate for recommendation to the congregatiovwhen all pre-candidates have been interviewed
and heard, the search committee must reach aoledsia candidate. Sometimes the drift of the
committee’s feeling has been clear for weeks; gtiingugh the motions in these circumstances can be
excruciating. Do it anyhow. Woe to the commitiiegt creates in its congregation the suspicionithat
love for one candidate blinded it to all othersWill prove useful to ask all search committee rbens
to write and share their particular reasons foloshay its candidate. The reasons will be different
sometimes even mildly conflicting-and will suggest the diverse reactions the caneiddt encounter
in the congregation.

Most of the time, one candidate will not emergeasryone’s first choice. This need not prevent
consensus on the best candidate for the whole egation. The first step in this case is to hedr an
respectfully acknowledge each committee membeipsaagal of each pre-candidate. It can be helpful
for members to try to summarize the views of thoke disagree with them, and ask for their
understanding to be corrected.

Allow plenty of time. Pressure for an early demistan push strong feelings underground,
where they may later erupt. It can also changes$iodifferences into personal conflicts. Sometimes
renewed discussion at a later meeting shows theemata different light. The MSR and the
Transitions Director are ready to consult if need B committee may need to resort to its earlier
decision about what to do if it cannot reach cosaen The concerns of dissenting search committee
members should be taken seriously, but no oneiohaiv should be allowed to hold the congregation
hostage for reasons not likely to be broadly shared

In order to allow the great majority of congregati@and ministers to exercise due deliberation in
their search, the Transitions Office requests tioatandidacy be offered or accepted until noondfast
time on March 15.

The minister and the negotiating team settle onr@posed ministry agreement for approval by
the governing board, the board and minister exectlie agreement subject to the extending of the
call by the congregation and acceptance by the rsiar, and the committee announces its candidate
to the congregation.Once a decision is made, the minister selecteddt@unotified promptly.
Hopefully the feeling is mutual! Both the comméte offer and the minister’s acceptance—and thas th
candidacy itsel—should be contingent on
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» the results of interviews conducted, with the ntar’'s awareness, with developed references
in the congregation presently served

» the results of a criminal record background chackl

* agreement on the major terms of the ministry agezgm

The ministry agreement must be addressed immeyglia#él issues to be negotiated must be
identified up front, and discussed between the steniand the negotiating team. If the ministerrchtl
indicate that more money would be necessary whieedafie question during the pre-candidating
weekend, it is unseemly to do so now. Once allassare settled, the minister and the presidetiteof
governing board sign the agreement, subject ofseotar the extension of the ministerial call by the
congregation and its acceptance by the minister.

Then, and only then, may the candidacy be annoulactt congregation. The committee
should now notify all ministers remaining previoughder consideration that they are so no longes t
freeing them to pursue other opportunities. Than$itions Office also needs prompt notification.

Candidating Week

The candidate then visits the congregation for aok8unday candidating weekWhen the
chosen candidate has accepted, the committee sbchidule a mutually acceptable candidating week.
This “week,” which normally runs from Saturday ewenthrough the following Sunday afternoon, is the
climax of the ministerial search, and is thus tacaeefully planned. A task force charged with wogk
with the search committee to plan and execute trekwan take a lot of pressure off the committee.
Nevertheless, the week is the committee’s finajgmtp and one of its most important ones. Sample
schedules of candidating week can be found irRiésource Guide

The congregation traditionally invites the cand&dsspouse or partner and children for
candidating week. If, as often happens, this tgoogsible or desired, the congregation should odfe
pay for a visit at another time.

The congregation should reimburse all the expeoktee candidate and family for all
candidating week expenses, including auto mileaigéare, lodging, and meals. The candidate should
not be expected to accept home hospitality.

Candidating week is grueling for ministers andtiiemilies. Ample unscheduled time should
be provided for house hunting, rest, and recreatfirieast one search committee member should
attend each of the candidating week evdigtgningfor concerns or criticisms from members. The
candidate, in consultation with the committee, wikh to respond immediately. It is a good idea fo
the committee to meet with the minister on Wedngsd&ning during candidating week to address any
special concerns or the need for a mid-course ciiore

At the end of the week the congregation votes am@tion by the search committee to call the
minister on the terms proposed; if the call is s@fently strong, and is accepted, the ministry begi
as specified in the agreemengfter meeting the committee’s candidate in a vgradtcontexts, the
congregation votes on whether or not to ratifyadgbemittee’s work and extend a call. Generally this
decision is made in a meeting called for the pugpascording to the congregation’s by-laws. Itis
usually the search committee chair who makes theomio call the minister according to the terms
agreed upon, and the president who presides ogatiskhussion. In order to avoid the bruised fgglin
caused by a premature calling of the questionptasident may allow the discussion to proceed in a
committee of the whole. The vote itself shouldlgesecret (i.e. written) ballot, so that all feedd to
vote their conscience. The result should be ancexlifor all to hear, so that the amount of suppbrt
and opposition to the candidate is known by alithdugh 49 out of 50 candidacies succeed, the
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congregation’s support is not to be taken for grdntMost ministers hope for a vote of at least 95
percent; the Transitions Office normally discoursagenisters from accepting a vote of less than 90
percent.

The minister should not be present for the condiegal meeting, but will of course wish to
learn of the meeting’s outcome and the strength@¥ote right away. The minister may have
announced plans to be far away by the time theigdtken, and to postpone acceptance of theitcall,
offered, until the next day, thus preventing angitagion (based, for example, on the need to ldan
reasons for a weak vote) from being misread asdéekthusiasm for the congregation. It is best to
prepare the congregation to expect a short delayrasmal part of the search process.

If the call is offered and accepted, the work & search committee is almost over. In winding
up, the Transitions Office and the MSR should bfied of the happy outcome. Leftover Ministerial
Records, minutes of committee debates, or otherdsdhat may reveal confidential information stabul
be destroyed. The Notice of Call form, availahidioe, should be returned with a copy of the nimgis
agreement. A celebration is in order: The migipwsition is filled, and weekends are back!

For the congregation, the transition continues,theccommittee may need to remind the
leadership that there is much to do. The timeming to bid the interim minister good-bye. Theikib
must make sure it has budgeted enough for the taifssnoving expenses and installation serviced An
the board should also contact the DE to sched8laidup Weekend during the first months of the new
ministry. This event provides the minister, stafid lay leaders an opportunity to set goals, exgdan
expectations, and deepen the implicit contract betwminister and congregation.

If all does not go well
After all this work, the committee may find itselinong the small minority of search
committees each year that do not settle a new tamis

* |t may have found that the ministers availablénatdalary offered are just not up to
expectations. Either the salary or the expectatinay need to change.

* |t may not have agreed on a candidate, in spites diest efforts at consensus-building.
Perhaps it is time for a new committee to try.

* It may agree on a candidate who then turns theregagjon down. A committee should not
let pride alone stop it from calling its first rugraup. But it may have neither a realistic
fallback candidate nor time to start with a freish |

*  Or the committee may go all the way through cartthdaveek, only to face a vote that is too
weak, and a candidate who declines the call.

Can any of these results be termed a failure? dBy@ans! The only failure—thanly failure—

lies in calling a minister who is a poor match tlee congregation. All other results are
preferable. Nevertheless, all of these resultsbeadiscouraging, to put it mildly. The

committee will want to ask advice from the Tramsis Director, the MSR, and the DE. If the
problem stems from intractable personal or philbscad divisions in the committee, or between
the committee and the rest of the congregatioigme®sy may be the best course. In any case, the
congregation probably is looking at another yeasaarch.

Start-up

Now it is time for search committee members to nesutheir role as “private citizens.’Search
committee membership, rewarding as it is, is noheuit its hazards. Aside from the long hours, hard
work, challenging issues, and emotional stressluaeh) search committee members can get
disillusioned, sometimes with the congregation, stames with the very minister they had so large a
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part in choosing. It is not unusual for one or twembers of a search committee to have left the
congregation within two years of the new ministersval.

In part, this is a side effect of the educatiort #earch committees get. By the time your work is
done, you will know as much about your congregasisnyone. You will have a clear idea of its
challenges, and some strong convictions about hetould meet them. And you will have grown
accustomed, in your year of service, to holdingadgpiece of its future in your hands.

And then the search is over. You have called agldamed the new minister. The minister may
fulfill only imperfectly the potential you first peeived. Some of your best friends may be amoeag th
minister’s first critics. You feel obligated tofdad the ministe— after all, aren’t you responsible? If
you think the criticisms have merit, you may apgtothe minister with suggestions. If these are not
followed, it gets harder next time to offer a desfenYou are in the “triangled position”: a thirarfy
trying to keep things fixed between the congregasiod the minister. If you are on the board or
Committee on Ministry, that position only intensgithe feeling that you ought to be able to do
something.

Some advice: While you're serving on the searchrodtee, keep in touch with all the things
that you find satisfying about being part of yoangregation. You will not be able to carry major
responsibilities, but continue to participate ag gan. Sing in the choir. Help teach the secondey
one Sundag month Spend time with friends. Attend a meditatioaugy. Don't allow yourself to
become merely a “task” UU. Keep in touch with yéamily, spouse, or partner, too! The search Ig on
a temporary phenomenon.

Then, when your work as a search committee endgs, aparty. Don't invite the new minister.
Celebrate not the beginning of the great new arathe end of your hard work as a committee. Give
yourselves permission to become private citizemsnagRemember, your responsibility has endeds It
not up to you to make sure your new minister is@ess. You have no special obligation to defend o
mediate or give advice. Your obligation to supp@ar minister is no greater than any other mensber’

You have given much. Your congregation and the wlcoimmunity of Unitarian Universalism
owes you thanks and a hearty “welcome home” aftar gtrenuous journey.
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Recommended procedures for ministers
Special Topics
Settlement rules
Community ministry
Searching while serving
Ministers’ files at the UUA
Giving notice

Whether the time has come to serve, to leave,rnd & situation that better suits one’s
developing capacities, or to make more money, mens beginning to search for a new situation
should consult thisSettlement Handbookfully. Changing jobs or starting a first one is hard, lavg
the loss of familiar surroundings and routines,dtiess of uncertainty, and the potential for fgmil
conflict. This guide to the Unitarian Universalfstsociation’s ministerial settlement process wit
eradicate the stress, but it does offer such dgasicomes from knowing customary procedures and
professional requirements. It seeks to providddbés ministers need to play an active role inliing a
ministry that “fits.” The Transitions Director &éways pleased to listen, and to offer counsel,tand
make suggestions.

The Code of Professional Practice of the UU Mimss#ssociation states: “l will inform myself
of the established candidating procedures of théd LHnd | will strictly observe them.” When a mirest
accepts Ministerial Fellowship, he or she agreesbtde by the procedures established by UUA'’s
Ministry and Professional Leadership staff grodjnis Handbookdescribes the procedures referred to.
Ministers should be familiar with the sections bfithcongregations and for ministers, and follow th
procedures closely.

Settlement rules

There are very few rules surrounding the searchga® Ministers are free to
recommend one another to search committees, frespond positively (or with
discouragement) to recruiting efforts by searchmittees, and of course free to be considered
by search committees. Ministers should be cautidhat a potential ministry begins with each
first search committee contact. Candor is requitddsrepresenting one’s track record or
concealing anything that a committee needs to kowWwehalf of its congregation is a serious
offense. Ministers who agree, in response to auitdtg call, to be considered by a committee
must proceed by completing the MR and “clicking”tbe Congregational Record.

Ministers are free, too, to speak with their cajlees about congregations in search and
their progress in search. Discretion about on@lsiphs never goeamiss.

The independence of congregations and the spebttabf the search committee must of
course be respected. The Rules and Policies dflihisterial Fellowship Committee define
several circumstances in which a minister may noépt a ministry position. The following
summary reflects these rules and policies as applrghe Transitions Office:

Three-Year Rule: For three years after the completion of a studentstry,
ministerial internship, or interim ministry, a mster may not accept any
professional position in the same congregationis Tiile also applies to ministers
who have done student field work or ministry, detl other ministerial positions
in the congregation.
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Professional Appearance Rule:A minister who has visited a congregation in
any professional capacity after the past miniséardnnounced his or her
resignation to the congregation shall not be recenmdrd for that position to that
congregation for twelve months following the viskor a new ministry position,
this rule applies from the date the congregatiomsdooard votes definitely to
create the position. “Any professional capacityludes a visit as an MSR,
leading a class or workshop, or performing as aictars It does not include an
interview for an interim ministry. If in doubt, ebk with the Transitions Director
for clarificationbeforeaccepting the engagement.

Inside Candidate Rule: A minister who is a member or staff member of a
congregation with a vacant position may permit himherself to be considered
only as an “inside candidate.” As such, the maristay not accept a call after the
Transitions Office has submitted a list to the sea@ommittee. Thus an inside
candidate must apply to the search committee @athe process, and the search
committee must make a yes-or-no decision beforsidering other candidates.

It is the responsibility of ministers in Fellowshipadhere to these rules and to be in
touch with the Transitions Offiae advanceabout any gray areas or exceptions. In most cases
exceptions must be made by the Ministerial Fellopgr§Sflommittee itself, so it is wise to allow
plenty of time.

At first glance, this process may seem complicatadithe rules intimidating. Actually, just as
the volumes of statutes defining various kindshefttcould be summarized as “Thou shalt not steal,”
the settlement process boils down to “Thou shaéttcongregations with respect, and colleagues
likewise.” Most of the rules and customs of thi#élement process are the result of generations of
experience. But there are new procedures here,@i or new, the practices described here have a
single purpose: to contribute to the conditionsclwvimake possible excellent ministry, with “minigtr
understood not simply as a career but as partqerasiwork ministers and laypersons perform togethe

The most important point for ministers to keep imanis that the settlement process itself is
ministry. Even with the search committees of ceggtions they will not ultimately serve, ministers’
conduct in the search process reflects on the tismtdniversalist ministry, touching, for good & i
the life of each search committee member they erteou

Community ministry

Community ministry includes most ministries in sejs other than congregations, such
as hospital, military and academic chaplaincy,a@®rvice and advocacy ministries, and
seminary teaching. Each form of community mini$tag its own channels of communication
about job opportunities. Ministers in search ebaanmunity ministry position should seek
advice from ministers experienced in their spegialthe Transitions Director can assist
ministers in finding such advice. Some informatoenvacant community ministry positions is
available in “Opportunities for Community Ministry”

All ministers and students in candidate status dree to read Congregational Records, but
only ministers who are cleared for settlement anaMe completed the required forms may enter the
search processTo be cleared for settlement by the Ministerialdemialing Office, new ministers
must be approved by the Ministerial Fellowship Cattee and be within seven months of graduation
from theological school. The Ministerial Credehiig Director will explain what is required in each
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particular case. Before indicating interest iroagregation, a minister must confirm with the
Transitions Office that it has received the follagiitems as appropriate:

» Assurance of graduationby a certain date from the Ministerial Credentiglidffice.

* Ministerial Record (MR), to be updated annually by ministers seekingesatht, otherwise
every three years, to introduce the minister tocdeaommittees. It is to be completed fully
and submitted on line.

» Application for Ministry Position , providing information about the minister’s thegilcal
views, preferred type and style of ministry, anchdgraphic characteristics to the Transitions
Office. This is not shared. Itis to be compled@d submitted on line every year the
minister is in search.

» Application for Interim Ministry Position , for ministers who would serve in an interim
capacity for the year, is also for the Transiti@ffice only. For further information see the
Transitional Ministry Handboak

Once the forms are up to date, the minister magrehé search process, indicating on-line to the
Transitions Office those congregations to whichrtheister's MR is to be made available. Ministers
are cautioned to be prudent; fifteen such indicatis the initial limit.

All UU ministers, whether in search or not, maydigagain access to Congregational Records
on the UUA website. Similarly, all UU ministershether in search or not, may—and probably
should—create and maintain their Ministerial Reco@hly ministers going into search must complete
an application. Because congregations generaflgexheir new minister to arrive on or about Augus
15, ministers wishing to move should prepare théreseabout a year before.

Searching while serving

A minister currently serving who decides to erther search process may be faced with a
delicate situation. An early announcement of theiré to leave will at best weaken the
minister’s relationships should the search be uresgful, and at worst let loose congregational
dynamics that lead to early termination. An anroament deferred until the minister is called to
a new position, on the other hand, may preventgsacg closure of existing relationships and be
experienced as capricious by the congregation.eWigisters will ordinarily take one or two
trusted leaders into their confidence. Normallsehare persons the minister will list as
references. An assistant or associate minist®tRIE will notify the parish or senior minister in
all but the most unusual situations.

In addition to the Ministerial Record, the ministgsrepares an informational packet to
exchange with search committee$he Ministerial Record is a complex, lengthy docaméoth a
resume and, like most resumes, a marketing taslpurpose is to paint an accurate portrait of the
minister as minister and as person, and to desfaibig the minister’'s accomplishments, strengtosj
weaker areas. The purpose of the informationatgtds to provide a rich and thorough presentatibn
a minister’s style, skills, and experience. Irsttespect the packet is a record of a life in riviyis
ministers should begin gathering materials foruswn during their theological school and interpshi
years, and never cease. In the MR, the packetpatmhversation, ministers must present themseatves
search committees honestly, but without blowing jgroplems or difficulties out of proportion. Ifere
IS pressure to resign, or if there is anythinga minister’'s personal or professional history thdikely
to become an issue if revealed or discovered, thestar must be candid with the Transitions Directo

Ministers should prepare the Ministerial Record gatwell started on a search packet before
indicating interest in being considered by a coggten. The wise minister will not keep a search
committee waiting! In preparing the packet, ihedpful to view several packets used by colleagues
have been recently settled. Many District offibase recent examples. It is also helpful to ask a
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colleague recently successful in search to reviegisopacket, with two questions in mind: “Doesthi
packet represent a minister? And, is the ministepacket represemss?”

A sloppy or dog-eared packet never makes a goocessn, nor are over-the-top production
values often found appealing. Above all, the stflehe packet should represent the minister’s best
ministerial style. There is some move toward ome-lpackets, but so far these seem to be additional
rather than in lieu of printed packets. To beudeld:

» Cover letter

* Ministerial Record

» Biographical introduction, perhaps including thergtof the minister’s call to ministry

» Five or six sermons on a variety of themes

* Worship services and rites of passage composeaehyinister

* Newsletter columns

» Outline of a workshop or religious education clessducted by the minister

* Any published writings

» A variety of photographs, in a variety of situagon

* A page or two on each major aspect of ministry; nelaetifacts are not available, it may be
helpful to write a brief statement on an area thigtht otherwise be neglected.

» Alist of references, or the indication that a \isll be supplied once the committee-minister
conversation advances.

While some ministers choose to include audio oeetdpes, results are mixed. An amateurish video of
a talking head against a dark curtain is painfuleébold. An audiotape introduced by a distorteghor
prelude and an inaudible children’s story doesshotv good judgment.

With the exchange of packets, earnest mutual coesation begins. The Ministerial Records
of all ministers who have indicated interest irpadfic congregation are made available to the
committee when it so requests, and at regulaniatethereafter. Ministers are notified of theedthtis
was done on the “My List” screen on their sectibthe settlement system. A committee’s requedt tha
it receive no additional names will, however, badred.

Once packets are exchanged, prompt, pleasant,moosg communication can make the
difference between a successful candidate andrdtednner-up. Ministers may hear from references
that they have been interviewed, or perhaps gribgdsearch committees. This is good news! Mansst
may be asked to schedule a telephone interviewthvitlentire committee. This is very good news!
Ministers should feel prodded by the request tadlacha thoughtful, increasingly exhaustive
investigation of the congregation at hand. ReuiesvCR many times over. Review the range of
guestions that may be asked in Resource Guide for Ministerial Search CommitteAaminister who
says that he or she is interested in a particulagiegation, but who does not, before a group phone
interview, contact the interim minister serving ttengregation, the outgoing called minister,
knowledgeable ministers in the District, and thetb)it Executive, scarcely exercises appropriate
ministerial initiative. The process of finding agy match requires the minister's most earnestiipqu
and a “hermeneutic of suspicion.” And as the ntamiplans to be interviewed by the search commjittee
so she or he should plan to interview them.

If the minister’s interest in a congregation doesaontinue, it is important to convey this
message in a way that reflects well on the minis&kyminister’s withdrawal can be demoralizing to a
search committee. Ministers do well to avoid giveven constructive feedback unless it is requested
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The Transitions Director welcomes opportunitiesgeak with ministers about their search as
the year progresses.

Ministers should be aware that search committee# sgek information about them in a
multitude of ways.Search committees know that the best way to utatethow a minister will
conduct him- or herself in the position they offeto examine how the minister has conducted him- o
herself in other, previous settings. Committees tieach out inquisitively, speaking with the DEhe
Districts in which the minister is serving and sasved, studying the letters of reference that stens
offer them and calling the writers thereof, elrifiadditional names (“developed references”) froosé
whom they call, asking the minister for more nanaesl Googling the minister, as well. When they
reach the decision to ask the minister to be apralidate, they are entitled to ask the Transitions
Director for an interpretive summary of the minigdile at the UUA, and to contact—with the pre-
candidate’s acknowledgement--the developed refeseimccongregations the minister previously served.
And increasingly, they require a criminal backgrdwheck of their ministerial candidate. In the stid
of all this, the minister may begin to feel talkaabut!

To the greatest possible degree, ministers beirsgreinized are urged to cultivate a spirit of
mutual discernment and non-defensiveness. Thisepsoreally is about finding a match, not a joimd A
in fact, who would wish to serve a congregatiowhich such care in the choice of a minister were no
exercised? Once called, the minister will be ablevoke the practice of such scrutiny in hirirrgucch
staff and recruiting volunteers. However, therelanits: reference checking is one thing, invasess
another. Ministers who feel that a search commigenot keeping faith with them, or that their
legitimate privacy is being violated, are urgeday so, and to contact the Transitions Director.

Ministers’ files at the UUA

In fulfilling its charge to admit qualified ministeinto fellowship, the Ministerial
Fellowship Committee requires the Ministry and Bssional Leadership Staff Group to
maintain the records of ministers so admitted. idMers’ records are thus the property of the
UUA, maintained with fiduciary concern for congrégas’ safety and well-being and with
respect for ministers’ privacy. They may inclu@gtlement, pension and insurance, ministerial
aid, and MFC records (including student, Regionddcd@mmittee on Candidacy, and other
Ministerial Education Office records and any conmléiles); evaluations, assessments,
psychological and career center reports and megicalds; communications from District
Executives, communications of recommendation aitidism and staff group responses thereto,
communications from the minister, and staff notasua the minister. With the rare exclusion of
materials submitted with the understanding thay theuld not be shared with the minister, the
file is open to inspection by the minister.

The minister will be given every opportunity towi@nd perhaps correct the interpretive
summary the Transitions Director prepares for cotte®s that have named the minister a pre-
candidate, and to include comment, if desired. t@dal from psychological reports and medical
records is neither included nor referenced in threreary.) A minister who is unsatisfied with
the summary prepared by the Transitions Directentgtled to file an objection with the Director
of the Ministry and Professional Leadership Staibp.

During the pre-candidating weekend mutual considémm reaches peak intensityA minister
invited to pre-candidate should think carefully abber or his interest in the congregation. Finalhc
and otherwise, a pre-candidating weekend is antwigstment for the congregation and the members of
the search committee, all of whom have lives andllfas and jobs of their own. The minister should
thus accept the invitation only if, knowing whatdreshe knows now, service in and with this
congregation is a live option. If the ministeruegs a higher salary, the time to say so andydea
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much is now—beforeaccepting. If the cost of living or other geodrapfactors give rise to doubts, the
time to raise them is nowbeforeaccepting. A minister may legitimately wish tahdraw later for
reasons currently unforeseen. But it is up to timaster to candidate in good faith at all timesgl dmat
means raising any such concerns at the earliestiip@snoment. Ministers who are tempted to accept
four or more pre-candidating invitations would delMo re-examine their choices in the light ofithe
criteria.

As with any employment interview, there is no pamtoming unprepared. Study the
congregation’s packet thoroughly—again! Ask forrexmaterials if something is missing. Speak with
the District Executive, former ministers, the imeminister, and nearby colleagues—again! Seauth o
information on the community in the public libraagd on the web. Above all, the minister should
identify the major issues and trends that seerade the congregation and be prepared to discuss the
in the interview.

The minister will want to ask for time during theegcandidating weekend to raise questions of
his or her own with the search committee, and gerh@ propose an activity to encourage committee
members to express their differing hopes for thegoegation. Above all, the minister should trgtee
the search committee the experience of what it dbellike if he or she were their minister.

While the pre-candidating weekend is not the tiorenkegotiation, the minister should be
prepared to identify any existing concerns aboatgiovisions of the draft ministry agreement, and t
agree to identify, within the next week or two, axgw concerns that may have come to light durieg th
weekend. A minister who leaves concerns unvoicesheerns about the duties and role of the minister
in the congregation, about the compensation pacledigrit sabbatical provisions—forfeits the
opportunity to raise them once the committee hiaschthe minister to be their candidate.

It has become common for search committees toartkig minister’'s spouse or partner to come
for the weekend. Seldom do children come untibadating week at the earliest; for a variety of
reasons, families may find a trip at another tinererpractical. One visit by the family is at
congregational expense, although the congregatepnafier more.

Once the minister is asked to be the committee’sdidate, final scrutiny must be expected
and the ministry agreement negotiated before an anncement can be madélhe search committee
will ask the minister’s consent to their contactdeyeloped references in the congregation the temis
currently serves and conducting a criminal rectsatskground check. If the earlier discussion of the
draft agreement was thorough and candid, few seigaues should remain to be resolved. Any
temptation, in this moment of euphoria, to glossrany difficulties must be resisted! A ministemnav
allows her or his name to be announced as candidtéteut having in hand a copy of the ministry
agreement, signed by both parties, including tle@ipron, more or less, “This Agreement represents a
official offer to the Rev. when ¢ha# to the Minister is extended by the congregatio
and accepted by the Minister,” puts the new minpisériously at risk. For sample agreements aneroth
helpful information, sedoint Recommendations Concerning Letters of Agreebetween Ministers
and Congregations

Usually the negotiations can be done by phone axdoiut an additional trip to meet with the
negotiating team may be advisable, especially ffartant issues hang in the balance. The costabf au
trip is appropriately shared between minister ammbcegation. If there are problems, the MSR, iitstr
Executive, or Transitions Director may be calledmjpor help. As soon as the agreement is setthed,
minister should inform the Transitions Office oétbandidacy and withdraw from consideration by any
other search committees.
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Giving notice

A minister currently serving a congregation whoegts a new position must
immediately notify the board president, the chaithe Committee on Ministry, and any other
ministers serving that congregation. Ideally, bbard chair will call an immediate board
meeting, at which the minister can both informbleard in person and deliver a formal letter of
resignation. The wise minister will have a lettethe congregation ready to mail out, so that to
the greatest extent possible, all members rechva¢ws directly from the minister rather than
at second or third hand. The drama of a pulpigregion is thus avoided, and with it not only
unkindness to fragile people but opportunitiesaiogry (or joyful!) first reactions.
Recommended during the last weeks and months afiatry are two books by Alban Institute
consultants: Roy OswaldRunning Through the Thistles: Terminating a Migit|
Relationship with a Parisand Edward A. White’Saying Goodbye: A Time of Growth for
Congregations and PastarsThe Transitions Office provides the former tpaiing ministers
free for the asking.

The purpose of candidating week is to confirm thieotce of minister and search committee.
Although candidating week is for mutual appraisahisters should accept a candidacy only if they ar
reasonably certain that they would accept theiicilis offered by a strong vote. Declining aldalr
reasons that could have been foreseen before emdjdveek is extremely inconsiderate.

Especially for new ministers, candidating week falband stressful time. Wise candidates
insist on enough private time for rest and famalyd to prepare for the second Sunday service. The
candidate and the search committee should plawéle& together, making sure no important group in
the congregation is slighted.

The candidate should encourage the search comnuottezher or his “eyes and ears” during the
week. If concerns or questions arise, it is gdhyebast to address them as soon as possibleucim &
case the minister should consult with the MSR erThansitions Director.

A vote of 90 percent is probably the bare minimumiaister should require. Ministry is hard
enough without ten per cent of the congregationmgwhe other way. While the minister will wish to
explore with the search committee dissent expredsegdg the congregational meeting, in no event
should the minister be present at the meetindg.itsel

It may be wise to leave town before the vote. @lilph accepting does no harm if the vote is
strong, a congregation that expects an immediaiepéance will be disappointed if the minister
hesitates. The minister who says from the begmthiat he or she will not in any case accept aurdll
Monday morning is relieved of the awkward needd far additional time.

Above all, before, during and after search, resp#ut stress of the experience even as you
appreciate the new possibilities it offer&oing into search is often one of the most stoéssd
disorienting periods in a minister’s career, capaijlseverely straining family relationships. slt i
important to be realistic about the toll a tramsittakes on you and those you love. Take timalko t
about your plans and to enjoy yourselves. It mdy teeemploy a counselor for you and your family fo
the sake of clarifying your reasons for makingi@ve and identifying the factors that would make it
worthwhile. As always, you are encouraged to caltre Transitions Office for support if you need it

Ministers in search need to be prepared to havephafessional and even personal history
examined in detail. Even when there is nothingg@shamed of, you may feel shame, embarrassment,
and indignation. It can be helpful, if you feebtmuch under the microscope, to say so. It can be
appropriate at times to set a limit to what youwailéng to discuss or disclose.

If you are now serving a congregation, remaininglase relationship with them while seeking a
new call may feel false. Pouring time and enengy the search process may bring on feelings dff. gui
And then, when you disclose your plans, very likatger and hostility will come your wayfrom the
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very people who value your ministry most. Whilensoof their criticisms may well be valid, behind
much of the feeling is grief over the loss of adved minister. If this happens to you, it may help
know that you are being given a chance to showxayngle that both pain and joy can be borne with
grace.

Remember that you have a right to move. Ordinasdraditionally a lifetime vow, but your
commitment to a particular church or other sitenafistry is temporary. As the saying has it, mieis
have a choice: they can leave too soon, or theyezve too late.

It is the experience of our colleagues throughytree's that many of the hopes that motivate a
move are realistic. If you would like to changeuystyle or habits, a new place gives you a go@hcé
to do so. If you would like to find a congregatitvat appreciates you as you are, your candorein th
search process will help you find one. If you se$pghat you would prefer a congregation of a ddfife
size or emphasis or in a different place, you mayight. You will no doubt find some of your old
problems in new guises: “wherever you go, therea@.” But in most cases the experience of mqving
strenuous and wearing as it is, becomes an opémimgw growth and more effective service.
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FAQ (Frequently Asked Questions) File

Questions from search committees

Hearing a pre-candidate in his or her own pulpit
Q: We are considering a minister whose presergregiation is nearby. Can we go listen to her on he
own turf?

A: If the minister concurs, yes indeed. Espioniagegever a good plan; mutual consent should govern
all of your relations with your prospective minige

Don’t consider a visit on the minister’s turf to thee equivalent of a pre-candidating service, h@rev
You will want to compare your experience of all ypue-candidates on similar, neutral ground.

Personal questions

Q: l'work in personnel and am aware of many laagegning employment interviews. Can we ask
about the spouse and children, health problemsctamius, disabilities, sexual orientation, and othe
personal matters?

A: In both the United States and Canada, churaheallowed wide latitude in the selection of their
spiritual leaders, the relationship between miniatel congregation being more than an employment
contract. You are entitled to know the ministerspaally and to know how the minister presenthis
her personal life in a professional context. Alsdthe extent that a personal matter is publicigwn in
another congregation, you will need to be prepéwethe possibility that it may surface in yours.
Personal conversation that would be out of placehusiness setting is accepted when a search
committee interviews a minister.

At the same time, Unitarian Universalist congremadiare generally committed to equal opportunity fo
everyone, and do not want even to appear to digtaie on the basis of age, ability, race or etlici
sex, sexual orientation, or gender identity. Yall M«ely want to reassure potential candidatesttyou
respect their need for privacy and do not regarmistarial family members as auxiliary church stdff.
there is something of a personal nature that otern to you as a search committee, think cdyeful
about how to phrase your question. If possibleghaur query on something the minister has said or
written. Probably you will not wish to ask a womeamything you would not ask a man, or a minister of
color or member of a traditionally marginalized gpcanything you would not ask one of Euro
background.

Relate your question to the minister’s professigeaformance, where it belongs. Is your question,
“Will your wife’s career require you to take timevay from work to take care of your children?” oitis
“How do you balance the demands of parenthood antsiry?” Is your question, “With your
background, how would you fit into a wealthy whsteéburb?” or is it, “What special challenges do you
see in ministry to our community?” Is your questidVon’'t a gay minister scare away young parents?”
or is it, “How would you help us to respond to pleopho are frightened about having our first gay
minister?”

As a rule, it is better to let the minister bring ai personal topic first. If, after interviewingandidate
for several hours, you are still concerned abqéraonal matter that might affect his or her raoagby
the congregation, by all means ask. When askesisopal question, most ministers will respond
candidly or explain gently why they prefer not ®emember, though, that what you are legitimately
interested in is not the minister’s personal lifet the way that life affects the ministry.
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Low-ball salary offers
Q: Where | work, job openings always list a ranfealaries, depending on the qualifications and
experience of the person chosen. We would liKest@ur ministry position that way, too. Can we?

A: Yes. In fact the Congregational Record encgesayour doing so. Evaluating qualifications and
experience, of course, is the hard part. Presynyall want the best minister for your congregatid¢in.
that turns out to be a new minister who has neelrsis gathered many of the fruits of experienae in
short time and shows promise of gathering many ptbe¢ minister may merit compensation
significantly above the minimum.

Joint pre-candidating visits

Q: Several congregations in our area are lookiriigeasame time. Can we save some money by sharing
pre-candidating visits?

A: Probably not. Pre-candidating takes a wholekead. Since few search committees can meet on
weekdays, it is hard (and, for the minister, exkiag¥to squeeze two interviews into a single vigind
what committee would wish to be so unwise as tedgorthe post-sermon lunch, often the most tender
and revealing time in the entire pre-candidatingkead?

Adjacent neutral pulpits
Q: We're setting up neutral pulpits. A neighbgridU congregation is also in search. Is there any
problem with their being one of our neutral pulpgds pre-candidating weekends?

A: This is to be avoided! Imagine the mess ifdli@er congregation decides it likes your pre-cdaid!

Serial candidating
Q: The settlement process restricts us to justtandidate. Why can’t we bring in all three pre-
candidates on successive weekends and have theegatign vote?

A: Decades ago serial candidating was not uncomnitre design of the present search process is
some part due to the necessity of avoiding thelpnod serial candidating presented: everything from
vapid beauty contests to unseemly politicking togregational splits, with two or three fragments
walking away from each other, each with the mimigtey wanted but cannot now support. The
congregation that cannot trust its search committerake the best possible choice, based on lengthy
considered, and thorough engagement with prosgectindidates, needs a new search committee!

General Assembly
Q. Should we send some members of the search dtearto the UUA General Assembly?

A. Yes! GA is a great opportunity each June toredbout the diverse types of congregations in our
movement and to experience worship as conductedvayiety of ministers. However, although GA
can provide opportunities for informal interviewi®ing so is generally unwise, for several reas@)s.
June, most search committees have not yet completadself-study or clarified their congregatiooal
ministerial profiles. In most cases it is not pbkesto send more than one or two members of theche
committee to GA. And at that time of the year Thansitions Office has a smaller number of minsster
available for settlement than at any other. Thaen$itions Director hosts a Search Committee Luncheo
on Saturday of every GA and welcomes appointments.

Couples in co-ministry

Q: I've heard that married couples sometimes saannistry position. Might we get such a couple on
our list?
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A: Yes. Any pair of ministers, married or not, magply to share a position. You will receive paired
Ministerial Records from them. Some congregatitiasjng two ministry positions open, invite teams
to apply.
If you consider a co-ministry team, remember tloat sre looking at three entities: two ministerd an
the team. Each has its own track record, perggnahd strengths. To enable the committee to
interview all three fully, very likely your pre-cdidating weekend should begin on Thursday rathem th
Friday.
Ministerial ethics
Q: Are there rules for ministers? Can ministerpbeished if they break them?

A: Yes. Like most professional organizations, thetarian Universalist Ministers Association
(UUMA, not to be confused with the UUA) promulgateSode of Professional Practi@ndGuidelines
for the Conduct of Ministryand can reprimand, suspend, or expel its menibevsolations. The
Ministerial Fellowship Committee of the UUA, whignants Ministerial Fellowship, can reprimand,
suspend, or remove ministers’ credentials for “camdinbecoming a minister or for other specified
cause.” Removal from Fellowship means that a n@niwill no longer be entitled to be listed. lsder
cases, violations can lead to restrictions on threster’s ability to serve.

Ministerial competence
Q: Are ministers ever taken off the market simiplyincompetence?

A: Yes. The rules provide that when a ministegsérall record seems to indicate that his/her ool
recommendation for positions ... by the Ministrgl&rofessional Leadership is not justified,” the
Director can present that minister’'s name to theisderial Fellowship Committee for “special reviéw.
If the committee approves, the Transitions Offick mo longer recommend that minister to
congregations.

Telephone interviews
Q: Are there any special guidelines about telephoterviews?

A: Telephone interviews may help you narrow yasir f possible pre-candidates. Remember that the
ministers will judge your congregation partly by tbonsideration you show in interviewing them. To
call suddenly at mealtime and announce that yoomaittee is around a speaker-phone may feel to the
minister like an interrogation in a dark room. Soministers will have the poise to handle the emajée
well, but few will think better of you for it.

The first rule in any interview is to negotiate foemat. A phone call in advance to ascertain the
minister’s preferences goes far to ensure that pospect feels relaxed and prepared to give ygaod
interview.

If you wish to include the whole committee in a phaonterview, it probably is best to designate one
two members to do all the talking. Others can dbuate questions and hear the answers. Another svay i
to have several individual phone interviews withaes to the whole committee.

Videotapes
Q: Why don’t more ministers include a videotap&wheir packet?

A: Most videotapes make the ministers in them lbadd and sound worse. Seriously, a committee that
needs a video or audiotape to decide whether ¢oviletv a minister probably needs to stiffen itsepi

and make some decisions. Even the most professap®is quite different from a “live” encounter

and truly professional tapes are expensive. Ifameuserious enough to need a tape, you probably ar
serious enough to want a live interview.



43

Questions from ministers

Ministerial intelligence
Q: I'want to learn everything | can about a nundferongregations, but | don’t want to violate the
rules. What are the limits?

A: There are very few limits, nor should there bau need to learn everything you can. Thus you
can—you are encouraged!—to speak with all livingisters who have served the congregation,
including all interim ministers up to and includitige incumbent; the current and previous District
Executives; other ministers in the chapter; andTitamsitions Director. And don’t forget the
congregation’s website. The only persons who at@bbounds are current members of the
congregation who are not on the search committee.

Track switching
Q: I'am a parish minister. Can | apply for a piosiin religious education?

A: Parish ministers, ministers of religious edimatand community ministers—all ministers—are free
to seek any position in ministry.

Part-time ministry
Q: lam a minister interested in serving on a-tess-full-time basis. How should | proceed?

A: Many congregations offering part-time minispgsitions work with the District Executive, and
some post a Congregational Record, as well. YouldHile your Ministerial Record and Application
for Ministry Position with the Transitions Officand also be in touch with the DE of districts whgoa
might like to serve. Notice, however, that UUA podtions do not use the term “part-time minister.”
A congregation’s minister is its minister, whatettez hours worked.

Questions from both ministers and search committees

Offer and acceptance of candidacy
Q: How soon can a committee offer its candidacy toinister, and how soon can a minister accept?

A: Search Committees are asked to refrain from ntakin offer of a candidacy until noon
Eastern time on March 15. Ministers are askee@fi@in from accepting a candidacy until the same
date. With both sides abiding by this requestsearch committee and no minister will be forced or
even asked to reach a decision before they havéhkaapportunity to consider all the options before
them. Prior to such time search committees and plhecandidates may discuss their thoughts,
intentions, and concerns regarding a possible dangias part of their deliberative process, butehe
discussions should not take the form of an offesasfdidacy, nor should they be taken as a commitmen
to make or accept such an offer

Communicating with the Transitions Office
Q: What is the best way to get a question answaréal voice a concern?

A: The Transitions Director and the Transitiongwidistrator live and die by e-mail. The Assistent
widely knowledgeable, and gives trustworthy counglie to travel and meetings, the Director’s plate
can get pretty full, requiring as much as a weeldd for a response to a complex question. (Noiz,
that the UUA is closed for the long Christmas break

The Transitions Office has sought to address tlablpm by putting all possible information on-lirss,
that ministers and committees can find the ansthemmselves. If, however, you must reach the
Transitions Director, please make a telephone appeint through the Transitions Administrator. The
Transitions Director will call you at the appointiahe.
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In an emergency, the Transitions Director or arnothember of the Ministry and Professional
Leadership professional staff is always accessifilen a few hours.

How to complain or praise
Q: How can | complain about or show appreciatibthe Transitions Office or the settlement process?

A: Any minister or layperson with a complaint isceuraged to take it up immediately with the person
who inspired it. The next step would be to speathat person’s supervisor: for an MSR that is the
Transitions Director; for the Transitions Directois the Director of the Ministry and Professional
Leadership Staff Group.

If the concern is about broader matters of policgrinciple, it is appropriate to bring these te th
Settlement Working Group of the Ministerial Felldws Committee. The MFC has oversight of the
settlement process and makes rules to governbijeaiio the approval of the UUA Board of Trustees.
Communications to the Working Group should be askié to the Director of the Staff Group, who
serves as Executive Secretary of the MFC.
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Congregational Record, unveiling of 19
Cottage meetings 4,16-17
Couples, ministry 41
Criminal records check 25,37
Departing minister, role of in search 29,38
District Compensation Consultant,

role of 13, 47

District Executive,

role of in search 4.9,14,18,21,38,43

Diversity of Ministry Initiative 10
Draft agreement 4-5,16,22,37
Entering search--ministers 32

Ethics, ministerial 32,42
Expenses, transition 12-13
Fellowship, ministers not in 11,22,34
File, summary of minister’s 24-25,36
Focus groups 16-17
General Assembly 18,41,47
Governing board, role of 9,16,21,28
Inside candidate rule 33
Interim ministry 3,9,12,19,26,34
Interpretive file summary 24-25,36
Interview questions, limits on 40
Interviews, group telephone 24,35
Interviews, mock 19,26
Interviews of leaders 9,17
Interviews of pre-candidates 24-26
Large congregation ministry 10

Minister of religion education, search for 10
Ministerial profile 20
Ministerial Record, completion of 23,34-35
Ministerial Settlement Representative

(MSR), role of 11
MSR consultations 11,14,16,22
Moving expenses 12,29
Negotiating team, role of 16
Negotiation of agreement 28
Neutral pulpit 25-26,41
Nominations 23
Notice of Call 5,29
Packet, congregation’s 12,14,21-22
Packet, minister’'s 34
Packets, exchange of 22
Part-time ministry 10,43

Pre-candidating weekend 5,10,12,25,28,37
41-43

Pre-candidating weekend cancelled 26
Preliminary Fellowship, ministers not

yetin 11,22,35
Professional appearance rule 33
Profiles, congregational and ministerial 20
Questions, limits on 40
Recruiting 23
Reference checking 23
Retreat for search committee 14
Salary plus Housing Allowance (S&H) 47
Search committee, budget of 12



Search committee, organization of 14-15

Search committee, selection of 11-12
Senior, parish, or lead minister, search for 10
Settlement rules 32-33
Settlement System, use of 7
Small congregation ministry 10
Social Security tax 47
Start-up 29, 30
Students, search status of 11,22,34
Survey of congregation 16
Three-year rule 32
Total Cost of Ministry (TCM) 47
Transitions Director, role of 24,41,43
Track switching 43
Transition interview 9,11
Unveiling of congregational record 19,21
Videotapes 35,42

Visiting a minister's home church 27,40

46



a7

Glossary

APF - Annual Program Fund, to which congregations coate their annual financial support of
the UUA; Fair Share means that the congregatiotribories at least the recommended dollar
amount per member (or recommended percentage gebimt large congregations)

BCT — Beyond Categorical Thinking, the workshop offere congregations in search to address
issues of discrimination in the calling of minigter

CR - Congregational Record, the on-line form in whidmgregations provide preliminary
information to ministers in search

DCC - District Compensation Consultant, the distriaséd resource volunteer trained in the
compensation of ministers and church staff, wheseices are provided by the Office of
Church Staff Finance

DE - District Executive, also known as District Stddistrict Consultant, etc.; the District staff
person who is jointly employed by the UUA and thstExt to provide congregational
services

DRE - Director of Religious Education, a generally foydained person who is employed by a
congregation to oversee all or part of their religi education program

FICA — Social Security tax for employees, a deductiion.©% from pay that is matched by the
employer; contrast with SECA, the tax on minist{arsd self-employed persons) which is
15.3% of salary plus housing allowance

GA — General Assembly, the annual meeting of the UUA

MFC — Ministerial Fellowship Committee, the UUA Boaagpointed body that has jurisdiction
over ministerial fellowship

MR — Ministerial Record, the on-line form in whichmisters provide preliminary information to
search committees of their choosing

MRE — Minister of Religious Education, a minister was special credentials in lifespan
religious education

MSR — Ministerial Settlement Representative, the aistvased resource volunteer trained in the
overall settlement process, whose services aredad\by the Transitions Office

OCSF - Office of Church Staff Finances, the office e tUUA that oversees the insurance and
pension programs of the UUA and advises congregatio all compensation issues for
ministers and church staff

S&H - Salary plus Housing Allowance, the amount ofrthigister's compensation that is most
readily equivalent to other persons’ salaries (da#snclude any amount for benefits or
expenses of the position)

SECA - see FICA above

TCM - Total Cost of Ministry, the term formerly useddesignate the total amount provided to
or for the use of ministers; includes salary plasding allowance, contribution in lieu of
FICA, retirement plan contributions, insurance prens, and professional expenses

UUA — Unitarian Universalist Association

UUMA — Unitarian Universalist Ministers Association



