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Mission Statement

We commit, through God’s grace, to maintain, enhance, and extend the work and witness
of the United Church of Canada. We further commit to fulfill this mission as a thriving
congregation that serves the needs of our North Toronto community and beyond. We are
inspired by Christ to:

- love, accept, teach, heal and serve others and ourselves.

- nourish the spirit creatively and generously.

- be a dynamic and inclusive community of faith.

- provide tangible hope to people in need.

- live our Christian commitment to social justice.

- be innovative in our ways of delivering ministry.
The spirit of this vision infuses all aspects of our work, worship and stewardship. This
Mission is implemented by staff, members and adherents of the congregation, in

accordance with the Constitution of FAUC.




Introduction

In December 2008, David Lander, our Minister of Worship and Pastoral Care, announced
that he would be retiring in June 2010. This precipitated a request from our Executive
Council to Toronto South Presbytery in January 2009 that a Joint Needs Assessment
Committee (JNAC) be formed as soon as possible to determine the future ministry needs
of the congregation. In April 2009, Executive Council received a letter from Cynthia
Stretton, our Minister of Worship and Adult Education, advising that she had received a
call from another church and would be leaving Fairlawn at the end of August, 2009. The
committee determined that the scope of our mandate was to recommend a new staffing
model, one which would necessarily cover all of the existing ministerial positions (i.e.,
those held by David, Cynthia and Dona Slater-Blight), but which could also cover some
or all of the non-ministerial staff, as required.

The following people volunteered to participate on this committee: Carol MacLellan
(Chair), Debbie Bristow (Secretary), Tom Clarke, Tom Cullen, Emily Dyer (to end of
June), Morrey Ewing, Judy Gibson, Allan Hux, Ryan McCutcheon, Rob Metcalf,
Rosemary Pryde and Don Urquhart. Jean Porter and Dr. Larry Beech were our two
Presbytery representatives.

The committee commenced its work on April 2, meeting every two weeks (with
extensive small group work being done in between) until the end of June and then
reconvened in September for the final phase of its work. A very comprehensive on-line
survey was circulated to members, adherents, choir members, and former members.
Paper copies of the survey were made available to those members of the congregation
who did not have access to e-mail. Respondents were also encouraged to make
comments in the areas provided in the survey. Interviews were conducted of the church
staff, lay leadership and Sunday school children.

This report to the congregation of Fairlawn Avenue United Church details our findings
and conclusions (see Appendix “A” for our consultation process) and, consistent with the
mandate of the committee, includes the following information as required by a Joint
Needs Assessment in the United Church of Canada:

1. Description of the community, ministry and resources of the
pastoral charge, and
2. The recommended position descriptions, skills and knowledge required of

Ministry Personnel, and the terms that may be offered to implement any
recommendations.
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A Summary of Core Conclusions
which shaped the Recommendations

Our comprehensive Congregational Survey suggests that our members and
adherents are broadly content with the services we provide and with Fairlawn’s
organizational condition.

Yet by many standards, the current state of our church’s organizational health and
financial position does not support the comforting appraisal of those responses.
In part, this result can be traced to societal changes faced by all United Churches.
In part, our Survey likely attracted replies from those most attached to Fairlawn,
while those least touched by what we offer or no longer attending, did not reply.
Most of all, our focus on serving current members makes us less apt to reach out
to the wider community; attract newcomers; retain our people by deepening their
Fairlawn experience; support our lay leaders; or expand all types of givings.
Several people have told us, ‘we must live within our means’ and it is easy to
agree — the harder question is whether to reduce how we live to fit our current
means, to develop new means to match our current living, or some combination.
We believe that Fairlawn must choose between reinvesting in our church’s
development or acquiescing in its continued aging and organizational decline.
We believe that our many congregational assets, combined with our community’s
many advantages, make it possible for us to reverse our current path and re-build
our congregation, if we so choose.

Our new staff model opts for both stability and change: ‘Children & Youth * and
‘Music’ are two essential contributors to our congregation’s current satisfaction;
we propose that they enjoy the same priority as they do now.

Still, reinvesting in growth, at a time when financial shortfalls are pressing, means
we must give up the luxury of two paid, full-time, ordained ministerial positions.
Reinvestment means allocating staff time to all forms of church development.
Making this work will require that we limit certain activities and engage lay
leadership in picking up the slack in others — tough, but critical changes that
everyone at Fairlawn must embrace.

The recruitment of the best candidates to fill our open positions will be a critical
start to our model, but the new team will face many challenges and changes to
successfully address the issues that emerged during this INAC’s work.

If we are to succeed, Council and Committee members must support the work of
our paid staff team in a far more integrated and strategic manner than ever before.
If we are to succeed, Fairlawn members and adherents must support our leaders,
ministerial and lay, paid and unpaid, in renewing the health of our congregation.




Our Core Conclusions in Greater Detall

1. Our comprehensive Congregational Survey, suggests that our members and

adherents are broadly content with the services we provide and with Fairlawn’s

organizational condition:

We received a response from over 200 of our parishioners

We posed 37 questions, most inviting both quantitative responses and
explanatory written comments; respondents took anywhere from 15 minutes
at least, to more than 60; comments were often both detailed and thoughtful
We probed what dimensions of church life drew people to Fairlawn, which
ones shape their feelings about it now, and which are strengths or weaknesses
We invited agreement or disagreement with statements on such topics as the
degree of welcome that we offer as a community, the impact of our worship,
how well we manage church assets, and our staff team’s effectiveness

All dimensions of church life were seen to some degree as Fairlawn strengths,
led by worship music, then neighbourhood programming, church social
networks, social justice, and stewardship of our physical assets; we were
divided on worship sermons and volunteer development trailed

2. Yet by many standards, the current state of our church’s organizational health and
financial position does not support the comforting appraisal of those responses:

The gap between annual total local income and annual expenses from 2005 to
2008 averaged $63,210; this gap is forecast to rise to $76,380 for 2009 and by
2014, unless we act first, to exceed $153,000 — this is unsustainable

Local givings overwhelmingly come from a few church households, and
those mostly are from older age brackets — when those senior donors move
(or pass) on, we are highly vulnerable to the loss of their givings. New giving
households, by contrast, give at tiny fraction of long-established ones, so that
it takes 10-15 new households to replace a loss of an average senior donor
household

Our congregation is rapidly aging. We believe that the very large response
rate to our Survey makes its demographic profile representative: while we
have no statistical data from the children nor from the very elderly and infirm,
the mix of respondents confirmed our assumptions about our mix of active
adults, with only 18% being 45 and below, while 35% were age 65 and above
Fairlawn skews heavily female (68% of survey respondents); that percentage
can only grow if the congregational average age continues to climb

Our official numbers appear to be declining, over the last 5 years, new
members of all kinds have totaled 67 (this includes confirmands) while
members lost for all reasons have totaled 84 ; Although these numbers do not
account for net gains or losses due to people who come or go without
changing their official status, anecdotally, we know of more people leaving
unofficially than arriving




Attendance is in long-term decline, even on those Sundays outside of summer
cottage season for which bad weather offers no alternative explanation

It is becoming harder and harder to recruit leaders and members for our array
of church councils, committees, and major events (such as the book sale)

In part, this result can be traced to societal changes faced by all United Churches:

1965 was the peak of membership in the UCC at 1,064,000; by 2005, it had
declined by 46% to 573,000, falling in 2006 by 2.67% and by 2.27% in 2007
Changing demographics, a strong shift towards secularism in Canada, and a
major struggle to attract young generations are shared by all United Churches

In part, our Survey likely attracted replies from those most attached to Fairlawn,
while those least touched by what we offer or no longer attending, did not reply:

We invited responses from those on our current email or address lists; these
lists have been culled of people who have moved away or left our ranks

Of those responding to our survey, only 2% described themselves as inactive
We made a conscious choice, as a JINAC, to focus our research on the views
of those we saw as having some form of relationship with our congregation;
from those, we received an overwhelmingly strong response

Future surveys could reach out further to include those who have considered
us, but chose not to join, and others who were once with us, but who have left

Most of all, our focus on serving current members makes us less apt to reach out
to the wider community; attract newcomers; retain our people by deepening their
Fairlawn experience; support our lay leaders; or expand all types of givings:

The bulk of the focus of our current staff team has been to serve existing
members by providing the programs and services they have long been used to
— current satisfaction levels confirm the success of that focus for those people
With one exception that ‘proves the rule’, innovation in what we do, how we
do it, and for whom has been highly limited; innovations have been modest in
scope; when our ministers have pushed for changes, others have pushed back
The exception was an unsuccessful Contemporary Worship offering. Perhaps
people stopped coming because the existing segment we were pursuing was
small and highly diverse, while our design offered too little change to attract
wholly new participants with new interests

Many of Fairlawn’s most challenging statistics demonstrate that without a
systematic response, success in reversing those patterns is hard to come by:

e We are very welcoming when newcomers first arrive — we do little to
help them take root among us: we do not track household participation
or encourage those falling away to renew their engagement

e We do little to promote planned givings, so that legacies left to us when
our members die are relatively few and small, despite our aging profile




e We do little to engage new members in understanding how they can
contribute financially; until this year, we did little to help all our
members understand how much we depend on a handful of families

e Finally this year, we asked our people to step up financially, in our first
forceful givings appeal in memory. In a tough economic year, annual
pledges rose by over $30,000 — a strong start, but just a beginning

e We do not give our lay people a rewarding enough experience, we do not
assess how that experience worked out, we often do not train or prepare
them, we create too many committee roles and too few projects or tasks,
and so end up with too many roles unfilled and too many people tired out

Several people have told us, ‘we must live within our means’ and it is easy to

agree — the harder question is whether to reduce how we live to fit our current

means, to develop new means to match our current living, or some combination:

e “Live within our means” was expressed in several, individual surveys and in
some comments conveyed to us in person, by more than one lay leader

e The implication, mostly unstated, is that we should cut back our staff team to
eliminate or greatly reduce our annual deficit

e This idea has the merit of simplicity, as well as being the largest single step
we could take to reduce total expenses; some form of staffing reduction is
essential, in our view

e On its own, however, this maxim offers up more challenges than benefits:

e First, no one has proposed any meaningful set of reductions in the
activities currently being performed by our staff team — when lay roles
are already going unfilled, fewer paid staff means less work being done

e Second, we cannot assume that none of the activities that might be cut
back matter to existing financial contributors — i.e., we must assume
some level of revenue loss if we stop doing much of what people expect

e Third, prior to this staff team, our 1.25 ministerial model had a full-time
minister who was greatly over-taxed; our children and youth work was
left to overburdened laypeople; we cannot sustain a return to those days

e Finally, the staffing reductions we can and do support fall well short, on
their own, of eliminating our annual deficit

e Living within our means must therefore also involve growing new means

We believe that Fairlawn must choose between reinvesting in our church’s

development or acquiescing in its continued aging and organizational decline:

e Because the societal forces described in Statement #3 above are continuing,
unless we take real countervailing action, those forces will win out

e High satisfaction among an aging, shrinking membership core is not enough;
St. James-Bond was a small, active, deeply committed congregation who saw
that, without a source of growth, closing down was just a matter of time

e That amalgamation was a wonderful gift, granting us several more years to
put things right; it did not, however, set us on a new path




e All of the development activities listed in Statement #5 that we have long
avoided or undervalued now stand revealed as essential priorities that we
must reinvest in, if we are to renew our congregation and grow

8. We believe that our many congregational assets, combined with our community’s
many advantages, make it possible for us to reverse our current path and re-build
our congregation, if we so choose:

e Fairlawn is a church community with a strong core of committed lay leaders
and an educated and skilled congregation

e We have achieved two, highly successful amalgamations, demonstrating our
congregation’s willingness and ability to build a unified new community out
of varied elements

e Our church school provides a vital source of attraction for the young families
whom we do draw in, and a basis for believing we could do much more

e Our Fairlawn Neighbourhood Centre and other neighbourhood programming
attract large numbers of people of all ages to our building, and give us a name
for contributing to our community

e Our music director is widely known throughout the city as a choral leader and
accompanist and her compositions are known and sung world-wide

e Our building is a hive of activity through the week and has been regularly
refreshed and renewed to support those activities

e The neighbourhood from which we draw has an excellent mix of age ranges,
and many young families make their first homes on nearby streets

e We are well served by public transit, so that people from other parts of
Toronto wishing to attend Fairlawn can readily do so

9. Our new staff model opts for both stability and change: ‘Children & Youth * and
‘Music’ are two essential contributors to our congregation’s current satisfaction;
we propose that they enjoy the same priority as they do now:

e The music programme earned by far the highest survey rating of any of the
dimensions of our church life; many who commented voiced their approvals
with strong superlatives about the music and our director; it is the #2 reason
shaping why our people came to us initially, and how they feel about us now

e There is also strong support for our children and youth programming, and for
our part-time ministry leader in this field; many families came to Fairlawn
because it was strong in this area, and see this as an enduring advantage for us

e We expect that maintaining these priorities in our staffing model will turn out
to be the most popular recommendations we make

e Both programmes, however, must address certain issues important to some
respondents — e.g., some called for more varied, contemporary or upbeat
music, or for greater congregational participation; some called for greater
efforts to attract and retain youth, admittedly a tougher program challenge
than succeeding with younger children




10. Still, reinvesting in growth, at a time when financial shortfalls are pressing, means
we must give up the luxury of two paid, full-time, ordained ministerial positions:

For about the past 7 years, we have had 2.5 ministers (two ordained) doing
the work that a 1.25 team had previously performed

Both ordained ministers shared worship leadership in most services; both
shared administration and pastoral care to different degrees; they split their
attendance to cover most of the numerous Fairlawn Councils and Committees
Team ministry meant that no one minister was in charge of the others

In our proposed new model, there would be just one full-time ordained
minister. His/her focus would include: conducting most worship services
(with some guest preachers); performing only the pastoral visits that require
an ordained minister; leading our Adult Faith Development work; leading our
staff team; participating in the wider church

11. Reinvestment means allocating staff time to all forms of church development:

We are recommending the creation of a part-time professional staff role on

contract, whose priorities, over the first 2-3 years, will include leading our

efforts to:

e Design and lead a lay leadership development program

e Build and maintain an inventory of skills/talents and match people with
opportunities to contribute

e Reach out to the wider community, inviting people to come and join us

e Identify congregational / community needs and how best to satisfy them
— drawing from the initial congregational survey and repeating it

e Mobilize Fairlawn people and community partners to satisfy those needs

e Foster opportunities and encourage Fairlawn people to take an active part
in all the ways that they can work, give, learn, lead, minister, worship

e Promote financial stewardship as a constant program, along with other
revenue ideas recommended by the Financial Revitalization

e Gain access to / apply communications and social networking
technologies to expand our reach and effectiveness

We must understand that this individual cannot fulfill any of these priorities

alone; he or she must bring the skills and methodologies to deliver this form

of staff leadership, but success will also require the active support of

Fairlawn’s lay leadership, as well as fellow staff members

As a contract resource, this person would commit to (and be evaluated on

their ability to make progress against) a set of measurement indicators of

congregational development
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12. Making this work will require that we limit certain activities altogether and
engage lay leadership in picking up the slack in others — tough, but critical
changes that everyone at Fairlawn must embrace:

e Our model depends on a strengthened lay visitation program, supported by
the full-time ordained Minister, but in which the large majority of the actual
visits would be performed by trained lay people

e Our model depends on increased lay leadership in Adult Faith Development,
so that more of the course organization and some of the course leadership is
led by trained lay people (either from within or beyond Fairlawn)

e Our model depends on a majority of our Councils and Committees
functioning without regular involvement by paid staff members — the primary
exceptions being Executive Council, Worship, and Faith
Development (adults, children and youth)

e Our model depends on Fairlawn committing itself to re-thinking our roster of
lay roles, to make more of them fulfilling for more of our people

e |t also depends on us believing that committing our time and talent is what we
expect of ourselves as joyful disciples of Christ, not an option to be exercised

13. The recruitment of the best candidates to fill our open positions will be a critical
start to our model, but the new team will face many challenges and changes to
successfully address the issues that emerged during this JINAC’s work, e.g.:

e Guiding our lay leaders to redefine and elaborate on the Vision of our
Church, along with the strategic direction needed to fulfill that Vision

e Helping Fairlawn people listen to and understand each other, bridging the
differences in opinion that can divide us, for example when we consider how
we should worship or how we should pursue social justice

e Opening ourselves up to and reaching out to new people to join our ranks,
ensuring that their experience is deeply welcoming and provides an
immediate opportunity for them to make a difference

14. If we are to succeed, Council and Committee members must support the work of
our paid staff team in a far more integrated and strategic manner than ever before:
e Each Council and Committee must understand and fulfill its contribution to
the Fairlawn Vision and Strategic Direction
e Councils and Committees must understand but also help shape the objectives
of its staff team, surfacing and reconciling any differences, so that they are
working together as one

11




15. If we are to succeed, Fairlawn members and adherents must support our leaders,

ministerial and lay, paid and unpaid, in renewing the health of our congregation:

e Above all, a decision to renew a church community takes understanding,
commitment and a willingness to act — and change — from all of us

e The specifics of our recommended job descriptions will challenge us to
embrace significant change across many aspects of our church life

e When staff or lay leaders offer leadership in support of our Vision and
renewal, we owe them our active assistance and personal support

12




Recommendations

This report is submitted to Executive Council for its consideration and adoption of the
recommendations. If, as and when adopted, it will then be put to the congregation for
consideration and adoption, and then to Presbytery. At any of those stages, the Report
may be amended, referred back for clarification, or rejected. However, with the hope that
our unanimous Report will prove acceptable to all who consider it, we recommend that
Executive Council:

a) adopt this Report and call a Special Meeting of the congregation (proposed for
December 6, 2009) at which it will be considered;

b) recommend to the congregation at that Special Meeting the establishment of a
ministerial staffing model of 1.6 FTE’s, with an implementation date of September 1,
2010 as a goal;

C) recommend that the position description for the Minister for Children and Youth
(Appendix “B”) be referred to the Ministry and Personnel Committee for revision to
reflect current responsibilities and hours spent on those responsibilities and to include
leading the confirmation class;

and, upon receiving congregational approval,

d) ask Toronto Southeast Presbytery to accept the proposed Staffing Model and to
declare 1 vacancy at Fairlawn Avenue United Church for the following position:

Minister of Worship, Pastoral Care and Adult Faith Development (1 FTE)

e) ask Toronto Southeast Presbytery to approve a .6 FTE for a Church Community
Developer position to be filled by a lay person;

f) ask Toronto Southeast Presbytery to establish a Joint Search Committee to fill
these vacancies;

) ask Toronto Southeast Presbytery to dissolve the Joint Needs Assessment
Committee upon approval of this report.

13




Community Profile

Fairlawn Neighbourhood

Fairlawn Avenue United Church identifies its service or catchment area as roughly
Lawrence Avenue on the south, Highway 401 to the north, Avenue Road to the West and
the Don River to the east. An analysis of postal codes of members shows about 54%
residing in this area.

Toronto, outside map 7%
Qut of Ontario <1%

GTA outside Toronto
Other Ontario 1%

s k|
| NORVILEAVE 3 \ w

The Fairlawn Neighbourhood, so defined, encompasses 100% of the city neighbourhood
known as Lawrence Park North and about 30% of that known as Bedford Park -
Nortown. Data from the 2006 census was obtained from those neighbourhood profiles
provided on the City of Toronto website and scaled by the factors 100% for Lawrence
Park North and 30% for Bedford Park - Nortown to produce a profile for the Fairlawn
Neighbourhood. The earlier comparisons using 2001 and 1996 data were obtained from
Toronto South Presbytery’s “Vision to Mission” mission strategy discernment document
which provided profiles developed on the same basis.

Neighbourhood Demographics:

A strong characteristic of the Fairlawn Fairlawn Neighbourhood
Neighbourhood is the number of POp“'at'onzggsAge Group
young families. The age breakdown in

the 2006 census is marked by a

Seniors Children
12.8% 21.0%

Youth
10.5%

Working Age
55.7%




significant number of children (14 and under) at 21% compared to the Toronto average of
16%. Youth (15 to 24 years) at 10.5% are slightly under represented. Seniors at 12.8%
are slightly lower than the overall Toronto average. Comparison with 1996 and 2001 data
shows that this breakdown has been quite stable with seniors decreasing a bit and
children increasing.

Census track data for those tracks immediately adjacent and closest to Fairlawn Avenue
United Church confirm the concentration of children and, moreover a median age of 37
to 39.4 years. Such data supports a continued focus and strengthening of the
ministry of Fairlawn Avenue to families and youth. If we provide that segment with
services that meet their needs, we can justify our hope that they will join our community.

The Fairlawn Neighbourhood is not particularly diverse by Toronto standards with
visible minorities comprising only 12% of the population although that percentage has
increased over the past decade.

Total Visible Minorities 1996 2001 2006
Total as % of Population 8% 11% 12%
Top Visible Minorities
Chinese 3.3% 3.5% 4.3%
Filipino 1.4% 2.0% 2.3%
South Asian 0.8% 1.3% 1.7%
Black 0.6% 1.1% 0.9%

The ethnic makeup of the neighbourhood is dominated by those identifying themselves as
originating from the British Isles (49.4%) or Canadian (14.6%)

Fairlawn Neighbourhood
Ethnic Oriain
2006

Chinese .
2.8% Russian

0,
French 20/0
3.8% Filipino
. 1.2%
Italian
47%‘\
German

59% \
Polish
6.0%

English

Scottish

Jewish 16.0%

9.8%

Canadian

Irish
14.5% 14.6%
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Fairlawn believes itself to be open to and welcoming of people from different
communities. The evidence of our survey demographics makes it clear that this is

more an intention than a reality. St

make-up that should discourage us from reaching out for new members.

Neighbourhood Economic Status

Housing in the Fairlawn Neighbourhood is dominated by single family detached or semi-
detached houses with a high percentage of home ownership.

Housing 1996 2001 2006
Rented 31.5% 28.6% 27.5%
Owned 68.5% 71.5% 72.5%
Single, Semi, Row , Flat & 74.0% 73.8% 12.2%
Duplex
Low rise 17.3% 16.4% 18.0%
High rise 8.6% 9.8% 9.8%

This area is a relatively wealthy part of Toronto with over half of households reporting a
household annual income of $90,000 or over. Median household income in 2005 was
$97,914. The comparable figure in 2001 was $92,526.

For reference Canada Census defines household to include families plus singles, widows,
unrelated people sharing a home.

Fairlawn Neighbourhood
Distribution of Household Income
2006

Under $30,000

$30,000 to $59,999

$60,000 to $89,999

Income Range

$90,000 and over

0% 10% 20% 30% 40% 50% 60% 70% 80%

% Reporting in Range Shown

Median Houshold Income
$97,914
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Although the distribution of low-income private households available through the City of
Toronto Social Atlas shows a low level for this area there is no doubt from the
distribution above that there are low income families and single person households in the
area.

The high household income (and even higher two couple household income levels shown
in the census data) is the result of many affluent young families having both the husband
and wife pursuing careers. As a result of mothers returning to work fairly soon after the
birth of their children, there is a daytime ethnic infusion into the neighbourhood of
predominantly Filipino and Jamaican nannies. For many, family life is extremely busy
with commitments to things the high income affords: summer (and now increasingly
year-round) cottages, ski clubs memberships allowing skiing each weekend during the ski
season, and major vacations, and many activities for the children. As a consequence of
this life style it appears that for a church to win out over these secular attractions, it must
offer an entirely different sense of meaning in their lives, one that will shape how their
time is spent and how their financial resources are committed.

Education and Mobility

Not surprisingly, this is a highly educated community with over two-thirds (67%) of the
population aged 25 and over holding a university degree or equivalent.

The mobility in the neighbourhood is also significant with 63% having lived at the same
address five years ago. 37% of our neighbours have moved into the area in the last five
years. This level of mobility is less than that of the Greater Toronto census area which
shows only 55% at the same address as five years ago. Anecdotally we are familiar with
the pattern of seniors and empty nesters selling their home and couples moving in with
young children or with expectations of starting a family.

Religious Affiliation

The 2006 census data on religion is not part of material available on line or in the 2006
Toronto Social Atlas. The 2001 atlas does provide mapping by census track and
averaging the percentage across the tracks gives the following indication of religious
affiliation.

Christian 63% with areas closest to the church showing 70+ %

Jewish 10%
No religious affiliation  19%

Of the Christian affiliations, the larger numbers were for:

Roman Catholic 23%
Anglican 15%
United Church 14%

17




Neighbourhood Amenities

Fairlawn Avenue United Church is part of a dynamic and attractive North Toronto
Community which offers many local amenities within the area or nearby.

Recreation and Parks
A Wanless Park, with tennis, basketball, baseball, wading pool, children’s play area
and space to run
Woburn Parkette fully fenced and definitely toddler friendly

Otter Creek Park, with tennis courts by summer and artificial ice rink by winter
Muir Gardens with access to Blythwood and Chatsworth Ravines and one of
Toronto’s “Discovery Walks”

Bedford Park Community Centre with an indoor pool

our own Fairlawn Neighbourhood Centre

A
A
A
A
A
A

Local Shopping and Conveniences
The businesses of “Yonge Lawrence Village” stretch from Lawrence Avenue to the
top of the Don River valley and offer a wide selection of shops, services, coffee
shops, convenience stores, fruit and vegetable stores, two supermarkets, banks, video
rentals, shoe and clothing stores, barber and beauty salons and much more.

A short subway ride to Eglinton, takes the shopper to the Yonge-Eglinton Centre, a
small indoor mall with typical mall offerings.

Local Eateries
There are many restaurants covering a range of tastes along Yonge Street as well as
the usual fast food offerings including a McDonalds.

Transportation
The subway system is accessible at Yonge and Lawrence providing easy travel to all

that the City of Toronto offers. Regular bus routes service Yonge Street, Mt. Pleasant
Road, Lawrence Avenue and Avenue Road.

For travellers, the 401 is just minutes away via Avenue Rd, Yonge Street or Bayview
Avenue.

Movie Theatres
Two cineplex’s at Yonge and Eglinton offer a variety of first run movies.

Community Schools

Toronto District School Board

A Bedford Park Jr. Public School JK-6
A John Wanless Jr. Public School. JK-6
A Glenview Sr. Public School 7-8

A Lawrence Park Collegiate Institute 9-12
A Northern Secondary School 9-12
A North Toronto Collegiate Institute 9-12
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French Immersion

A John Fisher Jr. Public School

A Glenview Sr. Public School

A Lawrence Park Collegiate Institute

Toronto Catholic District School Board
A Blessed Sacrament School
A Marshall McLuhan Secondary School

Nearby Private Schools

A Toronto French School (Co-ed)
Havergal College (Girls)
Crescent School (Boys)

Upper Canada College (Boys)
St. Clements School (Girls)
Crestwood School (Co-ed)

P

PreK - 12
JK-12
3-12
1-12
1-12
JK-6
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Pastoral Charge Profile

Fairlawn Avenue United Church is an active, liberal, inclusive, alive church which
ministers to its members and adherents, the local community and the world beyond. We
are organized to carry out our ministry through councils for each area of responsibility
and a policy-setting Executive Council. The councils are: Faith Development, Faith In
Action, Financial Stewardship, Ministry & Personnel, Pastoral, Property, Volunteer
Resources, and Worship. Through these councils we seek to maintain, enhance and
extend the work and witness of the United Church of Canada as a thriving congregation
that serves the needs of our community and beyond. We are inspired by Christ to love,
accept, teach, heal, serve others and ourselves, to nourish the spirit creatively and
generously, to be a dynamic, inclusive community of faith which provides tangible hope
to people in need, lives our Christian commitment to social justice, and is innovative in
ways of delivering ministry.

We are situated in a North Toronto community north of Lawrence Avenue and west of
Yonge Street in the company of seventeen other churches representing all the major
denominations. We share activities with some of these churches such as joint Good
Friday services, a lectionary study group, environmental action, food bank, “Out of the
Cold” and Boarding Home Ministry. We look forward to increasing cooperative work
with our neighbouring churches in the future.

We are a fairly large (472 members) active church with an effective social justice
ministry, including environmental justice and social outreach. Our social justice vision is
to be an inspiring, thriving champion of social justice passionately engaged in actions
which transform society, individual lives and ourselves as we move toward the

creation of a just and sustainable world. Our largest social justice project is support for
the Regent Park Christian Resource Center, Regent Park United Church and low-cost
housing in the redeveloping Regent Park in downtown Toronto.

An important area of our community support activity takes place in the Fairlawn
Neighbourhood Centre which is an independent organization initiated by the church and
which shares the church facilities. The Centre provides non-denominational educational
opportunities for personal wellness and growth in a caring, dynamic and community-
focused way that celebrates and values all members of the community. The Centre offers
programs for all ages including community theatre training for young people, preschool
programs, classes in bridge, art, memory enhancement, family relationships, child
emergencies, story-telling, renovating, health, gardening, and fitness. As the Centre sees
it, their challenge will be to continue to respond effectively to a community that is highly
family oriented, (having the highest percentage of children six and under in Toronto),
multicultural, with mixed marriages, and suffering from the recession and marriage
strain.
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We are a “green” church that endeavours to lead by example, educating ourselves and
others, reducing gas emissions at church, at home, in the community and in our
workplaces. Green actions include waste diversion, green property improvements, church
gardening, local food support, promoting green transportation, providing and supporting
green seminars, communications and education.

We dream of more effectively helping our members and adherents to be Christian
disciples, widening our worship experience, and responding more effectively to the
perceived needs of our community cooperatively with the other churches in our
community.

We have a wonderful music program founded on the creative talents of our
composer/organist/choir leader, Eleanor Daley, who is world renowned for her choral
compositions. Eleanor leads senior, intermediate and junior choirs which provide
incomparable musical training for all ages as well as playing an important role in our
worship services. The senior choir has two special music presentations each year with
part orchestra accompaniment. Eleanor has been with the church since 1982. One of our
challenges is to find a way to respond to an expressed need of some respondents to have a
more varied, upbeat, contemporary, participative musical experience while not losing the
excellent classical musical experience we all enjoy.

Fairlawn Avenue United Church has benefited from two amalgamations. Fairlawn United
Church and Armour Heights United Church amalgamated in 1989 which gave birth to the
Fairlawn Neighbourhood Centre which was completed in 1996, and then Fairlawn
Heights United Church and St. James-Bond United Church amalgamated in 2005 which
added a vigorous social justice commitment to our ministry.

Our paid accountable ministry personnel have specific areas of responsibility and are
present on the appropriate councils as well as performing their primary roles as worship
leaders, preachers, pastoral care providers, group leaders and teachers. We presently have
four spirituality groups and have adult education seminars and workshops. Our half-time
minister of youth and children’s education is an enthusiastic and successful leader for
these programs. We presently have over 100 children registered in the Sunday School
which employs a number of different approaches to educating our young people. Our two
youth groups are energetic and include a youth band.

We also have an active UCW group and Buchanan Allen Seniors Club.

As the congregation evolves we will need ministerial staff that can recruit, train and
inspire lay people to take a greater role in the programs of the church. We need a well-
thought-out Discipleship Program that will provide our lay volunteers, members and
adherents with a biblical grounding and training in leadership, personal spiritual
development and stewardship; in other words, an appreciation for what it means to be a
follower of Jesus - a disciple.
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Resources Profile

Like all congregations, we have human resources and material resources and like all
congregations, we do not seem to have enough of either. While our potential
resources are greater than those currently accessed, our continuing challenge, similar
to all churches, lies in making best use of all of these tapped and untapped resources.
Taking inventory of our resources indicates that on balance, FAUC is in a reasonably
solid position, however is currently overspending its means.

This report references information that can be found in significant detail in the ‘2008
Annual Report’ and the ‘Addendum to the 2008 Annual Report’.

Human Resources

Staff: talented and committed individuals in all of the positions listed in Appendix “D”
being the current Staffing Model, which was put in place in 2002:

A

> > > >

A full-time Minister of Worship & Pastoral Care, who is retiring in June 2010
after a very significant career as a minister in the United Church and most recently at
FAUC,

A full-time Minister of Worship and Adult Education, (currently filled by a
Supply Minister)

A full-time Director of Music, which includes the support of three choirs;

A full-time Building/Office Administrator; a part-time Secretary (10 hours per
week); a part-time bookkeeper (hours as required);

A part-time (20 hours per week) Minister for Children and Youth; a part-time
(0.25 FTE — 10 hours per week) Sunday School Administrator;

One full-time custodian and four part-time (to cover weekends and evenings) who
keep our building clean, secure, well-maintained, and available for active, extensive
use seven days per week, including most evenings;

Other: The senior choir is enhanced via the work of paid soloists (currently eight), with
funding from the Worship Committee budget; plus the Special Music Fund for Special
Music Sundays.

Lay:

A A large number of hard-working volunteers serve in task-specific areas (e.g. Sunday
School teachers, counting, office support) and on the various councils.

A The extensive work by these various councils is outlined in detail in the “2008
Annual Report”.

A The names of those on these councils are contained in the “Addendum to the 2008

Annual Report”. This Addendum also includes the report of the ‘Volunteer
Resources Council — February 2009°, which outlines that despite the very significant
involvement of people on the council structure, there are still some gaps where
volunteers are still needed.
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Physical Property Resources

A

A

A

A large, well-situated Church building with a sanctuary that can accommodate 525
people, in reasonably good repair for its age, to which an addition/reconfiguration on
three floors, complete with elevator, was added in 1995-6;

A manse, also in relatively good repair, that is located less than 1 kilometre from the
Church building (see Appendix “E”)

The good work of the Property Council is outlined in the 2008 Annual Report, which
outlines the recent work and oversees an ongoing plan to maintain and upgrade the
total Church facility. Plans for the upgrading of the heating system continue.

Financial Resources - Current

A

A

At the start of 2009, there is approximately $2,722,000 of restricted funds and
$538,000 of discretionary funds in the hands of the Trustees. This is a positive
financial base.

From reviewing the 2007 and 2008 statements of revenue and expenses, the following

observations are noted:

o Congregational donations increased by 1.7% from 2007 to 2008.

0 On an ‘operating basis’, excluding ‘transfers from restricted funds’, there was a
combined two-year shortfall of $189,174, or operating expenses exceeded revenue
by 18% over the two years.

o In 2008, salaries and benefits was $354,316, representing about 58% of total
expenses. In addition, directly related to the ministry costs there was an expense
of $42,954 for Ministers’ housing. For 2007 and 2008, the ‘salaries and benefits’
exceed ‘congregational donations’ by a combined $24,817.

This current revenue shortfall is being sustained based on access to the funds noted
above. Given this, if FAUC wants to operate on a more balanced revenue/expense
basis without requiring the transfer from restricted funds, then revenue on a sustained
basis needs to be increased or expenses would need to be reduced, or some
combination in the order to address the current $80,000 to $100,000 shortfall in the

‘as 1s’ situation.

As a result of this ongoing shortfall, we concluded that we cannot afford to maintain
the current staffing level of 2.5 FTE ministers. We have reduced the total expense
projected per year for those positions by approximately $32,000, by replacing one of
the full-time ministers with a .6 Church Community Developer. Secondly, we have
reinforced our capacity to work on all aspects of church development, which we
expect to have beneficial revenue implications. While we cannot predict that impact,
we believe that in the absence of this investment, we would lose revenue, if all we did
was cut our ministerial staff.
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Overall Conclusions

We have listened to the advice offered by several members of the congregation to “live
within our means” and have reflected carefully on how best to achieve that desirable
outcome. Due to the unsustainability of our current annual shortfall, we conclude that we
cannot afford to maintain the current staffing level of 2.5 FTE ministers.

We have therefore reduced the total (net) expense projected per year for those positions
by approximately $32,000, by replacing one of the full-time ministers with a .6 FTE
Church Community Developer. Secondly, we have reinforced our capacity to work on
all aspects of church development, which we expect to have beneficial revenue
implications. While we cannot predict that impact, we believe that in the absence of this
investment, we would lose revenue, if all we did was cut our ministerial staff.

In support of these recommendations, we strongly encourage the Executive Council to
continue pursuing the recommendations of the Financial Revitalization Task Force,
including annual Stewardship campaigns that educate members, adherents and future
members on their financial responsibilities. In this way, we can close the gap by both
cutting costs and by pursuing revenue growth, and not just by pursuing revenue growth in
one year, but over several years.
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Positions, Skills and Terms

Minister of Worship, Pastoral Care and Adult Faith Development

This is a full-time position for a minister who is ordained for Word, Sacrament, and
Pastoral Care. This minister, in consultation with the relevant committees, has
responsibility for the overall worship, spiritual and pastoral care of the congregation.

Fairlawn provides worship services that are beautifully integrated experiences of word,
music, silence and voice. This has been a very important part of our ministry in the past
and is central to our ministry going forward. This person is willing to experiment with
various styles of worship, to be inclusive in lay participation, and to be creative, while
being deeply grounded in her/his faith. Our new minister will be excited about the
opportunity to teach, broaden our horizons, and work in ministry alongside many gifted
laypeople.

She/he is accountable to the Executive Council of the Congregation through the M & P
Committee. This Minister will work closely with the Church Community Developer, the
Minister for Children and Youth and the Director of Music and will share certain
responsibilities with them. This minister will have the primary responsibility for
Worship, Pastoral Care and Adult Faith Development. The areas of responsibility and
required competencies are:

1. Worship (35% of time)
Areas of Responsibility
U Works in collaboration with the Worship Committee to organize the
worship services, including seasonal and special worship events. This
minister will lead us in varied and creative worship interweaving biblical
themes with contemporary events and concerns that will inspire us to live
faithful engaged lives in the midst of our daily challenges and the wider
global context in which we live.

U Plans worship, and researches and writes sermons.

U Collaborates with the Director of Music to coordinate the choices of
hymns and special music so that they fit with the Worship goals
described above, increase congregational participation in music, and
reflect the breadth of musical interests of the congregation

25




2.

3.

Required Competencies

u

i

Preaches well-delivered, inspirational sermons which are both
theologically and reality-based and relevant to everyday life

Engages our lay leaders and parishioners in building a shared sense of
direction for our worship services

Encourages openness to innovative, creative approaches to worship
Demonstrates sensitivity to different congregational preferences and
opinions for traditional liturgical practices

Has experience with different styles of contemporary worship

Has an adventuresome spirit; is a risk taker, and a knack for bringing
his/her people along

Is able to identify and nurture the gifts of the laity for worship

Is well-read, curious and able to tailor his/her message to people from all
ways of thinking and walks of life

Is skilled in planning collaboratively with other staff and lay people

Pastoral Care and Visitation (15% of time)
Areas of Responsibility

u

c-CcCCcCC:

Develops a comprehensive Pastoral Care team to ensure a strong ministry
of visitation and pastoral care for all ages.

Provides crisis care, or counseling, and makes appropriate referrals
Provides instruction in preparation for baptism, marriage and membership
Conducts weddings, baptisms and funerals

Responds to requests for assistance from the community at large

Required Competencies

u

u
u
i
u

c:

Demonstrates love of people and exhibits comfort level with all ages

Has strong personal skills; ability to be firm yet empathetic

Is flexible and works effectively in an urban setting

Demonstrates a sense of humour

Is a good listener; able to hear and understand what people are saying and
respond appropriately

Demonstrates a tolerant and inclusive humanity

Acts prudently in relationships and maintains confidentiality;
demonstrates maturity, stability and appropriate boundaries; maintains
professional objectivity

Adult Faith Development (10% of time)
Areas of Responsibility

u

i

Initiates and provides engaging opportunities for individuals to gather to
study, learn, share and strengthen their faith experiences

In collaboration with the Church Community Developer, supports adult
faith development groups led by lay leaders and encourages new
initiatives

Provides opportunities for small group ministry
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Required Competencies

a
a
a

Is an effective, contemporary teacher

Is able to assess the learning needs of adults

Along with the Church Community Developer, is able to identify and
access the strengths of potential adult education leaders within the
congregation

Demonstrates creativity in the development and implementation of
educational programs

Congregational Visioning and Leadership (10% of time)
Areas of Responsibility

i

Provides leadership that will assist our congregation in identifying a new
way of utilizing our volunteers. In partnership with the Church
Community Developer, facilitates dialogue within the congregation about
the future direction of Fairlawn.

Inspires and guides, our lay leadership

Encourages and supports regular strategic planning for the church as it
defines its ministry

Required Competencies

u
i

i

Has excellent interactive communication skills

Has ability to visualize the “big picture” and to communicate this to the
congregation

Is able to work with and support Council on an on-going basis to adapt
and fine-tune administrative structures to meet our changing needs and
resources

Has experience in setting goals, long term planning and decision making
in ways that build broad support for new directions

Faith in Action (10% of time)
Areas of Responsibility

u
i

Supports our outreach programs by working with our lay leadership
Ensures that the “Faith in Action” teams have access to the necessary
resources to carry out the church’s priorities as identified by the Executive
Council

Develops and coordinates opportunities for Fairlawn to educate and raise
awareness about the needs of the surrounding community

Required Competencies

i

Demonstrates a passionate and creative commitment to social justice in all
its forms (i.e. Social Justice, Greening, Boarding House Ministries, etc.)
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6.

7.

8.

Administration (10% of time)
Avreas of Responsibility

U Has overall responsibility for the day-to-day functions of the church office
in partnership with the Office and Building Administrator

U Leads staff meetings and ensures a unified team approach and integrated
responses to shared issues and opportunities

U Where required, participates in and proactively supports committee and
Council chairs in reflecting on healthy, vibrant ministry and lay leadership

U Where required, provides support and input into “Community Life”,
website, bulletins, event planning, and advertising

Required Competencies
U Is highly effective in working with other ministerial staff, office staff,
council and committees
U Is capable of producing and maintaining his/her own records and reports
U Embraces new communication technologies

Congregational Development (5% of time)
Areas of Responsibility

U Takes the lead in initial contact and follow-up with potential new
members/adherents

U Works in partnership with the Church Community Developer in
identifying strengths and needs of potential new members

U Provides other support to the Church Community Developer where
required

Required Competencies
U Conveys a warm and inclusive welcome
U Has excellent organizational skills

Involvement in the wider church (5% of time)
Areas of Responsibility
U Attends Presbytery meetings regularly
U Isinvolved in Presbytery, Conference and General Council responsibilities
as required
U s receptive to issues arising in the community at large

Required Competencies
U Is willing to share gifts and skills with the wider church courts as time
allows
U Demonstrates interest in and support of wider community activities

28




Terms:

Remuneration is commensurate with experience. The salary is based on the annual
General Council Salary and Allowance Schedules for Ministry Personnel.

10.

11.

Terms of employment (including salary, pension and group insurance) are
negotiated based on the United Church of Canada guidelines.

Effective starting date is September 1, 2010.
A manse is available which is located within a kilometer of the church. Ifa
manse is not required, a housing allowance which is within the parameters of the

Toronto Southeast Presbytery guidelines is available.

There is a book and continuing education allowance in accordance with the
policies of the United Church of Canada for Ministry Personnel.

Travel and some communication expenses are paid in accordance with United
Church guidelines.

The minister is entitled to a vacation of one month within each calendar year.
Timing is coordinated with the relevant committees of the Council.

Study and sick leaves are in accordance with the policies of the United Church of
Canada for ministry personnel.

Sabbatical leave is available in accordance with United Church policy and in
consultation with the Ministry and Personnel Committee.

Moving costs will be reimbursed.

There is adequate administrative and custodial staff to support the ministers and
the work of the church.

The work and support of the ministers is achieved through consultation with each
other and regular meetings held with the Ministry and Personnel Committee to
review performance and workplace issues.
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Church Community Developer

This is a part-time (0.6 FTE) contract position for a lay employee Church Community
Developer. This individual will work closely with and report to the Minister of Worship,
Pastoral Care and Adult Faith Development and will have the primary staff responsibility
for congregational development, lay engagement and leadership development, and
financial and funding development. The areas of responsibility and required
competencies are:

1. Lay Engagement and Leadership Development (20% of an FTE)
Areas of Responsibility
U Design and lead the lay leadership development program
U Lead a process to capture the skills and talents of the congregation and
match them with church needs and opportunities
U Develop and deliver leadership training programs and identify future
trainers for this and other leadership programs

Required Competencies
U Has a knowledge of how to recruit, train and retain volunteers
U Has the ability to facilitate small group development
U Has comprehensive knowledge and understanding of adult learning styles
and group processes
Has excellent communication skills
Has competency in new media and technology
Is an experienced facilitator
Has experience in volunteer development

c-CcC-CcCC:

2. Financial and Funding Development (20% of an FTE)
Areas of Responsibility
U Provide staff support to the development and execution of appropriate
stewardship campaigns to build our end-to-end fundraising capabilities
U Provide support to identify and pursue new funding opportunities

Required Competencies
U Is able to comprehend Financial Statements
Has experience with a variety of successful fundraising approaches
Has the ability to work as a team builder and member
Has experience writing funding proposals
Has knowledge of potential funding sources (i.e. governments,
foundations, etc.)
U Has experience in marketing ideas and concepts

i
i
i
i
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3. Congregational Development (15% of an FTE)
Areas of Responsibility

U Reach out to the wider community, inviting people to come and join us

U Identify congregational / community needs and how best to satisfy them —
drawing from the initial congregational survey and repeating it

U Mobilize Fairlawn people and community partners to satisfy those needs

U Gain access to / apply communications and social networking
technologies to expand our reach and effectiveness

Required Competencies
U Brings strong organizational skills
U Has effective marketing skills
U s able to create data collecting instruments such as surveys

4. Adult Faith Development (5% of an FTE)
Areas of Responsibility
U In collaboration with the Minister of Worship, Pastoral Care and Adult
Faith Development, organizes engaging opportunities for individuals to
gather to study, learn, share and strengthen their faith experiences
U Supports adult growth groups led by lay leaders

Required Competencies
U Has a competency in training others in their development skills and
demonstrates creativity in the development and implementation of
educational programs
U Is able to assess the learning needs of adults

Compensation:

This person’s contract would specify an annual compensation amount and the
deliverables to be accomplished for that amount. The individual would cover all of their
employment obligations (e.g., Income Tax, CPP,). The maximum dollar amount that we
recommend this person be paid is the equivalent of 60% of what a full time United
Church minister would be paid including a housing allowance, benefits, etc.

The contract would provide for an initial probationary period of six months and would
then continue for a further two years, at which time the design of this job would be

reviewed. The contract will further address scenarios under which the contract is
terminated in advance of that two year period in accordance with Ontario Legislation.

The effective starting date is September 1, 2010.
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Appendi x AAO

Consultation Process

The JINAC Survey

Over 200 respondents provided Fairlawn Avenue United Church with substantial and rich
input, to this INAC. This will also provide a stream of insights that our Executive
Council, committees, congregation and, especially, our next staff team can capitalize on,
over the next several years.

Predominantly, we heard from those who are active participants in the congregation,
despite some effort to reach out to those who are no longer with us. More than half of the
individuals responding provided some commentary, in addition to (and sometimes in
explanation of), the quantitative results.

The strongest messages from the survey were those addressing the dimensions of church
life that are most important in explaining why people have come to Fairlawn in the first
instance, and how they feel about us today. Not surprisingly, worship sermons and
worship music far outweigh any other individual factors. Worship is the central hub out
of which our church life revolves. We value and strive for a worship experience which is
challenging, inspirational, varied, creative and innovative. We seek a minister whose
preaching is both theologically and reality based. We place high importance on sermons
which are meaningful and relevant to everyday life in 2009 and which offer food for
spiritual reflection during the week.

Strong messages also emerged from the ratings on how well we are doing on each of the
dimensions. With only two significant exceptions, there was moderate to high
satisfaction on all the dimensions rated numerically— the two exceptions, showing
distinctly lower satisfaction, were Worship Sermons and, lowest of all, Volunteer
Development. Among the subsequent questions seeking further insight, the greatest area
of real concern is our capacity to provide what younger generations are looking for.

This leads to perhaps the most striking data in the Survey — less than one third of our
respondents are male, and over 75% of our respondents are 56 and older. While we
cannot be certain that this is a precisely accurate measure of our wider congregational
population, it is likely close to being representative of that population. We should note
that there are three groups that are likely to be under-represented by the Survey process —
the people who have left us in whole or in part in recent years, the younger generations
whom we are not doing a good job of attracting/keeping, and the very elderly and infirm,
whom we chose not to contact. Still, with a very large sample size, we have accurately
captured the active population in our church. The fundamental challenge posed here by
these statistics is four-fold:
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e We do not do a great job of attracting people who are not already longstanding
United Church people, or at least mainstream Protestant, so we are fishing from a
smaller pool than necessary, if we seek to grow or even maintain our population
size

e Our core membership is aging rapidly, and it is likely that any new or revised
offerings we provide to attract younger members will be of little value or will
even evoke a negative response from our older core —and vice versa

e Our church has far too few males for a healthy congregational mix, and this is
made more pronounced by this skew to an older demographic profile

e Even on dimensions of church life where there was a strong majority of fully or
somewhat satisfied respondents, there was typically a minority who felt excluded
or dissatisfied with the status quo. If we had been able to survey more people
who had left Fairlawn recently, that minority might have been larger.

In summary, Fairlawn Avenue — and our next staff team — face the huge challenge of a
majority point of view and a significant minority, whose views appear to conflict. In
some cases, these points of view may be reconcilable, through flexibility, compromise or
human skill. In other cases, these viewpoints seem to represent entirely different ‘market
segments’. Only a staff team highly skilled in engaging our parishioners in
understanding each other and in finding and building solutions together, will enable
Fairlawn to find a way forward that includes us all.

Insights uncovered in the Survey

The continuation of the status quo is not an option — Fairlawn is currently facing an acute
annual financial shortfall that cannot be sustained for much longer, generated by many
years of annual operating givings that have fallen far short of the annual expenses. By far
the largest single driver of operating spending is the size of the current staffing model,
with 3.5 professional staff members. Of these, we believe that there is no appetite within
the congregation to make changes to the role or number of hours per week of the Director
of Music or the Minister for Children & Youth Faith Development except that this
position will now take on the Youth Confirmation class responsibility (see appendix “B”
for job description). This means that the focus of our attention must be on the two
preaching ordained ministerial positions.

The JNAC generally agrees that Fairlawn enjoys the following organizational Strengths:

e The existing congregation is well educated, and drawn from a generally affluent
population

e There are many parishioners who make strong volunteer contributions to the life and
work of the church

e The recent merger with St. James-Bond United was a success on many levels, and
brought new energies, ideas, talents, and financial givings to the combined entity

e Fairlawn’s congregation brings high expectations to its worship experience, and
through all the changes and challenges, its worship music has maintained a
reputation for excellence far beyond its walls
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The FNC provides a rich and multi-faceted set of community programming, offering
a substantial array of popular courses, events and other activities

A still sizable endowment, albeit weakened in recent years to cover deficits and to
make up for declining interest income

A sizeable and well-regarded Children & Youth programme (albeit with challenges
needing further attention)

The following Weaknesses are also broadly agreed to by the INAC:

A major shortfall in volunteers able and willing to fill the many open committee

positions, with little or no volunteer training development to support those who do

A major gap in revenues minus expenses, on an operating basis

The slow decline in congregational numbers and attendance, with few new members

and an apparently aging population being regularly cited

An inability to retain our Youth from their late teenage years, as well as to attract

young and middle aged families

A recurring pattern of conflicting views that divide differing segments of the

congregation in different ways, on many issues, especially:

o which dimensions of church life should have the highest priority

o how well Fairlawn is doing on any of those dimensions

o how to define excellence on any given dimension

0 what is the right trade-off between excellence and inclusiveness / widespread
participation, especially in Worship

Fairlawn has yet to successfully reconcile or bridge those conflicting perspectives

(take, for example, the failing attempt to establish an Alternative Worship Service)

As a result, Fairlawn struggles to provide either a home for differing expressions of

faith or a platform for meeting a wider range of needs in our community, without

losing the appeal of its current offerings to many of its existing members

Unresolved reservations felt by Fairlawn Church and the Fairlawn Neighbourhood

Centre leaders about what shared purpose or degree of collaboration to pursue is the

lead example of our failing to make the most of neighbourhood or other external

partnerships

Armed with this Survey, our INAC gleaned the following types of insight of special
value to our mandate:

The demographic profile of our congregation, and the strategic issues that this profile
raises for our next staff complement

Which dimensions of church life are most influential in shaping why people come
and how they feel about us now

How well they believe that we are doing on those dimensions overall

How well we are doing on specific issues, such as ‘welcoming’

For those who are happy, some suggestive comments on why

For those who are not happy, some suggestive comments on why
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Staff Interviews

Two of our Committee members were given the task of conducting interviews with staff.
Interview questions were submitted ahead of time for each staff person to prepare a
written response and individual 90-minute face-to-face meetings were held to flesh out
the responses and allow an opportunity for staff to expand on their ideas for the INAC.

Some of the key issues that resulted from these interviews:
a) Team Ministry

According to the Ministers, this concept, while admirable, was very difficult to
implement. While key elements of the Ministerial roles were naturally split between the
two ministers, there was overlap and wasted time, especially during services when often
one minister would have been enough. As well, Team Ministry often means less
consistency in services — a particular challenge for the Music Director. They recommend
that Fairlawn not have a team ministry.

We concur.

Instead, one minister should clearly be in charge with other ministerial and non-
ministerial staff responsible to that Minister. There would still be a “team” but with a
“team leader” clearly accountable for that team

b) Conflicting Staff and Lay Perspectives

Both our ordained ministers struggled during the first years of their Ministry at Fairlawn.
They brought certain expectations, arising out of the previous JNAC report and their
conversations with the Search Committee that seemed to them to conflict with the
expectations of lay leaders, once they started work.

This input provided our INAC with real insight into the requirement for lay leaders and
the congregation at large to fully understand the staffing model and the assumptions
behind it. Some of our most important recommendations focus on how to strengthen that
understanding from the outset.

C) Overall Planning
Both ordained Ministers noted a lack of annual objective-setting starting at the Council
and flowing down to the various committees. We agree, and believe that prior to

objective-setting, a shared vision and an agreed strategic plan should provide even more
guidance. In the absence of such guidance, committees follow their own agendas.
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Even better, from our perspective, would be a disciplined process of visioning, planning
and budgeting that would give the affected staff a full opportunity for input and that leads
to all committees and councils working to fulfill a common direction.

d) Congregational Differences of Opinion

All three of our Ministers talked about and gave examples of a diverse congregation
holding strongly differing points of view. The survey supports them in the views of the
young, the older; those favouring traditional worship and music and those favouring
contemporary or more varied worship and music; those favouring increased lay
participation and those preferring professional leadership.

Insights from our Minister of Children and Youth highlighted another difference —
between those who see encouraging young families to participate in worship as one of
our highest goals, and those who can feel that the accompanying noise and activity
interferes with their worshipping experience.

The largest problem in all of these cases appears to be a sense that, neither the majority
nor the minority view recognizes and sufficiently acknowledges the needs and concerns
of the others. This is a disconnect that needs to be addressed.

These are solvable problems as long as it is recognized that people come to Fairlawn for
different reasons and we place great value on making Fairlawn a welcoming experience
for all.

e) Variety in Service Design, Liturgy and Music

Staff discussion mirrored the perspectives in our Survey revealing differing views about
what constitutes enriching worship, including all elements of the service. Both in the
staff discussions and in the survey, attention turned to whether a more varied offering
could increase the satisfaction with those services, especially in attracting young families.

We also note that the first experiment with providing variety, through Contemporary
Worship held monthly in the timeslot just before the traditional service, garnered
significant early support, but then faded away. An assessment of the learning from this
exercise would be critical to understanding where and when variety actually helps, and
what are the ‘winning conditions’ for these changes to work.

f) Sunday School and Youth Groups

Our Minister of Children & Youth convinced us of the need to expand our program focus
beyond just young people. Families may come to Fairlawn because of the Youth Groups
and Sunday School programs but will only stay if the parents’ needs are being met as
well. Parents will only continue to bring their children if they are feeling spiritually fed,
strengthened, challenged and encouraged. We agree, and believe that this should become
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an area of joint exploration by all of our professional staff (involved in ministry, music
and church development.), and relevant lay leaders.

9) Expanded sources of leadership

Our ministers expressed the view that any future staffing model for Fairlawn should seek
to promote increased volunteer participation, especially in the Sunday School and in
Adult Education (what we have called “Adult Faith Development”). They also identified
as an underused resource the skills and wisdom of the retired Ministers in our
congregation.

We strongly agree that these are both opportunities. We would only add that much more
will need to be done to make the experience of non-paid staff in committing to and
contributing to the life and work of Fairlawn much more rewarding. Today, too many
people feel overloaded, too many lay roles are poorly defined, and too little support is
provided (spiritual and secular) to make them see the bigger purpose of what we ask.

Lay Leadership Interviews

Members of Executive Council and Council Chairs were invited to participate in our
consultation process in their respective leadership capacities. A questionnaire was sent to
each individual for completion and return and they were encouraged to contribute
additional comments.

Three main points:

e There is no consensus among lay leaders in favour of any particular staffing
model or changes to the existing staffing model — if there are any changes to be
made, the pressure does not come from this group

e There was concern among some lay leaders that ways be found to reduce overall
staff costs, but no strong recommendations on what work areas to cut back on
were identified. There were additional concerns about how the team ministry
worked and whether one person to lead the other staff was not a better choice

e What this absence of a strong, unified point of view from lay leaders reflects, we
believe, is the tendency of our Councils and Committees to live in separate
worlds, pursuing separate agendas, as we described above. Only a unity of
vision, strategy and objectives will require our lay leaders to develop a shared
perspective on and commitment to advance what is working and what needs
fixing
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Appendi x ABO

Minister for Children and Youth

Fairlawn Avenue United Church (FAUC) is a dynamic and inclusive multi-generational
community of faith, which provides opportunities for people who are seeking a closer
relationship with God through Jesus Christ. FAUC has chosen to function as a “parish”
church, and not a “program” church. While some of the Church’s programs do appeal
beyond our parish borders, FAUC is dedicated to serving the community found largely
within its immediate geographic area. FAUC is also dedicated to addressing issues of
outreach and social justice in the wider community.

The congregation is at a time in its life when it needs the impetus of new ideas and new
leadership, without losing what has been good until now. This means that new and
continuing ministerial staff will need to be flexible and willing to accept change, and to
share responsibility in a truly collegial manner.

The Minister for Children and Youth is accountable to the Executive Council of the
Congregation. This Minister is expected to help support the day-to-day functions of the
church office but is not responsible for overseeing these activities.

This Minister will work closely with the Minister of Worship and Adult Education and
the Minister of Worship and Pastoral Care and will share certain responsibilities with
them. This minister will have the primary responsibility for the Christian development
and spiritual growth of the children and youth of the congregation and will contribute in
the area of “New Priorities”.

CHILDREN' S E D U C A-T12 hGuks per week (100% of total number of
ministerial hours allocated to this area)

Areas of Responsibility
U Is primarily responsible for the development and oversight of the Sunday
School Program in consultation with the Children’s Education
Committee and the Sunday School Administrator
U Recruits, develops and leads training sessions for the Sunday School
teachers
U Attends weekly staff meetings
U Attends the monthly Executive Council and Children’s Education
Committee meetings
Attends Presbytery meetings, as required
U Contributes to the church newspaper “Community Life”

I C

Required Competencies
U Is able to assess the learning needs of children
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U Shows originality and creativity in planning the Sunday School program
and is able to access appropriate resources in order to implement the
program

YOUTH — 7 hours per week (87% of total number of hours allocated to this area)

Avreas of Responsibility
U With the exception of the Youth Enquirer’s class, is responsible for
ministering to the youth members in the congregation (primarily high
school age)
U Develops youth leadership capabilities
U Recruits, develops and leads training sessions for youth leaders

Required Competencies
U Demonstrates an ability to engage youth in theological reflection and
discussion
U Shows originality and creativity in program design and delivery and is
able to access appropriate resources
U s able to assess learning needs of this group

NEW PRIORITIES — 1 hour per week (6% of total number of hours allocated to this
area)

e Works closely with the Minister of Worship and Adult Education and the Minister
of Worship and Pastoral Care and the Executive Council in sharing and
implementing new ideas with respect to:

A Developing Volunteer Coordination through the identification, selection,
training and development, evaluation, rotation and recognition of
volunteers

A Assisting the congregation in its Change Management and Church
Development by helping it to make choices among alternatives, deciding
on priorities; e.g. the physical plant, deciding how best to reach out to new
members and strengthen our ties to current members, etc.

A Serving the wider church including involvement in the work of
Presbytery, Conference and the National Church and potentially in the
wider community outside of the United Church of Canada

A Improving the awareness of outreach and social issues in the wider
community
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GENERAL COMPETENCIES

Demonstrates a living spirituality

Is skilled at building consensus

Demonstrates sincerity, integrity and propriety

Demonstrates leadership ability in addressing conflict resolution

Has a good sense of humour which can mitigate tension

Projects energy, enthusiasm and excitement that engages people

Can live with ambiguity or paradox and allows enough creative tension to bring
about healthy change; is flexible and encourages the exploration of difficult
questions

U Develops professionally through study leave in consultation with the Ministry and
Personnel Committee

[t et e B ant B e et N e
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Proposed new staffing model

Appendix ACO

A Minister of Worship,
Pastoral Care and Adult
Faith Development
(L FTE)

A Church Community
Developer (0.6 FTE)

A Minister for Children and
Youth
(0.5 FTE)

A Director of
Music (1 FTE)

FTE)

A Sunday School
Administrator ( 0.25

A Office and Building
Administrator
(1 FTE)

A Bookkeeper
(part-time,
hours as

required)
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A Custodians A Office
(1 FTE, Assistant/
plus 4 part- Bulletin
time) Editor
(0.25
FTE)




AppenB x i

Current Staffing Model

A Minister of Worship & A Director of A Office and Building
Pastoral Care (1 FTE) Music (1 FTE) Administrator

A Minister of Worship and (1 FTE)
Adult Education (1 FTE)

A Minister for Children and
Youth (part-time 20 hours

per week)
A Custodians A Office
(1 FTE, Assistant/
plus 4 part- Bulletin
) time) Editor
A Sunday School (0.25
Administrator (part-time FTE)
0.25 FTE — 10 hours per
week) -
A Bookkeeper
(part-time,
hours as
required)
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Appendi x AEO

Fairlawn Avenue United Church
Manse
277 Brookdale Avenue

Fairlawn Avenue United Church has available a two story semi-detached brick manse
located at 277 Brookdale Avenue on a lot approximately 23’ x 130’ (to be confirmed)
about 1 km from the church building and across the street from John Wanless Public
Junior School.

Details are as follows:

« 1050 sq ft approximately plus finished basement
e Three bedrooms:
Master - 16° x 9° with large closet
10’ x 11” with small closet
Ox1I’
e Kitchen 8’ x 13’ plus back entrance vestibule and storage
e Dining room 9’ x 13 '4’ with plate rack
e Living room 11 % “x 157’ with fireplace with insert
« Two full washrooms, 2™ level & basement
» Basement is fully finished about 6’ high and accommodates
laundry/furnace/storage room,
large washroom,
open family room 14’ x 21’ approx plus several storage spaces
e Full enclosed from porch 7° x 17°
« Large back deck with gas line for BBQ
« Wide mutual drive
» Garage
« Heated by gas hot water
« 200 amp service and upgraded wiring throughout
« Electric stove, fridge, dishwasher, washer/dryer
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