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Introduction 
The UUFRC Board of Trustees formed the Communications Task Force in January 2015 in order 
“To identify and reflect upon the many ways communication is, or could be, happening in 
support of our mission. And, to report and make recommendations to the BOT (for 
example, what it is that we are doing, what’s working, what’s not working, what’s needed, 
what’s possible and do-able?)” 
 
The task force was formed in part to take the measure of the community after the upheaval of an 
interim ministry year and the transition to a new settled minister, in particular the community’s 
understanding and acceptance of changes such as that to Sunday service spoken 
announcements. Dissatisfaction and misunderstanding of such changes were one of the catalysts 
for forming the task force. The task force was also asked to investigate how other UU 
communities managed their communications. 
 
Members: Pat Dwyer, John Anning, Jack Stovel, Marianna Tubman, Allen Perry, Tracy Morris, 
Bill Welch 

Task Force Methods 
 The task force met 9 times between January and May 2015. 

 The task force conducted two surveys: 
- Internal Needs Assessment (summarized in this document) 

• Interviews with 17 people total, reflecting various backgrounds/groups (long-
term members, newcomers, UUFRC leaders (e.g., committee chairs, elderly 
members/friends, parents and youth/teens). 

- Congregation Best Practices Survey (summarized here: 
https://www.dropbox.com/s/7z24d39ufxvob6g/CongrationalBestPracticesSurvey.
pptx?dl=0) 
• 8 congregations from 140 members to 500 members from the Pacific Central 

District were surveyed. 

Task Force Conclusions 
The Communications Task Force would like to acknowledge the gains that have been made in 
healing the rifts in our community since the task force was formed. We feel that some of the 
issues that seemed to be more urgent at the start of our discussions have eased in urgency and 
that the community is settling into a more trusting and comfortable relationship with the minister 
and Board of Trustees. 
 
Based mainly on results from the internal needs assessment, the task force identified these key 
areas for improvement: 

 Communication from and to our Board of Trustees 

 Opportunities for personal connection with our minister  

 Spoken announcements at Sunday service  

 Website information 

https://www.dropbox.com/s/7z24d39ufxvob6g/CongrationalBestPracticesSurvey.pptx?dl=0
https://www.dropbox.com/s/7z24d39ufxvob6g/CongrationalBestPracticesSurvey.pptx?dl=0


Internal Needs Assessment Findings and Conclusions 

Objectives: 
 Gain insights into how well current communications approaches are working to 

enable UUFRC fellowship to feel connected, included and supported within the 
UUFRC community. 

 Identify opportunities for improvement. 

Methodology: 
 Interview 17 people selected randomly by Cindy Johnson, reflecting various 

backgrounds/groups (long-term members, newcomers, UUFRC leaders (e.g., 
committee chairs, elderly members/friends, parents and youth/teens) and 
representing a cross-section of the congregation.  

 20-25 minute qualitative interviews using 10 (multi-part) questions and conducted by 
two interviewers in February/March. 

Findings/Conclusions: 
 UUFRC members/friends expressed lack of understanding of church 

priorities/direction and of whom to speak with if they have concerns. This is especially 
viewed as challenging for newcomers. Some people interviewed indicated that when 
they did voice concerns, they did not feel “heard.” 
Conclusion: Need to identify ways to improve BOT communication to the 
congregation and congregation communication to the BOT. 
 

 People have felt disconnected from UUFRC leadership, with some expressing that 
they would like to get to know Rev. Stefanie better. [Note: The CTF believes this 
situation is evolving with time]. 
Conclusion: Need to improve congregation communication with Rev. Stefanie. 
 

 People don’t like the way announcements are handled currently (i.e., with a BOT 
member reading them), but the “old way” is not necessarily the answer, given time 
limitations and the desire for the service to focus on substantive issues. 
Conclusion: Need to enhance the announcements policy, with an eye toward 
other UU congregations’ best practices.  
 

 The fellowship generally believes UUFRC does a good job communicating about 
news and events. Complaints were generally minor, with most focused on 
inefficiency/redundancy of communications vehicles and a desire for a core “home 
base” for information. 
- Primary communications channels were website, newsletter and Yahoo groups. 
- Facebook was utilized by few of those surveyed (two of 17, with only one using it 

as often as once a week) 
Conclusion:  Need to increase utility and efficiency of UUFRC website as a 
primary source of information, with other communications channels directing 
people to the site for details. 

Task Force Recommendations 

1. Communication From/To Board of Trustees 
We believe that improvements can be made in how the Board of Trustees communicates to the 
community the reasons, methodologies, and specifics of changes in policies and procedures, and 
on how the community can give feedback. From the Internal Needs Assessment, UUFRC 
members/friends expressed lack of understanding of church priorities/direction and of whom to 



speak with if they have concerns. This is especially viewed as challenging for newcomers. Some 
respondents also felt that their concerns were not being heard. 
 
Current methods the Board uses to communicate with the congregation include: 

 Column from Board president in Redwood Reachout 

 Minutes of board meetings in Redwood Reachout 

 Special messages to Yahoo group 

 Suggestion box 

Identify methods to improve Board communication to the congregation 
Board communication should be proactive. Methods of communication might include: 

A. Q&A session with Board after services, perhaps quarterly, devoted to specific 
topics, probably focused on the Board’s top priorities and upcoming decisions. 

B. Brief digest of what the Board is considering, as well as key goals and 
accomplishments, posted periodically on Yahoo group. 

C. Board designates a “Board Communications Liaison” as a permanent Board 
position to oversee all forms of communication from the Board. This person could 
also receive communication from members of the congregation. The Board 
Communications Liaison should have a new email address. The Board’s designation 
of a single person last fall to handle complaints about J&S and Announcements is a 
model. 

D. Consider a “Meet the Board” event after a service, perhaps in the autumn as the 
new board begins its term. 

E. Any changes to established policies should be communicated fully to the 
congregation. The reasons for the changes should be explained 

Identify avenues for the congregation to communicate to the Board 

 Items listed above, A (Q&A sessions), C (Board Communications Liaison) and D 
(Meet the Board) will provide avenues for the congregation to communicate to the 
Board. 

2. Personal Connection with Rev. Stefanie 
Thanks to the efforts of Rev. Stefanie and the Committee on Shared Ministry, we believe there 
has been significant progress on how well the community as a whole is feeling connected to Rev. 
Stefanie in a group setting. 
 
We believe that improvements can still be made in how to communicate to the community the 
process to connect with Rev. Stefanie at a personal level. From the Internal Needs Assessment, 
people have felt disconnected from UUFRC leadership, with some expressing that they would like 
to get to know Rev. Stefanie better. 
 
We recommend the following: 

A. Communicate the process for making a one-on-one appointment with Rev. Stefanie 
by every means possible, including: 

- Adding to the website (under "Our Minister") 
- Adding to the monthly newsletter 
- Adding to the weekly email 
- Adding to the Sunday Order of Service 
- Posting on the door of the minister's office. 

 
The process should include the following information 

- How to make an appointment - who to call or text, who to email, how to do it 
online 

- When to expect a reply from a phone message or email request 
- Days and hours available 



- Alternatives outside of those days and hours for those who can't meet at those 
times 

- Alternatives for those who can't meet in person 
B. Add a confirmation process for appointment requests. This could be an email auto-

responder, for example, which would confirm receipt of the email and promise a response 
within a specific amount of time or on certain days. 

C. Add a method for making online appointments. The benefit of an online system is that 
anyone requesting an appointment can immediately see availability and schedule an 
appointment without waiting for an email response. Such a method could be integrated 
into our website, or using an online service such as http://www.timetrade.com/products-
pro-pricing. The online calendar should be synchronized with a calendar on the 
administrator and/or minister's computer so that she can integrate requests by 
phone/text/email with the online calendar. Any method used for an online calendar should 
insure the privacy of those making appointments. 

3. Announcements 
From the Internal Needs Assessment, the fellowship generally believes UUFRC does a good job 
communicating about news and events.  
 
We believe that improvements can be made, particularly with our spoken Sunday 
announcements. Some people don’t like the way spoken announcements are handled currently 
(i.e., with a BOT member reading them), but the “old way” is not necessarily the answer, given 
time limitations and the desire for the service to focus on substantive issues. 
 
We recommend the following: 

A. How and when to submit announcements.  Currently all announcements are due to 
Debra Schwab in the UUFRC office at 10am Wednesday for posting in the e-blast, in the 
Order of Service “Sunday Bulletin” insert or for reading at the pulpit. The newsletter 
deadline is determined by the editors. Not all of this information is well publicized. It is 
suggested that a One-Stop Publicity Form like Palo Alto’s be set up to ensure easy 
access and be publicized to ensure widespread familiarity. (See UUCPA’s website 
page on announcements at  http://www.uucpa.org/howto/announcement.html ) 

B. Multiple media.  It is suggested that announcements of activities and events go 
into all the UUFRC media to ensure the widest possible exposure to the 
congregation. Media are currently: oral announcements at the pulpit, the Sunday 
Bulletin in the Order of Service, the Friday e-blast, the Redwood Reachout monthly 
newsletter and Facebook. Naming of the media should be considered to increase 
familiarity, similar to the name “Redwood Reachout” for the monthly newsletter. For 
example, UU Sacramento labels the Order of Service insert the “Blue Sheet”. 

C. Selection of announcements for presentation at the pulpit.  Currently all 
announcements submitted to Debra Schwab by Wednesday at 10am are read at the 
pulpit. Too many announcements take time away from the service, cause people to lose 
interest and detract from the spiritual arc of the service. Consideration should be given 
to limiting the number and length of announcements. Palo Alto limits pulpit 
announcements to three, one-sentence notifications, with the exception of special events 
(e.g., pledge drive and auction). Sacramento limits announcements to 65 words. Mt. 
Diablo limits oral announcements to all-church events like fund-raising and the auction. 

D. Limiting announcements. If the number of announcements at the pulpit are limited, it is 
important that the process of selecting announcements be fair and well 
understood.  First-come, first-served is one way to do it if the submittal times are 
carefully monitored.  Beyond first-come, first-served, the process and criteria for selecting 
announcements must be carefully selected to ensure fairness.  

E. Who is responsible for announcements at the pulpit. Current practice is for members 
of the Board of Trustees to take turns making announcements each Sunday. Many 
people would like to see individuals responsible for the activity or event make the 
announcement themselves. It is recommended that this immediately become 

http://www.timetrade.com/products-pro-pricing
http://www.timetrade.com/products-pro-pricing
http://www.uucpa.org/howto/announcement.html


UUFRC policy for all-church events like the Pledge Drive, the Auction, and work 
days. The Board should then consider other opportunities for individuals to make 
announcements and to establish guidelines for frequency, length and delivery. 

F. Any changes to announcement policy – and the reasons behind them – should be 
well publicized. 

4. Increase Utility and Efficiency of UUFRC Website as a Primary Source of Information 
There is lots of information on the website, but we believe that the flow of information, and the 
consistency could be improved. People have expressed a desire for a core “home base” for 
information 

Long-Term:  
 Conduct a revamp of the website in the next year to ensure that it provides and 

prioritizes relevant information (based on congregation input); improve its 
navigation; and optimize the user experience. 
- Consider bringing in an outside website consultant. Palo Alto and San Mateo are 

both considering this and may have good advice. 
- Assign a separate task force to work with the consultant. 
- Consider evaluating other UU church sites, especially UUSF (which won an 

award for their site). 

 Considerations for revamp: 
- Reorganize tabs to ensure that all sub-pages are intuitively organized and named. 
- Use more pictures, less text. 
- Reduce amount of content – i.e., do fewer things and do them really well.  
- Make calendar more prominent (consider a “Weekly Events” tab at top) and user-

friendly (evaluate other calendar software) 
- Ongoing management: Consider sharing a webmaster with other UU churches to 

ensure timely/consistent updates, etc. 

Immediate-Term “Fixes”: 
 As a “stop gap” measure, add an FAQ button on the home page, which links to a 

separate page or pop-up with FAQs (see attached) and corresponding links to the 
appropriate website page where more information can be found (i.e., this can be 
used until the navigation is revamped). 

 Feature UUFRC address, phone number and e-mail prominently at top of home 
page (see UUSF). 

 Contact information should be prominent, common redundant, and consistent. 
To address privacy issues, consider implementing general mailboxes for the board 
and each committee: e.g., board@uufrc.com and socialaction@uufrc.com. Similarly, 
for consistency, consider replacing all private e-mail addresses with general 
mailboxes (e.g., cgroups@uufrc.com). 

 Put contact information at the top of each page as appropriate. 

 Put the more important information at the top of the page (e.g., for Sunday 
Worship, consider including upcoming services at the top, with “evergreen” 
information either below it or significantly reduced in text). 

 Make restricted content easier to access (e.g., use a universal password, put the 
login/password information in the order of service each week; periodically send this 
information out through yahoo groups). 

 Adding a calendar event: link to form to add an event actually goes to a “request a 
room” page. This process should be clarified and perhaps updated. 

 

mailto:board@uufrc.com
mailto:socialaction@uufrc.com


 

UUFRC FAQs  
 
The idea would be to post these various places, and update them fairly frequently (quarterly?) 
including links to various pages on the web site. Answers should be short, conversational, and 
take the reader to more info. Here are some idea starters: 
 
Q) How do I make an appointment with Reverend Stefanie? What if I can’t come during normal 

hours?  
Q) How do I ask the Caring Committee for help?  
Q) Where do I go for UUFRC news and updates? 
Q)  Where do I find what’s happening this week? How do I get an event listed? How do I 

publicize my event? 
Q) What do the committees do? Do you have to go to UUFRC for a certain number of years to be 

on a committee? How do I join? 
Q) How do I volunteer to help with music, MOCA, mowing the lawn, fixing things, or other 

activities around the church? 
Q) How do I sign up my child for the religious education program? How do I volunteer to teach? 
Q)  I want to participate in a service – greeting, reading, singing, lighting the chalice. How do I get 

started? 
Q)  I wanted to look up another congregant on the website, but the member’s area is password 

protected. How to I register? 
Q) Where do I find the upcoming sermon topics? 
Q)  I’ve heard there is a general email distribution list, but I don’t think I’m on it. How do I join and 

what can I post? 
Q)  How do I find the UUFRC Facebook page and what are the rules for posting there? How can 

I get updates when new events, posts, or photos are added? 
Q)  I am having trouble using the website/logging in/using the Yahoo Group. How do I get help? 

Facebook 
We did not gather enough data to make a recommendation. It does seem that the UUFRC 
Facebook page is not being viewed/utilized as much as Reverend Stefanie and some 
congregants would like. There are congregants who use Facebook as a primary means of social 
communication, others who see it mainly as a data collector for advertising, and still others who 
are open to its possibility to expand communication.  
 
We would suggest that the Board and Reverend Stefanie clarify the direction and goals of the 
Facebook page. If there is a desire to increase utilization, there are congregants who could help. 
 
 
 
 
 
 
 
 


