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Report on Capital Campaign Financial Feasibility Study
For the Valley Unitarian Universalist Congregation
I. Summary
The Valley Unitarian Universalist Congregation in Chandler, Arizona (VUU) engaged Kay
Crider of KCU Consulting, LLC, part of the Stewardship for Us strategic alliance, to conduct a
financial feasibility study. VUU seeks to add a new sanctuary to the congregation’s campus,
renovate the current space that is used as both the sanctuary and fellowship hall to be a multipurpose space for fellowship, Faith Formation and other activities, bring the Faith Formation
space much closer to the new sanctuary, add a covered town square between the new sanctuary
and fellowship hall, and renovate the parking area. The first phase of the project would be to
build the new sanctuary. The project is designed to allow VUU to more fully live out its mission
and vision and allow its community and action to grow both within and beyond its walls.
This study estimates how much money is likely to be raised in a capital campaign to fund a new
sanctuary and it summarizes other important feedback about the congregation from its members
to determine readiness to move forward.
The results are based largely on data collected during one-on-one confidential interviews with or
gift information from 62 members of the congregation, representing 43 households who pledged
for the 2018-19 program year.
The results of the financial feasibility study are positive and show:
• VUU should be able to raise at least 2.75 times your annual giving from your 2018-19
program year pledge total or approximately $1,175,000 to $1,250,000.
• A stretch goal based on your results would be $1,300,000, which is approximately 3
times your annual giving although there is potential to raise even more than that amount.
There is willingness and capacity for additional giving from 21 of the 43 households
interviewed – or 47% of study participants – and a significant portion of the remainder of
the congregation may also be willing and able to make a stretch gift given the enthusiasm
for VUU and this project.
• This financial projection assumes a three-year capital campaign beginning in 2019. If
every household in the congregation that has capacity to increase their gift, no matter the
size of their gift, stretched to add 25% more to their intended gift, either spread over the
three years or by adding an additional year of pledging, VUU could potentially raise
1,350,000 for this legacy project. Consideration of a reasonable loan, discussed in more
detail in this report, could further increase total funding.
• 100% of the households interviewed are supportive of the project in general and 93% of
the households interviewed indicated an amount they would contribute financially to the
capital campaign. Three households have circumstances that require them wait before
committing to a gift, however, those circumstances are unrelated to the project.
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II. Background and Methodology
A. Background
VUU is a thriving and vibrant congregation that is led by talented, dedicated group of
professional staff and lay leaders. Study participants uniformly praised the staff for their service
in worship, music, social action, Faith Formation, and administration. VUU has a spectacular
staff team functioning in all areas of congregational life. You are blessed and should be proud of
the culture both congregants and staff have created to be in your current high-functioning staff
configuration. Many study participants noted Rev. Andy’s Sunday services, outreach/social
action/interfaith work and pastoral care, as well as Rev. Kellie’s superb music program and the
many ways that Kellie creates the close-knit culture for the choir, and many people referenced
Marci’s amazing dedication to your thriving Faith Formation program and Sue’s calm, excellent
and efficient administration of VUU. Your lay leaders are also a driving force for the
congregation with a board that has driven a transparent process with a wonderful architect, and
you have a great capital planning committee (building team) and capital campaign committee in
place. Great appreciation was expressed for the many people step up with their service yearround, both visibly and behind the scenes, to create the community and programs that VUU
provides. You have deep bonds and a positive, loving culture that you have created together.
This is VUU’s third campus since its founding in 1965. Its current campus has two main
buildings that are separated across a large parking lot. Due to the configuration of buildings, the
Faith Formation program for children, youth and adults is held primarily in a building located
across the campus, which is not conducive to community-building with families before or after
the services. In addition, services are currently held in a building originally intended by the
previous owners as a gathering space, not a sanctuary, with bathrooms located outside and an
interior that is less spiritual than desired by most congregants. Two Sunday services are currently
well-attended and do not allow for much continued growth of the congregation.
In 2017-18, VUU worked on its vision and goals for moving forward as well as a discernment of
space needs and associated costs for a building project to help meet that vision. VUU wants to
expand the campus as per your original intentions when you purchased the property in 2003.The
congregation worked with architect Wendell Burnette to create a phased campus plan, after a
detailed and thoughtful information gathering process and considering the options available for
further development of the existing campus. Kay Crider came on site for a Next Steps Weekend
in the fall of 2018 and then returned in December 2018 to do a Financial Feasibility Study to
determine campaign readiness and financial capacity for the building project.
B. Methodology
The financial feasibility study began with confidential interviews of a sample of congregants
representing 18% of pledging households, in order to make a realistic extrapolation of capital
gifts for the entire congregation. In the most recent annual budget drive to support the 2018-19
operating budget, 236 households provided financial support.
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Forty-three households totaling 61 individuals were represented in the study. The interviews
were conducted from December 9-14, 2018. A large portion of the lead contributors to the
annual budget drive was included, as these individuals are often major contributors to a capital
campaign. Beyond these households, the study sample included a representative sample of the
remainder of the congregation based on age, gender, race, single or partnered, annual financial
contribution, length of time in the congregation, household involvement in Faith Formation, and
other program areas. Overall, the households interviewed contributed 45% of the pledges for the
2018-19 program year.
A set of interview questions was developed and used for all interviews to ensure that a standard
set of data was collected. When a couple was interviewed together, the views of each person
were recorded separately. The interviews covered the following topics:
•
•
•
•
•
•
•
•

Length of association with the congregation
Listing of top programs, activities and strengths of the congregation
Vision for the future of the congregation
Familiarity with and priority of the building project
Any compliments or concerns about the project or the congregation
Likely financial contribution to a capital campaign for the project
Willingness to help out with some aspect of a capital campaign
Planned giving and interest in including the congregation in their estate plans.

Data from the interviews was analyzed taking into account the qualitative information to
determine intellectual and emotional support for the capital campaign and the financial data to
calculate the amount of money that may be raised in the campaign.
III. Findings
The survey questions were designed to identify the characteristics of the people interviewed,
their connection to the congregation, their knowledge of and engagement around the proposed
project and their capacity and willingness to support it with their time, talent and treasure.
A. Length of Time with the Congregation
Time
0-3 years
4-8 years
9-15 years
16-25 years
More than 25 years

Number of People
8
12
16
18
8
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B. Inspiring Moments or Programs for Congregants
Participants gave a variety of answers when asked to describe an inspiring moment at VUU.
Inspirations
- Music is where I belong.
- Being a Worship Associate for many years.
- When we moved from Warner Rd. to current campus.
- Flabbergasted by what we can accomplish in choir - e.g. Street Requiem
- Getting this current facility/campus. Many inspirational sermons that combine heart and
head.
- Andy is inspiring.
- The way this congregation treated my sister who is not passed away. The way I have been
held here throughout my losses has been amazing.
- Teaching middle schoolers at VUU.
- Andy helped me understand what white privilege is and how I was taking it for granted.
- Kick off of immigration team meeting. Watching current board grow and gel together.
- Watching other families come through the door and connecting with them.
- The welcome is precious.
- First visit here = everything I was looking for.
- The Sunday after Trump's election.
- Many of Andy's sermons - e.g. "Love" theme in February.
- Coming of Age à watching kids present their credos to the congregation and the
congregation's response.
- When a parent comes because their kid asked them to.
- People & connections.
- Music is really good here.
- A lot of little inspirations that add up. Something that I hear on Sunday will stay with me
all week; something that makes me feel connected.
- Sermons that are thought provoking & relevant.
- The music.
- Dedication of my children. Music Sundays. When I lead a service & my family comes.
Welcoming Andy here.
- Inspired by Joel and another person helping an elderly congregant.
- 9-11 Sunday Service.
- First day here I thought it was perfect
- My oldest child went through Coming of Age.
- There has been a gazillion! First time came to VUU was "home"; endless joyous moments
ever since.
- The sermons are through provoking and the music is wonderful.
- Sermons offer different ways of looking at things - e.g. emancipation.
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More Inspirations!
- Coming back to church where mom used to be a member.
- Just walking in and the sense of history.
- 100% vote for Andy!
- Opportunity to work with Andy to set up Chalice Circles & small group ministries.
- Sunday services are lively, positive, with joyful music!
- Sources Cantata by Jason Shelton, done with other congregations.
- First time at church the sermon was about finding a spiritual path.
- Service after 9-11 with Luna.
- Sharing of Joys & Sorrows.
- Brought tears to my eyes when Andy came back.
- When the congregation voted unanimously to call Andy after the search process.
- The outpouring of support from the congregation when my dad passed away.
- Transgender panel was exciting and empowering.
- Rev. Kellie's ordination. Base camp for Senate Bill 1070 protests.
- Seen the congregation evolve and back up our words with action. The Street Requiem was
awesome!
- Andy's sermons = the right thing at the right time when I need to hear it.
- Rev. Andy's overall service = social justice; interfaith; sermons.
- Rebecca Riggs is inspiring as a Worship Associate. Andy is terrific. Many lay people are
very inspiring from the pulpit.
- It inspires me that we are a rational, compassionate group that walks the talk.
- Gathered community meals because they really connect people. Our wedding. Any time
Andy is in the pulpit.
- Service on Black Lives Matter. Andy's sermons are inspiring.
- Many inspiring sermons, both from Revs. & lay people.
- 1st visit to church was an "ahhhh" [hear angels singing]. The people and the philosophy.
- UUCP & VUU choirs doing "Street Requiem"; practicing weekly with the choir.
- Dalai Lama group. Being a Worship Associate.
- Giving sermons Facilitating Faith Formation.
- Number of younger adults that have joined the congregation since Andy has been here and
we’ve seen the congregation evolve.
- Artwork in front of sanctuary is inspiring.
- A sermon that Andy gave years ago about being curious instead of judging people; it has
stayed with me all this time.
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C. Top Programs and Activities
VUU offers many programs and activities. People interviewed were asked to name the program
or activity that is currently the most important to them. The following chart shows Sunday
services were chosen by 45% of the participants, music at 39%, Faith Formation at 27%, Social
Action at 19% with some “Other” responses were included. The “Other” category also included
items such as FUUND/Auction and book club and Women for Women.
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D. Key Strengths of VUU
When asked to identify one key strength of the congregation, participants listed Rev. Andy most
often with Music and Faith Formation also highly important along with being welcoming, doing
outreach and lay leadership. Following is a word cloud that represents the responses, with the
most common responses appearing in the largest type.

E. Vision for the future of the congregation
When asked about their vision for what they wanted VUU to be like in 5 years, the following
descriptions were given by study participants.
Vision
- Keep on doing what we're doing & get even better at it.
- Bigger presence; more widely known.
- Lots of diversity; lots of kids running around; lots of families.
- New building and parking would be great; a well-known focal point in the east valley for
interfaith and outreach. Andy is great in helping us with outreach.
- Steady growth but not too fast.
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More Vision!
- To grow and maintain current spirit and commitment to social justice.
- Beautiful, inspiring new sanctuary & secure, inviting Faith Formation space; more visible
to general public; would like growth since many people would love us but don't know about
us.
- A kitchen and a parking lot that is shady and large enough.
- Concerned that Andy might not be here in 5 years, but I know we can survive. We can do
this!
- More impact on immigration in Phoenix; more professional in all ways.
- Room for everything we want to do; offer more to the outside community.
- A continued excellent worship service - I do not drive at night so this daytime activity is
the most important thing for me. I would love for VUU to be more attractive to young
people.
- Love the plan and hope it is in place in 5 years; expanded capacity to reach out to others;
"we are on the edge of greatness";
- More people.
- More younger people; more diverse; a community center available for different activities;
an espresso cafe to gather and have it open a few times/week for music/coffeehouse/games
(a gathering space).
- VUU as a community gathering space.
- Doing more community outreach & serving as much more of a gathering place for the
wider community; more connections; even stronger Faith Formation.
- Different and heading toward satellite location; facilities built, renovated and shined up!
- Marci still here & a building we love to use and can invite others to share.
- Andy still here; Kellie is great!!
- More diverse: different points of view & styles of life, in addition to just diversity in
appearance; more opportunities for activities; more visibility & outreach.
- Hope we grow in #'s and impact - we have a lot to offer society today, but we are still
hidden.
- Hope we grow and can have a bigger impact.
-Larger to reach more people; still lead by Andy & Kellie; really well-known in the
community - we're getting there! Andy is the best thing to happen to VUU ever; desperately
want him to stay.
- More of the things we are accomplishing now & continued strong volunteer leadership.
- More of what we are doing now and hopefully with our fabulous staff team: Andy, Kellie,
Marci & Sue.
- More diverse.
- Continue growing, with engaged people who bring new ideas and energy.
- Pretty much the same but more radically welcoming. We are on a very good path!
- More diversity in age; missing the young adults that were prevalent in previous
denomination.
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Still More Vision!
- New building; thriving congregation w/o having to move the chairs; continued thriving of
worship life; continued social action.
- Hope campus will look like the drawing; need a sanctuary instead of a meeting space and
more space for fellowship; continued growth of diversity.
- Larger; more involved in societal issues and in the community.
- Need a professional paid administrative assistant & volunteer coordinator.
- Not a lot different, maybe bigger but OK if stays the same; we will have a bigger presence
in the valley; the new building will be done; even more social action programs.
- Like the way we are now.
- Even more robust Faith Formation offering of classes and a developed system for it.
- Don't want it to change too much but more welcoming.
- Growth.
- Do not care if bigger but do not want smaller; hope we are good at having new people
stay.
- Hope new sanctuary is built and that we are bursting at the seams.
- New sanctuary built and we have two building to be together and to do outreach.
- Bigger to create a large pool of people to help with our mission; Andy to continue to reach
out to other churches; more visible and active in the wider community.
- Grow in the right direction to be more impactful and visible.
- Out of debt; breakthrough member stagnation; social action continued; maintain high
quality staff; take on a new outreach project.
- That we have an uplifting space to be, do & evolve.
- More visibility in the community; a campus ministry at ASU.
- Grow VUU but not for the sake of growth - to do more outreach in the community & offer
our support and values in this current climate.
- Even more friendly and a new building!
- Bigger.
- Still really engaged in Social Action & have become a center for interfaith gatherings;
really grounded in our sense of place; work even more effectively together.
- More opportunities for connection; more community meals; even more fully a program
church.
- The new building plan is in place - it will be much better in many ways.
- Would like to have a way to know more about/feel more connected to the lives of church
members and feel more connected - joys and sorrows was one way; maybe a listserv?
- A lot of outreach into the community; strengthening the programs that we have; something
going on all the time for members & the wider community.
- Expansion of what is; continuation of very active social action, music; continued dynamic
pastor; outreach in interfaith community (largely due to Andy); more 20-somethings.
- Building plans realized; not that different as a community - a lot is going well; more staff
& more $ to fund staff; more young people here.
- VUU connecting more broadly to the community & more prominent.
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F. Knowledge of the Proposed Building Project
Twenty-three participants or 71% stated they were very familiar with the proposed building
project, 16% said they were somewhat familiar with the project, and 13% of participants stated
they were not very familiar with it. Offering additional opportunities to the congregation for
input and education will be important in order to maximize congregational engagement for this
project.

G. Ranking of Importance of the Proposed Building Project for the Congregation
Following are the rankings assigned to the project by study participants when asked to assign a
priority to the building project on a scale of ten (most important) to one (least important). A clear
majority – 81% – feel this project is highly important, giving it a ranking of 8, 9 or 10 (with a
few folks indicating 11 or 11.5 J). Five people did not provide a ranking.
Ranking of the building project for the Congregation
Ten or Eleven (most important)
Nine
Eight
Seven
Six
Five
Four
Three
Two
One (least important)
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H. Most Important Feature of the Project
The new sanctuary topped the list of most important feature, followed closely by more space
overall and getting the classrooms closer to the worship space. The following word cloud shows
the most common answers.

I. Whether the Project Supports Your 5-Year Vision for the Congregation
When asked whether the project supports their personal vision of the congregation in 5 years,
34% of the participants gave the project the highest ranking of 10. Another 19% of participants
ranked it a 9, with 30% ranking it an 8 and another 12% gave it a 7 in importance. Two
participants ranked the project a 4 and a 5. Nine people skipped this question.
Ranking of the building project for its support of your
personal vision for VUU
Ten (most important)
Nine
Eight
Seven
Six
Five
Four
Three
Two
One (least important)
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J. Meetings Attended About the Project & Effectiveness of Congregational Engagement
Eighty-seven percent of study participants had attended a meeting about the project, with 13% of
participants being busy with work or other commitments, beingout of town and a few other
reasons they did not attend any meetings. Extrapolating that 13% to the remainder of the
congregation, there may be are a significant number of people who may need an additional
opportunity to obtain information about the proposed project. Ninety-two percent of study
participants said they had enough information to move forward The Capital Planning
Committee’s (building team) engagement was ranked as “highly effective” by 75% of
participants, with 8% stating engagement was “somewhat effective.” Eleven people did not
provide a ranking.
K. Estimates of How Many at VUU could give a gift of $10,000 or more to the campaign
There are 236 households that currently fund VUU’s annual budget. With that prompt,
participants were asked how many of those households could give a campaign gift of $10,000 or
higher. Twenty-five participants stated they could not give an estimate, and the remaining
answers ranged from 10 to 115. The most common responses fit within the range of 50 to 60,
given by 1/3 of the participants who answered the question.
L. Likely Financial Contributions from Study Participants
Each household participating in the feasibility study was asked how much they expected to
contribute to the building project over a three-year period, in additional to their annual financial
commitment to the congregation. Gift ranges, starting with $300,000 or more and working down
to no commitment, were offered.
The sum of the planned financial commitments from the 43 households participating in the study
who indicated a gift amount was $797,450 (nearly $800,000!). Twenty-three of those households
indicated they planned a gift of $10,000 or more. The distribution of gifts planned by study
participants is as follows:

[TABLE ON NEXT PAGE]
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L. Likely Financial Contributions from Study Participants (continued from previous page)
Gift Range
$300,000 or higher
$100,000 or $299,999
$75,000 to $99,999
$50,000 to $74,999
$30,000 to $49,999
$20,000 to $29,999
$15,000 to $19,999
$10,000 to $14,999
$7,500 to $9,999
$5,000 to $7,499
$3,000 to $4,999
$1,000 to $2,999
Up to $1,000
No commitment at this time
TOTAL

Number of Gifts
Indicated
0
3
0
2
4
2
2
10
1
3
9
2
2
3
43

Indicated Amount
(total within range)
$0
$300,000
$0
$110,000
$145,000
$45,000
$30,000
$104,500
$8,000
$18,000
$32,800
$3,500
$650
$0
$797,450

Projecting from the study sample to the entire congregation yields an estimated capital campaign
pledge range of $1,175,000 to $1,250,000. A stretch goal would be $1,300,000. A gifts table for
a brochure that lists gifts needed can be crafted once you approve a campaign goal, as part of
assistance with the capital campaign.
This estimate is based on the following assumptions:
•
•
•

The campaign will ask people to make contributions over a three-year period beginning
in 2019.
Over the course of the campaign, roughly five percent of the pledges made will not be
fulfilled.
Gifts of $25,000 or more can skew the results and therefore the calculations adjust for
that skew.

Of the 43 households surveyed, 47% stated that they may be willing to increase their gift, giving
a variety of reasons. Your congregation has some unique factors working in your favor, in that
100% of study participants favor the project and almost half the households indicated they may
be able to give more. If every household in the congregation that has capacity to increase their
gift, no matter the size of their gift, stretched to add 25% more to their intended gift, either
spread over the three years or by adding an additional year of pledging, VUU could potentially
raise 1,350,000. Loan considerations will be discussed in section V. below.
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Of the $797,450 identified from study participants, 52% of those gifts would be made in three
annual payments starting in 2019, 22% said they would make monthly payments over three years
(totaling 76% of gifts being spread over 3 years starting in 2019), 5% of gifts would be paid in
one lump sum likely in the first year of the campaign, 10% of participants stated they would give
half or more of their gift in the first year, and the remainder spread over years 2 and 3, 5% of
participants indicated they would need to begin their payments 2020 and spread them over 2
years, one household indicated they would spread their payments over a five-year period, and
one household did not indicated a payment schedule.
Three households indicated that they could not indicate a possible contribution to the project at
the time of the study due to changing personal circumstances but that they could make a decision
in the coming year. None of these households indicated they did not support the project.
M. Compliments
Participants were invited to share compliments about the proposed project or the congregation in
general and if there were any specific people they wanted to thank.
Compliments
- I love this congregation! This congregation has a lot of doers. The leadership: Andy;
Kellie; the Board; and the congregation is behind every one of them.
- Absolutely amazed at how much effort and though has gone into this process; those folks
know who they are.
- We have very positive feelings about the congregation and are very happy the board has
taken this on. This is a very well-thought-out plan.
- This place has been life-changing as my spiritual home. Andy has been amazingly quick to
provide support during times of loss. Kellie is also amazing with Voices Lifted. Choir is a
community in itself that shares joys & sorrows and worship too.
- A great congregation - most of my friends and social life are centered here.
- DeeAnne McClenahan, Andy & Kellie.
- DeeAnne has been fantastic as a great leader. The whole board is working really well
together. Mary Wolf-Francis.
- Mary Wolf-Francis - new and head of capital campaign, Linda Horton, Jim Horton Barb
Quijada.
- Sue Ringler is so pleasant. Kellie is wonderful. I only come when Andy is in the pulpit.
Like the good use of screens during the service.
- Board has done a fabulous job. DeAnne has been instrumental. Rev. Andy has a way of
gently challenging us on social action.
- Lorraine Rice.
- Andy is inspiring.
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Continued Compliments
- Kudos to Marci! The welcoming people who reach out to newcomers. I really like the
phases of the project.
- Justin & Kasey, the two youth serving on the project team.
- Jim & Nancy Nielsen - “so much generosity.” Linda Horton has bled for this congregation.
Anne Schneider, JoAnne Smith, David Sheh, Beverly McCormick.
- Everyone is working very hard to make sure things are transparent & that we have an
opportunity to get info. and ask questions. Barb Quijada - she's taking it on! Jim Horton,
Mary Wolf-Francis. Many people have been willing to step up and with a great attitude.
- Mary Rothschild & Anne Schneider - great at messaging! A lot of confident in the building
team; I trust them! Andy has brought a lot to the church with his charismatic leadership from
the top. We are lucky to have such good music! Everyone who participates in the choir!
- Barb Quijada - so friendly and outgoing to offer info. and answer questions. Andy, Kellie,
Marci and Sue - all of them have a vision and help us embrace it!
- Faith Formation program for C&Y, Coming of Age and Our Whole lives all doing great
under Marci's leadership. Great music program with Kellie! Andy, Marci, Kellie & Sue are
great! We're doing great with young people.
- Andy, Kellie, Marci; Lorraine, Anne Schneider, Carl Anderson. So many people.
- Board has done a good job with an open and transparent process - I could not be any
happier with their work. Everything is good here. Janice Miller did A LOT as Board
President. Anne Schneider got us back on track financially. Andy and Kellie are great.
- DeAnne McClenahan. Andy & Kellie.
- The Board members who have gotten this going & have 2 committees formed for the
campaign and the building project.
- Design is great! Connected buildings via courtyard/town square.
- Thanks to Kellie 1000x! Her participatory model is great rather than just performance.
Marci and Sue both due a great job! Andy is great as a preacher and is authentic & is
interested in lots of things.
- Those who volunteered to be on the capital campaign team or the capital planning team!
The architect!
- Andy has been a guiding hand. We would not be attempting this project if Andy were not
here.
- Barb Quijada, Anne Schneider. Debbe Simpkins does a lot behind the scenes. There are so
many people that do stuff.
- I think the whole world needs to know how awesome we are.
- Janice Miller. DeAnne McClenahan.
- Kellie is outrageously good. People are extremely talented. Jim Horton. Stewardship team
is doing great - I got a nice post card from them for pledging! Willa Cree on social action.
Andy has been amazing and has evolved as a minister. The whole team with Andy, Marci &
Kellie makes a great Sunday service. The choir is fabulous and a very dedicated group of
folks generally.
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Even More Compliments!
- The pianists. The music program is amazing. Lauree Perry. David Sheh = so capable and
generous with his time and intelligence. Sue Ringler is amazing. Kellie is a big heart of this
place. All the staff. Jim Nielsen. Just everybody.
- Michael the pianist is amazing. Really pleased with 2 services. Kellie does a tremendous
job with the choir. Marci runs a great Faith Formation program. Sue Ringler is unstoppable!
- Carl Anderson. The Hortons. Anne Schneider. Andy is by far the best minister we've had.
Marci.
- The Hortons are a backbone of leadership. David Sheh. Anne Schneider & Willa Cree have
helped achieve our social action. Scotty & Dorothy Meek - Scotty has passed away but its
good to remember him.
- Jerry Waters. All the staff. Anne Schneider & all the active social action volunteers. Kellie
& Barbara Metz for music. Pastoral Associates. Debbie Simpkins, Rick Hinrichs, Debbie
Dinyes, Lauree Perry, always working behind the scenes to make sure everything is ready.
Jim & Nancy Nielsen, Barb Soroff, Ken St. John, Rebecca Riggs, Lynn DeMuth, Mary
Erickson, David Sheh, Carl Anderson. The Young Couple - she heads up snacks on Sundays
and they have preschoolers. The community has been very supportive of me.
Great Board leadership in introducing concept to congregation; Paul Schneider; DeeAnne
McClenahan has super great transparency on finances à she helped build reception to the
idea of this project. Rev. Andy has done a nice job - he knows it's not about him but you
don't get where we are without good ministerial leadership .
Choir is a super hard-working group and does a lot more than sing.
N. Concerns
When asked whether they had any concerns about the proposed project or the congregation in
general study participants listed the following items. Some participants expressed more than one
concern and 23% of participants expressed no concerns, which is a good/high percentage.
Concerns
- I just hope we can do it! This is an ambitious project.
- If we don't do project, we will turn off new families and even current ones. Project is a
little bit scary.
- Andy is a key factor to hold people together; we need stability for 5 years. Andy can help
us become a big name and force in the valley if he stays longer.
- Concern that if we build the facility and Andy leaves that we might have a problem if he
is the key to our growth. Need to plan for extra maintenance costs of new facility/larger
space.
- I dislike how the two services are set up with Faith Formation in between since there's no
real coffee hour now; my friends attend the first service and that's too early for me so
there's no one to sit with at the second service. Coffee is not good; need filtered water since
Chandler water tastes bad.
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Concerns continued
- Are we getting in over our heads?
- Scary if Andy leaves in the middle of this project. Not convinced we need a new building.
Don't want to take on too much debt.
- I hope folks continue to support the annual programs. Can we raise enough money for
this project?
- Can we raise the $? Seems precarious. Need consensus of everyone stretching to pay for
it.
- Concern that renovations do not have any changes for space for middle and high school
youth.
- Would like a gym as part of renovated Fellowship Hall that could also be multipurpose other congregations have these and they help attract youth and young adults, and Andy is a
ballplayer too so he would like it as well. Would like more people to step up to fund annual
programs and mission.
- The money. Keeping momentum for this long-term project.
- Physical location is a disadvantage; we need more visibility from a main street; perhaps
some signage? Would love to have better retention of people who join but do not stay.
There is no one left of the group of people who joined at the same time as them more than a
decade ago.
- Only financial = "$2 Million is a lot!" I hope we don't take on a huge debt like we did with
the RE buildings in the 80s and buying this place in the 90s.
- Would love to see this project happen on a main street. Fear that Andy might leave and we
would regress, since he is a driving force and a visible leader in the community. LEED
certified is important, even if costs more.
- We used to have a very strong YRUU group. Really want a professional kitchen & does
not want that part to be cut.
- Tech system for Sunday slides is difficult to operate (coming from someone who is tech
savvy).
- How much can we raise?
- Not sure enough people in the congregation know what's going on.
- Hope we can afford it.
- The whole project is expensive. Don't want anything to tear the congregation apart.
- This is a huge amount of money and I don't know how many people can give. Some
people feel we might be able to update current facilities; unsure if we can get much bigger.
Congregation is personally driven by Andy and if he leaves we may see a drop in
attendance.
- Maybe more money than they can raise.
- Can we raise enough money? A few people took out a second mortgage for the last capital
campaign and a few of them may not have been treated that well.
- That we'll raise just under $1M or only $750K like last time and/or that we will borrow
too much. Do we need a bigger pit in the bioswale to handle all the runoff? Can we afford
an associate minister?
- Need solar panels in parking lot instead of trees - check with friend of Rev. Andy, Doug
Bland, who knows about church solar.
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A Few More Concerns
- Would prefer that the choir not be behind the minister in the new sanctuary. Would like
more music concerts.
- We strive to do the 7 principles, but we don't always walk the talk. We are too
homogeneous; we need more diversity in thought and people. However, I know that for
most faiths the most segregated day of the week is Sunday.
O. Other Information Gathered
Campaign Volunteer Support
Forty-three study participants indicated a willingness to assist with particular parts of the capital
campaign when asked about 9 areas for which they could volunteer. Twenty-four people stated
they would be willing to be a visiting steward and 6 more people said they might be willing to do
it after a training or some coaxing. A list of volunteers and the areas in which each person
offered to help will be given to the Capital Campaign Committee.
Possible Gifts from Outside the Congregation
Interview participants offered the names of people outside the congregation who might be
willing and able to contribute to the capital campaign. The suggested names will be given to the
Capital Campaign Team.
Planned Giving
Seventy percent of households that participated in the study indicated they have a will and 14%
indicated they need to update their will or get one prepared. Forty percent of households
interviewed indicated that have included VUU in their will and 3 households would like more
information on how to do it. Those names will be forwarded to the Capital Campaign
Committee.
Attendance at Sunday Services
Attendance
Almost every Sunday
2-3 times per month
Once a month
Infrequently
Did not answer

Number of People
49
11
1
0
1
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Serve on Committee or the Board
Nearly every participant in the study is currently involved in some service at the congregation
and many people indicated past service as well. Thirty-one separate areas of involvement were
listed. These areas included: Aesthetics, Board, Book group host, Building & Grounds, Cabaret,
Capital Campaign Committee, Capital Planning Committee (building team), Chalice Circle Host,
Choirs, Coffee & Food Ministry/Hospitality, Coming of Age, Compensation Committee, District
Board, Faith Formation lay leader (adult or children & youth), Greeters, Finance,
Fundraising/FUUND/Auction, Green Sanctuary, Lay Pastoral Care, Membership, Nominating
Committee/Leadership Development, Our Whole Lives, Policy Committee, Safety, Special
Funds/Endowment, Stewardship, Social Action, Social Suppers, Welcome Circle, and Worship
Associate.
Additional Demographics
The following tables summarize age and income of the study participants who provided
information.
Age
31 to 40
41 to 50
51-65
66-75
Over 75

Number of People
0
10
20
16
15

Annual Household Income
Up to $25,000
$25,001 to $50,000
$50,001 to $75,000
$75,001 to $100,000
$100,001 to $150,000
$150,001 to $250,000
> $250,000
Did not answer

Number of Households
0
4
6
9
11
11
1
1
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IV. Observations
VUU has significant support to fund the addition of a sanctuary to your campus. Ninety-three
percent of the study participants indicated some level of financial support for the building project
being considered, with the remaining 7% needing to do some further discernment about their
particular financial situation before they could indicate a gift amount. Study projections indicate
that a well-run campaign with support from the remainder of your congregation should result in
at least 2.75 times your 2018-19 annual pledges or approximately $1,175,000 to $1,250,000.
You may want to consider a stretch goal of $1,300,000, which is approximately 3 times your
annual giving and there is potential to raise even more than that amount. This financial projection
assumes a three-year capital campaign beginning in 2019. There is willingness and capacity for
additional giving from 21 of the 43 households interviewed – or 47% of study participants —
and the remainder of your healthy congregation may also be willing and able to make a stretch
gift within their means. Note that occasionally congregations decide that they will stretch their
giving significantly further, after they see the initial results of a feasibility study and what they
can accomplish with the initial campaign projection. VUU is in an ideal situation of having staff
that it loves in all areas of congregational life, a healthy culture, strong lay leadership and
excitement about the addition of new facilities that should allow you to more fully grow into
your mission.
If every household in the congregation, that has capacity to increase the gift they are considering
for this legacy project, stretched to add 25% more to their intended gift, either spread over the
three years or by adding an additional year of pledging, VUU could potentially raise 1,350,000
or more for this legacy project. It will take a village and everyone stretching farther than they
imagined, to get that done.
VUU has a current mortgage on its existing facility of approximately $645,000 that serves as
about $63,000/year in debt service or 10% of your annual budget. As noted in my Next Steps
Weekend report, 15% of a congregation’s budget spent on debt service is a typical comfortable
amount for congregations to grow and live out their mission without negatively impacting
program funding. A congregation is able to manage a percentage higher than 15% if it is for a
short bridge loan during the period of construction that then gets paid down with pledges and the
three-year campaign period proceeds, however, it is not recommended for a congregation to go
much higher than 15% of annual funding for long-term debt service. A reasonable size loan that
would bring your debt service to roughly 15% of your annual budget is discussed in the
recommendations section.
Please remember to take care of each other’s hearts as you move through the planning of a
campaign for a building project. Generosity of spirit, attentive listening, transparency of process
and frequent appreciation will help minimize conflict and engender support of each other as you
work together during this transformative time for VUU. Be sure to take the time to do opening
and closing words for your meetings as a reminder of why you are doing this work together. \
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V. Recommendations
Based on the results of the study and analysis of the findings, I recommend that VUU
proceed with some key next steps to determine whether to launch a capital campaign for the
proposed addition of a new sanctuary:
•

Present the results of the feasibility study to the congregation.

•

Identify what portions of your building project can be accomplished with a campaign
within the range of the feasibility study plus a reasonable loan.

•

Provide more opportunities for education and input on the project in the new year.

•

Obtain formal approval to launch a capital campaign and be clear how the funds will be
handled and the scope of the project with any revisions. If you intend to use any of the
capital funds for any bridge loan debt service during the building process, you should
make that clear so that everyone understands the parameters of giving.

•

Develop a firm case statement and target for the capital campaign, considering the
priorities and other information gathered during the feasibility study and provide
opportunities for input from the congregation. Develop and stick to a task plan, timeline
and organization for carrying out the campaign. There are recommendations provided in
Beyond Fundraising, by Wayne Clark, and I can assist you as needed.

•

Develop messaging for the entire congregation about the level of commitment required to
conduct a successful capital campaign. Emphasize that contributions to the capital
campaign are payable over 3 years. Ask remaining congregants who were not part of the
study to support the project by doubling or tripling their gift to VUU and spread that
additional giving over a three-year period. Encourage those households with capacity to
go well beyond tripling their gift, in order to fill out a gift chart to reach your campaign
goal. Approximately 20% of the congregation will need to give a gift well beyond 3 times
their annual giving in order to fill out a typical gifts chart.

•

Ensure that congregants know that they should not reduce their annual contribution in
order to make a gift to the capital campaign. Continuing robust support of your programs
will be essential for both the short and long-term health of the congregation. Along these
same lines, be sure to let congregants know that gifts of every size are welcome. There is
economic diversity in every congregation and all contributions to the additions to and
renovations of your congregation’s home are valued.
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•

Plan to conduct the combined campaign based on face-to-face stewardship visits—this is
an essential method for a successful capital campaign. Additional visiting stewards can
be recruited beyond those identified in the study. Schedule a training and orientation
session for the visiting stewards to empower them in their service as stewards. Consider a
covenant between the congregation and the visiting stewards to help educate the
congregation about the process. Sample covenants can be provided that you can
customize.

•

The Capital Campaign Committee should confirm the willingness of the study
participants who agreed to be visiting stewards to ensure that each steward is assigned no
more than four households to approach for a gift to the campaign.

•

Congress has made permanent the IRA tax provision that allows gifts from IRA’s to
charitable institutions to be excluded from taxable income if age 70.5 or older. You can
gift your required minimum distributions directly to the congregation to avoid paying tax
on that income and sometimes avoid being placed in a higher tax bracket due to those
funds being excluded from income when they are gifted. Even under the new tax rules,
itemized deductions can be made for many households; consult your tax advisor to
determine your options. If you use tax filing software, many of those programs can help
you determine your options.

•

For financial tracking of capital campaign pledges and income, it is recommended that
there be two separate people tracking the incoming gifts as well as outgoing payments for
building renovations. This system is often accomplished by having a capital campaign
treasurer or campaign finance chair who is separate from the church treasurer, followed
by monthly or periodic verification by a bookkeeper. A separate account for capital funds
is also recommended, rather than simply keeping a spreadsheet that separates annual and
capital funds.

•

Loan Considerations
o The UUA recommends that a congregation’s debt service not exceed 25% of
it’s annual budget, while keeping in mind that to fulfill your mission and vision,
some debt is often healthy and necessary. Please be advised that 25% is a
maximum/ceiling and not a recommendation that your annual debt service be
that large. A more reasonable amount of debt would be 15% of your budget
spent on annual mortgage payments. VUU currently has about 10% of its
budget allocated to its existing mortgage, leaving an additional 5% of debt
service available and still remain within a healthy range. In addition, in light of
your debt service taken on when you purchased your current campus, and the
strain on your annual budget that occurred at that time, VUU will want to be
especially mindful of the amount of any additional debt taken on in connection
with the proposed project.
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o Your congregation decides a realistic loan amount for any additional debt based
on how much you can absorb into your annual budget. For example, if you
obtained an additional $360,000 loan for a 20-year term at 5.5%, that additional
loan would result in $29,717 or ~$30,000 in additional debt service per year. In
other words, you would have annual mortgage payments of ~$93,000 per year,
which is 15% of your $624,000 annual budget. The 5.5% interest rate is based on
the interest rate of your current loan. Financial forecasting over a 5-year period
will help the congregation see the pledging needed to support this additional loan
and also meet your needs for program-related budget increases. Realistic potential
rental income from your new space can also be factored into your forecasting
keeping in mind that it often takes a full year or more after construction is
complete to maximize your rental income for the new or renovated space.
o There are several requirements to obtain a loan from the UUA’s building loan
program, one of which is to raise three times your annual pledges. Based on the
results of this financial feasibility study, you would need to confirm pledges (not
payments) of $1,321,110 to meet this requirement. Non-UUA lenders do not
have such a requirement, should the congregation decide to use a local lender.
The UUA’s current interest rate is the 5-year treasury plus 3%, which equals
5.6%. and the UUA encourages congregations to use a local lender when
possible. For more information on all the requirements of the UUA’s building
loan program see: http://www.uua.org/finance/buildings/27516.shtml If a local
bank option is available, they can often provide better rates than the UUA.
•

Future Chalice Lighter Grant from the Pacific Southwest District (PSWD):
o VUU may be eligible for a Chalice Lighter grant from the PSWD. In order to
apply you need a minimum of 20% of your congregation’s members as active
Chalice Lighters and for VUU to have contributed its Fair Share to the UUA and
PSWD for the previous two years. VUU is listed as a recipient of a past Chalice
Lighter grant for its facilities. See https://pswduua.org/about-us/about-thedistrict/programs/chalice-lighters/ for more information and to determine their
current grant amounts, and keep this on your radar as a future possibility as you
move forward on your project and plan at least a year and a half ahead for receipt
of a potential grant.

•

Total Capital Fund Possibilities (including a new loan)
o Projected minimum pledge range for a capital campaign
= $1,175,000 to $1,250,000 with a stretch goal of $1,300,000 or even 1,350,000
o Potential $360,000 loan to add to current loan
TOTAL capital fund, including a successful campaign
= $1,535,000 to $1,610,000 with a stretch goal of 1,660,000 or even 1,700,000
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VI. Closing
It has been a pleasure to work with VUU up to this point as you plan to expand your liberal
presence and be a beacon for justice in a historically conservative area of Arizona. You have
many talented and dedicated congregants and staff. There is a lot of positive energy, enthusiasm
and financial support within the congregation to renovate and expand your existing property so
that you can better live out your mission and vision. Congratulations on your processes and very
hard work that has led up to this level of support! The legacy of this project will be a wonderful
gift to your congregation, the wider community and future generations.
I look forward to seeing your continued progress and I will be available to assist you as needed
for your capital campaign. Please let me know if you have any questions.
“There is a LIGHT in this world.
A healing spirit more powerful than any darkness we may encounter.
We sometimes lose sight of this force when there is suffering, and too much pain.
Then suddenly, the spirit will emerge through the lives of ordinary people
who hear a call and answer in extraordinary ways.” – Richard Attenborough
VUU is a bright light in this world. Continue to answer the call and be all you can be. You are
extraordinary. You can do this!
In spirit,

Kay Crider
Stewardship for Us
541-968-9988
kaycrider@me.com
Copies to:
David Sheh, VUU Liaison for Financial Feasibility Study
Mary Wolf-Francis, Capital Campaign
DeeAnne McClenahan, Board President
Rev. Dr. Andy Burnette, Minister
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