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Summary Data 
 

Name of Congregation:  All Souls Unitarian Universalist Congregation   

Minister:  The Rev. Carolyn Patierno 

Contact Person: Clare Evento, Vice-President, Board of Trustees  

Number of Members: 220       Pledging Households (FY14):  163  

Annual Budget (FY14): $386,000 

Annual Income from financial commitments (pledges, including UUA dues pledges):  

$302,267 (anticipated FY 14) 

Average Pledge (including UUA dues): $1866  Median Pledge:  $1150 

Approximate average Sunday attendance:  204 adults; 45 children & youth  

Contributions to UUA and District / Region: Below Fair Share levels 

Debt:  A large mortgage was taken out as part of All Souls’ building campaign in 2006, 
which financed the purchase and major renovation of the congregation’s main building 
at 19 Jay Street.  The current mortgage balance is approximately $610,500.  
Annual debt service is now paid entirely from the operating budget1, and is currently 
$61,690/year (approximately 16% of annual budget). 

Endowment/Restricted Funds:  All Souls chose to spend most of the Endowment fund to 
help pay for the Jay St. building in 2006.  The current balance is below $1000. 

The congregation holds a total of $11,000 in various restricted funds, and 
approximately $80,000 in three contingency funds (other than the Endowment). 

Does the congregation conduct a face-to-face annual stewardship drive?  Not for 
several years.  A variety of other stewardship methods have been used, most often 
following a Celebration Sunday model.  For the last few years it has been difficult to 
recruit stewardship leaders, and the Board has taken on the responsibility of running 
the annual budget drive.   
Stewardship information and financial commitment forms are available through the 
website, but All Souls does not currently offer electronic giving or pledging options. 

Date and Purpose of last Capital Campaign:  The last major campaign was in 2006, to 
purchase and renovate the vacant building at 19 Jay Street, behind the historic church 
building.  That successful campaign dramatically increased All Souls’ capacity and 

                                                           
1 Until 2012, the cost of debt service was partially covered from residual capital campaign funds. 
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accessibility, and allowed the congregation to continue to own the old church building 
on Huntington Street, both to house a Homeless Hospitality Center and for some 
congregational activities.   
An ambitious campaign goal of $675,000 was met and exceeded through the generous 
and faithful gifts of All Souls members and friends, and a “Miracle Month” yielded 
another $170,000.  Since the move to the Jay Street building, All Souls has seen 
significant growth in attendance, membership and programming – especially in younger 
families and children. 

Does the congregation have current a Vision and Mission Statement and Long Range 

Plan?  Yes.  All Souls adopted a Mission Statement sometime between 2001 and 2003.2 
A Long-Range Plan was developed for 2009-2014, and a draft addendum for 2014-16 
was published in February 2014. These plans include goals and detailed action plans, 
but no financial projections.   
The 2009-2014 Plan called for a creation of a 5-year capital improvement plan, and the 
development of short-and long-term plans for the Huntington Street building.  The 
2014-16 Draft Plan calls for the development of a maintenance and improvement plan 
for the Jay St building, a plan to sell the Huntington St building, and the creation of a 
“Future Campus Task Force.” 

Describe proposed project and estimated costs:   Rather than a single project or need, 
All Souls is dealing with a number of interconnected facilities challenges. The 
Huntington Street building is now largely unused, except for quarterly children’s chapel 
services and occasional special events.  The departure of the Homeless Hospitality 
Center from that building has reduced building use income, and the end of capital 
campaign funds has increased the cost of debt service. 

At the same time, there is a heightened need for additional and improved space in the 
Jay Street building.  RE classrooms are full, meeting rooms are scarce, and there is no 
real kitchen.  All of these are a drain on staff and volunteer time and energy, as is the 
need to use Unity Hall as both sanctuary and fellowship space.   

No specific plan for adding on to the Jay St building has been identified, and no cost 
estimates are in place.   

Contacts and conversations have taken place with several potentially interested buyers 
for the Huntington St building, and the leadership has attempted to reconcile 
significantly different estimated values for that building.  No firm or likely offers have 
been made or accepted. 

                                                           

2 “All Souls Unitarian Universalist Congregation is a liberal religious congregation that 

nurtures lifelong spiritual development.  We covenant to create a welcoming, caring, justice-

seeking community within and beyond these walls.”  
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What steps have been taken to prepare for this project, and to involve the 

congregation?   All Souls leaders identified an “open question” for the entire 2012-13 
church year:   
How can All Souls integrate the elements of the campus (both Huntington St. and Jay 
St  buildings, plus grounds and parking area) to support the congregation’s mission now 
and into the future?    
Many congregational conversations and Board discussions focused on this question, as 
well as the ramifications of selling the Huntington Street building and using the 
proceeds to pay down the mortgage, to expand the Jay Street facility, or some 
combination of both. 
This Next Steps Weekend was designed as the beginning of a process to involve the 
congregation at large in moving toward a firm decision and a specific plan. 

Did you meet with the minister or other staff?  Yes.  I spoke by telephone on several 
occasions with Rev. Patierno, and had dinner with her on Saturday evening during the 
visit.  I also met briefly with Rev. Caitlin O’Brien, Associate Minister (Religious Education 
and Pastoral Care for families), and Rebecca Bryan, Intern Minister. 

When is a campaign likely to take place?  Though no plan is yet in effect, many 
leaders expect a capital campaign within the next few years. 
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VISIT OVERVIEW 

A Next Steps Weekend at All Souls Unitarian Universalist Congregation took 

place April 4, 5 & 6, 2014.  An inquiry about capital campaign consultation was made to 

Wayne Clark, Director of the UUA Congregational Stewardship Network.  Because I 

had worked with this congregation on several previous occasions including a major 

capital campaign (2005-06), the referral was made to me.   

Initial telephone conversations were held with Lynn Tavormina, Clare Evento 

and Rev. Patierno, to discuss the focus and timing of the visit and identify appropriate 

leaders and groups to invite.  Before the visit I reviewed a wide variety of 

congregational information, including recent Annual Reports, newsletters, contribution 

and attendance summaries, plus information on congregational history, mission, and 

long-range planning. 

The goals of this Next Steps visit were a) to gather information about the 

congregation’s resources, current needs, and future plans; and b) to make a 

preliminary assessment of issues concerning facilities use, especially any factors that 

could impact future capital fund-raising.  This report summarizes the findings of the 

visit; identifies significant issues, resources, and challenges; and recommends next 

steps the congregation might undertake. 

My presence as a consultant was very well received by congregational leaders, 

staff, and a variety of members and friends.  The visit began Friday evening in a 

discussion about expectations for the weekend with members of the Board of Trustees, 

past Board Presidents and their partners, and Rev. Patierno.  On Saturday, I facilitated 

several hour-long group discussions.  Two morning discussions focused on Religious 

Education/ Adult Spiritual Exploration/ Sunday Services, and then Membership/ 

Hospitality/ Small Group Ministry/ Caring / Social Justice.  Two more open sessions 

were held in the afternoon, on Finance & Stewardship and Facilities.  In the middle of 

the day I led a “mini-workshop” to address questions about successful capital 

fundraising in Unitarian Universalist congregations. 

On Sunday I attended the 9:30 service, and facilitated a final small group 

gathering made up primarily of parents and grandparents of current RE children and 

youth.  The visit concluded with a wrap-up meeting with Board members and staff at 

which I shared my preliminary impressions. 

At least 85 members, friends and staff participated during the Next Steps 

Weekend.  Particular individuals who have served in leadership roles in each area were 

encouraged to attend that group discussion, but all groups were open to any interested 

congregants.  Many people attended more than one session.  Attendance was 

consistently good, and participants were engaged in the questions raised.   
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With the exception of those attending the workshop on capital fundraising, all 

participants were asked how long they have been a part of All Souls.  Responses 

indicate that roughly one-quarter of the participants have been at All Souls for more 

than 20 years; another quarter for 11 - 20 years; and almost one-third for 6 to 10 years. 

The remaining one-sixth have arrived within the last five years.  Notably, each group 

attracted at least one person who has been a member at All Souls for more than 20 

years. 

Overall, this seems like a well-balanced distribution.  It may be useful, however, 

to consider how it corresponds to the membership as a whole.  As discussions about 

building use and capital fundraising move forward, it will be important to intentionally 

involve members from all of the church’s generational cohorts. 

FOCUS GROUP DISCUSSIONS 

Each of the four small group discussions began by gathering positive impressions 

of that aspect of congregational life, and moved into identifying areas of concern about 

current programs, or hopes for the future.   

Religious Education/ Adult Spiritual Exploration/ Sunday Services:  

The seventeen people who attended this group had a wide range of positive memories 

of their involvement in regular and special worship services and religious education/ 

exploration.  There was broad appreciation for cross-generational relationships 

cultivated at All Souls, and for the evolving membership development experience, 

especially in the program now called Exploring All Souls.  One person felt invited “to 

grow in spirit and in skills;” another said that this congregation “gave me a chance to 

give of myself, and a structure in which to do that to make a difference.” 

Much organizational and planning effort has focused on programs for children and 

youth in recent years.  OWL is offered on a regular rotation at all age levels; Coming of 

Age and Youth Group provide opportunities for deeper involvement in Unitarian 

Universalism as children grow into adolescence.  Children’s Chapel is offered quarterly, 

and children are invited to help choose the congregation’s social justice focus.  Over the 

last several years, new RE Committee models have been developed to better integrate 

children’s programming into all aspects of congregational life. 

In response to questions about space use at busy times, concerns seemed to focus on 

“traffic flow” on Sunday mornings.  Choir rehearsal times and spaces are limited; 

hallways are often clogged with people coming and going; those lining up for the 

processional make it hard for people to enter Unity Hall.  Making the switch from 

worship to fellowship has become efficient, but is still challenging.  Coffee hour is 

crowded, loud, even dangerous for those with mobility limitations; hosting coffee hour 
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is challenging without a real kitchen.  All of this negatively impacts the congregation’s 

ability to be fully welcoming to newcomers.  On the whole, it seems that traffic flows 

have been organized so that they are “okay” but vulnerable to any unexpected events.  

Membership/ Hospitality/ Small Group Ministry/ Caring / Social Justice:  

To begin, the nineteen participants in this group were asked to summarize their 

experience of All Souls in a slogan of six words or less - something that might be useful 

in an imagined marketing effort.  (The results of that exercise are listed at the end of this 

report.)  Again, the overall message was that All Souls has been a positive and often 

transformative force in people’s lives, and that those who are now part of the 

congregation would be happy to welcome many other people to join them. 

Despite this positive atmosphere, new members have not been added as fast as had 

been hoped.  When asked why it has been difficult to meet the membership growth 

targets identified in long-range plans, a number of explanations were offered: 

o spaces are crowded on Sundays, which can be overwhelming 

o recent economic difficulties  

o the high degree of transience in the area 

o cultural shifts: going to church is not as important as it used to be;  

people are exhausted by work and activities, Sunday is their only day of rest;  

many self-identify as “spiritual but not religious” 

o demographic, socioeconomic barriers (perceived and real) 

o the transition to the new building 

o a need to be “better evangelists” – a sign or mural would make All Souls 

more visible in the community 

o other things at All Souls take higher priority than encouraging membership: 

the budget, the buildings, creating policies 

o prolonging the process of integrating new people into the congregation  

A discussion followed about the growing importance of a dynamic web presence, 

including audio-visual sermons or live-streaming of services. 

Finance & Stewardship: Despite the lack of a current Stewardship Committee, 

sixteen people took part in this discussion.  Almost all of them had worked on past 

annual or special stewardship campaigns, and most recalled that work as a positive, 

growing, educational and humbling experience.  

When asked to identify the source of difficulties with stewardship at All Souls in 

recent years, people mentioned a reluctance to engage in person-to-person campaigns, 

and a perception that it has become harder to talk about money since the end of the 

capital campaign.  Attitudes seem to have changed, perhaps especially among younger 
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adults, who are less focused on pledging and more on paying for what is of value.   For 

example, there has been “no pushback” from parents about the new Religious 

Education fee system.  Information about how many parents (or others) might be 

choosing to pay the fee or contribute to offerings but declining to make a financial 

pledge was not readily available. 

Facilities: The day ended with another large group (15 people).  When asked what 

they most loved about the buildings, a long list quickly emerged about the Jay Street 

space: the building’s openness, light, and cleanliness; how easy it is to welcome and 

integrate children in the service; accessibility; the wall and the skylight in Unity Hall.  

For some, All Souls’ location in the heart of the city is a source of joy. 

The list of frustrations with the congregation’s physical plant was also lengthy, and 

started with the Huntington Street building.  Some see it as a “money pit” in need of 

complete renovation.  The boiler requires constant TLC, and utilities costs are 

considerable even when the building is not in use.  Others have a more favorable view 

of the old church building, though no one offered a positive impression of the Krag 

wing. 

The Jay Street building is also a source of frustration: the difficulty and annoyance 

of constantly moving chairs; too few meeting and office spaces, requiring that many 

rooms have multiple uses; inadequate storage; the lack of a kitchen, serving area, or 

community room. 

When asked to describe what they hope the All Souls campus might look like in 5 

years, responses were quickly forthcoming: 

o more room: a chapel, classrooms, gathering spaces for children 

o a second floor on Jay Street, for offices, conference and common rooms 

o a real kitchen 

o roof garden 

o the garage is gone 

o memorial garden 

o traffic flow problems are solved 

o solar panels 

o more property 

o “Phase 1 is complete, Phases 2 & 3 are planned out” 
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 Programs for children, youth and families:  Fourteen people crowded into the 

Library for the last group discussion, most of them parents and grandparents of current 

RE-registered children.  These families first came to All Souls from a variety of 

backgrounds and needs, and have many positive things to say about the benefits of 

being part of the community.  After a general discussion about what has worked well in 

RE and some questions about future programming, the conversation moved to the 

challenge of managing time and space in a busy building with two Sunday services.  

Parents generally appreciate the brief opportunity to interact with other adults at coffee 

hour  - after the service has ended but before RE classes conclude.  Before 11am, 

however, they feel the pressure of quickly collecting their children and leaving the 

building so that the second service can begin.  A few people wish for a single service at 

10am.  Many people said that adding a space where families could linger without being 

in the way would help them feel more connected to the community. 

When asked “what would you add?” people responded: 

o green space 

o dedicated classrooms, that could be decorated and “lived in” by one class for 

a year 

o a dedicated worship space 

o a fellowship hall 

o parking garage under the building 

o room dividers 

o a larger nursery, without the mirror into the hallway 

o bathrooms for children (little toilets and sinks) 

o small group ministry opportunities with childcare 

o social events for families 

A few comments were made about the Huntington Street building – one person 

wondered how it makes sense to sell that building when the congregation needs more 

space for current needs. 
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FINDINGS 

CONGREGATIONAL STRENGTHS AND RESOURCES 

At this point in its history, All Souls shows many areas of significant strength: 

 A treasured, effective faith community:  Members and friends at All Souls 

have a strong sense of connection to one another, and significant pride in the 

congregation’s role in promoting justice and service in the city of New 

London.  All Souls has been recognized nationally both as a Breakthrough 

Congregation and a participant in Leap of Faith; in the last several years, the 

congregation has made real progress in breaking down barriers of race and 

class through their hosting of the Homeless Hospitality  Center.  Thoughtful, 

effective membership development programs (especially Exploring All Souls 

and Small Group Ministries) have helped cultivate deep connections within 

the community and to Unitarian Universalism. 

 Capable, talented leadership (lay and professional): The staff at All Souls 

has grown significantly, in order to lead and support the growing array of 

programs and many volunteers who keep them going.  Rev. Patierno’s 13-

year pastorate is deeply appreciated by both new and long-term members; 

just as important is the strong sense of collaboration and competence among 

staff and lay leaders.  The leadership’s ability to navigate the many 

challenges involved in buying and moving to a new building may have had a 

lasting effect on the culture – as one past president put it: “People have 

confidence that All Souls can be and do good things, and that our leaders will 

find a way to make that  happen.” 

 An emerging consensus on facilities:  Detailed long-range plans provide an 

outline of overall goals and strategies in key program areas, almost all of 

which would have some impact on All Souls’ physical plant.  Though a 

specific facilities plan is not yet in place, there is an evolving understanding 

(at least among the leadership) of the congregation’s space needs: 

o the current configuration of two buildings is not well suited to the 

congregation’s needs; 

o the Jay Street building alone cannot adequately house the congregation 

as it is now, and will inhibit further growth. 
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 A record of navigating growth and change: Comparing key indicators at All 

Souls in 2005 and in 2013 reveals the congregation’s significant success in 

developing staff and institutional capacity (as evidenced in budget and 

pledge increases), and somewhat more modest growth in membership and 

attendance:   

                                  2005   2013    % increase 

# members         207    220   12.5% 

attendance (average): 

   children/youth              40      45   12.5% 

   adults      180    204   13% 

# pledging households           144    162   12.5% 

total budget              $237,000     $386,000   63% 

total pledges (approximate)   $177,300     $302,300   70% 

average pledge          $1231          $1866   52% 

 

The dramatic budget growth has been almost entirely supported through 

increased contributions, despite the recession and without the additional 

resources of an endowment.  Clearly All Souls has inspired gratitude and 

confidence among its members and friends, who have responded with 

increasing generosity.  Growth in numbers and programs, a move to an 

entirely new building, and the need for careful financial management have 

all contributed to All Souls’ developing capacity to manage and integrate 

change. 
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CONGREGATIONAL CHALLENGES 

There are several challenges that need to be addressed in the near future:  

o Developing a consensus around selling the Huntington Street building, 

and expanding/improving Jay Street:  Though this question has been 

frequently and broadly discussed, some questions remain before a true 

congregational decision can be made.  For example: 

 What is the real market value of the Huntington St building?  

 Is it financially feasible to make Huntington Street useable for the 

congregation’s needs? 

 What is the value of the Tiffany window – should it be sold, or moved to the 

new building?  

 Is it possible to add on to the Jay Street building, given legal and space 

constraints of the property, and given the cost?   

 Would a lender require that the existing mortgage be reduced/paid off before 

financing any new construction? 

The leadership needs to make the case to the entire congregation for selling 

the Huntington Street building, and possibly renovating or expanding Jay 

Street. 

 Setting and achieving realistic plans for growth:  Growth is a complicated 

topic, and requires involvement by all staff and major program areas of the 

congregation to analyze what has encouraged growth so far, and what further 

initiatives could help.  Adequate space is a part of this project, but space alone 

will not bring about significant growth in numbers of adults or children. 

 Growing financial stewardship:  Annual stewardship efforts have been a 

challenge at All Souls in recent years – both in trying to grow the number of 

households pledging a financial commitment, and recruiting lay leaders 

willing to head up the yearly pledge campaign.  Several lay leaders expressed 

concern that the number of pledging households has remained relatively flat 

for several years, and that it has not yet been possible to put aside money for 

funds restricted to building maintenance and improvements.  Information on 

how many members and friends may be financially contributing without 

making a pledge is not readily available.  
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It is important to look closely at current giving levels before setting higher 

goals.   The table below sorts 2013-2014 pledges into four quartiles, and 

arranging pledges from largest to smallest allows us to calculate how many 

household pledges comprise each quarter of the total: 

Total pledges: 
$302,267 from 

162 households 

# pledging 
households 

Percentage of all 
pledging 
households 

Guideline 
percentages for 
balanced giving 

Pledge/household 
(average) 

1st  QUARTILE 
$72,280 

  9 5% 5% $8,031 

2ND QUARTILE 
$77,451 

 18 11% 15% $4,303 

3RD QUARTILE 
$75,806 

 35 22% 30% $2,166 

4TH QUARTILE 
$76,730 

100 62% 50% $767 

What is striking about this breakdown is how close it is to the guideline 

percentages indicated in blue in the table above.  Though UUA Stewardship 

Network consultants have been offering this ideally “healthy” breakdown of 

5% / 15% / 30% / 50% for many years, the recent reality of difficult economic 

times and shifting cultural giving patterns has made it quite rare in practice.  

All Souls comes close to the guidelines in the first two quartiles; if a majority 

of households now giving at the lowest levels were to increase their giving by 

as little as 10 -20%, it could even out the balance among the four groups and 

also add significantly to the overall amount pledged. 

What may be more important, however, is to add new ways for members and 

friends to contribute financially.  The congregation has responded well to 

Good Neighbor Offerings and special appeals dedicated to a specific purpose.  

Making such “special” appeals a regular part of each year’s stewardship 

program (in addition to pledging), considering year-round or open-ended 

pledging, and especially adding online giving opportunities could all add to 

the congregation’s revenue stream, while reducing the pressure on volunteers 

managing the annual budget drive.  Fully integrating stewardship as an 

aspect of all congregational programming could also help in this effort.  
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RECOMMENDATIONS 

1. Make decisions about your buildings: Engage the congregation in a time-

limited process to formally decide on selling the Huntington Street building, 

and/or renovating or expanding Jay Street. 

2. Plan a capital campaign:  The Board should appoint a Future Campus Task 

Force as outlined in the Long-Range Plan, and begin to identify members of a 

Capital Campaign Steering Committee.  Though paying down the current 

mortgage may well be one focus of the campaign, it does not have enough 

support within the congregation to serve as a primary goal. 

3. Consider ways to separate capital maintenance costs and the operating 

budget. The idea of a separate, restricted fund for capital projects and 

maintenance is a good one – establishing it now could significantly help your 

efforts to raise money for a capital project.  Consider ways to fund it, 

including dedicating a portion of capital campaign gifts to this purpose. 

4. Strengthen financial stewardship and planning: One of the best ways to 

prepare for a capital campaign is to strengthen annual (and ongoing) 

stewardship efforts.  The overall goal of such a initiative might be to 

emphasize celebration and commitment, while broadening and simplifying 

the process of giving. 

Further growth could be fostered in a number of ways, including:  

 integrating the topics of stewardship and money management into the 

worship and religious education programs of the church (including with 

children and youth).  

 updating systems through which members and friends are invited to 

contribute to the church. Allowing automatic transfers from members’ 

bank accounts (and sometimes credit cards) has become standard 

throughout the nonprofit sector, and in many UU churches.  Online giving 

through the website and special giving to support program initiatives can 

encourage non-members to become contributors, and even pledgers.   

 encouraging planned giving, possibly as part of the capital campaign. 
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CONCLUSION 

 It is clear that All Souls Unitarian Universalist Congregation is already the 

vibrant, effective religious community you have been imagining for more than a 

decade.  Over the last decade, you have grown in programs, membership and 

staffing, and perhaps especially in depth of engagement. Growth, change, and 

capital projects are always challenging.  Your increasing skill in navigating those 

challenges, and the conflicts and opportunities that inevitably accompany them, 

are the tools you will need to move fully into the bright future you envision.  

 It has been a pleasure to get reacquainted with your church.  I wish you all the 

very best throughout the next chapters of your congregational story.   
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Slogans imagined by participants in the Membership / SGM (etc.) Group.   

All Souls: 

Come to a church that doesn’t feel like church. 

It’s all about the heart. 

Church: It’s not what you think. 

Welcoming.  Caring.  Seeking. 

Alive, genuine community 

Nurture your spirit, help heal our world. 

Well worth a stop 

Love is the answer 

Build connections, explore what deeply matters. 

Bring whatever you’ve got, come on in! 

Growing in love, together with friends. 

Experience the future community now! 

We’ll leave a light on for you. 

Grow & Live 

All Souls - the glue that binds us. 

Inclusive and liberating community 

So welcoming, so friendly 

 


