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Introduction 
The UUCF Planning for Growth Study Group (hereafter SG) was appointed by the UUCF Board of 
Trustees (BoT) in October 2016.  Its members were John Menke, Karen Reilly, Dick Roblin (Co-
Chair), Stan Schlepp, Tara Scibelli and Jeff Wilson (Co-Chair).  In a Concept Paper from the Board 
to the SG (Appendix A), the SG was charged  
“to gather data [about UUCF’s future growth], analyze it, and present a written report to the 
BoT recommending ways UUCF can continue to accommodate our congregation as we continue 
to grow.” 
In addition, the BoT requested that the SG “project how and when facilities might have to be 
expanded in the future as our congregation continues to grow.  It [the SG] will specifically 
consider how changes in operating procedures, scheduling, and staffing may delay the need for 
facilities expansion.” 
 
For this Report, the SG decided to focus primarily on several elements in UUCF congregational 
life.  They are 1) Seating in the Sanctuary for Sunday services, 2) Religious Education Program 
Space, 3) Parking Lot Spaces and 4) Storage Space for all UUCF programs. 
 
I.  Seating in the Sanctuary for Sunday Services - Current Use and Future Projections 
 
The Sanctuary room is the primary worship space for UUCF Sunday morning services.  It is 
limited to 202 seats by Fire Marshal regulation.  Now that the UUCF Adult Choir has grown to 
40+ members, there remain about 160 seats in the Sanctuary for each of the 9:30AM and 
11:30AM services on the two Sundays a month when this Choir sings.  So, during the fall, winter 
and spring (F/W/S) season, the audience seating capacity in the Sanctuary varies between 
about 320 (on Choir Sundays) and 404 (on non-Choir Sundays).  [See also the seating capacity 
discussion in the attached document “6 Reasons Your Sanctuary is Smaller Than You Think”, 
particularly the paragraph about the ‘80% Rule’.  This “rule” is called the “80% full” mark in this 
Report (see “A Comment on the ‘80% Rule’” below)].  Since the Choir does not sing in the 
summer, 202 seats are available for the 10:30AM services in the summer. 
 
For several reasons, the number of adults in UUCF worship services on Sunday mornings has 
been counted and recorded.  A graph of the data collected from 2012 to 2016 is shown in 
Figure 1.  The gray bars indicate the number of adults attending a single Sunday service (in the 
summer or F/W/S before September 2014, when we resumed two Sunday services). The red 
bars indicate the number of adults attending the 9:30AM service, once we resumed two Sunday 
services.  The total height of the stacked red and gray bars indicates the total number of adults 
attending both services.  The green line on Figure 1 is the rolling 52-week average attendance. 
It should be noted that, during the time covered by the data in Figure 1, the Adult Choir was 
counted only once and their number is included in the 9:30AM service data.  This approach was 
chosen because, in the past, the data was collected for the purpose of reporting to UUA the 
total number of different individuals attending our services.  Starting in November 2016, the 
number of Choir members attending each of the 9:30 and 11:30 services is being recorded  
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separately for the UUCF purpose of determining when the seating limit in the Sanctuary is 
reached. 
 
The data in Figure 1 illustrate several points.  First, the total attendance is quite variable from 
Sunday to Sunday.  Second, the average attendance for the 10:30AM service in the summer is 
around 140 persons and is lower than the combined attendance at the two services during the 
F/W/S season.  Possible reasons for lower total attendance in the summer include people being 
on vacation, the Adult Choir (about 40 people) not singing, only one service, no Religious 
Education (RE) program classes or Children’s Choir for children, etc.  Finally, the rolling 52-week 
average attendance line shows that average attendance at Sunday services has been gradually 
increasing over the last four years since Rev. Gregg became our Minister in July 2012. 
 
Figure 2 shows the Sunday by Sunday Sanctuary attendance for the 2016 summer season.  The 
calculated average number of attendees was 143.  The data from the summer of 2015 were 
similar, with an average attendance of 140.  With 202 seats available in the Sanctuary for 
summer services, audiences of this size fill the Sanctuary to about 71% of capacity.  On three 
Sundays in the summer of 2016, Sanctuary attendance was above the “80% full” mark, but 
none of these Sunday services required additional seating in the narthex.  UUCF currently has 
the ability to accommodate additional people in the Sanctuary at the summer Sunday service. 
 
A Comment on the “80% Rule” 
In the attached article, 6 Reasons Your Sanctuary is Smaller Than You Think, the “80% Rule” is 
stated in extreme form.   
 “The 80% Rule is this: once you have reached 80% full – you’re full. … Beyond 80% your 
visitors do not have any real choice of where they want to sit.  Beyond 80% your visitors will not 
come back”. 
 
We agree that when the UUCF Sanctuary seats are 80% occupied, a late arriving visitor or 
Member will have increasing difficulty finding a seat, especially for a small group that would like 
to sit together.  We think the “80% full” mark is the start of a difficult to measure 
visitor/Member perception that the Sanctuary is “full” and has no space for them.  However, 
rather than consider this as an inflexible Rule, in this Report we have called it the “80% full” 
mark, and used it to indicate when increasing Sanctuary attendance will start to have possible 
negative impacts on visitor perceptions of UUCF’s willingness to welcome them. 
 
The data in Figure 3 show the Sunday and Christmas Eve attendance in the F/W/S season from 
September 2015 to May 2016.  Dates with a yellow highlight were Sundays when the Adult 
Choir sang at both services.  To better approximate the total number of Sanctuary seats 
occupied at the 11:30AM services, 40 Choir members have been added to the counted 
attendance.  This makes it possible to directly compare attendance at the 9:30 and 11:30AM 
services.  Once again, note the considerable variation in the Sunday to Sunday Sanctuary 
attendance. 
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The data in Figure 3 indicate that the Sanctuary attendance exceeded the “80% full” mark on 5 
Sundays.  Only for the two Christmas Eve services was overflow seating in the narthex required.  
The average attendance for this season at the 9:30AM service was 101 persons.  The average 
attendance for this season at the 11:30AM service (after including an estimated 40 Choir  
members) was 119. Even on Choir Sundays, UUCF currently has the ability to accommodate 
additional people in the Sanctuary at both of the F/W/S season services. 
 
Children and Children’s Choir Impact on Sanctuary Seating  
On many Sundays the children start out seated in the Sanctuary.  They come forward to listen 
to the Story for All Ages and then leave to go to Arts and Exploration.  The single, or small 
numbers of empty seats they leave behind are then available to seat additional people.   These 
vacated seats may not be conveniently located for additional seating. 
 
In November 2016, the UUCF Children’s Choir (CC) started singing the Introit once a month at 
both the 9:30 and 11:30AM services.  At the start of the service, 20-25 children sat in the “Choir 
Loft” (seats usually occupied by the Adult Choir), sang the Introit, listened to the Story for All 
Ages and then left the Sanctuary to go to Arts and Exploration.  Their numbers are being 
counted and recorded each time they sing, but they are not counted in the adult attendance as 
they depart about 15 minutes after the start of the service.  The empty seats that they leave 
behind are a block of seats in the Choir Loft that may be used to seat late-arriving attendees. 
 
The variability of attendance from Sunday to Sunday creates a policy issue around deciding 
when to take action(s) in response to increasing attendance.  For example, should action(s) be 
taken when the Sunday Sanctuary attendance regularly exceeds the “80% full” mark, or should 
we wait until the attendance regularly creates an overflow into the narthex?  The data in this 
Study Group Report illustrate the problem and we have provided some suggestions for short to 
medium term responses.  We believe that we still have some time before the Sanctuary seating 
problem becomes acute.  In the future, however, UUCF 2020 follow-on Growth Study Groups 
and ultimately the UUCF Board of Trustees will have to develop policies to deal with it on a 
more permanent basis. 
 
Estimating Future Growth 
We have made estimates of the growth of the number of Members and Friends in the 
congregation through the year 2020 (see Figure 4 and the discussion of assumptions used in 
making these estimates below).  We estimated that the net number of new Members (after 
reducing the number of Members by those who are changed from Member to Friend each year 
and those Members who move away) would increase at 20 per year.  We estimated that the 
number of UUCF Friends would increase by 15 per year.  We included a onetime increase of 20 
Friends in 2017 in accordance with a UUA recommendation that we count all parents of 
children in the RE Program as Friends.  We assume that the estimated increase in the number 
of Members and Friends between now and 2020 means that more people will be attending 
Sunday services and will require seating in the Sanctuary.   
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Figure 4:  UUCF Growth Chart, 2012-2016, and estimated to 2020 
 
Members net increase at 20/year after 2016 
Friends net increase at 15 /year after 2016 
 

Year Members (Date) Friends Total 
2012 177 (2/1/13) not recorded  

2013 187 (2/1/14) not recorded  

2014 205 (2/1/15) 120 325 
2015 221 (2/1/16) 135 356 

2016 250 150 400 
2017 270 185 455 

2018 290 200 490 

2019 310 215 525 
2020 330 230 560 
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Assumptions Made in Estimating Future Growth Shown in Figure 4 
1. The number of Members from 2012 to 2015 is taken from the annual reports submitted   
       to UUA and counted only Voting Members.1 
2. The number of Members for 2016 is the current best estimate, but won’t be officially 

established until late January 2017 when UUCF makes its annual calculation for the UUA 
Report. 

3. The number of Members for 2017 to 2020 is estimated starting from the 2016 estimate 
and adding 20 new Members each year.  That estimate comes from holding 4-5 New 
Member classes each year with each class having up to 12 participants, minus the 
number of Members changing status to Friend (recently 10-15 each year) and the 
number of Members moving away (this number varies and is unpredictable). 

4. The determination of who is a UUCF Friend is partly subjective, as it is based on 
perceptions by Membership Ministers of the person’s involvement in UUCF.  It includes 
spouses of UUCF Members who infrequently participate in UUCF events.  It is partly 
objective as well, based on whether the person in question has made a Pledge or 
contributed time, talent or treasure consistently.  The Friend category also includes 
some who were previously Voting Members, but whose status was changed because 
they did not make a financial contribution of record in the calendar year.  Some of these 
people are in the process of leaving UUCF, but it sometimes takes a year or more for 
them to drop out completely.  Thus, the number of Friends shown on the Chart, and its 
increase of 15 Friends per year, is at best an educated “guesstimate.” 

5. We have a large list of people who are classed as Visitors.  They have visited UUCF, and 
we have their contact information.  Although their numbers are not shown on the Chart 
or used in our calculations, they have an impact on our physical facilities requirements, 
for example, in the need for parking spaces.  

 
Other Assumptions That Could Influence Estimated Future Growth at UUCF 
A.  Rev. Carl Gregg remains the Minister at UUCF.  Conversations with many members have 
established that they highly value Rev. Gregg’s sermons and ministry and that he is one of the 
major factors that causes them to continue to come to UUCF.  Should he decide to leave UUCF 
before 2020, it would doubtless slow the growth rate. 
B.  The Music Program under the direction of Deb Int Veldt is emerging as a second strong 
reason why people come to and enjoy UUCF Sunday services.  Should she and our accompanist 
Nick decide to leave UUCF before 2020 it would probably slow the growth rate. 
C.  The Membership Ministers have recently decided to offer the UUCF 101 Pathways to 
Membership class a fifth time in 2016 to accommodate those who wish to become Members.  
Should this continue in future years and be well attended, it could increase the Member growth 
rate shown in Figure 4. 

                                                      
1  The UUA reported number of UUCF Members is as of February 1 of the designated year and is  

calculated after our annual adjustment of Members and Friends in late January.  In addition, UUA now 
recommends that we count all parents of children in RE as Friends.  We implemented this 
recommendation in January 2017 and have included it in Figure 4. 
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D.  Should any of our physical facilities (available seats in the Sanctuary, overcrowding in the RE 
classrooms, number of parking spaces, etc.) become severely inadequate to support continued 
growth of UUCF, it could decrease the future growth rate. 
 
Estimating the Future Demand for Sanctuary Seating 
How might we estimate the demand for Sunday worship service seating in the future?   
To illustrate one approach, we calculated the ratio of the average summer season Sunday adult 
attendance (Figure 2) to the total number of Members and Friends over the last two years 
(Figure 4).  When we used that ratio to estimate the rate of increase in the summer season 
Sunday morning attendance through the year 2020, we obtained the data shown in Table 1.  
 
Table 1 – Estimated Future Summer Season Sanctuary Spaces Needed 
 

Year Ratio (Average 
Attendance/total M + F) 

Estimated Average Number of Sanctuary 
Seats Needed 

2015 0.39 (140/325) 140 (average actual attendance) 
2016 0.36 (143/400) 143 (average actual attendance) 

2017 0.375 (average of above) 171 (exceeds “80% full” mark) 
2018 0.375 184 

2019 0.375 197 

2020 0.375 210 (exceeds Sanctuary seating capacity) 

 
We conclude that the number of single service Sanctuary seats during the summer season 
could become insufficient before the end of 2020.  However, there are multiple uncertainties 
and assumptions built into this calculation, and changes in any one of them could affect the 
conclusion above.  For that reason, we have not gone beyond this example calculation for this 
report.  A different approach to this estimation, which focused on the rate of increase in 
Sanctuary attendance, gave about the same result; namely that the estimated attendance 
begins to exceed the number of single service Sanctuary seats around 2019-2020.  We 
recommend that the Sanctuary attendance continue to be recorded each week.  The best 
indicator that we are approaching the Sanctuary seating limits will be the number of times each 
season that we need to set up overflow seating in the narthex.   
 
Suggestions for Managing the Sanctuary Seating Issue Before New Construction 
Summer Season 
Sanctuary Seating-1.  Because there is currently only one Sunday service during the summer 
season, one solution to this issue would be to add a second summer season service, perhaps on 
Sunday evening.  
 
F/W/S Season 
Sanctuary Seating-2.  Have children taken directly to RE and eliminate the “Story for All Ages” 
portion in both services.  This would free up space at the start of the service and make it easier 
for ushers to seat adults, including visitors.  (See also Suggestion RE-1 below). 
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Sanctuary Seating-3.  Establish overflow seating in another area of UUCF. If the space selected 
is too bright, purchase darkening shades for all the windows so a screen can be more easily 
viewed. Purchase the necessary sound system(s) as well. 
 
Sanctuary Seating-4.  Offer live-streaming of at least one service that can be viewed at home. 
 
The Chapel 
The Chapel is a second space used for worship by UUCF groups including the Buddhist 
Fellowship, Christian services, and Earth Centered Spirituality (Pagan) services.  Groups up to 
about 50 can be seated comfortably in this room.  Currently, the Chapel is used for Children’s 
Choir Rehearsals during the 9:30-10:30AM hour on 3 out of 4 Sundays, and the Parenting 
Forum meeting one Sunday per month.  It is also used for the UU Buddhist Fellowship 
beginning at 11:00AM on two Sundays each month.  None of these groups is currently large 
enough to exceed the seating capacity of the Chapel. 
 
II.  Religious Education(RE) Program Spaces 
The RE Program uses Rooms 120, 123, 124 and 125 for classes on Sunday mornings.  The 
children attending RE are grouped into four groups, Grades PreK/K/1; 2/3/4; 5/6/7/8; and 9-12.  
Each RE group uses one of the four available rooms for their class.  Children attending the 
9:30AM Service or the 11:30AM Service leave the Sanctuary after the Children’s Story to 
participate in a program called “Arts and Exploration” for the remainder of that hour.   
 
The RE Director has been tracking total RE registration data for several years.  The number 
registered for 2014-15 was 66, for 2015-16 it was 63, and for 2016-17 it was 78 attending.  
Since September 2016 she has also been recording attendance numbers for each of the four 
groups separately.  This can be the most useful data in determining when a class group has 
grown too large to be accommodated in one classroom.  The data for the fall of 2016 is shown 
in Table 2. 
 
Table 2.  UUCF RE Attendance by Class, Fall/Winter 2016,  [(CC)=Children’s Choir singing] 
 
Date PreK/K/1st Grades 2/3/4 Grades 5-8 Grades 9-12 

Room #/Capacity Room 120/11 Room 123/12 Room 124/13 Room 125/15 

9/11/16 16 9 9 3 

9/18/16 12 6 8 1 

9/25/16 12 7 6 2 
10/2/16 13 7 7 2 

10/16/16 10 9 9 7 
10/30/16 15 11 9 5 

11/6/16 12 8 8 6 

11/13/16 (CC) 12 -27 at early A&E 12 9 5 
11/20/16 17 12 10 5 

11/27/16 12 6 10 2 



UUCF Planning for Growth Study Group 1 
Report – January 2017 

 

 13 

12/4/16 12 9 8 3 
12/11/16 No class RE Pageant   

12/18/16 11 9 8 6 

12/25/16 No class Service at 10:30   
 
The number of children in the PreK/K/1st class increased noticeably in September 2016 
compared to previous years.  If additional children in this age group desire admission to the 
class, some adjustment will have to be made.  An appealing solution might be to transfer some 
of the first graders into the 2/3/4 class.  However, moving too many of the 1st graders into the 
2/3/4 class will quickly make that class overcrowded as well.   
 
To teach our children effectively in the RE Program, the classes need good teachers and 
adequate space and materials.  There are multiple points of view about how much space per 
pupil is needed to effectively teach students of differing ages.  We suggest that UUCF use the 
ft2/pupil standards recommended by Wayne Clark (see Appendix C).  If we did so, then for 
Room 120 where the PreK/K/1st class meets, that 358 ft2 room would be suited for a maximum 
of 11 pupils.  According to the data in Table 2, the attendance for the PreK/K/1st class has 
exceeded 11 students on 10 of the 12 class Sundays in the fall of 2016. 
 
As it is currently operating, the RE Program has run out of space in the PreK/K/1st classroom on 
Sunday mornings. 
 
Future Projections 
There are currently about 70 children/youth registered for the 2016 RE Program from about 43 
families.  The start of the new UUCF Children’s Choir in November 2016 appears to be drawing 
additional children into the RE program.  Informal observations during Sunday services this fall 
suggest that young families are inviting their friends (other young families) to join them at 
UUCF. Attendance at Rev. Carl’s Parenting Forum has grown to about 25 people twice a month.  
Although we have not made any numerical estimates of future growth in RE attendance, it 
seems likely that there will be some increase in attendance over the next four years. 
 
Suggestions for Managing The RE Growth Issue 
RE growth is an issue now, so we have chosen to provide below a variety of suggestions that 
could be implemented in the short term. Note that several of these ideas will require 
prioritization decisions by the Board of Trustees and the Minister regarding how space is 
allocated among “competing” groups at UUCF. Additionally, a few of our suggestions address 
staffing issues created by RE growth and/or that arise as a result of employing some of the 
solutions below. 
 
Religious Education-1.  Subdivide RE classes further and use Room 113 for RE. This would 
require other Sunday groups to shorten or reschedule their meetings in these rooms to another 
day and/or time and/or location and would also require the recruitment of additional 
classroom teachers. 
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Religious Education -2.  Have the children go directly to RE at the start of both services and 
eliminate Story for All Ages.  Return to conducting RE (instead of having Arts and Exploration 
time) during each Sunday service rather than in between services, thus providing two 
opportunities for RE and splitting up the total number of children into two groups rather than 
one. 
 
Religious Education -3.  Recruit more RE volunteer parent assistants to help a main RE teacher 
(who is responsible for the lesson plan) in each class. Consider setting an expectation that 
parents whose children have participated in RE for a year or more should volunteer 2-3 
times/year to assist the main teacher. These volunteers could greet parents (while the teacher 
sets up), help register new children, take attendance, and serve as general helpers to the 
teacher. 
 
Religious Education -4.  Offer RE for teens during second service only, ask responsible teens to 
help in younger children’s RE classes during the first service (those who can come to UUCF 
early). 
 
Religious Education -5.  To retain adult RE teachers who with a shorter morning (2+ hours 
rather than 3+) might be willing to conduct two Sunday RE sessions, change UUCF Sunday as 
follows. This is just one possible suggestion for altering Sunday service and other activity times 
and is not meant to be viewed as the only or even the best configuration possible to achieve 
this goal. 

o 9:30-10:15 – first service (Shorter service possible with SFAA elimination, other 
minor adjustments) 

o 10:15-10:45 – break  
o 10:45-11:30 – second service (See note above.) 
o 11:30-12:30 – Other activities that used to be conducted during the middle hour. 

This would also free up the Chapel for overflow for the regular services. 
 
Circle of Life Preschool Program 
The Circle of Life Cooperative (CLC) Preschool is one of the Religious Education programs of 
UUCF. It is a half-day preschool program operating M-F mornings during the school year and 
operates under a Letter of Compliance issued by the Maryland State Department of Education 
Office of Child Care. The CLC uses room 119 and the playground for daily operations with some 
storage and office space in room 120. The CLC holds two separate classes with a maximum of 
10 students registered in each due to State regulation of teacher-student ratios. These classes 
run M-Tu-W and Th-F. There are no changes planned for Circle of Life operations. 
 
III.  Parking Lot Spaces 
Currently UUCF has 112 officially recognized parking spaces. We use 126 parking spaces (112 
official + 2 Handicap (HC) Spaces + 12 on the right side of the driveway =126).  
We could increase the number of spaces as follows.  From the lower, mail box end of the 
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driveway, upward to the right turn at the top of the drive there is a 198-foot-long run that 
currently has 9 in-line spaces that are 22 feet long and 8 feet wide. By adding an 8-foot-wide 
stone apron to the right of the existing in-line spaces, we could create an area that could 
contain a total of 22 new 9-foot-wide nose-in parallel parking spaces.  To add the stone apron, 
there are several plantings that would require relocation or destruction. The 3 in-line spaces at 
the top of the hill would be left as is. The fourth space is now marked "Do not park here" in 
order to provide access to the rear of the building. 
 
There are additional parking spaces (perhaps 7 in all) currently being created by removing 
diseased trees.  If we did all this, we would eventually have the 112 official, 2 HC, 7 tree & 
shrub, 4 nearest the trash enclosure, 22 proposed in the 198-foot-long section =147. These 
changes in our site plan would need county planning and zoning approval.  The removal of the 
plants and repainting the lines can be done by UUCF. A truck loaded with 22 tons of ¾” stone, 
delivered and properly spread would cost $500. The stone would also be used to mark the tree 
and shrub areas as a parking space. Paint would be about $100.  Replacing trees and shrubs 
removed for the apron would add additional cost.  
 
When overflow is expected (for example, at the Christmas eve services), UUCF should provide 2 
persons in the parking lot directing and ensuring well placed vehicles and appropriate spacing. 
One person would be stationed at the top of the driveway directing where the vehicles should 
go to park.  Overflow parking on Elmer Derr Road is to be avoided whenever possible as the 
speed of cars along that road and people walking to their cars parked there can create unsafe 
conditions. 
 
Suggestions for Managing this Issue 
Parking Spaces-1.  Perform further analysis to determine whether there are clustered groups of 
people who might use a shuttle service to UUCF if one could be provided for low-cost. For 
instance, several members live in the Homewood Community north of Frederick. In addition to 
the added benefit of not having to drive themselves, a shuttle service would free up parking if 
those members come in one vehicle. 
 
Parking Spaces -2.  Perform further analysis to determine whether a continuous (interval TBD) 
shuttle service from the commuter parking lot on Mt. Zion Road to UUCF would be cost-
effective and used by enough people. 
 
Parking Spaces -3.  In overflow situations like Christmas Eve services, park cars on the grassy 
area beyond the glass doors in the Narthex. 
 
Parking Spaces -4.  Again for overflow situations like Christmas Eve services, contract with a bus 
company to run a shuttle bus from the parking areas at the intersection of Elmer Derr and Mt. 
Zion roads. 
 
IV.  Storage Space for all UUCF Programs 
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Several of the major UUCF program leaders and committee chairs have been interviewed with 
regard to current space and storage area use.  Data from these interviews has been attached as 
Appendix B.  Needs for additional storage space are evident, and most programs interviewed 
estimate that they can create only small amounts of additional storage by more efficiently 
organizing their current storage space. 
 
As shown on the Diagram of Space and Storage Use in Appendix B, the RE program is a major 
user of both room space and storage space.  Because of the wide diversity of materials used in 
the RE program, adequate storage space is a current problem.  It is currently alleviated only by 
storing many items in the RE Director’s office.  Particularly needed is additional storage space 
for large items and lockable storage cabinets for program materials. 
 
The Facilities Manager is actively considering constructing additional space in one of the 
storage sheds outside the UUCF building.  He has also expanded storage for Facilities by moving 
files currently stored in the basement to the top of the storage cabinets in Room 115. 
The Social Events group is looking to create more storage space in the kitchen.  On site storage 
for items used in events like the Auction dinner is currently not adequate.  
 
Suggestions for Managing this Issue 
Storage Space-1.  That the Board of Trustees and the Minister designate some group or 
individual at UUCF with the authority, responsibility, and annual budget to respond positively to 
requests for additional storage space from UUCF program elements.  
 
Overall Suggestions [Ways we can continue to accommodate growth] 
Overall Suggestion-1.  That the BoT recruit a follow-on planning group (UUCF 2020 Planning for 
Growth Study Group II) that assimilates the data in this Report, and continues to collect and 
analyze UUCF Sanctuary and RE Program Sunday attendance data.  That either Study Group II or 
a subsequent 2020 Planning Group recommend specific action(s) to manage increasing UUCF 
growth.  As soon as specific action(s) have been recommended, that they be widely publicized 
and persons in the congregation be given time and appropriate venues to comment on them. 
 
Overall Suggestion--2.  That, in light of his considerable impact on the future growth of UUCF, 
the BoT hold discussions with Rev. Carl Gregg to obtain as much clarity as possible about the 
projected length of his tenure as UUCF Minister. 
 
Overall Suggestion--3.  That the follow-on planning group complete interviews of UUCF 
program space and storage needs like those in Appendix B.  Study Group 1 was limited in the 
interviews it could conduct by the three-month time line for completing our Report to the 
Board of Trustees. 
 
Responses to specific questions posed by the Board of Trustees in their Concept Paper. 
 
1. How might adding a second minister and additional services delay the need for a larger 
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facility? 
 

 Adding a second/associate minister if deemed desirable by the Board of Trustees should 
be done in close consultation with Rev. Gregg.  However, no office space currently exists 
for this type of additional staff member and the SG thinks a second/associate minister 
would definitely need such a space.  

 Conducting additional Sunday or other weekday services would further dilute the effect 
of community within the congregation by creating division beyond what already exists 
as a result of UUCF’s having two Sunday services. Each person’s prime opportunity to 
interact with others occurs during this regular weekly time and further congregational 
separation should be avoided if possible. However, despite this important drawback, the 
SG acknowledges that having more services is one way to delay the need for initiating 
building construction to accommodate UUCF’s space needs. 

 Additional regular services would put further strain on musical resources. 
 
2.  Would the use of cameras and video screens enable us to accommodate more people in 
the building beyond the Sanctuary for large services by establishing overflow room(s) with 
sound and video of the main service? How would this impact other’s use of other areas (i.e., 
rental income, etc.)? 
 

 The Chapel would provide another fifty or so seats for overflow beyond what can be 
added in the narthex and is the largest next available space.  Other room options for 
overflow are possible too, however, and further details regarding these possible spaces, 
as well as the technology and equipment (e.g., cameras, video screens, window 
blinds/screens) needed to make several rooms workable for overflow are outlined 
below. Potential room use conflicts and other considerations are also partially noted. 

 Any room designated for overflow that is currently being used for another purpose 
during Sunday service times will necessitate that the group using that space change 
some combination of its activity’s day, time, and/or location. 

 Furthermore, no space changes for Sanctuary overflow or RE growth should be 
considered in isolation, as decisions in favor of one use will most likely impact possible 
space for the other. 

 
Further Details on Overflow Seating Areas: 

 Narthex: Current use of the Narthex on Sundays includes fair trade sales, hospitality 
table(s), and occasionally set-up of other tables for specific UUCF information and event 
registration. The Narthex has been effectively used in the past for overflow from the 
Sanctuary for special services such as Christmas Eve. Chairs are put in rows and columns 
(allowing access to emergency exits). Approximately 70 additional seats can be 
accommodated if there are no hospitality or other tables in the Narthex. The Narthex is 
also the only space under consideration that has speakers already connected to the 
Sanctuary sound system and has visual and easy physical access to the Sanctuary (e.g., 
for Joys & Sorrows). 



UUCF Planning for Growth Study Group 1 
Report – January 2017 

 

 18 

 Chapel: This space could accommodate around 50 chairs. It is currently used for 
Children’s Choir rehearsals during the early service on three out of four Sundays and is 
also used for the UU Buddhist Fellowship group at 11:00 a.m. two Sundays each month. 
Room darkening measures listed under the “Technology” section below would definitely 
be required for this room along with the other sound and video technology needed for 
all the overflow spaces suggested except the Narthex. 

 Rooms 113/115: Using classroom-style seating, these two rooms could accommodate 
approximately 40-50 seats. Unique issues with these rooms include the library 
bookshelves that reduce seating capacity in Room 113 and a room separator which 
reduces visibility in Room 115. Set-up of rows of 5-6 chairs with aisles along each side 
and a center aisle where the room separator is can be done in these rooms.  

 Religious Education Classrooms: 

a. Room 119: The Nursery is regularly occupied and the setup is such that this 
would be very difficult to swap in/out for overflow usage. 

b. Rooms 123 and 124 are regularly occupied during Services for Arts & 
Exploration. 

c. Room 125 (if reconfigured) could accommodate up to 15-20 additional seats 
for overflow. 

 

 Technology 
a.  The building is hard-wired for internet access and wireless devices could also be 
used to transmit video/audio of Sunday services to overflow rooms. All purchased 
devices could be portable and moved to the location(s) of choice. The number of 
cameras, video/flat screens, projectors, speakers, microphones, receivers, etc., 
would be determined according to the space(s) selected for overflow. Cost is to be 
determined. Room darkening curtains and/or shutters will be required if projectors 
are used and certainly would help if videos screens are used, particularly in the 
Chapel.  

 
b.  One consideration is that volunteers or paid persons will be required to set up 
and operate the systems and secure the equipment after Sunday services. 

 
c.  With the recent move to Comcast for phone, TV, and internet, UUCF’s internet 
speed has increased and could be increased further. However, the internal WiFi 
network needs to be assessed to determine its ongoing suitability for use to transmit 
video/audio to other building locations.  A Technology Committee is currently being 
formed and is planned to meet in January 2017 to explore some of these issues. 

 
3. What is the potential impact of hiring a part/full time membership coordinator on our 
growth and therefore available budget to pay for possible expansion associated with growth? 
 

 In principle, a part or full-time Membership Coordinator could improve services to 
Members and make UUCF somewhat more attractive.  A Membership Coordinator could 
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encourage new Members to more strongly integrate into the life of the congregation.  
Over time, this could result in an increase in giving to support projected future growth.  
This position would not create a need for new office space if the Membership 
Coordinator worked out of the UUCF office and from home. 

 
4.  What is the potential financial impact of hiring a part/full time fund raiser? 
 

 Without knowing the specific scope of duties such a “fundraiser” would have, the SG 
cannot fully answer this question.  

 To the extent a fundraiser would be used to ask current Members and/or Friends to 
make new/additional yearly pledges to support UUCF, the SG has some major concerns.  
The Stewardship Team, in conducting the annual Pledge Drive and other fundraising 
efforts, currently fulfills this role.  We are concerned that addition of a part/full-time 
fundraiser could have a negative impact on the commitment and enthusiasm of the 
Stewardship Team volunteers for this effort. 

 If, however the Board of Trustees is considering the potential hire of a fundraiser to 
obtain outside (e.g., UUA or other foundation, corporation) support for UUCF, the SG 
suggests first hiring a consultant to explore whether such a hire would provide a large 
enough net financial benefit to the congregation. Possible grants we could see as being 
of value might include money from the UUA to conduct an engineering feasibility study, 
for instance. Part of the additional money raised would obviously go to pay the 
fundraiser, so the cost/benefit analysis of such a move would be necessary to undertake 
here, as well. The SG does not currently have the financial information to make a 
recommendation under this second scenario. 

 
5.  When will we need to increase administrator and facilities hours? 
 

 An increase could be justified immediately for both positions.  For example, to quote 
from an interview (11/1/16) with our Office Administrator (Appendix B), “My work 
hours regularly exceed 20 hours/week.  Typically, they run around 25 hours/week, with 
an occasional 30-hour week.”  Her interview spoke of possibly training 1-2 volunteers to 
pick up the extra work. 

 
6.  How does growth of RE program contribute to our need for additional space? Can 
scheduling shifts help delay the need for more space? Etc. 
 

 Growth of the RE program contributes to UUCF’s need for additional space when the 
existing classroom space cannot support the numbers of children that want to 
participate in the program.  The PreK/K/1st class is already overcrowded. 

 Suggestions for scheduling changes that could delay the need for more space have been 
listed above (see under RE Program Suggestions Religious Education-1, through 
Religious Education -5.) 
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7.  Would paving and lining the parking area significantly increase the number of available 
parking spaces on the property? 
 

 Paving and lining the lot would not increase the available space for vehicles. It would 
definitely facilitate efficient use of the existing space, as vehicle spacing would then be 
uniform.   

 Paving and lining the parking lot would be expensive.  A 2014 proposal from Dominic's 
Paving:  to lay 4" of hot mix asphalt over the existing stone lot of 30,000 square feet 
would have cost $78,000. That does not include painting lines or any permits that may 
be required. Painting was another $5,100 for a total of $83,000 plus permit fees.  

 
8.  Is there any way to increase parking on our existing real estate? 
 

 As outlined above under Parking Spaces, the installation of an 8 foot crushed stone 
apron on the right side of the driveway would enable us to gain, at modest expense, an 
estimated 13 parking spaces.   

 
9.  Is car-pooling from the commuter lot at Elmer Derr and Mt. Zion Roads feasible? 
 

 Car-pooling from the commuter lot is feasible, and has been implemented (primarily by 
Choir members) for Christmas Eve services in the past.  However, it is much less 
convenient than parking at UUCF and would probably require a dedicated organizer to 
keep it running smoothly.  It is much more readily tolerated as a once-a-year Christmas 
Eve expedient than it would be as an every-Sunday procedure.  A hired shuttle bus 
service for special occasions like Christmas Eve services might make this more appealing. 

 
10.  How sound are the assumptions associated with a continual growth projection? I.e., 
should (can) we be projecting a new membership plateau? Are there other congregations 
with similar surrounding population levels that may have growth data of use to us? 
 

 The SG knows of no data that would permit us to forecast a new membership plateau.  
Plateaus in average Sanctuary attendance have been noted in the past (see Figure 1).  

 Major assumptions underlying the growth projection shown in Figure 4 have been listed 
above.  It is for readers of this Report to evaluate the soundness of these assumptions.  
Recent newspaper articles point to continued population growth in Frederick County 
and City.  Our congregation is growing by 20-30 new Members per year without any 
measurable marketing or advertising measures. 
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