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Introduction

This Living Resource Guide contains the collaborative wisdom of participants in the
CUC Congregational Conversations project. It will be updated as conversations
continue and more resources become known.

All Congregational Conversations have three common purposes:

1. Connecting Congregations - to build relationships & share concerns, needs,
ideas, & inspirations. We are better together!

2. Sharing Resources - we'll bring some & we welcome your contributions.
Collections will be assembled & shared (with attendees & online) after the event.

3. Inviting Collaboration - congregations working together ... groups sharing tools
& resources ... support in challenging times ... so many options!

Upcoming Congregational Conversations

Watch the 2026 Fall eNews for topics & registration info

Got a great resource on one of these themes? Please share to:
congregationallife@cuc.ca, or better yet, join us for the next conversation!

2026 Topics in this Edition

e 2026 Fresh Start (January 2026)

e Ministry Updates 2026 (February 2026 2x)

e Planting, Pruning, & Bearing Fruit (March 2026 2x)
e Shifting from Problem to Opportunity (April 2026 2x)

CUC Communication & Events Info

The best places for current CUC information are:
e the CUC eNews: CUC eNews & Communications
(Subscribe to the eNews and never miss an edition)
e the CUC Calendar: Events Calendar
e check in with: CUC Staff
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RESOURCES - 2026 Fresh Start

We began the calendar year with an unscripted opportunity for congregational leaders
to come and check in, to share where they’re at, and to name what they’re noticing, or
what they could use help with. From sessions like these, we are able to plan for future
conversations - and we sometimes learn about immediate needs that we might not
otherwise hear about. These ‘open topics’ make for great conversations!

Here’s some of what we heard:

Congregations are experiencing growth and new beginnings, vibrancy and
connection.

People are drawn to a “Transformative Sunday Morning Experience”, and the
rituals draw in the attention of our new folks - especially younger people and
people with diverse identities.

There are conversations happening about ‘who we think we are isn’t exactly who
we are - and what do we need to do now?

While the design of Religious Education programming has changed, you're
welcoming children and youth again.

You’re working to design a ‘radically inclusive’ Covenant of Right Relations.
You’re ‘building the house while you're living in it’.

That you’re looking for ways to nourish your leaders.

You're excited about new people and trying to not overwhelm them, while also
feeling concerned about the small group of volunteers doing most of the work.
You’re concerned about aging members and people experiencing iliness.

The budget is tight - but you’re leaning into congregational strengths.

You’re creating ‘Pathways to Belonging’ for new people to find their way into the
life of the congregation - beyond Sunday mornings.

That you’re listening ‘for what's not being said, as well as what is said’.

That people are more readily donating (time and money) to specific projects.
That you’re learning that ‘no is as hold as the yes - and to exist, we need help’.
And that sometimes, doing the hard thing makes all the difference.
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2026 Fresh Start continued

CUC Resources, Recommendations & Best Practices

e Connect with CUC Congregational Life Staff for direct support.

e Please keep in mind - that the people who are doing the heavy lifting in your
congregation need also to be nourished. What do your leaders need? (Hint: ask
them ... they might surprise you!)

Here are some ideas, to get the conversation going...

o The opportunity to attend an event or a service with no responsibilities.
Personal or professional development opportunities.
How could we express our appreciation in a way that would work for you?
Is there a workshop or event that would nourish you?
A conversation among leaders - about what, in the congregation, brings
you joy? (We love hearing your joys as well as your concerns - and we bet
your co-leaders would enjoy that conversation too!)
o Reflective time ... or creative time ... or social time ... that energizes.

o O O O

Congregational Resources & Recommendations

e Multiple congregations speak about how they appreciate the Meaning Making
Project resources, and/or the Soul Matters resources, as ways of easing the
burdens of a limited worship team, and tools for members to find connection and
spiritual nourishment.

More Related Links

e Check out “The Forum for Theological Exploration”. It's a Christian
organization whose theology meshes well with ours. | (Anne B) just took their
course: ‘The Art & Science of Vocational Discernment’ - about supporting
young people in their discernment toward religious leadership - and it was
fantastic! I'm going back in the fall for ‘Leading & Practicing Vocational
Discernment’ and | can’t wait.
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RESOURCES - Ministry Updates 2026

There are frequent updates in UU Parish Ministry search and settlement, and the best
advice we can offer is “check in with your Congregational Life Staff”.

We are in regular contact with the UUA Transitions and Ministry Teams, working hard to
stay up to date and in the know.

The landscape of ministry in Canada is changing. This topic focused on recent changes
to professional ministry and ministerial search. Our special guest was Christine
Purcell, UUA Congregational Transitions Director (cpurcell@uua.org), who
supports congregational search teams and boards when they have questions or
need guidance around ministerial search. Locally, your CUC Congregational Life
staff complement the work of the UUA Transitions Office by bringing knowledge
of the Canadian context.

CUC/UUA responsibilities: When the CUC split off from the UUA in 2002, oversight for
professional ministry (credentialing, and also ministerial search) remained with the UUA.
This means there is one continent-wide system for congregations seeking
ministers, and ministers seeking congregations, managed by the UUA with
support from the CUC. (Note: whenever you read ‘Primary Contact’ or ‘Regional Staff’
in a UUA resource - think ‘Congregational Life Staff’ in Canada.)

Christine emphasized that whatever is true about ministerial search today will
change within the next couple of years, as the UUA has commissioned a Transitions
Review Task Force to recommend updates to the search system by June 2027. Some
modifications are already underway, including making sure Canadian ministry sites and
CUC staff are more fully looped into Transitions Office processes.

Search Process Updates in Recent Years:

e Traditionally most ministers were either settled (called by vote of the
congregation, for an indefinite term) or interim (hired by the board, generally for
two years, tasked with supporting congregational transition work.)

e Congregations under 150 members are now encouraged to use a
“Contract” or “Contract-to-Call” process, rather than the traditional settled
search. For many reasons, it's more practical, more affordable, more flexible, and
less strain on a congregation’s volunteer pool. (Ministry Search Type Definitions)
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Ministry Updates 2026 continued

Settled and contract searches now follow the same calendars, with some
ministers applying to congregations from both of these contexts. An additional
search cycle begins in April and follows the interim search calendar.

Contract positions can no longer be offered and negotiated ‘at any time’ (which
was the case in our 2024 update), aside from special circumstances - like short
term contracts in a crisis situation.

While it has been harder to find a UU minister in recent years, that trend is
changing - especially for Canadian congregations. Now, with the impact of US
politics, there is a substantial increase in the number of ministers interested
in and willing to move to Canada.

In the 2026 spring search cycle, all Canadian congregations in search made
matches with a minister.

“The Border” continues to be a challenge to recruitment and settlement.

o Given the US/Canada currency differences, it can be harder to recruit a
US minister to Canada - unless they are intending (and eligible) to stay in
Canada permanently.

o Border crossing requires more legal support and immigration options have
become more restrictive. Extra costs will be incurred and should be
factored into your search budget.

o Itis no longer a given that ministers coming from the US will be able to
obtain permanent residency.

o The CUC has been compiling extensive resources to support
congregations and ministers looking at cross-border relocation from
the US to Canada - and - adjustments are constant.

Letters of agreement for all ministries are now expected to broadly follow a
standard template, and the most recent version of this agreement calls for
ministers to have “2 days off weekly”, as opposed to past versions which
recommended “a minimum of one day off.” The CUC can assist with
modifications to this agreement that bring it into alignment with the
Canadian context.
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Ministry Updates 2026 continued

Whether a congregation is looking for a minister (and hasn’t yet found one) - or the
congregation is lay-led intentionally, we’re noticing an increasing pattern of creative
engagement with professional ministers, both within their local area, and using
online platforms. We're seeing small or temporary contracts for specific purposes
(pastoral care / preaching / workshops) or for specific time frames (a season / a church
year / help with a problem or project).

We’ve noticed 4 main reasons: (but we’re happy to hear of more from you!)

e Partly necessity, when a congregation was looking for a minister and didn’t
get one in the search cycle;

e Partly because new resources have become available, like the Meaning
Making Project, or other ministers creating smaller opportunities;
Partly because we’ve become more able to arrange online options;
Finally ... there has been a lot of change & uncertainty - and it seems like
more folks are reaching out for help.

CUC Resources, Recommendations & Best Practices

e Connect with CUC Congregational Life Staff for direct support. We'll do our
best to bring you up to date, help you navigate this fluctuating process, and
connect you with others who can help.

e Cross border considerations: Ministry in UUism is continental, and ministers
can be considered suitable for positions in both Canada and the US. Technically,
work permits are not required for religious workers (including ministers). However
the realities for Americans crossing the border and establishing residency in
Canada is not completely straightforward; establishing credit, meeting landlords
requirements, importing vehicles, and other issues can take a lot of time and
effort. The situation seems to change frequently. And financial concerns -
especially if the minister is carrying US student loans or plans to retire in the US -
are very real, given current exchange rates. If you are interested in entering into
a contract with an American minister, check in with your congregational life staff
person for support and the most current information.
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Ministry Updates 2026 continued

Other UU Resources

Searching for a new minister? START HERE: Ministerial Transitions
Professional UU ministry is managed continentally by the UUA - who are in close
relationship with your CUC Congregational Life staff. Look here for the most
current info on transitions for UU religious professionals and congregations.
Christine Purcell is the UUA Congregational Transitions Director - the UUA
person who works directly with congregations - including Canadians!

Ministry Search Types are explained HERE.

The Meaning Making Project provides support for congregations of all sizes -
and is especially helpful for smaller congregations who have struggled with
developing their own worship and small group resources. You can find info on
2026-2027 themes and resources HERE and detailed descriptions HERE.
UUMA - Unitarian Universalist Ministers Association: UU ministers in North
America (and beyond) are members of the UUMA for collegial connection,
support, and continuing education. Portions of the website are public.

UUMA Scale of Fees for Professional Services: a helpful chart of
recommended rates when hiring ministry support outside of a salaried role.
UUMOC - UU Ministers of Canada: is the Canadian chapter of the UUMA.
Canadian ministers, and ministers serving in Canada, belong to the UUMOC for
collegial connection, support, continuing education, and national organizing.

9
Canadian Unitarian Council
Congregational Conversations


https://www.uua.org/careers/ministers/transitions
https://www.uua.org/people/christine-purcell
https://www.uua.org/careers/ministers/transitions/search-types
https://meaningmakingproject.com/
https://meaningmakingproject.com/services-packets/#themes
https://meaningmakingproject.com/wp-content/uploads/2026/06/Meaning-Making-Project-2026-27-brochure.pdf
https://uuma.org/
https://uuma.org/resource/scale-of-fees-for-professional-services/
mailto:uumocexec@gmail.com

CANADIAN UNITARIAN COUNCIL - CONSEIL UNITARIEN DU CANADA
Congregational Conversation Resources 2026

RESOURCES - Planting, Pruning, & Bearing Fruit

We are always making decisions — working to sustain or grow the health of our
congregations and communities. When was the last time you reflected on the criteria
you’re using? This conversation focused on HOW we make important decisions.

The three areas we talked about were:

resources?

Planting: What does our community really need?

Pruning: When is it time to let go of something?

& Bearing Fruit: How do we measure success, or value, of a program or
practice? What are our criteria? And how can this help us allocate our precious

We brought three simple tools to share with you - to get the conversation going, and

then participants talked about how their communities make decisions ... and what could

help them in that process. (see more links in the resource sections below)

Planting: What does our community really need?

The Covey Matrix (based on the Eisenhower Matrix) helps leaders to prioritize time

IMPORTANT

NOT IMPORTANT

URGENT

The Covey Matrix

NOT URGENT

Stephen Covey famously said:

"The key is not to prioritise
what's on your schedule,
but to schedule your priorities."

Covey places the emphasis

Q 1 Q2 EFFECTIVENESS
NECESSITY
Proactive work
Crises Important goals
Emergency meetings Creative thinking
Last-minute deadlines Planning and prevention
Pressing problems Relationship building
Unforeseen events Learning and renewal
Recreation
Q3 DISTRACTION Q4 WASTE

Needless interruptions
Unnecessary reports
Irrelevant meetings
Other people’s minor issues
Unimportant email,
tasks, phone calls, status
posts, etc.

on Quadrant 2:

Trivial work
Avoidance activities
Excessive relaxation,
television, gaming,
Internet
Time-wasters
Gossip

Important, but not Urgent
(Effectiveness)

(The 7 Habits of Highly Effective People)
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Planting, Pruning, & Bearing Fruit continued

Pruning: When is it time to let go of something?

The SWEEt SpOt The Sweet Spot:

A Tool for Prioritizing Your Options

You have a lot of ideas... How do you choose where to focus your A t00| to help prlorltlze
energy and resources? That's what the does for you! energy & effort

5 - possible

4 - good

3 - sufficient

2 - low

1 - (almost) non-existent

You want at least a 3 on all axes

Useful to assess new ideas &

existing projects or practices
MISSION
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Planting, Pruning, & Bearing Fruit continued

Bearing Fruit: How do we measure the success, or value, of a program or
practice? What are our criteria? And how can this help us allocate our
precious resources?

The Hedgehog Concept

The Hedgehog Concept

The “Hedgehog Concept” derives from
the ancient Greek poet
Archilochus who wrote:

What are you deeply
passionate about?

“Foxes know many things,
but the hedgehog
knows one big thing.”

What you can
be the best
in the world at.

What drives your
economic engine.

.. foxes have many different tricks
to try and eat hedgehogs,
but hedgehogs have just one
tried and tested response,
to curl into a protected ball.

Source: Good to Great by Jim Collins

For our context, it's not necessarily a goal, strategy, intention,
or plan to be the best ...

It's an understanding of
what you can be the best at.
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Planting, Pruning, & Bearing Fruit continued

CUC Resources, Recommendations & Best Practices

e Connect with CUC Congregational Life Staff for direct support.
e E The Sweet Spot - decision making considerations

Congregational Reflections

e “All registered charities are required to have stated Purposes - make sure
everyone knows the Purpose!”
“Yearly training makes a big difference for leaders.”
“Major decisions are made by the board - would be interesting to hear more from
the congregation.” “How do we make sure decisions represent the whole
community?” “How do we know when to go to the congregation?”

e “When worship responsibilities are divided into alternating teams - it gives other
teams a real Sunday off.”

e “What do we do when our capacity is less than our expectations?”

Other UU Resources
e The UUA version The Sweet Spot: Tool and How to Use It:

More Related Links

e The Covey Matrix (based on the Eisenhower Matrix) helps leaders to prioritize
time; found in The Seven Habits of Highly Effective People
e Jim Collins: Good to Great
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RESOURCES - Shifting from Problem to Opportunity

In 2019, Anne Barker (Congregational Life Lead for BC & Western Regions) attended a
‘Solutions Economy Workshop’ led by Shaun Loney* - a Canadian Leader in Social
Enterprise — and it forever changed the way she looks at problems! In these sessions,
Anne shared one of her favourite lessons — how to shift problems into opportunities —
and what that could mean for our congregations and communities.

Then we asked What ‘feels like a problem’ at your congregation? ... and together
we workshopped ‘how could we reimagine this as an opportunity?’ ... and how
could that help? Big thanks to the attendees who were willing to present their
challenges for the sake of our shared learning!

“Shifting from Problem to Opportunity”
Questions to ask:

What is the problem?
Why is this a problem? (5 Whys technique)
o (optional: who benefits?)
So what do we have? (resources)
Where is the opportunity?
What is the value?
(who will pay for it? what is the cost of NOT dealing with it*)

The simplest formula:
What is the problem?

Flip it and ask: what do we actually have? (resources & opportunity)
If we see it as an opportunity - how does that change our perspective?

CUC Resources, Recommendations & Best Practices

e Connect with CUC Congregational Life Staff for direct support.

e In April 2026, CUC programming included a workshop with Shaun Loney -
“Unitarian Universalism & Social Enterprise” - focussed on ways that our UU
congregations and communities might serve the world, as well as benefit from,
social enterprise opportunities. Stay tuned to your CUC eNews and online
Calendar for current programming.
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Shifting from Problem to Opportunity continued

More Related Links

e Shaun Loney, from Winnipeg MB, is a Canadian Leader in Social Enterprise,
and brings fresh approaches to stubborn ideas.
o Shaun’s Books: An Army of Problem Solvers was written in 2015 and has
now sold over 10,000 copies. The Beautiful Bailout was put out in 2019.
e Download a free copy of his most recent publication here:
UpEnd: How Nonprofits, Governments and Charities Can Work

Together Differently To Get What We All Want

e Here’s a compilation of Shaun’s wisdom from The Problem Solver’s

Companion:

“One thing to remember as you think about the problem you’re trying to tackle, is
that you have to be OK with multiple answers to the same question.

And you aren’t afraid of asking questions and listening intently to the people
living the issue. [...] you also see the flipside of what is wrong: You see assets,
opportunities and resources where other people tend to see only problems. You
feel that there is a way forward that is pregnant with possibility, even if it seems
murky, distant or outlandish.

It's a natural human tendency to drive to a solution too quickly, before we have a
handle on the ins and outs, the players, and the true nature of the problem.
Jumping to solutions is comfortable and makes us feel good. But don’t do it. As
Lean Canvas creator Ash Maurya urges: Fall in love with the problem before you
start dating solutions.

The more time that is spent learning about the problem, the more effective the
resolution will be.”
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READINGS

Each session began and ended with a related reading.

Many of our readings come from:

o The UUA Worship Web Library: An excellent searchable collection of
resources including readings, music, stories, sermons, and other worship
elements.

We also recommend:

e The UUA Bookstore: which includes the inSpirit Meditation Series,
Skinner House Books, and Beacon Press.

Have you got a favourite book of readings?
Let us know and we’ll gladly share it here.
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