The Tasks Ahead: Steps to Creating a New UUCE

The Board of Trustees has agreed with the recommendations of the Strategic Planning Committee that we should begin immediately with detailed planning for the creation of a new facility for UUCE by establishing the following committees and working groups.

Building Oversight Committee (BOC)

Individuals on the Building Oversight Committee will coordinate, facilitate and oversee the efforts of the multiple working groups responsible for all the tasks required to move us from where we are today to setting up church in our new home. We imagine these tasks will include: searching for and acquiring property, selecting a design team, representing UUCE's vision and needs to the design team, selecting a general contractor, working with the design team and contractor before and during construction, arranging financing as needed, moving into the completed building, selling our existing property, helping to ensure the availability and proper allocation of interim facilities as needed, and keeping the congregation and local community informed throughout the process. Some of these working groups will have specific tasks to accomplish and will dissolve when the task is completed; others will have ongoing charges.

Members of the BOC will serve two-year terms, staggering half the terms to end one year and the other half to end the following year. To facilitate communication and completion of all the necessary tasks, each member of the BOC will serve on one of the working groups; BOC members will choose which working groups each will serve on, or affiliate with. It will be helpful to have an odd number of members on this committee to facilitate voting.

Property Search Group

Properties in the Eugene area of the size and price we need rarely come on the market because developers are looking for this type of property, and arrange for its purchase before it is listed. Because of this we have to actively seek out property; we can’t just look in the newspaper to find it. The SPC has identified several ways a property search team could pursue properties not on the market, as well as explore possible partnerships with developers. This will need to be an efficient, effective, and well-orchestrated team.  Among other things, they will:

· Clarify zoning options for churches - in both Eugene and Springfield

· Meet with Eugene and Springfield City planning depts, as well as school districts, to learn of development or purchase opportunities that fit our matrix priorities

· Search Regional Land Information Database (RLID) to identify potential sellers, and contact them

· Contact churches and synagogues that suit our matrix

· Contact developers who match our matrix and would be potential partners

· Contact Realtors

· Pursue inclusion in Springfield's Riverfront Opportunity Area (ROA) in Glenwood

· Pursue Glenwood riverfront opportunities adjacent to, but not in, ROA

· Contact cemeteries and other organizations with development potential - plus natural environment and/or parking

Sustainability Matrix

Attention to the triple bottom line - financial, social and environmental - was suggested and applauded in a recent town hall meeting.  Because it will guide property selection, the Sustainability Matrix needs to be developed immediately.  

UUCE's Sustainability Matrix will identify our preferences for location, land use and zoning, parking (exclusive use, sharing parking with another property, or using public parking nearby), design, construction materials, local vs. non-local contractors and sources, energy-saving mechanical systems, etc.  It will likely include the following:

· Vehicle Miles Traveled - know current average, predict 10-20 years out based on growth patterns for UU demographics, define ideal geographical areas

· Green (forested land) vs. brown (needing cleanup of toxicity) vs. grey field (opportunity for natural restoration)

· Social displacement

· Habitat displacement or potential for habitat restoration

· Proximity to social justice opportunities

· Bus, bike, carpool potential (perhaps, meet with LTD folks for long-term plans for Sunday routes)

· Use of carbon offsets

· Ideal adjacent land/building uses (hours different from UUCE's for shared parking, compatible organizations for sharing resources perhaps, etc.)

Angel Investors

According to UUA Consultant Wayne Clark, ideally a church would have purchased land for future expansion a long time ago, but most don’t. Instead, many churches use angel investors to buy and hold land prior to a church decision; the use of angel investors is a fairly common practice. Angel Investors are not expected to hold property for an extended period of time and their use does not take the place of a successful capital campaign. They simply allow property to be kept from being sold while a church goes through a decision making process as defined by the bylaws.

What are Angel Investors? Angel Investors are friends of the congregation who are willing to shift their personal assets temporarily so that the congregation can use them as a tool. Angel Investors can hold a property for the church’s consideration that would not otherwise be on the market long enough for the congregation to come together on its purchase.  This Angel Investor Working Group will:

· Identify timing and amount of financial needs

· Identify and contact potential angels 

· Hold group meeting(s) with the Angel Investors to go over matters such as  risks to angels, difference between angel input and a capital campaign commitment, eventual financing plans, immediate financial needs, schedule of procurement and transfer of property.

· Determine best offer arrangements, e.g. option (transferable to and exercisable by church) vs. purchase

· Develop legal agreement for Angel Investors, between Angel Investors and UUCE

Public Relations

The Public Relations Working Group is charged with the task of keeping the congregation, the local community and the denomination informed about the activities of the Building Oversight Committee and the Working Groups, and of the progress of the entire building process. 

 

 

Finance Group

The Financing Working Group is charged with researching and comparing all potential sources of funding for construction and long-term (mortgage) financing. These might include lending institutions, the UUA, EWEB programs, and the Veatch Foundation of UU Shelter Rock. Knowledge of grants or public funds available to help pay for a site requiring toxic clean up will help the Property Search Working Group assess how such a site compares to others. The financial requirements of various kinds of properties, including, for example, sharing parking areas with an adjacent land use, will also be investigated and compared.

While the work of this group will be intensive, it involves a fairly short-term commitment since an understanding of the financial aspects of the project must be known before other aspects of the process can be pursued.

Capital Campaign

In many ways the tasks of the Capital Campaign Working Group is central to the entire process since a firm financial basis is essential to acquiring property, hiring planners and architects, and proceeding with construction. This group will conduct research and begin planning immediately for a capital campaign, and perhaps simultaneously undertake a major gifts campaign.  Fortunately, consultants are available to help us proceed with a Capital Campaign. From the UUA, Wayne Clark can provide guidance, and on a regional level Cecilia Kingman-Miller can provide advice.  Locally, we can draw on professionals involved with similar projects, such as the campaign to fund KLCC’s new facilities.
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