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Unitarian Universalist Church of Las Cruces 
Committee on Ministry 

2020 Annual Report 
 

Chairperson: Cassandra Calway 

Committee Members: Susan Bagby, Margaret Devlin, Karen Mitchell, Joan 
Pipkins, Rev. Xolani Kacela (ex officio) 

 

Introduction 
According to the by-laws of the UUCLC the stated purpose of the Committee on 
Ministry is to “help strengthen the overall quality of ministry of the Society.” The 
committee recognizes that the church operates under the concept of a ‘shared 
ministry.’  Consequently, the committee focused this year on research and 
analysis of the objectives, actions, and results of the minister and the various 
committees of the church. This report includes the methodology used for that 
research along with our findings, conclusions, and recommendations to help 
strengthen the shared ministry. 

 

Methodology 
The committee made use of both formal and informal opportunities to obtain 
input relevant to its primary focus this year. Personal observations along with 
informal conversations as well as formal interviews and committee year end 
reports have served as sources of information.  

The Committee on Ministry invited the chairperson of each of the UUCLC standing 
and/or ad hoc committees to discuss the operations of his or her respective 
committee. To ensure consistent input each chairperson was asked to address the 
following three questions: 

1. What is your role or mission and how does it fit into the church’s mission 
statement? 

2. How do you measure success? 

3. Is there anything the church can do to help you in your efforts? 
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Most chairpersons were able to meet with the Committee on Ministry either in 
person or by Zoom. 

The Committee on Ministry requested all standing and/or ad hoc committees to 
submit an End-of-Year Report which would provide additional formal feedback to 
be used for our analysis of the strength or effectiveness of the church ministries. 
Again, to ensure consistency, we asked that all reports include the following 
information: 

• Committee Mission 
• Goals for 2020 and how they supported the mission 
• Activities and how they supported the goals 
• Successes and how they were measured 
• Problem Areas 
• Plans for 2021 

 
All committee reports are appended to this report. 

The Rev. Kacela submitted his 2020 goals as input to the committee’s process for 
evaluating the strength and effectiveness of the ministry for this year. We limited 
our analysis to the following three key areas: 

• Leading Worship 
• Encouraging Spiritual Growth 
• Providing Pastoral Care 

 
The Committee on Ministry has forwarded its analysis and conclusions regarding 
the minister’s input to the Board of Trustees to be included within a larger 
evaluation to be given by them directly to the minister. 

 

Committee Interviews 
 

The Committee on Ministry met with representatives of most of the other UUCLC 
committees. Meetings were not held with Stewardship or Facilities. Committee 
responses to a standard set of questions follow, along with some comments that 
were heard in more than one interview.  
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Question 1. What is your role or mission and how does it fit into the UUCLC 
mission statement?  
 
Finance  
Oversee and manage the resources that support the church's mission. Ensure 
there is enough money to fuel the church's mission and vision. 
 
Leadership Development 
Prepare leadership for the church, with motivated skillful people to help deliver 
the mission of the church. Harvest the skills and power of the congregation while 
recruiting new people. 
 
Sunday Service 
Put together and be responsible for one service a month. Develop spiritually 
inspiring services.  
 
Choir/Director of Music 
Facilitate music in worship and represent the church in the community. The choir 
serves as a covenant group. 
 
Social Justice 
Embody the principles of the UUCLC in their work and effect change in the world 
through their ministry, acting locally and thinking globally. 
 
CUUPs 
Part of the national group of Pagan UUs. They endeavor to provide a public place 
for gathering and worship of Pagans. Promote and practice understanding of 
Pagan and Earth-centered spirituality with in the UUA. They enable networking 
among Pagan-identified UUs. Provide outreach of UU to the broader Pagan 
community. 
 
Caring 
Support members of the community with rides, meals, cards, and understanding 
of needs, for the community.  
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Membership 
Welcome visitors, orient new members toward membership, integrate new 
members into the life of the church, and help continuing members retain an 
enthusiastic attachment to the church.  
 
Gallery 
Provide outreach to the community and provide a source of beauty and meaning. 
 
Religious Education/Director of Religious Education 
Work with the youth of the church to teach kindness, knowledge, and justice, and 
provide the tools and understanding to advocate and grow. 
 
Question 2. How does the committee measure success?  
 
Finance 
They give timely reports to the board members. Committee heads and members 
know how the money is spent. The church is solvent.  
 
Leadership Development 
They have a full slate of qualified candidates for the Board and committee 
openings. Providing training for leaders and getting wayward committees back in 
the group.  
 
Sunday Service 
Attendance at the services is the measure of success. 
 
Choir/Director of Music  
There is an annual review and the building of a repertoire. The choir does an 
annual review to determine if it has reflected and promoted the church's ministry 
and personal growth. Annual goals are developed and evaluated. 
 
Social Justice 
Having many active umbrella committees is one measure of success. They 
supported five activities in 2019-2020.  
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CUUPs 
Attendance is one measure of success. Approximately 20-25 people meet each 
month. They have been meeting for about 6 years, providing programs, and 8 
celebrations annually. They also provide services for UUCLC and give financially 
10% of their collections.  
 
Membership 
By successfully completing their goals and many activities, such as having 
Greeters at every service, seeing the directory is updated, executing a new-
member Sunday, having two Elderberry lunches a year, sponsoring a new 
member dinner or reception, and making sure the web page is up to date. 
 
Gallery 
The number of artist applications to exhibit in the self-sustaining gallery and the 
sales those exhibitions generate indicate the Gallery’s success. They give 10% of 
sales commissions to the UUCLC annual budget. The committee provides 
scholarships to students at LCPS and NMSU.  
 
Religious Education/Director of Religious Education 
By being available to listen where help is needed, and being supportive, open, and 
knowledgeable. 
  
Question 3. Is there anything the church can do to help your committee in your 
efforts?  
 
Finance 
They stated they need guidance on where the boundaries are between Finance 
and other groups and committees, and on how to keep finance from interfering 
with other groups. They seek better communication about money between the 
church and the membership. The committee would like to see 2-, 5-, and 10-year 
plans from each committee. 
 
Leadership Development 
The committee could use a database of volunteers by committee or church office 
role. This committee needs clarification of its role, as it is expected to do things 
that are outside its perceived duties.  
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Sunday Service 
More service leaders are needed. The committee needs help dealing with 
complaints about the services from the congregation and needs clarification 
about which items are their responsibility. They need better communication from 
Finance.  
 
Choir/Director of Music 
The choir needs risers that hold chairs. They need money for new music. 
Continued support for participation in the Unitarian Universalist Association for 
Music Ministries is important. The Director of Music stated that Rev. Kacela is a 
good music minister. Help will be needed during the Director’s sabbatical and for 
the planned trip by UU music ministers’ trip to India.  
 
Social Justice 
Communication between committees and staff is an issue. Changing membership 
can be an issue; however, finding people to participate in actions is not an issue. 
More committees need to get together and do things.  
 
CUUPs 
Finding interested people is a problem. CUUPs members feel insular, not as much 
a part of the church as they would like, although helping at the Auction has 
helped. They feel Rev. Kacela should attend some meetings and approach them 
for programs. Welcoming committee should reach out to them. CUUPs needs 
better PR. 
 
Membership 
The committee has a broad mission but too few people. At the time of the 
interview there were only four members; however, now there are several more 
and growing. They still need help with many projects and greeters.  
 
Hospitality 
The committee needs more members. They need someone to always start the 
coffee. New chair dollies are needed. The committee especially needs others to 
cooperate and coordinate with them for major events (memorials, etc.}. 
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Gallery 
The committee needs more docents and a Docent Wrangler. Understanding the 
books is important; the bookkeeping process requires checking and is 
complicated. Gallery commissions are the extent of the Gallery budget.  
 
Religious Education/Director of Religious Education 
The church can help the new Director of Religious Education by continuing to 
support her and her ideas and growth in the position, providing information and 
connections when necessary. 
 
Frequent Comments  
 
The Committee on Ministry heard several consistent comments from the 
committee representatives. 
 
The budget is confusing. The committees receive regular financial information, 
but they do not necessarily understand it. The way the figures are presented is 
confusing and complex.  
 
Committee coordination is lacking. Since the loss of the Council several years ago, 
there is no way for one committee to know what another is doing. Committees 
have no way to coordinate to work towards common goals. Scheduling is 
problematic and conflicts occur. There is no central, accurate, up-to-date list of 
committees and chairpersons. 
 
More committee publicity is needed. Most people are not aware of the extensive 
work the committees do. Regular publicity in the NUUs and The Light would be 
useful. Knowing what good work has been done by various committees would 
help attract volunteers and committee members. 
 
The church needs a wish list. The church has needs and wishes, but no one knows 
what they are. Committees could instigate activities related to specific wishes if 
those were made public. 
 
Ministerial attendance. Committees would like to see Rev. Kacela attend their 
meetings, perhaps on a rotating basis.  
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2020 Year-end Committee Reports 

In addition to the conversations with committee chairpersons, the COM asked 
each committee to provide a year-end report, summing up the year’s activities 
with particular focus on the impact of the coronavirus pandemic. We provided a 
template for the committees to define their mission; explain how their activities 
specifically supported their goals, which in turn supported their mission and that 
of the church; note any problem areas; and establish goals for the coming year. 

These committees submitted reports, which are appended:  

• Caring 
• Committee on Ministry 
• CUUPs 
• Finance 
• Hospitality 
• Leadership Development 
• Music Ministries 
• Religious Education 
• Social Justice 
• Sunday Services 

 

We received no year-end report from Facilities, the Gallery, or Stewardship, which 
is a subcommittee of Finance. Membership provided an activity report (also 
appended) during the interviews, and it is mentioned here. 

Many committees are working hard and doing their best to continue to function 
despite the demands of the pandemic. Not being able to gather safely for worship 
or work has meant that many activities have been cancelled and many plans put 
on hold; other activities have required serious and sudden modifications. Goals 
had to be reformulated, often quickly. Many committees found themselves 
dealing with new demands, often requiring steep learning curves. Technical issues 
have been especially challenging. The committees and the congregation have 
shown great dedication, patience, and flexibility in this difficult and frustrating 
situation.  
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Triumphs  

Despite the chaos of 2020, some committee efforts stand out as examples of 
what is the best in UUCLC. These efforts deserve the recognition of a grateful 
congregation, and the committees involved deserve our thanks.  

Uninterrupted Worship Services 
Despite the pandemic, our doors have been open for worship every Sunday this 
year, in person until March and via Zoom thereafter. The pulpit has been shared 
by Rev. Xolani, lay leaders from the congregation, and guest ministers coming to 
us from a distance. We have also enjoyed shared services with several other 
congregations. The Sunday Services committee adapted to the online platform 
including providing standardized Zoom-specific scripts for Service Associates. 
Coordination of people, plans, and technical issues via email is not easy or simple, 
but the Sunday Services committee has managed it very successfully.  

 

Music for All Services 
UUCLC’s Music Ministry has brought music to every church service. We have been 
able to enjoy live music from gifted musicians in our congregation and in others, 
and recorded music obtained from the UUA and other sources. The technical 
demands have not been insignificant. The choir suspended in-person practice in 
March, but since then has met online weekly for community and practice. The 
Director of Music and our musicians have worked hard to enhance our services 
and further a sense of spirituality. 
 
New Leadership on the Board of Trustees. 
Following the sudden resignation of five members of the Board during the 
summer, the Leadership Development committee had to find replacements so 
that the Board could again operate at full capacity. New Board members have 
now been prepared for the job and installed. The committee’s rapid hard work 
allowed the work of the Board and the church to continue without undue 
interruption. 
 
A Growing RE Program 
A new Director of Religious Education (DRE) was identified and hired in May, 
following months of hard work by a few congregational members who maintained 
the continuity of the RE program after the departure of the previous DRE. Since 
then, the RE committee has worked with the new DRE to develop an online RE 
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program with increasingly eager participation by the congregation’s youth. Zoom 
sessions follow the Sunday service each week and provide a safe space to grow 
and learn. Particularly successful activities have included videos created by the 
youth; the creation of a replacement mural to cover the Tombaugh window while 
it is being repaired; a drive-through graduation salute; and a safe Hallowe’en 
drive-by event to engage the congregation with the youth. 
 
Stable Membership 
Although in-person meetings have not been possible, the Membership committee 
has attempted to maintain contact with all members of the church, particularly 
those living in isolation. A telephone tree was set up in the spring to provide 
weekly contact with members; it continues to operate. Additionally, new 
members have been welcomed into the congregation, introduced to us virtually 
but no less warmly that usual. The committee has monitored attendance at Zoom 
services. About sixty households attend on most Sundays; some of those are one-
time members of UUCLC who no longer live in Las Cruces but who have 
reestablished contact with the church by attending Zoom services.  
 
Continued Community 
Although the church cannot at this time serve well-brewed coffee after church on 
Sundays, the Hospitality committee organized the delivery of batches of delicious 
cookies to church members, letting them know that they matter to our 
community. And although we are unable to enjoy long in-person conversations at 
a traditional coffee hour, the Sunday Services committee and Technical Support 
staff have managed to provide an opportunity for conversation by means of Zoom 
break-out rooms that open after the worship service has ended. Additionally, we 
have enjoyed TGIF get-togethers, game nights, and Caring Wednesdays. These 
efforts have allowed for some very welcome contact among members. 
 
Generosity for Social Justice Causes 
The Social Justice committee has organized the receipt and distribution of 
significant donations from the congregation in support of Tents to Rents, Casa de 
Peregrinos, and the Community of Hope. Also, the quarterly Change for Change 
recipients selected by Social Justice have benefitted from larger than usual 
donations, perhaps thanks to the addition to the church website of online 
donation capability.  
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Other Successes 

For the committees to function effectively inside the overall structure of the 
church, it is important that each have a clear understanding of the church’s 
mission and how the committee’s mission supports and promotes it. Eight of the 
twelve committees have a clear understanding of their mission within the church.  

Similarly, committees need to set clear goals that support their mission. Half of 
the committees reported successfully meeting at least some of their stated goals 
for 2020: 

• The Committee on Ministry completed committee interviews and 
evaluations and participated in the ministerial evaluation. 

• CUUPs maintained a solid core group of regular attendees. 
• The Finance committee regularly reported to the Board and committees, 

monitored the 2020 annual budget, and began work on the 2021 budget, 
and oversaw the Stewardship pledge drive, which continues as of this 
writing. 

• In addition to finding five replacement Board members, the Leadership 
Development committee prepared its annual slate of candidates Board and 
other positions and educated those candidates about the jobs involved.  

• The Membership committee maintained current member records and 
continued as many of their planned activities as possible under pandemic 
restrictions. The church welcomed several new members.  

• In addition to planning and executing worship services, the Sunday Service 
committee added new Service Associates and provided amended training 
materials.  

 

Nine of the committees have set at least some specific goals for the coming year, 
although many of those goals relate to activities that were on-going prior to the 
pandemic. The Caring committee plans to add a trained Compassionate Care 
Team to assist with pastoral care. The COM will work to define its purpose and 
mission more precisely.  

 

Challenges 

The coronavirus has compromised every UUCLC committee in one way or 
another. In-person meetings and volunteering within and without the church are 
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currently impossible. We expect restrictions to continue for the near future; the 
church will not open its campus until at least May of 2021.  

Committees also face several challenges unrelated to the pandemic.   

Inadequate Manpower 
The committees need volunteers, especially chairpersons. Reports from 
Hospitality, Leadership Development, Membership, and Sunday Services 
specifically mentioned that they do not have enough people to manage 
comfortably the tasks before them. 
 
Complicated Financial Information 
Many committees have difficulty understanding the financial information they 
receive. The Finance committee worries that the congregation does not know 
how the church’s money is spent, despite timely reports to the Board and 
committees.  
 
Additional Administrative Support 
The Finance committee reports a need for more support from the administrative 
staff. Ultimately, the committee would like to see the church employ a trained 
Business Manager.  
 
Insufficient Ministerial and Congregational Interactions  
The RE committee sees a need for more interaction between the youth and the 
congregation and minister. The Sunday Services committee also needs more 
interaction with the minister.  
 
Undefined Mission and Goals 
Several committees do not have a clear concept of their mission as it is related to 
the overall mission of the church. When all committees are not directing their 
efforts towards a common purpose, the work of the UUCLC is less effective than it 
might be. 
 
Poor Communication 
Communication among members, committees, staff, and minister is a persistent 
issue, notably when it comes to scheduling events, discussions about money, and 
being welcoming to a diverse community.  
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Conclusions and Recommendations 

The Committee on Ministry completed an evaluation of the church’s ministries, 
committees, and the minister. The committee interviewed the committees in 
person and over Zoom during the last year. The committee requested year end 
reports from all the committees. The purpose of this was to check in with the 
committees since the start of the pandemic. The minister’s evaluation will be 
completed in conjunction with the Board of Trustees. 
 

Conclusions 

• The committees and ministries of the church are continuing to meet and 
complete the tasks at hand. 

• Committee goals had to be adjusted. Some items will be moved to next 
year due to the pandemic. 

• The success of the UUCLC ministries cannot be fully evaluated in 2020 
because we do not know what the 2020 goals were. We can only evaluate 
against the mission/vision and the goals of each committee.  

• A common issue across all committees is the lack of manpower. The 
Committee on Ministry is concerned that this may show a lack of 
commitment to the church and its mission. 

• The Committee on Ministry members wondered how the goals for the 
church are determined and what is the best way to have those goals inform 
and guide the work we do. 

• Communication is an issue that was constant across committees, members, 
and the minister. This includes the budget despite reports to Board and 
committees. 

• There is a need for more ministerial and congregation interactions. 

 

Recommendations 

• In the coming year, whenever the goals are set forth for the church by the 
Board and minister, they need to be prominently publicized so that each 
committee can always find ways to work towards and support them. 
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• The church should consider making the Stewardship committee a year-
round commitment, to alleviate some of the burden on the Finance 
committee and to put more focus on other elements of stewardship 
besides the pledge drive. This might make talking about money less 
emotional. The Finance committee would like a 2-5 year and a 10-year plan 
from each committee. 

• The church needs a public wish list. The church has wants and needs that 
should be made public so committees could center activities around this 
list. 

• Committees need to have clear goals and missions that are accessible to 
the congregation. 

• The committees would like the minister to attend committee meetings on a 
rotating basis and attend coffee hour when the congregation is meeting in 
person again. 

• All HR processes should be reevaluated, and any processes for employee 
evaluations should be in place and fully understood by all parties before the 
evaluations begin. 


