
2019-20 Mill Creek Budget and Staffing Changes “FAQ”


On May 19, Mill Creek held a Congregational Forum to discuss the upcoming budget 
and staffing decisions. Below is a list of questions asked by members in attendance, 
and responses from the Board and Minister. These questions are grouped by topic and 
not in the order they were asked.


Chalice Lighter Grant: 
1. Could we have gone to full time only because of the Chalice Lighter 
grant? 

No. Rev. Terry was hired as DRE for a 3/4 time position, to move to a full-time posi-
tion required about $13,000/year. The Chalice Lighter grant was awarded for 
$20,000 over three years: $10,000 in year one, $6000 in year two, $4000 in year 
three. The intent of the Grant was to mitigate a sudden increase in compensation 
budget and allow the congregation to absorb the additional costs over time, but is 
insufficient to cover the full differential in compensation from 3/4 to full-time.


2. Was there a claw-back provision in the Chalice Lighter grant?  
No claw-back provision was made.


3. Will we have to pay back the grant? 
At this moment, we do not know for certain, and we do not think this is likely. The 
Chalice Lighters Granting group is aware of our issue and has not yet discussed 
what happens next for the Grant. Of course, if we reduce the DRE to less than full-
time, we would not be receiving any further grant money after July 1.


4. If the UUA requests that we pay back the Chalice Lighter grant, what 
amount would we owe?  

To date, we have received $10,960 and anticipate a check in June for $500. (The 
grant is paid in monthly installments.)


5. Will the budget reflect the change in the Grant? 
The FY2019-20 proposed budget includes the loss of the remaining Grant funding. 
[In other words, the proposed budget does not include the Grant funding on the 
income side.]
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Mill Creek RE Program: 
6. What was the RE Program size when we were staffed at 1/2 or a 1/4 time 
position? 

In the past, with a 1/4 time* DRE, we have had as many as 60-75 children and 
youth. Participation has varied over the years, generally we have had about 40 
children/youth registered - with anywhere between 1/2 and 2/3 of those actively 
participating.


*Note that, for some of that robust period, a member served as 1/4 time DRE. She 
reports that while the job was 1/4 time, she also ‘volunteered’ many hours. And 
while we are deeply grateful for that service, we cannot allow or expect this from 
staff.


7. How will the quality of the program be affected by the change? 
We don’t anticipate a substantial change in our programming. We will be chal-
lenged, of course, to maintain the quality of the children and youth RE program 
without the full-time focus of professional staff. It will take a higher level of com-
mitment from the members of the congregation to ensure success.


8. What happened to the families that left? 
We don’t know. Each family has left for their own reasons, and rarely do we ever 
truly learn what those reasons are. We can speculate on a host of possibilities: Mill 
Creek wasn’t the right fit or families did not connect deeply with others. Some may 
have moved out of the area, or found Mill Creek to be farther from their home than 
they were willing to travel. We also need to acknowledge the broader cultural shifts 
away from church life: more families have activities occurring on Sunday mornings 
(soccer, swimming, dance, etc.), or they have such busy schedules that Sunday 
mornings is their one time to sleep in and relax. The loss of children and youth in 
churches (particularly the mainline protestant churches) has been an ongoing con-
cern for many years.

	 


9. How long did the upsurge in RE participation last? 
We began to see the upsurge in RE participation in late Summer of 2017. That level 
continued to grow through that Fall and into the Spring of 2018, when we made 
the choice to move to a full-time DRE position. We were anticipating 40-50 children 
each week. However, in the Fall of 2019 and moving into the Winter months, par-
ticipation had dropped back to the low 20’s.


10. What about the effect on Adult RE? 
Prior to last Summer (2018), the Adult RE programming was entirely lay-led. When 
we increased to a full-time DRE, we added Adult RE into the DRE’s job description. 
The effect of the reduction to half-time will mean that the Adult RE programming 
will move back to fully lay-led, with assistance and consultation with the Minister.
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11.Is there still an RE Committee? 
There is - the RE Imagineers! We invite all who have a stake in the spiritual growth 
and development of our children and youth (which is to say, everyone) to offer your 
time and talent to the RE Imagineers team — as a greater burden of the program-
ming work will return to their team — and we all will be called on to find a way to 
offer our particular gifts to the team!


DRE Position: 
12. Does Rev. Terry know about this situation?  

Yes. Rev. Greg has been in close communication with Rev. Terry as we have 
worked through this discernment.


13. Is the change strictly due to finances and program size? 
Yes. This change is not a performance review or a result of dissatisfaction with Rev. 
Terry’s work — which has been a blessing on this church and our children.


14. Is the position a yearly contract? 
No. Our staff work at-will and according to Delaware employment law. (DE is an at-
will state with no implied contract exemption.)


15. What if the new position proposal is declined? What will we do? 
If Rev. Terry declines the proposed new position, we will take the time to celebrate 
her ministry with us and wish her well on her future endeavors.  We will then enter 
into a search process for a new Religious Educator.


16. Has the job description been changed? 
The job description is in the process of being changed to reflect the new position. 
Rev. Greg, the Board, the DRE, and the RE-Imagineers will be working together to 
discern a fair and reasonable expectation of a half-time religious educator.


17. Will we ask for full time work for 1/2 time salary? 
Absolutely not. The congregation will need to know that at half-time, we will have 
less access to the DRE, we cannot expect the DRE’s attendance at every event, 
meeting, or program of the church. As chief-of-staff, Rev. Greg will monitor closely 
the DRE’s time to ensure that we are sustaining our principles and ethics.


18. What experience have we had with a 1/2 time DRE? 
We have had Religious Education staff at 1/4, 1/2, and 3/4 time. This past year with 
Rev. Terry was the first time we have had full-time RE staff. 


19. Have you considered what we might lose if we don’t have the current 
DRE? 
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We acknowledge that many have deep ties to Rev. Terry, and of course if she de-
cides to leave the position we will suffer that loss. And it is difficult, if not impossi-
ble, to quantify that which we do not yet know. Be assured that we are struggling 
with this very question.


20. Will we pay health care insurance for the DRE at 1/2 time? 
Yes - in part. We pro-rate our contribution to the UUA Health Plan, meaning that 
we would pay roughly 1/2 of what we contribute for a full-time employee.


Financing the DRE Position In-House 
21. What about asking the congregation for additional pledges to cover the 
salary? 

Financially, what would be needed is (at minimum) between $25,000 and $30,000 
in additional pledge income this year, and at minimum 3-5% increases to overall 
pledge income every year after to maintain our current spending priorities.


This congregation is historically and currently generous with their giving, yet our 
history gives us little indication that we could count on a sustained increase of that 
magnitude. For the last five years or so, we have watched (and invested) to see if 
that kind of shift was imminent. It is the counsel of the Finance Team and the 
Board of Trustees that, while we are growing and we have strong giving levels, we 
see little to indicate a significant increase in sustainable pledging is likely.


This is possible, of course. However, while this change is motivated in part by a 
budget gap, we need to be mindful of the broader issue: we find ourselves over-
staffed for the size of our church and our programs. In our research, we found that 
a church our size that is “staffed for growth” would have about 2 1/4 FTE (full-time 
equivalent employees). Our current model is 2 3/4 FTE. In addition, we have 
learned that the benchmark for a full-time DRE is more like 75-100 participants 
(children and youth), where we currently have around 20 regular attendees.


22. What would happen if we asked for additional pledges and didn’t get 
the full amount needed? 

We would be back where we are — we cannot sustain another deficit budget in 
any amount. Over the last five years, we have found ways of reducing our expens-
es (i.e. solar panels, mortgage restructuring, misc. cost savings) such that the 
Board and Finance team feel that the non-staff expenses are as minimal as we can 
make them. What remains — and the largest part of our budget — is staff expense.
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