
WHAT IT TAKES
TO SUSTAIN
FOOTHILLS

HOW YOUR GENEROSITY POWERS
BELONGING, JUSTICE, AND RESILIENCE.



A SHARED RESPONSIBILITY

Sources of Income

Pledges to Operating
60.7%Donations to Operating

15.7%

Offering Plate
9.1%

Other
7.5%Facility Rentals

7%

We make this church, together.
Our impact is the result of our coalition, our care, and our commitment.

 Every gathering, every act of justice, every moment of healing is
powered by the people who call this place home.

 It is only through the generosity of our congregation that this work is
possible, and it’s only together that we can sustain it.

WHAT MAKES UP OUR FUNDING? 

Annual Income in 2025: $1.5M

More than 75% of our income comes from within the
congregation. 



WHAT OUR FUNDING PROVIDES

110+ Sunday Morning Services inclusive of programs for youth, children and
staffed childcare.

Organization & Resourcing of 155 Groups & Teams dedicated to community
care, spiritual deepening, service and social justice. 

Programming that engages over 4,000 participants throughout the year. 

More than $80K in Community MicroGrant Funding disbersed to more than 19
different partner organizations and causes who we also support

programmatically with coalition, communication and volunteer organizing. 

Care, maintenance & operation of our 29K square foot building

2 Full-Time Ministers + 1 Part-Time Minister
6 Full-Time Ministry & Administrative Staff
4 Part-Time Ministry & Administrative Staff

More than 75% of our income comes from within the
congregation. 

Categories of Expenses

Staffing
72.7%

Programs
21.5%

Building
5.8%



The Church bylaws grant fiduciary oversight and
responsibility to the Board of Trustees. 
Foothills Bylaws: The Board of Trustees shall govern the
business, property, and affairs of the congregation.

The Board of Trustees sets policies that enable the
mission to be carried out and protect the church. They
delegate the day-to-day operations (means) to the
Senior Minister and require monitoring to evaluate our
alignment with our vision (ends).

Board Policy charges the Senior Minister with managing
and reporting on the budget according to a monitoring
schedule and executive limitations. 

Senior Minister assigns the Director of Finance and
Operations (DFO) responsibility to achieve policy-
directed outcomes for financial sustainability, including
budgeting, monthly reporting, financial monitoring and
fundraising. 

The DFO retains a
Finance Team comprised

of members with
Financial Expertise who
review financials and

advise. 

Our External Controller
oversees accounting

processes and
bookkeeping for

accuracy, and delivers
monthly reports to DFO.

The Bookkeeper reports
to the DFO and is
responsible for all

accounting data entry,
payroll and preparing

checks.

Financial Oversight at Foothills
Financial oversight at Foothills has been continually strengthened over the

past several years. This year we have updated board policies, organizational
guidance and our structure to meet the needs of our growing community.
The Congregation, Staff and External Reviewer each have specific roles. 



THE SANCTUARY THAT LOVE BUILT

After over 15 years of discussion and consideration of expanding our building to
add a sanctuary more fitting for the size of our growing church, we embarked on
the journey in 2019.  In spite of the odds and expectation of a $2-3M campaign,

our congregation raised over $6M to fund the expansion. 

Our plans were impacted when the Sunday after we voted to move forward with a
final design, the COVID-19 pandemic required quarantine measures nation-wide.

Foothills Unitarian transitioned immediately to an online ministry model. We made
our physical building available to house families experiencing homelessness with

one of our partners and primarily gathered online for over a year and a half. 

We reduced the scope of our expansion, but moved forward with building in the
summer of 2022. After we broke ground, the project encountered several

obstacles, including lengthy delays due to manufacturing shortages, more than
25% inflation costs for materials, and rapidly rising interest rates. 

By the time we completed the project in November of 2023, we had a beautiful
space ready to welcome more participants in our community, but our financial

reality was significantly different than we anticipated in our plans and projections. 

The Foothills Expanded Sanctuary opened In late November of 2023. It holds
380+ chairs. We have added 220 seats.



Projections Actuals Context

Project Cost $6.8M for Phase 1 $8.15M

 Costs closely managed
keep them at the $8.15M
total project as budgeted

and approved by the
board when we began

construction. 

Commercial
Loan

Interest Rate
3.25% 6.99%

Interest rates were raised
18 times between when

we signed our loan
agreement and closed on

the final mortgage. 

Inflation Not assumed
>25% for Construction

Materials

Economic conditions were
significantly affected by

the pandemic. 

Pandemic Not assumed

Significant financial and
operational effects on

giving, engagement and
growth between 2020-

2022

Our cash reserves were
reduced due to these

impacts.

Annual
Mortgage
Principal +
Interest
Payment

$120,000 $300,256

Member Loans:
$40,000/Year

Commercial Loan:
$260,256

Debt $1.5M $3.4M

To sustain operations and,
the church voted to take
a higher loan balance and
allow for a 2-3 years of
growth in the expanded

space

EXPANSION BUILD FINANCIAL IMPACTS



GROWTH & DEFICIT BUDGETING

As we prepared the 2024 budget in view of the final construction and financing
costs, we had a choice to make: 

1) Pass a balanced budget would mean making immediate cuts of 3-4 staff and
scaling back resources at the same time we were finally able to invite more people
into our community. 

2) Pass a deficit budget as part of a 5 year plan to allow the church time to grow
into its increased operating expenses and look for alternative funding/financing
options to mitigate the $400K gap between expenses and income. 

With the help of $1M in member-sponsored promissory notes, we moved forward
with the plan for deficit budgeting for 2024 and 2025. We planned to launch an
additional fundraising campaign in 2026, knowing we would need the help of our
new community members to realized a sustainable financial model. 

As we approach Fiscal Year 2026, when we have always planned to re-evaluate,
establish the next phase of fundraising and plan for longterm financial stability, we
are pleased to report that the growth numbers we hoped for are being achieved in
terms of participation and giving. 

$661,005 $655,238
$715,000

$750,000

$870,000

Historically at Foothills and
according to other church-industry
reports of activity, increases in
attendance lead to increases giving.
We have seen pledge growth of over
18% in the past two years, quickly
helping us to address the operating
expense gap. 

2024 2025
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In 2025, we’ve seen a 9% increase in
weekly attendance over 2024, mostly
in-person, along with growing diversity. 

Sunday Attendance Year over Year

Pledges by Year

202520242023202220212020



$1,900,885 $1,962,879 $2,035,935

LONGTERM FINANCIAL SUSTAINABILITY

In 2026, we need to revisit our longer planning and determine if we can and should
stay the course with significant fundraising that moves us toward our goal of
financial sustainability while maintaining and growing resources. Or if we need
reduce expenses to live within our means longterm. 

20252024 2026

Expenses Year over Year
The official 2026 budget will be
presented to the Board of Trustees in
October and the congregation will vote in
December. 

In a simple formulaic updated 2026
budget (2% Increase in all expenses
except staff, 6% increase in staffing due
to reconciliation needed with UUA
recommendations based on cost of
living, 8% pledge income increase and 5%
increase In all other areas of income, we
anticipate a $437K gap (deficit) between
income and expenses without additional
fundraising, of this $300K Is debt service
to our mortgage and member-funded
loans.

Because over 70% of our expenses are staffing, this would mean cutting 4-6 staff.
Here are a few configurations we would need to consider: 



1) Re-Finance the Debt

The current annual debt service is untenable for longterm
management without significant cuts to our staffing. The resource
loss of staffing cuts of this magnitude would significantly reduce
our capacity and any ability to continue the growth trajectory
supporting longterm sustainability.  Due to our loan terms and
current interest rates, this would require private lending either
through member-funded promissory notes broadly or small group of
higher-invested lenders, or another UU church with a large
endowment fund. We will use the same materials for working with
the congregation to do outreach to other potential lenders. 

2) Balance the Annual Budget

Even with the removal of the debt service, the 2026 projected
operating budget, which includes an 8% pledge increase has a net
loss of $137K. It is imperative that we establish a pledge growth
plan and achieve the plan in order to sustain current ministry. 

There are two approaches to this 1) expense reduction or 2)
Increased giving. Our Generosity Builders Team Is eager to pursue a
$1M pledge campaign for 2026. This would represent a 13% increase
year over year, after achieve a 25% increase in pledging between
2022 and 2025. We do think this is possible with a robust effort.
However, even if we are able to achieve this, it still leaves a $61K
gap that would have to be resolved In the next few years. 

THREE STRATEGIC FOCUSES

*Staffing cut cost estimates are inclusive of salary, employer taxes and benefits based on 2025 salaries. 

3) Garner Investment to Eliminate Debt and Unleash our Mission

Ultimately, we are currently paying $300K per year in debt service. If
we take our FNBO loan to term, we anticipate over $1.5M in
financing costs will be expended throughout the 15 year
amortization period. The best possible outcome is to garner debt-
free investment in the important and expanding capacity of this
community. 



FINANCIAL PLANNING SCENARIOS TEAM

Since the beginning of June, a team of committed congregants with a mix of
business, finance and engineering skills have been meeting regularly to evaluate
the brass tacks of our financial position. We created a complex financial model
that takes into consideration our competing priorities of needing to balance the
operating budget and reduce the debt burden. 

Through hours and hours of scenario evaluation, the team has worked through
these details and metabolized the impact of different ways of approaching these
challenges. 

In doing so, we’ve identified a goal that will enable us to move forward in our
long term planning, improve our financial position, and maintain current resources
to continue robustly supporting our growing congregation. 

Because of our debt and expense portfolio, funds raised need to both stabilize
our cash position as well as manage our debt service, which is significant. The
team will continue to provide insight and expertise as we move through the fall
fundraising process, and determine the resources we have available to address
these issues. 

Thank you to our team members:

Jeff Barnes | Neil DiMont | Jerry Hanley | Kendra Hull | Mary Klecan | Tom Rhodes



$1 MILLION THREE WAYS

We cannot ultimately make a plan for the 2026 budget (or beyond) without the
partnership of the congregation. We will need to reconcile our expenses and
plans with the funds raised as part of our fall campaign. 

In order to sustain our current resources, we are proposing a $3M goal, broken
down Into $1M in pledges, $1M in donations, and $1M in member promissory notes
that come to term in 2032. 

$1M in Operating Pledges

In order to make a large leap toward balancing our operating budget, we are
launching a $1M pledge campaign for 2026, this is about a 13% increase from
2025. 

To make this possible, we need new pledgers and pledge increases. We aim to do
this by averaging a 5% increase on all existing pledges and approximately 75 new
pledging households. 

$1M in One-Time “Beyond Building” Donations

In order to maintain a stable cash flow and current resources for programs, we
need to raise $1M in a one-time fundraising campaign to manage our debt service
and operating costs over the next five years as we continue to move through our
strategic growth planning. These funds will be used to pay down some of the
debt as well as sustain cash flow while we maintain growth. 

$1M in Member Loans with 2032 Term

We are incredibly lucky to have member promissory notes (loans) totaling $1M
that carry simple Interest at a rate of 3.42%. These loans play an important role
in stabilizing our debt service. We need to match the $1M In current loans with
forgiveness, extensions and additional loan holders to $1M with a payoff of 2032.
The current promissory notes are due In 2028. If you currently have a member
loan, we’d love you to consider forgiving the loan or extending It to 2032. If you
have capacity to lend funds (minimum of $20,000), you can help us reach this
extended goal by offering joining this program. 



REFLECT ON WHAT YOU RECEIVE & GIVE

1. Receiving: When you think about your life in the past year, where has Foothills
shown up for you—in care, joy, courage, or connection?

2. Responsibility: Being part of a community means both receiving and sustaining
it. How do you think about the responsibilities that come with being a co-owner
here?

3. Vision: As we move through our “Meet the Moment” visioning process, what do
you most hope Foothills will become in the next five years because of our shared
investment?

4. Legacy: What would it look like for your giving to match the depth of what you
have received? How do you hope to be remembered in Foothills’ story of courage
and love?



Household Income 5% Annual Gift 5% Monthly Gift

$50,000 $2,500 $208

$75,000 $3,750 $313

$100,000 $5,000 $417

$150,000 $7,500 $625

$250,000 $12,500 $1,042

$500,000 $25,000 $2,083

The average pledge at Foothills last year was $1,975 ($165/mo)
65-70% of Sunday morning attendees have a pledge to Foothills

We encourage people to think about the possibility of a “UU Tithe” by giving
5% of household income to Foothills and 5% to other organizations doing
important, values aligned work. 

CALCULATING YOUR CONTRIBUTION

Where Do You See Yourself? 

Wrestling with your giving is an act of integrity and care for this community. For
some, a gift of $5 a month represents a greater sacrifice than another’s gift of
$50 or even $500. Each individual’s situation is unique, and the goal is not to
compare amounts but to reflect on what a meaningful gift looks like for you. 

We also know that people give in many ways, through time, talent, and presence,
and those forms of generosity are equally essential. Still, it is important to talk
about financial giving, both because our bylaws call every member to make a
meaningful financial contribution, and because it is the core of what sustains
Foothills and makes all the other forms of giving (and receiving) possible.

Add it up! What amount of giving represents your place in this community, and
what strategies can you use to make giving at that level possible? 


