
FUS Ministerial Review Final Report: December 2025 
Prepared by Dorit Bergen, Bryan Rainey, and Ed Zapala 

The Bylaws of FUS require us to do a ministerial review every three years. The last review was completed in 
2016, and we entered an interim ministry period shortly after. We installed our co-senior ministers in 2021. 
This year, the Board of Trustees formed a ministerial review task force with members Dorit Bergen, Bryan 
Rainey, and Ed Zapala. The Board wrote a charter that called us to answer the question, “After several years 
of co-ministry, what reflections and recommendations do the co-senior ministers, staff, the Board, lay leaders, 
and the congregation have regarding the co-senior minister model and the state of shared ministry at FUS?” 

Guided by the charter, the task force followed this timeline and process in 2025: 

●​ February: Began meeting regularly. 
●​ April: Consulted with members of the previous ministerial review task force. 
●​ May: Drafted a congregation-wide survey. Met with the volunteer task force to coordinate efforts. 
●​ June: Updated the Board and incorporated their feedback into our plans. 
●​ August: Prepared interview questions for the co-senior ministers. 
●​ September: Interviewed the co-senior ministers and conducted the congregation-wide survey. 
●​ October: Presented an update at the Fall Forum with an open question about shared ministry. 
●​ November: Submitted a draft of this report to the Board. 
●​ December: Prepared the final report for the Red Floors and dissolved the task force. 

Information about the Board, task forces, and past report is at fusmadison.org/governance/board-of-trustees. 

This report will review the sources of information we received, our observations, and our recommendations to 
the Board and congregation. 

Interview with the Co-Senior Ministers 

The task force and co-senior ministers, Rev. Kelly Asprooth-Jackson and Rev. Kelly Crocker, met in person for 
a one-hour interview. We prepared 6 questions and sent them a week ahead of time: 

1.​ At the Ask Team Kelly service, you said that the biggest advantage of the co-minister model was 
having a thinking partner for big decisions. What do you find most satisfying about the model? 

2.​ You also said that the biggest challenge is limited bandwidth to communicate with each other. What 
do you find most frustrating about the model? 

3.​ What about the co-minister model has surprised you? 
4.​ What support structures do you have for your wellbeing as co-ministers, and what additional support 

could be helpful? 
5.​ At some point in the future when the congregation is looking to call new ministers, we want to 

consider the health of the co-minister model. What qualities should we look for in candidates to try to 
ensure a successful co-ministry? 

6.​ How has shared ministry between everyone at FUS changed over the past few years for better or 
worse or just different? 
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We found that: 

●​ The ministers view all areas of the congregation as “ours” rather than each owning distinct areas. 
●​ Having served as ministers in other models, they no longer feel like the weight of the world rests on 

their shoulders or feel the need to check their email every day on vacation. 
●​ They have been meeting regularly with a clergy coach for about a year, which has been helpful. 
●​ They feel that what makes the model work is that they deeply share the same core values of ministry. 
●​ They believe that an effective co-senior minister should want to be a good associate, make decisions 

by consensus, and believe that good communication takes longer but is worth it. 
●​ The ministers do a considerable amount of administrative work and would appreciate more support. 
●​ They have noticed a shift in people’s mindset from consumerism to collective ownership of FUS. 

Congregation-Wide Survey Results 

The last review task force conducted interviews with 31 members, including 1 person under the age of 40, 
and they set a goal to engage more age groups in future reviews. This year, we conducted a survey online 
and on paper. The survey was available for three weeks in September. Each week, we publicized it in the Red 
Floors, made an announcement during the worship services, and sat at a table during the coffee hours. We 
kept all responses confidential, so only our task force read them. 

The survey received 162 responses. For comparison, FUS currently has 1,204 members. No questions were 
required, and some allowed multiple responses: 

​ Relationship​
​ to FUS: 

​ Age: ​ 
 

​ Membership ​ ​
​ Length:  
 

Rate your level of agreement: “The co-senior minister model is working well.” 

Strongly Agree Agree Slightly Agree Neutral Slightly Disagree Disagree Strongly Disagree 

111 34 6 8 1 2 0 

Rate your level of agreement: “Members, lay leaders, staff, and ministers are collaborating well together 
to move closer to fulfilling our vision.” 

Strongly Agree Agree Slightly Agree Neutral Slightly Disagree Disagree Strongly Disagree 

49 91 10 8 2 2 0 

Our main conclusion is that respondents have a highly positive view of the co-senior minister model and a 
positive view of shared ministry at FUS. We identified several other themes from the open-ended questions: 
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Member Lay Leader Staff Member Friend or Affiliate 

139 9 4 17 

Under 20 20-29 30-39 40-49 50-59 60-69 70-79 80 or Over 
4 3 7 30 23 28 47 19 

Not a Member Under 2 Years 2-5 Years 6-10 Years 11-20 Years Over 20 Years 

15 10 21 17 42 57 



●​ Many respondents believe the co-senior ministers respect each other and balance each other well. 
●​ People also said the co-senior minister model seems more sustainable and allows more time for rest. 
●​ Multiple parties highlighted the Red Floor videos as an effective and enjoyable way to get information. 
●​ Some are aware of how the ministers divide responsibilities, and others want to hear more. 
●​ A few raised concerns about the financial stability of the co-senior minister model. 
●​ Many respondents feel respected at FUS and believe that people are working well together. 
●​ Several people who are new, as well as long-time members, said that they feel welcomed. 
●​ Multiple people expressed hope for the new volunteer teams for hospitality, suggested organized 

coffee hour discussions, and asked for more ways for aging members to connect with each other. 
●​ A few respondents raised concerns about staff burnout. 

Fall Forum Open Question Discussion 

We and the board wrote a two-part open question: “Where do you see yourself in the shared ministry of 
FUS?” and “What keeps you engaged in shared ministry, or what would help you engage more?” Between 30 
and 40 participants, in person and on Zoom, reflected individually and then discussed in small groups. 

Attendees were highly engaged in the discussion and talked about how they feel supported by many 
different ministries at FUS, try to welcome new people, and volunteer when possible. What keeps most 
people engaged are their relationships and shared values at FUS. Multiple attendees suggested publicizing a 
list of specific maintenance and repair needs to invite members to help. 

Recommendations for the Co-Senior Minister Model 

●​ Encourage the ministers to keep meeting with a coach to continue strengthening their relationship. 
●​ Communicate with the UUA about how it’s going and learn about other congregations’ experiences. 
●​ Consider a new way for the ministers to talk about how they split duties in addition to Ask Team Kelly. 
●​ When FUS looks to call new ministers, identify candidates with shared values and a strong desire to 

be both a senior minister and an associate, make decisions by consensus, and communicate deeply. 

Recommendations for Shared Ministry 

●​ Consider more administrative staff or volunteers to support the ministers or staff. 
●​ Evaluate how the new volunteer teams go, and be open to continuing them or making adjustments. 
●​ Explore new ways to advertise forums, especially related to finances, to encourage higher attendance. 
●​ Consider suggestions that came up multiple times: organized coffee hour discussions, more ways for 

aging members to connect (e.g., “soul tasks of aging,” “aging gracefully circle,” or “rent a grandparent” 
ideas that were suggested), and involving more members in specific maintenance projects.  

●​ For future ministerial reviews, explore ways to get more staff involved, consider asking some of the 
same questions again for comparison, and try to allow more room in the timeline for the final report. 

We would also recommend that the Board update the congregation next year, perhaps at the Fall Forum, 
about which of these recommendations it made sense to implement and the status of the implementation. If 
anyone would like to help implement any of these recommendations, they can email fuspres@gmail.com. 

Page 3 of 3 

mailto:fuspres@gmail.com

