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BACKGROUND 
 
Sea Island Presbyterian Church is a church that is alive with and embraces its diversity. With a 
rich Presbyterian heritage, it is open and welcomes people from all denominations and belief 
systems. It is set on a beautiful campus nestled in between large oak trees, which provide a 
comfortable setting for life-changing ministry to take place. Sea Island Presbyterian is full of 
people who love their church. Church members describe their church family as “Christ-based,” 
“friendly,” “active,” “compassionate,” and “forgiving.”  
 
Recently, the church has experienced some challenges with the loss of families who have 
moved away, budget cuts impacting programs and staff, and a season of rediscovering where 
the church is headed. SIPC has recently taken time to develop a new mission statement and is 
currently taking the next steps to implement and embrace that mission.  
 
The membership of the church is around 800 and on an average week 420 people attend one of 
the church’s two worship services. The church is led by a senior pastor who has been on staff   
since 1991. He is supported by two associate ministers, one who oversees service and 
missions and another who oversees Christian education.  
 
There are three opportunities for youth to participate in the youth ministry of the church 
throughout the week. There are separate Sunday school classes for middle school and high 
school youth on Sunday morning from 9:30 to 10:15 a.m., separate middle school and high 
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school youth groups which meets on Sunday evenings from 5-7 pm, and a Wednesday evening 
opportunity that includes the Anti-Class for middle schoolers, and gender segregated discussion 
groups for high school youth. Both take place from 6:30-7:15 pm. In addition, confirmation 
begins in January and there are opportunities for mission trips and retreats throughout the year.   
 
Currently, there are approximately 80, 6th through 12th graders on the rolls of the church.  During 
a typical week, about 38 of them participate in either Sunday school, worship or one of the youth 
programs—youth group on Sunday nights or a youth small group on Wednesday evenings. The 
youth ministry is described by some students and parents as an “engaging” and “loving” place, 
while others say it is a ministry that is “scattered,” “lacks excitement” and “in transition.” 
  
The church has a 2014 budget of $735,853. For the year 2014, the youth ministry has a budget 
in the neighborhood of $23,640 including the program budget, confirmation, and dedicated 
funds for staff salaries, which total $21,540. This includes the funds to pay the youth director 
and the associate pastor who oversees Christian education in the church.  
 
There are approximately 15 adult volunteers involved each week in one of the major youth 
programs. Others help out at special events or behind the scenes throughout the year. 
 
Previously, a part-time youth director has led the youth ministry. The youth director resigned in 
June 2014..The youth ministry is currently led by one of the associate pastors who has been on 
staff at the church since 2012. There is also a Christian education committee, which reports to 
Session and meets when they are called by the associate pastor.  
 
There are two classrooms currently dedicated to youth ministry. One is set-aside for the 
“middlers” and another for high school students. Both rooms will soon receive a minor makeover 
being painted in the colors selected by the youth. Both rooms have access to audiovisual 
equipment, space to post pictures and flyers, as well as adequate seating for those who are 
participating.  
 
Following the June 2014 resignation of the part-time youth director, Sea Island Presbyterian 
Church invited Ministry Architects to do an initial assessment of the youth ministry and to make 
recommendations about how it might move strategically forward. Ministry Architects met with 44 
individuals in 10 focus groups or one-on-one meetings. What follows are the findings gleaned 
from those conversations along with recommendations and a proposed timeline for the future.   
 
 
YOUTH MINISTRY IN CONTEXT 
 
One lens Ministry Architects likes to use for understanding youth ministry is the idea of the 
“three rents.” Youth ministries that “pay these rents” tend to have much greater freedom to be 
creative, take risks, and experiment with innovative ideas.  Those youth ministries that fail to 
pay these rents often find themselves mired in distrust, second-guessing and discouragement.   
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It has been Ministry Architects experience that though these three rents, in and of themselves, 
do not ensure an effective or faithful ministry, they are often the most immediate evaluation tools 
used by youth, parents, staff and the congregation at large.   
 
Rent #1: NUMBERS—A significant percentage of youth need to be participating visibly in some 
aspect of the church’s ministry. It is important for this target number to be clearly agreed on by 
the church leaders and the staff. Ironically, when target numbers are not established, the youth 
ministry is typically more likely to be judged by numbers than if the target numbers are clearly 
established. 
 
The consensus is that this rent is not being paid. Varying numbers of involvement from 30 to 
100 youth were shared as the expectation. It is unclear how many youth the church expects to 
see involved in its youth ministry program.  
 
Rent #2: PROGRAMS—In order to “earn the right” to experiment with changes, the youth 
leadership needs to provide the church with a few visible, effective youth programs that give 
both youth and parents “something to talk about.”   
 
This rent appears to be paid.  The recent changes to the youth ministry program including 
dividing the middle school and high school groups have kick-started new energy and excitement 
regarding the youth ministry.  
 
Rent #3: ENTHUSIASM—The joyful enthusiasm and positive attitude of the youth staff, 
volunteers and the youth themselves are essential to building trust with the leadership of the 
church and with the parents. 
 
This rent has been partially paid. While volunteers expressed their excitement for the 
momentum that has been recently experienced in the youth ministry and youth expressed what 
they enjoyed, there was a sense of skepticism of how long this excitement will continue or be 
supported.  
 
As the leadership of the youth ministry develops its long-range vision, it will need, at the same 
time, to be attentive to these “three rents.”  In this sense, the youth ministry faces parallel 
challenges.  
 
Ministry Architects pictures this parallel challenge this way:  
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As the youth ministry leadership steps into this parallel process, five rules of thumb –“youth 
ministry norms” – will be helpful to keep in mind: 
 
 

1) 10% of the Worshiping Congregation—In a typical church, the size of the youth 
ministry tends to settle at a number that is around 10% of the worshiping congregation.  
With an average worship attendance of 420, Sea Island Presbyterian Church could 
expect to see about 42 youth present in the church each week. With an actual 
engagement of about 38 youth each week, the youth ministry is just shy of the normal 
range. 

 
2) 20% Ceiling: Ministry Architects has also discovered that in many churches, the youth 

ministry has difficulty growing beyond a level that equals 20% of the weekly worshiping 
congregation. 

 
3) $1300 a Youth—With a budget of approximately $23,640 dedicated to the youth 

ministry, SIPC is currently funded to support a ministry of 18 youth. With a weekly 
participation level of somewhere in the neighborhood of 38 students in some aspect of 
the church’s life, it could be argued that this church is getting a bargain basement price 
in its youth ministry. It is unlikely that the youth ministry will be able to do much more 
than it is currently doing without the church increasing its financial investment in the 
youth ministry. This will typically result in ministries that feel underappreciated and 
undervalued within the church.     

 
4) 1 Full-Time Staff Person for Every 50 Youth—According to this rule of thumb, Sea 

Island Presbyterian Church has the capacity to sustain the engagement of about 20 
youth on a weekly basis (the current number is 38). Ordinarily, in over-capacity youth 
ministries, the youth staff is set up to be unable to fulfill all the expectations placed on 
them by the various constituencies of the church. And often the natural result becomes a 
climate of criticism and burn out.   

 

1. Laying the Foundation: Building a 
foundation and infrastructure that 
will ensure the youth ministry’s 
future effectiveness, and at the 
same time,  

 
2. Continuing to Do Ministry: 

Maintaining the current youth 
ministry in a way that builds the 
enthusiasm of youth, their 
families, the staff and the church 
at large. 
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5) 1 Adult for Every 5 Youth—Ministry Architects likes to think in terms of “spans of care,” 
recognizing that, realistically, most volunteers cannot effectively oversee the church’s 
Christian nurture of more than about five youth on an ongoing basis.  Sea Island 
Presbyterian Church is currently at a ratio of 1 leader for every 2.5 youth – counting only 
the people who have made a weekly commitment to one of the three major programs. 
While it may appear that the youth ministry is well staffed with volunteers, SIPC will need 
to expand its opportunities for volunteers if the church wants to effectively minister to 
many of the other 42 youth on the rolls. 

 
 
BUILDING A SUSTAINABLE STAFF 
 
When a ministry is based solely on the giftedness of a single staff person, instability is a 
predictable result. Ministry Architects has found that the most stable approach to staffing a 
ministry, particularly in the early stages of a rebuild, is to build a staff of three different kinds of 
people: 
 

• The Architect: A person or organization that designs the building plan and ensures that 
building is done in compliance with the agreed-upon plan. 

• The General Contractor: A person or team who manages the flow and sequencing of 
work, manages the building process according to the agreed-upon blueprint, and  
ensures that the appropriate number of “laborers” is in place for each stage of the 
project. 

• The Laborers: Those people charged with specific gifts and responsibilities for particular 
aspects of the work. In youth ministry, a laborer might have particular skills in relating to 
youth, in planning and managing events, or in teaching. 

 
Many churches hire, as their youth director, someone who may have gifts in a single area-- for 
example, working with youth, managing a facility--but who simply doesn't have the experience 
base or the skill set to oversee the complex components of a ministry of 50 or more youth. The 
result in these situations can be a pattern of unrealistic expectations for the staff, which can lead 
to "scapegoating," particularly in settings in which a sustainable infrastructure for ministry has 
not been established.   
 
 
ASSETS 
Strengths to protect in the current youth ministry 
 
Diving Deep 
When asked about the content of the program, youth expressed that they are experiencing a 
ministry that is taking them deeper in their faith. One youth expressed that there is “freedom to 
talk and share and ask questions without restriction.” While another shared that they are “not 
just learning about it, but are being Christian.” While the ministry may not be reaching all the 
youth that the church would hope to, it was evident that those who are currently participating are 
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excited about the opportunities that are provided to ask questions and share their faith. High 
school students even expressed their excitement to teach their peers about their faith, causing 
them to read and explore scripture in a way that is not only relevant to them personally, but can 
be applied to the lives of other youth.  
 
Desire for More 
Throughout the listening groups there was a shared desire for more. More opportunities for fun 
activities, more opportunities to ask hard questions, more time to talk through the application of 
scripture, as well as more opportunities to bring friends and more mission opportunities. There 
is a desire for more adult involvement, and more established relationships throughout the youth 
ministry. It was clearly expressed from youth, parents, and adults of the church that the youth 
ministry is not all that it could be now. Much like the Lay’s potato chip slogan, “Nobody can eat 
just one,” the youth ministry has just begun to wet the palette of the youth ministry, leaving all 
involved with a desire for more opportunities to not just learn about their faith, but to experience 
it fully.  
 
Relationships 
Relationships are one of the strongest aspects of the youth ministry. One parent stated, “My 
children love coming because they are surrounded by Godly men.” Another added, “My son will 
ride his bike there, if I cannot drive him.” This same sentiment was echoed by other parents who 
reflected on the importance of confirmation mentors in their children’s lives and how some of 
those relationships have carried on beyond the confirmation program.  
 
Youth expressed that the church feels like “home” where it is okay to “say what I want and know 
that I will not be judged.” This type of judgment free zone is only developed between a group of 
youth and adults who have established trust to be who they are with each other. In addition, the 
youth who have been engaged, have been so enthusiastically, resulting, for some, in inviting 
their friends to become involved in the youth ministry, as well. One even called a friend during 
the listening group to get his feedback as a part of the assessment process.  
 
The importance of meaningful relationships was not only expressed, but also modeled between 
youth and volunteers as well as between the associate pastor for Christian education and the 
youth. One person summed it up by saying, “We need these relationships.”  
 
Retreats and Events 
The calendar is full of retreats and events that the youth love and have remember fondly: 
Tsunami, Celebration, and Operation Serve were highlighted over and over again by parents 
and youth. “They provide such a great opportunity to be with others; that is unique and special 
to us,” expressed a volunteer. A parent shared, “The youth love them and long for them.”   
 
When referencing Operation Serve, another adult shared, “It’s great to see so many youth come 
out to serve.” Another stated, “The people were so happy to see the youth, that youth just 
jumped right in to the work that needed to be done.” 
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It’s clear that the retreats and event throughout the years have made a positive mark in the lives 
of the youth at SIPC and they look forward to them again and again.  
 
Confirmation 
One of the youth ministry program highlights pointed to during the listening groups was the 
confirmation program. Parents expressed their deep appreciation for the confirmation process. 
Some shared that they are thoroughly pleased with the mentors who have been involved, the 
relationships established with their kids, and the effective pastoral leadership. One parent 
commented that, “Heather has captured every kid every year.” Another added, “There is a lot 
about confirmation that is being done really well.” Although it has yet to happen, many 
expressed a hope for confirmation to be the springboard for ongoing involvement in the youth 
ministry. Confirmation seems to be the one part of the yearly youth ministry tradition with 
consistent support and positive anticipation from parents and church members. 
 
Committed Volunteers 
The youth ministry is full of volunteers who are not willing to sit back and watch but want to 
make a difference in the lives of the youth of the church. They are committed to the task at hand 
and are committed to continue serving. One volunteer shared, “I plan to continue serving even 
after my kids have graduated.” Youth and parents both expressed their appreciation for the 
volunteers in the program. One youth shared, “I trust that they will help answer my questions, 
even though I don’t always agree.” While speaking about the volunteers, a parent stated, “My 
son says that he’s learning about God, without even knowing he’s learning about God.” From 
Sunday school teachers to the leaders on Sunday and Wednesday nights, each expressed that 
they feel blessed to be a part of the youth ministry at this time and in turn are blessing the youth 
and their families. The positive impact that they are having on the lives of the youth involved will 
be felt for a lifetime.  
 
New Program Structure 
The recent changes to the youth group structure on Sunday nights and gender based groups on 
Wednesday nights have only been received with open arms. Dividing the middle school and 
high school youth into two groups has led to more participation in both groups. High school 
students expressed the value that this places on their ability to talk about faith and life in a way 
that is more relevant to their experiences. This change also allowed the opportunity for the high 
school youth to lead the biblical discussion with their peers each Sunday night. One youth said, 
“The high school students are able to interact and take the wheel more.” A middle school parent 
stated, “It provides opportunities for active learning.”  
 
In reference to the gender based groups on Wednesdays, an adult commented, “Switching to 
separate genders on Wednesday nights was a good move.” This has allowed for more 
opportunities targeted specifically to male and female youth.  
 
Committed Families 
“We work our schedule so that we can be here for one event each week,” a parent expressed. 
In the midst of busy family schedules, there is still a commitment to be involved in the life of this 
church. Others echoed this same sentiment.  
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While some parents expressed that the youth ministry is not meeting all their needs and it’s not 
yet all that they hope for, they are committed to keeping their kids involved. Others shared that 
they want to help in the transition to see the youth ministry become a place in which “youth will 
want to come and bring their friends” and “will have a sound foundation of who they are in 
Christ.”  
 
This a signal that there is still hope to have the kind of youth ministry that God is calling the 
church to have—parents, and consequently youth, have not given up.  
 
Pastoral Support 
Over and over again, listening group participants expressed their gratitude for the leadership 
guidance and support of the pastoral staff at SIPC. When describing the associate pastor over 
Christian education, a parent simply said, “He is wonderful!” Others reflected on the times that 
the senior pastor had been involved in the youth ministry expressing their appreciation for his 
ability to be spontaneous. Another participant described the associate pastor over missions and 
outreach as “wonderful!” The pastors are loved by the congregation of SIPC. 
 
 
CHALLENGES 
Obstacles to moving the youth ministry strategically forward 
 
Staffing Structure: The current placement of oversight, management, and implementation of 
the youth ministry on Pastor Jack’s shoulders is not a sustainable solution. Though the program 
is currently functioning due to committed volunteers and the “can do” attitude of the associate 
pastor, the leadership to champion a vision for the ministry and build and manage an 
infrastructure of support will not emerge while he continues to carry all his other pastoral 
responsibilities.  As one member said, “He’s really wonderful, but he’s just one man.” Without an 
established plan for appropriately staffing the youth ministry, forward traction is not obtainable. 
We heard from one parent, “if there was just someone who was the youth minister, I wouldn't be 
as hesitant to contact more often for help with my teen.” 
 
Financial Commitment: The current budget allocations do not reflect a commitment to youth 
ministry as a priority and do not adequately resource the ministry for sustainability or for growth. 
Without creative solutions for accessing funds to support youth ministry budget needs, many 
recommendations within this report will remain out of reach thwarting efforts to establish a 
sustainable and effective youth ministry. In its own words, the church named that the current 
financial situation communicates to youth a lack of commitment to their generation.“ Here is a 
sampling of the perspective shared, “The budget was cut and yet money is spent on 
extravagant things” while an adult stated quite bluntly, “the church needs to be committed to the 
youth with their money.” “We are a wealthy church but need to be more generous.” 
 
Volunteer Base is Too Thin: To instill a faith that sticks by surrounding youth with all ages of 
people of faith, it would serve the youth ministry well to widen the net it casts for volunteers. An 
intentional recruiting plan is needed to secure additional volunteers with specific job descriptions 
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as mentors, event coordinators, and various roles of administrative support such as database 
management, follow up contact planning, trip planning, communication and marketing efforts, 
etc. According to what we heard in listening groups, the “most visible people are asked and so 
they get asked repeatedly to do things when needed” which results in “20% of the people doing 
80% of the work.” 

Training 101: Current volunteers are willing and able, but their training has been limited and 
lacking in continuity. An ongoing plan for equipping volunteers results in longevity and smooth 
transitions as the team expands and volunteers continue to develop over the years. Regular 
training validates the role of the volunteer, assures that practices remain sharp, clarifies 
expectations, and nurtures the partnership between staff and volunteers. Without this piece, 
sustainability is challenged as volunteers cycle out of long-held positions or programs tend to 
become stagnant. The job descriptions and clarity of roles inherent in intentional training are 
essential to aligning expectations and achieving desired success. We heard these comments: 
“People don’t know what’s expected of them and I think it’s affecting volunteerism,” and “I’d just 
like to have a plan.” We also were told, “people want to be involved but don’t necessarily know 
how to be involved.” One individual added, “we’ve been flying by the seat of our pants.” 

Unidentified Discipleship Plan and Lack of Curriculum Cohesion: Though youth speak 
positively about their experiences in Sunday night and Wednesday night programs, a clear-cut 
spiritual overview is missing.  

• Absence of Discipleship Plan: Without an over-arching Discipleship Plan for what SIPC 
wants their youth to know, feel and do with their Christian faith upon high school 
graduation, the church runs the risk of a hit or miss approach rather than giving their 
youth the tools and experiences needed to walk out their own faith as young adults. In 
one of our listening groups this challenge was whole-heartily acknowledged: “The church 
is a three-legged stool, worship, pastoral care and Christian education and the weakest 
leg is Christian education.” 

Without a clearly expressed, understood set of spiritual developmental milestones and 
an understanding of when the youth should reach those markers, there is a strong 
possibility that students could miss the significance of key points within their Christian 
education. We heard from youth: “I would like to know what we believe -- I know of the 
Book of Order and all that, but need to understand it better.” And, “I'd like to know what a 
Presbyterian is -- the main thing is predestination . . . wish they would explain it.” 
Another youth commented, “Don't know much about the stories in the bible -- can't really 
read it.” 

 
• Lack of Curriculum Cohesion: Another risk of working without a curriculum scope and 

sequence is that volunteers may be left with the responsibility of choosing their own 
version of what they think the youth should know. While this works sometimes, often it 
leads to fuzzy spiritual planning. At worst, it can lead youth down a spiritual path the 
church was not prepared for its students to go. Although those who were teaching knew 
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what they were teaching, there did not appear to be a cohesive and well-defined plan 
behind it.  “We would like a plan of where we are going – like a scope and sequence.” 

Working without a defined curriculum plan between the multiple programs, risks missed 
opportunities for spiritual growth, unintended topic repetition and gaps in biblical 
knowledge and faith formation. Across the listening groups, parents did not seem to 
know what their youth were being taught and youth could not articulate what they were 
learning. As one parent said, “We don’t know what’s being taught so there is no 
partnership.” And, “I have no idea what Orange is or what any curriculum is. I would love 
to know.” 

Fuzzy Vision: Overall, listening group participants were unable to articulate a common 
vision for the youth ministry. Without such a vision, there is little objective standard by which to 
evaluate the program or the staff.  This lack of vision combined with an inability to objectively 
assess the ministry may be partially responsible for the low budget support.	  As one member 
stated: “There is not a road map layed out for the session to follow and they need it.” 
 
It is notable, that the session recently underwent a visioning process to develop a church-wide 
mission statement and currently, a youth ministry mission statement and values are posted on 
the youth bulletin board in the hallway. This document is admittedly a good template, borrowed 
from Ministry Architects, but it has not been customized to Sea Island Presbyterian Church or 
adopted by the families and youth here. The challenge to clarify the vision still remains though 
the desire to do so is evident. 
	  
Lack of Strategic Plan and Confusion of Program Purpose: Closely tied to Fuzzy Vision is 
what we heard in one listening group that there is a “lack of a set plan of attack or set goal that 
outlines where we are headed.” Without a strategic plan and a supporting infrastructure, there is 
no alignment of expectations and goals and therefore no clear next step to take to advance the 
ministry. As a result, episodic successes are celebrated and disappointments are ignored. This 
ebb and flow of either positive or negative program changes interferes with a consistent and 
intentional development of a strong and sustainable ministry to youth at Sea Island Presbyterian 
Church.  
 
Symptomatic of fuzzy vision and the lack of a strategic plan, is an unclear purpose in the 
programming. Members of listening groups gave various objectives for the youth ministry and 
there was no clarity about which program was directly tied to which objective. A need for fun, 
fellowship, biblical teaching, “knowledge of the catechism,” outreach and service, student 
leadership, defense of the faith, “an understanding of the Reformed Tradition,” and a sense of 
belonging were all mentioned. One participant explained he wanted youth “to experience a 
‘feeling’ in their youth group experience that motivates them to want to replicate it when they go 
to college.” He added, “Christianity will follow.” Some simply stated they wanted their kids “to 
stay active Christians and want to go to church.” Another expressed a hope that the youth would 
leave this church as high school graduates “knowing God, knowing he will always be with them, 
and that they have a purpose and foundation to their life and that the church loves them.” Every 
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youth opportunity will not meet every goal mentioned but an increased measure of intentionality 
and a well-understood vision can bring clarity to the purpose of each aspect of the youth 
ministry program from weekly gatherings, to retreats, to worship participation and service 
projects.  
 
Making the Appeal: Another impact for churches lacking clarity of purpose in their programs is 
an inability to generate the appeal needed to compete with the various other options available to 
youth in their community. Young Life, neighboring youth groups, sports, after-school jobs, 
homework, and other extra-curricular activities all vie for the time and commitment of young 
people. None of these are bad in and of themselves, but if the purpose and value of particular 
youth ministry opportunities in their home church are not clearly communicated to families, 
parents are less likely to partner in encouraging their child’s participation in the younger teenage 
years while their influence may be stronger. Though parents may know what they want as a 
final outcome in their child’s faith development, if the purpose and objective of various youth 
programs are not clearly connected to that and communicated regularly, parents are less likely 
to place the appropriate value on them as they fill up their calendars.   
 
Knowing Your Sheep: Though many agree there are about 80 youth on the rolls, there is not 
an accurate awareness of where the 42 non-active youth are on their faith journey or where they 
are on Sunday morning, Sunday nights or Wednesday nights. 
 

Attendance Tracking & Follow Up — Attempts to track student attendance on Sunday 
nights have been made, but systems and structures are not in place to support 
intentional pursuit and ministry to the students of Sea Island Presbyterian Church. 
Attendance records are not consistently kept in all programs. High School Sunday 
School teachers desire to contact inactive or absent students but have not been supplied 
class lists or contact information.  
 
Visitor Follow Up — Lack of a documented plan for follow up with visitors results in a hit 
or miss approach to welcoming newcomers to the youth ministry or to the church. 
Though we heard from several who have made Sea Island Presbyterian their church 
home in recent years, they were unable to point to a specific contact from the youth 
ministry though they or their children have assimilated into the youth programs due to 
previous relationships. Absence of a plan is a missed opportunity when youth do bring 
friends to programs or events or when families with youth visit a worship service.  
 

Lack of Measurable Markers of Effectiveness: One youth volunteer concluded, “at the end of 
the day, we want the programs we do to contribute to kids walking into their future with their 
faith.” In spite of this very true comment, success can only be measured in terms of vague 
generalities.  Without clear standards of effectiveness, the youth ministry will continue to be 
evaluated based on nothing more substantive than each individual’s opinion of what the youth 
ministry ought or ought not to be doing. In this situation, critical mass becomes the primary 
determinant of success or failure and the current numbers or visible presence of youth at Sea 
Island Presbyterian is not measuring up. Though Sunday night numbers have improved since 
splitting high school out from middle school, there is still a feeling that the group is small and 
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there is a desire for more youth to participate. This rings even more true for Kirk Nights and 
Sunday School where numbers are even lower.  

Student Leadership: With the recent split of middle school Sunday night program away from 
the high schoolers, there is a desire among middle school parents for the older, engaged youth 
to serve as role models for the younger students. This happens naturally in families with multiple 
siblings but is not automatic for all. There is a challenge to provide opportunities for older youth 
to mentor or at least model their faith with the middle schoolers. One older youth mentioned that 
in previous years, she had prepared to present a lesson or devotional to the group and then 
been told she was not needed. She voiced the desire to “all be on the same page” with student 
leadership opportunities. Consistency and clarity are again a challenge to maintain in the 
current youth ministry environment. 

Service and Missions: We heard from the youth themselves, that they would welcome 
additional projects within the church, the community, and even internationally. Disappointment 
that there had not been a repeat of an international trip that took place several summers ago 
was expressed. They want the chance to serve and put their faith into action. One middle school 
boy said, “I want to be going out into the community and doing Operation Serve type things. We 
could be praying for people and talking about God where we go.”  

The logistical planning and coordination of such events and major trips requires more leadership 
than is currently available in this staff and volunteer structure. Creating a local and global effort 
to provide these service and outreach opportunities to the youth is a challenge under the current 
paradigm. Though periodic outings can be calendared, a sustainable plan to make this a pillar of 
the youth ministry is needed.  

Integration of Youth into the Life of the Church: One of the most repeated desires was for 
youth participation in the Sunday worship services to return and take place more consistently. 
Whether this be through liturgical readings, lighting of the peace candle, ushering, assisting with 
communion or other roles, everyone agrees the presence and participation of the youth benefits 
the young and the not so young. A plan is needed to recruit, train, and schedule youth 
leadership in the services. There was also an expressed desire for an annual Youth Sunday in 
addition to the ongoing weekly participation. Some even felt that after their practice presenting 
lessons in high school youth group, that the chance to teach from the pulpit would be a great 
opportunity! 

Marketing and Communication: Communication is a two way street and much is travelling 
from the church out to the families and the youth. Website, Sunday morning bulletin, online 
newsletter, emails and bulletin boards are all utilized to inform families of calendared youth 
events and programs. There is even an annual Program Guide printed in each Fall which 
highlights the five weekly program offerings targeting youth and includes the calendar of major 
youth events for the year. In order for these communication efforts to be effective, parents and 
church members must travel the same street by being attentive and taking initiative to integrate 
the information into their personal calendars where applicable. Parents celebrated that “we were 
given the calendar for the entire year at the kick-off and youth group meetings are consistent.” 
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High school youth talked about communicating with each other in their small groups via text 
messaging and reported, “they feel like they know what is going on because their parents are 
involved with the church.” It appears that communication is being initiated but the challenge is 
for those needing the information to pay attention. Some parents were willing to acknowledge 
that their uninformed position was their own making. Others may have simply fallen out of email 
distribution groups. Though communication is better now than in some years past, it remains a 
challenge.  

Identity Crisis on the Rise: There is a clear diversity of individuals who make up the church 
family of Sea Island Presbyterian Church. The youth group is no different. There are some who 
wish things were more like a church down the street. There are some who don’t want a thing to 
change. There are some who cherish a quiet and deeply personal faith and some who long for 
more freedom of expression in worship. The challenge in this potpourri of faith backgrounds and 
spiritual experiences is to clearly and intentionally seek to unify the group members to all grow 
in their understanding of their own faith and their embrace of each other. To avoid an identity 
crisis, Sea Island Presbyterian Church needs to acknowledge their unique make-up and 
celebrate their differences. “Everyone could move a little to the middle as long as they were still 
moving toward Jesus.”    

 
RECOMMENDATIONS 
 
1) Reframe the next 18 months as a time of goal-setting and infrastructure building for the 

youth ministry. Target March 2016 as the date for achieving sustainable structures for the 
youth ministry knowing that incremental successes will be seen throughout the renovation. 

2) Establish a Prayer Team to undergird this renovation process. 

3) Present this report to the Session requesting that they endorse an 18-month strategic 
design process for the youth ministry.   

4) Establish a Youth Ministry Renovation Team, made up of four to five volunteers who report 
regularly to the associate pastor over Christian education. These non-anxious, goal-oriented 
people will free up the staff to focus on exceptional day-to-day ministry, while the 
Renovation Team focuses on the recommendations below. These recommendations include 
two overarching responsibilities:  

 
I. Work with the youth ministry leadership to address the immediate pressure 

points facing the ministry as they transition toward sustainability. 
 

II. Establish a consensus for the direction of the ministry and take responsibility for 
implementing the strategic, long-term changes recommended in this report. 
 

5) Engage the services of Youth Ministry Architects to take responsibility for: 
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• Working with the staff and volunteers to ensure the achievement of the outcomes 
outlined in this report’s timeline,  

• Assisting the youth ministry in overcoming the obstacles that are certain to arise 
in the process of restructuring and fine-tuning the youth ministry.  

• Assisting the Renovation Team and Session with the search process to fill the 
youth director position, if needed. 

 
RENOVATION TEAM TASK #1: Address the Pressure Points 
(Accomplish these urgent tasks first to create a healthy climate conducive to change.) 
 
Pressure Point #1: Clarify and Align Expectations – Setting clear expectations for the youth 
ministry will result in stability and will instill confidence in the forward direction of the youth 
ministry.  

o Session steps into their role as champion for youth ministry by taking responsibility to 
nurture and ensure the future success and sustainability of the youth ministry. 

o Define critical mass for each of the five weekly programs.  
o Determine the target number of active youth participating in life of the church on a 

weekly basis for youth ministry to be considered successful.  
o Align budget and staffing goals to support these numbers. 

 
Pressure Point #2: Staffing Solution — Based on clarified expectations, align the staffing 
structure to support the desired youth ministry size.  

o Make a decision about hiring an additional staff member (1-3 years experience) to serve 
in the role of youth ministry director and/or  

o Restructure current job descriptions of associate pastors 
o Enlist Ministry Architects’ assistance in creating job descriptions for new positions 
o Determine timeline for the search process and implement next steps 

 
Pressure Point #3: Address Budget Needs Realistically — Based on clarified expectations 
and staffing solution for the youth ministry: 

o Find innovative and creative solutions to garner additional funds to carry youth ministry 
through to July 2015 when the next fiscal year begins.  

o Determine the budget number needed for the 2015 fiscal year.  
o Create a church-wide marketing plan to rally support for the needed funding, including 

the development of a clear and thorough presentation to the Stewardship Committee 
and the Session. 

 
Pressure Point #4: Partner Volunteer Development and Expansion — Clarify expectations 
and responsibilities for each partner volunteer position:  

o Host a Leadership Training Retreat in which all volunteers have received support and 
training specific to their roles in the youth ministry.  

o Create and distribute job descriptions for each volunteer position, including these new 
volunteer positions: 

• Mentors/Prayer Partners 
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• Event Coordinators 
• Database Management 
• Follow Up Contact Coordinator 
• Trip Planning Coordinator 
• Communication Coordinator (transfer of info to youth and parents)  
• Marketing Coordinator (telling the youth ministry story to whole church) 

o Complete volunteer applications and background checks for active partner volunteers. 
o Distribute all applicable youth ministry or church policies to partner volunteers for their 

signatures on compliance documents. 
o Schedule regular (at least quarterly) partner volunteer trainings to be led by associate 

pastor over Christian education. 
o Distribute all curricula for this quarter and provide any needed resources (training, 

supplies, etc.) 
 
Pressure Point #5: Know and Count Your Sheep — In order to help keep track of the youth 
who Sea Island Presbyterian Church has declared as “their own,” the following procedures and 
strategies can help youth and their families remain engaged in a meaningful, lasting way: 

o Re-imagine a process for tracking and recording attendance at all youth ministry 
programs and events and determine who might oversee the process (a deacon, current 
youth volunteer, Renovation Team member, etc.). 

o Develop and implement a process through which all member and non-member active 
youth have been contacted at least once per week outside of Sunday morning, 

o Member inactive youth have had personal contact with someone from the church at least 
once in the last month, and  

o Non-member inactive youth have heard from someone at least once every 6 months. 
o Using contact information for all youth, and their families, establish a database for the 

ministries, labeling them in the following categories: 
• Member Active Youth are the ones whose families are members of the church 

and have attended at least once in the past year. They show up in your printed 
directory. 

• Member Inactive Youth (MIA) are still a part of the flock. You may not need to 
send them a Facebook message every time the group gets together, but you’ll 
want to regularly pursue these kids, whether they ever show up or not. 

• Non-member Active Youth are those who regularly attend children’s or youth 
activities but are not church members. 

• Non-member Inactive Youth are the ones who may have visited, but you are 
confident they will never become a regular part of the group. This group requires 
no follow up, but you’ll want to keep their information for the occasional big 
events to which you’ll want to invite everyone you know. 

• First Timers are those who have visited but aren’t active enough to become Non-
member Active, and you are not ready to put them in the Non-member Inactive 
pile. After you have done your best to reach the MIAs, this is the group you’ll 
want to give the most follow up to. 

o Establish a game plan for timely follow-up with students who have been absent. 
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RENOVATION TEAM TASK #2: Establishing a consensus for the direction of the 
youth ministry and the creation of its infrastructure, including the completion of the 
following tasks: 
 
BUILDING INFRASTRUCTURE AND STABILITY 
 

o Visioning: Invite parents and leaders to participate in a multi-session, on-campus 
process of visioning a new future for the youth ministry with Ministry Architects, resulting 
in the following documents which will direct the ministry: 

o A ministry mission statement  
o A statement of values  
o A set of three-year revolving goals  
o An organizational structure for the ministry  

 
o Control Document Development: Complete and publish an 18-month calendar, create 

major event notebooks to help event planners succeed, and generate a preventative 
maintenance calendar that schedules behind-the-scenes activities for each month (like 
“September: nail down the date for next year’s high school mission trip”).  

o Discipleship Path: Create and publicize a deliberate plan that allows youth and parents 
to understand where youth are in their spiritual lives and determine what programs and 
ministries will meet their individual needs. 

o Compliance Documents:  Ensure that copyright licensing for music and videos has 
been obtained, an application and screening process for every volunteer is in place and 
all adults working with any youth affirm a sexual abuse/child protection policy.  

o Attendance: Track attendance for all youth activities. 

o Youth Contact: Develop and implement processes for ensuring that each youth or 
youth parent in the church receives a contact from someone on the youth leadership 
team at least once a month  

o First-Timer Process: Develop a process for welcoming new families, youth and guests 
to the church so that they feel warmly welcomed. Document a timely follow up plan to 
ensure their return to the church. 

o Retention Plans for the Youth Ministry: Create game plans for intentionally reaching 
out to missing-in-action (MIA) youth and reconnecting them with the life of Sea Island 
Presbyterian Church. Particularly invest in any confirmands who have become MIAs. 

o Marketing: Establish clear internal marketing processes that allow parents, youth, 
leaders and the broader church to be exposed to the successes and good news 
surrounding the youth ministry. 

o Communication: Establish normative processes for effective and timely communication 
with parents, youth, and leaders utilizing as many forms of communication as possible 
including updating the youth page of the church’s website, Facebook, mass texting, mail, 
e-mail, Twitter etc. 
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o Christian Formation: Host a Christian Formation Retreat to create an integrated 
template or scope and sequence of faith formation for 6th-12th grades, including a design 
for Sunday school, Sunday and Wednesday night programs.  

o Vision: Host a Vision Retreat, including all major stakeholders to produce visioning 
documents for the youth ministry (mission statement, core values, goals and structure). 

o Youth Ministry Manual: Develop a Youth Ministry Manual, including the most recent 
youth directory, a 12-18-Month calendar, results-based job descriptions for staff and 
volunteers, compliance documents, budgets, game plans, a preventative maintenance 
calendar and notes for every major youth ministry event. 

o Fall Kick-Off/Parent Orientation: Develop an intentional, family-based, incredibly fun 
Fall Kickoff event to launch the youth ministry again in the fall of 2015 building on the 
2014 event. Use that event to cast the vision, share information and build enthusiasm 
about the year ahead.  

o Enlist an Experienced, Professional Coach:  Invite Ministry Architects to play the 
“coach” role during this renovation period. Ministry Architects would offer experienced 
direction for the building of an infrastructure for the youth ministry and provide ongoing 
coaching for the youth ministry staff members as well as the Renovation Team. 

 
DEVELOPING AND NURTURING STAFF AND SERVANTS 
 

o Strategic Staffing: Propose clear, appropriate long-term staffing plan, including the 
professional and volunteer components, for the youth ministry that will provide the 
church with significant capacity to sustain a thriving ministry to its targeted number of 
youth. 

o Staff Development: Provide mechanisms for on-going education and coaching for the 
youth ministry staff including coaching, reading and seminars. 

o Sustainable Pace:  Help each youth ministry staff member develop a “rhythmic week” 
including a Sabbath and “balcony” time (that is, time to look at the big picture and make 
strategic plans).  

o Leadership Development: Complete results-based, written job descriptions for all paid 
and volunteer positions in the youth ministry and create a structure for the ongoing 
training of all volunteers at least quarterly. 

o Volunteer Recruitment: Build a fortified volunteer leadership team, some of who will do 
relational ministry with youth while others work behind the scenes.  Create a “fishing 
pond” list of at least three times the needed number of possible volunteers to call on for 
weekly volunteer positions. 

o Broaden Volunteer Definition and Opportunities: Create additional, non-threatening 
opportunities for adult involvement in the program. Encourage volunteer involvement in 
both visible and behind-the-scenes opportunities. 
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o Leadership Launch: Schedule and implement an inspiring leadership-training event for 
all volunteer youth workers at the beginning of each school year. 

 

DEVELOPING CLEAR STRATEGIES AND NEW INITIATIVES 
o Measurable Markers of Effectiveness: Determine reasonable participation goals for all 

youth ministry events and weekly programs through May 2015 and take responsibility for 
filling those events.  

o Climate Control through Student Leadership: Harness the desire of the youth to have 
a friendly and welcoming environment and to serve one another as leaders. Recruit and 
train a team of youth who are committed to creating a climate of welcome and friendship 
in the ministry. (Thriving Youth Groups by Jeanne Mayo would be a good “cookbook” for 
the group). 

o Missions and Outreach: Continue to build on the desire of youth and parents to make a 
difference in the world, as well as their local community. Develop a clear, focused 
calendar for involvement in local agencies, as well as, regional, and possibly 
international missions. Evaluate the current mission trips for effectiveness. Create a plan 
for promoting and exposing the congregation to missions throughout the year. 

o Integration: Develop a strategic plan for helping the youth become an integral part of 
the whole church, weaving the youth ministry into the fabric of the entire church with 
initial focus on participation in worship services. 

o Personal Connection Plan: Develop a system for ensuring that every family in the 
current youth directory is contacted personally at least once a year in order to make a 
connection, express support, and clarify if there are any parents requesting that their 
sons and/or daughters be removed from the church’s directory.    

o Ownership: Create a game plan to encourage a culture where everyone feels valued 
and equally regarded. Foster a culture that all adults and youth, regardless of their 
season in life, feel passionate about raising and supporting youth in their Christian faith. 
This game plan could include confirmation mentors and or prayer partners who would be 
assigned to youth. 

o Rites of Passage (or Milestones):  Develop a written plan for the processes, events, 
and privileges that will:  

• Welcome and connect the new 6th graders and their parents into the youth 
ministry.  

• Welcome and connect the new 9th graders and their parents into the high school 
ministry. 

• Launch the church’s high school graduates from the youth ministry, confident that 
they are surrounded by a supporting church family and committed to live out their 
faith as adults. 
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PROPOSED TIMELINE 
AND OPTIONAL CONSULTING PROPOSAL 
 

PROPOSED TIMELINE  
The following provides Sea Island Presbyterian Church with a timeline that can serve as a 
blueprint for the strategic launch of a sustainable, long-term youth ministry. 

Many churches choose to use the services of Ministry Architects to provide coaching and 
experienced troubleshooting through this infrastructure-building process. If the church would like 
Ministry Architects to provide more specialized consulting in certain areas, particularly for the 
18-month transition, we are available to help. 
 
October 2014 
Focus: Starting Right and Work Begins 
Outcomes: 

• This report has been presented to the Session for the strategic renovation of the 
youth ministry and the Session has given full support of this plan. 

• A Renovation Team for the youth ministry has been recruited and the first meeting 
has been scheduled for November.  

• A prayer team has been recruited and charged with praying for the youth ministry. 
They have received a copy of the assessment report and timeline. 

• Youth Ministry Architects has been hired to serve as the architect for the entire 
renovation process. 

• An onsite Leadership Training Retreat has been scheduled for January and a “save 
the date” email/postcard has been sent to all families. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
November 2014 
Focus: Renovation Underway, Volunteers, Communications, Continuing Education 
Outcomes: 

• The Renovation for the youth ministry has held their first meeting and they have 
understood their roles for the next 18 months. 

•  A fishing pond of 50 potential volunteers has been created.  
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• Results-based job descriptions have been written and distributed to the appropriate 
volunteers for the youth ministry. 

• All volunteer needs for the 2014-2015 school year for the youth ministry have been 
filled.  

• Promotion of the Leadership Training Retreat has begun. 

• Communication norms have been determined and those best practices have been 
implemented. 

• Continuing education opportunities have been explored and calendared for the youth 
ministry staff. 

• Reasonable participation goals have been determined for all youth ministry events 
and weekly programs through May 2015 and steps to accomplish those targets have 
begun to be implemented. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 1 day offsite 
December 2014 
Focus: Compliance, Visioning, Christian Formation Retreat, Participation Goals, Summer 

Calendar 
Outcomes: 

• Relax…. Breathe…  

• The dates for the Christian Formation Retreat have been set. 

• A volunteer application, an application process and a screening process for all 
weekly hands-on volunteers has been created and implemented. 

• All programs have adhered to the Child and Youth Protection Policy as laid out by 
the church. 

• Work has begun on the summer calendar for 2015. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 

January 2015 
Focus: Compliance, Summer Calendar, Program Year Calendar, Attendance Tracking, 
Leadership Retreat 
Outcomes: 
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• All paperwork for hands on, weekly volunteers has been updated and in compliance 
with the safe church policy. Background checks have been completed on each 
weekly volunteer. 

• Copyright licensing for music and videos has been obtained.  

• Permission slips for each offsite event in addition to standard medical release forms 
for the entire year have been created and distributed. 

• A process for tracking and recording attendance in all youth ministry programs has 
been created and implemented. 

• The summer calendar for the youth ministry has been completed and distributed. 

• Work has begun on the 2015-2016 youth ministry calendar.  

• A mid-year Leadership Retreat training event has taken place in which all volunteers 
have received support and training in their specific roles. A “check-in” with each 
volunteer has taken place to evaluate volunteer has been doing in their role and any 
concerns have been addressed. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided.  

Ministry Architects Option: 2 days onsite, 1 day offsite 

February 2015 
Focus: Major Event Notebooks, Volunteer Recruitment, Calendar,  
Outcomes: 

• The 2015-2016 youth ministry calendar has been completed through August 2016 
and included a Fall Kick-off. 

• Volunteer recruiting season has opened. 

o Volunteer job descriptions have been reviewed and updated as needed. 

o Names of potential volunteers have been added to the fishing pond. 

o All volunteer needs have been determined for the 2015-2016 school year. 

o The volunteer needs list and the potential volunteers list have been merged. 

o Current volunteers have been asked to evaluate and possibly renew their 
commitment to youth ministry. 

• Recruitment has begun for hands-on weekly volunteers, event coordinators and 
behind-the-scenes volunteers for 2015-2016. 

• Save the date postcards have been sent to potential participants for the Christian 
Formation Retreat. 
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• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 1 day offsite 
March 2015 
Focus: Pressure Points, Mid-Course Evaluation, Budget 
Outcomes: 

• All pressure points have been addressed. 

• The Renovation Team has completed a 6-month mid-course evaluation of the 
renovation process and has made any adjustments necessary to improve the work 
being done. 

• Work has begun on major event notebooks – creating a template for the notebooks 
and collecting information on each youth event.  

• All necessary logistical planning for the Christian Formation Retreat next month has 
begun.  

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 

April 2015 
Focus: Marketing, Recruitment, Communication, Christian Formation, Budget 
Outcomes 

• Clear, internal marketing processes have been established that allow all church 
members to be exposed to the successes and good news surrounding the youth 
ministry. 

• Communication methods currently being used to promote the youth ministry and 
share the successes with the congregation have been evaluated and added to if 
necessary. 

• Volunteer recruitment has continued.  

• A Christian Formation Retreat has taken place and an integrated template or scope 
and sequence of faith formation for 6th-12th grades has been created, including a 
design for Sunday school, Sunday and Wednesday night programs.  

• Dates for the Vision Retreat have been set.  

• A detailed 2016 budget for the youth ministry has been completed and submitted to 
the appropriate group. (July-June fiscal year) 
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• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 3 days onsite, 1 day offsite 
May 2015 
Focus: Volunteer Thank You, Participation Goals, MIA, Discipleship Path 

• A volunteer thank you event has been scheduled and promotional materials have 
gone out to all youth ministry volunteers. 

• Reasonable participation goals have been established for all youth ministry events 
and weekly programs through May 2016 and clear lines of responsibility for filling 
those events have been established.   

• A game plan has been written and implementation has begun to intentionally reach 
out to missing-in-action (MIA) youth and reconnecting them with the life of Sea Island 
Presbyterian Church. 

• Continuing education opportunities have been explored for the youth ministry staff. 

• Save the date post-card have been sent to all major stakeholders regarding the 
Vision Retreat in July.  

• A discipleship path that allows parents to understand where youth are in their 
spiritual lives and determine what programs and ministries will meet their individual 
needs has been created and publicized. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 1 day offsite 
 
June 2015 
Focus:, Volunteers, Curriculum Review, Fall Kick Off Team, Continuing Ed 
Outcomes:  

• A volunteer thank you event has taken place for all youth ministry volunteers. 

• All volunteer needs for the 2014-2015 school year for the youth ministry have been 
filled. 

• A Fall Kick-off team has been recruited to begin planning for the start of the fall youth 
ministry programs. 

• MIA youth have been systematically contacted. 
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• A strategic plan has been created to recruit, train, and schedule youth leadership 
participation in weekly worship services. This has included a decision regarding an 
annual Youth Sunday.  

• RSVP’s have been received for participation in the Vision Retreat.  

• The effectiveness of this past year’s curriculum has been reviewed and decisions 
have been made for any necessary changes for the upcoming school year. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
July 2015  
Focus: Visioning, Database, Manual, Church Integration, Participation Goals,  
Outcomes: 

• A Visioning Retreat with all major stakeholders has occurred producing visioning 
documents for the youth ministry (mission statement, core values, goals and 
structure). One-year benchmarks have been assigned to each three-year, revolving 
goal developed in the visioning process. 

• The collection of updated information from each youth and family has been 
completed and the database for the youth ministry has been updated with that new 
information. Every youth has been “tagged” with a category. 

• Reasonable participation goals have been determined for all youth ministry events 
and weekly programs through August 2016 and steps to accomplish those targets 
have begun to be implemented. 

• A Youth ministry Manual (both hard copy and digital) has been completed, including 

o Visioning documents  
o Directories  
o Volunteer directory  
o Volunteer training agendas and notes 
o Attendance records 
o Annual calendar 
o Results-based job descriptions 
o Game plans and new initiatives 
o Meeting agendas and minutes for the Renovation Team. 
o Christian Formation Plan and record of curriculum resources used for the 

current year  
o Budget and other financial documents 
o Recruiting template, with a record of all the volunteer needs for the year 
o Compliance documents 
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• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 3 days onsite, 1 day offsite 
August 2015 
Focus: Major Event Notebooks, Directory, Leadership Launch, Student Leadership 
Outcomes: 

• All major event notebooks have been updated by the event coordinators and given 
back to the youth staff to pass along to the next year’s coordinator. 

• With the most recent information on youth and their families, a directory of all families 
and a directory of all volunteers has been created to be distributed at the Fall Kick-
off. 

• All volunteers have experienced a Leadership Launch, lasting 2-4 hours that clarified 
their roles, inspired them to grow in their own faith and equipped them to serve. The 
Child and Youth Protection Policy was reviewed and adopted by all volunteers. 

• Each youth staff member has created a Rhythmic Week including balcony time and 
has begun to live into their Rhythmic Week. 

• A game plan has been created to develop student leadership in the youth ministry. 
The youth have been given charge of creating a welcoming environment. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
 
September 2015 
Focus:  Fall Kick-off, Compliance, Curriculum, Volunteers,  
Outcomes: 

• All paperwork for hands on, weekly volunteers has been updated and in compliance 
with the safe church policy. Background checks have been completed on each 
volunteer. 

• Curriculum has been distributed to all teachers/volunteers and they are trained to 
implement the curriculum. 

• All youth programs have adhered to the Child and Youth Protection Policy.  

• A Fall Kick-off has taken place that welcomed youth and parents into a program they 
can get excited about, introduced parents to a format and structure they can feel 
confident about and provided a forum for receiving information from families. All 
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participants feel energized and enthusiastic about the coming year’s programs 

• New, non-threatening opportunities for adult involvement in the program have been 
created. Parent involvement has been encouraged, both visible and behind-the-
scenes. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
October 2015 
Focus: Budget, Student Leadership, Missions, Milestones 
Outcomes: 

• In an effort to harness the desire of the youth to have a friendly and welcoming 
environment, the staff has recruited and begun training a team of youth who are 
committed to creating a climate of welcome and friendship in the ministry. (Thriving 
Youth Groups by Jeanne Mayo would be a good “cookbook” for the group). 

• Building on the desire of youth and parents to make a difference in the world and 
their community, a clear, well-publicized calendar has been created for involvement 
in local agencies, as well as, regional, and possibly international missions. Current 
mission trips have been evaluated for their effectiveness.  

• A game plan has been established for the Rites of Passage processes, events, and 
privileges that have:  
o Welcomed and connected the new 6th graders and their parents into the youth 

ministry.  
o Welcomed and connected the new 9th graders and their parents into the high 

school ministry. 
o Launched the church’s high school graduates from the youth ministry, confident 

that they have been surrounded by a supporting church family and committed to 
live out their faith as adults. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
November 2015 
Focus: Preventative Maintenance Calendar, Contact Plan, Reflection and Re-Assessment 
Outcomes: 

• A review of the renovation process has been completed. 

• An online diagnostic has been completed to re-assess the youth ministry. 

• Current pressure points have been named. 
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• A plan has been implemented for ensuring that every family in the current youth 
directory has been contacted personally at least once a year in order to make a 
connection, express support, and clarify if there are any parents requesting that their 
sons and/or daughters be removed from the church’s directory.   

• A preventative maintenance calendar has been created for the youth ministry that 
will regularly deal with on-going “behind the scenes” ministry maintenance. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
December 2015 
Focus: Participation Goals 
Outcomes: 

• The 2016 summer calendar has begun to be created. 

• A mid-year volunteer training has been scheduled for January. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
 
January 2016 
Focus: Benchmarks, Summer Calendar, Volunteer Training, Participation Goals, 

Missions, Contact 
Outcomes: 

• 50% of the one-year benchmarks have been accomplished. 

• A mid-year training event has taken place in which all volunteers have received 
support and training in their specific roles. A “check-in” with each volunteer has taken 
place to evaluate how the volunteer has been doing in their role and addressed any 
concerns. 

• The 2016 summer calendar has been completed. 

• Work on the 2016-2017 calendar has begun. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: ½ day offsite 
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February 2016 
Focus: Calendar, Sustainability, Volunteer Recruitment 
Outcomes: 

• The 2016-2017 youth ministry calendar has been completed through August 2017 
and included a Fall Kick-off. 

• Volunteer recruiting seasons has opened. 

o Volunteer job descriptions have been reviewed and updated as needed. 

o Names of potential volunteers have been added to the fishing pond. 

o All volunteer needs have been determined for the 2016-2017 school year. 

o The volunteer needs list and the potential volunteers list has been merged. 

o Current volunteers have been asked to evaluate and possibly renew their 
commitment to youth ministry. 

• Recruitment has begun for hands-on weekly volunteers, event coordinators and 
behind-the-scenes volunteers for 2016-2017. 

• A timeline for the next 12 months has been created that included game plans for the 
current pressure points and items from the online diagnostic. 

• Ongoing coaching has been secured and a sustainability plan has been put in place. 

• The staff and Renovation Team have celebrated what God has done with their 18-
month investment. 

• The Renovation Team has transitioned their role to providing support and 
accountability to the youth ministry volunteers and focusing on strategic issues such 
as three-year goals and one-year benchmarks, curriculum selection, calendars, and 
volunteer recruitment. 

• Mechanisms for on-going education and coaching for the youth ministry staff and key 
volunteers have been provided. 

Ministry Architects Option: 2 day onsite, 1 day offsite 
 

 


