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BACKGROUND 
First Christian Church, Burlington, Iowa, is a congregation affiliated with the Christian Church 
(Disciples of Christ). The welcome message on the church website includes these words, “We 
are a growing and vibrant church with a vision to help all of God’s people grow in their faith so 
that we can share God’s love. Since our beginning in 1870 as the South Hill Christian Church 
worshipping downtown to our present location on Park Avenue, we have been committed to 
reaching out our community a better place,” indicating the church values both their history and 
their future. Church members describe their church family as “welcoming,” “comfortable,” “fun,” 
“active,” “growing,” and “family.” 

The church has been in a significant few years of growth and change following several key staff 
changes (senior minister four years ago, then a new associate just one year ago). They are also 
beginning conversation regarding facilities renovation/remodel, and there have been 
organizational changes as well. It enjoys a reputation as “the” mainline church in town and with 
the largest youth ministry of the other mainline churches. Facilities are at capacity, and staff all 
have full plates. 

The membership of the church is 766, and on an average week, 355 people attend one of the 
church’s two worship services at 8:45AM (traditional) or 11AM (contemporary). The pastoral 
leadership includes the Rev. Dave Yonker, Senior Pastor, who came in 2012, the Rev. Will 
Ryan, Associate Pastor, who came in 2015, and Justin Livingston, Youth Pastor, who came in 
2006.  

CHILDREN’S MINISTRY:  
Currently, there are about 86 children, birth – 5th grade on the rolls of the church. During a 
typical week, about 60 of them participate in either Sunday school, worship, or one of the 
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children’s programs: Midweek Miracles (midweek study and fellowship program, nicknamed 
“M&M”), VBS, PB and J (“Prayer, Bible and Jesus”--Children’s Church) and Sunday school. 
Other special events include: Trunk or Treat, an annual Easter egg hunt, and an annual 
Blessing of the Backpacks. Parents of young children describe the ministry as “fun,” 
“welcoming,” and “something their children want to be a part of.” One volunteer described M&M 
as “delightful chaos!” Others added, “It’s loud and happy!”  
For the year 2016, the children’s ministry has a budget in the neighborhood of $19,000, 
including the program budget expenses and salaries/benefits for the associate pastor who 
oversees it, and the youth pastor who oversees some programming. The associate pastor gives 
about 4 hours per week and the youth pastor gives about 8 hours weekly. There are about 26 
adult volunteers involved each week in one of the major children’s programs. There are also 
several volunteers with responsibility for very particular ministries: VBS, Sunday School, and 
PBJ.  

The children’s Sunday school rooms are neat, clean, and attractive; the church fellowship hall is 
too small for the whole church to gather, and there is no more available space for additional 
programming or classes.  

YOUTH MINISTRY:  
Currently, there are about 45 sixth through twelfth graders on the rolls of the church. During a 
typical week, about 21 of them participate in either Sunday school, worship, or Sunday night 
youth group (Crosstown High).  

The church has a 2016 youth ministry budget of $28,000. This includes the program budget 
expenses as well as a portion of the salary of the youth pastor and of the associate pastor, who 
oversees the ministry. The youth pastor gives 17 hours per week and the associate pastor gives 
about 4 hours weekly.  

Space for the youth ministry needs to be given consideration—the church facilities are 
welcoming and well-cared-for, but additional space for growth or for a space for youth to call 
their own is lacking. 

Ministry Architects was invited to do an initial assessment of the children’s and youth ministries 
and to make recommendations about how it might move strategically forward. Ministry 
Architects met with 60 individuals in 14 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.  

CHILDREN’S AND YOUTH MINISTRIES IN CONTEXT 
One lens Ministry Architects likes to use for understanding children’s and youth ministries is the 
idea of the “three rents.” Children’s and youth ministries that “pay these rents” tend to have 
much greater freedom to be creative, take risks, and experiment with innovative ideas. Those 
children’s and youth ministries that fail to pay these rents often find themselves mired in distrust, 
second-guessing, and discouragement.   
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 children, youth, parents, staff, and the congregation at large.   

Rent #1: NUMBERS—A significant percentage of children and 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 
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established, the children’s and youth ministries is typically more likely to be judged by numbers 
than if the target numbers are clearly established. 

The consensus is that this rent is being paid. Both the children’s and youth ministry are regularly 
drawing at least 50 percent of the children and youth on the roles. There is room for nurture and 
improvement, but the numbers are solid, especially in regards to M&M and youth group.  

Rent #2: PROGRAMS—In order to “earn the right” to experiment with changes, the children’s 
and youth leadership needs to provide the church with a few visible, effective children’s and 
youth programs that give both children, youth, and parents “something to talk about.”   

This rent appears to be paid.  Parents and leaders speak highly of M&M, VBS, PB and J and 
work/mission trips. There is history and tradition here that gives room for experimentation.  

Rent #3: ENTHUSIASM—The joyful enthusiasm and positive attitude of the children’s and 
youth staff, volunteers, and the children and youth themselves are essential to building trust with 
the leadership of the church and with the parents. 

The number of youth involved, the positive reviews of parents and the energy of the staff to 
maintain a quality program suggest that this rent is being paid on time.  

As the leadership of the children’s and youth ministries develops its long-range vision, it will 
need, at the same time, to be attentive to these “three rents.” In this sense, the children’s and 
youth ministries faces parallel challenges.  

Ministry Architects pictures the parallel challenge this way:  

!  

As the children’s ministry leadership steps into this parallel process, four rules of thumb 
–“children’s ministry norms” – will be helpful to keep in mind. These are not necessarily targets 
for success; they are simply what an average church typically experiences: 

1) 15% of the Worshiping Congregation—In a typical church, the size of the children’s 
ministry tends to settle at a number that is around 15% of the worshiping congregation. A 
church with an average worship attendance of 355 could expect an average weekly 

________________________________________________________________________ 
MINISTRY ARCHITECTS EXISTS TO: 

DESIGN sustainable, deep-impact ministries, one church at a time 
BUILD the competence, joy, and longevity of ministry professionals 

CONSTRUCT bridges to the best ministry resources available today 

Page !  of !3 28

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

Continuing to Do 
Ministry: Maintaining the current 
children’s and youth ministries in a 
way that builds the enthusiasm of 
children, their families, the staff 
and the church at large. 



attendance of around 53 children per week. The current weekly attendance of 60 children is 
over and above what a church of this size could normally expect to see. Celebrate! 

2) $1,000 per Child—With a budget of approximately $19,000 (including program budget, 
staff salaries, and benefits but not paid baby-sitters or nursery workers) dedicated to the 
children’s ministry, FCC has the capacity to effectively reach and maintain a weekly 
participation level of somewhere in the neighborhood of 19 children in some aspect of the 
church’s life. With 60 currently participating every week, the ministry is under-funded to 
retain even the currently attending children. In order to maintain the ministry at its current 
rate, it would be wise to consider how to give the ministry the resourcing it needs. Keep in 
mind that this dollar amount can vary widely depending on the cost of living in the church’s 
community.  

3) One Full-Time Staff Person for Every 75 Children—Considering all the positions giving 
time to the children’s ministry, including the youth pastor and the associate pastor, FCC has 
the equivalent of 1/3 time staff person. According to this rule of thumb, FCC has the capacity 
to sustain the engagement of about 25 children on a weekly basis. The current staff 
configuration seems inadequate to sustain the needs of the ministry. Ordinarily, in over-
capacity children’s ministries, the children’s staff is set up to be unable to fulfill all the 
expectations placed on them. The natural result is a climate of criticism and burn out.  

4) One Adult for Every 5 Children—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 children on an ongoing basis. With 26 weekly 
volunteers, FCC is currently at a ratio of one adult leader to every 2.3 children, giving the 
ministry a capacity for 130 children weekly. The current volunteer team seems to be the right 
size for the current ministry of 60 children. However, if the church wants to expand its 
impact, it will need to consider recruiting more volunteers.  

Ministry Architects has also observed the following youth ministry norms: 

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. A 
church with an average worship attendance of 355 could expect an average weekly 
attendance of around 35 youth per week. The current weekly attendance of 21 youth is 
below what might be expected from the ministry. 

2) $1,000 per Youth—With a budget of approximately $28,000 (including program budget, 
staff salaries, and benefits) dedicated to the youth ministry, FCC has the capacity to 
effectively reach and maintain a weekly participation level of somewhere in the 
neighborhood of 28 youth in some aspect of the church’s life. With 21 currently participating 
every week, the ministry is right on target for its current reach. However, it is not likely that 
the ministry will be able to do more to reach the 45 youth on its rolls without more of an 
investment. Again, keep in mind that this dollar amount can vary widely depending on the 
cost of living in the church’s community.  

3) One Full-Time Staff Person for Every 50 Youth—Considering all the positions giving 
time to the youth ministry, FCC has the equivalent of 1/2 full time staff person. According to 
this rule of thumb, FCC has the capacity to sustain the engagement of about 25 youth on a 
weekly basis. The current staff configuration allows room for a few more growth. 
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4) One 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. With 4 weekly 
volunteers, FCC is currently at a ratio of one adult leader to every three youth, giving the 
ministry a capacity for 20 youth weekly. So, the current team seems to be the right size for 
the current ministry of 21 youth. However, these numbers do not apply to Sunday night 
youth group where there is not a consistent adult present other than the youth pastor. If the 
church wants to expand its impact, it will need to consider recruiting more volunteers.  

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. Currently, FCC is lacking such 
a staff member in children’s and youth ministries, though the associate pastor role could 
include this role.  

● 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. Currently, FCC has an associate pastor with this skill set that could be more fully 
accessed with some intentional staffing clarity. The youth pastor can also serve in this 
capacity with training to meet the organizational needs necessary for managing the 
youth ministry volunteers.  

● The Laborers: Those people charged with specific gifts and responsibilities for particular 
aspects of the work. In children’s and youth ministries, a laborer might have particular 
skills in relating to children or youth, in planning and managing events, or in teaching. 
FCC has some solid laborers, but it could certainly use more. It could be providing them 
with more training and direction.  

Each of these roles is important as First Christian Church pursues a more sustainable model of 
children’s and youth ministries. As the church moves forward, the following observations will be 
helpful to keep in mind: 

● In many churches, there is no person or group playing the role of the architect. The 
ministry simply moves from one event to the next without a clear vision or stated 
outcomes. 

● Sometimes paid staff are not given the time or training to do their important work as the 
“general contractor” of a complex ministry. 

● The staff is often expected to serve in all three of these roles. This is a recipe for 
congregational dissatisfaction and staff burnout. 

● Some churches hire a laborer who is skilled at leading singing, playing games or 
teaching a Bible lesson.  These laborers often mature into an architect or a general 
contractor, but only if they are given permission, time, and training. 
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ASSETS 
Strengths to protect in the current children’s and youth ministries 

Pastoral Staff 
First Christian Church has hit the pastor-jackpot! Both Pastor Dave and Pastor Will bring a love 
for the Disciples of Christ denomination and a youthful synergy to what’s happening. One 
church leader said, “We love our pastors!” and every other head vigorously nodded. The 
respectful collegiate spirit is very apparent. The church has seen considerable growth in weekly 
worship attendance since Pastor Dave came to Burlington. What a gift! 

Summer Mission Trips 
Kudos to the youth of FCC! Not only those now, but the many in a long history of serving others 
at Group Mission Trips’ Workcamps. The work is hard, but the payoff is huge. Now the middle 
school students have begun the tradition with their first mission trip this past summer.  

…And let’s not forget the church members who faithfully give at the fundraisers! Stories of the 
Pie and Cake auction, with a cake going for $1,300? Amazing! Thanks to all for years of faithful 
service, both at home in support and out in the field using their hands and feet.  

Healthy Children’s Numbers 
All the evidence is in: The children’s ministry is in a healthy state! All norms and numbers are 
right where they should be and even better. The children’s attendance and participation in the 
life of the church (worship, Sunday school, M&M, Nursery, etc.) is right on target. All this 
provides a reason for the church to have something to point to and say, “This is good!”  

Comments directly from adults about the children’s ministry: 
• “We attract a lot of people from the community.”  
• “It’s a delightful chaos!” 
• “Kids are bringing their friends.”  
• “The Sunday School adults have worked very hard to bring it back after taking a break.”  
• “We do a Christmas program, an egg hunt, and Trunk-or-Treat. There’s always 

something. We’re active!” 
• “My kids never want to miss Wednesday nights!” 

Scouting Program 
Did you know that a very successful scouting program is meeting here at the church?  There are 
40 Boy Scouts involved, and though this is not a direct ministry of the church, it is proof there 
are youth connecting and coming through the doors. Good job, scout leaders! Way to share the 
word that FCC is a place with open doors!  

Caring Congregation 
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Unanimously, the people in the focus groups love this church and love their children. Hospitality 
reigns supreme; feeding the body is as readily available as is feeding the soul. The coffee pot is 
always on and everyone pitches in to make sure a fresh cup is available.  

Many attendees spoke highly of current volunteers in the youth and children’s ministries. They 
described the leaders as “loving” and “caring.” There are adults who work as hard as if their 
volunteer role was a paid position. Adults have stepped up to the plate year after year to see the 
weekly programs and yearly special events happen without fail.  

Stellar Students!  
Between meeting students in the focus groups and the way adults talk about the youth, it is 
obvious these kids are something special. “We’re like a family. We’re united,” was the feedback 
from one student. “We really like to serve, and I want to do more of it. When I first started 
coming, I didn’t believe in God. Then I went on a mission trip and had an epiphany.” Another 
comment, “Our students want to learn about God and talk about how his word applies to their 
lives.” Many adults talked about how students help serve the children at church events like 
M&M, Sunday school, and special holiday events.  

Willingness to Step up to the Plate 
The members of FCC will do whatever it takes to love their children. They place a high value on 
the children’s and youth ministries, and that value is shown in dedicated volunteers, designated 
staffing, assigned classroom space, 60 people participating in the assessment process, 
Children’s Church, re-boot of Sunday school, and so very much more.  

CHALLENGES                 
Obstacles to moving the children’s and youth ministries strategically forward 

Volunteer Vacuum 
A tighter system of ensuring that everyone who wants to help gets to help in his/her area of 
giftedness will do nothing but make a great ministry even greater! Missing is a clockwork system 
of: 

• A volunteer needs list 
• A volunteer “fishing pond” list 
• Job descriptions for every task  
• Guidelines/expectations   
• Training/resourcing  
• Volunteer appreciation  

In each ministry, there’s a sense that there aren’t enough volunteers to do all the things the 
ministry wants to do. For example, more adults are needed at Sunday night youth group. 
Children’s Church needs at least two-three more adults. The volunteers also expressed a desire 
for more training and development. All these things in place will lead to a happy team where 
leaders feel they can meet ministry needs best when their personal needs are met. Volunteers 
need to know they are welcome and highly valued.  

Vision Vortex 
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Imagine this scenario: The youth and children’s ministries advertise a big trip. The buzz begins, 
and everyone plans on going! Bags get packed, snacks are ready. The day arrives and 
everyone gathers around the church bus. They load up, get seated, and the driver says, “So, 
where are we going?” 

…And that’s where the trouble begins. Great people are ready, generous resources are 
onboard, but no one knew the coordinates to put into the GPS. Everyone had a different 
destination in mind. Dissension ensues, folks get off the bus, conversations continue in the 
parking lot (which is never good), and the bus goes nowhere.  

The youth and children’s ministries of FCC are much like this scenario. There are people ready 
to do amazing things for the Kingdom. Resources abound and are at the ready. The missing 
piece of the puzzle is the blank map where clear-cut mission, target audience, values, three-
year revolving goals with one-year benchmarks, and participation expectations should be. 
Without a clear-cut purpose for the ministries, staff members get tired and go un-checked, 
church members don’t have buy-in, children and youth go unchallenged, everyone has a 
different opinion, and less-than-desirable results occur.  

Weedy Christian Formation Path 
The ministry to children and youth is operating without an over-arching discipleship path for birth 
through age 18. A well-defined scope and sequence for its Christian educational path is missing. 
In other words, not only have hands-on goals not been set, neither have spiritual goals.  

FCC needs to determine what it wants its children and youth to know, feel, and do with their 
Christian faith upon high school graduation before sending them off into parts unknown. Without 
that, how can the ministries meet spiritual expectations reflecting the personality of the church? 
Sunday school teachers and M&M both are using solid curriculum, and VBS regularly uses 
good material from Group. However, there is no connection or conversation overall about what it 
is FCC wants their kids to learn about their faith as they grow at FCC.  

One key to a discipleship path is sacred milestones in the life of young people. There is an 
identifiable milestone at 5th grade for Pastors Class, and a graduation reception for high school 
graduates—these two things are to be commended, but they also provide much room for growth 
and further development in terms of how the faith development of FCC children and youth is 
nurtured and celebrated.  

Missing from the ministries are:  
• A set of core Christian educational competencies 
• Birth through 5th grade CM scope and sequence covering all program pieces 
• 6th-12th grade YM scope and sequence covering all program pieces 
• Purpose for each program piece with a spiritual formation component 
• Rites of Passage/Memory Makers/Milestones 
• Ages and Stages 
• Curriculum Core Comparison charts 
• Topical/Subject Calendar 

Currently, FCC has no widely communicated process in place to ensure a well-rounded, 
comprehensive plan for what curriculum topics are being taught over the course of a student’s 
journey through the ministry. Such an approach can lead to haphazard planning and runs the 
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risk of skipping key spiritual teaching, lost milestones and faith anchors, and missed 
opportunities for parental engagement in conversations of faith.  

Who’s Counting the Sheep?                                                                                                  
There is no consistent and identifiable tracking system established for children’s and youth 
ministry at FCC. Sunday school teachers report having an attendance list, a volunteer checks in 
children and keeps attendance on M&M nights, and the Youth pastor reports checking off who 
comes to Crosstown High. However, there are no numbers kept for comparison, no database 
measuring attendance or keeping track of how often students are missing from programming. 
Without some sort of tracking system, it is far too easy for a student to fall through the cracks 
and become disconnected from both the program and the people. It also makes follow-up with 
visitors a real challenge.  

Squaring the Corners!                                                                                                              
There is not an organizational system in place in children’s or youth ministry, and, as a result, 
important control documents (medical releases, social media and photography permissions, 
etc.) and policies are either non-existent or at-risk. Parents need to know their children are safe 
and provided with structure and oversight. A more organized communication system would be 
helpful here as well, ensuring that every student receives timely information, not just the ones 
who show up on a regular basis.   

Sunday Night Youth Group  
Sunday night youth group is described as “energetic,” “fun,” and “welcoming” by the youth who 
attend it. They clearly want to be there and value the presence of the youth pastor. Parents 
echo that their students enjoy it. Parents also expressed multiple concerns with Crosstown High 
that present real challenges for the ministry. None of the students could express what the videos 
they watch on Sunday nights are about nor could they say what the principles from the videos 
were.  

• “It’s loose,” one parent said, describing the ministry as too laid back and lacking 
structure. 

• “If I am dropping off and picking up my daughter from youth group, I need to know where 
she is,” one father said, expressing his concern that the room where the youth meet is 
not immediately visible and has to be reached by walking through a dark church building.  

• “I know they’re having fun, but I want to know how they are growing,” one parent said. 
• “I wish they would participate in more local mission,” one parent said, naming that she 

wishes the youth group had a visible presence in the local community in addition to other 
places.  

• “I want to know they are learning scripture and not just playing games,” another parent 
said.  

Parents also expressed feeling that there is an “in group” and an “out group” on work trips that 
seems to be based on economic lines. They also would like to see firm policies and procedures 
in place that help them know their students are safe and in a structured environment where they 
are growing in their faith and in their relationships. There is a clear lack of organization and 
standard that is frustrating for the parents of the students who attend youth group.  

The lack of consistent adult presence at Crosstown High is also a challenge. Students and 
parents report that often the youth pastor is the only adult presence on Sunday evenings. With 
20-plus students present, standards in youth ministry would require at least four adults as 
volunteers (not including the youth pastor).  
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Finally, within this challenge includes a lack of policy and procedure surrounding social media 
use and photography use in regards to students and youth ministry activities.  

Nursery                                                                                                                                         
“If a young family is using the nursery as their comparison for one church or another, ours will 
lose every time,” said one young mother who loves FCC and recognizes the need for an 
improved nursery ministry. The nursery facility appears welcoming and safe, but it is very small 
when compared to the needs of FCC’s children’s ministry. It is staffed on Sunday mornings by 
two high-school aged girls, and one parent noted, “It would be nice to have a real adult in the 
nursery.” In addition, it needs a notification system of some sort to reach parents in case of an 
emergency and a sign in/sign out system that is used without fail. Parents talked of how toys are 
not consistently cleaned and how there doesn’t seem to be a clear person in charge of the 
nursery. Other parents shared how they feel that some lesson could be taught to 18-month olds 
and up.  

Parents of infant through Pre-K expressed frustration that the lower age limit for VBS and M&M 
is three years old—they’d like to see that lowered to at least age two. They also expressed a 
willingness to help as volunteers as their children are allowed to be included.  

Space                                                                                                                                             
The facilities at FCC are welcoming and well-cared-for, however, there is no room for growth. 
“We literally do not have space for another Sunday school class to meet even if we wanted 
one,” said one staff person, noting that even staff offices are used for class or small group space 
on Sunday mornings. In addition, the Fellowship Hall can only hold about 125 folks, but the 
average worship attendance is 350. The nursery, as previously mentioned, is not large enough, 
and there is no single identifiable “youth space.”  

This presents a real challenge for growth or the diversifying of any programs. It also makes 
adhering to safe sanctuary policies more difficult—example: if the youth pastor is hosting a 
small group of students in his office, he is there on his own with students present with no other 
adult supervision. “We have too many people in too close quarters,” one parent/volunteer said, 
and again noting that the youth pastor’s office is not the answer. “It is too secluded,” says one 
parent, “I come in to a dark building to pick up my kid and I am not even sure where she is.”  

Communication                                                                                                                        
“There is no excuse for people not knowing about what’s happening,” one longtime church 
member said, offering up the Caller, weekly announcements, and the church Facebook page as 
places were communication about church events are regularly shared. At the same time, there 
was a youth parent who regularly attends worship, unaware that there is a Sunday school class 
for the age her children. Another parent said, “I’m not even sure what happens in Sunday school 
or if it’s just a chill time.”  

It seems those who attend worship regularly do perhaps receive and process information, but 
those who don’t often are unaware of what’s happening during the week.  

In addition, various children’s ministries are relatively cut off from one another due to a lack of 
communication between the volunteers who organize them. Sunday school teachers do report 
receiving regular emails from the associate pastor regarding weekly lessons and any needed 
information, and this is to be commended.  

Of particular concern is communication between the youth pastor and parents of youth—some 
report, “[the youth pastor] always lets us know at church what’s going on that night,” but this 
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presents a dilemma for those who do not attend Sunday morning worship. Volunteers report 
receiving information regarding youth ministry activities relatively last minute. The Crosstown 
High Facebook page serves as a form of communication, but only for those youth or parents 
who use social media.  

The church website is attractive and well-organized, but the children and youth ministry pages 
are lacking in consistent information and updating—for example, the time for Sunday school 
listed on the pages is different than the time listed on the church calendar.  

Unclear Staffing Structure                                                                                                        
“Isn’t ___ supposed to be doing that?” one church member said when asked which staff person 
was in charge of Sunday school. Another member said, “I thought he only did ________.” And 
several members interviewed were not clear on the staff structure and responsibilities.  

According to job descriptions and board organization, the associate pastor is to be the pastoral 
staff over discipleship, meaning the youth pastor would report directly to the associate pastor, 
with the associate pastor providing oversight and direction while the youth pastor carries out the 
everyday relationships and activities of the ministry. There is some confusion in this area as to 
who is doing what and what role the senior pastor, associate pastor, and youth pastor each play 
in leadership.  

Silos                                                                                                                                    
Ministries that are siloed are ministries that do not work collaboratively for the good of the 
whole. A key challenge for FCC is that children’s Sunday school, children’s church, and VBS do 
not work together—rather, each ministry is led by a different person, and they do not 
communicate with one another about common programs, goals, or events within the ministries. 
An extra layer of “silo” is M&M, which does not interact at all with the other programs and is led 
by the youth pastor, though very few 6th-12th graders are involved. 

The silo effect is also present in youth ministry—youth Sunday school classes operate 
completely separately from Sunday night’s Crosstown High, and the youth pastor has little to 
nothing to do with Sunday school. In addition, because the youth pastor is often the sole adult 
running the Sunday night youth group, other adults involved in youth ministry don’t really know 
what’s happening in that piece of the youth ministry.  

When ministries are siloed, the potential for miscommunication and disconnect is high, fueling 
mistrust and a lack of cooperation.  
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RECOMMENDATIONS 

1) Reframe the next 18 months as a time of building long-term infrastructure for the 
children’s and youth ministries. Understanding that significant and immediate momentum will 
be built throughout the process of renovating the children’s and youth ministries, target May 
2018 as the date when the children’s and youth ministries renovations will be complete.  

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

3) Present this report to the Elders and Board of Directors, requesting they endorse an 18-
month strategic design process for the children’s and youth ministry.  

4) Establish a Children’s Ministry Design Team and a Youth Ministry Design Team, made up 
of three-five non-anxious, goal-oriented volunteers each and the associate pastor, who will 
work closely with Ministry Architects to ensure that the outcomes of this assessment are 
achieved. These recommendations include two overarching responsibilities:  

I. Addressing the immediate pressure points facing the ministries as they 
transition toward thriving, sustainable children’s and youth ministries (i.e., 
keeping the trains running on time) 

II. Implementing the strategic, long-term recommendations of this report (i.e., 
building a new railway system) 

5) Partner with Ministry Architects to take responsibility for  
I. Managing the renovation process, working with the staff and volunteers to 

ensure the achievement of the outcomes outlined in this report’s timeline 
II. Assisting the children’s and youth ministries in overcoming the obstacles that are 

certain to arise in the process of renovating the children’s and youth ministries. 

6) Address the current pressure points facing the children’s and youth ministries:  

Pressure Point #1: Staffing Clarity 
It is important for all parties concerned in a forward-moving sustainable structure to have 
clearly-delineated roles, not only in writing, but in practice as well. As is currently 
understood per job description, the associate pastor is charged with oversight to both the 
children’s and youth ministries. As the renovation process rolls out, it will be important for 
the leadership of both the children’s and youth ministries to work under this structure. 
This includes both laity, staff, and leadership teams (including the design team 
recommended in this report). As is always the case, a collaborative system between the 
associate pastor and the staff/laity is best, one where everyone works together. The 
recommendations and timeline in this report will set the stage for this partnership to best 
set itself for respectful cooperation. Initially, the 18-month timeline will provide clear 
direction for all, and then a more permanent leadership team structure will work best in 
the form of two teams: A Children’s Ministry Team and a Youth Ministry Team.  
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Pressure Point #2: Sunday Night Youth Group 
For Sunday night to be all that FCC is hoping it will be, the following needs to happen to 
bring it into alignment for both maximum spiritual direction and safe procedures:  

• Four more volunteers must be recruited before the program meets again. Since 
there is an average of 20-25 students, there should be one volunteer for every 
five youth for the maximum spiritual effectiveness (paid staff does not count in 
the 1-5 ratio). This will also provide the proper amount of Safe Sanctuary.   

• Check-in procedures near the front entrance where an adult greets the students 
coming through the doors and checks them off on an electronic-based 
spreadsheet (an excel sheet in Google Drive will work fine). Guests are greeted 
and contact info collected. At that time, a follow-up system is put right into place 
(a postcard from the pastors, a text from the church, etc.). This is also the place 
where parents will receive any registration forms for upcoming trips and 
permission slips/medical info collected for any new students.  

• Full-lighting is on in all the places the students will be from the front entrance 
through to the room they’ll be meeting.  

• A more structured schedule happens during youth with a fun snack/dinner, well-
prepared Biblical-oriented lesson, age-appropriate small group questions, games 
that are fun, purposeful, and safe, with a worship component. 

Pressure Point #3: Nursery Needs 
Since we know that Christian nurture begins at a baby’s birth, our nurseries should be a 
place where parents are excited about putting their children, where the nursery is 
something awesome for the child to participate in and not just a place for containment 
while the parents get a break. It’s time to either recruit or hire a nursery coordinator for 
five-eight hours a week. This person could be charged with the responsibility of:  

• Hiring and training additional staff for Sundays, Wednesdays, and special events/
meetings 

• Coordinating adult volunteers to also work in the nursery 
• Help train staff and volunteers to present a welcoming and concerned 

atmosphere 
• A proper sign-in/sign-out procedure including collecting emergency contact/

medical info 
• An emergency notification system such as texting or beepers 
• An age-appropriate lesson is prepared and led each week  
• An age appropriate Children’s Christian songs are played, setting a happy tone 
• Regularly schedule cleaning of all toys and surfaces in the nursery 
• Keep up with the latest nursery safe guidelines so parents know the church 

cares and babies are kept as safe as possible 

Pressure Point #4: Volunteer Development 
Build a fortified volunteer leadership team, some of who will do relational ministry with 
children and youth while others work behind the scenes. Create a clear and complete list 
of the volunteer needs, being sure to make specific and small enough job duties 
available so that all types of church members could volunteer both upfront or behind the 
scenes. Include additional, non-threatening opportunities for older adult involvement in 
the program. Encourage volunteer involvement in both visible and behind-the-scenes 

________________________________________________________________________ 
MINISTRY ARCHITECTS EXISTS TO: 

DESIGN sustainable, deep-impact ministries, one church at a time 
BUILD the competence, joy, and longevity of ministry professionals 

CONSTRUCT bridges to the best ministry resources available today 

Page !  of !13 28



opportunities. Create a “fishing pond” list of at least 40 possible volunteers to call on for 
weekly volunteer positions. Ensure that all volunteers have a volunteer packets that 
includes a job description, guidelines/expectations, a CM/YM teaching plan, a 12-18 
month calendar, vision and goals for the ministry, the over-arching scope and sequence, 
a Covenant of Conduct, and opportunities for training.  

7) Recommendations for Long-Term Sustainable Structure: Build the long-term  
infrastructure required for long-term, sustainable children’s and youth ministries: 

• Host a “Quick Start” Summit: Invite the Design Teams, key volunteers, and children’s 
and youth staff to participate in a Quick Start Summit in which the renovation process is 
launched and the pressure points outlined in the Assessment Report are addressed. The 
Summit tackles the items that need to be done first, and builds momentum for 
the children’s and youth ministries renovation process.  
o Identify any progress in implementing the recommendations of this report. 
o Orient the Design Teams to their specific responsibilities.  
o Assign Design Team members the responsibility for implementing the 

recommendations of the report. 
o Calendar the dates involving the Design Teams.  
o Create a plan for communication between the Design Teams and staff to ensure that 

all parties feel they’re “in the know.” 
o Draft the following documents finalizing them within no more than two weeks after 

the Summit: 
▪ A finalized version of the calendar for all weekly programs and major special 

events through May 2017. 
▪ Results-based, written job descriptions for all paid and volunteer positions in the 

children’s and youth ministries. The job descriptions cover all current positions 
and also include additional, non-threatening opportunities for adult involvement in 
both visible and behind-the-scenes opportunities. 

▪ A clear and complete list of volunteer needs in the children’s and youth 
ministries, including relational and behind-the-scenes, weekly events and special 
event leaders. 

▪ A broad “fishing pond” list of at least 40 possible volunteers to call about 
volunteer positions. The list includes people we are sure will say yes, and it 
includes people we think will never say yes (but we hope they will one day). 

▪ Reasonable participation goals are established for all children’s and youth 
ministry events and weekly programs through August 2016 and clear lines of 
responsibility for filling those events are established. 

• Visioning: Invite parents and leaders to participate in a multi-session, on-campus 
process of visioning a new future for the children’s and youth ministries 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  
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• Christian Formation Summit: Gather a team for a Christian Formation Summit to 
discuss the learning objectives of each age level and how these might be accomplished 
utilizing curriculum, milestones and special programming. 

○ Evaluate the upcoming curriculum to ensure its effectiveness. 
○ Develop a long-range scope and sequence as well as a set of core 

competencies for the children’s ministry programming. 
○ Develop a clear plan for milestones and special events to shape the faith 

formation through the ages and stages. 
○ Determine how the curriculum selected will be communicated to volunteers. 
○ Decide what level of training will be required prior to full implementation. 

• 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”). 

• 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 children and youth affirm a sexual abuse/child protection 
policy. In addition, the forms contain a social media policy.  

• Attendance: Track attendance for all children’s and youth activities in one centralized, 
cloud-based system so that all programs on Sunday mornings, Sunday evenings, and 
Wednesday evenings give input in one place.  

• Building Utilization: Conduct a usage study for the church building. Space and timing 
are issues surrounding Sunday school. Assess its creative use and consider new ways 
to leverage this valuable resource. Give children and youth an opportunity to take part in 
this study as well as any creative design work. 

• Marketing: Establish clear internal marketing processes that allow parents, children, 
youth, leaders, and the broader church to be exposed to the successes and good news 
surrounding the children’s and youth ministries. This includes better utilization of the 
church website pages for children’s and youth ministries, increased usage of The Collar, 
bulletin boards, Sunday announcements, and social media. 

• Communication: Establish normative processes for effective and timely communication 
with parents, children, youth, and leaders utilizing as many forms of communication as 
possible including updating the children’s and youth pages of the church’s website, 
Facebook, mass texting, mail, e-mail, etc.  

• Children’s and Youth Ministries Manual: Develop a Children’s and Youth Ministries 
Manual, including the most recent children’s and youth directories, 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 
children’s and youth ministries event. 

• Fall Kick-Off/Parent Orientation: Develop an intentional, family-based, incredibly fun 
Fall Kickoff event to launch the children’s and youth ministries in the fall of 2017. Use 
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that event to cast the vision, share information, and build enthusiasm about the year 
ahead. 

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

• Staff Development: Provide mechanisms for on-going education and coaching for the 
children’s and youth ministries staff including coaching, reading, seminars, and 
conferences. 

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

• Leadership Launch: Schedule and implement an inspiring leadership-training event for 
all volunteer children’s and youth workers at the beginning of each school year. 

• Integration: Develop a strategic plan for helping the children and youth become an 
integral part of the whole church, weaving the children’s and youth ministries into the 
fabric of the entire church. 

• Children’s and Youth Contact Plan: Develop and implement processes for ensuring 
that each child, youth, and parent on the rolls of the church (whether active or inactive) 
receives a contact from someone on the children’s or youth ministries leadership team at 
least once a month by written word (email, flyer, and/or text) and by personal invite 
(face-to-face or phone call) at least twice a year.   

• First-Timer Process: Develop a process for welcoming new families, children, 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. This would start with each guest filling out a 
contact form, then a “thanks for coming” follow up from 3-5 people at the church, and 
then a welcome to the parents.  

• Rites of Passage: A plan for the Rites of Passage celebrations, processes, events, and 
privileges has been launched. This plan can come from the Christian Formation Event 
and could include such ideas as:  
o First Steps Milestone 

▪ Has introduced the congregation to a few of our youngest members and 
made both children and parents more comfortable with Sunday school. It 
reminded both children and their parents of the importance of attending 
Sunday school. 

o Welcome to Worship  
▪ Has intentionally extended the welcome mat to children and their parents. It 

has also introduced children, and the adults who care for them, to worship 
and the worship space. 
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o Prayer Milestone  
▪ Has been a way a congregation can keep its promise to equip and support 

parents to pass on faith. Through this milestone, children have learned they 
have a direct relationship with God and Jesus through prayer. 

o 3-year old children invited to Children’s Church  
▪ Has invited younger children into the special worship experience of 

elementary age children. 

o Acolyte Invitation to older elementary children  
▪ Has recognized leadership abilities of children in worship. 

o 5th graders moving into the middle school ministry  
▪ Has welcomed the rising 6th graders into the Jr. High ministry. 

o Anniversary of Baptism  
▪ Has reminded those who have been baptized during the past year, their 

families, and the congregation of the promises made to everyone at baptism. 
It was an opportunity to remind everyone that living our baptism is a lifelong 
journey—and one needs to be prepared to live and walk wet. 

o Blessing of the Backpacks  
▪ Has marked the passage of summer and helped children, youth and adults 

transition back into the fall schedule and has served as a reminder that 
Jesus is always with us. 

o 8th graders moving into the high school ministry 
▪ Has welcomed the new 9th graders and their parents into the youth ministry 

o 12th graders graduating from the youth ministry 
▪ Has 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. 

PROPOSED TIMELINE - NOVEMBER 
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The following provides First Christian Church with a timeline that can serve as a blueprint for the 
strategic launch of sustainable, long-term children’s and youth ministries. 

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. 

November 2016 
Focus: Starting Right and Work Begins 
Outcomes: 

● This report has been presented to the Elders and Board of Directors for the strategic 
renovation of the children’s and youth ministries and the board has given full support 
of this plan. 

● The Design Teams for children and youth has been recruited and the first meeting 
has been scheduled to take place during the Quick Start Summit.  

● A prayer team has been recruited and charged with praying for the children’s and 
youth ministries. They have received a copy of the assessment report and timeline.  

● A Quick Start Summit has been scheduled for January.  

● A Visioning Summit has been scheduled for March/April and a “save the date” email/
postcard has been sent to all families. 

● The church has partnered with Ministry Architects to serve as the architect for the 
entire renovation process. 

● Mechanisms for on-going education and coaching for the children’s and youth 
ministries staff and key volunteers have been provided.  

December 2016 
Focus: Quick Start Summit, Summer Calendar 
Outcomes: 

• Promotion of the Visioning Summit has begun. 
• Work has begun on the summer calendar for 2017 
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• A fishing pond of 40 potential volunteers in the children’s and youth ministries has been 
created  

• Any immediate volunteer needs for the 2016-2017 school year for the children’s and 
youth ministries have been filled. 

• A “First Timer” Process has been developed for welcoming guest children, youth, and 
their families to the church so that the guests feel warmly welcomed and are followed up 
on. Document a timely follow up plan to ensure their return to the church. This could 
start with each guest filling out a contact form, then a “thanks for coming” follow up from 
3-5 people at the church, and then a welcome to the parents.  

January 2017 
Focus: Calendars, Volunteer Training, Communications, Attendance Tracking, 

Participation Goals 
Outcomes: 

● Work has begun on the 2017-2018 school year children’s and youth ministries calendar.  
● The summer 2016 calendar for the children’s and youth ministries has been completed 

distributed, and posted electronically. 
● Communication norms have been determined and those best practices have been 

implemented. These would include how the Design Teams and the staff will 
communicate their work to each other, how the Design Teams will communicate their 
successes to the whole church, and how communication will flow between the process 
and Ministry Architects.  

● A process for tracking and recording attendance in all children’s and youth ministries 
programs has been created and implemented in one electronically cloud-based system 
so that ALL ministries will direct their attendance and contact info into one spot.  

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

● All paperwork for hands on, weekly volunteers has been updated and is in compliance 
with the safe church policy. 

● Volunteer recruiting seasons is set to open in February so the following has been 
prepared: 

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 2017-2018 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 the children’s and youth ministries. 
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February 2017 
Focus: Calendars, Volunteer Recruitment, Compliance 
Outcomes: 

• Quick Start Summit has taken place in which the renovation process was launched 
and pressure points outlined in the Assessment Report have been addressed. The 
summit tackled the items that needed to be done first to initiate the children’s and 
youth ministries renovation process. 

● The 2017-2018 children’s and youth ministries calendar has been completed 
through August 2018 including a Fall Kick-off. 

● All programs have adhered to the Safe Sanctuaries policy as laid out by the church. 
● Recruitment has begun for hands-on weekly volunteers, event coordinators and 

behind-the-scenes volunteers for 2017-2018.  

● The Design Team has met monthly and decided how often they will meet for the 
remainder of the 18 months. 

March 2017 
Focus: Compliance, Visioning, Pressure Points, Volunteer Thank You 
Outcomes: 

● All pressure points have been addressed. 
● 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. 

• A volunteer thank-you event has been scheduled for the end of the school year and 
promotional materials have gone out to all children’s and youth volunteers.  

• Develop and implement processes for ensuring that each child, youth, and parent on 
the rolls of the church (whether active or inactive) receives a contact from someone 
on the children’s or youth ministries leadership team at least once a month by written 
word (email, flyer, and/or text) and by personal invite (face-to-face or phone call) at 
least twice a year.   

• Volunteer recruiting and development continues.  

April 2017 
Focus: Mid-Course Evaluation, Continuing Education, Communication, Marketing 
Outcomes: 
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● A Visioning Summit with all major stakeholders has occurred producing visioning 
documents for the children’s and youth ministries (mission statement, core values, 3-
year goals, 1-year benchmarks, and structure (who exactly is in charge of what). 

● One-year benchmarks have been assigned to each three-year, revolving goal 
developed in the visioning process.  

● Reasonable participation goals have been determined for all children’s and youth 
ministries events and weekly programs through August 2018 and steps to 
accomplish those targets have begun to be implemented. This most likely would be 
done at the Visioning Retreat.  

● Continuing education opportunities have been explored and calendared for the 
children’s and youth ministries staff. Ideas could include: YMI-Midwest (a 2- year 
program), regional DOC licensing, yearly conferences, a coaching plan from Ministry 
Architects, etc.  

● Communication methods currently being used to promote the children’s and youth 
ministries and share the successes with the congregation have been evaluated and 
added to if necessary. Particularly addressed are ways in which the children and 
youth are serving locally (in addition to summer mission trips). 

● Volunteer recruitment has continued. 
● Clear, internal marketing processes have been established that allow all church 

members to be exposed to the successes and good news surrounding the children’s 
and youth ministries. 

May 2017 
Focus: Christian Formation Summit, Major Event Notebooks, Fall Kick-Off, Compliance 
Outcomes 

● A Christian Formation Summit has been scheduled for late 2017/early 2018. The 
summit will facilitate a discussion of the learning objectives of each age level and 
how these might be accomplished utilizing available curriculum.  

● Work has begun on major event notebooks – creating a template for the notebooks 
and collecting information on each children’s and youth event.  

● A Fall Kick-off team has been recruited to begin planning for the start of the fall 
children’s and youth ministries programs. The team has met at least once to put 
plans into action.  

● Background checks have been done for all weekly hands-on volunteers for the fall.  
● Continuing education opportunities have been explored for the children’s and youth 

ministries staff.  

● The Design Team has completed a 6-month mid-course evaluation of the renovation 
process and made any adjustments necessary to improve the work being done. 
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June 2017 
Focus: Database, Curriculum 
Outcomes: 

● A volunteer thank-you event has taken place.  
● 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. 
● Work on the children’s and youth database has begun, collecting the most recent 

information for families, youth, and children. All are categorized in a manner that will 
follow up on MIA families, youth, and children. Each child and youth has been 
classified in the following categories:  

Active Children and Youth are the ones whose families are members and have 
attended at least once in the past year – plus visitors who have become a regular 
part of the group. They should show up in your printed children’s and youth 
ministries directory.  
Member Inactive (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 children and youth, whether they ever show up or not.  
Visitor Active are those who regularly attend weekly programs and/or activities 
but are not an official member of the church.  
Visitor Inactive 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 event to which 
you’ll want to invite everyone you know.  
First Timers refer to visitors who have attended a program for the first time. 
You’ll want to have a process for capturing their information on their first visit and 
follow up with them within one week of their visit.  

• A strategic plan has been created for helping the children and youth become an 
integral part of the whole congregation, weaving the children’s and youth ministries 
into the fabric of the entire church. 

July 2017 
Focus: Christian Formation, Database 
Outcomes: 

• A database of all children, youth, and their families has been compiled and each 
person is “tagged” with a category.  
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• Plans continue for a Fall Kick-off event that is not only fun and engaging, but will also 
unveil volunteer opportunities and gather updated data from all the families on the 
rolls of the church and programming.  

• Reasonable participation goals have been established for all children’s and youth 
ministries events and weekly programs through May 2017 and there are clear lines 
of responsibility for filling those events.   

August 2017 
Focus: Major Event Notebooks, Leadership Launch 
Outcomes: 

● 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 
Safe-Sanctuaries Policy was reviewed and adopted by all volunteers. 

● All volunteer needs for the 2016-2017 school year for children’s and youth ministries 
have been filled. 

● Major event notebooks for each major event for the children’s and youth ministries 
have been handed out to this year’s event coordinators. 

September 2017 
Focus: Benchmarks, Fall Kick-Off, MIA, Curriculum, Directory 
Outcomes: 

● A Fall Kick-off has taken place that welcomed children, 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 participants feel energized and enthusiastic about the coming year’s 
programs. 

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

● With the most recent information on children, youth, and their families, a directory of 
all families and a directory of all volunteers have been distributed at the Fall Kick-off. 

● MIA children and youth have been systematically contacted. 

October 2017 
Focus: Budget, Children’s and youth ministries Manual 
Outcomes: 

● The Children’s and Youth Ministries Manuals (both hard copy and digital) have been 
completed, including 
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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 Children’s and Youth Ministries Committee/

Design Teams. 
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  

● A detailed 2018 budget for the children’s and youth ministries has been completed 
and submitted to the appropriate group.  

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

November 2017 
Focus: Compliance, Game Plans 
Outcomes: 

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

● All children’s and youth programs have adhered to the Safe Sanctuary policy.  
● All game plans that have been launched in last 12 months have been evaluated and 

tweaked as necessary for impact and sustainability. 

December 2017 
Focus: Reflection and Re-Assessment, Summer Calendar 
Outcomes: 

● A review of the renovation process has been completed. 
● An online diagnostic has been completed to re-assess the children’s and youth 

ministries. 
● Current pressure points have been named and plans for addressing those pressure 

points have been created.  
● Work has begun on the 2018 summer calendar. 
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January 2018 
Focus: Volunteer Training, Calendars 
Outcomes: 

● A preventative maintenance calendar has been created for the children’s and youth 
ministries that will help regularly deal with on-going “behind the scenes” ministry 
maintenance. 

● A mid-year training event has taken place in which all volunteers 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.  

● Work has begun on the 2018-2019 children’s and youth ministries calendar.  
● The summer 2018 calendar for the children’s and youth ministries has been 

completed and distributed.  

● Interested staff, volunteers, and parents have gathered for a Christian Formation 
Summit to discuss the learning objectives of each age level and how these might be 
accomplished utilizing available curriculum. At the summit, the team 

o Evaluated the upcoming curriculum to ensure its effectiveness. 

o Developed a long-range scope and sequence as well as a set of core 
competencies for the children’s and youth ministries programming. 

o Developed a clear plan for milestones and special events to shape the faith 
formation through the ages and stages. Determined how the curriculum selected 
will be communicated to volunteers. 

o Determined how the curriculum selected will be communicated to volunteers. 

o Decided what level of training will be required prior to full implementation. 

February 2018 
Focus: Volunteer Recruitment, Participation Goals, Calendars 
Outcomes: 

● Reasonable participation goals have been determined for all children’s and youth 
ministries events and weekly programs through August 2019 and steps to 
accomplish those targets have begun to be implemented. 

● The 2018-2019 children’s and youth ministries calendar has been completed 
through August 2019 including 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 2017-2018 school year. 
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o The volunteer needs list and the potential volunteers list has been merged. 
• Current volunteers have been asked to evaluate and possibly renew their 

commitment to the children’s and youth ministries.  
• A plan for the Rites of Passage celebrations, processes, events, and privileges has 

been launched. This plan can come from the Christian Formation Event and could 
include such ideas as:  

o First Steps Milestone 
▪ Has introduced the congregation to a few of our youngest members and 

made both children and parents more comfortable with Sunday school. It 
reminded both children and their parents of the importance of attending 
Sunday school. 

o Welcome to Worship  
▪ Has intentionally extended the welcome mat to children and their 

parents. It has also introduced children, and the adults who care for 
them, to worship and the worship space. 

o Prayer Milestone  
▪ Has been a way a congregation can keep its promise to equip and 

support parents to pass on faith. Through this milestone, children have 
learned they have a direct relationship with God and Jesus through 
prayer. 

o Kindergarten children invited to Children’s Church  
▪ Has invited younger children into the special worship experience of 

elementary age children. 
o Bibles to 8 year olds 

▪ Has invited children into the community’s practice of reading scripture 
together. 

o Acolyte Invitation to older elementary children  
▪ Has recognized leadership abilities of children in worship. 

o 5th graders moving into the middle school ministry  
▪ Has welcomed the rising 6th graders into the Jr. High ministry. 

o Anniversary of Baptism  
▪ Has reminded those who have been baptized during the past year, their 

families, and the congregation of the promises made to everyone at 
baptism. It was an opportunity to remind everyone that living our baptism 
is a lifelong journey—and one needs to be prepared to live and walk wet. 

o Blessing of the Backpacks  
▪ Has marked the passage of summer and helped children, youth and 

adults transition back into the fall schedule and has served as a 
reminder that Jesus is always with us. 

o 8th graders moving into the high school ministry 
▪ Has welcomed the new 9th graders and their parents into the youth 

ministry 
o 12th graders graduating from the youth ministry 
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▪ Has 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. 

March 2018 
Focus: Benchmarks, Strategic Staffing 
Outcomes: 

● With the changes in the children’s and youth ministries, the volunteer staffing to 
meet the size and scope of the children’s and youth ministries has been evaluated 
and a game plan to meet those needs has been created if necessary. 

● All one-year benchmarks have been achieved. Goals have been re-upped and new 
one-year benchmarks have been established. 

April 2018 
Focus: Sustainability 
Outcomes: 

● 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. 

● Game plans have been put in place to sustain the processes and procedures during 
the renovation 

● Ongoing coaching has been secured and a sustainability plan has been put in place. 
● The staff and Design Team have celebrated what God has done with their 18-month 

investment. 
● The Design Team has transitioned their role to providing support and accountability 

to the children’s and youth volunteers and focusing on strategic issues such as 
three-year goals and one-year benchmarks, curriculum selection, calendars, and 
volunteer recruitment. 

The Ministry Architects Team Serving 
First Christian Church, Burlington, IA  

Stephanie Caro Senior Consultant stephanie@ministryarchitects.com  
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Stephanie Caro has been involved in ministry to children, youth, and adults in the 
local church since…a long time. Her humorous, straightforward style keeps her 
busy presenting and coaching at conferences, training events, camps, mission 
trips, retreats, churches, etc. She is Senior Consultant for Ministry Architects, 
which allows her to help churches assess, vision, and formulate their ministry 
game plan.  
 
Her books, Thriving Youth Ministry in Smaller Churches and 99 Thoughts for the 
Smaller Church Youth Worker, were published by Group/Simply Youth Ministry. 
Her latest book, Smaller Church Youth Ministry: No Staff, No Money, No Problem, 

was published by Cokesbury in the fall of 2016. Her next book, Ten Solutions (to 10 Common Mistakes in 
Churches), comes out early 2017. Stephanie is a contributing author to several ministry resources like 
YouthWorker Journal in addition to her regular column “Smaller Church Youth Ministry” in Group 
Magazine. Check out Stephanie's blog, part of the #1 read youth ministry blog network, youthministry.com 
from Simply Youth Ministry/Group Publishing. She also blogs for youthspecialties.com, Princeton 
Theological Seminary, and others. Stephanie and her husband, Steve, live in Houston, TX. Their 7 
children are all grown!  

Julie Richardson Staff Consultant julie.richardson@ymarchitects.com 
Julie E. Richardson is a graduate of Berry College (B.A., 1997) and Lexington Theological 
Seminary (M. Div., 2002). She currently works in faith-based development and fundraising 
after having spent 15 years as a middle and high school youth minister. She has 
participated as counselor, director, and/or featured speaker at a number of Disciples youth 
camps and conferences in Georgia, North Carolina, and Kentucky. 

Julie authors the blog Someone Stole My Coffee. She is the co-editor of It’s Not All About 
You, a series of essays for and by young adults about what it means to engage in mission 
as a way of life, and the author of the 2014 Lenten devotional, Fellowship of Prayer. In May of 2016 
Chalice Press released Julie's latest book, Available Hope. Julie lives in Louisville, Kentucky, with her 
daughter, Madeleine, and her rescued hound, Skye. 

Jeff Dunn-Rankin Vice President of Consulting jeff@ministryarchitects.com  
Jeff is the Director of Family Ministry at Christ United Methodist Church in Venice, 
Florida, where he also served as the Youth Director for 16 years. He has consulted 
with large and small youth and children’s ministries from California to Florida and 
is a frequent speaker at events from the Group/Simply Convention to KidMin. 

Jeff is a regular columnist for Group Magazine, and has co-written three books 
with Mark DeVries: Before You Hire a Youth Pastor, The Indispensable Youth 
Pastor, and Training on the Go (volume 2) (Group Publishing). Before beginning 
church ministry, Jeff was managing editor of the Charlotte Sun newspaper. Jeff is a 
graduate of the Sewanee: The University of the South and has a Masters in 

Business Administration from Vanderbilt University. He lives in Venice, Florida, with his wife Mary Lou, 
and they have two grown children.
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