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Background
First Presbyterian Church (FPC) is an active, growing and inclusive church in Columbus, Indiana.  This thriving southern Indiana city of 40,000 is known for its architectural innovation, evidenced by the historical and contemporary buildings throughout the city. It is the home of Cummins, a global leader in the design, manufacture and distribution of diesel engines.   FPC is located in the heart of a vital downtown community and is known for powerful worship, dedication to children, youth and their families, and a growing music program that reaches out to all ages.  FPC has a strong history of social justice and outreach to the community and is involved with multiple social services throughout the city and county.  It has a deep commitment to the connectional nature of the church, with staff and members serving the Ohio Valley Presbytery and General Assembly in addition to seminaries and conferences centers of the PCUSA.

FPC was organized in 1824 with 20 founding members.  In 1873, it began construction on a church building, which continues to serve the congregation and the community today.  In 1995 FPC renovated the sanctuary and installed a Casavant pipe organ. The church facility includes an education wing, gymnasium, and a columbarium.  To ensure the welcome of all members and visitors FPC installed an entrance for people facing disabilities.

For the past 58 years First Presbyterian Pre-school has been an outreach to the community of Columbus.   The preschool offers an innovative and nurturing educational environment that is an extension of the mission of FPC. The diversity of the community is represented in the student population.

The staff of FPC includes the Rev. Dr. Rob Craig, Head of Staff and the Rev. Peggy Casteel, Associate Pastor for Youth, Children and Families.   Colin Andrews serves as Director of Music and Jenny McNamee, serves as the Music Assistant and Children’s Choir Director.

Rev. Rob Craig joined the staff in 2007 and Rev. Peggy Casteel joined the staff five months later.  In addition to general pastoral activities (worship, pastoral care) “Pastor Peggy” was hired to build and revitalize the youth ministry and to oversee children’s and family ministry programs.  Under Pastor Peggy’s leadership, the group has grown from around 7 youth who attended regularly early in her ministry to a base of 38 youth who participate regularly in the life of the church.

The membership of the church includes 440 members with an average weekly worship attendance of 155.  The church has one traditional worship service on Sunday morning followed by coffee hour and a Sunday school program for all ages, including 2-3 well-attended adult educational opportunities. 

Junior High youth (grades 6-8) meet Sunday evenings. Junior High youth group is followed by Youth Choir and a joint dinner, including junior high and senior high youth.  Youth not wanting to participate in choir are invited to participate in “Talent Time” which invites the youth to share their gifts in worship by participating in a jazz band, drama group or corps of lay readers.  Senior high youth (grades 9-12) meet together for fellowship and activities following dinner.

Under Pastor Peggy’s vision and leadership, the youth program at FPC has experienced growth in numerous ways.  Connecting to a long tradition of mission at FPC, the youth have been offered two summer mission trips.  Much time is spent planning, training, financing and implementing two trips: one for junior high and one for high school.  The mission trips are a highlight of the year for youth and adult chaperones, as well as many supporters within the congregation.  There has been a recent move to include youth in the planning of the trip and helping to choose the location of the trip.

The Youth Nurture Committee (YNC) has also taken on more responsibility in planning and participating in the life of youth ministry.  Adults who serve on the YNC serve to facilitate social activities in addition to helping plan the Winter Ski retreat.  Youth are taking turns attending YNC meetings.

Currently there are 44 youth on the rolls of the church.  In a typical week, approximately 38 individual youth in 6th through 12th grade participate in worship, Sunday school and youth group.  An average of 25 youth attend worship on a regular basis, 10 youth attend Sunday school and 26 attend the youth groups. 

Over the years, youth ministry at FPC has experienced a number of ups and downs under the leadership of paid part time staff and parental involvement.  Experiencing three and half years of stability under Pastor Peggy leadership has been a gift to many youth and their families.  The stability has allowed for the ministry to experience growth and has served to build trust within the group. Many youth share enthusiastically about Peggy’s leadership, “Peggy has made the youth group something…” and “Peggy brought mission to the church.” While at the same time, youth and adults voice a need to create sustainable youth ministry that is not centered on a staff person and will serve the church long after the staff person has moved on. 

FPC has a 2011 budget of $547,004.  The youth ministry has a budget of approximately $52,000, which includes the program budget of $4700 and a pro-rated staff salary, including benefits. This number does not include additional fundraising and matching endowment funds towards summer mission trips.

There are around 15-20 adult volunteers who support youth ministry by serving as confirmation mentors, bringing dinner for Sunday night youth group, or chaperone a summer mission trip, service project or social outing.  Others help out at special events or behind the scenes throughout the year.  There is only one adult volunteer who serves as a regular Sunday school teacher and youth group advisor.  

As the youth ministry continues to grow, there is an increasing desire to ensure sustainability.  Youth Ministry Architects (YMA) was invited to do an initial assessment of the ministry and to make recommendations about how it might move strategically forward.  We met with 68 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 we like 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.  It has been our 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.  And those youth ministries that fail to pay these rents often find themselves mired in distrust, second-guessing, and discouragement.

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 Session, Youth Nurture Committee 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. FPC has a large number of youth visible to the congregation on Sunday mornings during worship, as well as service events and fundraisers.

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.” The mission trips are the primary “talk” of the church, but as an annual program, it cannot sustain enthusiasm and effectiveness over the year.  The monthly Youth Sunday, when youth serve as the musical and liturgical leaders, as well as the strong weekly presence of youth in worship, are both supported by a weekly choir and “Talent Time” program and is greatly appreciated and noticed by members of the congregation.  It is not clear that the congregation has a sense of what is happening with the Sunday school or the youth programs, outside of fundraising events for the mission trips.
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. Trust from the leadership, parents and youth has slowly been built up over the past few years.  Enthusiasm has flowed out of the nearly 300% increase of attendance on Sunday nights, the successes of mission trips and the noticeable fellowship that has been created between youth and adult leaders.
The stability and steady growth over the past few years has instilled confidence in the congregation as it considers the youth ministry.   Though FPC has struggled to pay these rents in the past, it is clear that the current ministry is paying these rents and has been granted freedom and trust to try new avenues of ministry.  As the leadership of the congregation goes about the process of re-visioning its youth ministry, it will need, at the same time, to be continually attentive to these “three rents.”
With this in mind, the current youth ministry faces parallel tasks: 
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This year, FPC has the opportunity to do both: successfully revamp its youth ministry and create an appropriate infrastructure for sustaining an effective youth ministry that allows both staff and volunteers to thrive.

As the youth ministry considers how it might develop a sustainable youth ministry in the future, four “rules of thumb” or what we call “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. Being a church with an average worship attendance of 155 and an average weekly youth participation of 38 in junior high and senior high youth groups and Sunday School, as well as worship, FPC is operating at over double the national norm from an attendance standpoint.  

2) 1 Full-Time Staff Person for Every 50 Active Youth: FPC has been fortunate to have a full-time ordained pastor for youth ministry leadership.  When the associate pastor’s work week is broken down, it is estimated that approximately 70 percent of her time is dedicated exclusively to youth ministry.  With 38 youth active on a weekly basis, FPC is staffed to maintain its current attendance (70 % of 50 is 35).   It is also significant to note that the youth ministry is operating slightly over its staff capacity and will not likely be successful in growing beyond its current size, without additions being made to the staff and the volunteer base. Ordinarily, a congregation that expects its staff to build a ministry without enough personnel, sets itself up to be unable to fulfill all the expectations placed on them. Often the natural result of this situation is a climate of criticism, negative parking lot evaluations, and burnout for the staff.  
3)  1 Adult for Every 5 Youth: We like to think in terms of “spans of care,” recognizing that, realistically, most volunteers cannot effectively oversee the church’s Christian nurture of more than five youth on an on-going basis. The fact that 1 adult is currently involved as a program leader on a weekly basis (this number will rise next year when confirmation is offered), would indicate that this congregation is currently poised to effectively engage about 5 youth per week. With an average weekly youth attendance of 38, FPC is not in a position to sustain its current level of ministry let alone anticipate any growth. 

4)  $1,100 for Each Youth: With a budget of approximately $52,000 dedicated to the youth ministry, FPC can support a ministry for 47 active youth. With a weekly participation level of around 38 youth, the ministry could conceivably manage additional growth. However, this budget consists primarily of staff costs and the other 10% is established to cover program expenses.  Though the expertise and experience of an ordained staff person has greatly benefited the program in terms of rapid and healthy growth, it has required a larger financial commitment from the congregation.
5)  20% ceiling
Building a Sustainable Youth Staff

When a ministry is based solely on the giftedness of a single staff person, instability is a predictable result.  We have found that the most stable approach to staffing a youth ministry, is to build a staff of three different kinds of people:

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

· The Construction Foreman:  A person 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 responsibilities for particular pieces of the building project.   

Though these three roles are very different, they are equally important, each one essential to the building of a sustainable youth ministry. 

Assets

Strengths to protect in the current youth ministry

Peggy Rules!
Throughout our time in listening groups, we heard over and over again how thankful youth and adults were for Peggy’s leadership and work to revitalize youth ministry at FPC. Church members were especially thankful and appreciative of Peggy’s efforts to highlight mission as an integral part of youth ministry:

· What we did right was to hire Peggy; she has turned this program around completely.
· I came back to youth group when Peggy came; she makes it more fun, but more educational.
· She awesome!
· She’s very open and able to listen to us.
· She’s succeeded in bringing back mission.

· I am glad that we have someone older and wiser because our youth group has faced some significant issues that a younger person may not be able to handle. (said by a youth)
Pastor Rob Rocks!
In our conversations, it was especially clear that young people at FPC felt a connection to Rob and valued his leadership in worship and the church. We heard several times how much people valued Rob taking the time to call them on their birthday.  

·  He always calls me on my birthday; it freaked me out at first, but it is cool.
·  I like his sermons; he makes them fun.
· I think he really cares about us and supports the youth.
· He invited the whole youth group over to his house when he first moved to town.

· He always comes to the send off when we leave on a mission trip.
Grounded By Mission
Over and over again, participants recounted how important the summer mission trips were to the youth individually and as a group. The trips provide tangible ways for both youth and adults to engage in service to others as they grow in faith.  The trips allow youth to engage in ministry in context different from their own and to see the impact their service has on others.  All though the mission trips in the summer are a week-long, youth and adults are engaged in preparations and fundraising throughout the year.

· I love mission trips.
· I like leading VBS at our church and at Buckhorn.  I want to do both again.
· Mission trips help us get to know each other.  We live with each other….we have to work things out.

Willingness of Youth to Serve

Youth at FPC are ready to serve.  We heard over and over again that youth want to take on more responsibility in worship and other aspects of the life of the church.  There is a willingness to engage with the congregation and share the gifts they possess. They are receptive to serving as elders and appreciate the added responsibility they are getting from the YNC.  Adults we spoke to wanted to help cultivate the desire of youth to serve within the walls of FPC and beyond through local, national, and perhaps international mission in the future.  

· We all want this….we want to usher, lead worship, to be lay leaders.
· We need to keep our eyes open for kids who might be showing gifts for ministry.
· I want to bridge the youth group with the church; I want them to know more about us….and I want to know more about them.
Worship:  Youth are Here!
Almost everyone we talked to spoke to the centrality of worship for the life of FPC and the connection to youth ministry.  Most young people at FPC attend and participate in worship.  Youth also have an opportunity to “practice” worship as well in the “gathering” that happens every Sunday morning at the end of Children’s Sunday school.  6th graders and the elementary Sunday school classes are invited to lead prayers, participate in communion and share in leadership.  Youth also are invited to lead worship once a month by singing, playing an instrument serving as a lay reader or participating in a skit or reading. Once a year, youth help to plan a service where young people lead the majority of the worship service.

Commitment to Diversity

When asked, both youth and adults at FPC expressed their appreciation for the church being an inclusive and progressive congregation where a range of ideas could be expressed.  The preschool population strongly represents the diversity of the community.  Youth could clearly articulate the value of being part of a congregation where thinking and discussing faith and ethics is encouraged even when everyone may not agree.  Parents expressed gratitude for having a church community that supported their sons and daughters during times of doubt or uncertainty about faith in God.  Adults are made to feel comfortable with this developmental phase of adolescents, and not made to see it as a “crisis of faith.”

· My daughter is questioning and I want her to have a place here at the church…she questions everything. I hope there is room for diversity and it is a diverse place for lots of ideas.
· I’m prochoice, liberal democrat, feminist, environmentalist….I wouldn’t be the person I am if I weren’t raised in this church.

· I’m surprised that my daughter comes….she questions everything…but she must feel comfortable here….
Columbus, You’ve Got Talent!
In conversations with staff and youth, we discovered that there were several opportunities for young people to share their “talents” with the congregation at FPC.  FPC historically has had a strong music program and continues to staff and invite 6th through 12th graders to be a part of a traditional youth choir.  The associate pastor recognized a need to invite youth with a range of talents to participate in worship.  In conjunction with choir, youth are invited to come to “Talent Time” where they can participate in a puppet ministry, prepare to be a lay reader in church, or to play an instrument during worship.

We’re Growing!
In listening groups we heard from youth and parents about the appreciation of stability of recent growth in youth ministry.  Church members spoke of the cycles of ups and downs youth ministry has historically experienced at FPC and the gratitude of seeing steady growth for the past three years.  In large part, church members spoke to the importance of having staff support to nurture growth in youth ministry and the focus the church chose to place on the importance of building of the ministry. 

Next Steps?
More than anything, our conversations with the listening groups reflected a willingness to move forward and avoid pitfalls that come with staff changes.  Staff, parents, and church members spoke of wanting to prepare for the future, knowing that one day Peggy will no longer serve as their associate pastor.  Staff, adults and youth also mentioned the desire for not having a program that revolved around one staff person, but a ministry that was nurtured and supported by many and would outlast the current staff.

· We need to examine what types of leadership we need to move forward.
· How do we continue to care for our kids in the future?  How do we keep getting better and better?
· How can we sustain growth for the long haul? Where are we going to be in 8 or 9 years?
Challenges

Obstacles to Moving the Youth Ministry Strategically Forward

                         
Helpmates Needed!

When asked how many volunteers supported youth ministry we were told between 15 and 20.  However, all of these adults serve in support roles such as bringing dinner or fundraising instead of active roles that are designed to foster healthy relationships between youth and adults.  The exception to this would be the mission trip leaders and confirmation mentors, who are loved by the youth, but do not have a weekly presence in their lives.  Currently, there is only one weekly volunteer and he teaches Sunday school and helps with the youth groups. Not only is this a pathway to burnout, but it does not ensure safety for youth and volunteers.

We heard from a few parents who were willing to step up and help, but had not been asked.  Due to staff transitions and the historical “up and down” cycles of the program, investment in the role of the weekly volunteer has been neglected. 
· Peggy needs a helpmate!

· Youth ministry needs more support!

· The most important thing we do is raise our children.  We should all be committed to this ministry!

Staff-Driven Youth Ministry
The flip-side of not recruiting and equipping weekly volunteers is that the ministry soon becomes driven by staff and in the case of FPC, that means one person.  As was clearly articulated in the listening groups, there is an underlying fear of depending completely on staff to run the program and losing the recent momentum and growth of the program.  There is also a concern about sustainability and burn-out when dealing with a staff driven program.
· The program is pastor-centric
· I want there to be more adults who help out with the youth group.
Growth for What Purpose?
The youth ministry has experienced tremendous growth over the past three years. However, the church is now at a critical place where it needs to ask, “Growth- for what purpose?”  The growth has brought a climate change to the program, but there seems to be a lack of understanding of its purpose and identity beyond numbers and mission trips.  The church as a whole can articulate its identity as an inclusive and progressive congregation that welcomes “conventional Christians and questioning skeptics.”  However the youth ministry seems to lack a sense of what their identity is beyond just getting kids in the door.  They recognize the values and the commitment of the congregation and express a desire to let the “trickle down” into their program.  In essence, they are ready for more content.

We Are All So Close…?
Most youth could speak to feeling connected and being a part of the group, all though not all expressed these feelings.  Two high schools feed into the youth group which in the past has challenged a sense of community among the high school youth.  As with all churches that experience transitions in youth ministry, some youth feel more connected at times more than others.  They also raised the question about whether youth who did not attend the mission trips feel as accepted by the group.  There was an agreement that they did well on this challenge, but needed to keep group building before them as a goal.

· I want the youth group to be deeper…I don’t feel like I really know you guys.

· Two high schools in town have been at loggerheads in the past….I can’t imagine that has gone away.

· We still have two flags hanging in the new youth room….
A House Built on Cards?

It was expressed again and again in listening groups that church members are concerned about what happens when Peggy leaves (though she has expressed no plans to do so, the reality is that she will someday!).  The challenge of experiencing substantial growth in a short amount of time calls any church to think about the foundation of the ministry and room for future growth. There is an agreement on the need to plan for the future and to put structures in place to ensure sustainability for years to come in youth ministry at FPC.

· How can we sustain this for the long haul?

· What are the next steps?

· How can we prevent everything from falling apart when Peggy leaves?
I’m in 6th (8th) Grade:  Where Should I Go?

Right now FPC is running a program that does not align with the grade demarcation of the local school system (grades 7-8 are included in the local junior highs).  Although inviting 6th graders to be a part of the youth ministry program on Sunday night has created enthusiasm and commitment for families and those specific kids, it might prove to be confusing for some in the future. The 6th graders can speak a little to the confusion, “in the morning we are children” and “ in the evenings we are counted as youth.” 

The current 8th graders are given the choice of which group to attend- middle school or senior high.  Though we can see the reasons for the way FPC has structured the program around grade lines and the current 6th and 8th graders seem to enjoy this dual-role, the church may discover that it is confusing and divisive in the long run.

Mile Markers

The only rite of passage parents and youth spoke of during the listening groups was being invited on mission trips.  Confirmation was not mentioned until we inquired.  FPC is missing great opportunities to help youth, parents and the whole church mark significant milestones in the lives of young people at the church.  Rites of Passage serve to give youth something to look forward to.  They also let youth express the importance that faith and God play in their lives as they try to connect the dots between life and faith.  

Connect Music to the Youth Program
The music program at FPC is strong and people are grateful for the high quality of music. The youth participate in the music program by singing in the Youth Choir and by participating in the newly-formed youth jazz band. Though these are welcomed opportunities for the youth, there was a desire to see these programs more closely aligned.  There was a sense that there could be more collaboration.   

· The youth program and the music program are both strong and healthy programs and seem to parallel play.  I feel like Peggy has made some great connections and I would like to see those connections strengthen.

Mission Trip-Driven
In the past couple of years the mission trips have helped to revive youth ministry at FPC and have injected a strong sense of service and a feeling of community into the youth group.  However, a healthy program cannot be solely driven by the mission trip, its training and fundraising.   There needs to be a focus beyond these events that provide the program with identity and purpose.

Curriculum
The teaching components of the youth group seem to be lacking.  Though there is teaching time in the junior high and senior high Sunday schools, the youth described the youth group time as more “social” and “fun.”  They also expressed the desire of finding a balance between this aspect of the program and the opportunity to learn and to discuss their faith.  The group seems ready to go deeper and is ready to explore theologically who they are, what they believe and how that shapes their lives.  

· Success would be having a balance between participating in taking it to the streets and playing sardines.

· Our discussion is our Sunday school thing…youth group is activity. 
· How does the educational component fit into the larger mission of the church? I wish our liberal agenda would trickle down to our discussions.
Youth Want to Serve

Young people at FPC are eager to share their gifts and to be equipped to serve in ministry.  Often young people possess the desire, but need help to focus their gifts and find the right place to share their talents.  Staff is currently working to help youth share leadership in worship, but there needs to be a stronger effort to cultivate and equip student leaders within youth group.  Equipping youth to be leaders also helps them feel “ownership” of a youth program, creating investment and prompting youth to invite friends and feel a deeper connection to each other and the church.  Such efforts will also begin a conversation about vocation and even perhaps invite young people to think about future pastoral and lay leadership in the church.
Recommendations
1)
Reframe the next 14 months (through December 2013) as a time of retooling and infrastructure building for the youth ministry. Target January 2014 as the start date for a new, sustainable structure for a growing and vibrant FPC youth ministry.

2) Invite the YNC to consider which recommendations from this report to embrace and then present a final report to the Session asking them to endorse an intentional 14-month strategic design process for the ministry.  

3) Establish a 14-month Youth  Ministry Strategic Design Team (“Design Team”) of 4 to 6 volunteer/parent stakeholders, that  is charged with responsibility for two primary functions: 

a) Addressing immediate pressure points facing the youth ministry

b) Implementing the strategic, long-term changes recommended in this report
Design Team Task #1:  Immediate Pressure Points 
To be accomplished before any major changes in other areas of the youth ministry.

· Identifying, Recruiting and Equipping Volunteers:  The YNC will establish a structure to identify, recruit and equip volunteers to be effective, knowledgeable and enthusiastic leaders in the multiple areas of the ministry.

· List of Volunteer Needs:  Create a comprehensive list of volunteer needs for the 2011-2012 program year.

· Volunteer Job Descriptions:  Identify all volunteer roles within the youth ministry program and create written results-based job descriptions for each, including length of service.
· Volunteer Database:  Create a volunteer survey and enter the names and information into a database of potential volunteers.  In addition to the surveys, a list of 50 potential volunteers is created.

· Recruitment: All weekly and major event coordinators through August 2012 are recruited at least 3 months in advance.

· Leadership Launch:  Schedule a high-energy, group building leaders’ training event to launch the Winter 2012 program, including specific training sessions for small group discussions and relational work with youth.

· On-going Volunteer Training and Development:  Schedule quarterly fellowship and training opportunities throughout the year, as well as opportunities to publically recognize and thank volunteers.  Invite volunteers to participate in youth training events, such as APCE, Simply Youth Ministry, or Princeton Youth Institute opportunities.
· Growth:  How deep and How Wide?  Invite parents, volunteers and youth to go through a process of visioning a new future for the youth ministry, resulting in a set of three-year revolving goals which will direct the ministry.
Design Team Task #2:  Long-Term Infrastructure
 Creating a Sustainable Foundation for the Youth Ministry
INFRASTRUCTURE TASKS THAT BUILD STABILITY

· Annual Calendar: Establish dates for all weekly and monthly events for November 2011-August 2012, including weekly youth groups, Sunday School, local service projects, a winter kick-off, mission trips and all-church events.  Confirm and publish (on-line, in print, and on bulletin board) this calendar.
· Discipleship Pathway: Construct and publicize a deliberate discipleship plan that allows youth and parents to understand where youth are in their spiritual journey and to determine what programs, ministries and family activities will meet their individual needs (i.e. Youth Group, Sunday School, Youth Sunday, Talent Time, Youth Choir, Confirmation, Mission Trips, etc).  Develop a metaphor and picture-representation of the spiritual journey that reflects the discipleship pathway that is being embraced by the greater church and allows for the integration and connection of the various ministries.

· Intentional Curriculum Plan: To guard against a mission trip and fund raising-driven youth ministry- identify and deliberately map out the key topics to be covered in the various programs of the youth ministry over the next six years.  Include Confirmation, Sunday School, and Youth Group in the template. Locate appropriate curriculum resources to be used through the 2011-2012 school year.  

· Creative Kick Off/Parent Orientation: Develop an intentional, outreach-focused, surprisingly fun event to kick off the new semester of programs and to provide a parent orientation for the youth ministry in the winter and the fall.
CONTROL AND COMPLIANCE

· Youth and Volunteer Safety Policy and Processes:  Ensure that a written youth and volunteer protection policy is adopted and affirmed in writing by all adults working in a hands-on way with the youth of the church.  Ensure that screening processes are in place for every weekly volunteer and every major event volunteer.
· Youth Directory:  Update and distribute a youth directory to all families and leaders.  This directory should also contain the names and contact information for all volunteers in the ministry.  

· Rationale and Strategy for Mission:  Create a purpose statement for the annual mission trips as well as the service projects scheduled throughout the year.  Determine a clear strategy for selecting mission trips sites, fundraising and participation.
· Major Event Notebooks: Create a planning notebook for every recurring event of the youth ministry that can be passed from one event chairperson to another in subsequent years.
· Youth Ministry Manual (“The Play Book”): Create a Youth Ministry Manual (both digital and hard copy) that gathers together in one place all visioning documents, directories, calendars, compliance forms, volunteer and staff job descriptions, budgets, a preventative maintenance calendar, and notes for every major event in order to ensure the effective functioning of the youth ministry.

· Compliance Documents: Ensure that copyright licensing for music and videos has been   obtained and kept current.

NURTURING OF STAFF, YOUTH, AND VOLUNTEERS

· Youth Leadership: Develop a clear game plan, including job descriptions, expectations, training, goal-setting, and action plans for empowering youth to serve as leaders in the roles of elders, music worship leaders, youth group leaders, Sunday school teachers and VBS leaders.
· Staff Development: Provide on-going “executive coaching” for key youth ministry volunteers and staff.

DEVELOPING CLEAR STRATEGIES AND NEW INITIATIVES

· Align programs along school district-accepted lines:  Recruit a task force to consider implementing the community accepted grade demarcations between programs;   Propose transitional programs for youth in 6th and 8th grades; and prepare a report with findings and recommendations.
· Vocational Discernment:  Within the program year, intentionally present youth with opportunities to discern their spiritual gifts and to share them with the congregation and community.  Within this process, identify youth who may be gifted with ministry skills and encourage them to explore that vocation.

· Building On-ramps:  Create processes for building bridges between major transition points in the youth ministry program (i.e., entering 7th grade, leaving confirmation, entering 9th grade and graduation) that engage both youth and parents.
· Rites of Passages: Create traditions or new opportunities for various rites of passage like welcoming 7th graders into the youth ministry, recognizing confirmation and graduation.

· Strengthen Ties with the Music Program:  Create a taskforce to explore opportunities to strengthen the connections between the youth and the music program.  This could include additional music leadership opportunities, musicals and joint fund raising events.
Proposed Timeline 
The following timeline provides First Presbyterian Church with a plan 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 Youth Ministry Architects to provide coaching and experienced troubleshooting through this infrastructure-building process. If the church would like Youth Ministry Architects to provide more specialized consulting in certain areas, particularly for the 14-month transition, we are available to help. The “estimated days” following each month is an estimate of how much time YMA thinks it would require accomplishing these tasks.
november 2011 — Focus: Preparing for the Process / Recruiting the Design Team
Outcomes:
· This assessment report has been presented, revised and/or approved by the Session. 

· The Design Team has been recruited.

· An orientation date for the Design Team has been set. 

· Volunteer Recruitment efforts have been launched.

· A comprehensive list of volunteer needs for the 2011-2012 program year has been created.

· Results-based job descriptions for each volunteer position have been written.

· A youth ministry volunteer survey has been created and distributed to all members of FPC.  
· A volunteer training date has been set for early February.
· Work on Control Documents has begun (9 month major event calendar and youth directory).
· A parent orientation and a Winter Kick-Off to the Youth Ministries in February have been scheduled; Coordinators have been recruited to plan these events.

· Coaching for youth ministry staff and key volunteers has begun.

· A letter from the Design Team and the Senior Minister has been sent to all youth ministry families regarding the strategic design process and upcoming youth events and programs.  
Estimated YMA Time: 1.5 Day Offsite
december 2011 — Focus: Volunteer Recruitment and celebration
Outcomes:
· A visioning-curriculum design retreat is calendared for late February/early March.

· The Design Team has completed an orientation to the expectations for their work for the coming 14 months.

· The Design Team has calendared meetings for at least the next 2 months.

· Attendance tracking processes for all programs of the youth ministry have been established.
· A 9-month calendar of events has been approved and is made public. 
· Major events have been identified thru August 2012 and recruiting begins to locate coordinators for those events.
· The Design Team has publically recognized and thanked all volunteers who have served in the program over the past year.
Estimated YMA Time: 1 Day Offsite
January 2012 — Focus: Volunteer Recruitment continues

Outcomes

· The volunteer survey is collected and a database of 50 potential volunteers has been created.  

· Recruitment continues for any holes in the 2012 volunteer opportunities.
· Invitations are extended and final preparations are made for the leadership launch in February. 

· Invitations are extended and preparations are made for the visioning-curriculum retreat.

· Opportunities for ongoing volunteer leadership development are considered.
· The Youth directory, calendar and volunteer survey have been updated, edited and prepared for distribution at the Winter Kick-Off and Orientation.
· All pressure points identified in this assessment have been effectively addressed.
· Quarterly volunteer fellowship and volunteer appreciation events have been calendared.
Estimated YMA Time:.5 Day Offsite
february 2012 —Focus: Leadership Training /Winter kick-off and parent orientation/



Visioning and Curriculum Retreat
Outcomes

· A team of youth and volunteer leaders has been assembled to make phone calls, texts, etc to those youth who have not been active the last year to make sure they and their families are aware of the winter kick-off and parent orientation.

· An engaging parent orientation takes place and leaves the parents confident about the program and clear about ways in which they can be involved.

· A wildly inspirational orientation has taken place for all adult leaders which leaves them prepared, enthusiastic, and clear about their duties.

· A visioning/curriculum retreat takes place and documents are created which will direct the ministry for the next 3 years.

· Visioning Documents for the ministry have been completed at a visioning retreat.

· Using the most current mission, vision and values statements, 3-year goals have been created and 1-year benchmarks have been established.

· An organizational chart of the youth programs has been created which intentionally links all of the programs.

· A curriculum plan is in place for the next 6 years.
· A deliberate discipleship plan has been created that links the various youth programs and allows youth and parents to understand where youth are in their spiritual lives and determine what programs and ministries will meet their individual needs.  
Estimated YMA Time: 1 Day Offsite, 3 Days Onsite

march 2012 —Focus: VOLUNTEER RECRUITMENT AND TRAINING CONTINUES/

   Youth Leadership Launch/Control Document Development
Outcomes:
· Volunteer recruitment and support continues.

· Youth Leadership: There is a clear game plan, including indentifying spiritual gifts, creating job descriptions and expectations, implementing training and action plans for empowering Youth to serve the church in more significant ways..
· Identify a curriculum or process that would allow each youth to identify and explore his or her spiritual gifts.

· Create a list of potential ministries within the church where youth could serve.
· Calendar training and fellowship events to equip them for their duties.
· Create follow up processes to support and encourage the youth leaders.
· A one-year benchmark has been established for each of the 3-year goals developed at the vision retreat, and a renovation team member has taken responsibility for each of the strategic “next steps.”   
· A process is in place for creating major event notebooks for all youth ministry major events.







 

Estimated YMA Time: 1 Days Offsite

april 2012 —Focus:  Safety Policy and Volunteer Recruitment
Outcomes:
· The 2012-2013 calendar has been drafted and approved;

· All volunteer needs are identified and job descriptions have been created.

· Recruiting for all major events through August 2013 has begun.
· Exciting kick-off events are calendared for the fall and a few volunteers are recruited to plan this event.

· A parent orientation is calendared for the fall, when information about the coming year will be distributed and the parents will have the opportunity to meet the leaders.

· A fall leadership training/fellowship event is scheduled.

· Samples of youth and volunteer protection policies are studied and a draft has been created which fits the setting of FPC. 

· A local attorney has reviewed the document.

·  The design team requests that session approve the document at its next meeting.

· Steps are created to implement the policy in time for VBS and summer mission trips.
Estimated YMA Time:1 Day Offsite
may 2012 — Focus: Ties with Music Program/Thanking Volunteers/6th grade Transitions
Outcomes

· A taskforce has been formed to explore opportunities to strengthen the connections between the youth and the music program.  They will prepare a report and present ideas to the Design Team.
· All 2011-2012 youth ministry volunteers are publically recognized and thanked.  The event may include a fellowship event or a gift.
· Information about the youth program is sent to all 6th grade families so they know what to anticipate in the coming year.

 



 Estimated YMA Time:  .5 Day Offsite, 
june 2012 — Focus:  Planning Events to Support the Mission Trips
Outcomes

· Prepare good-bags for the leaders with small items like instant coffee, Tylenol PM and ear plugs.
· Plan “reunion” parties after each trip and a Sunday for strategically interpreting the trip to the congregation.
 Estimated YMA Time:  .25 Days off site
July2011 — Focus: Update Compliance Documents
Outcomes

· The Youth Directory is updated and prepared for distribution.
· The 2012-2013 calendar is firmed up and prepared for publication in the fall.

· Curriculum options for the fall are confirmed and ordered.
Estimated YMA Time: .25 Day Offsite
august 2012 — Focus: Fall Preparation and Leadership Training
Outcomes 

· YMA comes onsite for retooling, encouraging and equipping.

· The vast majority of the ministry’s one-year benchmarks have been achieved. 

· Plans for the fall kick-offs are finalized and publicity begins (personal calls, Facebook, emails, texting, snail mail, bulletin boards, bulletin and newsletter announcements, etc). 
· All back ground checks and child safety compliance documents are collected and procedures are employed. 

· Calendars, youth directories, volunteer surveys, permission slips, etc are finalized and ready for distribution.  
· Volunteer adult and youth leaders have participate in training events to prepare them for their duties.  

· Volunteers have divided the entire list of youth and every name on the list received a personal invitation to the fall kick-off. 
· Compliance documents ensuring copyright licensing for music and videos have been obtained.

Estimated YMA Time:  2 Day Onsite, 1 Day Offsite
 september  2012— Focus: Fall Kick Off and Parent Orientation
Outcomes

· Youth and parents come away from kick-offs and orientations feeling enthusiastic, inspired and knowledgeable about opportunities for involvement.   
· All youth ministry and volunteer job descriptions have been reviewed and revised to reflect the reality of the ministry.

· The volunteer database has updated.







Estimated YMA Time: 1 Day Offsite
october 2012— Focus:  Mission Strategy
Outcomes  

· A taskforce has been recruited to create a purpose statement for the annual mission trips as well as the service projects scheduled throughout the year.  They will also determine a clear strategy for selecting mission trips sites, fundraising and participation.

· The task force has been recruited with the task of examining the grade structure of the youth program and will make a proposal to either continue in its current format, or do make adjustments in 2013-2014. 







Estimated YMA Time: .5 Day Offsite
November 2012— Focus:  Building Bridges and Identifying Rites of Passage
 

· A list of transitions within the life of a youth has been created.

· Events and processes for building have been bridges between these major transition points in the youth ministry program (i.e., entering 6th /7th/9th grade, leaving confirmation, entering 9th grade and graduation) that engage both youth and parents.
· Opportunities to mark these transitions, as well as the creation of “onramps” into the ministry are considered (eg, entering 6th grade, 6th grade specific fellowship events; leaving confirmation, invitations to participate in youth groups;  Graduation, etc.  
· A mission trip site has been identified for the summer and the necessary group and travel reservations have been completed.

· A plan is in place for transitioning from the 14-month interim structure for the youth ministry to a structure that can sustain the ministry for the long-haul. 

· A Preventative Maintenance Calendar has been created for the youth ministry which will help it regularly deal with on-going “behind the scene” ministry maintenance. 

Estimated YMA Time: 1 Day Offsite
december 2012 — Focus:  Merry Christmas!
Outcomes  

· A recognition to thank all leaders is planned.  

Estimated YMA Time: .5 Day Offsite
JANUARY 2013—
Focus:  Youth Ministry Manual /Reload
Outcomes
· Design Team is celebrated, having been discharged from their infrastructure-building duties.

· Structures are in place to provide on-going troubleshooting support for the staff and volunteers of First Presbyterian Church youth ministry to ensure sustainable, intentional, effective ministry.  

· A new set of three-year revolving goals and one-year benchmarks is drafted for approval by the appropriate bodies of the church.

· The YMA team makes a final visit for re-tooling and revisioning.

· The Youth Ministry Manual (“the play book) has been created and prepared for passing onto future leaders.  The manual includes all visioning documents, directories, calendars, compliance forms, volunteer and staff job descriptions, budgets, a preventative maintenance calendar, and notes for every major event in order to ensure the effective functioning of the youth ministry.





Estimated YMA Time: 1 Day Offsite, 1 Day Onsite

Total Estimated Time 2011-2013  
18 Days (6 onsite, 12 offsite)  
Total Estimated Time 2011

2.5 Days (2.5 offsite)  
Total Estimated Time 2012

13.5 Days (5 onsite, 8.5 offsite)  
Total Estimated Time 2013  

2 Days (1 onsite, 1 offsite)  

Implementation Options

· The First Presbyterian Church staff and volunteers can take responsibility for implementing the strategic initiatives outlined in this assessment.

· The church can hire additional staff to take responsibility for the achievement of the outcomes outlined in this report.

· The church can select specific outcomes for which they will take responsibility and invite Youth Ministry Architects (or other organization) to take responsibility for a limited number of other outcomes.  

· Youth Ministry Architects can walk alongside First Presbyterian Church during the entire 16 month renovation process helping take responsibility for the achievement of the outcomes outlined in this assessment.  



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





Continuing to “Worship on Stilts:” Maintaining its 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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