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BACKGROUND 
Westminster Presbyterian Church is a spacious brick church located in a beautiful neighborhood 
in Akron, OH. Some members describe their church family as “comfortable,” “welcoming,” 
“traditional,” and “philanthropic,” while others describe it as “dwindling,” and “busy.” 
 
The church’s history dates back to 1919 when First Presbyterian bought the property for its 
members on the west side of Akron. In 1936, the membership desired to break away from First 
Church into Westminster Presbyterian Church. Westminster then bought both the land and the 
parish house from First Church. The cornerstone for the sanctuary part of the quad was laid on 
June 26, 1949. 
 
The membership of the church is around 468 and, on an average week, 160 people attend the 
church’s 10:30 AM worship service. Presently the church is being led by an interim pastor who 
has served the church for 19 months and is supported by a director of Christian education. 
 
Currently, there are approximately 38 children, birth through 5th grade on the rolls of the church. 
During a typical week, about 20 of them participate in either Sunday school, or worship. The 
children also enjoy participating in special events like VBS, Christmas pageant, Easter Egg 
Hunt, Halloween party as well as other events. Some parents described the children’s ministry 
by saying that their “kid who couldn't wait to get here.” Another mentioned, “The teachers 
thoroughly enjoy teaching the Godly Play curriculum,” and yet another said, “There are lots of 
little ones and they're really having a good time.” 
 
For the year 2015, the children’s ministry has a budget in the neighborhood of $30,100 including 
the program budget and the salaries and benefits for the staff, consisting of a part time director 
of Christian education, who has been at the church since 2013, and a part time children’s choir 
director. There is also a Discipleship Committee that is a sessional committee and oversees the 
children’s activities. 
 
Approximately ten parents gather each Sunday morning in the Library for an informal Sunday 
school class centered on Christian parenting. 
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There are approximately eight adult volunteers involved each week in one of the major 
children’s programs. Others help out at special events or behind the scenes throughout the 
year. 
 
The children enjoy meeting in two rooms each Sunday. One is dedicated as the Godly Play 
Bible Story Room for ages 3 to kindergarten and the other being the New Godly Play class for 
1st-5th grades. Through Godly Play the “children learn the language and rituals of our faith. 
Rather than being told what to believe about God, children discover for themselves who God is 
through stories and guided activities.” 
 
The youth ministry has approximately 30-40 6th through 12th graders on the rolls of the church. 
During a typical week, about five of them participate in a confirmation class that has been 
offered this spring. When describing the youth ministry, some youth and parents mentioned, 
“The wheels have come off the train,” and “There’s nothing for our youth,”  Others stated, “There 
is no clear understanding of who is in charge of the youth program.” 
 
The church has a 2015 budget of $600,000, and the youth ministry has a budget in the 
neighborhood of $3,600 consisting of the program budget. In addition to the children and youth 
ministries budgets, in 2014 the church received a very generous gift of over two million dollars. 
Session has agreed to deploy a portion of that to programs aimed at renewing its ministries. 
 
There are approximately five adult volunteers involved in the youth ministry each week who 
rotate helping with the Confirmation class and a recent lock-in. 
 
The youth ministry currently does not have a dedicated staff person although the interim pastor  
has been dedicated to assisting in this area. There is also a Youth Task Force that was 
established this spring to provide direction for the youth ministry. There is also a Discipleship 
Committee that is a sessional committee and oversees the youth ministry. 
 
The Youth Task Force invited Ministry Architects to come to Westminster after having read Mark 
Devries’ book, Sustainable Youth Ministry, 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 45 individuals in ten 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.   
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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 
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 partially paid in children’s ministry. The children are 
participating in Sunday school, children’s moments and extra events, but there is concern about 
next year’s groups being smaller. In the area of youth ministry, the rent is not being paid. Until 
the Confirmation class was started this spring there was only one youth attending worship. 
 
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 also appears to be paid in the Children’s Ministry area. The children, their parents and 
the volunteer teachers are talking about Godly Play and the other special events. The youth 
ministry is behind in this rent by only offering the Confirmation class.  
 
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. 
 
Again, Godly Play and the special events like the Easter Egg Hunt, and VBS suggest that this 
rent is being paid on time for the children’s ministry. In the area of youth ministry the rent is not 
being paid, as a common theme in the listening groups was a sense of worry and defeatism.  
 
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:  
 

 
 

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

2. 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. 
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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 160 could expect an average weekly 
attendance of around 24 children per week. The current weekly attendance of 20 
children is slightly below what could be expected from the ministry. 

 
2) $1,000 per Child—With a budget of approximately $30,100 (including program budget, 

staff salaries, and benefits but not paid baby-sitters or nursery workers) dedicated to the 
children’s ministry, Westminster Church has the capacity to effectively reach and 
maintain a weekly participation level of somewhere in the neighborhood of 30 children in 
some aspect of the church’s life. With 20 currently participating every week, the ministry 
is well-funded for continued growth.  

 
3) 1 Full-Time Staff Person for Every 75 Children—Considering all the positions giving 

time to the children’s ministry, including the director of Christian education and the 
director of children’s choirs, Westminster Church has the equivalent of .7 full time staff 
persons (not including paid baby-sitters or nursery workers). According to this rule of 
thumb, Westminster Church has the capacity to sustain the engagement of about 52 
children on a weekly basis. With 20 children participating weekly, the current staff 
configuration allows room for significant numerical growth. 

 
4) 1 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 
eight weekly volunteers, Westminster Church is currently has a capacity for 40 children 
weekly. With 20 children participating, this ministry is well supported by volunteers and 
poised for sustained growth in the future. 

 
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 160 could expect an average weekly 
attendance of around 16 youth per week. The current weekly attendance of five youth is 
far below what could be expected from the ministry. 

 
2) $1,000 per Youth—With a budget of approximately $3,600 (including program budget) 

dedicated to the youth ministry, Westminster Church has the capacity to effectively 
reach and maintain a weekly participation level of somewhere in the neighborhood of 
four youth in some aspect of the church’s life. With five youth currently participating 
every week, the ministry is slightly underfunded. It is not likely that the youth ministry will 
be able to do more to reach the 30-40 youth on its rolls without more of an investment.  
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3) 1 Full-Time Staff Person for Every 50 Youth—Considering all the positions giving time 
to the youth ministry, including the interim pastor that has been dedicating approximately 
three hours per week to the youth ministry. Westminster Church has the equivalent of 
.08 full time staff person. According to this rule of thumb, Westminster Church can 
effectively reach four youth in a given week. This staffing ratio shows that Westminster 
Church is understaffed to maintain an effective reach to its youth.  

 
4) 1 Adult for Every 5 Youth— Ministry Architects likes to think in terms of “spans of 

care,” recognizing that, realistically, most volunteers cannot effectively oversee the 
church’s Christian nurture of more than about five youth on an ongoing basis. With five 
weekly volunteers, Westminster Church currently has a capacity for 25 youth each week. 
The current ministry seems to be well supported by volunteers for growth. 

 
5) 20% Ceiling—Ministry Architects has also discovered that in many churches, the youth 

ministry has difficulty growing beyond a level that equals 20% of the weekly worshiping 
congregation. Very few youth ministries seem to be able to break beyond this 20% level. 
Westminster Church might keep in mind, then, that the expected ceiling for this youth 
ministry is around 32 youth. The road to that level of participation is dependent on 
increased staffing, volunteers and budget. 

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

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

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

• The Laborers: Those people charged with specific gifts and responsibilities for particular 
aspects of the work. In 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. 
 

Each of these roles is important as Westminster 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. 
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• 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. 

 
ASSETS 
Strengths to protect in the current children’s and youth ministries. 
 
Godly Play 
Parents, teachers as well as other church members praised this wonderful program for the 
children. There is across-the-board support and enthusiasm for this new and engaging 
curriculum. An older member proudly proclaimed that though they did not have grandchildren at 
this church they had been so please to purchase one of the wooden sets for one of the Bible 
stories. The parents and teacher happily shared with us how the children are, “repeating the 
stories they have learned,” and “learning to speak the language of our faith.” One teacher 
praised the parents of the children saying, “Parents who bring their kids are very dedicated and 
appreciative. It’s a good feeling and I’m so glad they want their children to be here.” 
 
Extraordinary Volunteer Leaders 
Volunteers spoke with great delight of being able to work with the children in the Godly Play 
classrooms. They loved the Bible stories and the wooden pieces that accompany them. It was 
quite impressive to find that the teachers did not currently have children in the children’s ministry 
program and yet happily volunteered their time and expertise. One teacher told us how pleased 
they were that there is, “even a sandbox to use for stories in the desert.” 
The adults who are working with the youth program are notably dedicated and unwavering in 
their support during this difficult time. They are working with the youth despite feeling pulled 
between their family, jobs and volunteering. One dad told us he wants, “to keep this church from 
fizzling.” 
 
Clarity of Need 
There seemed to be an overall consensus that the youth ministry is not all that the youth, the 
parents, the volunteers and the staff would like it to be. Though the theories as to the causes of 
this situation were varied, there was little disagreement that the youth ministry was lacking the 
critical mass needed to be attractive to the typical teenager at Westminster. However, there is 
not an atmosphere of complacency. When one person said, “Our church is asleep at the wheel 
in terms of youth ministry,” there was a real eagerness to wake it up. This general 
dissatisfaction is an extremely important component to initiating or renovating a youth ministry. 
This type of dissatisfaction can best be described as an eagerness for change.   
 
Children in the Sanctuary 
Parents and others alike expressed their pleasure at having the children in the sanctuary for half 
of the worship service and at having the children go down front for the Time with Young 
Disciples. Parents did not seem to feel pressured to place their children in the nursery if they 
preferred to have them worship alongside them in the pew. All the families of young children 
tend to sit together in the sanctuary, partially because there are plastic bins of toys for them 
there. The children’s choir also sings about once a month and many church members 
expressed how meaningful that was to them. This high level of intergenerational engagement at 
the core of the church helps to provide a solid foundation for the ministry. 
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All Together Now 
Recently the families of children have been able to enjoy times of fellowship. Some of these 
events have included an Easter Egg Hunt, a Halloween party, Advent gathering, a trip to the 
water park and potluck suppers. Parents and children alike enjoy an informal time to get 
together and get to know each other better. One member stated, “Shelia has started these and 
they are great.” One event that received much praise was Vacation Bible School. Young and old 
helped out with this event and many eagerly told us about this past year’s very creative 
curriculum, not purchased, but written by Shelia. “They made an arcade. They played games, 
had a dinner and the congregation came,” shared one excited member. 
 
Parents Group 
There is a group of young parents that gather in the library on Sunday mornings. Sometimes 
this group has a specific topic to discuss and other times they just enjoy each other’s company. 
A mother explained that both her children attend Godly play and that, “While our children were 
doing that, we started up our parenting group in the library and I love it. It is one of my favorite 
things about Sunday morning.”  
 
Who Else Is in Our House? 
Westminster is a busy place every day of the week, not just on Sundays. Senior Independence, 
dance classes, vocal academy, and a YMCA preschool make good use of the churches’ 
facilities during the week. These organizations are great opportunities for the church as they 
provide fertile ground in which the church could sow seeds of invitation to those who are in their 
walls each week.  
 
Outreach Events 
Westminster has so many wonderful ways that members can serve together as a nuclear and 
as a church family. Christmas baskets for needy families, Third Sunday dinners, Sandwich 
Making, and First Sunday Food Collection were some of the things members mentioned as 
ways that they could live out their faith together. Service to others is important at Westminster 
as one member stated, “We need to ask what we can do for our community and what can we do 
for the people around us?” The youth mentioned that they liked doing these types of things with 
their families. 
 
Committed Core Families 
Westminster is blessed with a group of core families who have been committed to the church. 
They are willing to jump in and help any many different ways. One grandmother said, “I don’t 
think I could work with the youth, but I sure could cook hotdogs for them or teach them about 
gardening.” It is this willing spirit of cooperation that is so encouraging and will carry the ministry 
forward. One parent said, “The families that have stayed are in this.” 
 
Generous Money 
Westminster has a history of being very generous in its giving to ministries in and out of the 
church. Members have been terrific in contributing to the Godly Play Sponsorships. These 
sponsorships have allowed the children’s ministry to purchase many of the items used for 
sharing the stories of our faith. There is a sense that if there is a real ministry need, members 
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will step up to fill that need. Also the fact that over 2 million dollars has been donated in the past 
year is something to celebrate! 
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CHALLENGES 
Obstacles to moving the children’s and youth ministries strategically forward. 
 
Waiting for Jesus 
Repeatedly, we heard the hope expressed that “when we get a new pastor” or “if we hire a 
youth director” the children’s and youth ministry (and church for that matter) will thrive (and 
peace will return to Pride Rock). There seems to be an avoidance of the possibility that the 
problem might be in the system, not in the personality. We heard things like “I feel strongly that 
we need a dedicated youth minister” and, “There will be a sense of renewal when we have 
someone chosen and brought in.” 
  
A youth director (or pastor) who steps into a targetless, anxious, divided, resistant environment 
is not likely to thrive. Recent previous attempts at improving the youth ministry seem to have 
focused almost exclusively on finding the right “program ideas” to attract youth or the right 
person to lead the ministry, rather than first addressing the underlying systemic issues hindering 
the health of the ministry.  
 
Who’s Minding the Store? 
Throughout our listening groups we heard confusion over who was in charge of what ministry. 
There is a real lack of accurate job descriptions for volunteers and staff alike. With a lack of 
clear job descriptions people experience frustration over what is expected of them and what 
they can expect of others. One person expressed what many had been saying; “I don’t know 
who's in charge of what around here.” This is especially true since there is not a staff person 
solely dedicated to the youth. Another area of confusion has come with the title and job 
description for the director of Christian education. The title suggests that this position would 
cover Christian education for all ages, but in fact this position’s focus is with children and adult 
education, even though the written job description includes all ages and youth in particular. 
 
Shifting Sand 
As was stated more than once in focus groups, Westminster is suffering from some level of 
what could be best described as “holding pattern fatigue.” The pastor’s departure in 2013 has 
left some people anxious about the future. Because of this pattern of transition, there has been 
a reluctance to establish more long-term strategies that can build momentum and vision for the 
future because leadership believes that the new pastor will not want to be chained to a particular 
plan. As a result, there is a feeling by some that the children’s and youth ministry just keep 
putting on Band Aids as quick fixes to far deeper needs and issues. People said things like, “A 
lot of people are waiting in the wings to see what is going to happen,” and “Basically we're in 
stopgap mode and have been for two years.” 
 
Lost in the Middle 
The fourth and fifth graders have been in a difficult spot of feeling too old for the Godly Play 
group and yet being too young for the youth area. Even the bulletin states that, “Kindergartners 
through 4th graders are invited to children's choir rehearsal in Room 207 of the Education 
Building,” and doesn’t mention 5th graders and what might be offered for them. One 
grandmother told us that her granddaughter doesn’t like being, “with the little kids." Another 
parent told us their child had expressed, "We need more activities for my age.”  It is important to 
be particularly sensitive so that either end of the age spectrum are not alienate. 
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Today’s Parents, Yesterday’s Nursery 
Stepping into the church nursery is almost like stepping into a time machine. The overall feel of 
the nursery is outdated and seems to have collected a number of unnecessary items. One 
mother noted, “The cribs are full of stuffed animals so my baby couldn’t take a nap it he wanted 
to.” Although there has been a significant transition in the nursery staff in the last few months 
and some of the these issues have been addressed, the changes have not been clearly 
communicated to all of the families. For today’s parents, and especially new parents visiting the 
church, just this first impression can be a deal-breaker for participation in the church.  
 
Parents do wonder if the workers have up-to-date training in new safety measures and ways of 
relating to children and parents. One mother mentioned that, “A nursery asked about putting my 
child on their tummy to sleep. I was shocked that she didn’t know that that was dangerous.”  
 
In and Out  
The current check-in and out system in the nursery and the children’s classrooms does not 
seem to be familiar to all parents. Some parents stated that they have been given information to 
fill out concerning their child and others had never been asked to fill out anything. In addition, in 
the event of an emergency volunteers and nursery workers need a way to contact parents and 
to be alerted to any special conditions or needs. Although it appears that a system is in place, it 
is not clear to all the families. 
 
Youth and Children’s Areas 
When you walk down the hall where the children and the youth rooms are located, there are not 
visual clues that you have entered a youth and children’s area. The walls and doors look just 
like the rest of the church, and when we asked the youth about their designed room they had 
plenty of suggestions for change. The youth felt that their room had been furnished with cast off 
items from members redecorating their own homes. They said, quite bluntly, “We need new 
couches-not old people couches. The walls and the sofas are ugly. Get rid of the blue carpet. 
The Ping Pong table is wobbly, and the air hockey game needs some help.” We also noticed an 
Atari in the youth area that dates back to the 1970s which predates their birth by 30 years. 
 
Lack of Critical Mass 
Kids want to go where there are other kids. Both the youth and the adults voiced concern over 
the small number of those who participate in the children’s and youth ministries. There is a small 
core group of children in each Godly Play class this year but there is concern for what will 
happen next year. One adult said, “My main concern is that right now we have eight. Next year 
we will only have two or three.” Regarding the youth, one adult said, “We worry if we'll have 
enough to have a Sunday school class next year.” 
 
Before the Confirmation class this spring, there had been a few attempts at organizing events 
for the youth but few or none showed up for those events. There is a sense that the youth 
ministry is “dead” in this church. Focus group participants said things like, “We dropped the ball 
with our youth and let them down,” and, “[A couple of years ago] We canceled youth Sunday 
school and looking back on it I think that was a big mistake.” 
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The good news is there is a small core group of youth currently coming to something weekly 
(Confirmation) and when a lock in was organized last month, they rallied and brought their 
friends -19 youth attended the lock-in! With Confirmation ending very soon, it will be extremely 
crucial for the youth ministry to have a plan for more gatherings for those Confirmands and also 
to invite the other youth on the rolls to those events.  
 
Missing Pieces of the Puzzle 
Several key communication pieces are missing from Westminster Church, including a way to 
equip parents with the curriculum used with their kids. Parents expressed a strong desire to 
know what’s happening with their kids and what they’re learning so it can be discussed at home 
saying things like, “As a parent I'd love to know what is going on in Godly Play.” Many parents 
said that emails are good, but those just recently started coming regularly.  
 
Beyond the parents, the communication crisis extends to church members and visitors. The 
parent group that meets during Sunday school is called “Library Conversations,” which would 
not give a visitor any indication this is a group for parents. The bulletin states that children 
through 4th grade attend children’s choir when in actuality 5th graders are in the choir. 
Communication in the church newsletter and on the church website was either missing, out-of-
date, or incorrect. The website says that children through 5th grade go to Godly Play and then in 
the next line it says through 4th grade.  
 
Non-parents similarly didn’t seem to have knowledge of what is going on in the children’s and 
youth ministry. Opportunities to celebrate key children and youth moments have gone 
unpublicized. Even Session is missing out on the happenings of the children and youth and 
would like to “know the numbers and what they are studying in the next month.” 
 
Return to Oz (The Way Back Leads Nowhere) 
There seems to be a nostalgic desire to return to the way things were. We heard from many 
how wonderful things were when… (fill in the blank with a pastor or youth director’s name) was 
here. Some parents and leaders hinted at their desire to replicate the program of their own 
youth. When asked what success would look like in the children’s and youth ministry, youth and 
adults were both quick to respond with the way it used to be saying things like, “The young 
pastors were wonderful and that drew in the young families” and “We would have 40 or 50 kids 
here.” In order to strategically move forward into new chapters of success, Westminster Church 
will have to do the hard work of closing the previous chapters and look to the future, not the 
past. 
 
Leadership Development Vacuum 
Though there are a good number of leaders involved with the children and youth in the church, 
there seems to be a lack of a clear process for recruiting and providing for the on-going nurture 
and training of adult volunteers. There currently are no volunteer job descriptions, background 
checks have not been done, and child protection policy training has not taken place. The 
volunteers reported a desire for more connection with each other, more guidance in their roles, 
and more resources for their age group. A children’s ministry volunteer said, “It was kind of 
strange to me and a little unnerving that we don't know where the parent is and if anything 
should happen we have no procedure.” A youth ministry volunteer said, “I get frustrated by the 
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lack of coordination.” Well-meaning, untrained volunteers will never be able to establish a stable 
children’s and youth ministry program.   
 
 
 
Rites of Passage 
Presently there is only one clear rite of passage, Confirmation, for the young people of 
Westminster. Rites of passage (or milestone moments) provide opportunities to empower the 
children and youth and to remind them of their importance in the life of the congregation. When 
asked what were the memory making events of each year, not one group could name 
something to which they either looked back on with fondness or forward to with anticipation. 
 
In Search of a Vision 
The current staff, volunteers, parents and youth are passionate about the children’s and youth 
ministry. They want to see marvelous things happen, and they are willing to work, and work 
sacrificially, to do so. But most seemed unable to articulate a clear picture of what they envision 
the children’s and youth ministry looking like if it were a thriving ministry. Even when asked to 
“dream their dream,” focus groups seemed to discuss the past and ask more questions rather 
than name their vision. Parents and leaders said, 
 

• What are we not doing? What is it? What do you have to spend? What do you have to 
do to get the youth involved? 

• I don't know how you do it but you have to get someone in here to plan fun things. 
• I want kids to want to come and to make it about God. 
• I'd like us to be a church that really cares about youth and thinks it’s our job. 

 
The vision, mission, and goals of the children’s ministry and youth ministry need to be clarified 
and refined so that they are quantifiable and measurable. Without such a vision, there is little 
objective standard by which to evaluate the program or the staff. These also need to be 
frequently and clearly communicated to volunteers and parents. Parents want to follow if they 
simply know where they are headed. 
 
Counting the Sheep 
When Sunday school teachers were asked about attendance, they didn’t know about the 
attendance tracking system that is in place for the children’s ministry. Volunteers also didn’t 
know about the visitor cards in their room to give to first-time visitors. When asked about follow 
up with children or youth who have not attended in a while, no one knew if that was happening 
or how. 
 
Roster-based attendance is being taken at children’s ministry programs but this is where the 
information stops. Teachers and volunteers tell us that they do not see it again or understand 
what happens with it. It is very important to know who is attending the weekly activities of both 
children’s and youth ministries, and not just events, in the case of an emergency. It is also 
valuable information as we provide pastoral care for the children and youth of Westminster.  
 
It will be very difficult to track who has been coming and who has been missing from weekly 
programming without a systematic tool to let teachers know who their sheep are and when they 
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are missing. Children and youth are more likely to disappear without being noticed when the 
staff and volunteers depend upon visually tracking the attendees for follow up each week. 
 
 
 
 
Terminal Uniqueness 
We observed that many listening group participants suffered from a perception disorder we like 
to call “terminal uniqueness,” focusing intensely on the “unique” challenging factors facing this 
children’s and youth ministry: 

• Multiple feeder schools, making it difficult for kids to feel connected. 
• Kids with packed schedules, who are therefore unable to participate regularly. 
• Kids attending schools that demand high levels of performance, including multiple hours 

of homework each night. 
• A point person in the children’s ministry who is part time. 
• Being a church that does not come from the same zip code, making it difficult to get 

people to come back to church beyond Sunday mornings. 
• Being a church full of dual income adults who don’t have time to volunteer. 

  
The truth is that none of these challenges are unique to this church. Since we know that the 
majority of these factors are present in almost every successful suburban children’s and youth 
ministry in our country, the church can make the decision to keep their thinking about the 
children’s and youth ministry off the dead-end streets of explaining away a less than effective 
program by pointing to these factors. 
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RECOMMENDATIONS 
1) Reframe the next 16 months as a time of goal setting and infrastructure building for the 

children’s and youth ministries. Target September 2016 as the date for achieving 
sustainable structures for the children’s and youth ministries knowing that incremental 
successes will be seen throughout the renovation. 
 

2) Establish a Prayer Team to undergird this design and renovation process. 
 
3) Present this report to the Session, requesting that they endorse a 16-month strategic design 

process for the children’s and youth ministries.   
 
4) Establish two interim teams who will meet through September 2016: 

a. Children’s Ministry Renovation Team: A team made up of three to four volunteers 
in addition to the director of Christian education, who report regularly to the 
Discipleship Committee. These non-anxious, goal-oriented people will free up the 
current volunteers and staff to focus on exceptional day-to-day ministry, while the 
Renovation Team focuses on the recommendations below. 

b. Youth Ministry Design Team: A team made up of three to four volunteers, who 
report regularly to the Discipleship Committee. These non-anxious, goal-oriented 
people will build an interim 2015-2016 plan for the youth ministry and also focus on 
the recommendations below.  
 

The recommendations for each team will include two overarching responsibilities:  
a. Work with the children’s and youth ministries leadership to address the immediate 

pressure points facing the ministry as they transition toward sustainability. 
b. Establish a consensus for the direction of the children’s and youth ministries and 

take responsibility for implementing the strategic, long-term changes 
recommended in this report. 
 

5) Engage the services of Ministry Architects to take responsibility for: 
a. Working with the staff and volunteers to ensure the achievement of the outcomes 

outlined in this report’s timeline,  
b. Assisting the children’s and youth ministries in overcoming the obstacles that are 

certain to arise in the process of restructuring and fine-tuning the children’s and 
youth ministries.  

CLIMATE CHANGE 
As Westminster Presbyterian begins the renovation and design process, it will be 
important to first embrace a climate change around the children’s and youth ministry. 
Instead of focusing on what is not happening or the vacant staff positions, the church will 
be well served to focus on and celebrate the positive steps toward sustainability. The 
children’s and youth ministry will need to 1) deliver results, 2) instill stories and 
metaphors, 3) embrace rituals and traditions, 4) import joy into the chaos, and 5) trust the 
process. Our hope is that the church can embrace a different way of thinking when it 
comes to how the ministry is sustained and that lay leaders partner with staff in that 
endeavor. 
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CHILDREN’S RENOVATION TEAM AND YOUTH DESIGN TEAM  
 
TASK #1: Address the Pressure Points (Accomplish these urgent tasks first to create a 
healthy climate conducive to change.) 
 
CHILDREN’S MINISTRY PRESSURE POINTS 

• Pressure Point #1: Fine-tune the Director of Christian Education’s Title and Job- 
Shift from using the title “Director of Christian Education” to “Director of Children’s 
Ministry” and revise the job description to focus solely on children’s ministry.   
 

• Pressure Point #2: Equip the Team – Develop results-based job descriptions for all 
volunteer positions in the children’s ministry (Godly Play storytellers, Godly Play 
doorkeepers, VBS leaders, Children’s Choir helpers, etc.), ensure that all volunteers 
have received a background check, and schedule regular trainings for all volunteers.  
 

• Pressure Point #3: Offer a Pre-Teen Alternative – Schedule one or two 4th/5th grade 
only special events over the summer. Recruit at least two volunteers to be the Pre-Teen 
Coordinators for these summer events. Ensure that all children on the church roster 
entering 4th grade through those graduating from 5th grade (3 grades) are personally 
invited to attend and ensure that the details have been communicated at least five 
different ways to the children and their parents. 

 
YOUTH MINISTRY PRESSURE POINTS 

• Pressure Point #1: Summer Plan – Schedule three or four incredibly fun youth 
gatherings for May through August (Ministry Architects received ideas from the youth 
during their listening group). Recruit at least two volunteers to be the “Summer Events” 
Coordinators for these gatherings. Ensure that all youth on the church roster entering 6th 
grade through those graduating from 12th grade (8 grades) are personally invited to 
attend and ensure that the details have been communicated at least five different ways 
to youth and their families. 
 

• Pressure Point #2: Youth Directory – Create a youth directory that includes contact 
information for all youth and their families, birthdays, school, cell phone numbers for 
youth and parents and classifies youth into the following categories: 

o Active Youth are the ones whose families are members of Westminster 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 youth directory. 

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

o Visitor Active Youth are those who regularly attend youth activities but are not 
an official member of Westminster. 

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

o First Timers refer to visitors who have attended a youth 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.  

 
CHILDREN’S RENOVATION TEAM AND YOUTH DESIGN TEAM  
TASK #2: Establishing a consensus for the direction of the children’s and youth 
ministries and the creation of its infrastructure, including the completion of the following 
tasks: 
 
BUILDING INFRASTRUCTURE AND STABILITY 
 

o Host a “Quick Start” Retreat: Invite the Children’s Renovation Team and Youth Design 
Team, key volunteers, and children’s staff to participate in a Quick Start Retreat in which 
the renovation process is launched and the pressure points outlined in the Assessment 
Report are addressed. The retreat tackles the items that need to be done first, and 
builds momentum for the children’s and youth ministries renovation process.  

o 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 children’s and youth ministry mission statement  

o A statement of values  

o A set of three-year revolving goals  

o An organizational structure for the children’s and youth ministry  

o Intentional Curriculum Plan: Create a one-year curriculum plan for Godly Play, youth 
Sunday school and the parent Sunday school class. 

o 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 2015. Use 
that event to cast the vision, share information, and build enthusiasm about the year 
ahead. 

o Control Document Development: Complete and publish an 18-month calendar, create 
major event notebooks to help event planners succeed, and generate a preventative 
maintenance calendar that schedules behind-the-scenes activities for each month (like 
“September: nail down the date for next year’s Fall Kick Off”). 

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

o Attendance: Track attendance for all children’s and youth activities and implement an 
attendance tracking system that includes the number of unique children and youth 
involved weekly. 
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o 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. 

o 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. 

o 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. 

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

 

DEVELOPING AND NURTURING STAFF AND SERVANTS 
o 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. Consider a youth ministry staff position after at least six 
months of intentional designing of the youth ministry by lay leaders. 

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

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

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

o Volunteer Recruitment: Build a fortified volunteer leadership team, some of who will do 
relational ministry with children and youth while others work behind the scenes. Create a 
clear and complete list of the volunteer needs. Create a “fishing pond” list of at least 20 
possible volunteers to call on for weekly volunteer positions for both the children’s 
ministry and youth ministry. 

o 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. 
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DEVELOPING CLEAR STRATEGIES AND NEW INITIATIVES 
o Youth Retention: Develop an intentional strategy for retaining youth. Schedule at least 

four fun, social gatherings for the 2015-2016 school year and personally invite all the 
youth to these events.  

o Measurable Markers of Effectiveness: Determine reasonable participation goals for all 
children’s and youth ministries events and weekly programs through August 2016 and 
take responsibility for filling those events.  

o Outreach and Service: Build on the desire expressed by the youth and the church to 
make a difference in the world as well as their local community by providing a well-
publicized calendar of mission initiatives for children, youth, and families.  Invite all age-
appropriate visitors and first-timers to participate in these initiatives, recognizing that the 
social-justice DNA of Westminster may be the most natural plug-in point for many 
outsiders.  

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

o 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. 

o Sign-In/Sign-Out Process: Create a Sign-In/Sign-Out process for children’s Sunday 
school classes as well as develop a process for contacting parents while they are 
attending Sunday school or in the worship service in the event that they are needed. 

o Childcare Process: Develop a communication game plan and an rsvp system for 
parents to sign up for childcare at church events and activities.  

o Nursery Policies: Create a policies and procedures manual for the nursery that 
includes the following: 

o Job descriptions for staff and volunteers, training resources, and child protection 
policies  

o Supervision guidelines (teacher to child ratios) 

o Emergency procedures 

o Diaper and restroom policies  

o Well child policy  

o Sign in/out procedures including collecting pertinent information (food allergies, 
feeding schedule, cell phone, etc.) 

o Volunteer identification  

o Facilities: Explore the possibilities for a renovation of the hallways near the children’s 
ministry space and a redesign of the Student Center. Propose options for the above to 
the Session for revision or approval.  
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o Building Bridges: Develop a game plan for building bridges between the YMCA 
Daycare, the Dance Group, and the Vocal Academy and the children’s ministry. 

o Pre-Teen Ministry: Create ongoing events specifically geared to 4th–5th grades to build 
community among the children and ensure their transition into the youth ministry. 

o Confirmation: Determine what the frequency of Confirmation will be (every year, every 
other year) and who the potential Confirmands are for the next two years.  

o Rites of Passage (or Milestones):  Develop a written plan for the rites of passages 
processes and events that will be celebrated in the lives of the children and youth that 
include:  

o First Steps Milestone 
§ Purpose: introduces the congregation to a few of the youngest members 

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

o Welcome to Worship  
§ Purpose: intentionally extends the welcome mat to children and their 

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

o Anniversary of Baptism  
§ Purpose: Reminds those who have been baptized during the past year, 

their families, and the congregation of the promises made to everyone at 
baptism. It is 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 Prayer Milestone  
§ Purpose: To encourage the congregation to keep its promise to equip and 

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

o Bibles to 8 year olds 
§ Purpose: To invite children into the community’s practice of reading 

scripture together. 
o 5th graders moving into the middle school ministry  

§ Purpose: To welcome the rising 6th graders and their parents into the 
middle school ministry. 

o Blessing of the Backpacks  
§ Purpose: To mark the passage of summer and to help children, youth, 

and adults transition back into the fall schedule, reminding the children 
and youth that Jesus is always with us. 

o Confirmation 
§ Purpose: To welcome the Confirmands into official membership in the 

church. 
o 12th graders graduating from the youth ministry 

§ Purpose: To launch the church’s high school graduates from the youth 
ministry, confident that they are surrounded by a supporting church family 
and committed to live out their faith as adults. 
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PROPOSED TIMELINE 
AND OPTIONAL CONSULTING PROPOSAL 
The following provides Westminster Presbyterian 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 16-month 
transition, we are available to help. 
 
April/May 2015 
Focus: Starting Right and Work Begins 
 
Outcomes: 

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

• Three or four incredibly fun youth gatherings (Ministry Architects has a list of ideas 
from the youth) have been scheduled for the summer. At least two volunteers have 
been recruited to be the “Summer Events” Coordinators for these gatherings. Ensure 
that all youth on the church roster entering 6th grade through those graduating from 
12th grade (8 grades) are personally invited to attend and ensure that the details 
have been communicated at least five different ways to youth and their families. 

• A Quick Start Retreat has been scheduled for June.  
• The Children’s Renovation Team and the Youth Design Team have been recruited 

and the first meeting has been scheduled to take place before the Quick Start 
Retreat.  

• 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. 

• Any immediate volunteer needs for the children’s and youth ministries have been 
determined and slots have been filled. 

• Results-based job descriptions have been written and distributed to the appropriate 
volunteers for the children’s and youth ministries. 

• A thank you event for all volunteers has been planned and scheduled to happen in 
June. This event has also been communicated to all volunteers. 

• Shift from using the title “Director of Christian Education” to “Director of Children’s 
Ministry” and revise the job description to focus solely on children’s ministry.   

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

 
Ministry Architects Option: 1 day offsite 
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June 2015 
Focus: Renovation Underway, Calendars, Volunteers, Database, Volunteer Thank You 
 
Outcomes: 

• Work has begun on the 2015-2016 children’s and youth ministries calendar.  
• A fishing pond of 20 potential volunteers for the children’s ministry and 20 potential 

volunteers for the youth ministry has been created.  
• 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 teen 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 Quick Start Retreat has taken place in which the renovation process was launched 
and pressure points outlined in the Assessment Report have been addressed. The 
retreat tackled the items that needed to be done first to initiate the children’s 
renovation and youth ministry design process. 

• A thank you event for all children’s and youth ministries volunteers has taken place.  
 

Ministry Architects Option: 2 days onsite, 1 day offsite 
 

July 2015 
Focus: Calendars, Database, Communications, Visioning Promotion, Fall Kick-off, 

Curriculum 
 
Outcomes: 

• An intentional strategy for retaining youth has been developed and at least four fun, 
social gatherings have been scheduled for the 2015-2016 school year in which all 
the youth are personally invited to these events. 

• A Visioning Retreat has been scheduled for September and a “save the date” 
email/postcard has been sent to all families. 
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• A database of all children, youth, and their families has been compiled and each 
person is “tagged” with a category.  

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

• The 2015-2016 children’s and youth ministries calendar has been completed. 
• A Fall Kick-off for the children’s and youth ministries has been scheduled for 

September. A team of parents has been recruited to implement the Fall Kick-off. 
• A one-year curriculum plan for Godly Play, youth Sunday school and the parent 

Sunday school class has been created. Curriculum has been chosen for the 
upcoming school year. 

• A Leadership Launch has been scheduled for August for the volunteers in the 
children’s and youth ministries. 

• The children’s staff has created a Rhythmic Week including balcony time and has 
begun to live into their Rhythmic Week. 

• A Sign-In/Sign-Out process for children’s Sunday school classes as well as a 
process for contacting parents while they are attending Sunday school or in the 
worship service in the event that they are needed has been developed. 

 
Ministry Architects Option: ½ day offsite 

 
August 2015 
Focus: Pressure Points, Compliance, Calendar, Curriculum, Pre-Teens, Participation 
Goals, Nursery 
 
Outcomes: 

• All programs have adhered to the child protection policy as laid out by the church. 
• All pressure points have been addressed. 
• Curriculum has been distributed to all teachers/volunteers and they are trained to 

implement the curriculum. 
• The 2015-2016 children’s and youth ministries calendar has been distributed to all 

children, youth, and their families. The calendar has been publicized and major event 
dates are on the church’s calendar. 

• Ongoing events specifically geared to 4th–5th grades to build community among the 
children and ensure their transition into the youth ministry have been scheduled for 
the 2015-2016 school year. 

• Reasonable participation goals have been established for all children’s and youth 
ministries events and weekly programs through August 2016 and there are clear 
lines of responsibility for filling those events.   

• Create a policies and procedures manual for the nursery that includes the following: 
o Job descriptions for staff and volunteers, training resources, and child 

protection policies  
o Supervision guidelines (teacher to child ratios) 
o Youth volunteer guidelines 
o Emergency procedures 
o Diaper and restroom policies  
o Well child policy  
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o Sign in/out procedures including collecting pertinent information (food 
allergies, feeding schedule, cell phone, etc.) 

o Volunteer identification  
 

Ministry Architects Option: ½ day offsite 
 
September 2015 
Focus: Visioning Retreat, Curriculum, Leadership Launch, Fall Kick-off 
 
Outcomes: 

• A Visioning Retreat with all major stakeholders has occurred producing visioning 
documents for the children’s and youth ministries (mission statement, core values, 
goals and structure). 

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

• All volunteer needs for the 2015-2016 school year for the children’s and youth 
ministries have been filled. 

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

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

• 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 felt energized and enthusiastic about the coming year’s 
programs. 

• A game plan for welcoming new families, children, youth, and guests to the church 
so that they feel warmly welcomed has been implemented. The plan has included a 
timely follow up plan to ensure their return to the church. 

 
Ministry Architects Option: 3 days onsite, 1 day offsite 

 
October 2015 
Focus: Mid-Course Evaluation, Major Event Notebooks, Compliance, Budget 
Outcomes: 

• The Children’s Renovation Team and the Youth Design Team have completed a 6-
month mid-course evaluation of the renovation and design process and made any 
adjustments necessary to improve the work being done. 

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

• Background checks have been done for all weekly hands-on volunteers.  
• All paperwork for hands on, weekly volunteers has been updated and is in 

compliance with the safe church policy.  
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• A detailed 2016 budget for the children’s and youth ministries has been completed 
and submitted to the appropriate group. 

• Build on the desire expressed by the youth to make a difference in the world as well 
as their local community by providing a well-publicized calendar of mission initiatives 
for children, youth, and families. Invite all age-appropriate visitors and first-timers to 
participate in these initiatives, recognizing that the social-justice DNA of Westminster 
may be the most natural plug-in point for many outsiders.  

• Determine what the frequency of Confirmation will be (every year, every other year) 
and who the potential Confirmands are for the next two years.  

 
Ministry Architects Option: ½ day offsite 

 
November 2015 
Focus: Communication, Compliance, Attendance, Continuing Education, Staffing plan 
 
Outcomes 

• 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. 

• 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. 

• Continuing education opportunities have been explored and calendared for the 
children’s ministry staff. 

• A process for tracking and recording attendance in all children’s and youth ministries 
programs has been created and implemented. 

• A short-term team has met with the appropriate church committees to explore the 
possibilities for a renovation of the hallways near the children’s ministry space and a 
redesign of the Student Center. Propose options for the above are being sent to the 
Session for revision or approval.  

• Develop a communication game plan and an rsvp system for parents to sign up for 
childcare at church events and activities. 

• Based on the youth numbers from the previous six months and using the 1:50 youth 
to staff ratio in the Ministry Architects norm, determine whether or not a dedicated 
youth ministry staff position is necessary or if the youth ministry will continue to be 
led by lay leaders for the next six months. 

 
Ministry Architects Option: ½ day offsite 

 
December 2015 
Focus: Rites of Passage 
 
Outcomes: 

• Rites of Passage (or Milestones):  Develop a written plan for the rites of passages 
processes and events that will be celebrated in the lives of the children and youth 
that include:  
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o First Steps Milestone 
§ Purpose: introduces the congregation to a few of the youngest members 

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

o Welcome to Worship  
§ Purpose: intentionally extends the welcome mat to children and their 

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

o Anniversary of Baptism  
§ Purpose: Reminds those who have been baptized during the past year, 

their families, and the congregation of the promises made to everyone at 
baptism. It is 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 Prayer Milestone  
§ Purpose: To encourage the congregation to keep its promise to equip and 

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

o Bibles to 8 year olds 
§ Purpose: To invite children into the community’s practice of reading 

scripture together. 
o 5th graders moving into the middle school ministry  

§ Purpose: To welcome the rising 6th graders and their parents into the 
middle school ministry. 

o Blessing of the Backpacks  
§ Purpose: To mark the passage of summer and to help children, youth, 

and adults transition back into the fall schedule, reminding the children 
and youth that Jesus is always with us. 

o Confirmation 
§ Purpose: To welcome the Confirmands into official membership in the 

church. 
o 12th graders graduating from the youth ministry 

§ Purpose: To launch the church’s high school graduates from the youth 
ministry, confident that they are surrounded by a supporting church family 
and committed to live out their faith as adults. 

 
Ministry Architects Option: ½ day offsite 

 
January 2016 
Focus: Marketing, Volunteer Training, Calendars 
 
Outcomes:  

• Work has begun on the summer calendar for 2016. 
• The Children’s Renovation Team and the Youth Design Team have met at least 

monthly for the past nine months and have decided how often they will meet for the 
remaining seven months. 

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

• 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 2016-2017 children’s and youth ministries calendar.  
• Continuing education opportunities have been explored for the children’s and youth 

ministries staff including coaching, reading and seminars or conferences. 
 

Ministry Architects Option: 2 days onsite, 1 day offsite 
 
February 2016 
Focus: Calendar, Volunteer Recruitment 
 
Outcomes: 

• The 2016-2017 children’s and youth ministries calendar has been completed through 
August 2017 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 2016-2017 school year. 
o The volunteer needs list and the potential volunteers list has been merged. 
o Current volunteers have been asked to evaluate and possibly renew their 

commitment to the children’s and youth ministries. 
o Recruitment has begun for hands-on weekly volunteers, event coordinators and 

behind-the-scenes volunteers for 2016-2017. 
 

Ministry Architects Option: ½ day offsite 
 

March 2016 
Focus: Benchmarks, Database, MIA, Summer Calendar 
 
Outcomes: 

• 50% of the one-year benchmarks have been accomplished. 
• MIA children and youth have been systematically contacted. 
• The collection of updated information from each child, youth, and family has been 

completed and the database for children’s and youth ministries has been updated 
with that new information. 

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

• The summer 2016 calendar for the children’s and youth ministries has been drafted.  
 

Ministry Architects Option: ½ day offsite 
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April 2016 
Focus:  Recruitment, Volunteer Thank You, Fall Kick-off, Major Event Notebooks, 
Summer Calendar 
 
Outcomes: 

• Volunteer recruitment has continued. 
• A volunteer thank you event has been scheduled and promotional materials have 

gone out to all children’s and youth volunteers. 
• A Fall Kick-off team has been recruited to begin planning for the start of the fall 

children’s and youth ministries programs. 
• All major event notebooks have been updated by the event coordinators and given 

back to the children’s and youth staff to pass along to the next year’s coordinator. 
• A game plan for building bridges between the YMCA Daycare, the Dance Group, and 

the Vocal Academy and the children’s ministry has been built. 
• The summer 2016 calendar for the children’s and youth ministries has been 

completed and distributed.  
 

Ministry Architects Option: 2 days onsite, ½ day offsite 
 
May 2016 
Focus: Volunteer Thank You, Reflection & Re-Assessment, Preventative Maintenance, 

Youth Staffing 
 
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   
• A volunteer thank you event has taken place.  
• 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. 

• [If a youth staff person has not already been hired] Based on the youth numbers from 
the previous year and using the 1:50 youth to staff ratio in the Ministry Architects 
norm, determine what staffing configuration will work best for the youth ministry (1 
staff person vs. 2 staff with more specific responsibilities vs. volunteer led). 

 
Ministry Architects Option: ½ day offsite 

 
June 2016 
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Focus: Manual, Directory, Volunteers 
 
Outcomes: 

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

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

• The Children’s and Youth Ministries Manuals (both hard copy and digital) have been 
completed, including 
o Visioning documents  
o Directories  
o Volunteer directory  
o Volunteer training agendas and notes 
o Attendance records 
o Annual calendar 
o Results-based job descriptions 
o Game plans and new initiatives 
o Meeting agendas and minutes for Children’s Renovation Team/Youth Design 

Team meetings. 
o 1 year curriculum plans 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  

 
Ministry Architects Option: 1 day offsite 

 
July 2016 
Focus: Compliance, Preventative Maintenance Calendar, Curriculum, Participation Goals 
 
Outcomes: 

• 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. 

• 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 child protection policy.  
• Reasonable participation goals have been determined for all children’s and youth 

ministries events and weekly programs through August 2017 and steps to 
accomplish those targets have begun to be implemented. 

 
Ministry Architects Option: ½ day offsite 

 
August 2016 
Focus: Major Event Notebooks, Strategic Staffing, Leadership Launch, Benchmarks 
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Outcomes: 

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

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

• 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. 

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

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

 
Ministry Architects Option: ½ day offsite 

 
September 2016 
Focus: Fall Kick-off, Sustainability 
 
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. 

• 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. 

• The staff, Children’s Renovation Team, and Youth Design Team have celebrated 
what God has done with their 16-month investment. 

• The Children’s Renovation Team and the Youth Design Team have 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. 

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

Ministry Architects Option: 2 days onsite, ½ day offsite 
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The Ministry Architects Team Serving 

Westminster Presbyterian (Akron, OH) 
   
JEN DEJONG- VICE PRESIDENT OF INNOVATION 
jen@ministryarchitects.com  
217-691-8673 
 
Jen began working in youth ministry in 2002 as the Youth Program Coordinator at First 
Presbyterian Church in Nashville, TN. She currently serves on the Ministry Architects 
executive team, overseeing the work with many of our churches. 
 
Jen graduated from Vanderbilt University with a B.S. in Cognitive Studies and a minor in 

Communications. She also earned a M.S. at Vanderbilt in Developmental Psychology with a special emphasis on 
parental involvement in teenagers' extracurricular activities. 
 
Jen currently resides in Springfield, IL with her husband Marc, their daughters Maria and Rose, and their two dogs. 
 
 

LOUISE ROBISON- STAFF CONSULTANT 
louise@ministryarchitects.com  
678-316-2039 
 
Louise began working with youth as a volunteer after graduating from Erskine College.  A 
few years later, much to her delight, she began getting paid to work with youth and 
children in her church.  She has over fifteen year experience as Director of Christian 
Education and Director of Children’s Ministries in two churches in Bainbridge, GA and 
one in Gainesville, GA.  She currently teaches preschool in Gainesville. 

Louise lives in Gainesville, GA with her husband, Jim and two girls, Ginny and Emily, one dog and one cat.  She 
loves to dig holes in the yard and plant beautiful flowers.  She also loves to cook delicious meals for her ever hungry 
family. 

JEFF DUNN-RANKIN- VICE PRESIDENT OF CONSULTING 
jeff@ministryarchitects.com 
941-416-6618 
 
Jeff has been Director of Youth at Christ United Methodist Church in Venice, FL since 
1998. 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. 
 

He is a regular columnist for Group Magazine, and in 2011, Jeff wrote two books, Before You Hire a Youth Pastor 
and The Indispensable Youth Pastor (Group Publishing), both co-authored with Ministry Architects President & 
Founder, Mark DeVries. 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 currently lives in Venice, Florida, with his wife Mary Lou, and two children, Matthew and Katie. 


